EMPLOYEE WORK HOURS AND LEAVE IN
MONTGOMERY COUNTY GOVERNMENT

OFFICE OF LEGISLATIVE OVERSIGHT
REPORT NUMBER 2013-3

March 5, 2013

Kristen Latham Leslie Rubin
Natalia Carrizosa

Employee Work Hours and Leave in Montgomery County Government
Office of Legislative Oversight Report 2013-3 • March 5, 2013
The total hours worked by County employees directly correlates with overtime hours worked and with the total
number of County Government employees needed to provide services to County residents. Understanding and
analyzing employee work hours and leave use can help an employer increase employee availability, quantify the
cost of leave, and identify opportunities to improve leave administration.

EMPLOYEE LEAVE IN MONTGOMERY COUNTY GOVERNMENT
Governed by the Personnel Regulations and collective bargaining agreements, County Government employees
annually accrue between 298 and 441 hours of paid leave, varying by employee group and years of service.
County employees can supplement accrued leave with nine other types of leave: (1) Family and Medical leave
(FMLA); (2) Disability leave; (3) Parental leave; (4) Administrative leave; (5) Compensatory leave; (6) Holiday
leave; (7) Military leave; (8) Religious leave; and (9) Leave Without Pay.
Employee Group

Leave Hours Accrued Annually
Annual

Personal

Sick

Comp.

Total

FOP

120-208

32-40

120

26

298-394

MCGEO, IAFF 2,080 Employees, and
Unrepresented Employees

120-208

24*

120

None

264-352

IAFF 2,184 Employees

126-219

48

126

None

276-369

IAFF 2,496 Employees

144-249

48

144

None

336-441

*Personal leave does not include bus operators who receive one personal day and additional compensatory time and IAFF 2,080 members
who receive 40 hours of personal leave per year.

Compared to other local jurisdictions, Montgomery County generally offers more annual and personal leave in
the first years of service. As years of service increase, earned leave becomes more equal across the jurisdictions.

LEAVE ADMINISTRATION IN MONTGOMERY COUNTY GOVERNMENT
Leave administration occurs primarily at the department level; the Office of Human Resources is responsible
only for the administration of leave without pay and, as of December 2012, Family and Medical leave. OHR
provides training on FMLA leave and, if requested by a department, other types of leave. OLO reviewed leave
practices in the seven largest (by FTEs) Executive Branch departments:
•
•
•
•

Corrections and Rehabilitation Services (DOCR);
General Services (DGS);
Health and Human Services (DHHS);
Liquor Control (DLC);

•
•
•

Transportation (DOT);
Fire and Rescue Services (MCFRS); and
Police (MCPD).

Overall, the administration of leave varies across departments. Examples of variations include:
•
•
•

Supervisors across departments are trained on leave by internal department staff, OHR, or not at all;
The request for and tracking of leave across department can be electronic or hand written; and
Some departments use “leave buddies” where employees coordinate leave to ensure work coverage.

One of the largest variations in leave administration is that departments/divisions with minimum staffing
requirements have annual “vacation” picks and may limit the amount of annual leave that an employee can take
during the year. Representatives from the employee unions report that these restrictions result in decreased
morale, primarily due to an increased workload and decreased time off. Department managers report observing
higher levels of leave abuse/misuse as a consequence of restricted annual leave.

i

LEAVE USE IN MONTGOMERY COUNTY GOVERNMENT
OLO analyzed data from the County Government’s MCtime electronic time and attendance system, including
hours worked, leave used, and overtime hours, for 6,789 full-time Executive Branch staff employed
continuously between January 2, 2011 and June 30, 2012.
On an annualized basis, full-time Executive Branch employees took approximately 2.7 million hours of leave in
a year. Annual, sick, and compensatory leave accounted for 74% of Executive Branch employees’ leave use.
Availability. On average, employees were available to work 81% of the time. DLC employees had the highest
availability (84% of the time) and MCFRS employees had the lowest (79%). Additionally, unrepresented
employees had the highest availability (84% of the time) and IAFF members had the lowest (79%).
Average Leave Taken Annually (in hours)

# of
Employees

Availability

MCFRS

1,121

78.7%

516**

167

129

76

139

DOCR

447

79.8%

418

144

107

50

107

DGS

358

80.9%

396

141

106

47

98

DHHS

1,038

81.0%

391

148

106

26

110

MCPD

1,456

81.3%

389

127

81

73

100

Other**

1,131

82.1%

372

145

92

33

101

DOT

1,013

82.5%

363

134

106

27

93

DLC

225

83.8%

334

128

85

27

91

Department

Total

Annual

Sick

Average
6,789
81.0%
404
143
101
* Other (departments) includes all other Executive Branch departments.

Comp.

49

Other

107

** Note that most MCFRS employees have a 2,496-hour work year. Employees in other departments typically have a
2,080-hour work year.

Administrative Leave. Six percent of all leave taken was administrative leave. Temporary disability leave was
the most commonly used type of administrative leave (33% of admin. leave), used when an employee injures
himself on the job and is awaiting a Worker’s Compensation determination. Another 25% of leave was
unclassified. In May 2012, several County Government departments (MCPD, MCFRS, DOCR, OHR, OMB,
and Finance) formed a joint Public Safety Work Group to address increasing Worker’s Compensation costs.

LEAVE ABUSE IN MONTGOMERY COUNTY GOVERNMENT
Departments report that only a small percent of employees misuse or abuse leave. Department staff report that
it is difficult to successfully identify leave abusers to prevent future abuse. Department staff report that
employees most commonly abuse sick leave and FMLA leave.
Most departments infrequently place employees on sick leave restriction or give written reprimands for leave
abuse. During FY12, only two departments placed more than 1% of employees on sick leave restriction
(DOCR and DOT placed 11% and 6% of employees on sick leave restriction, respectively). Additionally, only
25 employees were issued a written reprimand for leave abuse. Department staff report that the process for
documenting leave abuse is difficult and time-consuming.
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OVERTIME USE IN MONTGOMERY COUNTY GOVERNMENT
Executive Branch employees worked approximately one million overtime hours. Departments with minimum
staffing requirements accounted for roughly 90 percent of overtime hours (MCFRS (34%), DOT (23%) and
MCPD (23%). By union, MCGEO employees worked almost half of all overtime hours (42%), followed by
IAFF (34%), FOP (17%), and unrepresented employees (7%). On average, employees worked one overtime
hour for every 11 regular hours worked.
Number of Regular Hours Worked for Each Overtime Hour
DHHS

Other

DLC

DGS

MCPD

DOCR

DOT

MCFRS

All Depts.

78

45

24

18

10

8

7

6

11

Approximately 83% of all employees (5,605 employees) logged overtime hours between January 2011 and June
2012, with 5% (260 employees) logging over 1,000 hours each. MCFRS, DOT, and MCPD – all departments
with minimum staffing requirements – had the highest share of employees who each worked more than 500
overtime hours (MCFRS (44%), DOT (26%) and MCPD (19%)).
Overtime in Pay Periods with Few Regular Hours. Roughly 9% of all overtime hours (132,000 hours) were
logged in pay periods when an employee worked half or fewer of their regular hours. Employees worked more
than 5,000 hours of overtime in pay periods where the employee worked no regular hours. MCFRS had the
highest percent of department overtime worked by employees who worked fewer than half their expected
hours in a pay period (12% of overtime hours). Additionally, among all employees who worked overtime hours
during pay periods while working no regular hours – 62% were MCFRS employees.

LEAVE DATA MANAGEMENT
OHR has no centralized requirements or procedures in place for reporting or monitoring employees’ leave use
across the County Government as a whole. Instead, OHR allows individual departments the discretion to
monitor their employees’ leave use, or not. OLO found that some departments have a process to track and
monitor employee leave use for the whole department while other departments do not.
OLO found inconsistencies and variation in MCtime time and attendance data among Executive Branch
employees and departments. Some possible reasons for these variations could include:
•
•
•

Departments may use different rules for granting or implementing certain types of leave;
Departments may record the use of specific types of leave differently (or not at all) in MCtime; and/or
Employees may be misusing or abusing certain types of leave.

FMLA Leave

FMLA leave made up 3.5% of all leave – ranging from 1-3% of leave in most departments, but making
up 8% of leave in both DOCR and DOT.

Parental Leave

The average employee used fewer than five hours of parental leave, except DOCR employees used 12
hours and MCFRS employees used 37 hours, on average. Employees use parental leave when they
have a baby or adopt a child.

Unscheduled Leave

Unscheduled leave made up 5.5% of all leave – ranging from 3-14% of leave in most departments, but
only one half of a percent of all leave in MCFRS. MCFRS reports that the department does not
record leave for IAFF employees as “unscheduled” because the term is not defined in the IAFF CBA.
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RECOMMENDATIONS
OLO recommends the following:
1.

Request that the County Executive expand the role of the Office of Human Resources in County
Government leave administration.

OLO suggests that OHR actively increase its role in leave administration in order to enhance consistency
across departments and to develop a routine process for analyzing and reporting on leave use across County
Government departments. Opportunities for additional oversight and direction from OHR include: developing
training on leave administration; ensuring that employees are reporting leave correctly; evaluating potential
electronic leave request processes; and monitor the new FMLA leave administration processes.
2.

Request a bi-annual report from the Executive Branch on employee attendance and leave use.

The Council should request a bi-annual (twice a year) report on employee leave use and trends across the
County Government, including employee availability, leave use by type, and overtime use.
3.

Review and determine whether there is a reasonable number of required regular hours that an
employee should work before being able to work overtime hours.

With the County Executive, the Council should review the rules and policies that allow employees to work
overtime in pay periods where they work fewer than their expected hours. Recognizing that there are some
circumstances in which an employee might work overtime while not working all regular hours (e.g., vacation),
the Council should discuss the merits of changing existing policies.
4.

Ask the County Executive to undertake a more in-depth review of certain issues related to
employee leave.

OLO’s data analysis revealed areas that may merit further study and OLO recommends that the Council
consider asking the County Executive to do more analysis and report back to the Council on the following:

5.

•

Review and, if necessary, revise the process surrounding the Workers’ Compensation program
processing times and claim recordation practices.

•

Examine options to improve sick leave management and support ongoing County Government
efforts to promote a healthier workforce.

•

Undertake a more in-depth analysis of Montgomery County Fire and Rescue Services’ leave usage
and recordation practices.

Recommend that the County Executive engage a consultant to undertake a study on Total
Absence Management across the County Government, as recommended by the County
Government’s Public Safety Work Group.

OLO recommends that the Council endorse the Public Safety Work Group’s recommendation to undertake a
Total Absence Management study for the County Government. The study should measure and analyze
employee absence and staffing levels across the entire County Government.
For a full copy of this report, please visit www.montgomerycountymd.gov/olo
Available in alternative formats upon request.
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Chapter I. Authority, Scope, and Organization

A. Authority
Council Resolution 17-517, FY 2013 Work Program for Office of Legislative Oversight, adopted July 31, 2012.

B. Scope, Purpose, and Methodology
Employees are the backbone of Montgomery County Government – driving busses, responding to public
health needs, and answering emergency calls. To meet workload demands and cover essential positions,
County managers schedule their staff based on the number of employees available to them at any given time.
Scheduling employees effectively requires easy/regular access to data and information to determine and
predict changes in employee availability (e.g., total number of staff; individual leave use patterns).
The average total hours worked directly correlates with overtime hours and/or the total number of employees
needed in the County Government’s workforce. Understanding and analyzing employee availability can help
an employer quantify costs associated with employee leave use and can help identify opportunities to
improve leave administration and increase employee availability. While there are analyses available on
employee work hours and leave use in the private sector, there is limited analysis on public sector employers.
One survey estimated that the total cost of employee leave can equal 35 percent of an employer’s base
payroll,1 while another survey found that 50 percent of employers did not know the cost of employee leave in
their organization.2
The County Government’s Personnel Regulations and three collective bargaining agreements (CBAs)
establish the personnel rules and regulations that govern work hours and leave for County Government
employees.3 This report examines the hours employees work, their use of leave and some of the ways
employee leave use impacts personnel costs. Focusing on the seven largest County Government
departments,4 this report:
•

Summarizes the types of leave available to County Government employees;

•

Provides an overview of the regulations and agreements governing employee leave;

•

Describes Executive Branch departments’ administration of employees’ use of leave;

•

Analyzes Executive Branch employees’ net annual work hours;

•

Includes feedback from Executive Branch staff and employee union representatives on employee
work hours and leave; and

•

Provides a comparison of employee leave available in other jurisdictions.

1

Survey on the Total Financial Impact of Employee Absences, Mercer, at p. 8 (June 2010).
The Missing Piece of Absence Management – Turning Data into Dollars, Liberty Mutual, at p. 4 (April 2011 survey).
3
The Personnel Regulations are set to expire on January 5, 2014.
4
This report presents data for full-time Executive Branch employees employed continuously between January 2, 2011 and
June 30, 2012 – a total of 6,789 employees. OLO did not include Legislative Branch employees in this report because the
total Legislative Branch employee complement (both full-time and part-time employees) includes only about 100 employees.
2
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The Council requested this project to help it better understand how the leave policies in the CBAs and the
Personnel Regulations impact personnel management and costs and anticipates the results of this review will
help identify opportunities for change or improvement.
C. Organization of Report
Chapter II, Employee Leave in Montgomery County, summarizes the types of leave available to County
Government employees and describes how the County’s Personnel Regulations and union contracts affect
employee work hours;
Chapter III, Administration of Leave in County Government, describes how the seven largest Executive
Branch departments (by FTEs) administer leave;
Chapter IV, Data on Leave Use in County Government, presents data on Executive Branch employees’
work hours, availability for work, use of leave, and leave balances;
Chapter V, Overtime Hours in Montgomery County Government, presents data on overtime hours
worked by Executive Branch employees;
Chapters VI and VII summarize the report’s key Findings and Recommendations for Council action and
discussion; and
Chapter VIII includes the Executive Branch’s comments on the final draft of the report.
D. Acknowledgements
OLO received a high level of cooperation from the many individuals who helped compile this report. OLO
appreciates the information shared and insights provided by all who participated. In particular, OLO would
like to acknowledge the time and expertise of the following individuals:
COUNTY GOVERNMENT
Felicia Turner
Stuart Venzke
Anita Williams

Department of Corrections
Arthur Wallenstein, Director
Robert Green
Ivonne Gutierrez-Anglin

Department of Liquor Control
Gus Montes de Oca
Lynn Duncan

Department of General Services
Beryl Feinberg
Angela Dizelos
Bill Griffiths
Michelle Hahn
Frank Howard
Juanita Johnson
Peggy Lynch
Rick Taylor

Department of Transportation
William Selby
Darlene Flynn
Steve Wells
Montgomery County Fire and Rescue Service
Chief Richard Bowers
Dominic Del Pozzo
Debbie Shaw

Department of Health and Human Services
Raymond Crowel
Kate Garvey
JoAnn Barnes
Patricia Brennan
Mary Dewease
Scott Greene
Agnes Leshner
Marc Levant
Adriene Schifrien
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Montgomery County Police Department
Chief Thomas Manger
Assistant Chief Betsy Davis
Lieutenant Darren Francke
Captain Terry Pierce
Lieutenant Mark Sheelor
Jennifer Wack
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Office of Human Resources
Joseph Adler, Director
Anita Brady
Johnna DeVaul
Belinda Fulco
Maureen O’Hara
Karen Plucinski
Steven Sluchansky

Office of Management and Budget
Jennifer Hughes, Director
Lori O’Brien
Department of Technology Services
Dieter Klinger
Heather Black
Office of the County Attorney
Edward Lattner
Anne Windle

Department of Finance
Joseph Beach, Director
Lissa Bales
Pamela Schroeder
Fred Enos
Lori Plazinski

Public Information Office/311
Leslie Hamm

EMPLOYEE UNIONS
Fraternal Order of Police, Montgomery County Lodge 35 (FOP)
Torrie Cook, President
Marc Zifcak, Past President
Montgomery County Career Fire Fighters Association, International Association of Fire Fighters, Local 1664 (IAFF)
John Sparks, President
Mark Davies, 2nd Vice President
Jeff Buddle, 1st Vice President
Eric Ganser
Municipal & County Government Employees Organization, United Food and Commercial Workers, Local 1994 (MCGEO)
Gino Renne, President
Amy Millar
OTHER
Consultant
Wes Girling

We would also like to thank OLO staff members Sue Richards and Kelli Robinson.
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Chapter II. Employee Leave in Montgomery County
The Montgomery County Personnel Regulations (“Personnel Regulations”) and three collective bargaining
agreements (CBAs) determine leave policies for County Government employees. The Personnel Regulations
govern leave types, accrual rates, eligibility criteria and use rules for all (including unrepresented) employees
in the County Government. The CBAs govern these leave issues for represented employees.1 The three
County Government employee unions are:
•

The Municipal and County Government Employees Organization (MCGEO) – representing office,
professional, technical, and paraprofessional employees, Ride-On bus drivers, facilities and
maintenance workers, and those with specialized manual skills

•

The International Association of Fire Fighters – representing firefighters and emergency medical
personnel; and

•

The Fraternal Order of Police – representing police officers.

This chapter summarizes the types of leave County Government employees are eligible for and describes
how the County’s regulations and union contracts affect employee work hours. It is organized as follows:
Section

Type of Leave

Personal Leave

Annual Leave
Paid Time Off (PTO)
Personal Leave

B

Leave for Medical Purposes

Sick Leave
Family and Medical Leave
Disability Leave
Parental Leave

C

Administrative Leave

Administrative Leave

D

Overtime and Compensatory Leave

Overtime
Compensatory Leave

E

Other Types of Leave

Holiday Leave
Military Leave
Religious Leave

F

Other Statuses Related to Leave

Leave Without Pay
Absent Without Official Leave

A

1

See Agreement Between Municipal & County Government Employees Organization, United Food and Commercial
Workers, Local 1994, and Montgomery County Government for the Years July 1, 2011 through June 30, 2012 and
Memorandum of Agreement Between Municipal & County Government Employees Organization, United Food and
Commercial Workers, Local 1994 (hereinafter “MCGEO CBA”); Agreement Between Montgomery County Career Fire
Fighters Association, International Association of Fire Fighters, Local 1664, AFL-CIO and Montgomery County
Government/Montgomery County, Maryland for the Years July 1, 2011 through June 30, 2013 (hereinafter “IAFF CBA”),
Agreement between Fraternal Order of Police Montgomery County Lodge 35, Inc. and Montgomery County Government,
Montgomery County, Maryland, July 1, 2012 through June 30, 2013 (hereinafter “FOP CBA”).
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This chapter uses certain terminology specific to this topic. Terms include:
Leave year: The annual period designated for leave accrual and use that begins with the first full payroll
period of a calendar year and ends with the payroll period in which December 31 falls.
IAFF 2,496, 2,184 or 2,080 Employees: The number of hours that a Montgomery County Fire and Rescue
Service (MCFRS) employee is scheduled to work in one year differs by position. For example, since
employees who staff the County’s fire stations are scheduled to work 2,496 hours a year (which is 20% more
hours than 2,080 employees), this Chapter refers to these employees who are represented by the IAFF as
“IAFF 2,496 Employees.” Similarly, represented employees in the County Government’s Emergency
Communications Center who are scheduled to work 2,184 hours a year are “IAFF 2,184 Employees.”
For a history of the County Personnel Regulations since 2000, along with a summary of
leave-related changes in collective bargaining agreements over the years, please see Appendix A.

A. Types of Personal Use Leave
County employees are eligible to earn or use several types of leave for personal use, including annual leave,
paid time off, personal days, and compensatory leave (“comp. leave”).2 The annual rate at which most
employees accrue or receive annual leave and personal days is based on how long they have worked for the
County and when they were hired.
Most County employees, including union employees, are eligible to earn or receive multiple types of
personal leave, including annual leave, personal days and compensatory leave. An exception to this is a
subset of Management Leadership Services (MLS) employees hired after October 7, 2001. Instead of
earning annual and sick leave, these MLS employees receive paid time off (PTO), which can be used for any
leave purpose (e.g., vacation, illness, FMLA). The remainder of this section describes these types of
personal leave.
1. Annual Leave
Annual leave is “earned, paid leave granted to eligible employees for vacation and other personal use.”3 Under
County policy, the annual leave earning rates are uniform across all employee positions. For a newly hired
employee, the County’s annual leave benefit can be used for 5.8% of the employee’s expected annual work
hours. After three years, this percentage grows to 7.7% and after fifteen years, to 10%. Part-time employees
earn a prorated amount of annual leave. Annual leave is credited to an employee on a bi-weekly basis based on
the County Government’s pay periods. Table 2-1 shows how yearly annual leave totals vary across three
employee categories based on an employee’s total paid annual hours and length of service.

2
3

See Section D on page 15 for a discussion of compensatory leave.
See MCGEO CBA Article 14; IAFF CBA Article 6; FOP CBA Article 18, Personnel Reg. § 16.
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Table 2-1. Summary of Hourly Annual Leave Rates and Amounts

Employee Group

FOP, MCGEO, IAFF 2,080
Employees, Unrepresented
Employees*

IAFF 2,184 Employees

IAFF 2,496 Employees

Paid Annual
Hours
Worked

2,080

2,184

2,496

Length of Service

Total Annual Leave
Hours Earned in
One Year

Under 3 Years

120

From 3-15 Years

160

Over 15 Years

208

Under 3 Years

126

From 3-15 Years

168

Over 15 Years

219

Under 3 Years

144

From 3-15 Years

192

Over 15 Years
249
*Also applies to MLS employees hired before October 7, 2001 who accrue annual leave.
Source: MCGEO CBA Article 14, IAFF CBA Article 6, FOP CBA § 18(E),
Personnel Reg. § 16.

Annual Leave Carryover Limits. The Personnel Regulations and the CBAs cap the hours of annual leave
an employee can carry over from one leave year to the next. The table below summarizes these limits.
Table 2-2. Summary of Maximum Annual Leave Carryover from Year to Year
Employee Group
FOP
MCGEO
IAFF 2,080 Employees
Unrepresented Employees*
IAFF 2,184 Employees

IAFF 2,496 Employees

Hire Date

Limit on Annual Leave
Carryover from Year to Year

Hired before 1/1/57

560 hours

Hired between 1/1/57 & 6/30/72

320 hours

Hired After 6/30/72

240 hours

Hired before 1/1/57

588 hours

Hired between 1/1/57 & 6/30/72

336 hours

Hired After 6/30/72

252 hours

Hired before 1/1/57

672 hours

Hired between 1/1/57 & 6/30/72

384 hours

Hired After 6/30/72
288 hours
* MLS employees may carry over 320 hours of annual leave, regardless of their hire date.
Source: MCGEO CBA § 14.8, IAFF CBA § 6.7, FOP CBA § 18(I), Personnel Reg. § 16.

Policies Governing Use of Leave. The MCGEO and FOP CBAs have similar language regarding the
scheduling and use of annual leave. Under these agreements, an employee can use annual leave that is
approved by a supervisor, based on procedures established by a department head and the CAO. The IAFF
CBA establishes a formula that sets a maximum number of annual leave “slots” that are available each day.
Chapter III describes in more detail MCFRS’ process for establishing leave slots and granting leave.
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The CBAs and the Personnel Regulations require County Government managers to make “every effort” to
allow an employee to use annual leave accrued by an employee. The Personnel Regulations and the
MCGEO CBA require supervisors to approve or deny leave requests within five days, absent extenuating
circumstances. This requirement is new to the MCGEO CBA in FY13.4
Excess Annual Leave. If a County Government employee has annual leave at the end of a leave year that
exceeds the maximum carryover limits in Table 2-2, the employee may:
•

Convert the excess annual leave into sick leave; or

•

Elect to be paid for up to 50% of the excess leave and transfer the remaining leave to sick leave, if
funds permit; or

•

Employees denied the use of annual leave during the leave year may carry over and use the amount
of denied leave into the next leave year. Leave not used in the next leave year will be converted to
sick leave.

Transfer of Annual Leave to Other County Government Employees. The MCGEO CBA allows County
Government employees married to each other to transfer annual leave to a spouse for childcare purposes to
care for dependents under age 13 or older children with medically certified disabilities.5 The FOP CBA
allows the FOP to administer an annual leave transfer program to allow FOP members to donate annual leave
to members who have used all of their annual leave.6
Annual Leave at Separation from County Government. Each CBA and the Personnel Regulations state
that the County Government will pay an employee for accrued annual leave when the employee leaves
County Government employment.
2. Paid Time Off
Employees in the Management Leadership Service (MLS) who are in the Retirement Savings Plan (RSP) or
the Guaranteed Retirement Income Plan (GRIP) (i.e., non-public safety employees hired on or after October
1, 1994) earn paid time off (PTO) in lieu of annual leave or sick leave that can be used for either purpose.7
Full-time employees who earn PTO receive 140 PTO hours at the beginning of a leave year and another 140
hours at the beginning of the 14th pay period of the leave year. Part-time employees earn a prorated amount
of PTO. Employees can carry over an unlimited amount of PTO annually. After separation from the
County, an employee who earns PTO must be paid for:
(1) a prorated portion of the PTO hours granted for the final year of employment; and
(2) up to 600 PTO hours, including the prorated hours from the final year of employment.

4

MCGEO CBA § 14.6. Prior MCGEO CBAs stated that supervisors “should” approve or deny leave within five days.
See MCGEO CBA § 14.14.
6
See FOP CBA § 18(N).
7
See Personnel Reg. § 16.
5
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3. Personal Leave
Besides yearly annual leave or paid time off, County Government employees also receive personal leave.8
Unlike annual leave, personal leave:
•

Is awarded to employees as a lump sum at the beginning of a leave year instead of accrued in
increments throughout the year;

•

Is earned at rates that differ by employee group but not by length of service;

•

Must be used in full days instead of in hourly increments; and

•

Cannot be carried over from year-to-year.

Like annual leave awards, personal leave awards increase overall employee compensation by increasing paid
time off – for FOP, IAFF 2,184 and IAFF employees, accrued personal leave accounts for 1.9% of expected
annual work hours. For all other employees, personal leave accounts for 1.2%. Award amounts vary by
bargaining unit and employee positions as shown in the table below.
In addition, the County Government also gives employees personal leave in certain situations. For example,
the County gave each employee one additional personal day per year in exchange for removing Columbus
Day as a County Government holiday.
Table 2-3. Annual Personal Leave Awards
Personal Leave
Accrual

Employee Group
FOP

4 days

IAFF
2,496 Employees

48 hours*

2,184 and 2,080 Employees

Prorated

MCGEO & Unrepresented Employees
General employees

3 days

24-hour shift & Transit Services employees

1 day

Additional compensatory time given to
employees who work:
8 hour days

22 hours

9 hour days

24 hours

10 hour days

26 hours

12 hour days
30 hours
* Must be used in full shifts.
Source: MCGEO CBA Article 20; IAFF CBA Article 6; FOP CBA Article 14,
Personnel Reg. § 25.

8

See MCGEO CBA Article 20; IAFF CBA Article 6; FOP CBA Article 14, Personnel Reg. § 25.
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B. Types of Leave for Medical Purposes
County Government employees earn leave that they can use for several types of medical issues, including
short- and long-term illness (personal and family), injury on the job, pregnancy and/or childbirth, and
disabilities. This section describes these types of leave.
1. Sick Leave
The Personnel Regulations and the CBAs all define sick leave similarly.9 Sick leave is paid time off from
work due to:
•
•
•
•

Personal illness or injury;
Medical quarantine;
Medical, dental, or optical examinations and treatments;10 or
Temporary disability related to pregnancy, miscarriage, or childbirth.

