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RECOMMENDATION
Staff Recommends That The City Council Accept An Informational Report On Overtime
Expenditures In The Fire And Police Departments.
EXECUTIVE SUMMARY
In response to Fiscal Year (FY) 2016-17 Fourth Quarter Revenue and Expenditure report
presented at the October 24, 2017 Finance and Management Committee, Council requested
that staff provide more information on overtime expenditures in both the Oakland Police
Department (OPD) and the Oakland Fire Department (OFD). The request included information
on the year-to-date overtime results and projections for FY 2017-18 and the policies,
procedures, and processes in place in the Departments for authorizing and controlling overtime.
As shown in Table 1, based on year-to-date overtime expenditures, both OFD and OPD are
projected to overspend their overtime budgets in FY 2017-18 in the General Purpose Fund
(GPF). OFD is projected to overspend by $20.78 million, while OPD is projected to overspend
by $17.50 million. Both OPD's and OFD's projection includes overtime for special deployments
(e.g. recent hurricanes and fires to the extent they are funded in the GPF) and other
reimbursable events.
Table 1. FY 2017-18 Overtime Projection v. Adopted Budget in the GPF

Fire Department
Police Department

Projected OT
FY 2017-18
$22,267,155

Budgeted OT
FY 2017-18
$1,484,959

Projected (Over) /
Under Budget
($20,782,196)

$29,933,629

$12,435,458

($17,498,171)

The key drivers of overtime expenditures for OFD and OPD are service levels, MOU
requirements, and legal mandates. Overtime expenditures are largely the result of backfill due
to vacancies, training, special assignments, and other negotiated provisions pursuant to
Memoranda of Understanding (MOU), such as leave accruals (vacation, sick, personal, etc.).
For OFD, a key driver of overtime is MOU mandated minimum staffing requirements in Fire
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Suppression. Overtime often results from mandated or high priority service provisions, including
compliance with the Negotiated Settlement Agreement (NSA), Measure Z, and special
operations to combat human trafficking.
There is no single solution to reduce overtime in OFD and OPD to those levels authorized in the
FY 2017-19 Adopted Budget. Both OPD and OFD have presented administrative and
procedural changes to reduce overtime and improve accountability. However, because overtime
expenditures are mostly driven by service levels and other labor provisions, the proposed
strategies are likely insufficient to reduce overtime spending to budgeted levels. Such a result
will require substantial changes to service levels and/or negotiated collective bargaining
agreements. Finance staff will continue to work with OPD and OFD to cooperatively explore
and implement measures to control expenditures and improve accountability.
BACKGROUND I LEGISLATIVE HISTORY
On October 24, 2017, staff in the Finance Department presented the FY 2016-17 Fourth
Quarter Revenue and Expenditure report to the Finance and Management Committee. This
report included an overview of the unaudited overtime expenditure results for all departments
across all funds, including in the GPF.
The report showed significant overtime overspending by both OFD and OPD relative to their FY
2016-17 Adjusted Budget. As shown in Table 2 below, as reported in the fourth quarter, OFD
overspent its overtime budget by $16.8 million, while OPD overspent its overtime budget by
$13.6 million in the GPF in FY 2016-17.
Table 2. FY 2016-17 Adjusted Overtime Budget & Unaudited Actuals in the GPF1
Fire Department
Police Department

Adjusted OT Budget
$2,207,715
$14,673,479

Unaudited OT Actuals
$19,011,360
$28,265,038

(Over) / Under Budget
($16,803,645)
($13,591,559)

In response to the year-end results, the Council requested that staff provide more detailed
information on overtime expenditures in both departments, including information on the
following:
•
•
•

Year-to-date overtime results and projections for FY 2017-18;
Policies, procedures, and processes in place in the Departments for authorizing and
controlling overtime; and,
Level of decision making authority by rank and accountability mechanisms.

The Council further requested that OFD and OPD articulate how they will control overtime
expenditures with actionable changes to policies, procedures, and processes, and
corresponding accountability mechanisms. While this report begins to answer the questions
and concerns raised by Council, further analysis is required to better understand the key drivers
of overtime, both budgetarily and operationally, and the options available to the City Council for
better controlling these costs, if warranted, in the future.
1 As

reported in the FY 2016-17 4th Quarter Revenue & Expenditure Report.
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ANALYSIS
Overtime is one tool used by departments to achieve service level objectives in a cost-effective
manner. There are no State or Federal laws that mandate a municipality provide a certain level
of Fire or Police services. Thus, the level of services provided are largely at the discretion of the
Mayor and City Council, who must balance the desired level of services with available funding.
That said, there are several service level requirements that the City must comply with such as
court approved settlements (e.g., Negotiated Settlement Agreement), voter approved local tax
measures (e.g., Measure Z), and other negotiated provisions achieved through the collective
bargaining process (e.g, minimum staffing for Fire Suppression).
In addition to the desired and/or mandated service levels, there are several other factors that
contribute to OFD's and OPD's overtime expenditures and budget overspending. These factors
include:
•

Vacancies;

•

Training and other special assignments;

•

Work rules and other negotiated provisions pursuant to Memoranda of
Understanding (MOU) such as leave accruals (vacation, sick, personal, etc.),
compensatory time, and minimum overtime thresholds for callback and/or court;

•

Occupational and non-occupational injuries and illnesses;

•

Requirements of the Fair Labor Standards Act (FLSA); and,

•

Cost-of-living adjustments without corresponding overtime budget increases.

