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Problem Statement 

Quaker Oats, (QO) located in Danville, IL is concerned about the amount 

of overtime being assigned to mechanics in the facility’s maintenance 

department. The maintenance management group believes overtime is 

excessive and would like to eliminate the resulting effect on the department 

budget. Some in the labor group agree with this assessment while others desire 

the opportunity to earn premium pay. This project will attempt to resourcefully 

investigate the interests of both labor and management, to creatively analyze and 

evaluate that information, and to utilize the eight elements of thought to resolve 

this overtime challenge; Is the amount of overtime at Quaker Oats excessive? If 

So how can it be reduced? 

Problem Elements 

If the goal is to avoid overtime why would any schedule include more than 

forty hours for an employee in one week? There are many types of jobs; some 

require constant staffing and others do not. In order to staff efficiently there are 

jobs that must be manned continuously during scheduled runs so that production 

does not stop and potentially idle many other employees. In the maintenance 

department the level of staffing provides mechanics for breakdown coverage, 

building, grounds and utilities work and a crew that performs special project work. 

What is overtime/premium pay and why is it a problem? In the state of 

llinois, where the facility in question is located, it is an employer's legal obligation  
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to provide covered employees with a higher rate of pay after they have 

completed forty hours of work in the period of one week. This, along with the 

regulated amount of a 50% premium, is stipulated by the Fair Labor Standards 

Act (FLSA) of 1938. In addition to the FLSA there is a Collective Bargaining 

Agreement (CBA) that provides further rules and stipulations governing rates of 

pay and in particular a fixed format by which overtime will be assigned. What are 

the legal implications of disregarding either the FLSA or the CBA? 

Is productivity a relevant element that should be considered? Productivity 

has a direct influence on the amount of man-hours needed to accomplish a task. 

A more productive work force is able to carry out more work in a given quantity of 

time; i.e. lower productivity requires more man-hours to accomplish the amount 

of work required and so increases the likelihood that overtime will be needed. Is 

the amount of overtime being worked in the shop is due to a lack of productivity 

or can scheduled overtime effect the productivity level of workers? 

Finally what are the alternatives to scheduled overtime? The CBA 

regulates not only overtime payment but also aspects of its scheduling. Overtime 

is distributed by job classification, seniority, and qualification; only qualified 

employees are eligible for overtime in any job classification. The QO 

maintenance shop employs multi-craft mechanics; their job description lists a 

variety of skills they must possess in order to be considered qualified; it reads: 

“Under general supervision, must repair, maintain, trouble shoot, 

install plant equipment, service lines and perform building 

maintenance tasks. Possession of skills in electronics /  
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pneumatic’s instrumentation and adequate skills as an electrician, 

machinist, pipefitter and millwright are necessary for execution of 

the job” (Quaker Oats LLC, 2008). 

It is apparent workers must possess a higher skill level than the general 

population to be qualified in this job classification; a missing employee in this 

category will not easily be replaced; this will result in limitations of methods used 

to avoid overtime in other applications. 

Topic Importance 

In the last decade this country has experienced a huge amount of middle- 

income job loss; we hear comparisons between today’s economy and that of the 

Great Depression on a daily basis. In this land of plenty no one is immune to the 

threat of losing their job in an economy that suffers a rate of unemployment that 

fluctuates around ten percent. Additionally many more individuals are 

underemployed giving good cause to those who still enjoy the luxury of a middle- 

class wage to attempt to assure the continuation of their livelihood. 

More to the point Vermilion County and Danville specifically suffer from 

some of the highest rates of unemployment in the state; in December of 2009 

when the national unemployment rate was at 10%, the local community reflected 

the following numbers: 

Vermilion County City of Danville 

November 2009 12.1% 13.0% 

October 2009 12.1% 13.1%  
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September 2009 11.9% 12.9% 

August 2009 12.1% 13.8% 

July 2009 11.4% 13.1% 

June 2009 10.9% 12.2% 

(Vermilion Advantage, 2010). 

In order to be an agent of sustainability for the local community a decision to 

reduce overtime by expanding the wark force would appear to be responsible. 

How would one determine the amount of jobs that chould be created? In 2000 R. 

L. Hetrick, an economist for the Division of Monthly Industry Employment 

Statistics at the Bureau of Labor Statistics, offered a simple formula in his article, 

Analyzing the recent upward surge in overtime hours: 

“The implied substitution of overtime for hiring can be quantified 

using full-time equivalents. Full-time equivalents are computed by 

taking the aggregate overtime and dividing it by 40, the number of 

hours in a standard workweek. For example, if 20 people worked 6 

hours of overtime, the full-time equivalent of that overtime would be 

3 — that is, 3 extra production workers could have been hired rather 

than existing workers accumulating 120 weekly overtime hours” 

(Hetrick, 2000). This will be a simple formula that should be easy to apply. 