Sick leave also can be used to care for an immediate family member for the reasons listed above. The
Personnel Regulations and the CBAs cap the amount of sick leave that can be used to care for an immediate
family member at the amount of sick leave an employee earns in a calendar year (excluding sick leave used
for parental leave – see page 13).
The table below summarizes the amount of sick leave that full-time employees earn annually. The rates are
uniform across all employee groups. For all County employees, the County’s sick leave benefit can be used for
5.8% of the employee’s expected annual work hours. Part-time employees earn prorated amounts of sick leave.
There is no limit on the amount of sick leave that an employee can accrue and carry over from year to year and
sick leave is credited to an employee on a bi-weekly basis based on the County Government’s pay periods.
Table 2-4. Summary of Employee Sick Leave Accrual Rates
Employee Group

Sick Leave Accrual

FOP
MCGEO
IAFF 2,080 Employees
Unrepresented Employees*

120 hours/year

IAFF 2,184 Employees

126 hours/year

IAFF 2,496 Employees
144 hours/year
* Also applies to MLS employees hired before October 7, 2001 who
accrue sick leave.
Source: MCGEO CBA Article 15, IAFF CBA Article 7, FOP CBA
Article 19, Personnel Reg. § 17.

Policies and Restrictions on Sick Leave Use. The Personnel Regulations allow department directors to
establish procedures for sick leave use to help ensure that a department is able to meet its service
requirements. The Personnel Regulations and the MCGEO and IAFF CBAs also include provisions that
address the use and suspected misuse or abuse of sick leave. For example, employees in the County
Government Employee Retirement System (pension system) can apply up to two years of accrued sick leave
toward the calculation of their years of service for retirement purposes.
9

See MCGEO CBA Article 15, IAFF CBA Article 7, FOP CBA Article 19, Personnel Reg. § 17.
The MCGEO CBA also states that sick leave may be used for psychological exams or treatment. MCGEO CBA § 15.1.

10
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If a supervisor suspects that an employee is misusing or abusing sick leave, the supervisor can place an employee
on sick leave restriction and require an employee to provide medical certification from a physician (or “licensed
heath care provider” for MCGEO and IAFF members) for future absences for a period of time. The FOP CBA
does not have provisions to restrict sick leave use. The table below summarizes the criteria in the Personnel
Regulations or CBAs that can cause a supervisor to place restrictions on an employee’s use of sick leave.
Table 2-5. Criteria for Sick Leave Restriction
Employee Group

Criteria

•

After four incidents of sick leave use in a consecutive 12-month period
If unable to report to work for more than a week
If on sick leave restriction
Any time the employer has “reasonable cause” to believe an employee is
misusing/abusing sick leave
If absent for more than five consecutive workdays
If supervisor suspects leave misuse or abuse
If supervisor is not familiar with the employee
The employee requests leave on a holiday or when the employee would not be able
to use leave
If approval would result in hardship on the workload

MCGEO

•

If absent for more than five consecutive work days (including for family sick leave)

FOP

•

None

•
•
•
•

IAFF

Personnel Regulations

•
•
•
•

Source: MCGEO CBA Article 15, IAFF CBA Article 7, Personnel Reg. § 17

The IAFF CBA provides examples of sick leave misuse and abuse. They include:
•
•
•
•
•
•

Repeated use of sick leave when annual or compensatory leave has been denied;
Repeated use of sick leave on a shift before or after a Kelly day, holiday, or weekend day;
Excessive use of sick leave;
Use of more sick leave than earned in a calendar year;
Repeated use of sick leave during heavy or undesirable work or when work involves special projects
or functions; and
Working in outside employment while using sick leave without prior approval.

IAFF members placed on sick leave restriction who use sick leave without providing medical documentation
can be recorded as absent without leave (AWOL) and subject to discipline.

OLO Report 2013-3, Chapter II

10

March 5, 2013

Employee Work Hours and Leave in Montgomery County Government

Other rules limit an employee’s use of sick leave, besides misuse or abuse of sick leave. For example,
•

In a given leave year, employees can use no more than the amount of sick leave that they earn in a
calendar year to care for immediate family members; or

•

When taken as parental leave, employees can use no more than 720 hours of leave (including sick
leave) in a 24-month period.

See Section 4 below for a more detailed description of parental leave.
Sick Leave Donation. The Personnel Regulations and the collective bargaining agreements all include
programs for employees to donate sick leave to each other.11 Employees can donate sick leave to other
employees who are in need of leave and have used all of their available leave (annual, sick, personal, and
compensatory).12 Employees may receive up to half a year of donated sick leave in a leave year.
Employees may receive donated sick leave if they have an extended illness or injury (unable to work for
seven consecutive calendar days). The Personnel Regulations and the MCGEO CBA also allow donated sick
leave if an employee’s spouse or child has a serious health condition. The IAFF and FOP CBAs do not
indicate that employees can use donated sick leave to care for a spouse or child.
See Appendix B for details on eligibility to donate and receive sick leave.
Sick leave at separation from the County Government. In the Personnel Regulations and the MCGEO
CBA, unused sick leave is forfeited when an employee leaves County Government service (excluding sick
leave applied to an employee’s credited service for pension calculations). The IAFF and FOP CBAs indicate
that when a union member leaves County Government service, his or her unused sick leave goes into a sick
leave donation bank maintained by each union.
2. Family and Medical Leave
Under the Federal Family and Medical Leave Act of 1993 (FMLA), eligible County Government employees
are entitled to use up to 12 weeks of paid or unpaid leave in a calendar year to address certain medical
conditions and then entitled to return to work.13
County provisions to ensure compliance with the FMLA are found in the County’s Personnel Regulations and the
CBAs. These provisions govern FMLA by identifying medical conditions that require an FMLA designation,
conditions that permit an FMLA designation, and the types of leave that qualify for an FMLA designation.
Under County policy, a County Government employee who uses leave for an FMLA purpose must designate
it as FMLA leave even if the employee does not specifically request FMLA leave. As stated in the Personnel
Regulations and the CBAs, the circumstances where an employee must take FMLA leave include the
following:14

11

Employees can donate sick leave to any eligible County Government employee – not just to employees within (or outside
of) the same union.
12
In its most recent CBA, MCGEO negotiated the establishment of a new Sick Leave Bank for MCGEO employees and
negotiations to establish this Sick Leave Bank are underway. The current sick leave bank will remain in effect until the new
bank is established. See MCGEO CBA § 15.12.
13
See MCGEO CBA Article 45, IAFF CBA Article 11, FOP CBA Article 59, Personnel Reg. § 19.
14
Each CBA incorporates language that mirrors the language in the Personnel Regulations to describe the same
circumstances.
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•

To care for the employee’s newborn daughter or son, newly adopted daughter or son, or newly
placed foster daughter or son within the first 12 months after the birth, adoption, or placement of
the daughter or son;

•

To arrange for the adoption or foster care placement of a daughter or son with the employee;

•

To obtain prenatal care for the employee;

•

To care for, which may include providing psychological comfort and reassurance, or arrange
care for, any of the following with a serious health condition: the employee’s spouse, domestic
partner, parent, daughter, or son; or

•

If an employee's serious health condition that makes the employee unable to perform the essential
functions of the employee's position.

The Personnel Regulations include two additional situations where an employee may take FMLA leave:15
•

To handle an exigency arising from the employee’s spouse, domestic partner, parent, daughter, or
son serving on active duty under a call or order or being notified of an impending call or order to
active duty in support of a contingency operation; or

•

To care for the employee’s spouse, domestic partner, parent, daughter, son, or next of kin on active
duty with a serious injury or illness incurred in the line of duty.

An employee is eligible for the protections granted under the federal FMLA leave if he or she has been
employed by the County Government for at least 12 months and was in work status (or were paid for work)
for 1040 hours in the preceding 12 months. An employee can use any of the following types of leave for
FMLA purposes:
• Annual leave;
• Parental leave;
• Sick leave;
• Disability leave; or
• Paid time off;
• Personal days.
• Leave without pay;
An employee cannot use compensatory leave for FMLA purposes. An employee who has used all of his or
her available leave must be allowed to take leave without pay for FMLA purposes.
3. Disability Leave
Employees take disability leave when they become temporarily disabled due to an injury or illness sustained
while they are performing their work.16 The County Government’s disability leave system supplements
payments that employees receive under the State’s Workers’ Compensation law to allow employees to
receive full pay when they cannot work due to a covered work-related temporary disability.
When an employee becomes injured or ill as a result of his or her job, the employee is placed immediately on
administrative leave (see page 14 for a description of administrative leave). The Department of Finance’s
Division of Risk Management then makes a determination, through a third-party administrator, whether the
employee is eligible for Workers’ Compensation and disability leave. If the Division of Risk Management
determines that an employee is not eligible for Workers’ Compensation and disability leave, the County
Government will adjust the employee’s pay and leave balances accordingly.

15
16

See Personnel Regs. § 19-11(a) to (b).
See MCGEO CBA Article 17, IAFF CBA Article 10, FOP CBA Article 17, Personnel Reg. § 18.
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The Personnel Regulations and the CBAs for MCGEO and the IAFF limit disability leave to 18 months as
long as employees receive care for their injury or illness through a County Government-provided managed
care program. If employees choose to receive care outside of the County Government-provided program,
their disability leave is limited to 12 months.
The FOP CBA limits disability leave to 18 months regardless of where an employee receives his or her care.
The CBA indicates that the County Government will provide the option of a managed care program for
work-related disabilities, but its use is voluntary for FOP members. FOP members who receive care outside
of the managed care program will still receive disability leave for up to 18 months.
If an employee cannot return to work at the end of the 12 or 18 month period, the employee can use other types
of paid leave to make up the shortfall between and the Workers’ Compensation benefit and the employee’s pay.
For example, after 18 months of disability leave, the FOP CBA allows a member on disability leave to receive
and use sick leave donations instead of exhausting their available annual, sick, and compensatory leave.
4. Parental Leave
An employee can use any combination of annual, sick, and compensatory leave and leave without pay for the
purposes of parental leave,17 which allows an employee to take leave to care for either their newborn or
newly adopted child.
The Personnel Regulations and the CBAs cap the total amount of leave employees can take as parental leave in
a 24-month period and also require the leave to be used within 12 months of the birth of a child or placement
of a child with an employee for adoption. The table below summarizes the limits on parental leave.
Table 2-6. Limits on Parental Leave in Any 24-Month Period
Employee Group

Parental Leave Limit

FOP
MCGEO
IAFF 2,080 Employees
Unrepresented Employees

720 hours

IAFF 2,184 Employees

756 hours

IAFF 2,496 Employees
864 hours
Source: MCGEO CBA Article 18, IAFF CBA Article 8, FOP CBA
Article 16, Personnel Reg. § 20.

Within these parameters, the use of parental leave is flexible. For example, an employee can use all of the
leave at once; or, with a supervisor’s approval, adjust his or her work schedule to take parental leave
intermittently to reduce the length of the work day or work week.
C. Administrative Leave
The Personnel Regulations and the CBAs broadly defined administrative leave as paid leave that the Chief
Administrative Officer may grant to employees in certain situations. The CBAs also include provisions that
authorize leave for specific union related activities. The Personnel Regulations and the CBAs allow
administrative leave in the following situations:

17

See MCGEO CBA Article 18, IAFF CBA Article 8, FOP CBA Article 16, Personnel Reg. § 21.
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•
•
•
•
•
•
•
•

For general public emergencies;
For unhealthy or dangerous situations in a County facility;
For employees who are facing removal from duty for: 1) investigation of incidents or charges, 2)
removal, or 3) a determination of fitness for continued duty;
For attendance at officially approved meetings or conferences;18
For jury duty;
When an employee has been subpoenaed as a witness in a civil or criminal case or administrative
hearing that relates to the employee’s job duties;
For bereavement leave; and
For annual U.S. military reserve training.

In addition, employees who are injured on the job are placed on administrative leave until the Department of
Finance’s Division of Risk Management makes a determination of whether an employee is eligible for
Workers’ Compensation and County Government disability leave.
Given the breadth of circumstances that administrative leave covers, administrative leave purposes are not
uniform across all employee groups. The table below displays how the purpose of administrative leave differs
by employee group.
Table 2-7. Summary of Administrative Leave Available to Certain Groups of Employees
Administrative Leave Purpose

Personnel
Regulations

IAFF

FOP








Blood donation
Organ donations



Voting




Professional improvement

MCGEO

An employee with a family member returning
from military deployment to a foreign location







Source: MCGEO CBA Article 18, IAFF CBA Article 8, FOP CBA Article 16 and Article 22, Personnel Reg. § 21.

Administrative Leave for Union Activities. Each CBA includes provisions that authorize administrative
leave for union officials and members to conduct union business. The three CBAs have provisions that
assess union members for administrative leave to create leave banks for use by union officers and officials.
The table on the next page summarizes these provisions.

18

The language in the Personnel Regulations also allows administrative leave for seminars and trainings.
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Table 2-8. Administrative Leave Provisions for Union-Related Business and Activities
Bargaining
Unit

The County Government provides…

MCGEO

• 700 hours of administrative leave per year for Service, Labor, and Trades (SLT) Unit Council reps. and
1300 hours of administrative leave per year for Office, Professional, and Technical (OPT) Unit Council
reps. Leave not carried over from year to year.
• Two hours of administrative leave for employees to attend contract ratification meetings for Union votes.

IAFF

• Four hours of administrative leave per month for union Executive Board members to attend Executive
Board Meetings.
• A 200 hour leave bank for use by union officers and officials for workshops, seminars, conferences, and
conventions related to union duties.*
• Reasonable leave for union members involved in contract negotiations and preparation.

FOP

• 1,092 hours of administrative leave each year of the CBA for the union President.
• “Reasonable administrative leave” for union members involved in contract negotiations and preparation.
• A 400 hour leave bank for use by union officers and officials for workshops, seminars, conferences,
conventions related to union duties.
• The County Government provides union Board members with two hours of administrative leave per
month for board meetings.

* Note – IAFF union members are assessed three hours per year from comp. or annual leave to provide an administrative leave bank
for use by the union President and other union officials. FOP union members are assessed three hours per year from comp. or annual
leave to provide an admin. leave bank for use by the union President and other union officials. This leave plus the 1,092 leave hours
from the County Government are the sole source of leave for the union President. MCGEO union members are assessed ½ hour per
year from comp. or annual leave to provide admin. leave for the Secretary/Treasurer and recorder.
Source: MCGEO CBA Article 18 and 36, IAFF CBA Article 8, FOP CBA Article 16 and Article 22, Personnel Reg. § 21.

D. Overtime and Compensatory Time
The hours an employee works beyond the employee’s normally schedule workday or workweek are referred
to as overtime.19 The specific processes for overtime and overtime pay in the Personnel Regulations and the
CBAs are detailed and vary widely between the CBAs. This section offers a brief summary of these
provisions.20
Pre-Requisites. Before an employee is deemed to be working overtime hours, the Personnel Regulations
and the three CBAs establish two conditions that must be met:
•

An employee must account for the minimum number of hours that define a regular workday or work
week in the Personnel Regulations or CBA; and

•

An employee must be in a “pay status.”

Thresholds. The table below summarizes the overtime thresholds for workdays and workweeks by type of
position established in the Personnel Regulations and the CBAs that are used to determine if employees are
working overtime hours.

19

See MCGEO CBA Article 5, IAFF CBA Article 14, FOP CBA Article 15, Personnel Reg. § 10.
To read the full text of the CBAs and the Personnel Regulations, see the Montgomery County Office of Human Resources
website (http://www.montgomerycountymd.gov/ohr).
20
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Table 2-9. Summary of Thresholds to Receive Overtime Pay
Overtime Threshold
Type of Position

Regular Workday

Non-exempt employee

8-12 hours*

Exempt employee, Grade 24 or below

8-12 hours*

Exempt employee, Grade 25 or above

8-12 hours*

Police – Sergeant or below

8-10 hours*

Police – Lieutenant or above

13-15 hours*

Fire/Rescue – Captain or below**

Number of hours in
regular workday

Fire/Rescue – Battalion Chief or above**

Number of hours in
regular workday plus
5 hours

Regular Workweek

For work on holidays,
general emergencies,
or employees’ day off

40 hours
40 hours
45

hours21

40 hours
40 hours

45 hours

40 hours

48 hours, or number of hours in regular
workweek for full-time employees
53 hours, or number of
hours in regular
workweek, plus 5 hours

48 hours, or number of
hours in regular
workweek

Corrections – Correctional Shift Commander
(Lieutenant) or below

8-12 hours*

40 hours

Deputy Sheriff – Lieutenant or below

8-12 hours*

40 hours

Deputy Sheriff – Captain or above

13-17 hours*

45 hours

40 hours

*Based on the number of hours in an employee’s normal workday
**For a full-time employee
Source: MCGEO CBA Article 5, IAFF CBA Article 14, FOP CBA Article 15, Personnel Reg. § 10.

Pay Status. Pay status includes any period of time for which an employee receives pay for time worked
(including compensation time) or for time on paid leave. This definition of “pay status” covers not only
employees who have worked a regular workday or workweek but also covers employees who are on paid
leave and then show up for overtime work. None of the CBAs prohibit employees who take leave in a pay
period from also working overtime in the same pay period.
Each of the CBAs establishes a set of procedures that management must follow when it selects employees
for overtime work. For example, all CBAs require management to seek volunteers for overtime work before
assigning employees involuntarily. Other overtime requirements or procedures are specific to a particular
CBA. For example:
•

The IAFF CBA limits overtime pay to an amount equal to 100 percent of an employee’s total county
salary, including an employee’s wage scale salary, special differentials, and emergency services
districts. IAFF employees must be notified by memo when they have earned overtime equal to 75
percent of their total salary.

•

The MCGEO CBA specifically prohibits the County Government from using overtime work to
reduce staff, avoid filling vacancies, or eliminate shifts.

21
Effective January 6, 2008 such employees should be compensated for the hours worked between 40 and 45 hours per week by
altering the employee’s regularly scheduled workweek on an hour for hour basis within the pay period when the excess hours
were worked or if that is not possible the employee should be granted compensatory time on an hour for hour basis.
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•

The MCGEO CBA allows supervisors to amend an employee’s daily or weekly schedule to allow
time off on an hour-for-hour basis for overtime worked. In these circumstances, employees are paid
their normal rate of pay for the overtime work.

•

The MCGEO and FOP CBAs both require that employees NOT receive overtime pay for hours
worked when an employee takes unscheduled sick leave on the day after working overtime.

Overtime Pay Rates. The overtime rate for some County Government employees is 1½ times their gross
hourly pay; others receive their regular hourly pay. The table below summarizes these groups.
Table 2-10. Rate of Pay for Overtime Work, by Employee Group
Employee Group

Hourly Rate of Pay for Overtime

MCGEO-, IAFF- and FOP-represented employees
Non-exempt* unrepresented employees
Exempt* employees at Grade 24 or below

1½ times regular hourly salary

Exempt employees at Grade 25 or above

Regular hourly salary

* “Non-exempt” and “exempt” refer to designations under the federal Fair Labor Standards Act
Source: MCGEO CBA Article 5, IAFF CBA Article 14, FOP CBA Article 15, Personnel Reg. § 10.

Compensatory Leave. Compensatory leave is paid time off earned in lieu of overtime pay and in other
situations.22 Compensatory time is earned at the same rate as overtime pay, as stated in Table 2-10 above.
Like annual leave, compensatory leave (often referred to as “comp. leave” or “comp. time”) can be carried
over from year to year, within limits. The table below summarizes the amount of comp. leave that
employees can carry over from year to year and other information.
Table 2-11. Summary of Rules on Compensatory Leave
Annual
Carryover Limit

Disposition of Excess
Time at End of Year

Payout at
Separation

Use to
Purchase ERS
Credit?

Non-Rep. Non-exempt Employees

80 hours

Paid out

All unused time

No

Non-Rep. Exempt Employees

80 hours

Converted to sick leave

Up to 80 hours*

No

MCGEO Non-exempt Employees

80 hours

Paid out or carried over
for one year

All unused time

Up to 80 hours

MCGEO Exempt Employees

10 days

Converted to sick leave

Up to 80 hours

Up to 80 hours

IAFF 2,080 and 2,184 Employees

80 hours

Paid out or carried over
for one year

All unused time

Up to 80 hours

IAFF 2,496 Employees

96 hours

Paid out or carried over
for one year

All unused time

Up to 96 hours

FOP Employees

80 hours

Paid out or carried over
for one year

All unused time

Up to 80 hours

* Remainder converted to sick leave
Source: MCGEO CBA Article 5, IAFF CBA Article 14, FOP CBA Article 15, Personnel Reg. § 10.

22

See MCGEO CBA Article 5, IAFF CBA Article 49, FOP CBA Article 21, Personnel Reg. § 10.
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MLS employees do not earn comp. leave for overtime work; however, they may keep and use the comp.
leave that they earned before they entered the MLS. The County Government will pay an MLS employee for
up to 80 hours of comp. leave when the employee leaves County Government employment.
The IAFF CBA allows the CAO to grant comp. leave for overtime work “when budgetary limitations preclude
the payment of overtime compensation,” except when payment is required by the Fair Labor Standards Act.23
IAFF members may request comp. leave instead of overtime pay. The FOP CBA allows the department to ask
FOP members to accept comp. leave in lieu of overtime pay if MCPD projects that it will run out of funds for
overtime pay. If the department requests, but does not receive, additional overtime funds from the Council, the
department can require FOP members to take comp. leave in lieu of overtime pay.
The County Government also gives employees compensatory leave in certain situations. For example, under
the FOP CBA, the County grants employees compensatory leave each year instead of three holidays that the
County and CBA no longer recognize.24 The length of an employee’s regular workday determines how
many compensatory leave hours an employee receives:
If the regular workday is:
8 hours
9 hours
10 hours

The comp. leave award is:
22 hours
24 hours
26 hours

In FY11, the County Government gave employees additional compensatory leave in lieu of service
increments or longevity steps. IAFF members received 48 hours of comp. leave, and FOP, MCGEO and
unrepresented employees received 26 hours. The IAFF and FOP CBAs specified that this leave could not be
used if it necessitated the use of overtime to cover an employee’s work. The CBAs also specified that
employees could not be paid out for this additional comp. leave at the end of a leave year or at separation,
but the leave could be carried over from year to year.

23

For covered, nonexempt employees, the FLSA requires overtime pay at a rate of not less than one and one-half times an
employee's regular rate of pay after 40 hours of work in a workweek. Some exceptions to the 40 hours per week standard
apply under special circumstances to police officers and fire fighters employed by public agencies and to employees
of hospitals and nursing homes. For more information on the FLSA and overtime, see
http://www.dol.gov/whd/overtime_pay.htm#.UM92GeSx-6M.
24
See FOP CBA Article 14(L).
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E. Other Types of Leave
Several other types of leave are also available to employees in the County Government. These include
holiday leave, military leave, and religious leave.
Holiday Leave.25 The Personnel Regulations and the collective bargaining agreements provide specific
details about holiday benefits for each employee group. Each year, all County Government employees
receive paid leave for the nine holidays listed below:
•

New Year’s Day

•

Labor Day

•

Martin Luther King, Jr. Day

•

Veteran’s Day

•

President’s Day

•

Thanksgiving Day

•

Memorial Day

•

Christmas Day

•

Independence Day

IAFF members also receive a holiday benefit for Inauguration Day, Election Day, and Columbus Day.
Holiday benefits vary by employee group.
Employees who have to work on holidays can receive premium pay in lieu of the holiday leave, can earn
compensatory leave in lieu of the holiday, or in some cases, can take an alternative day off. MCGEO and
FOP members who are required to work on holidays receive premium pay of one and a half times their
normal pay for working on a holiday – in addition to their regular pay. On holidays, all IAFF members
receive premium pay of one time their normal pay (in addition to their regular pay), regardless of whether
they are scheduled to work on a holiday or not.
Military Leave.26 Employees in the County Government are entitled to take temporary leave for military
service or training. The Personnel Regulations and the CBAs describe the details for taking military leave
and for seeking reinstatement in a County Government position following military services.
Religious Leave.27 The Personnel Regulations and the MCGEO CBA both address religious leave. The
IAFF and the FOP CBAs do not include provisions for religious leave. Based on whether an employee is
exempt or non-exempt, the Personnel Regulations and the MCGEO CBA allow employees to take leave for
religious observance and work an equivalent number of hours in the same pay period, or an employee can
earn compensatory leave over multiple pay periods (no more than eight pay periods) before or after a
religious observance. The Personnel Regulations specify that supervisors must grant leave for religious
observance unless the leave would create an “undue hardship.”

25

See MCGEO CBA Article 20, IAFF CBA Article 16, FOP CBA Article 14, Personnel Reg. § 24.
See MCGEO CBA § 16.8, IAFF CBA § 12.9, FOP CBA Article 20(G), Personnel Reg. § 22.
27
See MCGEO CBA § 13.5(g), Personnel Reg. § 15-4
26
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F. Other Statuses Related to Leave
1. Leave Without Pay
Leave without pay (LWOP) is an approved, unpaid absence from work.28 Employees taking LWOP are in a
non-pay status. All County Government employees are eligible to take LWOP. The Personnel Regulations
specify when LWOP is mandatory and when it is discretionary.
A department director must approve LWOP in the following four circumstances:
•
•
•
•

Family Medical Leave;
Parental leave
Military leave; or
Political leave – for employees who are members of the Maryland General Assembly.

A County manager may place an employee on LWOP when:
•
•
•
•

An employee is facing disciplinary action;
An employee cannot medically perform job related tasks and alternatives are not available;
An employee has exhausted all other types of available leave; or
An employee has a positive drug test.

Directors may approve LWOP for other reasons after considering the reason for the request and the impact it
would have on a department’s workload.
An employee may take LWOP for up to one year. After one year, the County Government has the option to
terminate the employee or take other action consistent with state and federal law. After 90 days on LWOP, a
department director may require an employee to waive the right to be reinstated in the same position, except for
employees on LWOP for the mandatory reasons listed above. An employee who is granted LWOP may also incur
changes to their leave accrual, service increment date, credited service for retirement, and health insurance.

2. Absent Without Leave
The Personnel Regulations and the three CBAs consider an employee who fails to show up for work or who
leaves work before the end of a shift to be absent without leave (AWOL).29 The Personnel Regulations
specify two other circumstances when a manager can consider an employee to be AWOL. These may arise
if an employee:
1) Fails to notify a supervisor about an absence under established department procedures or
practices, or
2) Obtains approval for an absence for fraudulent reasons.
A County manager must place an employee who is AWOL in a non-pay status for the period of time they
were absent and must bring disciplinary and/or termination actions against the employee.

28
29

See MCGEO CBA Article 16, IAFF CBA Article 12, FOP CBA Article 20, Personnel Reg. § 23.
See MCGEO CBA Article 15, IAFF CBA Article 23, FOP CBA Article 15, Personnel Reg. § 15-8.

OLO Report 2013-3, Chapter II

20

March 5, 2013

Employee Work Hours and Leave in Montgomery County Government

Chapter III. Leave Administration in the Office of Human Resources and Executive Departments
In Montgomery County Government, the Office of Human Resources (OHR) and department staff are
jointly responsible for administering and complying with leave policies and regulations. This
decentralized system assigns the departments lead responsibility for most administrative tasks, such as
approval and recordation and OHR responsibility for providing guidance to departments on leave,
training and managing the substantive requirements, including updates, for MCtime.
OLO interviewed representatives from the seven County Government departments with 200 or more
full-time employees to learn how each department administers leave and to understand how department
practices differ. This chapter summarizes the most pertinent information highlighted by the
department representatives. OLO interviewed representatives from:
•
•
•
•
•
•
•

The Department of Corrections (DOCR);
The Department of General Services (DGS);
The Department of Health and Human Services (DHHS);
The Department of Liquor Control (DLC);
The Department of Transportation (DOT);
Montgomery County Fire and Rescue Services (MCFRS); and
Montgomery County Police Department (MCPD).

This chapter begins with a description OHR’s role in leave administration followed by a description of
MCtime – the County Government’s electronic timecard system. The chapter then describes leave
administration in the seven departments, reviews the County Government’s Public Safety Workgroup,
and provides a summary of feedback OLO heard from department and union representatives about
leave administration issues.

