Nebraska Department of Correctional Services
LB 657 Mandatory Overtime Reduction Report

Introduction

In Legislative Bill 657 (2015), the Appropriations Committee indicated the intent of the Legislature was
for the Department to reduce mandatory overtime at its facilities. The following provision was included
in LB 657:

The department shall examine reducing mandatory overtime by studying its pay structure,
including, but not limited to, adopting a pay structure that allows employees to advance through
the pay line, adopting a step plan or a similar-type plan, or by adopting another method that
gives incentives for employees to remain employed by the department. The department may
conduct a salary survey to see if the department’s salaries are competitive with other entities for
which it competes with for employees. The department shall issue a report to the Appropriations
Commiittee of the Legislature electronically on this subject by January 1, 2016.

The scope of this report addresses the following issues:
1. Reduction of Mandatory Overtime
2. Recruitment and Retention Efforts
3. Correctional Pay Structure
4. Short and Long Term Strategies and Recommendations

1. Reduction of Mandatory Overtime

Mandatory overtime occurs when an employee is directed by management to work a specified amount
of time into the next shift. This occurs most commonly when employees are required to fill vacant posts
that must be staffed. These posts are considered essential and must be filled in order to safely operate
the correctional facility. Voluntary overtime is based on seniority of those employees who volunteer.
Following contract provisions, lists are maintained of those staff to be called in for mandatory overtime.
In an attempt to provide a means for these employees to better manage their personal schedules, staff
who volunteer for overtime move to the bottom of the mandatory overtime list. Therefore, many, if not
most, of the staff who volunteer for overtime would have been ‘mandatoried’ if they had not
volunteered.

Below are three charts which illustrate the amount of overtime worked in the Department since June of
2015. This data was not easy to compile due to the incident at Tecumseh State Correctional Institution
(TSCI) in May and the switch to 12 hour shifts, which our telestaff software that tracks mandatory
overtime does not support. We have seen a reduction in the amount of mandatory and voluntary
overtime since June, but a portion of this is attributable to the incident at TSCI and the need to have our
special operations teams (consisting of staff from other facilities) on site at TSCI during May and much of
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June. The Department is optimistic that our recruitment and retention efforts will further increase this
downward trend and we will continue to track and report overtime data on a monthly basis.
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Keeping quality, trained staff is important for maintaining safe and secure prisons in Nebraska. Not only
are staff responsible for keeping offenders and the public safe, they play a vital role in the rehabilitative
process for offenders, assisting with their successful reentry into our communities upon

release. Furthermore, the ability to retain trained correctional professionals committed to successful
offender reintegration into society protects all Nebraskans.

Organizations typically view turnover rates of 12-15% as a healthy and normal part of business
operations. Turnover levels in excess of 15%, however, may indicate instability and create management
difficulties. Over the past 5 years, NDCS has maintained an agency wide turnover rate of 18.5% or
higher. The turnover issue is particularly troublesome among security staff positions, with turnover
rates of over 28% in FY 15 and slightly higher so far this fiscal year. In order to combat this issue, NDCS
is focusing its efforts on reducing turnover among key security and unit staff with a target of reducing it
to 28% or lower by the end of FY 2016.

Research has shown correctional officers face higher levels of stress than workers in other lines of
work. Extended exposure to occupational stress can increase the risk of serious medical conditions and
have negative effects on workers' emotional and behavioral wellbeing. These impacts may lead to
decreases in staff morale and higher rates of turnover among key staff positions as they search for jobs
in less stressful environments. As turnover increases and fewer staff are available to perform necessary
job functions, the amount of money spent on overtime pay for existing employees increases. NDCS
currently faces higher than normal rates of turnover among essential custody and unit staff. In order to
increase employee retention, NDCS will fill vacancies through increased internal promotions and efforts
to enhance staff recruitment. Not only will this alleviate levels of stress among NDCS employees, but it



will also increase efficiencies within the department's operations by reducing the amount of money
dedicated to overtime expenditures. A graph outlining turnover rates is provided below.
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2. Recruitment and Retention Efforts by NDCS

Recognizing mandatory overtime is a significant issue for NDCS, extensive and innovative recruitment
efforts have been undertaken. Listed below are key achievements implemented over the last year and a
half:

Significantly increase of our web advertising of positions. During this time, we’ve also added
automatic postings of external positions to colleges’ job boards across the state.

e Social media campaigns continue to gain readership. The more people who “like” the posts on
Facebook and Linked In, the more readership we gain. We are posting recognition, graduation,
special events, and other programming in addition to our job advertisements.

e We've surveyed our new hire classes to find out where they heard about the openings that
brought them to corrections. Overwhelmingly, the data shows that our staff is our tool to
recruit new employees.

e Human Resources created a video series highlighting internships, behavioral health, internal
promotions, mentoring, and tuition assistance.

e NDCS’ Agency Recruiter started in July of 2015.
e Career fairs continue to be an important opportunity for NDCS to be visible in the communities

and colleges. NDCS is partnering with colleges and communities across the state to have a
presence at a variety of events.



e Radio advertising on 106.3, 101.9, 92.9 and Husker game coverage on 98.1
e Efforts remain strong in networking with the Veteran’s Administration, Nebraska National

Guard, Nebraska Department of Labor, Vocational Rehabilitation, High School Educators,
Colligate Contacts, Chambers of Commerce, and Economic Developments as examples.

Employee Engagement

Employee engagement has become recognized and accepted as critical to employee retention and
productivity. An engaged employee is a person who is fully involved in and enthusiastic about his or her
work. The employee is connected to your mission. A Gallup survey reported that only 29% of
employees are actively engaged in their jobs; 54% of employees are not engaged or have “mentally
checked out”. Finally, Gallup found 17% of employees are actively disengaged, undermining what their
engaged co-workers are trying to accomplish.

Whether it is the private or public sector, employee engagement is key to achieving the organization’s
mission in a productive manner. Our employees contribute directly to the success of the Department,
and we need to provide opportunities to recognize and value the hard work they do. While we
acknowledge that we have work ahead of us in this area, NDCS is employing a number of strategies to
achieve this goal. Regular ongoing communication with employees regarding job responsibilities and
expectations helps eliminate confusion and improve performance. Providing challenging and
meaningful work and opportunities for career advancement motivates employees. The revised
employee performance system provides a clear method to clarify expectations and provide feedback.
NDCS’ strategic plan incorporates employee engagement as one of the five leading goals for the
Department. The following table illustrates the concepts of employee engagement:

Opportunities to learn and grow
Progress in last six months

| have a best friend at work Teamwork
Coworkers committed to quality
Mission/Purpose of company

At work, my opinions seem to count

Someone at work encourages my development
Supervisor/Someone at work cares
Recognition last seven days Whatdoligives )
Do what | do best every day Basic

| have the materials and equipment
| know what is expected of me at work

What do | get?



Culture Study

The NDCS culture study being conducted in collaboration with the Department of Administrative
Services is well underway. This study is critical to understanding the level of employee engagement
within NDCS. Randomly sampled correctional staff, as well as staff who have requested to participate,
are being interviewed in order to identify engagement strategies, as well as additional recruitment
opportunities. In order for effective change to be implemented, an organization needs to understand
how it is currently situated.

Culture surveys were completed this fall throughout the agency by a work team comprised of individuals
not employed with NDCS. The interviews are complete, and results are being complied and analyzed at
this time. A full report will be submitted to the Director and his executive team which will carefully
review the results to identify needed areas of improvement and strategies to implement changes.

Exit Surveys

To answer the question why individuals have left our employment, exit surveys have recently been
implemented. This effort was initiated October 1, 2015 at the Tecumseh State Correctional Institution.
Surveys are being distributed by mail or email to those employees leaving TSCI. The surveys are
completed by the employee through a web based service (Survey Monkey) to ensure confidentiality for
the employee. The employee is also able to request to complete the survey by paper. To date, the
response rate has been lower than desired but human resources staff continue to explore ways to
increase participation. As implementation began in October there is not yet sufficient data available to
draw any conclusions.

NDCS Staff Retention Statistics Dashboard
Attached to this report is NDCS’ Staff Retention Statistics dashboard. This report provides turnover data
among security and unit staff, weekly overtime rates per FTE and agency vacancies.