Due to the range of factors that drive overtime, controlling overtime costs in OFD and OPD will
require a multi-pronged, comprehensive approach. While staff have attempted to answer the
questions posed by the City Council in this report, further analysis may be warranted. There is
no single solution to reduce overtime in OFD and OPD to those levels authorized in the FY
2017-19 Adopted Budget.
Historical Overtime Trends
Table 3 shows historical overtime expenditures in the Police and Fire Departments across all
funds for sworn and non-sworn employees. As shown below, overtime expenditures bottomedout in the aftermath of the Great Recession and steadily increased from FY 2010-11 to FY
2014-15. In the most recent years, overtime expenditures have come down slightly from their
prior peaks.
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Table 3. Historical Overtime Expenditures by Department - All Funds ($ in Millions)
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As shown in Table 4, the overtime results for OFD and OPD in the GPF for FY 2016-17 are not
an anomaly. In fact, over the last two biennial budget cycles, actual overtime expenditures in
the GPF have exceeded budgeted overtime by significant margins. From FY 2013-14 to FY
2016-17, OFD overtime expenditures in the GPF averaged approximately $19.1 million per
year, while OPD overtime expenditures averaged approximately $29.0 million per year.
Table 4. Budget v. Actuals Overtime Expenditures - GPF Only
Fire Department
Overtime Actual Expenditures
Overtime Budget (Adopted)
(Over) / Under Budget
Police Department
Overtime Actual Expenditures
Overtime Budget (Adopted)
(Over) / Under Budget

FY 2013-14
•
$14,827,027
$135,990
($14,691,037)
•
$26,112,356
$13,435,458
($12,676,898)

FY 2014-15

FY 2015-16

FY 2016-17

$22,757,669
$135,990
($22,621,679)

$20,660,394
$1,441,633*
($19,218,761)

$19,011,360
$1,484,119
($17,527,241)

$31,690,464
$15,571,768**
($16,118,696)

$27,779,646
$13,010,848
($14,768,798)

$28,265,038
$12,935,458
($15,329,580)

" Overtime budgetary increase due to inclusion ofFLSA Overtime Premiums ($1.3 Million)
** Overtime budgetary increase due to a one-time allocation of additional funds ($2.1 Million)

In the past, overspending on overtime has been offset by savings from vacancies, allowing for
departments to keep within their total personnel budget, despite exceeding budgeted overtime
levels. As departments fill positions, actual savings from vacancies has decreased, resulting in
overspending on personnel in the aggregate.
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Table 5. Budget v. Actuals Total Personnel Costs - GPF Only
FY 2013-14

FY 2014-15

FY 2015-16

FY 2016-17

$87,414,900

$105,834,345

$114,049,778

$116,343,756

88,108,643

103,245,964

114,954,925

120,862,609

Fire Department
Personnel Budget (Adjusted)
Personnel Actual Expenditures
_(Oven' Undm Budget

(693,743)'

(4 518,853.

2.588.381

Police Department
Personnel Budget (Adjusted)
Personnel Actual Expenditures
(Over) 1 Under Budget

161,739,502*

177,861,449

195,846,037

207,753,806

165,867,316

189,294,888

215,627,788

221,331,866

(4,127 814)

(11,433,439)

(19,781,750)

(13 578,060)

*Excludes $5.03 in supplemental mid-year appropriations to offset projected overspending.

An evaluation of overtime expenditures in isolation presents an incomplete picture. Since the
average hourly pay for workers generally increases due to negotiated wage adjustments, even if
the aggregate overtime hours are reduced, the total overtime expenditures can increase.
Therefore, it is important to consider the number of overtime hours worked. As shown in Table
6, over the last two budget cycles, both OFD and OPD have lowered the total number of
overtime hours worked from prior year peaks. In fact, OPD reduced the number of hours of
overtime by more than 20 percent from FY 2006-07 (505,214 hours, not shown in table) to FY
2016-17, total overtime expenditures increased.
Table 6. Overtime Hours Worked (All Funds) for Sworn and Non-Sworn
Fire Department
Sworn Hours
Non-Sworn Hours
Total Hours
—
Police Departme
Sworn Hours
Non-Sworn Hours
Tntal
1 Uldl MAI
nUlllo

FY2013-14

FY2014-15

FY2015-16

FY2016-17

309,328
14,505
323,832

330,939
14,344
345,283

325,320
14,792
340,112

292,750
16,558
309,308

328,113
67,274

388,836
69,313

326,584
67,776

324,670
65,363

OQC 1Q7
dVDydOf

ico
490, 140
l4o

iQA

OQfl nil

It is also important to consider historical staffing levels when considering overtime expenditures.
This data is included in this report as Attachment A.
FY 2017-18 Year-to-Date & Projected Overtime in the GPF
As shown in Table 7, across the eight pay periods in FY 2017-18 for which payroll data was
available, overtime expenditures in the GPF in OFD and OPD were $6.85 million and $9.21
million, respectively. Using a straight-line projection based on year-to-date payroll, OFD
overtime is projected to be $22.27 million in FY 2017-18, while OPD overtime is projected to be
$29.93 million.
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Table 7. FY 2017-18 Overtime Expenditures & Projected in the GPF
July
2017

August
2017

September
2017

October
20172

Sub-Total

Projected OT
FY17-18

Fire Department

$1,730,313

$1,980,257

$1,343,791

$6,851,432

$22,267,155

Police Department

$2,176,044

$1,797,072
$2,431,290

$2,791,952

$1,811,061

$9,210,347

$29,933,629

Additional detail on the FY 2017-18 overtime expenditures are provided in Attachment B and
Attachment C. As shown in Attachment B for OFD, the majority of overtime expenditures in
FY 2017-18 year-to-date are due to backfill in the Emergency Services/Suppression
organizational unit ($6.31 million). As shown in Attachment C for OPD, most overtime
expenditures are in the five District Areas, which includes overtime expenditures for Patrol
($3.14 million). Other large overtime expenditures in OPD occur in the Communications Unit
($572,034), Training Unit ($563,007), and Special Operations ($2.73 million).
Table 8 shows the FY 2017-18 projected overtime relative to the FY 2017-18 adopted budget.
At current levels, both OFD and OPD are projected to overspend their budgeted overtime levels
by significant margins.
Table 8. FY 17-18 Overtime Projection v. FY 2017-18 Adopted Budget in the GPF