Research Methodology 

One of the objectives of this project was to utilize the art of critical thinking 

in an attempt to resolve this overtime challenge. To think critically requires  
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“analyzing and evaluating thinking with a view to improving it” (Paul & Elder, 

2006). There are eight identified elements of thought offered for the student to 

utilize in developing self-corrective method of thinking. Becoming aware of one’s 

own egocentrism, sociocentrism, and prejudices promotes development of the 

ability to recognize the need to view problems from many different perspectives if 

it is to be solved in a manner that provides an acceptable level of satisfaction for 

all participants. To have an a clear, accurate, precise, relevant view, that 

encompasses the entire depth and breadth of the issue in a logical manner, is 

required to assure that the problem or issue has been measured within universal 

intellectual standards (Paul & Elder, 2006). This method will require that all 

viewpoints on the use of overtime be thoroughly considered. Recognition of pre- 

conceived beliefs and prejudices on the part of the researcher is imperative to 

assure quality reasoning in the problem solving situation. Actively seeking data 

that justifies opposing personal views must occur. 

The approach for research followed the template developed through an 

eclectic blend of the theories and practices taught in the Master's of Leadership 

Development program, excerpts from pamphlet, Critical Thinking, and other 

sources found in the course of this research. Practices developed through 

methods of creative leadership, such as forced connections, webs of abstraction, 

and brainstorming, not only transformed thinking principles but provided tools for 

diagnosing problems and discovering the best solutions based upon the most 

complete information (Puccio, Murdock & Mance, 2007).  
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Divergent applications included gathering information from web-sites and 

text books including statutes, local regulations, and a bargaining agreement. All 

compulsory regulations and requisite restrictions were recognized and honored. 

Once these limitations were established, options were converged to only those 

that were permissible. 

Management and labor embrace different philosophies; the motives for 

utilization or avoidance of overtime differ for the two factions. In the situation 

encompassed by this paper characteristics of belief perseverance were exhibited 

by both parties; labor and management both displayed an ability to “distort, 

minimize... even ignore any facts that ran contrary to (their) reality” (Shiraev & 

Levy, 2007). Cultural differences ranging from attitude to vocabulary were given 

full consideration and best practices to reduce the effects of those differences 

were thoroughly researched. 

Challenges 

Challenges experienced during this process included the age of much of 

the information. The amount of time that had elapsed since much of the data 

was originally published might appear to date recommendations and nullify the 

results, however there were no publications found that unilaterally disputed 

previously endorsed actions. 

The researcher’s propensity to view the problem from one specific area of 

interest, that of labor, provided a certain level of challenge. Developing the habit 

of critical thinking became paramount; actively seeking justification for an  
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opposing point of view is a difficult discipline to practice. However if the culture 

of the work environment is to change, giving full consideration to opposing points 

of view must be embraced. While agreement will certainly not always be 

achieved, the validation provided by listening to and acknowledging another's 

point of view is the first step to opening the mind to change. 

Challenges for management and labor will be in the ability to learn to think 

critically. Just as the researcher found justification for both points of view, 

perhaps if both labor and management listen to the opposing side’s view points 

with an open mind they will hear, but changing behavior is difficult, and that will 

be the true challenge. 

Literature Review 

When exploring sources of information and readings on the subject of 

creatively looking at overtime scheduling, the research included but was not 

limited to; 

eo Creative Thinking: Critical Thinking, Concepts and Tools ensured use of 

the eight elements of thought through-out the informational research, 

analysis and assessment of the results. 

Legal Documents and Regulations: This not only included the Collective 

Bargaining Agreement and reams of pages containing the National Labor 

Relations Act and the Fair Labor Standards Act, but due to the current 

increase in the media dialogue about the Great Depression it was 

determined that to understand history is to attempt to avoid repeating it.  
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The history of why both the NLRB and the FLSA were established in an 

economic environment eerily similar to that of today was interesting at the 

least and possibly significant. Found on the United States Department of 

Labor web-site, the article, Fair Labor Standards Act of 1938: Maximum 

Struggle for a Minimum Wage provided an insight to similarities that our 

current culture shared with that of 8 decades ago. The intent of the act 

was especially significant in its attempt to increase employment by 

effectively making overtime premiums prohibitive enough to encourage the 

employment of more individuals rather than provide the premium pay 

penalty. 

Cultural Differences: Shiraev & Levy's Cross Cultural Society, (3". ed.) 

provided insights to help understand cultural differences and how to 

differentiate those from stereo-typed images and personal prejudices. In 

situations where cultural differences are noteworthy it is important to 

understand the drivers and motivations of others with whom you must 

interact. 

Human Resources sites and newsletters: The website HR.BLR.com 

provided knowledge and understanding about the legitimate concerns of 

any corporation’s HR department. The daily e-news letters received were 

informative and enlightening. 

Maintenance World: This web page held a plethora of articles, all specific 

to maintenance topics. Those cited explain their significance; others were  
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impressive in their candidness. It was in this area of research that candid 

updates and amendments to former best practices were offered. 

Information specific to the QO facility and the problem are all cited under 

Quaker Oats in the references with the exception of the SWOT analysis, 

cited under PepsiCo and the personal interview, cited under Mackie, 

Robert. 

Research Results 

Why is the company scheduling overtime? Management utilizes overtime 

to staff for employees who are off their schedule. In the maintenance department 

the mechanics scheduled to provide breakdown coverage and are off their 

schedule will be covered with overtime; the mechanics from the adjoining shifts 

will work 4 hour blocks to cover the 8 hour shift. In this manner the production 

department has an available resource in the event of a breakdown that causes 

production to cease. However overtime is also scheduled when a large backlog 

of planned work develops in order to reduce that accretion. This overtime is also 

offered and scheduled in four hour blocks, before or after the mechanic's shift, 

providing an opportunity to perform the tasks requested and decrease the 

accumulation. 