A.

Office of Human Resources

The Office of Human Resources (OHR) has the responsibility to direct the County Government’s
human resource functions, including developing and maintaining county personnel regulations
related to leave; representing the Executive in collective bargaining negotiations, administering and
tracking employee leave in the County Government; and ensuring departments’ compliance with
leave policies found in the personnel regulations and the collective bargaining agreements. This
section describes how OHR fulfills these roles and responsibilities. Specifically:
•

OHR’s Labor and Employee Relations division provides guidance to supervisors and
employees on the leave provisions in the CBAs and the Personnel Regulations. It also
addresses grievances filed by employees related to leave and other issues.

•

OHR’s Records Management Team tracks employees on leave without pay (LWOP),
updates employees’ Oracle records to reflect when an employee changes from annual/sick
leave to paid time off (PTO), and notifies the Department of Finance about leave credit when
employees transfer from temporary to permanent positions.

•

OHR’s Classification & Compensation Team assists with specific issues when needed,
e.g., assisting with the addition of leave to employees’ records when employees received
additional compensatory leave in FY11.
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With the exceptions of leave without pay and, as of December 2012, Family and Medical Leave,
OHR does not manage or track County Government employees’ use of leave.
Interpretation of Contracts and Personnel Regulations. OHR provides guidance to departments
on the interpretation of the rules that govern leave use in collective bargaining agreements and the
Personnel Regulations. OHR’s guidance offers advice about the broad interpretation of these rules
and leave use and also addresses specific situations that arise in a department. Department staff
report that some departments seek its guidance on a more regular basis than others.
When OHR and a department interpret a leave question (and other personnel issues) differently,
OHR’s interpretation typically governs. For example, OHR and some departments hold different
views about whether collective bargaining agreements require the use of sick leave (some
departments) or permit the use of annual leave when an employee is sick (OHR). Although some
departments think the collective bargaining agreements require the use of sick leave when an
employee is sick, OHR’s interpretation, i.e., that the agreements allow an employee to use annual
leave when they are sick because annual leave can be used for any purpose, governs. If an employee
files a grievance, OHR represents the Chief Administrative Officer in the grievance.
Written Guidance. OHR’s Labor and Employee Relations team produces two documents that provide
department staff information about human resources issues, including employee leave:
•

The Management Guidance Bulletin, first produced in July 2012 for management employees,
provides OHR’s interpretation of collective bargaining agreement language.

•

The LER Connection newsletter, first produced in May 2012, updates employees about
grievance decisions, and provides guidance and advice related to labor and employee relations.

Family and Medical Leave. Previously, County departments were responsible for FMLA
administration, i.e., reviewing, approving or denying, and monitoring their employees’ applications
for and use of FMLA. OHR offered departments training on FMLA but it was not mandatory.
In June 2012, the Director of OHR notified County departments that it intended to centralize FMLA
in OHR, effective December 1, 2012. OHR’s reasons for centralizing FMLA included:
•
•
•

A desire for uniformity and consistency;
An effort to have better controls on the approval and monitoring of FMLA use; and
OHR employees’ knowledge and expertise related to FMLA.

OHR reported to OLO that numerous departments had requested that OHR centralize FMLA, and
staff from several departments reported to OLO that they support the decision to move FMLA
administration to OHR.
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The OHR employee who will serve as the FMLA liaison and oversee the program is a Program
Manager II.1 In addition to administering the County FMLA process, the position will:
•

Manage the County drug testing program;

•

Serve as the County Government’s custodian of medical records;

•

Provide expertise on medical software used by the County Government; and

•

Conduct reviews, studies, research and analysis of medical records management.

When an employee requests FMLA leave, OHR’s FMLA liaison will review the employee’s
eligibility, determine whether the request qualifies for FMLA leave, and ensure that the employee
completes all required forms. If the FMLA liaison has questions about the FMLA request, a doctor
from OMS can contact the employee’s doctor for clarification. If an employee refuses to allow an
OMS doctor to contact the employee’s doctor, OHR can deny the request for FMLA leave. After the
FMLA liaison determines an employee is eligible for FMLA leave, the liaison will provide guidance
to departments on administering the terms of each employee’s FMLA leave.
OHR staff observed that they are seeing more employees using FMLA leave; and that many
employees who are on leave should be using FMLA leave, but are not. The FMLA liaison has
proposed that the County Government purchase specialized software to track employees who use
FMLA leave.
Leave Without Pay. The Office of Human Resources tracks employees’ use of leave without pay
(LWOP). Staff report several challenges in managing LWOP, including the following:
•

OHR staff often identifies employees on LWOP only after they receive a bi-weekly
Insufficient Funds Report that lists employees who did not earn enough to cover benefit
deductions – not from employees’ supervisors.

•

After OHR notifies a department to place an employee on LWOP after it has reviewed the
Insufficient Funds Report, a department may not comply with OHR’s request because, e.g.,
the department may be pursuing disciplinary action against the employee.

•

Because OHR cannot suspend an employee’s benefits until a department places an employee
on LWOP, it continues to classify these employees as active. Under these circumstances,
employees can continue to receive benefits at the County Government’s expense for an
extended period of time.

Training. OHR provides one training class that is leave-related, entitled “Understanding the Family
Medical Leave Act (FMLA).” This voluntary training is offered quarterly. Also, some departments,
such as DHHS, periodically ask OHR staff to conduct special department-specific training related to
leave. OHR has also partnered with MCGEO to conduct training for its supervisors and shop
stewards on leave use.
Wellness Promotion. In the FY13, the County Council created a Wellness Coordinator position
within OHR,2 with the goal of improving health outcomes (and decreasing sick leave use) with longterm, successful wellness and disease management programs.
1

OHR intends to advertise this position in early 2013.
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B.

MCtime

MCtime is the County Government’s web-based application used to track employee time and
attendance. MCtime, an off-the-shelf product made by Kronos, was purchased in 2004. The first
departments began using it in February 2007 (replacing paper timecards) and the last departments
were brought online in August 2010. All departments use MCtime to record and approve their
employees’ time and attendance data. These data are then transferred to the County Government’s
Oracle system, which processes employees’ paychecks. Three departments – MCFRS, MCPD, and
DOT’s Transit Division’s bus operators and Division of Highway Services – use scheduling software
that automatically transfers employees’ data to MCtime.
MCtime is a companion to the County’s ongoing implementation of an Enterprise Resource Planning
(ERP) system, a comprehensive initiative to replace the County’s mainframe-based technology for
managing its business functions. The Department of Finance has lead responsibility for administering
MCtime, receiving implementation help from OHR and the Department of Technology Services.
Although it has been five years since MCtime was first implemented, department staff report some
issues with its implementation and use. For example, MCtime cannot currently automate a
department’s leave request and approval process because the County operates two different versions
of MCtime: one version, the Java-based version used by supervisors, supports leave requests and
approvals while the other version, the HTML-based version used by employees, does not. In
addition, staff in some 24/7 department report difficulties with inputting work hours and leave.
The County’s website provides background information and other resources for employees and
managers on MCtime,3 including frequently asked questions, time-related forms, and online training
opportunities. MCtime staff also provide training when requested.

C.

Department of Corrections

The Department of Corrections (DOCR) manages the County’s correctional services, including pretrial supervision, secure incarceration, and treatment and reintegration programs. In FY12, DOCR’s
approved budget was $61.3 million with an Approved Personnel Complement for 558.2 full time
equivalents (FTEs). Approximately 92% of employees are members of MCGEO.
Staffing Requirements. The Department of Correction and Rehabilitation has five divisions plus
the Director's Office:
•
•
•
•
•

Detention Center;
Correctional Facility;
Pre-Trial Services;
Pre-Release and Reentry Services; and
Management Services Division.

2

The Council’s Task Force on Employee Wellness and Consolidation of Agency Group Insurance Programs also
contracted out a review of disease management programs.
3
www.montgomerycountymd.gov/mctime
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Most union employees in DOCR who provide services in the detention facilities work 40 hours per
week on one of three shifts: days, evenings, and midnights. Every year DOCR convenes a shift bid
where employees choose their shifts for a coming year, based on seniority. DOCR reports that it
does not have access to an electronic scheduling system, such as TeleStaff, for scheduling.
Leave Administration. The MCGEO CBA is the primary document that governs DOCR’s practices
for administering leave for DOCR’s union employees. DOCR has created documents for supervisors
and non-supervisory employees based on these rules. In addition, the Detention Services Division
has developed a Policy and Procedures Manual, that has a policy on the “Scheduling and Use of
Leave” and provisions that address annual, sick and administrative leave, among others.4 (See
Appendix C for a summary.)
Supervisors have authority to grant or deny annual, compensatory, and sick leave requests based on
operational requirements. Additionally, supervisors use a written script to provide information when
employees call in to request unscheduled leave in order to minimize use of this leave. Because
several divisions require 24/7 staffing, DOCR uses both voluntary and mandatory overtime to
backfill positions when employee leave results in a shift being understaffed.5 DOCR may reprimand
employees who refuse mandatory overtime. At the same time, supervisors will allow employees to
take leave when a shift that has more employees than needed.
DOCR employees complete their own MCtime timecards and supervisors are responsible for
reviewing timecards and making any changes if an employee has not filled out the timecard
correctly. DOCR supervisors work closely with the Department’s Administrative Specialist to
administer and monitor leave usage in the department. The Administrative Specialist also:

D.

•

Serves as DOCR’s FMLA coordinator;

•

Trains supervisors on how to document all leave;

•

Created a program (similar to Telestaff) that compares backfill costs and overtime use; and

•

Holds monthly meeting with the County Government’s Workers’ Compensation third-party
administrator to review every case.

Department of General Services

The Department of General Services (DGS) provides and supports business and service requirements
for all County departments including procurement, fleet, printing/duplication, and facilities
management. In FY12, the Approved Budget for DGS was $90.6 million (including all funds) with
an Approved Personnel Complement for 383.7 full time equivalents. Approximately 78% of DGS
employees are members of MCGEO.

4

This policy is currently being edited, but it is described below in its current form.
Several County Government departments with 24/7 staffing fill positions or shifts when employees call in for
unscheduled leave – referred to as “backfilling” the position. Backfilling leads to overtime costs because a
department typically recruits other full-time employees to fill shifts for employees on unscheduled leave –
increasing a full-time employee’s hours in a pay period.

5
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Staffing Requirements. DGS has five divisions plus the Director’s Office. Several divisions (Fleet
Management and Facilities) in DGS have minimum staffing requirements that require backfill of
positions when a division falls below minimum staffing due to leave use. DGS’ divisions are the:
•
•
•
•
•

Office of Procurement,
Building Design and Construction,
Fleet Management Services,
Facilities Management, and
Real Estate and Management Services.

Leave Administration. County personnel regulations and MCGEO’s CBA are the governing
documents for administering leave policy for three DGS divisions – Procurement, Building Design
and Construction, and Real Estate and Management Services – plus the Director’s Office.6 Staffing
requirements for these units are “traditional,” i.e., 9 a.m. to 5 p.m. workplaces.7 Staffing
requirements for the other two DGS divisions – Fleet Management and Facilities Management –
must provide the capacity for DGS staff to respond to unplanned or emergency situations.
To address these different requirements, DGS has instituted one set of department-wide leave
policies and is in the process of establishing separate division policies. So far, Fleet Management
and Facilities Management have completed their specific leave policies; the three other divisions,
which are staffed primarily with non-essential positions, are still creating their specific policies. This
section summarizes DGS’ department-wide leave policies followed by a description of the policies
and practices in Fleet Management Services, Facilities Management, and Print and Mail Services.
DGS-Wide Leave Administration. The following table summarizes DGS’ department-wide
attendance policy. Supervisors maintain records and monitor employees in accordance with the
attendance policy.

6

The Department of General Services is currently undergoing a minor reorganization, which will be described in the
FY14 Budget Book. Under the reorganization, the Department will have eight divisions: Office of Business Relations
and Compliance; Office of Procurement; Building Design and Construction; Fleet Management; Real Estate Service;
Office of Special Projects; and Central Services (includes Printing and Mail, Records Management, and
Administration). For purposes of this report, we will discuss the divisions as they were prior to the reorganization.
7
See, however, the description of Print and Mail Services in the Real Estate and Management Services Division, below.
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Table 3-1. Summary of DGS Department-Wide Attendance Policies
Policy on…

Summary

Annual Leave

Employees must request leave as far in advance as possible and supervisors must make reasonable
efforts to grant leave unless workload prohibits it. Supervisors must prepare a vacation schedule for
all employees.

Unscheduled
Annual Leave

If an employee has fewer than five unscheduled absences, unscheduled leave can be approved up to
an employee’s available leave balance.

LWOP

Supervisors will approve LWOP in accordance with regulations and the CBA for employees with
fewer than five unscheduled absences.

Sick Leave

Employees must schedule sick leave as far in advance as possible. Planned sick leave may be denied
based on operational requirements.

Unscheduled
Sick Leave

Employees must request unscheduled sick leave within 30 minutes of starting time. An employee is
charged with an unscheduled absence unless s/he brings in a doctors note or if leave is FMLA leave.
An employee must notify a supervisor each day of sick leave. If an employee has five or more
unscheduled absences, sick leave will not be approved unless the illness is documented.

AWOL

An employee with 24 hours or three consecutive days of AWOL may be terminated. Employees on
AWOL returning the same day as an unauthorized absence may be refused work.

Leave Awards

Employees in certain job classes with no unscheduled absences in a calendar year are eligible to
receive an 8-hour annual leave award. Employees can remove one occurrence of unscheduled leave
from their records for each subsequent two consecutive pay periods with no unscheduled leave.

Discipline

Unscheduled absences result in the following discipline for merit employees:
2 absences Counsel employee
3 absences Oral Admonishment
5 absences Written Notice
6 absences Written Reprimand
8 absences One-day suspension or 5% pay reduction equal to one day suspension
10 absences Three-day suspension or 5% pay reduction equal to three day suspension
12 absences Dismissal
For disciplinary purposes, AWOL and unscheduled leave tracks can be combined.

Source: DGS

In addition, DGS uses the following procedures regarding work hours and leave:
•
•
•

The department keeps an internal record on disability and light duty employees;
Supervisors proactively code FMLA leave for employees; and
Most divisions use electronic leave request forms.

Fleet Management Services. DGS’ Fleet Management Services (Fleet) manages the County
Government’s fleet of cars, buses, and heavy equipment. Fleet has over 200 employees (most
represented by MCGEO) and operates 24-hours a day/seven days a week at three core maintenance
facilities and seven satellite facilities. Most employees in Fleet are considered “essential,”8 which
means that fewer employees can take leave at any given time.
8

Essential employees are those employees required to work during a modified liberal leave period, liberal leave
period, or general emergency unless they are prevented from doing so by sever weather or other emergency.
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Fleet uses written and electronic leave request slips and requests are granted based on operational
needs and awarded based on seniority. Fleet has no employee “buffer” – if an employee calls in sick,
management has to fill the shift, resulting in overtime. Supervisors in Fleet are responsible for
entering the work time of employees into MCtime and for monitoring leave use.
Fleet has unique standard operating procedures in place related to vacation picks: at beginning of
each year, employees pick, by seniority, two consecutive weeks of vacation. Employees can also
request additional leave throughout the year with advance notice.

Facilities Management. The Division of Facilities Management provides comprehensive planning
and delivery of maintenance services and oversight of building-related operations at County facilities
used by County staff and residents. Employees in Facilities Management primarily work one of two
8-hour shifts:
•

7am-3:30pm – Divided into four County “areas,” employees cover all basic needs of County
facilities; or

•

2:30pm-11pm – A skeleton crew of employees (one AC specialist, one electrician, one
plumber, and two general workers) provided needed coverage for the whole County.

Facilities Management also maintains a standby shift of employees on weekends and after hours.
Facilities supervisors in the Division monitor all employee leave. While the Division does not
complete a shift/vacation bid like Fleet, supervisors begin to schedule summer leave in April. All
shifts in Facilities must be filled, so the Division must backfill positions when necessary. DGS
representatives estimate that standby workers are called in two times a month.
Print and Mail Services (under Real Estate and Management Services). Approximately 42
employees in Print and Mail Services work one of two 8-hour shifts (7:30 a.m.-4 p.m. or 8:30 a.m. to
5 p.m.). Print and Mail Services uses an electronic leave request system and has one unique policy
regarding leave use – employees are cross-trained so more than one employee can perform certain
job duties. Cross-trained employees try not to take leave at the same time as their counterparts.

E.

Department of Health and Human Services

The Department of Health and Human Services is responsible for the delivery of public health and
human services that address the basic and critical needs of the County’s residents. In FY12, the
Approved Budget for DHHS was $242.1 million with an Approved Personnel Complement for
1,485.7 full time equivalents. Approximately 83% of DHHS employees are members of MCGEO.
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Staffing Requirements. The department is organized into five “service areas” plus the Director’s
Office. The service areas are:
•
•
•
•
•

Aging and Disability Services;
Behavioral Health and Crisis Services;
Children, Youth and Family Services;
Public Health; and
Special Needs Housing.

Most employees in DHHS work traditional 40 hour workweeks, or a variation of a “9 to 5” schedule. The
biggest exception is the Crisis Center in the Behavioral Health and Crisis Services service area – which
operates on a 24-hour, seven-day-a-week basis. Most employees in DHHS are represented by MCGEO.
Leave Administration. In general, the MCGEO CBA and the Personnel Regulations govern
DHHS’ leave administration practices. Leave administration varies only slightly by service area,
based on operational requirements. OLO met with staff from the Children, Youth & Family Services
and from Behavioral Health and Crisis Services service areas to discuss leave administration.
DHHS supervisors generally approve or deny leave requests based on operational needs. If multiple
employees request leave at the same time, supervisors grant leave based on seniority. Employees can
generally request leave throughout the year. Some supervisors ask employees to submit leave
requests at certain times during the year, particularly for summer vacations or between Thanksgiving
and the end of the year. DHHS representatives indicated that employees often negotiate amongst
themselves if two or more people want to take leave at the same time.
DHHS representatives report that supervisors address leave abuse or misuse by looking for common
patterns. Supervisors who suspect leave abuse or misuse will coordinate action with DHHS’ human
resources staff and if necessary, place an employee on sick leave restriction. Representatives also
report that the Department will refer employees who chronically use sick leave to the County
Government’s disability manager in OHR.
Crisis Center. The Crisis Center provides full crisis assessments, short-term crisis treatment, and
treatment referrals for psychiatric and situational crises, 24 hours a day/365 days a year. The Crisis
Center has a Memorandum of Understanding with MCGEO establishing a process for setting
employees’ schedules once a year, based on seniority.
Because the Crisis Center requires staffing around the clock, leave use can lead to overtime when the
Center backfills positions. The Center, however, has two options to avoid leave-related overtime.
The Center has 2 FTEs to fund temporary staff for the Center to fill open shifts. DHHS
representatives report that temporary staff are available approximately half the time that they are
asked to fill open shifts. Additionally, if a Crisis Center employee calls in sick during a low-volume
time, the Center might choose to leave the shift unfilled. Few other DHHS areas generate significant
amounts of overtime.
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Family and Medical Leave. DHHS supervisors track employees’ FMLA leave use through MCtime. In
DHHS, both supervisory staff and employees initiate the use of FMLA leave. DHHS representatives
report that they are in contact on a weekly basis with the FMLA Coordinator in OHR to monitor DHHS
employees on FMLA leave and to develop a process in DHHS for coordinating FMLA leave. Recently,
DHHS’ staff underwent FMLA and sick leave training with the Office of Human Resources at the
request of DHHS service area chiefs.

F.

Department of Liquor Control

The Department of Liquor Control (DLC) operates facilities for the wholesale and retail distribution
of alcoholic beverages in the County. DLC currently has authority over more than 1,000 licensees
(retail stores and restaurants) in the County. In FY12, the Approved Budget for DLC was $47.0
million with an Approved Personnel Complement for 323.0 full time equivalents. Approximately
82% of DLC employees are in MCGEO.
Staffing Requirements. Department of Liquor Control has three divisions:
•
•
•

Administration;9
Licensure, Regulation and Education (LRE);10 and
Operations.

Employees in the Administration and LRE divisions work “typical” 9 to 5 schedules. Employees in
Operations also work 40 hours, but have more varied shifts. Most DLC employees work in Wholesale
Operations (warehouse) and retail stores.
Leave Administration. The MCGEO CBA and the County Personnel Regulations govern DLC’s leave
policy and practices. DLC does have some written department policies and practices. Two divisions,
Administration and LRE, use similar practices to administer their employees’ leave.
The Operations Division, has three sections: Purchasing and Customer Service, Wholesale
Operations, and Retail Operations. The Purchasing and Customer Service section follows
administrative practices similar to those in the Administration and LRE divisions; however, it has
also implemented a “buddy” system that encourages each employee to coordinate leave with a buddy
to ensure work coverage. According to DLC, other leave-related practices that are common across
the Operations division include:
•

Very minimal leave is available on peak holidays (New Years, Memorial Day, Fourth of
July, Thanksgiving, and Christmas);

•

Employee supervisors fill out MCtime timecards for all employees; and

•

DLC supervisors do not initiate FMLA leave – only employees do.

9

Includes Budget, HR, Facilities, Finance, and Informational Technology
Includes licensure and staffing for Board of License Commissioners, Regulation, Education, Training, and
Development of Community Alliances
10
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The Wholesale Operations Section. Wholesale Operations (the Warehouse) is responsible for the
sale, warehousing and delivery of beverage alcohol products for DLC. Warehouse employees,
primarily 38 truck drivers and 30 helpers, generally work Monday through Friday from 6:30 a.m.4:30 p.m., with a shift from 4:30 p.m. - 1 a.m. Sunday through Thursday. All employees work eighthour shifts. The Division has some specific written leave-related policies to ensure adequate staffing
for its operations:
•

No more than four drivers or helpers in the Warehouse may take scheduled leave each day; and

•

Employees who are late to work must use leave in order to cover the time.

Warehouse drivers work overtime to compensate for the workload if too many drivers use
unscheduled leave, and warehouse helpers compensate and pick up the extra work if too many
helpers use unscheduled leave.
An Office Services Coordinator keeps track of all leave requests granted and denied in the Division,
including a daily report on leave in the Warehouse. DLC representatives report that employees typically
will stop problematic leave use following a written reprimand.
In addition, the Warehouse has a written policy on sick leave procedures (See Appendix D). Most
policies are similar to the Regulations and CBAs; however the following policies are unique:
•

Employees must notify their supervisor of unscheduled sick leave within 30 minutes of
regularly scheduled work time; and

•

Employees with six instances of undocumented sick leave in a 12-month period are considered
in abuse, requiring a doctor’s note for all future sick leave, with the following discipline:
Table 3-2. Summary of DLC Warehouse Sick Leave Policy
# of Undocumented
Sick Leave Instances
Six

Discipline
Oral reprimand, not in personnel file

Seven

Written reprimand

Eight

5% pay reduction for 20 workdays

Nine

5% pay reduction for 60 workdays

Ten

Dismissal

Source: DLC Departmental Procedure 1-14: Sick Leave Procedures

The Retail Operations Section. Retail Operations is responsible for the sales, promotion, and marketing
of beverage alcohol products in County stores. Retail Operations has over 200 employees, including 23
store managers, 23 assistant managers, 40 merit part-time clerks, 28 full-time clerks, and a significant
number of seasonal temporary employees. Retail stores are open seven days a week (10 a.m.- 9 p.m.
Monday through Saturday, 10 a.m.- 5 p.m. Sunday) and retail employees work eight-hour shifts.
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Supervisors approve or deny leave requests based on service needs in the retail stores. If too many
employees use unscheduled leave, Retail Operations is required to backfill the positions, leading to
overtime. The Retail Operations Division uses several written policies on employee leave (See
Appendix D).

G.

Department of Transportation

The Department of Transportation (DOT) is responsible for public transportation and parking
services, road maintenance and construction, and sidewalk and bikeway management. In FY12, the
Approved Budget for DOT was $174.7 million with an Approved Personnel Complement for 1,136.4
full-time equivalents. Most (90%) of DOT employees are members of MCGEO.
Staffing Requirements. DOT includes five divisions: Transportation Engineering; Traffic
Engineering and Operations; Parking Management; Highway Services; and Transit Services and the
Director’s Office. Most DOT employees who do not work in Transit work a 9 to 5 schedule; Transit
operates 22/23 hours daily.
Leave Administration. For all DOT divisions, supervisors approve leave requests and can deny
leave based on operational needs. While most DOT divisions use paper leave request slips, the
Director’s Office has created an electronic database to administer and track leave requests.
Practices to administer leave in DOT’s Transit Division, which employs over half of all DOT employees
and operates the County’s Ride On bus service, differ significantly from DOT’s other divisions. Since
the Transit Division accounts for the majority of DOT’s overtime, the Director’s Office tracks and
monitors leave (the department tracks all overtime but monitors Transit more closely).
Transit Division. DOT’s Transit Division operates Ride On buses 22 to 23 hours a day, seven days a
week. Ride On had 759 approved workyears in FY12. Bus operators pick schedules three times a
year – in January, May, and September – based on seniority. DOT staff noted that the Department
recently negotiated a new system for DOT employees to pick vacation leave. Unlike other County
Government employees, bus operators do not receive three personal days but rather one personal day
a year plus compensatory leave.
Transit schedules bus drivers using a computer-based scheduling system called Trapeze; the system
also downloads bus drivers’ scheduled and actual hours and leave taken into MCtime. One transit
supervisor is responsible for recording and monitoring time for approximately 50-60 drivers. DOT
representatives note that it would increase supervisors’ efficiency if, instead of the supervisors, Desk
Coordinators (who check drivers in and out of work) could adjust drivers’ schedules in MCtime.
Transit must fill every bus operator position on every shift. DOT employs full-time relief operators
to fill shifts for bus drivers with scheduled leave. These relief employees pick routes two weeks in
advance. DOT uses overtime to fill shifts for bus drivers who take unscheduled leave. When a
driver calls in for unscheduled leave, DOT cannot cancel a route because Ride-On’s bus routes
operate based on an interlined system. This means operators can drive numerous routes during one
shift, changing routes multiple times mid-shift. If a bus does not run, it would affect multiple routes.
Ride On drivers work an average of 42.3 hours in a week (guaranteeing the payment of overtime).
Some shifts, such as 10-hour shifts, also guarantee that drivers will receive overtime. DOT staff
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report that, frequently, the number of bus drivers who call in for unscheduled leave plus drivers who
are on scheduled leave result in too few bus drivers to run all needed routes on a given day. Ride On
fills these positions with other employees, resulting in overtime.
Because of DOT’s challenges related to unscheduled leave, DOT negotiated an attendance and
discipline policy with MCGEO for Ride On bus drivers that took effect in 2005. Under the system,
employees earn points for unscheduled leave that result in progressively higher levels of discipline.
Employees are notified in writing of all points assessed and are counseled when they accumulate ten
or more points. Employees are dismissed when they earn approximately 110 points. For a more
detailed description of the policy, see Appendix E.
DOT staff noted that FMLA leave does not count toward the discipline system for Ride On bus drivers.
Between January 2011 and July 2012, one third of all sick leave in the Transit Division was FMLA
leave. DOT staff report that this results in significant amounts of unscheduled FMLA sick leave. Staff
also report that the department is a strong proponent of centralizing FMLA administration in OHR.
Two other factors that affect overtime due to required backfilling in Transit are the division’s “NonDriving List” and required drug testing:
•

Transit maintains a Non-Driving List which identifies bus operators who are not able to drive
a bus, primarily because of disability or disciplinary reasons; and

•

Transit is required by federal law to do random drug and alcohol tests every day on a certain
number of employees in the Transit Division – these employees are put on administrative
leave for the testing.