Fire Department
Police Department

Projected OT
FY17-18
$22,267,155

Budgeted OT
FY 2017-18
$1,484,959

Projected (Over) /
Under Budget
($20,782,196)

$29,933,629

$12,435,458

($17,498,171)

Fire Department
OFD operates 25 fire stations located throughout the city, 24 hours per day, seven days per
week. OFD is responsible for fire prevention, suppression, mitigation, emergency medical
response and rescue activities within the city. OFD operates under a Memorandum of
Understanding (MOU) with the International Association of Firefighter Local 55 (Local 55) which
guides the working condition of OFD sworn personnel. OFD operates under an MOU with the
Port of Oakland which guides the Aircraft Rescue Fire Fighting (ARFF) Services provided at the
Oakland International Airport.
Minimum Staffing Requirements
Section 4.2.4 of the MOU between the City and Local 55 identified daily minimum staffing levels
for "Fire Suppression Staffing" of OFD sworn members. The Local 55 MOU minimum staffing
sets a daily number of sworn staff, broken out by specific classification, which must be in the
field at any given time. The total staffing equates to 137 sworn members per shift and 411
members to cover all three shifts. Further, Section 1 of the MOU between the City and the Port
of Oakland requires a minimum of six sworn personnel (one Officer and five Firefighters).

2 Payroll

data posted through pay period ending 10/20/2017.
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Table 9 shows the minimum fire suppression staffing that is required based upon these two
MOUs.
Table 9. Fire Suppression Minimum Staffing
Rank
Battalion Chief
Captain
Lieutenant
Engineer
Fire Investigator
Firefighter Paramedic
. Firefighter
Total Minimum Staffing

Daily
3
13
19
24
1
26
51
137

A, B, C Shifts
9
39
57
72
3
78
153
411

Sworn members are assigned as follows:
•

Three Battalion Districts staffed with one Battalion Chief each;

•

24 Engine companies staffed with a minimum of one Officer, one Fire Engineer, one
Firefighter Paramedic and one Firefighter;

•

One Aircraft Rescue Firefighter (ARFF) company staffed with a minimum of one Captain
and five (5) Firefighters;

•

Seven truck companies staffed as follows:
o

Three Truck companies with a minimum of one Captain and three Firefighters;

o

One Truck company with a minimum of one Captain, one Firefighter Paramedic
and two Firefighters;

o

Two Truck companies with a minimum of one Captain and four Firefighters;

o

One Truck company staffed with a minimum of one Captain, one Firefighter
Paramedic and three Firefighters;

o

One Fire Investigator.

OFD Relief Staff
Relief staff are utilized to cover minimum staffing requirements for coverage of Regular Day Off
(RDO). Additionally, relief staff are utilized to cover vacation, sick, disability, and unfilled
vacancies. Relief staff are paid at an overtime rate of 1.5 times their regular wage.
Telestaff is a record management program used by OFD to manage staffing and overtime.
Table 10 below shows the number of hours that require backfill on overtime to meet the
minimum staffing levels due to various paid leaves and vacancies. Analysis of OFD overtime in
FY 2016-17 shows that 93 percent of overtime was approved to meet the Local 55 and Port of
Oakland minimum staffing requirements.
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Table 10. Sworn Vacation. Sick. Disability Leaves & Vacancies in OFD
Vacation Hours Taken
Sick Hours Taken
4850 Hours Taken
Temporary Disability Hours Taken
Total Hours
# Sworn Vacancies (January 1)

FY08
88,045
23,328
46,183
9,577
167,133
39

FY09
92,699
28,902
56,503
9,314
187,418
53

FY10
90,288
42,415
79,167
7,631
219,501
65

FY11
87,311
44,741
67,323
13,536
212,911
23

FY12
67,763
50,921
54,561
26,355
199,600
40

Vacation Hours Taken
Sick Hours Taken
4850 Hours Taken
Temporary Disability Hours Taken
Total Hours
# Sworn Vacancies (January 1)