What is overtime/premium pay and why is it does it mandatory? During 

the Great Depression in this nation economic factors were very similar to current 

times. Unemployment levels were excessive and the stock market extremely 

volatile. There were no jobs, and so no money. Since there was no money there  
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was no ability to purchase goods and so no demand for them. With no demand 

for goods employment opportunities evaporated. In this severe economic climate 

many feared the loss of their job and so would accept inhumane conditions 

including sub-standard wages and harsh conditions of work to merely sustain 

survival. In 1935, the Congress of the United States of America, in order to 

“encourage a healthy relationship between private-sector workers and their 

employers” approved the National Labor Relations Act (NLRB.GOV, 2010). In 

1938 President Franklin D. Roosevelt, in response to his landslide re-election 

with 523 electoral votes from the 531 available, increased the campaign rhetoric 

that resulted in his victory, and called for “child labor provisions, minimum wages, 

and maximum hour standards” (United States Department of Labor, 2010). In 

response Senator Hugo Black of Alabama drafted what is now known as the Fair 

Labor Standards Act, portrayed by Roosevelt as “the most far-reaching, far- 

sighted program for the benefit of workers ever adopted in this or any other 

country” (Travel and History, 2010). Section 7(a) specifies that employers must 

pay the nationalized minimum wage and honor premium payment to qualifying 

employees, except in those states that provide a higher minimum amount. 

For the purposes of this study our interest is that the Fair Labor Standards 

Act defines and controls what overtime is and the rate of compensation, a brief 

summarization of the act follows: 

“The Fair Labor Standards Act (FLSA)requires enterprises 

engaged in interstate or foreign commerce and state and local 

governments to pay overtime of 1" ,times an employee's regular  
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rate of pay for hours worked in excess of 40 hours in a workweek. 

There are several overtime pay requirements outlined by the FLSA 

and its regulations, such as properly calculating a workweek, when 

to pay overtime, what notices an employer must post in the 

workplace, the fact that the right to overtime protection may not be 

waived by an employee, and properly calculating employees 

regular rates of pay. Certain executive, professional administrative, 

computer professional, outside sales, and highly compensated 

employees may be exempt from the overtime rules. (Overtime, 

National Summary, 2009). 

Specifically in the state of Illinois, the site of the facility of interest, the following 

language applies: 

@ “Under lllinois law, employees must be paid 1 "times their regular 

rate of pay for all hours worked in excess of 40 in a workweek ( /L 

Comp. Stat. Ch. 820 Sec. 105/4a). Because this requirement is 

identical to that prescribed by the federal Fair Labor Standards Act 

(FLSA), the net effect of the state law is to extend overtime 

protections to employees not covered by federal law ( IL Comp. 

Stat. Ch. 820 Sec. 104(a) ). lllinois does not require that overtime 

be paid for hours worked in excess of 8 per day or on weekends or 

holidays” (Overtime, Illinois Summary, 2009). 

Through the FLSA, federal law mandates that overtime, or premium pay, is to be 

remitted to all non-exempt employees, of qualifying employers, working in excess  
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of forty hours in the week. The amount, or rate of pay, is also ordered at the 

amount of an additional 50% of the base hourly pay per hour; i.e. if the employee 

is earning $8/hour, after 40 hours of work completed on the weekly schedule, all 

remaining hours in that week must be paid at the amount of $12/hr unless the 

jobs are exempt as listed in the FLSA. 

What are the legal implications of disregarding the FLSA? If department 

investigators detect violations of willful compliance they may assign both criminal 

charges and civil remedies. A first time offender might pay fines up to $10,000 

and an additional $1000 - $1100 per violation. The investigators will also 

‘recommend changes in employment practices to bring the employer into 

compliance, and they request the payment of any back wages due to employees” 

(Employment Law Guide, 2009). 

In addition to the FLSA, in this specific situation there is also the CBA that 

provides further rules and stipulations governing rates of pay. In particular this 

document provides a fixed format by which overtime will be assigned, and when 

the employee qualifies for premium pay. There are specific articles and verbiage 

in the CBA that govern the amount of overtime that can be worked, and who is 

eligible for that overtime. Article V, the section of the agreement titled Hours of 

Work and Overtime, and recently merged sections, the Overtime Memorandum 

and several Letters of Understanding and Agreement are inclusive in the criteria 

that must be met in order to qualify for overtime, voluntary or required (Quaker 

Oats LLC & BCTGM, 2009).  
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What are the legal ramifications of disregarding the CBA? If the articles of 

the CBA are violated the Union may challenge through the grievance process up 

to and including Arbitration. If the arbitration ruling determines the Union is 

correct in their argument the Company will be compelled to apply the language 

and make restitution as the award orders. If the Company prevails in the 

arbitration the Union will be compelled to abide by the practice. If either party 

should ignore the ruling or continue to willfully violate the CBA, the National 

Board of Labor Relations (NLRB) would be able to intervene. Violations of either 

the FLSA or the CBA will be eliminated from consideration. 