Hiring in Transit Division. In addition, DOT is actively recruiting and hiring new full-time bus
drivers to increase staff and decrease the use of overtime. DOT representatives report that they are
turning out classes of bus drivers every six weeks. While they seek to have 20 drivers in every class,
the past few classes have had approximately 14 drivers each. Representatives report that DOT
currently is losing as many employees (through retirement, resignation, etc.) as it is able to hire.

H.

Montgomery County Fire and Rescue Service

The Montgomery County Fire and Rescue Service (MCFRS) provides fire, rescue, and emergency
medical services to residents in Montgomery County. MCFRS operates 35 fire and rescue stations
and 13 satellite offices. In FY12, MCFRS’ approved budget was $180.0 million with 1,243.0 fulltime equivalents. MCFRS represented employees belong to two different unions; uniformed staff at
the rank of Master Firefighter and below are members of the IAFF (approximately 92% of MCFRS
employees) and civilian represented staff are members of MCGEO (approximately 6% of MCFRS
employees). In 2007, OLO completed a base-budget review of MCFRS that included
recommendations on data management and a net annual work hour analysis.11
Staffing Requirements. MCFRS is organized into the follow divisions, plus the Office of the Fire Chief:

11

OLO Report 2007-6, A Base Budget Review of the Montgomery County Fire and Rescue Service, Phase I and
OLO Report 2007-8 A Base Budget Review of the Montgomery County Fire and Rescue Service, Phase II: Net
Annual Work Hour Analysis of First Responders.
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•
•
•
•
•
•

Division of Administrative and Technical Support Services;
Division of Operations;
Division of Risk Reduction and Training Services;
Division of Volunteer Services;
The Fire and Emergency Services Commission; and
Nineteen Local Fire and Rescue Departments (LFRD).

MCFRS employees work three different types of schedules – described below by the number of
hours staff are scheduled to work each year. Most MCFRS employees are in the Division of
Operations and staff the County’s fire and rescue stations. These employees are scheduled to work
2,496 hours each year – or 96 hours each pay period. A smaller number of employees, including
dispatchers, fire investigators, and civilian call-takers,12 are scheduled to work 2,184 hours each year
– or 84 hours in each pay period. The remaining MCFRS employees are scheduled to work 2,080
hours each year – or 80 hours per pay period.
These three schedules result in different types of work schedules on a day-to-day basis. The table
below provides examples of different schedules in MCFRS.
Table 3-3. Examples of MCFRS Employee Schedules
Example of Shift

# of Hours
Each Week

2,496 Employees

24 hours of work/48 hours off, with appropriate other days off*

48

2,184 Employees

24 hours of work/48 hours off ,with appropriate other days off*

42

2,080 Employees

Five 8-hour days or four 10-hour days

40

* Most MCFRS employees’ schedules include “Kelly Days,” which are periodic days off that ensure an employee
works the same average number of hours weekly, either 48 hours or 42 hours.
Source: MCFRS staff, IAFF CBA

Leave Administration. The primary governing document for MCFRS’ leave policy is the IAFF
agreement. MCFRS staff record their time and leave directly in MCtime. Department representatives,
however, report difficulties in recording time in MCtime due to MCFRS’ 24/7 schedule.
MCFRS uses TeleStaff scheduling software to maintain employee schedules. Employees in the
Division of Operations can call into TeleStaff to request unscheduled leave. Other MCFRS employees
call in to supervisors to request unscheduled leave. Employees must call in at least one hour before
their scheduled shift or they will be considered AWOL. MCFRS representatives report that the
department does not record leave as “unscheduled” in MCtime because the term is not defined in the
IAFF CBA.
The TeleStaff software helps MCFRS fill positions when employees call in with unscheduled leave by
flagging open positions that need to be filled. TeleStaff also allows employees working a shift to note
if they would like to work either 10 or 24 hours of overtime following their shift, allowing supervisors
to identify employees willing to fill open positions. If MCFRS cannot identify enough employees to
fill positions, supervisors will “force hire” employees and require them to work overtime.

12

Note that by FY14, MCFRS’ civilian call takers will be transferred to MCPD.
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MCFRS must fill approximately 270 positions every shift. MCFRS representatives report that the
department does not have an adequate number of staff to provide a buffer for unscheduled leave.
Consequently, when employees call in for unscheduled leave, MCFRS backfills the positions with
staff of equal rank or above rather than leaving a position unfilled for a shift, leading to overtime
costs. The department backfills positions every day.
One effect of backfilling positions is that MCFRS cannot comply when the County Government
gives additional leave to employees with the caveat that the leave cannot be used if it would result in
overtime costs.13 On a daily basis, MCFRS’ staffing plan does not allow the department to approve
leave without the leave resulting in overtime costs.
MCFRS representatives estimate that the department needs approximately 100 additional positions to
operate without large amounts of overtime. The department currently is working on a 3-year staffing
plan with OMB.
Annual Leave. The IAFF CBA contains a formula to calculate the number of annual leave slots that
will be available each year. These slots are divided into two categories: (1) vacation leave slots and
(2) casual leave slots. MCFRS uses a bidding process at the end of a calendar year based on
seniority to allow employees to indicate their preference for vacation leave slots in the following
calendar year. Employees can request casual leave within 30 days of the leave.
For the Division of Operations, the CBA sets the number of vacation leave slots available in the
following year at 12 percent of the average number of employees per shift on October 1st plus one
third of any career recruit class in session on October 1st. The number of casual leave slots in the
Division of Operations is set at nine percent based on this same formula. Note that the number of
casual leave slots available is included in the available number of vacation leave slots, not in addition
to the vacation leave slots.
MCFRS representatives report that almost all leave slots are filled in a year. The number of leave
slots available in calendar years 2011 and 2012 are summarized in the Table 3-4.
Table 3-4. Number of Available Vacation and Casual Leave Slots, CY2011 and CY2012
Type of Leave Slot

# of Leave
Slots

Casual Leave Slots
Day

34

Nights and Weekends

30

Vacation Leave Slots
Shift Workers (24-hour shifts)

38

Day Workers (8-hour days)

5

Source: MCFRS

13

For example, in FY11, the County Executive negotiated additional compensatory leave with each of the employee
unions. The agreements stated that the compensatory leave could not be used if it caused the need to backfill with
overtime. See Appendix F.
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For MCFRS staff represented by MCGEO, managers approve or deny annual leave requests based on
workload.
Sick Leave. The Division of Operation’s Battalion Chiefs manage sick leave use. The IAFF’s CBA
sets out the department’s process for using sick leave and sick leave misuse/abuse. MCFRS’ 2,496
employees can be put on sick leave restriction after four incidents of sick leave use (family or
personal) in a consecutive 12-month period. MCFRS’ 2,184 and 2,080 employees can be put on sick
leave restriction after five incidents of sick leave.
Family and Medical Leave. MCFRS representatives report that the department welcomes the
centralization of FMLA in the Office of Human Resources because of the consistency it will bring to
FMLA review and decision-making in the County Government. Department staff note that
evaluating FMLA applications is a difficult process.
Disability Leave. MCFRS keeps an ongoing list of employees who are on leave or light duty due to
injury or illness – called the Medically-Influenced Duty Status list (MIDS). MCFRS representatives
report that employees have many hours of involuntary leave due to injuries sustained on the job.
The County’s disability process impacts the department’s work and budget because the department
must backfill the positions of firefighters on the MIDS list. MCFRS representatives report that the
previous third party administrator (TPA) responsible for processing the review of injured employees
for Worker’s Compensation and disability status was not reviewing cases within 14 days – the
amount of time given for initial case review. Representatives note that the new TPA is in the early
stages of its contract with the County Government and cannot make a conclusive determination of
whether the TPA is performing better than its predecessor.
MCFRS representatives discussed the merits of treating employees’ injuries and illnesses within the
Fire/Rescue Occupational Medical Services (FROMS). MCFRS eliminated a case manager position
in FROMS due to budget cuts. Currently, FROMS has just one case manager who oversees the cases
of all MCFRS employees.
Overtime. The IAFF CBA limits an employee’s overtime to 100% of the employee’s annual salary
in a calendar year. MCFRS staff report that as of the end of November 2012, six MCFRS employees
had received overtime pay greater than or equal to 75% of their annual salaries.
Exchange of Shifts. Firefighters have the ability to swap shifts with coworkers across pay periods.
These swaps are recorded in MCtime, but employee pay is not adjusted for it.
I.

Montgomery County Police Department

The Montgomery County Police Department (MCPD) provides services to safeguard life and
property in the County. Employees in MCPD provide direct police services in the County,
investigate crimes, and staff the County’s Emergency Communications Center, among other
responsibilities. In FY12, MCPD’s approved budget was $232.4 million with 1,734.9 full-time
equivalents. Uniformed police officers are represented by the FOP and represent approximately 64%
of MCPD employees; other represented employees in the department are represented by MCGEO
and account for about 29% of MCPD employees.
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Staffing Requirements. The table below summarizes the department’s organizational structure and
division of responsibilities.
Table 3-5. Organizational Structure of MCPD
Section
Office of the Chief

Field Services Bureau

Investigative Services Bureau

Management Services Bureau

Oversees
•
•

Organizational Support Services
Internal Affairs Division

•

Media Services

•
•
•
•
•
•

Six District Stations
District Court Liaison
District Traffic Section
Special Assignment Team
Criminal Investigation Division
Major Crimes Division

•
•
•

Gang Prevention Unit
Education Facilities Officer Unit
Special Operations Division

•
•
•
•
•

Technology Division
Information Support and Analysis Div.
Emergency Communications Center
Policy and Planning Division
Personnel Division

•
•
•
•
•
•

Special Investigation Division
Family Crimes Division
Management and Budget Division
Training Division
Security Services
Animal Services Division

Source: FY13 Approved Operating Budget

Employees in MCPD work a variety of schedules. For example, patrol officers work four 10-hour
days each week with three days off in between. Every two months, these employees switch between
working a schedule that includes only weekdays to a schedule that also includes weekends. Many
employees, including undercover officers, SWAT officers, and officers in the Traffic Division, work
five 8-hour days each week.
The schedules of some officers, including patrol officers and officers in the Emergency
Communications Center (ECC), are divided into two or more shifts to provide 24-hour coverage,
while some employees work a “9 to 5” 8-hour workday. Other officers work an 8-hour day, but
begin work at 6 a.m. or 7 a.m. The CBA prohibits any represented employee from working more
than 20 consecutive hours in a 28-hour period.
With some exceptions (e.g., SWAT, Special Assignment Team), the FOP collective bargaining
agreement requires MCPD management to publish work schedules three weeks in advance. Officers
who are required to work outside of their published schedules receive overtime pay. The CBA
allows an officer and a supervisor to mutually agree to change an officer’s schedule.
Leave Administration in MCPD. MCPD uses TeleStaff scheduling software to maintain the
schedule of its employees. Officers access their schedules and adjust their hours worked in
TeleStaff, not in MCtime. MCPD uploads data from TeleStaff to MCtime. Because TeleStaff and
MCtime are not compatible, MCPD staff must reconcile the TeleStaff data in MCtime each time data
is transferred between the programs.
Unlike MCFRS and Corrections and Transit, which must fill every slot when a scheduled employee
takes scheduled or unscheduled leave, most MCPD divisions have no restraint on officers taking
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leave, except for meeting minimum staffing requirements. For example, MCPD requires district
stations to have a minimum of 9-10 officers per shift, shown below.
Table 3-6. Summary of Minimum Staffing Levels for Officers in District Stations
Shift

Time

Minimum Staffing

Day shift

6:00 a.m. – 4:00 p.m.

8 officers and 1 supervisor

Evening shift

3:00 p.m. – 1:00 a.m.

9 officers and 1 supervisor

Midnight shift

8:30 p.m. – 6:30 a.m.

8 officers and 1 supervisor

Source: MCPD representatives

Typically, each district schedules between 14 and 18 officers per shift; however this varies based on
staffing needs in each district, leaving a “buffer” for unscheduled leave. MCPD representatives
report that the district stations frequently operate at minimum staffing levels (9-10 officers per shift)
based on scheduled officers calling in to take leave. The ECC, by contrast, has minimum staffing
requirements and does not have enough employees to fully staff its required work. Consequently, the
ECC has mandatory overtime work every day.
MCPD's divisions and offices have different approaches to scheduling shifts and scheduling leave.
For example, Sergeants in the district stations who are in charge of a shift (day, evening, or midnight)
are responsible for scheduling leave during their shift. They will allow officers to request annual
leave between six months to one year in advance. The process for scheduling annual leave varies by
Sergeant (and by shift).
In the ECC, supervisors will do an annual “shift bid” in November when employees pick their shift
for the following year. After the shift bid, supervisors will do an annual leave bid, also for the
following year. An employee who wants to change scheduled annual leave after the bid process can
only do so if a leave slot is open or if someone will change shifts with the employee. Denials of
leave requests in MCPD must go to the FOP.
Sick Leave. MCPD has standard operating procedures (SOPs) that set out specific processes for the
administration of attendance, sick leave, and administrative leave (See Appendix G for the full SOP):
•

The Attendance SOP primarily describes procedures related to weekly timesheets.

•

The Sick Leave SOP describes the permitted uses and procedures for requesting leave,
including sick leave, FMLA, parental leave, and family sick leave. It also includes directives
related to the work assignment of pregnant officers.

MCPD representatives report that staff in the ECC are allowed four undocumented sick days in a
rolling 90-day period. At the 5th undocumented sick day, an employee must bring a note from a
physician and the employee is put on sick leave restriction. Department representatives report that
supervisors look for patterns in the leave that employees take that might suggest sick leave abuse.
Administrative Leave. In addition to the bases for administrative leave outlined in Chapter II, the
SOP on administrative leave outlines several situations unique to MCPD. They are summarized in
the next table.
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Table 3-7. Summary of Situations Resulting in Administrative Leave from MCPD SOP
Action

Situation

Administrative leave
Suspension of police power
Occurs after a preliminary inquiry

• An employee is charged with a criminal offense
• An employee is charged with operating a motor vehicle while
under the influence of drugs or alcohol

Administrative leave

• The taking of a human life
• The serious injury of a person

Administrative leave

• An employee has been involved in a traumatic incident:
- When the actions of an MCPD employee (accidental or
deliberate) result in the death or serious injury of a person
- When members are present at the death or serious injury of
an MCPD employee
- Negotiating team members directly responsible for
management of negotiations when the incident ends in
serious injury or death

Family and Medical Leave. MCPD representatives report that most FMLA leave taken by department
employees is long-term. Prior to the transfer of FMLA review to OHR, the Assistant Chief for
MCPD’s Management Services Division reviewed all requests for FMLA leave, forwarding
applications to OHR and the MCPD Legal and Labor office for review. FMLA requests were
approved only after review and approval by these offices. The department denied requests for FMLA
leave if the requests did not meet the requirements for FMLA or if applications were incomplete.

J.

Public Safety Work Group

The County Government’s Public Safety departments staff a body of mandatory work posts on a
24/7 basis. Based on increasing direct and indirect costs associated with disability from workrelated injuries and illnesses, in May 2012, Executive Branch established a Public Safety Work
Group to take a “whole program” approach related to workers’ compensation, including light
duty, disability management, and disability retirement. Many of these programs stem from the
County code, the Personnel Regulations, and collective bargaining agreements.
The group meets bimonthly and membership includes
•

The Police and Fire Chiefs;

•

The Directors of DOCR, the Department of Finance, Office of Management and Budget,
and OHR; and

•

Related department staff.

The Public Safety Work Group seeks to improve communication, coordination, and the cost
effectiveness of Public Safety direct and indirect workers’ compensation costs by examining the
following areas:
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•

Third-Party Claims Administrator performance and responsiveness;

•

Monitoring and analyzing the trend in annual hours in leave related to workers’
compensation claims, with an emphasis on greater work attendance accountability;

•

Monitoring and analyzing the overtime costs related to backfilling employees on workrelated disability;

•

Related system improvements to support data tracking and analysis;

•

Reviewing options for prosecuting cases in the event of a determination of a fraudulent claim;

•

Identifying legislative and bargaining contract amendments that would improve the cost
effectiveness and sustainability of the workers’ compensation program in the County;

•

Mandatory supervisor/manager training on absence management; and

•

Other issues that are identified (e.g., gym waivers).

K.

Feedback from County Departments

During the course of this report, OLO met with staff from OHR and the seven departments profiled in this
chapter in order to discuss employee work hours and leave usage. OLO also met with representatives from
the three employee unions. The following summarizes feedback, organized into general themes.
Leave Usage
•

No consistent method to request leave exists across County departments. Department
staff report that supervisors within different departments, and different divisions within
departments, require various means to request leave (primarily electronic or paper leave
slips). Most department staff stated that they would like a uniform leave request system
within the MCtime program.

•

No monetary incentive exists for non-pension employees to refrain from abusing their
sick leave. Since employees in the pension system are able to apply their sick leave balance
towards the years of service in their retirement calculation, they are less likely to abuse sick
leave. Department staff note employees who are not in the pension system do not have a
similar monetary incentive to maintain a sick leave balance. Department staff report that, as
a result, some employees use all of their sick leave (even when they are not necessarily sick).

•

The abuse of unscheduled sick leave is a problem in most departments. Department staff
report that employees calling in sick is a prevalent problem – specifically among non-“9 to 5”
employees. Staff report that it is not unusual for a person to be denied requested leave and
then call in sick on the day leave was denied. Unscheduled leave often leads to the use of
overtime to cover essential employees.

•

The abuse of FMLA leave is a problem in most departments. Department staff report that
employees and supervisors do not understand the correct usage of FMLA and sometimes
claim/use FMLA leave to ensure leave approval.
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•

Departments are short staffed, which leads to the use of overtime. Department staff
across the County reported that they do not currently have enough staff to perform essential
work, particularly when employees use unscheduled leave. Even when a department is shortstaffed, numerous departments report that they can figure out how to utilize employees to
minimize overtime when leave is scheduled. However, when a department is already shortstaffed, unscheduled leave can lead to significant amounts of overtime.

Training and Monitoring of Leave
•

The Office of Human Resources does not provide adequate support to County
departments on leave administration. Numerous departments report that OHR does not
provide guidance on leave administration unless specific disciplinary questions arise. Some
departments state that they contact other departments for leave related questions.

•

There is not enough training on leave issues. Department staff reported that there is little
training for supervisors on how to administer, record, and monitor leave usage for their
employees. Specifically, department staff report that policies and procedures for disability
leave and FMLA leave are unclear. Most department staff believe that FMLA training
should be mandatory for supervisors.

•

FMLA is not administered consistently across departments. Some department staff
reported that FMLA is initiated by both employee and supervisor, while other department
staff reported that FMLA was only initiated by employee. FMLA monitoring is also not
consistent – in some departments, the department HR staff monitors the use of FMLA, while
in others FMLA is monitored by direct supervisors.

•

Inconsistent recording of leave in MCtime. Department staff report that employee time is
not necessarily tracked consistently across divisions within departments. Employee and
supervisor do not understand how leave is categorized – especially FMLA and Parental leave.
Additionally, unscheduled leave is not necessarily labeled unscheduled when recording time.

•

Many departments welcome the centralization of FMLA. Numerous departments stated
that administering the FMLA in the departments was cumbersome and difficult. Staff noted
the lack of knowledge about the law and also insufficiency of medical knowledge to evaluate
the medical component of FMLA leave.

Leave Administration
•

The process for worker’s compensation claims takes too long. Department staff report
that the process for employees to file a worker’s compensation claim with the third party
administrator takes a long time and that it often results in scheduling problems when
providing essential services.

•

The disciplinary process for employees (particularly dismissal) takes too long.
Department staff report that the disciplinary process for County employees is difficult and
too slow, often leading to overtime because the work of employees placed on administrative
leave for disciplinary actions frequently need to be completed by other employees.
Additionally, department staff questioned why an employee who is awaiting disciplinary
action is being put on administrative leave and being paid.
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•

The Occupational Medical Services Team is not responsive. Department staff across the
County report that in general, the OMS team in OHR is difficult to get in contact with. In
addition, once working with OMS, County department staff report that the process is slow.

•

The process for leave requests and approval should be done in MCtime. Most department
staff report that the ability for employees to request leave and supervisors approve leave within
the MCtime system would be efficient and helpful. Additionally, having approved leave
automatically transferred to an employee’s time sheet would make monitoring easier.

L.

Feedback from Unions

OLO also met with union representatives from the FOP, IAFF and MCGEO. The following sums up
some general themes OLO heard during these interviews:
•

Leave use and abuse does not usually cause significant issues. All three unions stated that
they very infrequently have major issues with leave administration, particularly among non24/7 employees. Union representatives state that most leave abuse issues are resolved with
verbal warnings; in cases of leave abuse, union representatives state they support the
necessary disciplinary action.

•

The amount of leave available to employees is declining because of lack of adequate
staffing and increased leave earned. Union representatives state that the ability of
employees to take leave when they want to has declined over recent years because there are
less leave “slots” in positions which require 24/7 coverage. Departments are not staffed at
capacity, resulting in fewer employees to cover essential shifts and therefore less leave
requests granted. Compounding this, employees have earned compensatory leave in lieu of
pay increases, which increases the demand for leave. Union representatives report that this
has lead to a decline in workers’ morale.

•

It can be difficult to find the balance between leave abuses and leave use. Because
employee leave is a type of earned compensation, employees are entitled to use the leave.
Union representatives state that the use of earned leave is not necessarily an abuse of leave.

•

MCtime is not user-friendly, particularly for 24/7 employees. Union representatives state
that employees who work in non-traditional “9 to 5” shifts, the input of work hours and leave
can be difficult and confusing. In addition, for systems that interface with MCtime, having to
manually input changes to work hours can be complicated.
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Chapter IV. Data on Leave Use in Montgomery County
As described in Chapter III, department managers and supervisors oversee and administer employees’ work
schedules and use of leave and are responsible for addressing issues related to leave. This chapter analyzes
data on Executive Branch employees’ availability for work and use of leave, based on data from MCtime, the
county’s electronic time and attendance program. These data represent the outcomes of departments’
attendance and leave management.
Among others, OLO used three key MCtime data points for the data analysis in this chapter:
•

Regular Hours:

are the recorded hours that an employee worked;

•

Leave Hours:

are the recorded hours that an employee was on leave or not available for work; and

•

Expected Hours: are the number of hours an employee is scheduled to work in a given pay period. The
Expected Hours for most full-time employees are 80 hours in a pay period.1

This chapter summarizes data for the seven County Government Executive Branch departments with at least
200 FTEs.2 Together, these departments account for approximately 79% of all Executive Branch employees.
They are the:
•
•
•
•
•
•
•

Department of Corrections and Rehabilitation (DOCR);
Department of General Services (DGS);
Department of Health and Human Services (HHS);
Department of Liquor Control (DLC);
Department of Transportation (DOT);
Montgomery County Fire and Rescue Services (MCFRS); and
Montgomery County Police Department (MCPD).

The data are also broken down by employee group – MCGEO, IAFF, FOP, and unrepresented employees. OLO
grouped employees in the remaining Executive Branch departments together under “Other” in the data tables.
For a more complete summary of "Other" department data, please see Appendix H. The following departments
were included in the "Other" category:
•
•
•
•
•
•
•
•
•

Board of Elections;
Community Use of Public Facilities;
Department of Economic Development;
Department of Environmental Protection;
Department of Finance;
Department of Housing and Community Affairs;
Department of Permitting Services;
Department of Recreation;
Department of Technology Services;

•
•
•
•
•
•
•
•

Montgomery County Public Libraries;
Office of Consumer Protection;
Office of the County Attorney;
Office of the County Executive;
Office of Human Resources;
Office of Management and Budget;
Public Information Office; and
Sheriff's Office.

The departmental data in Sections A through F of this chapter do not include Management Leadership Service
(MLS) employees. Data on MLS employees are summarized briefly at the end of the chapter.
1

For an employee working 80 expected hours in a pay period, the expected hours in a leave year are 2,080 hours.
Montgomery County Fire and Rescue Services full-time employees have 96, 84, or 80 expected hours in a pay period, and
the expected hours in a leave year are 2,496, 2,184, or 2,080 hours, respectively.
2
The data exclude department directors.
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Caveats about the data and terminology in this chapter. Below are explanations of data analysis and
terminology used in this chapter to help clarify the discussion:
•

Annualized Data: OLO analyzed MCtime data on hours worked and leave taken from January 2,
2011 and June 30, 2012.3 Unless otherwise noted, this chapter presents annualized data – meaning
that the 18 months of data collected and analyzed are presented as if the hours were worked or the
leave taken in a one-year time period. Annualized data lets the reader compare employees’ hours and
leave against a 2,080-, 2,184-, or 2,496-hour year, which are the typical measures of employee time
in the County Government.4
For example, if employees in a department took 600 hours of leave in an 18-month period, on
average, annualized data would show that employees took 400 hours of leave in a one-year period.
The equations below show the methodology that OLO used to convert data.
if 18 months x 2/3 = 12 months,
then 600 hours (in 18 months) x 2/3 = 400 hours (in 12 months)

•

Scheduled Hours: For simplicity, this chapter refers, in places, to employees by the number of
hours a year they are scheduled, e.g., “2,496 employees” or “2,080 employees.”

•

Hours Worked: Much of the data below is listed in the tables as “Hours Worked.” These data
reflect MCtime data for employees’ “Regular Hours.”

The remainder of the chapter is organized as follows:
•

Section A provides an overview of employee availability;

•

Section B presents data on hours worked and leave used by employees;

•

Section C summarizes the use of administrative leave in the County;

•

Section D summarizes other types of selected leave in the County;

•

Section E examines employee annual leave and sick leave balances;

•

Section F summarizes data on leave-related departmental disciplinary actions; and

•

Section G summarizes data for Management Leadership Service employees.