3. Adjustment of Correctional Salaries

Salaries of those individuals working mandatory overtime for NDCS fall under the Nebraska Association
of Public Employees Local 61 of the American Federation of State, County and Municipal Employees
(NAPE/AFSCME). Salary is a term of employment and required to be negotiated with the Union
representing those NDCS employees who experience the most mandatory overtime (officers, corporals,
sergeants and unit caseworkers). These negotiations usually provide for an annual increase, and the
increase for July 1, 2015 through June 30, 2017 was 2.25% effective July 1, 2015 and 2.4% effective July
1, 2016.

An agreement can be reached between NDCS and the bargaining unit outside of the contract
negotiations period if the parties agree and salary adjustments outside the contract negotiation period
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between the Union and the State of Nebraska have occurred at least once in the past. On January 1,
1999, special upward adjustments to the hiring rates for Corrections Officers, Corrections Corporals, and
Corrections Sergeants were made. A salary survey is conducted as part of State contract negotiations
and a new survey will be completed for the upcoming biennium. The most recent survey did not
indicate that NDCS’ salaries were lower than those of comparable states. NDCS is analyzing available pay
options and the associated fiscal impact so that any recommendations can be included as part of NDCS’
biennium budget submission for FY 2017 — FY 2019.

4. Conclusion: Short and Long Term Strategies and Recommendations

Realizing the critical recruitment and retention issues NDCS is currently facing, this report presents
strategies and recommendations for immediate implementation, as well as longer term
recommendations for consideration.

As noted, the culture study is well underway and exit surveys are being distributed. The information
provided through these efforts will be compiled and analyzed and will provide the basis for identification
of additional strategies and recommendations. Additionally, filling authorized vacancies is key to
reducing mandatory overtime. With one of the lowest unemployment rates in the county, we have to
continue looking at innovative ways to attract qualified individuals to NDCS. A long term strategy for
filling vacancies calls for ‘hiring in advance’ of vacancies before they occur, so a trained employee is
ready to fill a vacancy when it is created. Using data, we will be able to project how many vacancies will
occur in entry level positions such as correctional officers, corporals and caseworkers.

Another key effort implemented to reduce mandatory overtime allows for the compensation for hours
worked on post by qualified rules and regulations staff. Called ‘straight time overtime’ this effort allows
qualified staff to work a shift where staff otherwise would have been required to work mandatory
overtime. This actually reduces costs, as the rules and regulations employee volunteering to work the
shift is paid at straight time and not at overtime rates. Under this initiative, all contract provisions apply.

In conclusion, the Department shares and appreciates the concern from the Legislature and
Appropriations committee about excessive mandatory overtime and the impact that has on staff as well
as the Department budget. As noted in the report, NDCS has undertaken a number of initiatives to
expand recruitment, enhance retention and improve employee engagement and will continue to
explore innovative solutions to these issues. We look forward to continuing to work with the Legislature
and the Appropriations committee to meet the needs of both inmates and employees while continuing
to protect public safety.

Director Scott Frakes
NDCS



APPENDIX 1 — Staff Retention Statistics
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NDCS strives to retain quality staff. In order to track progress toward this outcome, NDCS will measure changes in: (1) the
rate of employee turnover, (2) the rate of overtime hours accumulated among custody and unit staff, and (3) the number of
vacancies among custody and unit staff.

Turnover amongSecurityand Unit Staff in CalendarYear  Staff Retention:

{excludes promofions)

= The rate of turnover amaong correctional
‘;gg . officers, corporals, sergeants, and case
300 e workers has increased overthe past 5
250 — calendar years.
200 = The rate of mandatory overtime for custody
150 and unit staff has averaged 5.55 hours per
lgg FTE for the past 5 quarters.