Are there legal alternatives to scheduling overtime? Yes, part time or 

temporary employees are often utilized to save significant expenses due to 

overtime. While this is an acceptable action when the work requires no specialty 

skills, in a situation such as that of replacing skilled maintenance personnel the 

option will not be feasible. To provide coverage for these particular employees in 

this manner would require staffing part time or temporary employees who are 

also highly skilled. While type of application is currently used in the facility, its 

use is limited to projects that are outside of the spectrum of bargaining unit 

capabilities. The type of work the being considered for this project is protected 

by Article 8.04 of the CBA. This article provides specific language around “work 

outside of the bargaining unit’ (Quaker Oats LLC & BCTGM, 2009). In the 

application being considered this option does not appear to be an available 

method to address the perceived overtime problem.  
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Employers may also develop staggered or non-traditional schedules that 

limit employees to 40 hours within the 168 hour week (Renckly, 1997). This type 

of schedule is known as scheduled rotation; there are two such schedules in the 

CBA, referenced to as a continuous twelve (C-12) or a continuous eight (C-8). 

These schedules do not contain the same specifically designated days of 

overtime each week such as the traditional Monday through Friday 5X8 

schedule. Instead these schedules contain days of overtime based on the 

employee’s scheduled days off and/or the hours accumulated in the 168 hours 

period that is considered the pay-week. This is also permissible per the FLSA 

since the employer is limiting the hours scheduled for employees to 40 or less 

during a consistent, continuous 168 hour period. The drawback for both these 

schedules has been the increased employment levels needed to provide a 

consistent headcount over the entire 168 hours of the week. However the 

reduction in overtime should lower or even eliminate any additional expenses of 

an increase in the work force. 

Another type of staffing is to carry additional employees through the 

course of the week. This is an effective method to avoid unforeseen production 

loss due to lacking available, qualified employees needed to perform critical 

work. In their study, Agile Work Force Evaluation Hopp and Oyen discuss this 

option; however the authors specifically note this schedule is focused on 

providing coverage for absenteeism,; “[wlhen staffing level variability (e.g. from 

planned absenteeism), is a significant concern, pools of floating labor can be 

assigned on a daily basis to fill in the labor gaps” (Hopp & Oyen, 2004). Most  



CRITICAL ANALYSIS OF OVERTIME 17 

employees of the QO maintenance department report for work everyday; 

absenteeism does not create a significant amount of overtime and so while this 

data was pertinent enough to be found during divergent research, in the process 

of converging down to viable options, it was eliminated. 

An alternative successfully used to avoid premium pay is to allow credited 

or compensatory time off for hours worked; this provides a non-monetary method 

for remuneration and can be an attractive option for both parties. The company 

benefits from pecuniary savings and the employee builds credited time away 

from the job (Beers, 2000). While the practice is not illegal per se, it would be 

difficult to administer under FLSA regulations; non-exempt employees “must be 

awarded at the rate of one and one-half times the overtime hours worked — and it 

must be taken during the same pay period that the overtime hours were worked” 

(Merrick, 2009). Furthermore the CBA already makes provisions for payment 

amounts and when these are due. In summary then to exercise this option would 

involve dialogue with regulatory officers about application under FLSA guidelines, 

and meetings between labor and management leadership to determine if this 

language could be accepted under the current CBA. While it may not be a 

possible option currently, both parties may want to investigate this possibility and 

bring proposals to the table in the next round of negotiations; in the current work 

culture it is not a practicable solution. 

In the maintenance shop at QO the level of staffing straight time hours is 

determined by the amount of mechanics needed for breakdown coverage, 

general building, grounds, and utilities maintenance duties, and those dedicated  



CRITICAL ANALYSIS OF OVERTIME 18 

to specialized project work known as the shop’s REA/CEA crew. According to 

Department Manager, Bob Mackie, there are 64 positions available in the 

maintenance department; 63 of which are currently filled. The figures for 2009 

show the maintenance department payroll included 111,509 straight time hours, 

31,477.5 hours of 1 2 X and 16,355 hours at 2X. This totals an annual payroll in 

the amount of $4,322,925 (Mackie, 2010). Specifically the amount of overtime 

hours for department employees in 2009 was 47,832.5'. While the amount of 

overtime worked by each individual in this shop varies widely, these amounts 

indicate there is an average amount of overtime available for each employee in 

the amount of 759 hours annually. These are premium hours, in excess of the 

2,080 hours worked annually on a traditional 40 hour work week. This adds up to 

14.6 hours of overtime available to each shop employee each week of the year. 

Is this an excessive amount? When comparing to the national average of 

food industry workers, the Bureau of Labor Statistic provided the following 

average hours of overtime. This chart indicates that the average amount of 

overtime for production workers in the food industry has amounted to between 

3.5 and 5.7 hours a week over the last decade. With an amount of more than 14 

hours of overtime available to the QO maintenance employees each week, it 

appears that overtime is disproportionate. 

Year Jan Feb Mar Apr May Jun|Jul Aug Sep Oct Nov/Dec Annual 
  

  
1999/53 48 4.8 48 50 54 5555 54 56 56 55 53 

      

  

"The straight time portion of OT and DT is included in the straight time total. | have adjusted the 
hours for straight time to reflect what should be the correct amount of time for the 40 hours 
scheduled for the mechanics on their traditional 5X8 schedule.  
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This excessive amount of overtime indicates the ability for the plant to 

provide additional employment opportunities by hiring more mechanics. The 

formula offered by Hetrick suggests that for every 40 hours of overtime being 

consistently worked an additional job can be established. Under this simple 

formula the QO maintenance department in Danville could provide 23 new, well 

paid positions for this decimated community (Hetrick, 2000). Since payroll is not 

the only fiduciary element considered when determining the ability to employ 

additional personnel, the cost of benefits such as vacations, medical coverage, 

etc. must all be considered, adjustments to this total would need to be made. 