FY13
65,614
49,431
57,204
16,759
189,008
75

FY14
67,145
54,086
47,350
11,471
180,052
95

FY15
82,741
56,500
55,102
10,680
205,023
95

FY16
82,444
51,632
62,610
11,834
208,520
79

FY17
84,065
53,963
67,094
9,287
214,409
64

Measure Y and Measure Z Funding for Backfill
In FY 2007-08 through FY 2014-15, Measure Y provided $4.0 million each year for the OFD to
maintain adequate personnel resources to respond to fire and medical emergencies. This
funding offset sworn overtime backfill expenses incurred to meet daily staffing requirements. In
FY 2015-16 and FY 2016-17, Measure Z provided a significantly reduced amount of $2.0 million
each fiscal year for the OFD to maintain adequate personnel resources.
Current Drivers of Overtime
Currently, there are three Battalion Chiefs (BCs) in the field and two acting as Interim Deputy
Chiefs. As a result, two Captains have been placed in acting higher rank Battalion Chief
positions causing overtime in the Captain rank with one BC position open for regular overtime
backfill.
OFD also had four retirements during the first three months of the current fiscal year creating
backfill vacancies.
In addition, OFD averages 30 members per month on long term injury or long term nonindustrial leave. OFD currently has 40 members which has created 10 additional vacancies that
must be backfilled to maintain the minimum staffing requirements stipulated in the Local 55
MOU with the City of Oakland.
Another factor to consider is the cost of testing and evaluating our probationary firefighters.
Recruit Academy Class 2-15 recently completed their 18 month exams. Recruit Academy
Classes 1-16 and 2-16 also completed their 12 month examinations. These large recruit classes
requiring hiring back a cadre of proctors each shift to conduct these exams.
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The FY 2017-18 overtime expenditures reflect the various strike team, overhead and Urban
Search and Rescue (US&R) deployments that created a surge in overtime and backfill
expenses. In July, approximately ten percent (10%) of these expenses will be reimbursed to the
City. In August, approximately sixteen percent (16%) will be reimbursed and in September, the
reimbursed percentage increases to thirty-eight percent (38%). These deployments are
important, not only to the jurisdictions receiving assistance, but also because OFD members
gain experience that can be directly applied to emergencies that occur in the City of Oakland.
Furthermore, mutual aid deployments, such as North Bay Fires strengthen our capacity to
provide a coordinate regional response.
Injury and Illness Reduction
The safety, health and well-being of OFD personnel is critically important to achieving the
Department's mission, and there are a number of measures that have been taken to reduce
injury and illness. OFD is committed to complying with all applicable laws and regulations
governing workplace safety, and to work collaboratively with staff to identify and eliminate
conditions that negatively impact health and safety. For example, sworn personnel are required
to undergo an annual physical. In addition, OFD recently increased the number of sessions
available through the City's employee assistance program (EAP) to our sworn personnel.
The Table 11 shows a 2-year snapshot of the first three months of FY 2016-17 and FY 2017-18
to demonstrate sick ("SCK") and vacation ("VAC") leave usage in the Field Operations Bureau.
Table 11. Sworn Vacation. Sick Leave Comparison for FYs 2016-17 and 2017-18
Leave Code
VAC
SCK
VAC
SCK

July-16
9,017.5
5,519
July-17
10,833.5
3,968.5

August-16
8,135
4,985
August-17
9,258
4,440

September-16
7,397
5,530
September-17
7,280
3,759

This data demonstrates that sick leave has decreased while vacation leave has increased. This
increase in vacation between July and September may be attributable to the single vacation
draw change but would need more analysis to determine the cause.
OFD conducts occupational injury/accident investigations to determine what happened and if
there are precautions that can be taken to prevent future occurrences. The Department Safety
Officer looks at injury, illness and accident data to determine if there are trends that require a
change in training and Department operations.
Administrative Procedures for Controlling Overtime
OFD Policy and Procedure 400.9, Overtime Sworn Personnel provides guidance on overtime
approval, tracking and accountability. OFD sworn personnel utilize the TeleStaff system to track
staff hours, including overtime. This system can generate reports and data showing overtime
use.

Item:
Finance and Management & Public Safety Committees
December 5, 2017

Sabrina B. Landreth, City Administrator
Subject: Overtime Expenditures in the Fire and Police Departments
Date: November 17, 2017

Page 10

As of November 2017, all overtime requests outside of backfill of sworn and fire dispatch
vacancies must be submitted to the Fiscal and Administrative Division Manager for
review and to the Fire Chief for final approval.
In the short-term, the department will also be exploring options to address staffing shortages of
40-hour personnel that cause 24-hour shift personnel to be pulled to work on special projects
(e.g., Accela database, fleet and apparatus maintenance, and specialized response team
training) and that can result in overtime.
Oakland Police Department
When sharing information on overtime policies, procedures, and processes, it is important to
realize the significance of OPD's staffing limitations. OPD continues to address one of the
highest crime rates in the country with limited resources.
Meeting the demands of the community requires OPD to make up for a lack of adequate staffing
by deploying personnel on overtime. The alternative to substantial overtime use is an increase
to an already unacceptable crime rate and greater risk of Federal sanctions.
Though there has been improvement over the last three years, OPD continues to be the most
understaffed large city police department in the United States. Per the Uniform Crime Reports
(UCRs) published by the FBI, the number of violent crimes per OPD sworn member for 2016
(the most recent year available) is 8,08. The national large-city average for 2016 is 3.84 violent
crimes per sworn position. OPD has more than twice the number of violent crimes per sworn
member than the American large-city average. To meet this average, OPD would require an
additional 1,575 sworn personnel to supplement the budgeted 792 permanent sworn positions.
Patrol Officer Staffing in OPD
OPD presently has 285 officer positions assigned to Patrol. 240 of these positions are assigned
to provide 24-hour a day coverage in each of the 35 patrol beats.
The additional patrol officer positions are assigned to supplement coverage during peak call
times and times when certain resource-intensive incidents (such as shootings and sideshow)
occur most frequently. The additional patrol officer positions are assigned to tactical squads and
are also used to help reduce overtime by filling vacancies in the 35 patrol beats. Most of the
additional patrol officer positions are currently vacant due to severe staffing shortages.
All of the 240 regular patrol officer positions are assigned to three shifts in five patrol areas, as
provided below. Depending on the patrol area, day shift is 6:00 am until 4:00 pm or 7:00 am
until 5:00 pm and night shift is 9:00 pm until 7:00 am or 10:00 pm until 8:00 am. Swing shift is
2:00 pm until 2:00 am in every patrol area.
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Table 12. Patrol Staffing in OPD by District
Area 1
Day Shift
Swing
Shift
Night
Shift
Area 2
Day Shift
Swing
Shift
Night
Shift
Area 3
Day Shift
Swing
Shift
Night
Shift
Area 4
Day Shift

Sunday

Monday
8 officers
8 officers ; 8 officers
8 officers
8 officers

8 officers

Sunday
8 officers
8 officers

Monday
8 officers

8 officers
8 officers

8 officers

8 officers

Wednes
8 officers

8 officers
8 officers
8 officers

8 officers

8 officers

8 officers

8 officers

8 officers
8 officers
8 officers

8 officers

8 officers

8 officers 8 officers

8 officers

Sunday

Monday
8 officers

Tuesday
8 officers

8 officers
8 officers

8 officers 8 officers
8 officers
8 officers 8 officers

8 officers

8 officers

8 officers
8 officers

8 officers
8 officers
8 officers

8 officers

8 officers
8 officers
8 officers

Wednes
8 officers

Thursday Friday
Saturday
8 officers
8 officers 8 officers 8 officers
8 officers 8 officers
8 officers
8 officers
8 officers