3

OLO selected this period because it includes both a full “leave year” and a full fiscal year. A leave year is the annual period
designated for leave accrual and use that begins with the first full payroll period of a calendar year and ends with the payroll
period that includes December 31st.
4
Most County Government full-time employees are scheduled to work 2,080 hours in a year. Most MCFRS full-time
employees are scheduled to work 2,496 hours in a year. A small minority of MCFRS full-time employees is scheduled to
work 2,184 or 2,080 hours in a year.
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A. Employee Availability
To determine County Government employees’ availability,5 OLO looked at the total time that employees
were at work (“regular hours”) plus the time employees were on leave.6 See Footnote 6 below for an
explanation of the inconsistency in the MCtime data used to calculate availability.
The annualized data in Table 4-1 show that DLC employees were available to work the most amount of time
– 83.8 percent of the time – compared to employees in other Executive Branch departments. MCFRS
employees were available to work the least compared to other departments – working 78.7 percent of the
time. Looking at the data by employee group, unrepresented employees were available to work the most
amount of time – 83 percent of the time – and IAFF members were available the least amount of the time –
79 percent of the time.
Table 4-1. Annualized Breakdown of Executive Branch Employees’
Availability and Leave Taken
Total Hours
Worked

Total Leave
Hours

Availability

Department
DLC

390,597

75,249

83.8%

DOT

1,733,418

367,232

82.5%

Other

1,926,461

421,077

82.1%

MCPD

2,460,840

565,906

81.3%

DHHS

1,731,989

405,624

81.0%

DGS

602,464

141,864

80.9%

DOCR

740,639

187,035

79.8%

2,135,113

578,392

78.7%

MCFRS
Total*

11,721,521

2,742,379

81.0%

Employee Group
Unrepresented

1,612,822

341,841

82.5%

FOP

1,766,468

392,938

81.8%

MCGEO

6,300,658

1,451,793

81.3%

IAFF

2,041,573

555,808

78.6%

Total*

11,721,521

2,742,379

81.0%

* Note: The data may not sum to totals due to rounding.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012

5

The data on MCFRS employees’ regular hours include hours worked when MCFRS employees traded shifts.
MCtime captures data on employees’ “regular hours” (hours worked), data on employees’ “total leave” taken, and data on
employees’ “expected hours” (hours that employees are scheduled to work). An MCtime glossary indicates that an
employees “regular hours” plus and employee’s “total leave” should equal an employee’s “expected hours” in any given pay
period “if the timecard has been completed correctly.” OLO noted in the MCtime data for the seven Executive Branch
departments that the sum of the regular hours plus the leave taken did not always equal the expected hours.
6
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A Note About Availability
This report looks at employee availability (the number of hours an employee works regular hours compared with the
number of hours the employee is scheduled to work). Employees, however, are expected to not be available a certain
percent of the time – because employees will use leave. To provide context, OLO also looked at the amount of time
given to employees each year to take time off – through annual leave, sick leave, personal days, holidays and other leave.
The table below summarizes the percent of time that an employee can take off in a year if an employee used all
available accrued annual, sick, personal, and compensatory leave. The data for MCGEO and Unrepresented employees
also include nine holidays. FOP and IAFF data do not include holidays because many public safety employees are
expected to be available for work on holidays.
The amount of annual leave given to employees increases the longer an employee works for the County Government.
This data does not take into account other types of leave that employees can take that will reduce their availability –
examples include administrative leave, FMLA leave, parental leave, and leave without pay. Note: the CBAs and the
Personnel Regulations allow employees to use sick leave only for illness or medical reasons – not as general leave.
Percent of Leave Time Available to Employees Annually, as a Percent of Expected Hours
Years of Service

FOP

IAFF*

MCGEO*

Unrepresented

0-2 Years

15%

14%

16%

16%

3-14 Years

17%

16%

18%

18%

15+ Years

19%

19%

20%

20%

* This data is for IAFF employees who work 2,496 hours a year – the vast majority of IAFF employees. The
MCGEO data does not include Transit Division employees in the Department of Transportation.
Source: FOP, IAFF, and MCGEO CBAs and the Personnel Regulations

For a full breakdown of hours, please see Appendix I.
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B. Employee Work Hours and Leave
The Personnel Regulations and the MCGEO, IAFF, and FOP collective bargaining agreements define the
types of leave and accrual rates, eligibility criteria and use rules for employee leave. Table 4-2 displays the
annualized average leave hours per employee. On average, the annualized data show that:
•

Employees as a whole worked 1,727 hours and took 404 hours of leave;

•

MCFRS employees – typically 2,496 employees – worked 1,905 hours in a year, on average;

•

Among 2,080 employees, DLC employees work the most hours – working 79 more hours per year,
on average, than DOCR employees, who work the fewest hours.

Looking at the annualized data by employee group, among 2,080 employees, unrepresented employees worked
the most hours – working 12 more hours per year, on average, than FOP members, who worked the fewest hours.
IAFF members, typically 2,496 employees, worked 1,917 hours a year, on average.
Table 4-2. Annualized Average Regular Hours Worked and Leave Used
# of
Employees

Average Regular
Hours Worked

Average Leave
Hours Used

Department
MCFRS

1,121

1,905*

516*

DLC

225

1,736

334

DOT

1,013

1,711

363

Other

1,131

1,703

372

MCPD

1,456

1,690

389

DHHS

1,038

1,669

391

DGS

358

1,683

396

DOCR

447

1,657

418

Average

6,789

1,727

404

Employee Group
IAFF

1,065

1,917

522

942

1,712

363

MCGEO

3,743

1,683

388

FOP

1,039

1,700

378

Unrepresented

Average

6,789

1,727

404

*MCFRS regular hours include hours worked when employees traded shifts.
Note that most MCFRS employees have a 2,496-hour work year. Employees in
other departments typically have a 2,080-hour work year.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012
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Types of Leave Used. Tables 4-3 and 4-4 show the annualized average and total hours of leave use by type.
See Appendix J to view leave use as percentages of total leave and of total hours scheduled. The data show that
employees used 404 hours of leave, on average. Specifically, the annualized data show that:
•
•
•
•
•

Employees overall used annual leave the most (143 hours per employee and 35% of total leave) and
sick leave the second most (101 hours per employee and 25% of total leave);
The average total leave per employee among 2,080 employees was highest in DOCR (418 hours);
MCFRS employees – typically 2,496 employees – used 516 hours of leave on average.
The average total leave per employee was lowest in DLC (335 hours) and DOT (363 hours).
Sick leave use ranged between about 4% of scheduled hours in MCPD and DLC (81 and 85 hours
per employee, respectively) to 5% of scheduled hours in MCFRS, DHHS, DOT, DOCR and DGS.
DLC employees’ leave was lower than average for all types of leave except holiday leave.

Table 4-3. Annualized Summary of Leave Use in Executive Branch Departments, by Department
Dept.

Leave Taken (in hours)*

# of
Employees

Leave
Hours

Annual

Sick

Comp.

Holiday

Personal

Admin.

Disability

Unpaid

Total Leave Hours
MCFRS**

1,121

578,392

187,730

144,908

85,393

3,886

55,400

44,411

47,708

4,181

MCPD

1,456

565,906

184,648

117,341

105,928

41,550

48,990

40,784

10,356

4,346

Other

1,131

421,077

163,715

104,318

37,758

69,993

25,976

11,397

2,577

3,911

DHHS

1,038

405,624

153,489

109,927

27,504

64,907

23,670

15,437

479

9,254

DOT

1,013

367,232

136,018

107,535

27,640

26,517

14,843

16,710

20,245

16,093

DOCR

447

187,035

64,275

47,746

22,545

9,385

4,799

13,666

17,530

2,401

DGS

358

141,864

50,439

37,840

16,934

16,525

6,633

6,287

4,193

1,333

DLC

225

75,249

28,851

19,206

6,157

10,760

5,088

2,436

1,607

617

Total

6,789

2,742,379

969,163

688,911

329,858

243,523

185,398

151,129

104,963

42,136

Average Hours per Employee
MCFRS**

1,121

516

167

129

76

3

49

40

43

4

MCPD

1,456

389

127

81

73

29

34

28

7

3

Other

1,131

372

145

92

33

62

23

10

2

3

DHHS

1,038

391

148

106

26

63

23

15

<1

9

DOT

1,013

363

134

106

27

26

15

16

20

16

DOCR

447

418

144

107

50

21

11

31

39

5

DGS

358

396

141

106

47

46

19

18

12

4

DLC

225

334

128

85

27

48

23

11

7

3

Average

6,789

404

143

101

49

36

27

22

15

* The Total Leave data in this table includes several types of leave not listed, including furlough leave, religious leave, military
leave, and “Other” leave. Consequently, the data in the individual leave columns in this table do not sum to the Total Leave data.
** Most MCFRS employees work 2,496 hours a year. Most other employees work 2,080 hours a year.
Note: Hours may not sum to total due to rounding.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012
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Looking at the annualized data by employee group, OLO found that:
•

IAFF members took a total of 354 hours of holiday leave – an average of less than one hour per employee;

•

IAFF members were on disability leave for 45 hours or 2% of their total scheduled hours, on average,
significantly more than MCGEO (12 hours) and FOP (9 hours) members and unrepresented employees
(2 hours); see Appendix J to view leave use as a percentage of total scheduled hours.

•

MCGEO members took twice as much unpaid leave per employee as other employees.

Table 4-4. Annualized Summary of Leave Use in Executive Branch Departments, by Employee Group
# of
Employees

Dept.

Leave Taken (in hours)*
Leave
Hours

Annual

Sick

Comp.

Holiday

Personal

Admin.

Disability

Unpaid

Total Leave Hours
FOP

1,039

392,938

126,179

74,010

70,180

24,627

40,700

34,581

9,437

1,881

IAFF

1,065

555,808

179,485

138,918

83,154

354

53,885

43,916

47,395

3,952

MCGEO

3,743

1,451,793

535,824

394,700

135,104

168,063

67,872

59,887

45,919

34,255

942

341,841

127,675

81,283

41,419

50,479

22,941

12,745

1,942

2,048

Unrepresented
Total

6,789

2,741,379

969,163

688,911

329,858

243,523

185,398

151,129

104,963

42,136

Average Hours per Employee
FOP

1,039

378

121

71

68

24

39

33

9

2

IAFF

1,065

522

169

130

78

<1

51

41

45

4

MCGEO

3,743

388

143

105

36

45

18

16

12

9

942

363

136

86

44

54

24

14

2

2

Unrepresented
Average

6,789

404

143

101

49

36

27

22

15

* The Total Leave data in this table includes several types of leave not listed, including furlough leave, religious leave, military
leave, and “Other” leave. Consequently, the data in the individual leave columns in this table do not sum to the Total Leave data.
Note: hours may not sum to total due to rounding
Source: MCtime annualized data for January 2, 2011 – June 30, 2012

Employees Using Large Amounts of Leave. OLO looked at availability and employee leave use in several
other ways. This section summarizes two types of data; including data on:
•
•

Employees on leave 25%, 50% and 75% percent of the time, or more; and
Employees using the most and the least leave.

Employees on Leave 25 Percent of the Time or More. Table 4-5 summarizes the number of Executive
Branch employees who were on leave at least 25 percent of their expected work hours. Note that the data in
Table 4-5 has not been annualized. The data show that between January 2, 2011 and June 30, 2012:
•

12% of Executive Branch employees were on leave for at least 25% of their expected work hours;

•

MCFRS had the highest percent of employees on leave at least 25% of the time – 22% of employees –
while second-ranked DOCR had 16% of employees on leave 25% of the time.

•

DLC had the fewest employees on leave at least 25% of the time – 7% of employees.
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The data are similar by employee group. Twenty percent of IAFF members were on leave at least 25 percent
of the time while seven percent of unrepresented employees were on leave that amount of time. FOP and
MCGEO members fell between these two groups – with 14 percent and 13 percent of employees,
respectively, on leave at least 25 percent of the time.

Table 4-5. Executive Branch Employees on Leave
25%, 50% or 75% of the Time
Total # of
Employees

Percent of Employees on Leave
25% of the
Time

50% of the
Time

75% of the
Time

1,121

22.1%

3.0%

0.8%

DOCR

447

16.3%

3.1%

1.3%

MCPD

1,456

14.6%

1.2%

0.4%

DGS

358

14.0%

2.0%

0.3%

DOT

1,013

12.6%

1.6%

0.6%

DHHS

1,038

9.6%

0.6%

0.1%

Other

1,131

9.0%

0.1%

0%

225

7.1%

0.9%

0.4%

Department
MCFRS

DLC
Total

6,789

12.2%

1.4%

0.4%

Employee Group
IAFF

1,065

20.8%

2.7%

0.7%

FOP

1,039

14.2%

1.3%

0.6%

MCGEO

3,743

13.4%

1.3%

0.4%

942

7.2%

0.8%

0.0%

Unrepresented
Total

6,789

12.2%

1.4%

0.4%

Source: MCtime data for January 2, 2011 – June 30, 2012

Highest and Lowest Leave Users. The data in the following tables looks at leave use slightly differently.
Table 4-6 summarizes data showing the most amount of time employees were at work for 25 percent of
employees who used the most leave. The data show that in all departments, the highest leave users were at
work 80 percent of the time or less. Similarly, IAFF’s highest leave users were at work 76 percent of the
time or less, whereas the highest leave users among unrepresented employees were at work 80 percent of the
time or less.

OLO Report 2013-3, Chapter IV

50

March 5, 2013

Employee Work Hours and Leave in Montgomery County Government

Table 4-6. Highest 25% of Leave Users, January 2, 2011 – June 30, 2012
Employees Worked This
% of Time or Less
Department
MCFRS

77%

DOCR

78%

DHHS

79%

DGS

79%

Other

79%

MCPD

78%

DLC

80%

DOT

80%

Employee Group
IAFF

76%

FOP

79%

MCGEO

79%

Unrepresented

80%

Source: MCtime data for January 2, 2011 – June 30, 2012

Table 4-7 summarizes the converse data for the 25 percent of employees who used the least leave. These
employees were working, at a minimum, the percent of time noted in the tables. The data show that these
employees were at work 85 percent of the time or more. FOP’s low leave users were at work 87 percent of the
time or more and the lowest leave users among IAFF employees were at work 85 percent of the time or more.
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Table 4-7. Lowest 25% of Leave Users
January 2, 2011 – June 30, 2012
Employees Worked This
% of Time or More
Department
DLC

88%

DOT

88%

DOCR

86%

DGS

86%

MCPD

86%

Other

86%

MCFRS

85%

DHHS

85%

Employee Group
FOP

87%

MCGEO

86%

Unrepresented

86%

IAFF

85%

Source: MCtime data for January 2, 2011 – June 30, 2012

Leave Used by Highest Five Percent of Leave Users. Looking at the data a third way, OLO analyzed how much
of a department’s or employee group’s total leave was taken by the highest five percent of leave users. The data
in Table 4-8 show that, in each department, the highest five percent of leave users account for between 10
percent (DHHS) and 15 percent (DOCR) of all leave taken in each department. These data were not annualized.
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Table 4-8. Amount of Leave Used by Highest
Five Percent of Executive Branch Leave Users
January 2, 2011 – June 30, 2012
% of Total Leave Used
Department
DOCR

15.5%

DOT

14.3%

MCFRS

13.3%

DGS

12.5%

MCPD

12.4%

DLC

12.0%

DHHS

9.7%

Other

9.6%

Employee Group
FOP

13%

IAFF

13%

MCGEO

12%

Unrepresented

10%

Source: MCtime data for January 2, 2011 – June 30, 2012

Light Duty. Departments temporarily assign employees with certain medical limitations to “light duty” –
work that is less demanding than their normal job duties. Light duty can affect a department’s staffing
requirements and overtime if a department has to backfill positions of employees on light duty. Table 4-9
summarizes the number of people on light duty at some time during FY2012 for the seven largest departments.
DOCR had the highest percentage of employees on light duty, approximately 26% of all employees.
Table 4-9. Number of Employees on Light Duty at Some Point in FY2012, by Department
Department

Total # of
Employees

Employees on Light Duty
#

%

MCFRS

1,121

195

17.4%

MCPD

1,456

171

11.7%

DOT

1,013

119

11.7%

DOCR

447

115

25.7%

DLC

225

15

6.7%

DGS

358

6

1.7%

1,038

n/a*

n/a*

DHHS

* Data on DHHS employees on light duty was not available
Source: Executive Branch staff
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C. Administrative Leave Use
The County Government classifies numerous types of leave under the category of “administrative leave.”
This section summarizes annualized data on all administrative leave and the most commonly used type –
temporary disability leave. The annualized data in Table 4-10 shows that Executive Branch employees used
a total of 151,129 hours of administrative leave – 22 hours per employee, on average. Administrative leave
made up approximately six percent of all leave. The data show that:
•

Employees used temporary disability administrative leave the most – 33% of all administrative leave;

•

Employees were classified as “Other” 25% of the time – second only to temporary disability.

Table 4-10. Annualized Summary of Executive Branch Employees’ Administrative Leave Use
Administrative Leave Used

Type of
Administrative Leave

Total Hours

% of Total

Temporary Disability

49,205

33%

Other Admin. Leave

37,280

25%

Professional Development

19,969

13%

Bereavement

18,517

12%

Union Business

16,628

11%

Relieved from Duty

4,916

3%

Jury Duty

3,267

2%

Court Appearances

1,011

1%

335

0%

Temporary Disability – FMLA
Total

151,129

100%

Note: Hours may not sum to total due to rounding.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012

Temporary Disability/Workers’ Compensation Data. As shown above, temporary disability accounts for
one third of all administrative leave in the Executive Branch. County departments place employees on
temporary disability leave when an employee is injured on the job and the injury may be covered under the
State’s Workers’ Compensation laws.
The Department of Finance’s Division of Risk Management administers the County Government’s Workers’
Compensation claims and the Division provided OLO with data from January 2011 through June 2012 on
Workers’ Compensation claims for the seven largest departments.
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Table 4-11 displays Risk Management’s data for the period from January 2011 through June 2012. Note that
this is not annualized data. The data show that 1,570 employees filed approximately 2,000 Workers’
Compensation claims from January 2011 – June 2012. These claims resulted in over 20,000 days of lost
work, or an average of ten days per claim. The departmental data show:
•

MCFRS and MCPD accounted for 33% and 32% of claims, respectively;

•

MCFRS employees had the most claims (680) and the department had the most employees making
more than one claim (131);

•

130 MCPD employees filed multiple claims; and

•

MCFRS, MCPD and DOT accounted for roughly 80% of all claims filed and days lost.

Table 4-11. Executive Branch Employees’ Workers’ Compensation Claim Data, by Department
January 2, 2011 – June 30, 2012
# of Employees

Days Lost Per Claim

# of Claims
Filed

Filing Claims

Filing Multiple
Claims

Total #

Average #

MCFRS*

680

523

131

8,871

13

MCPD

662

481

130

2,508

4

DOT

270

218

40

4,228

16

DOCR

150

124

20

2,713

18

DLC

96

73

18

1,110

12

DGS

91

73

13

961

11

DHHS

88

78

9

261

3

2,037

1,570

361

20,652

10

Department

TOTAL

*MCFRS data does not include 132 claims filed by volunteer firefighters from Jan. 2011 to June 2012
Source: Department of Finance

OLO also reviewed the types of Workers’ Compensation claims submitted to Risk Management and found:
•
•

Nature of Injury: Most claims were for strains (34%), contusions (18%), and sprains (10%).
Part of Body: Employees most commonly injured their lower back (14%) or knee (12%).

The claims data also includes information on the reason that an employee was injured. The data show that
45 percent of all claims are “Not Otherwise Classified” for the reason for the injury. Detailed information on
Worker’s Compensation claims is available in Appendix K.

D. Summary of Selected Other Types of Leave
This section summarizes data on types of leave that are not accrued by employees but are available for
employees to use in conjunction with annual, sick, compensatory, or unpaid leave when needed.
Unscheduled Leave. Table 4-12 highlights annualized data on employees’ use of unscheduled leave – when
employees call in for leave on a given day without giving advance notice. Unscheduled leave leads to
overtime costs in departments if managers have to fill shifts left open because of the employees taking leave.
See Chapter V for a detailed analysis of overtime data.
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The annualized data show wide variance among departments’ use of unscheduled leave. Specifically:
•

In DOCR and DOT, approximately 13.5% of total leave was unscheduled. Employees used, on
average, 57 and 49 hours of unscheduled leave, respectively.

•

In MCFRS, however, unscheduled leave use accounted for only one half of a percent of total leave.
MCFRS representative report that the department does not record leave for IAFF employees as
“unscheduled” because the term is not defined in the IAFF collective bargaining agreement; and

•

Annual and sick leave ranged from 66% to 83% of unscheduled leave in all departments except
MCFRS, where annual and sick leave made up only 11% of unscheduled leave.

Looking at the annualized data by employee group, OLO found that nine percent of MCGEO members’
leave was unscheduled, compared to only half a percent of all leave taken by IAFF and FOP members.
Table 4-12. Annualized Summary of Executive Branch Employees’ Unscheduled Leave Used
Unscheduled
Leave Hours

Average
Hours Per
Employee

% of Total
Leave

Percent of Unscheduled Leave
Annual

Sick*

All Other

Department
DOCR

25,415

57

13.6%

8%

75%

17%

DOT

49,499

49

13.5%

15%

57%

28%

DLC

6,853

31

9.1%

26%

62%

12%

DHHS

24,924

24

6.1%

19%

50%

31%

Other

19,986

18

4.7%

15%

63%

21%

DGS

5,301

15

3.7%

17%

49%

34%

MCPD

16,015

11

2.8%

13%

58%

29%

MCFRS

2,868

3

0.5%

6%

5%

89%

Total+

150,861

22

5.5%

15%

59%

27%

Employee Group
MCGEO

134,721

36

9.3%

14.9%

60.2%

24.9%

11,855

13

3.5%

17.8%

60.3%

21.9%

FOP

1,999

2

0.5%

2.2%

17.4%

80.4%

IAFF

2,287

2

0.4%

1.1%

0.3%**

99.2%

Unrepresented

Total+

150,861

22

5.5%

14.7%

58.7%

26.6%

*Note “Sick” is combined Sick Leave and Family Sick Leave.
** MCFRS representatives report that the department does not record leave for IAFF employees as “unscheduled” because
the term is not defined in the IAFF collective bargaining agreement.
+ Numbers may not sum to “Total” due to rounding.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012
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Other Leave. OLO also analyzed data on the use of family sick leave, FMLA leave, and parental leave
among departments. The data in the next two tables are not annualized – they include all time from January
2, 2011 through June 30, 2012. The data show significant variance in the use of family sick leave, FMLA
leave, and parental leave among departments. It is unclear from the data alone why these variances exist.
For example, the data in Table 4-13 show that:
•

While FMLA leave made up 3.3% of all leave in the Executive Branch as a whole, it was 8% of
DOCR’s and DOT’s total leave. FMLA leave in the other Executive Branch departments ranged from
1.3% to 3.4% of total leave used;

•

Family sick leave use ranged from 3% of total leave in DOCR to 6% in MCFRS; and

•

Parental leave accounted for 1% or less of total leave in all departments except in MCFRS (4.7% of
total leave) and in DOCR (1.9% of total leave).
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Table 4-13. Summary of Executive Branch Employees’
Family Sick, FMLA, and Parental Leave Use, by Department,
January 2, 2011 – June 30, 2012
Employees
Taking Leave

Leave Taken

#

% of Total
Dept. Leave

Average
Hours Per
Employee
Using Leave

Department
%

# Hours

Family Sick Leave
MCFRS

803

72%

51,832

6.0%

65

MCPD

872

60%

42,222

5.0%

48

DOT

522

52%

20,718

3.8%

40

DHHS

611

59%

22,753

3.7%

37

Other

590

52%

23,476

3.7%

40

DGS

205

57%

7,115

3.3%

35

DLC

87

39%

3,464

3.1%

40

238

53%

8,489

3.0%

36

DOCR
Total

3,928

58%

180,069

4.4%

46

FMLA Leave
DOCR

160

24%

22,341

8.0%

140

DOT

252

25%

42,179

7.7%

167

DHHS

251

24%

20,779

3.4%

83

Other

194

17%

19,896

3.2%

103

DGS

89

25%

6,276

2.9%

71

MCFRS

95

8%

12,006

1.4%

126

MCPD

78

5%

11,426

1.3%

146

DLC

28

12%

1,522

1.3%

54

Total

1,147

17%

136,426

3.3%

119

Parental Leave
MCFRS

175

16%

41,039

4.7%

235

DOCR

33

7%

5,213

1.9%

158

7

3%

1,160

1.0%

166

MCPD

38

3%

5,571

0.7%

147

DGS

30

8%

1,353

0.6%

45

DHHS

55

5%

3,568

0.6%

65

Other

38

3%

3,552

0.6%

93

DOT

15

1%

1,378

0.3%

92

DLC

Total

391

6%

62,833

1.5%

161

Source: MCtime data for January 2, 2011 – June 30, 2012
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Looking at the data by employee group:
•

73% of IAFF members used family sick leave compared to 52%-56% of employees in the other groups;

•

Fewer FOP and IAFF members took FMLA leave (4% and 9%, respectively) than unrepresented
employees and MCGEO members (18% and 22%, respectively); and

•

16% of IAFF members took parental leave (238 hours per employee using leave) compared to 4% or
fewer employees in all other groups (117 hours or fewer per employee using leave).
Table 4-14. Summary of Executive Branch Employees’
Family Sick, FMLA, and Parental Leave Use, by Employee Group
January 2, 2011 – June 30, 2012
Employees
Taking Leave

Leave Taken

Employee Group
#

%

# Hours

% of Total
Dept. Leave

Average
Hours Per
Employee

Family Sick Leave
FOP

582

56%

28,526

4.8%

49

IAFF

781

73%

51,007

6.2%

65

2075

55%

82,569

3.8%

40

486

52%

17,959

3.5%

37

MCGEO
Unrepresented
Total

3928

180,069

58%

4.4%

46

FMLA Leave
FOP

46

4%

5,704

1.0%

124

IAFF

91

9%

10,963

1.3%

120

MCGEO

836

22%

105,087

4.8%

126

Unrepresented

171

18%

14,632

2.9%

86

Total

1147

136,426

17%

3.3%

119

Parental Leave
FOP

21

2%

2,452

0.4%

117

IAFF

172

16%

41,005

5.0%

238

MCGEO

158

4%

15,703

0.7%

99

40

1%

3,673

0.7%

92

Unrepresented
Total

391

62,833

6%

1.5%

161

Source: MCtime data for January 2, 2011 – June 30, 2012
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E. Employee Leave Balances
Employees accrue sick leave, annual leave, and personal leave during each year of County Government
service. Employee leave balances represent the running total of the leave hours employees have accrued minus
the leave hours they have used. When employees use leave, their leave balances are reduced accordingly.
OLO analyzed employee leave balance data for Executive Branch employees and also by retirement group.
Because the County Government’s defined benefit pension plan (the ERS) provides an incentive for employees to
save sick leave, OLO examined this data by retirement group to see if the incentive affected sick leave balances.7
This section summarizes data on Executive Branch employees’ leave balances as of June 30, 2012.8 Table 415 shows the average number of hours in annual and sick leave balances per employee per year of service.
Adjusting leave balances to account for employees’ years of service allowed OLO to compare leave balances
among employees who worked for the County Government for varying amounts of time. Note that these
data are not annualized.
The data varied greatly by department and show that, on average:
•

Annual leave balances ranged from 16 hours per year of service in DOCR to 27 hours in DLC;

•

Sick leave balances ranged from 36 hours per year of service in DHHS to 69 hours in MCPD;

Looking at the data by employee retirement group:
•

Non-ERS members had a higher annual leave balance per year of service (25 hours) than ERS
members (19 hours); and

•

ERS members had higher sick balances per year of service (55 hours) than Non-ERS members (42 hours).

7

Employees in the Employees Retirement System (ERS), the County Government’s defined benefit pension plan, can use
accrued sick leave to increase their pension benefit when they retire. Employees in the County Government’s two other
retirement plans – a defined contribution plan and a cash balance plan – cannot use leave to increase the value of their
retirement benefits and have no related incentive to save sick leave.
8
The data excludes employees in the Management and Leadership Service.
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Table 4-15. Average Leave Balances per Employee per Year of Service, by Retirement Group
DOCR

DGS

DLC

DHHS

DOT

MCPD

MCFRS

Other

Total

Number of employees
ERS Employees

299

81

51

348

250

1196

1073

384

3,683

Non-ERS Employees

148

277

174

690

763

260

48

747

3,107

Annual Leave Balance Per Year of Service, Per Employee (hours)
All Employees

16

23

27

20

23

22

23

19

ERS Employees

22

10

11

11

9

22

23

10

19

Non-ERS Employees

14

26

24

24

28

21

23

25

25

Sick Leave Balance Per Year of Service, Per Employee (hours)
All Employees

37

46

67

36

44

69

50

48

ERS Employees

55

50

68

35

43

75

50

51

55

Non-ERS Employees

28

45

54

36

44

35

45

47

42

Source: MCtime data for June 30, 2012

F. Disciplinary Action Concerning Leave
According to the collective bargaining agreements and the Personnel Regulations, supervisors may discipline
employees who abuse sick or disability leave or who are AWOL or repeatedly late. Table 4-16 summarizes
data on disciplinary actions imposed on employees in FY2012 for leave-related issues, including the number
of employees put on sick leave restriction and the number of employees who received written reprimands for
leave abuse. The data show that:
•

DOT put the most employees on sick leave restriction – 60 employees; and

•

DHHS employees received the most written reprimands for leave abuse.