During the 2009 contract negotiations several information requests were made of 

the company by the union; one included the average annual earnings and  
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average total cost per employee. The information provided indicated that in 2008 

average employee earnings $56,466 with an average total cost per employee of 

$86,439; this indicates that benefits are approximately 35% of the total cost of an 

employee. Eliminating 35% of the 23 additional positions previously determined 

under Hetrick’s formula reduces the count to 15 employees which could 

theoretically be hired, with little or no effect on the department payroll. However 

this is only true if the overtime currently being worked is eliminated 

In the information provided by Mr. Mackie it was noted that there are 64 

positions available in this shop but only 63 individuals are being employed, why? 

Specifically the company has stated that the surrounding community has a 

shortage of qualified candidates. When the pool of local available employees 

does not contain acceptable applicants an alternative is to offer the available 

work to current, qualified employees in the form of overtime, as has been the 

practice at QO. This strategy is attractive since utilizing overtime allows 

avoidance of the “enormous fixed costs of such things as benefits and training for 

each additional employee” (Orey, 2007). Companies do not deem overtime 

costs as prohibitive when viewing the them in light of the expense of benefits and 

training needed for new employees, even when they are only utilized for a short 

time (Carr; 1986). 

Overtime is not unappealing for all who are employed as laborers either. 

Premium pay for hourly jobs that require highly skilled employees can provide an 

hourly, blue-collared worker the ability to earn an enviable wage; much more 

than would be associated with a typical blue-collar job. Brad Ross of the Toronto  
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Transit Commission, along with Bob Kinnear, President of the Amalgamated 

Transit Union, recently commented on the opportunity for 62 of their drivers to 

earn more than $100,000 in 2008. Both noted that the overtime actually saved 

the city the expense of “hiring more employees and paying... not just their wages, 

but also benefits” (Drass, 2009). When considering that the amounts of overtime 

being worked in the QO maintenance shop are averages, it becomes apparent 

that some employees do not work any overtime, therefore some employees are 

working much more than the average. Just as with the drivers for Toronto 

Transit, there are obviously employees at QO who benefit financially from the 

amount of overtime that is available and are likely to have a vested interest in 

seeing it continue. 

Still, the question needs to be addressed, is it socially responsible to allow 

a few in the community the ability to work an excessive amount of hours while 

denying a community with more than 10% unemployment access to increased 

employment? If there are no qualified applicants available there is another 

avenue for providing additional jobs to the community. The CBA has specific 

provisions around an apprenticeship program. 

Developing current employees by offering training opportunities benefits 

them by providing the internal drivers that cause motivation, and motivated 

employees are more productive. When these employees are promoted the 

vacancy created in their previous position(s) will generate openings, and 

eventually provide opportunities for new employees from the local community.  
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The method used to track work order hours and measure productivity is a 

Computerized Maintenance Management System (CMMS), known as CHAMPS. 

This system not only tracks work requests and orders, it also tracks purchase 

requests and orders, time card submissions, stock item usage, and direct buy, or 

unique part orders. Additional information CHAMPS is able to pull together 

includes the asset ID charged, what type of work was performed, what materials 

were used, how much time was required to finish the work, and how many and 

which people were utilized to finish the task. 

CHAMPS provides the resource of comparing hours “clocked” along with 

the hours that were planned, the number of work orders completed, the amount 

of hours, and the number of people it took to complete the work order providing a 

measure of output effort and the percentage of work orders that were completed. 

The totals for 2009 show: 

  

Criteria of Measurement Totals 

  

Hours Clocked for the Year 56,128.86 

  

Hours Available for the Year 64,975.02 

  

Work Orders completed for the Year 13,188 

  

Effort Output for the Year 86% 

  

Average Hours per Work Order 4.26 

    Scheduled Work Orders Completed 7.310   
  

(Quaker Oats LLC, 2010), 

Currently the data is presented in a dashboard format, distributed to 

maintenance supervisors, schedulers, planners, and plant and production    
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leadership to provide a quick, color-coded view of the amounts of new work 

orders, the number of work orders that have been completed, how many remain 

in a back-log state, and whether these work orders remain at the planning stage 

or have been moved to the scheduled status; the year-to-date and the most 

recent period are shown. 

ti ot : RR 
BEV WORK COMPLETED REGUEST 
CRDERS RORY CORES BACKLOG 

VID SAFETY CHR BAPE WORK BT WER 
CROER | CREE SECIESY CRE RS 

COMPLETIDR COMPLETION BACRLOG PLANNED 

CHEE ODRRLETED WCE DIROIER RELEEY ORDERS Caos 
A WORK DRUOERS. COMPLETION BRAOHLOG FLANNED BOHEDGUES 

Weeks of Banklog 

  

: WO Backlog Firs per Wi Avitl Tine Backing {Waoks) 

      

(Quaker Oats LLC, 2010). 