8 officers

Saturday
8 officers
8 officers

8 officers

:

8 officers

8 officers

Saturday

8 officers 8 officers
8 officers
8 officers

8 officers

8 officers

Tuesday
8 officers

8 officers

8 officers
8 officers

Thursday Friday
8 officers 8 officers

8 officers

8 officers

Thursday Friday

Wednes
8 officers

8 officers

Monday

8 officers

8 officers

8 officers

Sunday

Saturday

8 officers

Tuesday
8 officers

Tuesday

8 officers :

Night
Shift

8 officers

Thursday Friday
8 officers
8 officers
8 officers 8 officers

8 officers

Monday

Night
Shift

Swing
Shift

8 officers
8 officers
8 officers

Sunday

8 officers

Day Shift

8 officers
8 officers

Wednes
8 officers

8 officers

Swing
Shift

Area 5

8 officers
8 officers

Tuesday
8 officers

Wednes
8 officers
8 officers

8 officers

8 officers

Thursday Friday
8 officers 8 officers
8 officers
8 officers 8 officers

Saturday
8 officers
8 officers

8 officers

8 officers

8 officers
8 officers

8 officers
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Swing
Shift
Night
Shift
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Sunday
Tuesday Wednes Thursday Friday
Monday
48
48
48
40
40
48
officers
officers
officers
officers
officers
officers
40
40
40
40
40
40
officers
officers
officers
officers
officers
officers
48
48
48
40
40
48
officers
officers
officers
officers
officers
officers
Italics indicate rotational day (only one group works at a time)

Saturday
48
officers
40
officers
48
officers

As can be seen from the TOTAL area of the above Table 12, there is usually a maximum of 40
officers available to cover 35 patrol beats. On Day Shift and Night Shift five days a week
(Thursday through Monday) there is a maximum of 48 officers available to cover 35 patrol
beats. These maximum staffing numbers are reduced by:
•

Unfilled positions

•

Injuries

•

Special assignment

•

Training

•

Vacation

•

Other time off

Since there are usually no more than 40 officers available to fill 35 patrol beats - before the
above reductions are taken into account - no more than five officers can be off before
alternatives are required to fill open beats. One of the alternatives is to use officers from the
tactical squads - if there is a tactical squad assigned to work on the particular day and time
when the patrol staffing shortage occurs. For much of 2017, the following has been the tactical
squad deployment schedule:

Area 1
6:00 pm4:00 am

Sunday
8
Officers

Monday

Area 4
6:00 pm4:00 am

Sunday
8
Officers

Monday

Area 5
2:00 pm12:00 am
6:00 pm4:00 am

Sunday
8
Officers
8
Officers

Monday
8
Officers

Tuesday

Wednes

Thursday
8 Officers

Tuesday

Wednes

Thursday
8 Officers

Tuesday

Wednes

Thursday

8 Officers

Friday
8
Officers

Saturday
8
Officers

Friday
8
Officers

Saturday
8
Officers

Friday
8
Officers
8
Officers

Saturday
8
Officers
8
Officers
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Mandatory Overtime to Fill Patrol Beats
Understanding OPD's past, present, and future overtime needs includes information about the
use of mandatory overtime to fill open patrol beats. OPD has not mandated patrol overtime
since late 2014. However, continuing severe staffing shortages may result in this practice being
revisited in 2018.
As discussed in a 2015 audit of overtime, "OPD lost 217 sworn officers between 2009 and 2013,
primarily due to layoffs, retirement, and resignation. In response to the staffing reductions, OPD
imposed mandatory overtime to ensure required minimum staffing on its patrol beats, increasing
by nearly 80 percent the amount of overtime worked by OPD sworn officers."3 Mandatory
overtime for OPD patrol began in October 2012 and ended on October 31, 2014. Between May
3 and August 1, 2014, there were an average of 262 open shifts per week that needed to be
filled with mandatory overtime.
NSA-mandated Backfill for Field Supervisors
The Negotiated Settlement Agreement (Task 20.2) requires OPD to backfill for field supervisors
(sergeants) when they are absent. With the approval of the Independent Monitoring Team,
OPD created administrative sergeant positions to reduce overtime and ensure consistency of
supervision. However, of the 17 administrative sergeant positions, only eight are currently filled.
Policies. Procedures, and Processes for Authorizing and Controlling Overtime
On May 23, 2017, the Department sent out a directive to all OPD commanders concerning
overtime use (Attachment D). This directive states the following:
•

Area Commanders shall maintain minimum staffing levels of 35 officers Citywide.

•

Overtime for backfill shall only be utilized to fill open patrol beats.

•

Area Commanders shall share resources (i.e., Sergeants and Officers) in lieu of
backfilling on overtime.

•

Area Commanders shall ensure the information contained on the Daily Notification
Report (DNR) is accurate with respect to patrol staffing.

•

Watch Commanders shall plan for staffing vacancies, in advance, to avoid unnecessary
backfilling on overtime.

•

Compensatory time, extra vacation leave requests, and training shall be reviewed and
approved, in advance, by a Watch Commander to minimize unnecessary overtime due
to backfilling.

•

Watch Commanders shall consider utilizing officers assigned to Tactical Squads in lieu
of backfilling on overtime.

•

Watch Commanders shall ensure overtime is not utilized on days and shifts when
overlap squads are available.