In addition, four DOT employees and one DOCR were fired in FY2012 for leave abuse.
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Table 4-16. Disciplinary Action Taken Against Executive Branch Employees for Leave Use, FY2012
Employees Put on
Sick Leave
Restriction

Employees Receiving
Written Reprimands for
Leave Abuse

DOT

60

2

DOCR

51

7

MCFRS

13

0

DHHS*

10-12

6-8

DLC

2

2

MCPD

4

4

DGS

1

2

251

25

Department

Total

*DHHS estimated the number of disciplinary actions against employees. OLO used the
higher number for the purposes of calculating totals.
Source: Executive Branch staff

G. Data on Management Leadership Service Employees
Because of the differences in the leave accrued by Management Leadership Service (MLS) employees and
other employees, OLO analyzed work hour and leave data for Executive Branch MLS employees separately.
Employees in the MLS can either accrue annual and sick leave (like other County employees) or paid time
off (in lieu of annual and sick leave).9 This distinction is important to remember when reviewing the MLS
employee leave data below.
These tables include data for 302 full-time MLS employees in the Executive Branch. Forty-six percent of
MLS employees accrue annual and sick leave and 54 percent earn paid time off. Forty-eight percent of MLS
employees work in the “Other” departments.

9
MLS employees in the Employees’ Retirement System (ERS) accrue annual and sick leave on the same basis as other
unrepresented employees. MLS employees in the Retirement Savings Plan (generally, employees hired on or after October
1, 1994) do not earn annual or sick leave. In 1994, MLS employees in the ERS had the choice to join to the RSP.
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Table 4-17. Number of MLS Employees and Type of Leave Accrued, by Department,
January 2, 2011 – June 30, 2012
Number of MLS Employees
Total

Accruing
Annual/Sick
Leave

Accruing Paid
Time Off

Other

144

57

87

DHHS

61

37

24

DOT

42

23

19

DGS

19

9

10

MCPD

11

5

6

DOCR

10

6

4

MCFRS

9

2

7

DLC

6

1

5

302

140

162

Department

Total

Source: MCtime data for January 2, 2011 – June 30, 2012

The annualized data in Table 4-18 show average MLS work hours and leave use – MLS employees worked
1,747 hours and took 327 hours of leave. Paid time off accounted for 32 percent of all leave.
Table 4-18. Annualized Summary of MLS Employees’ Work Hours and Leave Use
Total Hours
Hours Worked

Average Hours

% of All Leave

527,727

1,747

609

2

98,698

327

Paid Time Off

31,494

104

31.9%

Annual Leave

22,555

75

22.9%

Holiday Leave

18,867

62

19.1%

Sick Leave

8,835

29

9.0%

Personal Leave

7,678

25

7.8%

Compensatory Leave

4,834

16

4.9%

FMLA Leave

2,088

7

2.1%

Family Sick Leave

1,395

5

1.4%

Unpaid Leave

507

2

0.5%

Other Leave

177

1

0.2%

Religious Leave

141

0

0.1%

Parental Leave

127

0

0.1%

Military Leave

0

0

0%

Overtime Worked
Leave Hours Taken
Types of Leave

Total

98,698

327

100%

Source: MCtime annualized data for January 2, 2011 – June 30, 2012
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Chapter V. Overtime Hours in Montgomery County Government
In accordance with Personnel Regulations and the collective bargaining agreements, County employees are
able to work overtime hours. In particular, departments that have minimum staffing requirements (such as
Corrections or Police) must use overtime to complete service delivery for essential positions.
This chapter presents data on overtime hours worked by County Government Executive Branch employees,
including both paid overtime and overtime for which compensatory leave was earned. OLO analyzed data
from MCtime, the county’s web-based application used to record employees’ time and attendance. Unless
otherwise noted, this chapter presents data for full-time, County Government merit employees employed
continuously between January 2, 2011 and June 30, 2012.1
Similar to Chapter 3, this chapter summarizes data for Montgomery County Government Executive Branch
employees (by department and union), with a particular focus on the seven departments with over 200 FTEs,
which account for approximately 79% of all Executive Branch employees. These seven departments are the:
•
•
•
•
•
•
•

Department of Corrections and Rehabilitation (DOCR);
Department of General Services (DGS);
Department of Health and Human Services (DHHS);
Department of Liquor Control (DLC);
Department of Transportation (DOT);
Montgomery County Fire and Rescue Services (MCFRS); and
Montgomery County Police Department (MCPD).

In the data summaries in this chapter, OLO grouped employees in the remaining Executive Branch departments
together under “Other.” For a more complete summary of "Other" department data, please see Appendix H. The
following departments were included in the "Other" category:
•
•
•
•
•
•
•
•
•

Board of Elections;
Community Use of Public Facilities;
Department of Economic Development;
Department of Environmental Protection;
Department of Finance;
Department of Housing and Community Affairs;
Department of Permitting Services;
Department of Recreation;
Department of Technology Services;

•
•
•
•
•
•
•
•

Montgomery County Public Libraries;
Office of Consumer Protection;
Office of the County Attorney;
Office of the County Executive;
Office of Human Resources;
Office of Management and Budget;
Public Information Office; and
Sheriff's Office.

1

OLO selected this period because it includes both a full “leave year” and a full fiscal year. A leave year is the annual period
designated for leave accrual and use that begins with the first full payroll period of a calendar year and ends with the payroll
period that includes December 31st. The data in this chapter exclude department directors and employees in the Management
Leadership Service (MLS).
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Annualized Data. OLO analyzed MCtime data from January 2, 2011 and June 30, 2012.2 Unless otherwise
noted, this chapter presents annualized data – meaning that the 18 months of data collected and analyzed are
presented as if the hours were worked or the leave taken in a one-year time period. Annualized data lets the
reader compare employees’ hours and leave against a 2,080-, 2,184-, or 2,496-hour year, which are the typical
measures of employee time in the County Government.3
This chapter is organized as follows:
•
•
•

Section A summarizes the amount of overtime worked by Executive Branch employees;
Section B summarizes data on employees with significant amounts of overtime; and
Section C estimates the cost of overtime work.

A. Overtime in Montgomery County Government
County regulations and collective bargaining agreements permit departments to authorize overtime work.
The data in Table 5-1 show that Executive Branch employees worked over 1 million hours of overtime in the
annualized year. The overtime hours include both paid overtime and compensatory leave earned. Three
departments, MCFRS (34%), DOT (23%) and MCPD (23%), accounted for 80% of all overtime hours.
MCGEO employees accounted for almost half of all overtime hours (42%).

2

OLO selected this period because it includes both a full “leave year” and a full fiscal year. A leave year is the annual period
designated for leave accrual and use that begins with the first full payroll period of a calendar year and ends with the payroll
period that includes December 31st. The data in this chapter exclude department directors.
3
Most County Government full-time employees are scheduled to work 2,080 hours in a year. Most MCFRS full-time
employees are scheduled to work 2,496 hours in a year. A small minority of MCFRS full-time employees is scheduled to
work 2,184 or 2,080 hours in a year.
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Table 5-1. Summary of Executive Branch Employee Overtime Hours
# of
Employees

Hours Worked*
Regular Hours

Overtime

% of All
Overtime Hours*

Department
MCFRS

1,121

2,135,113

379,557

34%

DOT

1,013

1,733,418

256,077

23%

MCPD

1,456

2,460,839

253,045

23%

DOCR

447

740,639

97,216

9%

1,131

1,926,461

42,695

4%

358

602,463

33,304

3%

1,038

1,731,989

22,102

2%

225

16,413
1,100,411

1%

6,789

390,597
11,721,520

100%

MCGEO

3,743

6,300,658

459,451

42%

IAFF

1,065

2,041,573

376,184

34%

FOP

1,039

1,766,468

187,147

17%

1,612,822
11,721,520

77,628
1,100,411

7%

Other
DGS
DHHS
DLC
Total
Employee Group

Unrepresented
Total

942
6,789

100%

* Numbers may not sum to totals listed due to rounding
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-2 shows that the number of regular hours worked for every hour of overtime worked varies widely in
the Executive Branch. Executive Branch employees worked, on average, 11 regular hours for every hour of
overtime worked. Specifically, DHHS employees worked 78 regular hours for every hour of overtime
worked, and MCFRS employees worked six hours for every hour of overtime worked. Unrepresented
employees worked 21 regular hours for every one hour of overtime, compared with five regular hours for
every hour of overtime for IAFF employees.
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Table 5-2. Number of Regular Hours Worked for Every Hour of Overtime Worked
# of Regular Hours
Worked for Every One
Overtime Hour
Department
DHHS

78

Other

45

DLC

24

DGS

18

MCPD

10

DOCR

8

DOT

7

MCFRS

6

Total

11

Employee Group
Unrepresented

21

MCGEO

14

FOP

9

IAFF

5
11

Total

Source: MCtime data for January 2, 2011 – June 30, 2012

Paid Overtime and Compensatory Leave. As explained in more detail in Chapter II, employees who work
overtime hours can receive overtime pay or compensatory leave. Table 5-3 presents data on total and
average overtime hours worked by employees, showing paid overtime versus compensatory leave earned.
Federal law, the CBAs, and in many cases, employee preference determine whether employees are paid for
overtime work or earn compensatory time off. The data show that, on average across the County, employees
work 138 paid hours of overtime and 13 compensatory leave hours of overtime. The data show the amounts
of paid overtime to compensatory leave time vary widely by department:
•

MCFRS employees averaged the most paid overtime (333 hours), working 59 paid overtime hours
per one compensatory time earned hour; and

•

DOT employees averaged the second highest amount of paid overtime (251 hours per employee) and
had the highest number of paid overtime hours (110 hours) per one hour of compensatory time
earned hour.

•

IAFF employees averaged over two times the County average in overtime hours paid and one half of
the County average in compensatory hours earned.
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Table 5-3. Summary of Paid and Employee Overtime Hours by Overtime Compensation*
Department

Overtime Hours Paid**

Overtime Hours Compensatory
Time Earned**

Total

Average

Total

Average

MCFRS

373,223

333

6,335

6

DOT

253,771

251

2,306

2

DOCR

93,112

208

4,103

9

MCPD

141,101

97

41,168

28

DGS

27,674

77

5,630

16

DLC

13,574

60

2,838

13

Other

23,190

21

19,489

17

HHS

12,945

12

9,157

9

938,590

138

91,027

13

MCGEO

423,424

113

35,754

10

IAFF

370,508

348

5,676

5

FOP

95,370

92

21,328

21

Unrepresented

49,288

52

28,269

30

938,590

138

91,027

13

Department

Total
Employee Group

Total

*Hours listed do not include 68,885 court overtime hours, primarily in MCPD, because MCtime data only provides
court overtime data as a separate category for dates on or after July 1, 2011; hours listed also exclude 37,306 other
overtime hours in MCPD for which the type is not known.
** Numbers may not sum to totals listed due to rounding
Source: MCtime data for January 2, 2011 – June 30, 2012

Overtime as a Percent of Hours Worked. OLO also compared data on the number of overtime hours
worked by employees to the total number of hours worked (regular hours plus overtime). The data show that:
•

Executive Branch employees examined worked almost thirteen million total hours annually during the
time period reviewed;

•

9% of the hours worked were overtime hours;

•

MCFRS had the most overtime hours – in number (379,557) and as a percent of hours worked (15%); and

•

IAFF employees had the most overtime hours as percent of hours worked (15%) and FOP employees
had the second highest level of overtime as a percent of hours worked (10%) while unrepresented
and MCGEO employees had similar overtime as percent of hours worked (5% and 7% respectively);
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Table 5-4. Annualized Summary of Overtime as a Percent of All Hours Worked
Hours Worked*
Regular
Hours

Overtime

Total

Overtime as a %
of All Hours
Worked

Department
MCFRS

2,135,113

379,557

2,514,671

15%

DOT

1,733,418

256,077

1,989,495

13%

DOCR

740,639

97,216

837,856

12%

MCPD

2,460,839

253,045

2,713,885

9%

DGS

602,463

33,304

635,767

5%

DLC

390,597

16,413

407,010

4%

Other

1,926,461

42,695

1,969,156

2%

DHHS

1,731,989

22,102

1,754,091

1%

11,721,520

1,100,411

12,821,931

9%

Total
Employee Group
IAFF

2,041,573

376,184

2,417,756

16%

MCGEO

6,300,658

459,451

6,760,110

7%

FOP

1,766,468

187,147

1,953,615

10%

Unrepresented

1,612,822

77,628

1,690,450

5%

12,821,931

9%

Total

11,721,520

1,100,411

*Numbers may not sum to totals listed due to rounding
Source: MCtime data for January 2, 2011 – June 30, 2012

B.

Employees with Significant Overtime Use

This section summarizes data on employees who work significant amounts of overtime. OLO identified the
number of employees who worked overtime and sorted the data by how many hours each employee worked
over the 18 month period.4 The data show that:
•

Except for HHS, between 85% and 96% of employees in each department worked some overtime.

•

HHS and MCPD had the most employees who worked under 100 hours; and

•

MCFRS had the highest number of employees who worked 1,000 or more hours of overtime during
this period – 172 employees; and

•

MCGEO had the highest number of employees working in each category except for “1,000+ Hours,”
in which IAFF had the most number of employees.

4

To determine this data, OLO queried its dataset of pay period records to identify any pay period with overtime and then
queried that subset to extract any pay periods where regular hours totaled up to half of the hours for the pay period. OLO
grouped these records by employee to see whether this pattern occurred multiple times for one employee. OLO excluded
employees where this pattern occurred once or twice over the 18-month period because, for example, an employee could
work a week with overtime hours followed by a week of vacation. From this analysis, OLO identified records for 1,180
employees who worked any overtime and logged fewer than 50% of hours in the pay period as regular hours.
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Table 5-5. Number of Employees Who Worked 100+, 200+, and 1000+ Hours of Overtime
(January 2011 through June 2012)
0-99 Hours

100-199
Hours

200-499
Hours

500-999
Hours

1,000+
Hours

Total

Department
MCPD

358

305

537

188

17

1,405

MCFRS

190

112

290

309

172

1,073

DOT

139

126

387

244

47

943

80

78

188

62

22

430

DGS

171

38

70

23

0

302

DHHS

429

76

24

5

1

535

DLC

126

44

36

4

0

210

Other

496

119

81

10

1

707

DOCR

Total

1,989

Employee Group
FOP
IAFF
MCGEO
Unrepresented
Total

898

1,613

845

260

5,605

235

223

424

138

6

1,026

163

107

283

307

172

1,032

1,209

455

769

339

79

2,851

382

113

137

61

3

696

1,989

898

1,613

845

260

5,605

*Each employee was counted only once in this data
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-6 and Table 5-7 show the distribution employees who worked less than half a pay period with
regular hours, including less than one or two days, in a pay period in which overtime was worked.5 It is
important to keep in mind that events like vacations can account for limited regular hour work in a pay
period (for example, an employee could take a week of vacation and work overtime the next week when
back at work).
This pattern of overtime use is most prevalent in MCFRS which accounted for (1) almost one third of
employees who worked regular hour fewer than half a pay period (307 out of 959); (2) 59 of the 74
employees who recorded this pattern in 10 or more pay periods6: and (3) 57 of the 60 employees who worked
overtime while working fewer than one or two days in the pay period. IAFF employees show similar
patterns except that MCGEO accounted for about half of all employees who worked fewer than half the
regular hours in a pay period and worked overtime in more than three pay periods.

5
6

OLO did not look at “Other” departments for this analysis.
OLO calculated this data using one day for MCFRS 2,496 employees and two days for all other employees.
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Table 5-6. Number of Employees with Overtime Hours and with Low Numbers of Regular Hours, by
Department (January 2011 through June 2012)
# of Pay Periods+

# of Employees with Overtime Hours
MCFRS

MCPD

DOT

DOCR

DGS

DLC

DHHS

Total

Employee Worked Fewer than Half the Regular Hours in Pay Period*
More than 3 Pay Periods

307

200

192

222

22

13

3

959

More than 10 Pay Periods

19

6

4

2

0

0

0

31

1

0

0

0

60

Employee Worked Fewer than 1 or 2 Days in Pay Period**
More than 3 Pay Periods

57

2

0

+Each employee was only counted once in this data.
*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
**Data calculated based on one day for MCFRS 2,496 employees and two days for all other employees
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-7. Number of Employees with Overtime Hours and with Low Numbers of Regular Hours, by
Employee Group (January 2011 through June 2012)
# of Employees with Overtime Hours
# of Pay Periods

FOP

IAFF

MCGEO

Unrepresented

Total

Employee Worked Fewer than Half the Regular Hours in Pay Period*
More than 3 Pay Periods

479

39

959

3
19
8
Employee Worked Fewer than 1 or 2 Days in Pay Period**

1

31

1

60

143

298

More than 10 Pay Periods
More than 3 Pay Periods

1

56

2

+Each employee was only counted once in this data.
*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
**Data calculated based on one day for MCFRS 2,496 employees and two days for all other employees
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-8 and Table 5-9 show the total number and percent of overtime hours that were worked when the
employee worked fewer than half the employee’s regular hours during the pay period.7 The data show that
approximately 8% of overtime was worked by employees who had worked less than half a pay period in the
same pay period the overtime was worked. MCFRS had the highest percent of all department overtime
(12%) worked by employees who worked less than half a pay period with regular hours.

7

This data includes ALL hours worked by employees who worked identified hours in any pay period.
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Table 5-8. Overtime Hours Worked by Employees Working Fewer
than Half the Employee’s Regular Hours in a Pay Period, by Department
(January 2011 through June 2012)
Overtime Hours Worked*+
Total Overtime Worked

MCFRS

MCPD

DOT

DOCR

DGS

DLC

DHHS

569,336

273,219

384,166

145,822

50,054

24,619

33,153

Employees Working Fewer than Half
the Regular Hours in a Pay Period

113,608

68,234

20,209

12,305

9,345

2,351

809

355

7.67%

12.0%

7.4%

3.2%

6.4%

4.7%

3.3%

1.1%

Employees Working Fewer than 1 or 2
days in a Pay Period

18,520

16,449

989

584

422

39

31

6

1.25%

2.9%

0.4%

0.2%

0.3%

0.1%

0.1%

0.0%

*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees.
+Each employee was only counted once in this data.
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-9. Overtime Hours Worked by Employees Working Fewer
than Half the Employee’s Regular Hours in a Pay Period, by Employee Group
(January 2011 through June 2012)
Overtime Hours Worked*+
Total Overtime Worked

IAFF

FOP

MCGEO

Unrepresented

564,275

175,048

642,997

98,049

Employees Working Fewer than Half
the Regular Hours in a Pay Period

113,608

65,953

13,317

29,019

5,319

7.7%

11.7%

7.6%

4.5%

5.4%

Employees Working Fewer than 1 or 2
days in a Pay Period

18,520

15,763

631

1,312

814

1.3%

2.8%

0.4%

0.2%

0.8%

*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
+Each employee was only counted once in this data.
Source: MCtime data for January 2, 2011 – June 30, 2012

Employees Who Work Overtime with No Regular Hours Logged During the Pay Period. OLO’s
review also identified records for a total of 245 employees who worked overtime hours even though they did
not work any regular hours in a pay period. Tables 5-10 and 5-11 shows the distribution of these employees
by department and the number of hours worked in pay periods where zero regular hours were worked.
Tables 5-12 and 5-13 show these employees by union.
These 245 employees account for 5% of the 4,915 employees who logged overtime hours during the 18
month period. Each employee averaged 22 overtime hours (with ZERO regular hours); however these
averages varied from a high of 27 overtime hours for the average MCFRS employee to a low of 9 hours for
the average employee in DOT, DGS and DHHS. The union data show similar numbers – IAFF employees
averaged 27 hours and MCGEO employees averaged 9 hours. Of all MCFRS overtime, approximately 2.5%
of it was worked by employees who had no regular hours in the same pay period.
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Table 5-10. Number of Employees with Overtime Hours and with No Regular Hours in the Same Pay
Period, by Department (January 2011 through June 2012)
MCFRS

MCPD

DOT

DOCR

DGS

DLC

DHHS

Total

156

57

12

9

7

0

4

245

# of Employees with
Overtime Hours

*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
**Data calculated based on one day for MCFRS 2,496 employees and two days for all other employees
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-11. Overtime Hours Worked by Employees Working No Regular Hours in a Pay Period, by
Department (January 2011 through June 2012)
Overtime Hours Worked*

MCFRS

MCPD

DOT

DOCR

DGS

DLC

DHHS

# of OT Hours

569,336
4,299

273,219
763

384,166
107

145,822
124

50,054
65

24,619
0

33,153
35

% of ALL OT Hours

0.76%

0.28%

0.03%

0.09%

0.13%

0.00%

0.11%

Total Overtime Worked
Employees Working No
Regular Hours in a Pay Period

*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-12. Number of Employees with Overtime Hours and with No Regular Hours in the Same Pay
Period, by Employee Group (January 2011 through June 2012)
FOP

IAFF

MCGEO

Unrepresented

Total

49

153

35

8

245

# of Employees with
Overtime Hours

*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
**Data calculated based on one day for MCFRS 2,496 employees and two days for all other employees
Source: MCtime data for January 2, 2011 – June 30, 2012

Table 5-13. Overtime Hours Worked by Employees Working No Regular Hours in a Pay Period, by
Employee Group (January 2011 through June 2012)
Overtime Hours Worked*
Total Overtime Worked
Employees Working No
Regular Hours in a Pay Period

# of OT Hours
% of ALL OT Hours

FOP

IAFF

MCGEO

Unrepresented

175,048

564,275

642,997

98,049

713

4,220

341

119

0.41%

2.41%

0.05%

0.12%

*Data calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees
Source: MCtime data for January 2, 2011 – June 30, 2012

Further investigation of these records was beyond the scope of this project. More work is needed to
understand these patterns.
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C.

Estimated Cost of Overtime

OLO estimates the cost of the paid overtime hours worked by the full-time employees examined by OLO in
this report. OLO estimated that the cost of these 6,789 employees’ overtime was $63.3 million between
January 2011 and June 2012.8 The data show that:
•
•
•

The Public Safety departments account for 70% of all overtime costs;9 and
MCFRS accounted for approximately 43% of all overtime costs; and
IAFF and MCGEO account for 43% and 38% respectively of estimated overtime costs.
Table 5-14. Estimate of Executive Branch Overtime Costs
(January 2011 through June 2012)
Overtime*
# of Paid
Hours*

Estimated Cost
($ in millions)

% of All
Estimated Costs

Department
MCFRS

559,834

$27,157,001

43%

DOT

380,656

$13,358,715

21%

MCPD

211,652

$11,058,774

17%

DOCR

139,667

$6,329,407

10%

DGS

41,512

$1,902,658

3%

DHHS

19,417

$965,410

2%

DLC

20,362

$676,347

1%

Other

34,786

$1,815,924

3%

Total

1,407,885

$63,258,236

100%

Employee Group
FOP

143,056

$7,996,721

13%

IAFF

555,762

$26,947,439

43%

MCGEO

635,136

$24,318,776

38%

73,932

$3,995,299

6%

Unrepresented
Total

1,407,885

$63,258,236

100%

* Numbers may not sum to totals listed due to rounding
**Hours listed do not include 68,885 court overtime hours, primarily in MCPD, because MCtime data
only provides court overtime data as a separate category for overtime worked on or after July 1, 2011;
hours listed also exclude 37,306 other overtime hours in MCPD for which the type is not known.
Source: MCtime data for January 2, 2011 – June 30, 2012

8

To estimate the cost, OLO multiplied the number of each employee’s paid overtime hours by one and one half times his/her
hourly wage then summed the overtime costs for all employees.
9
Does not include the Sheriff’s Office, which is included in “Other” departments.
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CHAPTER VI. Comparative Information on Leave in Local Jurisdictions
This chapter provides a summary of the leave accrual rates of five local jurisdictions: Anne Arundel
County, Baltimore County, Fairfax County (VA), Howard County, and Prince Georges’ County.
This chapter begins with an overview of the five jurisdictions, followed by a more detailed look at
the leave accrual rates of annual, sick, and personal leave for four groups of employees in each
jurisdiction: police, fire, other represented employees, and unrepresented employees. It is important
to note that there is a variety of leave accrual rates among employees in each jurisdiction - these rates
are for a majority of employees in each category.
Overview of Jurisdictions. This chapter looks at the following jurisdictions: Anne Arundel County,
Baltimore County, Fairfax County (VA), Howard County, and Prince Georges’ County. The table
below summarizes several characteristics of the five jurisdictions profiled in this chapter. Among the
jurisdictions, there is a wide range in the number of employees and unions in the five jurisdictions.
Table 6-1. Number of Employees and Unions in Six Local Jurisdictions
FY13 Approved
Employees

% of Employees who are
Public Safety

Number of
Unions

Montgomery County

8,532

43%

3

Anne Arundel County

4,046

53%

13

Baltimore County

8,480

51%

6

Fairfax County (VA)

12,302

35%

0

Howard County

5,629

42%

10

Prince Georges’ County

3,131*

71%

8

Jurisdiction

*Does not include library employees.
Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions.1

Each of these jurisdictions has similar types of leave available to employees as Montgomery County
including (not inclusive of all leave available in these jurisdictions):
•
•
•

Jury Leave;
Military Leave;
Bereavement Leave;

•
•
•

FMLA;
Union Leave; and
Leave Without Pay.

Each jurisdiction also grants employees varying holiday leave:
•
•
•

1

Montgomery County: 9 holidays;
Anne Arundel County: 14 holidays;
Baltimore County: 10 holidays;

•
•
•

Fairfax County: 12 holidays;
Howard County: 12 holidays; and
Prince Georges’ County: 11 holidays.

Appendix L contains a list of all sources used for this chapter.
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The remainder of this chapter summarizes the annual, sick and personal leave for police, fire, other
represented, and unrepresented employees. Overall, OLO found that:
•

Montgomery County generally offers more annual and personal leave to employees in the
first years of service but as years of service increase, leave offered across the jurisdictions
levels off;

•

Sick leave is consistent across all employee groups, and ranges from 12 days in Howard
County to 15 days in Anne Arundel and Baltimore Counties; and
Personal leave varies across all jurisdictions.

•

It is important to note that, similar to Montgomery County employees, there are varying expected
work hours for groups of employees. The following table summarizes the amount of work hours
employees in each jurisdiction are expected to work. These numbers represent the expected hours of
work for most employees in these groups.
Table 6-2. Number of Expected Work Hours in Six Local Jurisdictions
Number of Expected Annual Work Hours
Jurisdiction

Firefighters

Police Officers

Other Union and
Unrepresented

Montgomery County

2,496

2,080

2,080

Anne Arundel County

2,184

2,080

2,080

Baltimore County

2,496

2,080

1,820 or 2,080

Fairfax County (VA)

2,496

2,080

2,080

Howard County

2,496

2,184

2,080

Prince Georges’ County

2,080

2,080

2,080

Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions.
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Leave Accrual for Uniform Police Personnel. Table 6-3 summarizes the amount of annual, sick
and personal leave for uniform police personnel in the jurisdictions. The table shows that when
combining annual and personal leave, Montgomery and Howard County offer similar leave, while
the other jurisdictions offer less. Three jurisdictions do not receive any personal leave.
Table 6-3. Leave Accrual for Uniform Police Personnel in Local Jurisdictions
Annual Leave

Sick Leave

Personal
Leave

15 days

4 days

15 days

0

15 days

0

13 days

0

12 days

6 days

Montgomery County
0-3 Years of Service

15 days

3-15 Years of Service

20 days

15+ Years of Service

26 days

Anne Arundel County*
0-5 Years of Service

10 days

5-10 Years of Service

15 days

11-20 Years of Service

20 days

20+ Years of Service

25 days

Baltimore County**
6+ Months of Service

10 days

5+ Years of Service

15 days

15+ Years of Service

20 days

20+ Years of Service

25 days

Fairfax County (Unrepresented)
0-3 Years of Service

13 days

4-15 Years of Service

19.5 days

16+ Years of Service

26 days

0-5 Years of Service

13 days

6-10 Years of Service

16 days

11-18 Years of Service

20 days

19-25 Years of Service

22 days

26+ Years of Service

24 days

Howard County

Prince Georges’ County
0-3 Years of Service

13 days

4-15 Years of Service

19.5 days

16+ Years of Service

26 days

24 hours
15 days

25 hours
26 hours

*Anne Arundel police get 15 additional days of annual leave in lieu of holidays.
** Baltimore County police accrue “Vacation Time” at the rates included in the table.
Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions.
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Uniform Fire Personnel. Table 6-4 summarizes the amount of annual, sick and personal leave for
uniform fire personnel in the jurisdictions. Firefighters in all jurisdictions work similar schedules to
Montgomery County (24 hours on, 48 hours off – 2,496 hours per year). The amount of annual leave
offered varies across jurisdictions.
Table 6-4. Leave Accrual for Uniform Fire Personnel in Local Jurisdictions
Annual Leave

Sick Leave

Personal
Leave

144 hours

48 hours

15 days

0

12 days

0

13 days

0

Montgomery County*
0-3 Years of Service

144 hours/year

3-15 Years of Service

192 hours/year

15+ Years of Service

249 hours/year

Anne Arundel County**
0-5 Years of Service

10 days

5-10 Years of Service

15 days

11-20 Years of Service

20 days

20+ Years of Service

25 days

Baltimore County
0-3 years of service

132 hours

4+ years of service

192 hours

15+ years of service

252 hours

20+ years of service

312 hours

Fairfax County (Unrepresented)
0-3 Years of Service

13 days

4-15 Years of Service

19.5 days

16+ Years of Service

26 days

0-5 Years of Service

124.8 hours

6-10 Years of Service

153.6 hours

18+ Years of Service

182.4

Howard County
12 days

6 days

Prince Georges’ County
0-3 Years of Service

13 days

4-15 Years of Service

19.5 days

16+ Years of Service

26 days

24 hours
15 days

24 hours
24 hours

*Only included firefighters who work 2,496 hours per year.
**Anne Arundel firefighters get 15 additional days of annual leave in lieu of holidays.
Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions.