The dashboard design allows the viewer to immediately discern where 

each or all departments rank in their respective amounts of backlog. The number 

of work orders that remain in this log multiplied by the hours planned for the work 

is then divided by the available hours to complete the work to provide the amount 

of time it should take to complete these work orders. For managers the data for 

their specific department is as easy to find as clicking on a different excel 

spreadsheet:   
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(Quaker Oats LLC, 2010). 

The dashboard format is a monitoring interface (many times web based) 

that gives an overview of the business system at a glance. This dashboard 

allows the user to customize the information sought, the ability to drill-down into 

details and the ability to quickly assess trends which are reliant upon fresh data 

(Lattimore, 2009). Mr. Lattimore espouses the benefits of dashboards but does 

acknowledge that users need to be aware that the information being utilized for 

measurement must be the correct information. In his response to the question of 

any known problems with dashboards he notes; “I think that the main downside 

to dashboards is getting them defined correctly. Since dashboards are truly 

business intelligence it is very important that the methodologies and knowledge 

are relayed to the developer correctly so the dashboards display the correct 

information” (Lattimore, 2009). Along with Mr. Lattimore’s previous caveat, the  
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user must also verify that any data entered is accurate; careless small mistakes 

can have a significant effect on the final numbers. 

CHAMPS provides another resource that should assist in the reduction of 

non-productive efforts by laborers; the scheduler/planner. In this type of 

application Vito DeMalteris, a senior consultant for IBM discusses key knowledge 

that the scheduler/planner should possess in order to fulfill their responsibilities. 

In his article Maintenance Planning: Back to Basics DeMalteris stresses the need 

for comprehension of “asset availability, spare parts availability, and labor 

availability” (DeMalteris, 2010) as elements the scheduler/planner will need to 

coordinate and utilize in order to achieve timely completion of planned work. The 

scheduler/planner role may be intertwined or assigned to different personnel; for 

the purposes of this discussion these roles will be discussed separately. 

Essential knowledge for those in the role of planner is that of the 

availability of plant assets and spare parts. The planner must know when the 

asset is idle, making it available for planned work. A third element of effective 

planning is the ability to correctly predict the amount of hours and number of 

people it will require to complete the work. Predicting hours needed for any 

particular job can be difficult; maintenance work is not “assembly line work. The 

amount of time to complete tasks will depend on the actual condition of the 

equipment and the technician assigned” (Palmer, 2006). Although there are 

industrial engineering standards that can be utilized to determine every step of 

the job, and the average amount of time it takes to perform each task, this 

practice is time consuming and does not prove to be anymore efficient than “the  



CRITICAL ANALYSIS OF OVERTIME 26 

simple opinion of a skilled technician (and) is preferred over complex methods 

such as using industrial engineering standards or methods such as averaging 

past job performance” (Palmer, 2006). 

In addition there are standard job duties for mechanics that provide 

regular occasions of “delays that consume large portions of craft time... delays 

(that) consume 65% to 75% of the time spent by the typical craftsperson” 

(Palmer; 2010). These delays are due to necessary, but non-production 

activities, “such as obtaining parts, traveling around the plant site, receiving job 

instructions, or even waiting to be assigned another job” (Palmer, 2010). 

The planner should be instrumental in assuring the mechanics have the 

material resources they need. Resources include the correct parts, any specialty 

tools required, and any permits needed due to safety regulations. If the job 

would be unsafe to perform alone then the planner should assure than there are 

an adequate number of workers assigned. Another element of waste noted is 

time lost while “chasing” or obtaining the parts that are needed. A proficient 

planner verifies that common parts are available or in stock and any critical 

needs or those with long lead times are ordered and kitted, assuring they are 

accessible when needed. 

In that same mode of thought, time for travel to the work site may not be 

unavoidable, but having an employee waiting significant amounts of time for job 

instructions or subsequent job assignments once the original task is complete is 

an unnecessary waste of time and detrimental to productivity. This productivity 

loss should be addressed by planning and scheduling and making an ample  
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amount of work planned work available for employees. The actual methodology 

for assigning work and obtaining feedback will be addressed further when 

discussing the scheduler’s role more specifically. 

Finally confusion due to the verbiage presented on the work order causes 

confusion and may require processing the work order more than once. Words 

used in the request may seem insignificant, but it is critical that the problem be 

clearly described. When another individual, unfamiliar with the problem, attempts 

to determine the work being requested, incorrect terminology can affect the 

outcome of the work. Mechanics employ a technology based vocabulary while 

many in operations are not necessarily familiar with those terms. Communication 

problems occur due to this seemingly insignificant difference; a sampling of work 

requests entered by operations and general laborers in the plant reveal many 

such examples. This currently results in work orders with substantial amounts of 

time charged to them and no work completed other than cryptic remarks and 

questions returned with the work order. The planner may need to edit work 

requests to assure that the goal of the work order is apparent so that the work 

may be successfully accomplished. 

How is work the assigned? Mechanics are usually issued the work 

directly; handed off by their supervisor, and in this specific application the 

scheduler. Although personal interaction at the time of work assignment should 

be the most efficient method of sharing any needed information, it appears that 

the contact is not as effective as desired. Currently there is no standardized time 

or method for work order distribution, as the shift begins problems and concerns  
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from the previous shifts are addressed and discussed. Once any fires have been 

put out planned work is considered, often times resulting in work orders not being 

assigned until well into the shift, the consequences being an unknown amount of 

productivity loss. 