0 = During FY2015, NDCS averaged about 96
2010 | 2011 2012 2013 | 2014 e 2 :
- vacancies in security and unit staff
s 2 Staff TUrnover 233 259 267 275 359 positions per month,
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Employee Retention Agency Weekly Overtime Rates per FTE (Non-Yacant)

Reszarch has shown corrzctional officers face higher levels of strass 32.00
than workers in other lines of work.. Overtime, extended exposure

Rate Hours per FTE

to occupational stress can increase the risk of serious medical

conditions and have negative effects on workers' emotional and

behavioral wellbeing.’ ' These impacts may lead to decreases in staff 24.00

morale and higher rates of turnover among key positions as staff

search for jobsin less stressful environments. As turnover increases

and fewer staff arz available to perform necessary job functions, the 16.00

likelihood of internal promotions decreases and the amount of

money spent on overtime pay for existing employeses increases. 76-—/

NDCS currently faces higher than nomal rates of turnover among

essential custody and unit staff. In order to increase employee 2.00

retention, NDCS will take steps necessary to fill vacandes through

increased internal promotions and efforts to enhance staff
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Not only are staff

responsible for

keeping offenders
and the public
safe, they play an
instrumental role

in the offender s

rehabilitative

Process.

Strategies:

Fitl custody and unit

housing staff positions by

1. Utilizingparttime
positions filledby past
experienced, quality
staff

2. Recruiting indiicials
from local universities
andcolleges with a
passion to change the
tives of those they
workwith; and,

3. ldentifiyinnovative
and newways to
attract and hire
correctional
professionals.

ldentifis innovative and new

ways to retain correctional

Dbrofessionals by:

1. Enhancingtraining
opportunities for staff

2. Examiningthe
compensation and
working conditions of
correctional staff;
and,

3. Reducing mandatoy
overtime for custoay
andunitmanagement
staff.

OUTCOME: Increase Staff Retention
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Measure #1: Rate of Employee Turnover

Keeping quality, trained staffis
importantfor maintaining safe and
secure prisons inthe State of
Nebraska. Notonly are staff
responsiblefor keeping offenders
and the public safe, they can play a
vital role in the rehabilitative
process forthe offenders, assisting
with their successful reentry into
ourcommunities upon release,
Furthermore, the abilityto retain
trained correctional professionals
committed to successful offender
reintegration into societyprotects
all Nebraskans.

Organizations typicallyview
turnover rates of 12-15%as a
healthy and normalpart of
business operations. Turnover
levels in excess of 15%, howewer,
may indicate instabilityand create
management difficulties. Overthe
past years, NOCS has maintained
turnover rates of 18.5% or higher.
Turnover rateswere further
complicated during FY2015 and
FY2016 bythe disturbance at TSCL

In orderto combatthe challenges
created by staff turnover, NDCS will
lowerthe rate of turnover among
key security and unit staff to 28%
or lower bythe end of Ff2016.

Measure 72: Rate of Overtime Howr's

The availability of overtime hours
for custody and unitmanagement
staff is a positive benefit, butnot
whenthe hours become excessive
and mandatory. Correctional
employees heedto be able to leave
work, spend time with their family
and friends, as do allworking
Nebraskans. Upontheir retum,
employees are better ableto focus
ontheirwork and manage the
intense responsibilities of a
correctional setting. Whenthe level
of required overtime interferes with
an employee’s abilityto balance

Measure #3: Number of Security and Unit Staff Vacancies

The number of custody and unit
staff vacancies directlyimpacts the
number of mandatoryhours
required toworkbythese staff, as
well as canincrease employee
turnover. |norderto ensure safe
and secure prison operations,
certain posts must be staffed
regardless if an employeeisill,on
vacation, training, orfor any reason
is hotavailable. When there are
not sufficient staff on site to fill
these required posts, overtime
0LCUrs.

work and personal lives, stress and
fatigue increase.

NDCS will knowithas achieved
successwhen no staff are required
towork overtime, yet still are able
tovolunteerforthe overtime that
fits their lifestyle. During FY2015,
the rate of overtime among security
staff was approximateby 16 hours
perperson perweek.

NDCS will lower the rate of owvertime
10 14 hours per employee perweek
by the end of FY 2016.

Mandatory overtime, aswell as
excessive amounts of overtime
worked, may impact staff morale
and job satisfaction, thereby
resultingin even morevacancies.
During the firstfive months of
FY2016, NDCS has averaged about
105 vacancies permonth among
security and unit staff(hotincluding
staff in current or future pre-service
tlasses). Bythe end of Ff2016,
NDCS will increase recruitment and
retention strategies reduce the
number of vacancies 1o an average
of 95 per month {excluding current
and future presemvice)l.
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