3 http://www.oaklandauditor.com/imaaes/oakland/auditreports/policeot.pdf.

cover letter, p. 1
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Since the issuance of the directive, the Department has worked through the BFO (Bureau of
Field Operations) 1 Deputy Chief and BFO 2 Deputy Chief to ensure that they are holding Area
Commanders and Watch Commanders to the directive. In addition to the above directions,
Watch Commanders have begun regularly using tactical squad personnel to fill vacant beats
whenever possible. While this has helped fill open beats, it has also resulted in decreased
availability of patrol officers at peak call-load times and during peak hours of shootings and
sideshow activities.
Additional Changes to Reduce Patrol Overtime
In addition to the above directive and subsequent changes in practice, OPD has substantially
changed the deployment schedule for tactical squads for the upcoming annual watch change.
Effective January 2018, the remaining tactical squads will be deployed in the following manner
to further mitigate overtime use in filling open patrol beats:
Area 1
6:00 pm4:00 am

Sunday

Area 5
10:00 am8:00 pm
6:00 pm4:00 am

Sunday

Monday

Tuesday
8 Officers

8 Officers

Wednes

Thursday

Friday

8 Officers

8 Officers

8 Officers
Friday

Monday

Tuesday

Wednes

Thursday

8 Officers

8 Officers

8 Officers

8 Officers

8 Officers

8 Officers

Saturday

Saturday

8 Officers

Redeploying the remaining tactical squads in the above manner will provide greater overtime
mitigation seven days a week across all three shifts. Only three tactical squads can be staffed
(and not fully) at the beginning of 2018 due to severe staffing shortages. If patrol staffing can be
increased in 2018, additional squads will be filled.
Additional changes being implemented in 2018 to help mitigate patrol overtime include:
•

Requiring sergeants and officers to schedule mandatory training when vacation dates
are selected for the year.

•

Limiting the number of officers taking vacation or completing training to one per squad
per week.

•

Implementing a minimum staffing mandate that requires time off requests be approved
on a department-wide basis rather than just the bureau or division level.

Overtime Reduction Working Group
In addition to the above directive and other measures OPD is taking to reduce overtime
for patrol, a working group has been formed to analyze overtime use and make additional
recommendations to reduce overtime. The Assistant Chief, all three Deputy Chiefs,
several Captains, and other key stakeholders have begun meeting to achieve the goal of
overtime reduction across the organization.

Item:
Finance and Management & Public Safety Committees
December 5, 2017

Sabrina B. Landreth, City Administrator
Subject: Overtime Expenditures in the Fire and Police Departments
Date: November 17, 2017

Page 15

Authorization for Backfill Overtime
The practice of OPD is to allow any commander or civilian manager to approve backfill
overtime as long as such overtime is necessary and appropriate. This is due to the often
urgent need to fill a patrol beat based on a last-minute occurrence such as an officer
calling in sick. The majority of these decisions are made by Watch Commanders, as they
have responsibility to ensure minimum patrol staffing. Backfill overtime is authorized for
patrol and a limited number of other assignments that have minimum staffing
requirements.
Decision Making and Accountability for Overtime
For patrol overtime, Watch Commanders make decisions and are held accountable for overtime
at the lowest level, as they are charged with ensuring minimum patrol staffing. Watch
Commanders report to Area Commanders (Captains), who report to the BFO 1 Deputy Chief
and BFO 2 Deputy Chief, then the Assistant Chief and finally the Chief of Police. Similar
decision making and accountability structures are in place all through OPD.
Salary Savings
OPD currently has 50 sworn vacancies. This number is expected to increase through the middle
of 2018. The projected savings based on all 50 of these sworn positions being vacant for the
entire fiscal year is over $9 million for FY 2017-18.
CONCLUSION
Based upon currently available information both OFD and OPD are projected to overspend their
overtime budgets in FY 2017-18 in the General Purpose Fund. OFD is projected to overspend
by $20.78 million, while OPD is projected to overspend by $17.50 million. Staff will return to the
Finance and Management Committee with additional information and updated projections with
the presentation of the Second Quarter Revenue & Expenditure Report.
The key drivers of overtime expenditures are service levels, MOU requirements, and legal
mandates. There is no single solution to reduce overtime in OFD and OPD to those levels
authorized in the FY 2017-19 Adopted Budget. However, because overtime expenditures are
mostly driven by service levels and other labor provisions, the proposed strategies are likely
insufficient to reduce overtime spending to budgeted levels. Such a result will require
substantial changes to service levels and/or negotiated collective bargaining agreements.
Finance staff will continue to work with OPD and OFD to cooperatively explore and implement
measures to control expenditures and improve accountability. Staff will bring back a report
alongside the second quarter revenue and expenditure report containing policy alternatives for
Council consideration to address overtime overages.
FISCAL IMPACT
This item is for informational purposes only and does not have a direct fiscal impact or cost.
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PUBLIC OUTREACH / INTEREST
This item does not require additional public outreach, other than posting on the City's website.
COORDINATION
This report was prepared jointly by the Finance, Fire, and Police Departments.
SUSTAINABLE OPPORTUNITIES
Economic: There are no economic opportunities associated with this item.
Environmental: There are no environmental opportunities associated with this item.
Social Equity: There are no social equity opportunities associated with this item.
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ACTION REQUESTED OF THE CITY COUNCIL
Staff Requests That The City Council Accept This Informational Report On Overtime
Expenditures In The Fire and Police Departments.
For questions regarding this report, please contact Katano Kasaine, Director of Finance, at
(510) 238-2989.