Work orders are assigned each week, PM routines and planned work are 

distributed but many are never returned. The work has been completed as 

evidenced by finding parts charged against them and during follow-up 

inspections, but the mechanics do not return the paperwork for processing. This 

behavior may indicate resistance by the laborers to provide measurable data, not 

because of subterfuge, but simply there is no comprehension of why the 

information is needed; there is no buy-in for the process. In the Reliability 2.0 

web article, There Is No Tradeoff between Empowering and Scheduling, Palmer 

describes a typical interaction that accurately captures the cultural gap between 

those invested in scheduling work and shop employees. One group is fixated on 

the numbers that must be provided to allow upper management from the local 

site and corporate leadership, to determine the true efficiencies and key 

performance indicators of the workforce and the plant. The second group is 

concerned with maintaining the level of autonomy that, in the instance of the QO 

mechanics, the labor agreement already affords them. 

The necessity for management to have access to the numbers is real, but 

the likelihood of obtaining valid, measurable information from a group suspicious 

of your motivation is bleak. Distrust is apparent from this group; it will be difficult 

to change the shop culture with out changing this element. How can trust be  
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established? One method would be to encourage the mechanics to expand 

ownership of their work; an example being to allow the mechanics a voice in 

determining which jobs are to be performed, and the prioritization of those jobs. 

By exhibiting trust in labor's judgment management might reap the reward of a 

better work atmosphere, improved efficiencies and motivated employees. 

Should the Maintenance Management team choose to participate in this 

cultural shift supervisors should be trained to exhibit preferred leadership styles. 

Kurt Lewin is known as “one of the modern pioneers of social organization and 

applied psychology, and recognized as the founder of social psychology...one of 

the first to study group dynamics and organizational development” (Lewin, 2009). 

In 1939 Lewin and other researchers identified three different styles of 

leadership; authoritarian, participative, and delegative; the participative, or 

democratic, style of leadership encourages characteristics of creativity and 

motivation and empowers the work farce. The preferred leadership style is that 

of a participative leader; authoritative rather than authoritarian behaviors in 

his/her efforts to guide the workforce are also preferred. What is the difference? 

An authoritative supervisor uses a knowledge based method for communications 

with his/her subordinates. The manner of communicating expectations will 

contain both the element of respect afforded in a candid explanation for the 

decision but the authority to require compliance. When a supervisor displays 

authoritarian characteristics the directive appears to be a demand with harsh 

disciplinary consequences for failure (lannelli, 2004).  
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Productivity level is important to investors. When perusing the SWOT 

analysis for PepsiCo it is noted that low employee productivity is one of only 

three focal points listed as a weakness. Specifically the report notes: 

“PepsiCo’s revenue per employee is lower than its competitors. The 

company recorded revenues of $43,251 million in 2008, with a total 

number of 198,000 employees. The company’s revenue per 

employee stood at $218,439.4 in FY2008, significantly lower than 

that of its closest competitors such as The Coca-Cola Company 

(TCCC) and Nestlé SA (Nestlé). In FY2007, the revenue per 

employee of TCCC stood at $318,861.9, significantly higher than 

PepsiCo. Similarly, the revenue per employee of Nestlé stood at 

$325,087.6 during the same period. The lower revenue per 

employee of the company, as compared to its competitors, 

indicates its weaker productivity and operational inefficiency.” 

(PepsiCo, Inc. (n.d). 

Can the assumption be made that the amount of overtime being worked in the 

shop is due to “weaker productivity” or does scheduled overtime have an effect 

on the productivity level of workers, if so why? 

In January of 1991 H. Randolph Thomas submitted his review of the 

effects of scheduled overtime on labor productivity. At that time he indicated that 

“[t]he literature on scheduled overtime was found to be very sparse; dated to the 

late 1960s and earlier; based on small sample sizes” (Thomas, 1991). Most of 

the studies relied heavily on unknown or questionable sources and held very little  
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original data. He also noted that data comparison was difficult as there was no 

standardized measure to use to gauge productivity efforts. Mr. Thomas's study 

only considered long term scheduled overtime and looked at the effects of hours 

in excess of 8 in a 24 hour period or 40 within a period of 168. The conclusions 

of this study included “strange and largely unbelievable results” (Thomas, 1991) 

according to the author. It was determined that the data indicated “losses of 

efficiency as the length of the workday increases and as more days per week are 

worked” (Thomas, 1991); however the studies available for use were flawed. 

Five years later Mr. Thomas re-visited this subject along with Karl A. 

Raynar and published the article, Scheduled Overtime and Labor Productivity: 

Quantitative Analysis. The analysis of the amount of days worked in a week 

showed that a forty hour week, four ten hour days, was most efficient; when the 

schedule contained additional days productivity fell by 10-15% (Thomas & 

Raynar, 1996). While this indicated that fatigue has a casual role in lowered 

productivity, the second publication offered a differing view of the cause. This 

manuscript was the result of a specifically designed study of the “reasons for 

efficiency loss” (Thomas & Raynar, 1996) and deduced “that losses of efficiency 

are caused by the inability to provide materials, tools, equipment, and information 

at an accelerated rate” (Thomas & Raynar, 1996). 