OLO Report 2013-3, Chapter VI

78

March 5, 2013

Employee Work Hours and Leave in Montgomery County Government

Other Represented Personnel. Table 6-5 summarizes the amount of annual, sick and personal
leave for represented (not uniform police or fire) personnel in the jurisdictions. When combining
annual and personal leave, Montgomery, Baltimore and Howard County offers a greater amount of
leave, with similar leave in early years of service and Montgomery County employees receiving
more leave in later years of service.
Table 6-5. Leave Accrual for Other Represented Personnel in Local Jurisdictions
Annual Leave

Sick Leave

Personal
Leave

15 days
20 days
26 days

15 days

3 days*

10 days
15 days
20 days
25 days

15 days

1 day

84/96 hours
105/120 hours
140/160 hours
175/200 hours

105/120 hours

42/48 hours

13 days
19.5 days
26 days

13 days

0

13 days
16 days
19 days
21 days

12 days

6 days

15 days

24/28 hours
24/28 hours
24/28 hours

Montgomery County
0-3 Years of Service
3-15 Years of Service
15+ Years of Service
Anne Arundel County
0-5 Years of Service
5-10 Years of Service
11-20 Years of Service
20+ Years of Service
Baltimore County**
0-5 Years of service
5-10 Years of service
11-15 Years of service
16+ Years of service
Fairfax County (Unrepresented)
0-3 Years of Service
4-15 Years of Service
16+ Years of Service
Howard County
0-5 Years of Service
6-10 Years of Service
11-20 Years of Service
20+ Years of Service
Prince Georges’ County***
0-3 Years of Service
4-15 Years of Service
16+ Years of Service

13 days
19.5/20 days
26 days

*Some DOT employees (primarily bus operators) receive one day of personal leave plus 22-30 hours of
compensation based on the number of hours they work per day.
**Annual leave depends upon job class.
***Includes five unions (two deputy sheriffs, two corrections, and one general labor). Accruals do not include
school crossing guards.
Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions
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Unrepresented (General) Personnel. Table 6-6 summarizes the amount of annual, sick and
personal leave for unrepresented personnel in the jurisdictions. The covered classes of employees
vary across jurisdictions; however may include personnel such as budget analysts, human resources
employees, and IT personnel. It also includes every employee in Fairfax County. Unrepresented
employees are similar to non-uniform represented employees - when combining annual and personal
leave, Montgomery, Baltimore and Howard County offers a greater amount of leave, with Baltimore
County earning the most in later years of service.
Table 6-6. Leave Accrual for Unrepresented Personnel in Local Jurisdictions
Annual

Sick Leave

Personal
Leave

15 days

3 days

15 days

0

15 days

6 days

13 days

0

12 days

6 days

15 days

24 hours

Montgomery County
0-3 Years of Service

15 days

3-15 Years of Service

20 days

15+ Years of Service

26 days

Anne Arundel County
0-3 Years of Service

13 days

4-15 Years of Service

20 days

16+ Years of Service

26 days

0-5 Years of service

12 days

5-10 Years of service

15 days

11-15 Years of service

20 days

16+ Years of service

25 days

0-3 Years of Service

13 days

4-15 Years of Service

19.5 days

16+ Years of Service

26 days

0-5 Years of Service

13 days

6-10 Years of Service

16 days

11-20 Years of Service

19 days

20+ Years of Service

21 days

Baltimore County

Fairfax County

Howard County

Prince Georges’ County
0-3 Years of Service

13 days

4-15 Years of Service

19.5 days

16+ Years of Service

26 days

Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions.
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Aggregate Leave Entitlement Comparison for New Employees. Table 6-7 displays the total
amount of annual and personal leave hours accrued per year by new Montgomery County employees
in comparison with that of similar employees in other local jurisdictions.2 Overall, non-public safety
and unrepresented employees across jurisdictions receive similar amounts of leave, with
Montgomery County falling close to the average. On the other hand, newly hired uniform police
personnel in Montgomery County receive 64 more hours than the average. These additional hours
are equivalent to 66 FTEs in the Montgomery County Police Department.3
Table 6-7. Total Annual, Personal, and Holiday Leave Hours Accrual Per Year for Newly
Hired Employees in Montgomery County and Five Other Jurisdictions
Uniform
Police
Personnel

Other
Represented
Personnel

Unrepresented
Personnel

Montgomery County and Average of Five Other Jurisdictions
Montgomery County*
Average Accrual in Other Jurisdictions

258
194

216
218

216
221

200
160
200

200
224
200
248
216

216
224
200
248
216

Other Jurisdictions
Anne Arundel County
Baltimore County
Fairfax County
Howard County
Prince George's County

216

*Also includes Compensatory leave for uniformed police personnel.
Source: OLO used the other jurisdictions’ websites, personnel regulations, and collective bargaining agreements.
OLO also interviewed several human resources staff from jurisdictions.

2

OLO excluded uniform fire personnel, who have expected annual work hours of between 2,080 and 2,496 in the
six jurisdictions, from this comparison because leave entitlements are not granted uniformly across jurisdictions,
making comparison difficult. OLO also excluded sick leave from this comparison because employees are not
typically entitled to use sick leave unless they meet conditions established by applicable regulations.
3
Based on the number of FTEs in the FY13 Montgomery County Police Department Budget and the average
number of hours worked per year by the average MCPD employee
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Chapter VII. Findings
Understanding and analyzing employee availability can help an employer quantify costs associated
with employee leave use and can help identify opportunities to improve leave administration and
increase employee availability. One survey estimated that the total cost of employee leave can equal
35 percent of an employer’s base payroll,1 while another survey found that 50 percent of employers
did not know the cost of employee leave in their organization.2
The Council requested this Office of Legislative Oversight (OLO) study to better understand the use
and effects of County leave policies, including their impact on overtime. The Montgomery County
Personnel Regulations3 and three collective bargaining agreements (CBAs)4 establish the County
Government’s leave policies, including leave types, accrual rates, and eligibility criteria.
OLO analyzed 18 months of data from the County Government’s electronic time and attendance
system, MCtime, to review employees’ work hours and leave usage. The dataset includes the 6,789
full-time Executive Branch staff employed continuously between January 2, 2011 and June 30,
2012.5 OLO analyzed the data by department and by employee group. Some findings use annualized
instead of raw data; these instances are noted in the text of the findings.
These findings are divided into four topic areas:
•
•
•
•

Leave administration;
Leave use;
Overtime; and
Data management.

1

Survey on the Total Financial Impact of Employee Absences, Mercer, at p. 8 (June 2010).
The Missing Piece of Absence Management – Turning Data into Dollars, Liberty Mutual, at p. 4 (April 2011 survey).
3
The Personnel Regulations govern leave for employees not represented by an employee union. A comprehensive
review of these regulations, which are set to expire in January 2014, is underway.
4
The County Executive is a party to collective bargaining agreements with Municipal & County Government
Employees Organization, United Food and Commercial Workers, Local 1994 (MCGEO), Montgomery County
Career Fire Fighters Association, International Association of Fire Fighters, Local 1664 (IAFF), Fraternal Order of
Police Montgomery County Lodge 35 (FOP).
5
OLO selected this period because it includes both a full “leave year” and a full fiscal year. A leave year is the
annual period designated for leave accrual and use that begins with the first full payroll period of a calendar year and
ends with the payroll period that includes December 31st.
2
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Number of Executive Branch Employees Reviewed
# of
Employees
Department
Montgomery County Police Department

1,456

Department of Transportation

1,013

Montgomery County Fire and Rescue Service

1,121

Department of Health and Human Services

1,038

Department of Corrections and Rehabilitation Services

447

Department of General Services

358

Department of Liquor Control

225

Other*

1,131
Total

6,789

Employee Group
Municipal & County Government Employees Organization, United Food and
Commercial Workers, Local 1994 (MCGEO)

3,743

Montgomery County Career Fire Fighters Association, International Association
of Fire Fighters, Local 1664 (IAFF)

1,065

Fraternal Order of Police, Montgomery County Lodge 35 (FOP)

1,039

Unrepresented Employees

942
Total

6,789

*For a full list of Executive Branch Departments, see Appendix.

LEAVE ADMINISTRATION
Finding #1:

County Government employees accrue between 298 and 441 total paid leave hours
annually. Compared to other local jurisdictions, Montgomery County generally
offers more annual and personal leave in the first years of service. As years of
service increase, earned leave becomes more equal across the jurisdictions.

Governed by the Personnel Regulations and collective bargaining agreements, County Government
employee compensation includes annual and sick leave or paid time off (PTO),6 plus personal and
other leave. The table on the next page summarizes employee leave accrual by employee group and
length of service.

6

The table does not include employees in the Management Leadership Service (MLS) who earn paid time off
instead of annual and sick leave. Full-time MLS employees receive 280 PTO hours annually in two equal
installments at the beginning of a leave year and in the 14th pay period. Part-time MLS employees receive a
prorated amount of PTO. Employees can use PTO for any leave purpose.
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Number of Total Leave Hours Earned Annually by Montgomery County Employees
Leave Hours Accrued Annually
Employee Group

FOP

MCGEO
IAFF 2,080 Employees
Unrepresented Employees
IAFF 2,184 Employees

IAFF 2,496 Employees

Length of Service

Annual
Leave

Personal
Leave

Sick
Leave

Other
Leave

Total
Leave
306

Under 3 Years

120

From 3-15 Years

160

Over 15 Years

208

394

Under 3 Years

120

264

From 3-15 Years

160

Over 15 Years

208

352

Under 3 Years

126

276

From 3-15 Years

168

Over 15 Years

219

369

Under 3 Years

144

336

From 3-15 Years

192

Over 15 Years

249

32-40*

24***

48

48

120

120

126

144

26**

346

None

None

None

304

318

384
441

* The FOP totals include 40 hours of Personal leave.
**FOP members earn an additional 26 hours of compensatory time annually.
**Personal leave does not include bus operators who receive one personal day and additional compensatory time and
IAFF 2,080 members who receive 40 hours of personal leave per year.
Source: MCGEO CBA, IAFF CBA, FOP CBA, Personnel Regulations

County employees can supplement the leave described in the table above with nine other types of
leave, including at least nine paid holidays. They are: (1) Family and Medical leave (FMLA); (2)
Disability leave; (3) Parental leave; (4) Administrative leave; (5) Compensatory Time; (6) Holiday
leave; (7) Military leave; (8) Religious leave; and (9) Leave Without Pay. This leave is not accrued
by employees, it may be paid or unpaid, and in some cases County regulations or other agreements or
federal law limits the amount of leave an employee may use.
Comparison to Local Jurisdictions. OLO looked at the leave accrual in the following jurisdictions:
Anne Arundel County, Baltimore County, Fairfax County (VA), Howard County, and Prince Georges’
County. All jurisdictions offer similar types of leave to Montgomery County. When comparing new
employees in each jurisdiction, non-public safety and unrepresented employees across jurisdictions
receive similar amounts of leave annually, with Montgomery County falling close to the average.
Montgomery County police received annually 64 more hours than the local average. In later years of
service, the amount of leave offered leveled off across jurisdictions.
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Finding #2:

The seven County Government departments reviewed for this study report that
they follow the Personnel Regulations and collective bargaining agreements
when administering leave. However, leave administration practices in the
Executive Branch are decentralized and vary widely by department.

OLO reviewed leave administration practices in the seven largest Executive Branch departments:
•
•
•
•
•
•
•

Department of Corrections and Rehabilitation Services (DOCR);
Department of General Services (DGS);
Department of Health and Human Services (DHHS);
Department of Liquor Control (DLC);
Department of Transportation (DOT);
Montgomery County Fire and Rescue Service (MCFRS); and
Montgomery County Police Department (MCPD).

The information in the table below provides some examples of the variation in leave administration.
Leave Topic

Variation Observed

Training Supervisors to
Administer Leave

Some departments train their own supervisors on how to administer leave. Other
departments request training from OHR for their supervisors. Some department supervisors
do not receive training on how to administer leave.

Filling out Timecards

In some departments, employees fill out their timecards in MCtime. In other departments,
supervisors fill out the timecards for all employees.

Process for Requesting and
Tracking Leave

Some departments use scheduling software or have developed computer programs that allow
employees to request and supervisors to approve and track leave electronically. Other
departments use written leave request forms and track employee leave use manually or by
using Outlook calendars or Excel spreadsheets. Some departments use both electronic
programs and written leave request forms – for different groups of employees.

Availability of Annual Leave

Some departments’ staffing levels and operational requirements require the department to
limit the amount of annual leave employees can take in a year. Other departments are not
constrained by staffing and can allow employees to take as much leave as the employee is
entitled to as long as operational needs are met.

Initiation of FMLA Leave

In most departments, if an employees does not specifically request FMLA leave, supervisors
will initiate FMLA leave when an employee takes leave that seems to meet FMLA criteria. In
one department, employees take FMLA leave only when they initiate the process.

Leave “Buddies”

Some department divisions use “leave buddies,” where employees with the same skills have a
buddy. The buddies coordinate leave use to ensure that one of the employees is scheduled
to work while the other is on leave. Other departments do not require employees to
coordinate their leave with other employees.

Interaction with the Office of
Human Resources

Some department representatives report that department staff interact frequently with staff
in the Office of Human Resources to seek guidance and address leave issues.
Representatives in other departments report that they rarely seek guidance from OHR on
leave issues. Department staff provided mixed reviews on the leave-related support
provided by OHR – some reporting that they receive sufficient support and others reporting
that many OHR staff members are not responsive or helpful in addressing leave-related
issues.
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Finding #3:

Department and union representatives would like more resources and support
from the Office of Human Resources to train supervisors on how to administer,
record, and monitor employee leave use. Insufficient training can provide
opportunities for leave abuse and misuse among employees.

Currently, the Office of Human Resources (OHR) offers only one course related to leave
administration – a quarterly course entitled “Understanding the Family Medical Leave Act (FMLA).”
OHR staff will provide other leave-specific trainings if requested by a department. For example, at
MCGEO’s initiation, MCGEO partnered with OHR staff to conduct training for County Government
supervisors and MCGEO shop stewards on leave use.
Representatives from all of the seven largest County Government departments and the three
employee unions indicated to OLO that they would like OHR to institute mandatory training for
County Government supervisors on procedures to administer leave (especially FMLA leave).
Department representatives noted that when supervisors do not administer, record, and/or monitor
leave use correctly or consistently, it creates opportunities for employee leave abuse or misuse.
Department representatives reported that they would also like OHR to develop additional materials
for department staff providing guidance on leave administration. In the summer of 2012, OHR
developed a “Management Guidance Bulletin” to explain OHR’s interpretation of collective
bargaining agreements and some of the issues addressed in the bulletins are related to leave.

Finding #4:

Some departments restrict employees’ use of annual leave because of staffing levels.

Some departments or department divisions have minimum staffing requirements that require a set
number of employees per shift in order to complete work (e.g., positions that are required to be filled at
all times, such as police officers or bus operators). At the same time, several of these departments report
that they do not have adequate staff to create a staffing buffer, where a department schedules a certain
number of employees above the minimum requirement in order to maintain minimum staffing when
employees call in for unscheduled leave (typically sick leave or FMLA leave).
To have enough employees available to maintain minimum staffing levels, these departments limit the
amount of annual leave that an employee can take during the year. Often, the departments will hold
vacation picks before the beginning of a leave year7 where the department will establish the amount of
leave available on any given day and employees will choose vacation from available slots – typically
for two weeks during the year. Employees cannot take additional annual leave during the year unless
additional annual leave slots remain open or other employees give up leave slots.
Departments that reported the need to restrict leave use include the following:
•
•
•
•

MCFRS’ Division of Operations;
DOT’s Transit Division;
The Department of Corrections;
MCPD’s Emergency Communications Center.

7

A “leave year” is the annual period designated for leave accrual and use that begins with the first full payroll
period of a calendar year and ends with the payroll period in which December 31 falls.
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Department managers report that they have observed higher levels of leave abuse/misuse as a
consequence of restricting annual leave. For example, an employee whose request for leave was denied
will call in and use unscheduled sick leave for the time period requested. Representatives from one
union acknowledge that the union is aware that employees do call in sick when they cannot get additional
leave and that employees believe they have no other options to take leave. The union supports
disciplining employees who abuse leave. Representatives from MCGEO, IAFF and FOP all reported
that limits on annual leave due to insufficient staffing are a concern to their members.

Finding #5:

Representatives from the three employee unions indicate that restricting
employees’ use of leave because of departmental staffing issues is problematic.

The most significant leave-related issue OLO heard from representatives from all three employee
unions was employees’ access to leave. Union representatives report that restricting annual leave has
negatively affected union members in many ways. For example:
•

Union employees’ morale has decreased as their ability to take annual leave has decreased;

•

The workforce cuts in recent years have increased the workloads of the remaining employees
and required them to work longer hours; and

•

Less access to leave and more mandatory overtime has negatively affected union employees’
families and their families’ schedules.

Finding #6:

Department staff report that leave abuse most commonly occurs with sick leave
and FMLA leave. Departments report that only a small percent of employees
misuse or abuse leave; however, currently the departments lack the automated
data capacity to verify this.

The County Government personnel regulations and the three collective bargaining agreements
provide employees sick leave for paid time off from work due to:
•
•
•
•

Personal illness or injury;
Medical quarantine;
Medical, dental, or optical examinations or treatments; or
Temporary disability related to pregnancy, miscarriage, or childbirth.

Employees can also use sick leave to care for an immediate family member for the above reasons.
FMLA leave is used when an employee or family member has certain types of medical conditions, as
defined by the federal Family and Medical Leave Act (FMLA).8
The Personnel Regulations and the MCGEO and IAFF collective bargaining agreements all contain
processes for restricting or disciplining employees when they misuse or abuse sick leave (or are
suspected of doing so). The FOP collective bargaining agreement does not. Restrictions include “sick

8

Employees can use sick leave, annual leave, paid time off, parental leave, disability leave, personal days, or leave
without pay for FMLA purposes.
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leave restriction” – where an employee must bring in medical certification if the employee uses
unscheduled sick leave, and can progress to discipline such as written reprimands and even dismissal.
OLO heard from department representatives that the most commonly cited types of leave abuse are
sick leave and FMLA leave. Examples of sick leave abuse or misuse include:
•
•
•
•
•
•

Using sick leave for reasons other than those listed above;
Repeated use of sick leave when annual or compensatory leave has been denied;
Repeated use of sick leave immediately before or after a holiday or weekend day;
Excessive use of sick leave;
Use of more sick leave than earned in a calendar year;
Repeated use of sick leave during heavy or undesirable work.

Representatives from the seven Executive Branch departments all report that a small percentage of
employees in their departments misuse or abuse sick leave and FMLA leave. Some estimate the number
at around five percent of department employees. OLO was not able to verify these department estimates
and observations based on its review of employee leave data from the MCtime database because more indepth research is needed to identify and make determinations of legitimate versus non-legitimate uses of
sick leave, FMLA leave, or other types of leave.

Finding #7:

Department staff report that the documentation process for sick leave and
FMLA leave abuse is difficult and time-consuming. Except for DOT and
DOCR, most departments infrequently give written reprimands or restrict
employees’ sick leave use.

OLO reviewed data provided by the departments on the departments’ use of sick leave restrictions and
written reprimand for leave abuse. The data show that most departments place employees on sick leave
restriction or give written reprimands for leave abuse only infrequently. DOCR and DOT were the
exceptions – placing 11 percent and six percent of employees on sick leave restriction in FY12.
Disciplinary Actions Taken Against Executive Branch Employees for Leave Use, FY2012
Employees Who Received
Department

Sick Leave Restriction

Written Reprimand
for Leave Abuse

#

%

#

%

DOCR

51

11.4%

7

1.6%

DOT

60

5.9%

2

0.2%

MCFRS

13

1.2%

0

0%

DHHS

10-12

1.2%

6-8

0.8%

DLC

2

0.8%

2

0.9%

MCPD

4

0.3%

4

0.3%

DGS

1

0.2%

2

0.6%

* DHHS estimated the number of disciplinary actions against employees
Source: Executive Branch Staff
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Management representatives in these seven Executive Branch departments highlighted that certain
employees have an incentive to retain sick leave while others do not. Employees in the County
Government’s Employee Retirement System (ERS), i.e., the defined benefit pension retirement plan,
can apply up to two years of accrued sick leave toward the calculation of their years of service for
retirement purposes to increase their pension benefit. Employees in the defined contribution (the
RSP) or the cash balance plan (the GRIP) plan have no similar incentive to retain accrued sick leave.
Department representatives suggested that providing an incentive for employees to retain accrued
sick leave could lessen leave abuse.

LEAVE USE
Finding #8:

Annual, sick, and compensatory leave account for 74 percent of Executive
Branch employees’ leave use.

On an annualized basis, the 6,789 full-time Executive Branch employees take approximately 2.7
million hours of leave a year, or an average of 404 leave hours per employee. Of this, approximately
35 percent is annual leave and 25 percent is sick leave. Leave use data by department show, on
average:
•

Total leave use per employee among employees scheduled to work 2,080 hours annually was
highest in DOCR (418 hours) and lowest in DLC (334 hours) and DOT (363 hours). MCFRS
employees, who are typically scheduled to work for 2,496 hours in a year, used 516 hours of
leave on average.

•

Sick leave use was similar among departments, ranging between approximately 4 percent
of scheduled hours in MCPD (81 hours per employee) and DLC (85 hours per employee) to
about 5 percent of scheduled hours in MCFRS, DHHS, DOT, DOCR and DGS.

•

DLC had lower per employee averages for all types of leave use except holiday leave.
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Annualized Summary of Leave Use in Executive Branch Departments, by Department
Dept.

# of
Employees

Leave Taken*
Leave
Hours

Annual

Sick

Comp.

Other+

Total Leave Hours
MCFRS

1,121

578,392

187,730

144,908

85,393

155,586

MCPD

1,456

565,906

184,648

117,341

105,928

146,026

Other

1,131

421,077

163,715

104,318

37,758

113,854

DHHS

1,038

405,624

153,489

109,927

27,504

113,747

DOT

1,013

367,232

136,018

107,535

27,640

94,408

DOCR

447

187,035

64,275

47,746

22,545

47,781

DGS

358

141,864

50,439

37,840

16,934

34,971

DLC

225

75,249

28,851

19,206

6,157

20,508

Total

6,789

2,742,379

969,163

688,911

329,858

727,149

Average Hours per Employee
MCFRS

1,121

516

167

129

76

139

MCPD

1,456

389

127

81

73

100

Other

1,131

372

145

92

33

101

DHHS

1,038

391

148

106

26

110

DOT

1,013

363

134

106

27

93

DOCR

447

418

144

107

50

107

DGS

358

396

141

106

47

98

DLC

225

334

128

85

27

91

Average
6,789
404
143
101
49
107
* The Total Leave data in this table includes several types of leave collected in MCtime, but not listed here,
including furlough leave, religious leave, military leave, and “Other” leave. Consequently, the data in the
individual leave columns in this table do not sum to the Leave Hours data.
+ In this table, “Other” includes holiday leave, personal leave, administrative leave, disability leave, and
unpaid leave.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012

Leave Balance. Employee leave balances represent the running total of the leave hours employees
have accrued minus the leave hours they have used. OLO looked at annual and sick leave balances
and found:
•

Annual leave balances ranged from 16 hours per year of service in DOCR to 27 hours in DLC.

•

Sick leave balances ranged from 36 hours per year of service in DHHS to 69 hours in MCPD.

•

Non-ERS members had a higher annual leave balance per year of service (25 hours) than
ERS members (19 hours).

•

ERS members had higher sick balances per year of service (55 hours) than Non-ERS
members (42 hours).
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Finding #9:

Employee availability among full-time Executive Branch employees averaged 81
percent. Among the seven largest Executive Branch departments, employee
availability ranges from 79 percent in MCFRS to 84 percent in DLC.

To determine Executive Branch employees’ availability,9 OLO compared the total time that
employees were at work (“regular hours”)10 to the time employees were on leave. The annualized
data in the table show that DLC employees had the highest availability (83.8% of the time) and
MCFRS employees had the lowest availability (78.7% of the time). By employee group,
unrepresented employees had the highest availability (84% of the time) and IAFF members had the
lowest availability (79% of the time).
Annualized Breakdown of Executive Branch Employees’ Availability and Leave Taken
Total Hours
Worked

Total Leave
Hours

Availability

Department
DLC

390,597

75,249

83.8%

DOT

1,733,418

367,232

82.5%

Other

1,926,461

421,077

82.1%

MCPD

2,460,840

565,906

81.3%

DHHS

1,731,989

405,624

81.0%

DGS

602,464

141,864

80.9%

DOCR

740,639

187,035

79.8%

2,135,113

578,392

78.7%

MCFRS
Total*

11,721,521

2,742,379

81.0%

Employee Group
Unrepresented

1,612,822

341,841

82.5%

FOP

1,766,468

392,938

81.8%

MCGEO

6,300,658

1,451,793

81.3%

IAFF

2,041,573

555,808

78.6%

Total*

11,721,521

2,742,379

81.0%

* Note: The data may not sum to totals due to rounding
Source: MCtime annualized data for January 2, 2011 – June 30, 2012

9

The data on MCFRS employees’ regular hours include hours worked when MCFRS employees traded shifts.
It should be noted that regular hours may include time spent in training that may be recorded as regular work
hours, even if the employee is not completing position-specific tasks.
10
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Finding #10: Employees who used the most leave were at work 80 percent of the time or less.
Employees who used the least leave were at work 85 percent of the time or more.
OLO reviewed MCtime data to see how much time employees were at work. The table below
summarizes data for the 25 percent of employees in each department who used the most and the least
leave. Data for the highest leave users (on the left side of the table) shows these employees were at
work 80% of the time or less. Data for the lowest leave users (on the right hand side of the table)
shows these employees were at work 85% of the time or more.
Highest and Lowest 25% of Leave Users, by Department, January 2, 2011 – June 30, 2012
Highest Leave Users
Employees Worked This
Department
% of Time or Less
MCFRS
DOCR
DHHS
DGS
Other
MCPD
DLC
DOT

Lowest Leave Users
Employees Worked This
Department
% of Time or More

77%
78%
79%
79%
79%
78%
80%
80%

DLC
DOT
DOCR
DGS
MCPD
Other
MCFRS
DHHS

88%
88%
86%
86%
86%
86%
85%
85%

Source: MCtime data for January 2, 2011 – June 30, 2012

The data below shows that the highest five percent of leave users account for between 10 percent (DHHS)
and 15 percent (DOCR) of all leave taken in each department. These data were not annualized.
Amount of Leave Used by Highest Five Percent of Executive Branch Leave Users,
January 2, 2011 – June 30, 2012
% of Total Department
Leave Used
Department
DOCR
DOT
MCFRS
DGS
MCPD
DLC
DHHS
Other
Employee Group
FOP
IAFF
MCGEO
Unrepresented

15.5%
14.3%
13.3%
12.5%
12.4%
12.0%
9.7%
9.6%
13%
13%
12%
10%

Source: MCtime data for January 2, 2011 – June 30, 2012
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Finding #14

Employees are put on Temporary Disability Leave when they injure themselves
on the job and await a determination of whether they will be covered under the
State Workers’ Compensation system. Temporary Disability Leave made up 33
percent of all administrative leave and just under two percent of all leave.