Respectfully submitted,

Katano Kasaine
Director of Finance, Finance Department

Anne E. KirkpatricK
Kirkpatricl
Chief of Police, Oakland Police Department

Darin White
Fire Chief, Oakland Fire Department

Attachments (4):
Attachment A: Historical Sworn Staffing Levels in OFD and OPD
Attachment B: OFD Overtime for FY 2017-18 by Organizational Unit (GPF Only)
Attachment C: OPD Overtime for FY 2017-18 by Organizational Unit (GPF Only)
Attachment D: OPD Overtime Direction (May 23, 2017)
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Attachment A
Sworn Staffing Levels in Fire and Police Departments

Sworn Staffing
Fire Department
2008

468

2009

454

2010

442

2011

484

2012

467

2013

432

2014

412

2015

412

2016

428

2017

445

Sworn Staffing
Police Department
2008

736

2009

830

2010

780

2011

656

2012

642

2013

613

2014

626

2015

695

2016

721

2017

744

Attachment B
Fire Department
GPF Overtime Expenditures by Organizational Unit FY 2017-18 Year-to-Date
Overtime by Organizational Unit
Fire Communications Unit
Communications Emergency Dispatch Unit
Fire Marshals Office Unit
Inspectional Services Unit

July
$

20,188

September

August
$

12,448

$

18,849

Grand Total

October
$

15,049

$

66,535

9,587

15,621

21,074

9,649

-

2,153

137

478

55,932
2,768

5,286

9,282

7,286

2,728

24,582

Arson Investigation Unit

19,477

17,676

13,422

12,035

62,609

Engineering Unit

11,552

15,927

15,794

6,365

49,639

989

1,646

2,271

2,313

7,218

1,573,086

1,646,479

1,837,963

1,256,518

6,314,045

253

-

253

175

-

-

-

1,315

1,490

In-Service Training Unit

674

5,081

8,285

7,729

21,768

Emergency Services Program Unit

162

-

-

-

162

88,556

70,585

55,176

29,613

243,930

501
1,730,313

-

-

-

1,797,072

1,980,257

1,343,791

501
6,851,432

Vegetation Management Unit
Emergency Service/Suppression
Budget and Planning Administration
Budget Unit

Airport
Fire - Support & Services Unit
Grand Total

Attachment C
Police Department
GPF Overtime Expenditures by Organizational Unit FY 2017-18 Year-to-Date
Overtime by Organizational Unit
Office of Chief - Administration
Public Information Unit
Internal Affairs
Office of the Inspector General
Intelligence Unit
Property and Evidence
Special Victims Section
Research, Planning & Crime Analysis
Crime Analysis Section
Criminal Investigations
Homicide
Misdemeanor Crimes & Task Forces
Felony Assault & Gang Section
Robbery & Burglary Section
Youth & School Services Section
Criminalistics Unit
Bureau of Services - Administration Unit
Records & Warrants
Communications Unit
Training Unit
Police Personnel
Police Information Technology
Fiscal Services
Background & Recruiting
PAS Administration
Bureau ofField Operations-Admin
Police Area 1
Police Area 3
Support Operations
Traffic Operations
Special Operations
District Command Administration
District Area 1
District Area 2
District Area 3
District Area 4
District Area 5
Ceasefire
Neighborhood Services Section 1
Neighborhood Services Section 2
Grand Total

July
1,262 $
2,394
22,153
162
3,984
9,700
80,137

$

-

5,508
74,234
27,492
14,469
26,129
9,273
13
163
48,234
181,758
81,898
14,889
25,782
141
53,080
4,467

August
1,605 $
3,130
15,123
21
1,695
6,744
98,542

-

112
2,878
149,607
24,483
20,561
22,959
12,664
234

-

23,195
20,009
397,852
5,440
248,864
178,947
175,921
147,487
217,685
68,357

46,091
137,352
99,159
18,927
28,245
292
59,886
1,408
608
2,239
364
20,383
35,903
745,740
1,490
195,975
121,994
162,290
98,723
203,083
90,556

2,176,044

225
2,431,290

Jul
41,788 $
73,419
513,484
88,437
2,504
412
23,222
14,472
383,159
63,928
197,739
50,391
631,398
8,030
83,660
2,176,044,

Aug
43,982 $
79,251
580,718
63,437
2,693
555
13,870
21,046
437,074
81,387
597
47,235
930,491
30,952
98,003
2,431,290

4,967

-

-

September
1,266 $
165
13,686
91
1,786
7,883
97,319
883

-

October
683 $
824
10,996
59
1,345
5,709
32,266

281
1,811,061

Grand Total
4,816
6,513
61,958
332
8,810
30,035
308,264
883
112
8,859
475,795
93,811
68,386
104,815
41,603
571
163
171,698
572,034
563,007
55,735
69,081
433
201,978
14,092
608
11,642
364
84,697
113,518
2,730,343
12,277
825,366
481,863
585,568
445,766
798,572
254,174
340
1,465
9,210,347

Oct
50,076 $
33,677
271,413
42,707
2,071
412
9,507
12,602
271,689
55,396
2,990
32,814
860,115
25,165
140,427
1,811,061

Grand Total
184,308
253,876
1,838,973
271,047
10,243
1,379
66,236
66,975
1,485,564
295,476
553,701
180,801
3,381,505
80,305
539,959
9,210,347

-

182,344
28,453
21,795
34,079
12,730
79

473
69,611
13,383
11,561
21,649
6,936
246

46,911
171,853
223,441
13,719
10,507

30,462
81,072
158,508
8,201
4,546

56,221
1,568

32,791
6,649

4,726

(290)

26,847
38,585
770,343
3,776
259,519
139,858
180,525
142,866
244,515
52,314
340
959
2,791,952

14,271
19,020
816,407
1,571
121,009
41,064
66,832
56,690
133,289
42,947

-

-

-

-

-

-

GPF Overtime by Pay Cateogry
Acting Higher Rank
Administrative Investigation
Backfill
Callback
Canine
Community Meetings
Comp Time Earned
Court
Extension of Shift
FLSA
Holiday
Recruiting/Background
Special Enforcement
Special Events
Training
Grand Total

$

Sep
48,462 $
67,530
473,358
76,466
2,975
19,636
18,855
393,641
94,765
352,376
50,361
959,500
16,158
217,869
2,791,952