In this study a factor model was developed to convert work hours to 

quantities for the purposes of measuring efficiencies. Ten measurable variables 

that comprise the elements that can disrupt the work environment were 

considered; congestion, sequencing, supervision, plant status, information,  
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equipment, tolls, materials, rework, and weather (Thomas & Raynar, 1996), the 

last element would not be a typical factor in the QO application. The theary 

offered is these factors and disruptions on the work schedule, due to their 

influence, are the cause of lowered productivity. Examples being; if the work 

area is congested productivity will suffer while some workers must wait for others 

to finish, or if the work is not properly sequenced inefficiencies and lowered 

productivity will result. Scheduling overtime or working more people more hours 

will not solve this and is likely to exacerbate the problem. Instead of scheduling 

overtime the authors determined that to best improve productivity disruptive 

events must be minimized. Providing employees with materials, tools and 

information needed along with available equipment while assuring an area for 

work that is not congested and work that is properly sequenced, are all roles of 

scheduler/planners, a resource already identified. 

Is there an answer for low productivity exhibited by employees? Yes, motivation. 

Frederick Herzberg in his attempt to explain what caused the employee to be 

satisfied or frustrated by his/her job developed the Two-factor, or the Dual 

Structure theory. Herzberg found that internal job factors such as “achievement, 

recognition, responsibility, and opportunities for advancement” were the drivers 

that cause employees to experience motivation (Gomez-Mejia, Balkin, & Cardy, 

2007). It is surprising for many to discover that money, benefits and working 

conditions are not in themselves motivators; these are listed as hygiene or 

maintenance factors in Herzberg’s theory. These external work influences are 

important in that without them employees can experience active dissatisfaction  
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and de-motivation, however they are not in and of themselves motivators 

(Gomez-Mejia, Balkin, & Cardy, 2007). 

Edwin Locke furthered the theory of motivation and goal setting by 

submitting his reasoning, “[blecause motivation is goal directed behavior, goals 

that are clear and challenging will result in higher levels of employee motivation 

than goals that are ambiguous and easy” (Gomez-Mejia, Balkin, & Cardy, 2007). 

Locke's theory offers the opportunity for supervisors and leaders to increase 

motivation by managing goals. This includes: 

e Allowing the mechanics to set their own goals when ever possible, when 

goals must be assigned they should be clear and specific. 

Challenge the employees, while verifying the goal is attainable 

Provide frequent feedback to employees during their progress towards 

achieving the goal. 

Locke's theory that challenging opportunities are much more motivating than the 

external elements of employment that are owed to the worker supports 

Herzberg’s theory and his key findings. 

However, even with highly motivated employees it is generally accepted 

that there will be a loss of productivity in a schedule that extends beyond both 8 

and 10 hours in a day and 40 hours in a 4 or 5 day work week. Many presume 

and accept that the loss of productivity is attributed to absenteeism, accidents, 

and errors, all driven by fatigue (Hague, n.d.). Work place inertia, morale and 

attitude, turnover, job shopping, problems with supervision and even pressure for  
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more overtime also come to mind when considering the loss of productivity due 

to overtime. 

Recommendations 

With the excessive amount of sustained overtime the first 

recommendation is to increase the work force. At this time it is not 

recommended that the extreme amounts justified by Hetrick’s formula be 

established, however the vacancy that currently exists should be filled by hiring 

immediately. A job bid should be posted and if a current employee meets the 

qualifications and indicates they want the position it should be awarded. If no 

employee meets the criteria an individual from outside the plant should be hired. 

The apprenticeship program should be utilized. The work force of the 

shop is aging and several openings will occur over the next five years; to begin 

the process for current, qualified employees through the four year training 

program will provide replacements for these anticipated retirements. 

Some current practices in the work culture should be adjusted. Interactive 

discussions within the teams around work order assignments should occur at the 

beginning of the shift, each day. These assemblies could open dialogue 

between schedulers, planners, and mechanics. This would also provide the 

opportunity to clarify the work request and eliminate confusion for the mechanics. 

This brief and simple act could save hours in duplicated work order efforts and 

the possible cost of duplicated parts purchases; another measure of productivity. 

This communication meeting should include dispersion of new work orders 

and the request for previously distributed work orders to be returned. Work  
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orders not completed or “lost” will need to be addressed. The current practice of 

simply relying on the workers to return these orders is not effective, as work 

orders not returned are simply “forgotten”. This action is counterproductive to 

motivation in that it does not support the image that the work requested included 

a significant goal. If the image is projected that no one cares if the work was 

completed there is obviously no significant goal associated with the work, and so 

the need for the work is questionable. 

It is imperative that these groups work at re-establishing trust. The first 

step in that journey will be a commitment to treat one another with respect. This 

will include recognition of the labarers unique talents and the value they 

contribute to the plant. It will also include candid assessments of improvements 

that need to take place. Laborers also need to respect the authority and position 

of management. There may be instances when the mechanic and his/her 

supervisor cannot agree on the best course of action; at that point both must 

agree to disagree and management be allowed their contractual right to manage. 

Finally, once plans are put into place an assessment of progress should 

occur every 6 months. If changes are discovered to have improved the problem 

they should be evaluated for additional benefits, if they have increased the 

problem they should be assessed and abandoned if need be. 
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