Executive Branch employees were on administrative leave for 151,129 hours – or approximately six
percent of all leave, according to the annualized data. The largest category of leave (33% of admin.
leave) was temporary disability leave. Twenty-five percent of all administrative leave was
generically classified as “other.”
Annualized Summary of Executive Branch Employees’ Administrative Leave Use
Administrative Leave Used

Type of
Administrative Leave

Total Hours

% of Total

Temporary Disability

49,205

33%

Other Admin. Leave

37,280

25%

Professional Development

19,969

13%

Bereavement

18,517

12%

Union Business

16,628

11%

Relieved from Duty

4,916

3%

Jury Duty

3,267

2%

Court Appearances

1,011

1%

335

0%

Temporary Disability – FMLA
Total

151,129

100%

Note: Hours may not sum to total due to rounding.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012

Time on Temporary Disability. From January 2011 through June 2012, 657 employees were put
on administrative leave for “Temporary Disability.” During this time period, each employee on
Temporary Disability leave was on leave an average of 100 hours, or twelve and one half days (based
on a 2,080-hour workyear).
Public Safety Work Group. In May 2012, representatives from the several County departments
(MCPD, MCFRS, DOCR, OHR, OMB, and Finance) formed a Public Safety Work Group to discuss
and address increasing costs associated with worker’s compensation. The group aims to take a
“whole program” approach to worker’s compensation, including light duty, disability management,
and disability retirement.
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OVERTIME
Finding #11: Executive Branch employees worked approximately one million overtime hours;
departments that maintain minimum staffing requirements account for roughly 90
percent of these hours.
County regulations and collective bargaining agreements permit departments to authorize overtime work.
Departments with minimum staffing requirements (such as DOCR, MCPD, DOT and MCFRS) use
overtime to backfill positions left open when employees use scheduled or unscheduled leave.
Annualized data show that Executive Branch employees worked approximately 11.7 million regular
hours and 1.1 million overtime hours. Three of the four departments with minimum staffing
requirements – MCFRS (34%), DOT (23%) and MCPD (23%) – accounted for 80 percent of all
overtime hours. Corrections, the fourth department with minimum staffing requirements, accounted
for another nine percent. By union, MCGEO employees accounted for almost half of all overtime
hours (42%), followed by IAFF (34%), FOP (17%), and unrepresented employees (7%).
Percent of Total Overtime Hours, by Department
Department
% of All Overtime Hours

MCFRS

DOT

MCPD

DOCR

Other

DGS

DHHS

DLC

Total

34%

23%

23%

9%

4%

3%

2%

1%

100%

Source: MCtime data for January 2, 2011 – June 30, 2012

Paid Overtime Versus Compensatory Leave. Employees can either be paid for overtime or earn
compensatory time off. Of the total overtime worked, 91 percent was paid overtime. Across the
County Government, employees worked an average of 138 paid hours of overtime and 13
compensatory leave hours of overtime (an approximate rate of ten to one). DOT had the highest
number of paid hours to compensatory hours of overtime; for every one hour of compensatory hour
earned, DOT employees worked 110 paid overtime hours. MCFRS and IAFF had the highest overall
average for paid overtime (333 hours and 348 hours, respectively) while unrepresented employees
had the highest compensatory leave average (30 hours).
Cost of Overtime Hours. OLO estimates that the overtime work of the 6,789 full-time employees that
OLO examined cost the County Government approximately $63.3 million between January 2011 and
June 2012. Public safety departments (excluding Sheriff’s Office) accounted for 70% of all overtime
costs. MCFRS accounted for 43% of all overtime costs. Comparing by union, IAFF and MCGEO
employees accounted for 43% and 38% of estimated overtime costs, respectively.

Finding #12: Nine percent of all hours worked by Executive Branch employees were overtime
hours. On average, employees worked one overtime hour for every 11 regular
hours worked.
Annualized data show that Executive Branch employees worked 12.8 million total hours, including
approximately 1.1 million overtime hours (9% of all hours worked) and 11.7 million regular hours.
The data in the table below show that MCFRS had the highest share of overtime hours (15%).
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Overtime as a Percent of All Hours Worked, by Department
Department

MCFRS

DOT

DOCR

MCPD

DGS

DLC

Other

DHHS

Total

15%

13%

12%

9%

5%

4%

2%

1%

9%

% of Total Hours
Worked as Overtime

Source: MCtime data for January 2, 2011 – June 30, 2012

Alternatively, employees worked one hour of overtime for every 11 regular hours worked. The
distribution, however, varies by department. For example, DHHS employees work 78 regular hours for
every one hour of overtime, while MCFRS employees work six regular hours for every overtime hour.
Number of Regular Hours Worked for Each Overtime Hour, by Department
Department

DHHS

Other

DLC

DGS

MCPD

DOCR

DOT

MCFRS

Total

# of Regular Hours Worked for
Every One Overtime Hour

78

45

24

18

10

8

7

6

11

Source: MCtime data for January 2, 2011 – June 30, 2012

By Union. IAFF members had the most overtime hours as a percent of hours worked (16%) and FOP
members had the second highest (10%). Unrepresented employees and MCGEO members had similar
overtime as a percent of hours worked (5% and 7% respectively). On average, IAFF employees worked
five regular hours for every one hour of overtime while FOP, MCGEO and unrepresented employees
worked 9, 14 and 21 regular hours (respectively) for every one hour of overtime.

Finding #13: Approximately 83 percent of Executive Branch employees logged overtime hours
between January 2011 and June 2012; five percent logged over 1,000 hours each.
Between January 2011 and June 2012, 83 percent of Executive Branch employees (5,605 employees)
worked overtime hours. The table below shows, except for DHHS, between 85 percent and 96
percent of employees in each department worked some amount of overtime.
Approximately 35 percent of these employees worked fewer than 100 hours while another 20 percent
worked 500 hours or more, including 5 percent (260 employees) who worked at least 1,000 hours.
Three of the departments with minimum staffing requirements accounted for the highest shares of the
employees who worked more than 500 hours, i.e., MCFRS (44%), DOT (26%) or MCPD (19%).
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Number of Employees Who Worked Overtime, by Department,
(January 2011 through June 2012)
Overtime
Hours*

MCPD

MCFRS

0-99 Hours

358

190

139

80

171

429

126

100-199 Hours

305

112

126

78

38

76

200-499 Hours

537

290

387

188

70

500-999 Hours

188

309

244

62

1,000+ Hours

17

172

47

22

Total

1,405

1,073

DOT

DOCR

943

DGS

430

Total

%

496

1,989

35%

44

119

898

16%

24

36

81

1,613

29%

23

5

4

10

845

15%

0

1

0

1

260

5%

5,605

100%

302

DHHS

535

DLC

210

Other

707

Source: MCtime data for January 2, 2011 – June 30, 2012

By Union. MCGEO accounted for 51 percent of all employees who worked overtime and had the
highest number of members in each range in the table above except for “1,000+ Hours.” IAFF had the
highest number of members working “1,000+ Hours,” accounting for 66 percent of employees in this
group; 17 percent of IAFF employees who worked overtime worked more than 1,000 hours.
Finding #14: Roughly nine percent of all overtime hours were logged in pay periods when an
employee also worked 40 or fewer regular hours. Employees worked more than
5,000 overtime hours in pay periods where they worked no regular hours.
During the 18-month period reviewed, Executive Branch employees who worked at least three pay
periods that included 40 or fewer regular hours and overtime hours – worked 132,128 hours of
overtime. Employees worked 5,393 overtime hours in pay periods in which they worked zero regular
hours. Note that events such as vacations can result in fewer regular hours worked in a pay period
(e.g., an employee takes one week of vacation and works overtime during the other week in the pay
period). These data are summarized in the next table.
Overtime Hours Worked In Pay Periods with 40 or Fewer Regular Hours Worked11
Working Overtime in a Pay Period when Working 40 or Fewer Regular House (3+ pay periods)
# of Hours

132,128 hours

# of Employees

1,050 employees

Working Overtime in a Pay Period when Working One or Two Days in a Pay Period (any pay period)
# of Hours

18,520 hours

# of Employees

60 employees

Working Overtime in a Pay Period when Working No Regular Hours in a Pay Period (any pay period)
# of Hours

5,393 hours

# of Employees

245 employees

Source: MCtime data for January 2, 2011 – June 30, 2012
11

OLO did not look at “Other” departments for this analysis. OLO calculated this data using 48 hours in a pay period for
MCFRS 2,496 employees.
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Employees Who Worked Overtime with Low Numbers of Regular Hours. Approximately 8
percent of all overtime was worked when employees worked less than half the regular hours in the
same pay period as the overtime.12 MCFRS had the highest percent of department overtime (12%)
worked by employees who worked less than half the regular hours in a pay period. Half of the
employees in this group were MCGEO members.
This pattern of overtime use is most prevalent in MCFRS, which had: 1) almost one third of all employees
who worked fewer than half the regular hours in a pay period (307 out of 959); 2) 80 percent of employees
(59 out of 74) with this pattern in 10 or more pay periods: and 3) 90 percent of employees (57 out of 60)
who worked overtime while working fewer than one or two days in the pay period.
Employees Who Work Overtime While Working No Regular Hours. A total of 245 employees
worked overtime hours during pay periods while working no regular hours – 4 percent of all employees
who logged overtime. Sixty-two percent were MCFRS employees. Approximately 2.5 percent of MCFRS
overtime was worked by employees who had no regular hours in the same pay period.
For these employees in these specific pay periods, each employee averaged 22 overtime hours; with a
high of 27 overtime hours for the average MCFRS employee to a low of 9 hours for the average
employee in DOT, DGS and DHHS. The union data show similar numbers – IAFF employees
averaged 27 hours and MCGEO employees averaged 9 hours.

DATA MANAGEMENT
Finding #15: The County Government does not monitor or analyze employee leave use across
departments.
Absent Office of Human Resources initiatives to centralize the administration of specific leaverelated tasks, such as the review and approval of FMLA leave applications, individual departments
have direct responsibility for administering leave and they develop and implement their own leave
administration systems.
OHR has no centralized requirements or procedures in place for reporting13 or monitoring employees’
leave use across the County Government as a whole. Instead, OHR allows individual departments
the discretion to monitor their employees’ leave use, or not.
OLO found that some departments have a process to track and monitor employee leave use for the
whole department (e.g., DOCR) while other departments do not (e.g., DHHS). The County
Government, by extension, does not analyze overall employee leave use, which could allow it to
identify trends in leave use, disproportionate use of certain types of leave, and/or disproportionate
leave use in specific departments.

12

This data was calculated based on 48 hours for MCFRS 2,496 employees and 40 hours for all other employees.
These data were also calculated based on one day for MCFRS 2,496 employees and two days for all other
employees.
13
This does not refer to employees’ recording of leave in MCtime, which is standardized and is administered by the
Department of Finance.
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Finding #16: OLO found inconsistencies and variation in MCtime time and attendance data
for Executive Branch employees. These issues suggest better internal controls
and/or more training may be needed to improve departments’ administration
and recordation practices.
MCtime is the County Government’s web-based application used to record time and attendance – an
electronic timecard. While MCFRS, MCPD, and DOT’s bus operators and Division of Highway
Services use scheduling software that transfers data to MCtime, MCtime is the repository for all
County Government time and attendance data. The first County Government departments began using
MCtime in February 2007 and all departments were using it as of August 2010.
OLO reviewed MCtime data from January 2011 through June 2012 and found both inconsistencies in
the MCtime data and wide variations in leave use among departments.
MCtime Data Inconsistencies. An MCtime glossary indicates that two MCtime data points reflect
the sum of the hours an employee worked in a pay period (Regular Hours) and the hours of leave
taken. The glossary notes that these two data points should match “if the timecard has been
completed correctly.” Written as an equation:
Regular Hours + Total Leave = Total Hours Toward Schedule = Expected Hours
OLO found hundreds of examples of pay periods where employees’ Regular Hours plus the Total
Leave did not equal the Total Hours Toward Schedule or the Expected Hours. OLO also found
hundreds of examples where the Total Hours Toward Schedule did not match the Expected Hours.
Departmental Data Variations. The use of certain types of leave varies widely among Executive
Branch departments. OLO expected leave use to vary a certain amount among employees throughout
the County Government; however, the size and extent of these variations leads OLO to question
whether other explanations besides normal variance could account for these differences. Possible
reasons for these variations could include:
•

Departments may use different rules for granting or implementing certain types of leave;

•

Departments may record the use of types of leave differently (or not at all) in MCtime; and/or

•

Employees may be misusing or abusing certain types of leave.

The following examples illustrate some of the inconsistencies noted by OLO.
Unscheduled Leave in MCFRS. To maintain minimum staffing requirements, MCFRS
representatives report that the department fills all positions on a daily basis when employees
call in for unscheduled leave. Between January 2011 and June 2012, although 25 percent of
all MCFRS leave was sick leave, only one half of one percent of MCFRS employees’ leave
was recorded in MCtime as unscheduled leave. By comparison, rates of unscheduled leave in
other departments ranged from 2.8 percent of all leave in MCPD to approximately 13.5
percent in DOCR and DOT. MCFRS representatives report that the department does not
record employee leave as “unscheduled” because the term is not defined in the IAFF CBA.
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FMLA Leave Data. FMLA leave made up less than 3.5 percent of total leave in
departments except for DOCR and DOT (7.7 and 8.0 percent of total leave, respectively).
Parental Leave Data. On average, employees in all but two departments used five or fewer
hours of parental leave between January 2011 and June 2012. DOCR employees, however, used
12 hours per employee, on average, while MCFRS employees used 37 hours per employee.
Finding #17: “Unscheduled” leave use occurs when employees take leave without giving
advance notice. Departments’ unscheduled leave data varies widely, implying
departments may inconsistently record leave as “unscheduled.”
Employees and supervisors are supposed to classify an employee’s leave as “unscheduled” in MCtime
if the employee takes leave without giving advance notice – when an employee calls in sick, for
example. High levels of unscheduled leave can lead to an employee being placed on annual leave
restrictions. It can also increase departments’ overtime costs when managers fill open shifts to meet
minimum staffing requirements. The annualized data in the table below show that, on average,
unscheduled leave use per employee ranged from 3 hours in MCFRS to 57 hours in DOCR. In other
Executive Branch departments, annual and sick leave made up between 66% and 88% of all
unscheduled leave; in MCFRS, annual and sick leave accounted for only 11% of unscheduled leave.
Annualized Summary of Executive Branch Employees’ Unscheduled Leave Used, by Department
Unscheduled
Leave Hours

Average
Hours Per
Employee

% of Total
Leave

Percent of Unscheduled Leave
Annual

Sick*

All Other

Department
DOCR

25,415

57

13.6%

8%

75%

17%

DOT

49,499

49

13.5%

15%

57%

28%

DLC

6,853

31

9.1%

26%

62%

12%

DHHS

24,924

24

6.1%

19%

50%

31%

Other

19,986

18

4.7%

15%

63%

21%

DGS

5,301

15

3.7%

17%

49%

34%

MCPD

16,015

11

2.8%

13%

58%

29%

MCFRS

2,868

3

0.5%

6%

5%

89%

Total+

150,861

22

5.5%

15%

59%

27%

Employee Group
MCGEO

134,721

36

9.3%

15%

60%

25%

11,855

13

3.5%

18%

60%

22%

FOP

1,999

2

0.5%

2%

17%

80%

IAFF

2,287

2

0.4%

1%

<1%

99%

Unrepresented

Total+

150,861

22

5.5%

15%

59%

27%

*Note “Sick” is combined Sick Leave and Family Sick Leave.
+Numbers may not sum to “Total” due to rounding.
Source: MCtime annualized data for January 2, 2011 – June 30, 2012
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Finding #18: Use of family sick, FMLA, and parental leave varied widely across departments,
suggesting an inconsistent recordation of these types of leave across Executive
Branch departments.
Overall, from January 2011 through June 2012, OLO found the following rates of use for family sick,
FMLA, and parental leave among County employees:
Number of Employees
Using Leave

Average Hours per
Employee

3,982
1,147
391

46 Hours
119 Hours
161 Hours

Family Sick Leave
FMLA Leave
Parental Leave

However, the data show significant variance in these types of leave among departments, shown below.
For example, while FMLA leave made up approximately three percent of all Executive Branch leave, it
made up eight percent of DOCR’s and DOT’s total leave. Parental leave accounted for one percent or
less of total leave in all departments except in MCFRS (4.7% of total leave) and in DOCR (1.9% of
total leave). It is unclear from the data alone why these variances exist.
Percent of Leave, by Department
Department

Percent of Departments’ Leave
Family Sick

FMLA

Parental

DGS

3.3%

2.9%

0.6%

DHHS

3.7%

3.4%

0.6%

DLC

3.1%

1.3%

1.0%

DOCR

3.0%

8.0%

1.9%

DOT

3.8%

7.7%

0.3%

MCFRS

6.0%

1.4%

4.7%

MCPD

5.0%

1.3%

0.7%

Other

3.7%

3.2%

0.6%

4.4%

3.3%

1.50%

Total

Centralization of FMLA. The Office of Human Resources has attempted to improve the uniformity
in FMLA leave administration by transferring the management of FMLA leave review and approval
from the individual departments to a position in OHR, effective December 1, 2012. The new
position will be responsible for FMLA among other responsibilities (e.g., managing the County
Government’s drug-testing program, serving as the custodian of County Government medical
records). Department representatives report that they support the centralization of the FMLA
function; they expressed concerned, however, that one person will have difficulty overseeing the
FMLA responsibilities and all of the job’s other responsibilities.
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Chapter VIII. Recommendations
Employee availability and leave use in the County Government is governed by three collective
bargaining agreements (CBAs) and the County Government’s Personnel Regulations. The Office of
Legislative Oversight (OLO) found that the administration of leave use in the County Government is
decentralized – departments are responsible for developing their own policies and processes for
implementing the leave provisions in the CBAs and the Personnel Regulations. Consequently, leave
administration varies widely across County Government departments and employee leave use varies
among departments and employee groups.
Understanding and analyzing employee availability can help an employer quantify costs associated
with employee leave use and can help identify opportunities to improve leave administration and
increase employee availability. One survey estimated that the total cost of employee leave can equal
35 percent of an employer’s base payroll,1 while another survey found that 50 percent of employers
did not know the cost of employee leave in their organization.2
This chapter outlines recommendations to revise aspects of leave administration with the goal of:
•

Increasing the analysis of leave use to identify trends and patterns within and across departments;

•

Developing more uniform processes for administering leave across departments;

•

Increasing training of managers, supervisors, and employees to enhance
manager’s/supervisor’s understanding of leave administration and improve the accuracy of
data collected on employee leave use; and

•

Identifying opportunities to limit inappropriate use of leave and increase employee availability.

Recommendation #1: Request that the County Executive expand the role of the Office of
Human Resources in County leave administration.
OLO found wide variation in departments’ leave-related practices and procedures in the Executive
Branch’s seven largest departments. Feedback gathered from department representatives reveal that
department managers would like additional assistance and guidance from the Office of Human
Resources related to leave administration.
OLO suggests that the Office of Human Resources actively increase its role in leave administration
in order to enhance consistency across departments and to develop a routine process for examining,
analyzing, and reporting on leave use across County Government departments. Opportunities for
additional oversight and direction from OHR include the following:
A. Develop mandatory training for managers and supervisors related to leave administration,
reporting, and monitoring.
B. Ensure that employees are trained on how to correctly report leave use.
C. With the input of department representatives, identify areas where developing consistent
processes for leave administration across departments would improve departments’ leave
administration. Develop and implement these processes.
1
2

Survey on the Total Financial Impact of Employee Absences, Mercer, at p. 8 (June 2010).
The Missing Piece of Absence Management – Turning Data into Dollars, Liberty Mutual, at p. 4 (April 2011).
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D. Evaluate, and if worthwhile, develop a simple electronic process for requesting, approving,
and monitoring employee leave use for all departments.
E. Take all necessary steps to ensure that departments accurately collect and record data in MCtime.
F. Closely monitor the new FMLA leave review and approval process. Develop a methodology
for analyzing and reporting data on FMLA leave use.
Recommendation #2: Request a bi-annual report from the Executive Branch on employee
attendance and leave use.
In order to continue to enhance its understanding of employee leave use, OLO recommends that the
Council ask the County Executive to establish a regular schedule for reporting on leave use to the
Council. The Council should request a bi-annual (twice a year) written report on employee leave use
and trends (similar to the data presented in this report) and request an annual discussion with
Executive Branch employees about employee leave use. Bi-annual reports should include the
following types of data for all County Government departments:
•
•
•
•
•
•

Employee availability;
Employees’ use of the following types of leave: annual, sick (individual and family),
personal, compensatory, paid time off, FMLA, and administrative;
Employees’ use of unscheduled leave;
Employee overtime use;
Trends over time for the above data; and
The Executive’s interpretation of trends and changes in leave usage.

Recommendation #3: Review and determine whether there is a reasonable number of
required regular hours that an employee should work before being able
to work overtime hours.
MCtime data for the time period analyzed show that 1,045 Executive Branch employees worked
overtime in at least three pay periods when they worked fewer than half their regular hours. Another
245 employees worked overtime in at least one pay period in which they worked no regular hours.
In a conversation with Executive Branch staff, the Council should review the rules and policies that
allow employees to work overtime in pay periods where they work less than their expected hours.
OLO recognizes that there are some circumstances in which an employee might work overtime while
not working all regular hours (e.g., when an employee takes one week of vacation during a pay period
and works overtime in the other week). Points to consider in this discussion include:
•

What are the legitimate times when an employee will work overtime in a pay period while
working fewer than all expected hours?

•

When is it inappropriate for employees to work overtime in a pay period while working
fewer than all expected hours? Should there be a minimum number or percent of hours
worked as regular hours before being eligible to work overtime?

•

What changes can be made to limit inappropriate use of overtime in this circumstance?

The Council should decide whether to change current policies to limit employees’ use of overtime in
pay periods where they also take leave.
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Recommendation #4: Ask the County Executive to undertake a more in-depth review of
certain issues related to employee leave.
In the course of this study, OLO’s data analysis revealed areas or issues that may merit further study.
OLO recommends that the Council consider asking the County Executive to do a more in-depth
analysis and report back to the Council on the following topics.
1. Review and, if necessary, revise the process surrounding Workers’ Compensation
program processing times and claim recordation practices.
OLO’s examination of Workers’ Compensation data and interviews with Executive Branch
employees revealed concerns with Workers’ Compensation claims among department managers and
supervisors. Executive Branch staff identified concerns about the length of time required for the
County Government’s Third Party Administrator – who makes determinations of whether an injury
qualifies under the Workers’ Compensation laws – to make those determinations.
In addition, data on Workers’ Compensation claims show that 45% of claims classify the source of
an employee’s injury as “Not Otherwise Classified.” While the County Government uses nationally
standardized codes to classify employees’ injuries, the Executive could explore ways to classify
injuries more specifically.
2. Examine options to improve sick leave management and support ongoing County
efforts to promote a healthier workforce.
Sick leave made up one half or more of all unscheduled leave in Executive Branch departments
(except MCFRS) during the time period reviewed. Representatives in the seven largest Executive
Branch departments and union representatives report that some employees use sick leave as if it is
annual leave – using all leave accrued during the year even when they are not sick. Some employees
call in for unscheduled sick leave when they request and are denied annual leave.
Employees in the County Government’s defined benefit pension retirement plans have an incentive
to save sick leave because they can apply the leave toward their credited service when they retire and
increase their pension benefit. Employees in the County Government’s other retirement plans have
no similar incentive to save sick leave.
Specific questions may include: (1) To what extent is sick leave use a consequence of reduced/
constrained staffing levels? (2) What options exist to incentivize employees to use less sick leave?

In addition to reviewing sick leave management, the Council should continue to support efforts to
reduce sick leave use by promoting a healthier workforce. Two examples underway are the
Council’s decision to create and fund a Wellness Coordinator position within County Government
and the review of efforts to enhance disease management programs across the County agencies
(based on the recommendations of the Council’s Task Force on Employee Wellness and
Consolidation of Agency Group Insurance Programs). The Task Force found that, over the longterm, successful wellness and disease management programs can improve health outcomes.

OLO Report 2013-3, Chapter VIII

103

March 5, 2013

Employee Work Hours and Leave in Montgomery County Government

3. Undertake a more in-depth analysis of Montgomery County Fire and Rescue
Services leave usage and recordation practices.
The Montgomery County Fire and Rescue Services is an outlier in several leave categories (both
significantly above and below the average for Executive Branch departments). OLO recommends
that the Council ask the County Executive to perform a more in-depth assessment and analysis of
MCFRS employee work hours and leave use. Any analysis should include a review of MCFRS’
work schedules and leave policies (i.e., not recording unscheduled leave in MCtime), the monitoring
of leave use, and the costs of leave use.
Total Absence Management Study
Recommendations #1 through #4 identify opportunities to review and/or revise current leave
administration policies and practices in the County Government. Recommendation #5 suggests that
the Council endorse a recommendation by the County Government’s Public Safety Work Group to
engage a consultant to perform a Total Absence Management study across the County Government.
The results and recommendations that would come from a Total Absence Management study may
restate or build on the recommendations in this report.
Recommendation #5: Recommend that the County Executive engage a consultant to undertake a
study on Total Absence Management across the County Government, as
recommended by the County Government’s Public Safety Work Group.
A Total Absence Management study entails measuring employee absence and using the information to
manage absence holistically – across a whole organization – rather than in pieces. The County
Government’s Public Safety Work Group has recommended that the County engage an expert in absence
management to undertake such a study. This type of study could build on the information provided in
this report and capitalize on the expertise of professionals who study absence management.
OLO recommends that the Council endorse the Public Safety Work Group’s recommendation to
undertake a Total Absence Management study for the County Government. The study should
include a review of department staffing levels and work plans, which can help to better predict
staffing and overtime needs.
If the County Executive does pursue a Total Absence Management study in the near future, OLO
recommends that the Council ask the County Executive to transmit the results of the study to the
Council at the study’s completion. OLO recommends that the Council ask the Executive to provide a
written report within 90 days stating the Executive’s intention, and if applicable, a timeframe for
pursuing a Total Absence Management study. Should the Executive pursue a study, OLO
recommends that the Council ask the Executive to review the study’s recommendations before
pursuing the systematic changes described in the above recommendations.
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CHAPTER IX. Agency Comments on Final Draft
The Office of Legislative Oversight circulated a final draft of this report to the Chief Administrative Officer
for Montgomery County. OLO appreciates the time taken by agency representatives to review the draft and
provide comments. OLO’s final report incorporates technical corrections and comments provided by agency
staff.
As of this printing, the Chief Administrative Officer’s comments were not available. The comments will be
made available in the packet for joint Public Safety/Government Operations Committee worksession on this
report.
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