Attachment C

Police Department - Overtime Definitions
Acting Higher Rank overtime is paid to individuals who act in a higher rank on overtime, such as
a Sergeant of Police serving as an acting Lieutenant of Police.
Administrative Investigation overtime allows OPD to conduct investigations into potential
misconduct or other malfeasance by a member of OPD. Such an investigation may result from a
personnel complaint or other Internal Affairs matter. It is also used to perform use of force
investigations. Failure to conduct - or complete - such investigations will result in increased
mistrust in OPD, lack of compliance with the NSA, and a potential increase in misconduct or
other malfeasance.
Backfill overtime allows OPD to fill a position during the absence of the regularly assigned
person and meet minimum staffing levels in Patrol. Failure to meet minimum staffing levels in
Patrol will result in even longer delays in responding to calls for service and an increased
inability to take incident reports and perform preliminary investigations.
Callback overtime allows OPD to request an employee return to work after completing his/her
shift and leaving the work site. For example, an investigator may be called back to work to
interview a suspect in custody.
Canine overtime allows OPD to meet the requirements of the Memorandum of Understanding
between the City of Oakland and the Oakland Police Officers Association pursuant to Article III,
Section G 1c, hereof, Each employee regularly assigned and working as a Canine Handler is
authorized to spend and shall be deemed to have spent fifteen (15) hours per month, over and
above his/her regularly scheduled hours of work, in ordinary care and informal training of the
assigned dog for such ordinary care and training that cannot be performed during regularly
scheduled work hours. For those overtime hours incident to caring for the dog only, the
employee shall receive overtime compensation at the rate of one and one-half (11/2) times the
hourly rate of the State of California or City of Oakland minimum wage whichever is higher. This
same overtime compensation rate of one and one-half times the State of California or City of
Oakland minimum wage whichever is higher per hour shall also be paid for hours in addition to
the above referenced fifteen hours for extraordinary care of the dog. Any duly authorized
additional work performed by such individual not related to caring for the dog, shall be
compensated pursuant to Article III, Section E, paragraph 1at the rate of one and one-half (1
1/2) times the employee's hourly base rate of pay.
Community Meeting overtime allows OPD to attend general community meetings while
ensuring staffing levels are met. OPD's participation in community meetings are an intricate part
of the overall goal to strengthen community trust and build relationships. (
Comp Time Earned overtime allows OPD to compensate employees for overtime worked by
allowing the employee to earn time off in lieu of receiving overtime pay.
Court overtime allows OPD to respond to subpoena or give depositions in job-related court
appearance on off-duty hours.

Attachment C

Extension of Shift overtime allows OPD to extend the current shift of an employee to complete
critical tasks on an extension or hold-over basis. For example, an employee's shift may be
extended to complete an on scene investigation or report related to an incident that just
occurred. Extension of Shift also includes the filling of open beats in order to maintain minimum
patrol staffing - similar to Backfill overtime.
FLSA overtime allows OPD to comply with the Federal Labor and Standards Act (FLSA). The City's
obligations related to FLSA are contained in Administrative Instruction 124.
Holiday overtime allows OPD to maintain minimum staffing levels during scheduled holidays.
OPD must comply with overtime requirements outlined in applicable Memorandums of
Understanding for represented employees.
Recruiting/Background overtime allows OPD to recruit members and employees and conduct
background investigations for Departmental employment. This task is critical to ensure
acceptable staffing levels.
Special Enforcement overtime allows OPD to plan and participate in special actions such as
violence suppression projects (such as those related to Ceasefire), special task forces, human
trafficking operations, and crowd management events that are not covered by Special Events
overtime.
Special Events overtime allows OPD to provide police services at sporting events, concerts, or
other events, including overtime for planning, traffic control and enforcement activities.
Training overtime allows OPD to prepare or present a training course and prepare or participate
in Police Academy critical incidents.

Attachment D

From:
Sent:
To:
Subject:

Outlaw, Danielle
Tuesday, May 23, 2017 7:29 AM
DL - OPD Command
Overtime Directive

Importance:

High

Good Morning All,
As stated in yesterday's weekly crime meeting, here are the details regarding the AC's overtime directive:
Effective immediately, the following directive shall be implemented in an effort to reduce overtime expenditures:
•

Area Commanders shall maintain minimum staffing levels of 35 officers Citywide.

•

Overtime for backfill shall only be utilized to fill open patrol beats.

•

Area Commanders shall share resources (i.e., Sergeants and Officers) in lieu of backfilling on overtime.

•

Area Commanders shall ensure the information contained on the DNR is accurate with respect to patrol
staffing.

•

Watch Commanders shall plan for staffing vacancies, in advance, to avoid unnecessary backfilling on
overtime.

•

Compensatory time, extra vacation leave requests, and training shall be reviewed and approved, in advance,
by a Watch Commander to minimize unnecessary overtime due to backfilling.

•

Watch Commanders shall consider utilizing officers assigned to Tactical Squads in lieu of backfilling on
overtime.

•

Watch Commanders shall ensure overtime is not utilized on days and shifts when overlap squads are available
(refer to table).

Sunday

Monday

Thursday

Friday

Saturday

1st Watch

Area 2

Area 1

Area 4

Area 5

Area 3

3rd Watch

Area 2

Area 1

Area 4

Area 5

Area 3

The Daily Notification Report (DNR) will continue to be completed for every Patrol area to include complete staffing
information, per the below instructions
•

Officers in Field Training (Trainees), Late Tac Officers, and Sworn Evidence Technicians shall not be included in
Staffing totals.

•

All overtime shall be explained on the Staffing Additional Info tab of the DNR, including an explanation as to
why personnel from other Patrol Areas were not used.

The respective BFO Deputy Chiefs shall be responsible for oversight and ensuring compliance with this directive.
Additionally, this directive shall remain in effect until further notice.
Please do not hesitate to contact any of the DCs with questions, comments or concerns.
l

