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FOREWORD

This report on The Flexible Work Hours Program for State Employees was
prepared in response to House Resolution No. 195, H.D. 1, adopted during
the 1984 Legislative Session. o s :

House Resolution No. 195 requested the Office of the Legislative
Reference Bureau to: - (1) detail the efforts of the various state departments

to date with respect to staggered work hours including discussion of the

impact of staggered work hours on state employees and to promote the
concept as a means to improve the productivity and enhance the morale of

'state ‘employees; and (2) examine the potential effects of staggering the hours

of pubiic schools.
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Chapter 1

INTRODUCTION

¥

, Durmg the past ten - years there has been relatively widespread
experimentation with flexible work. schedules (e.g., staggered hours,
flexitour, flexitime, etc.). Providing employees with greater autonomy .in
schedulmg their work - hours, flexible work schedules may be an effective
means of "enhancing the quality of life, enriching the work environment, and
increasing organizational effectiveness."® There is current literature that
suggests that .attachment to the job tardiness, bsenteelsm, and work -
attltudes are favorably affected by flexnble work schedules ‘ o

Transportatlon planners have also looked to flexible work: schedules as a

p055|ble solutlon to traffic congestion problems.? Such planners have sought
to  ease trafﬂc peaking by spreading work-arrival and departure times
through ‘the use of flexible work hours. . Rigid .and coterminous work

schedules are partly blamed for (1) the constructlon of 'excess ‘ capac:tyc
transportatmn systems to service "peak hours of trafflc (2) "excess" _air
pollution, (3) vexcess" fuel consumptlon,.and (4) excess transit operating
costs. :

Durmg the 1984 Leglslatlve Sess:on, the House of Representatives
adopted House. Resolution No. 195 (see Appendix A), requesting the
Legislative Reference Bureau to prepare a study of the impact of staggered
work . hours on- . state - employees The « resolution specuflcally asks the
Leg|slat|ve Reference Bureau to:

... (1) '.Detail the efforts of the various state departments to. date with
. ‘respect to- staggered work  hours including , discussion of the ‘impact
of staggered work hours on state employees and to promote the
concept as. a means to improve the productivity and enhance the
morale of state employees, and

(2) Examme the potential effects of. s,taggering the hours of public

c schools q .
The resolutlon also directed the Legislative Reference Bureau to seek the

advice and assistance of the Department of Education and Department of
Transportatlon in completlng the second part of the study. '

The study r,,eq:uestedeby H.R. 195 should be evaluated in the light;of
earlier initiatives in this area. Two studies are of particular importance:

(l) A 1980 survey of supervusors on the issue of flexible workmg hours
issued by the Department of Personnel Servlce, and ‘

. (‘2)‘ The 1980 Metropolltan Planmng Organization (OMPO) report which
examines . the feas:blllty of implementing variable work and school
hour schedules in Honolulu.

o Act 64 Sessnon Laws of Hawaii. 1977, allows the Governor to promote
flexible work hours by modifying the offlce hours of state agencies and
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schools. ~The Governor lmplemented the Act by issuing an executive order
giving the departments broad discretion in establishing such work hours. |In
1980 the Department of Personnel Services issued a report® two years after
the implementation of flexible hours, finding that supervisory personnel
reacted favorably to the concept. The department found spec;ﬂcally that

supervisory personnel felt that staggered work hours lmproved productlwty,
enhanced morale, and lowered absenteelsm

In March 1981 the Oahu Metr'opohtan Planmng Organization r‘eleased a

report to determine the feasibility of implementing alternate work and school

_hour_ schedules in Honolulu. This report, the Honolulu Work and School Hour .. .. . .

Change Study, was undertaken in recognition of the need for making the most
_efficient use of the existing roadway and transit system by the State
Department of Transportation and the participating agencies of the Oahu
Metropolitan Planning Organization. A private research group, Alan M.
Voorhees & Associates, was contracted to determine current scheduling

characteristics in Honolulu, to develop the most feasible program for

implementation, and to estimate the impacts that such a plan would have on
peak hour demand. The study made specific recommendations on the
organizational structure required to impl ement the programs and a method to

monitor the results of the program. James Takushi, Director of the State
Department of Personnel Services, testified in a joint hearing before the
House Committees on Public Employment and Transportation on April 3, 1984,
that this 1981 report addressed the concerns expressed in House Resolution
No. 195.% Moreover, Takushi, stated that "...this report goes so far as to
propose several -alternatives including staggering school hours and suggests

the feasibility and likely impact of each" (see Appendix E: Takushi
Testimony). : : '

It should be noted that "staggered hours" is a form of "flexible work
hours" which is the term generally applied to all alternative work schedules,
e.g., flexitime, flexitour, staggered hours, etc. Although House Resolution
No. 195 calls for a study of the impact of 'staggered hours" on state
employees, for the purposes of this study, the term "flexible working hours"
has been substituted for "staggered hours”. This is due to the fact that the
type of work schedule program authorized by the state government in 1977
allows both staggered work hours and flexitime. Furthermore, the State's
program is formally referred to as a "flexible working hours program'.°®

The terms and concepts associated with flexible work schedules are
explained in Chapter 2 which also includes a brief summary of the historical
background of the subject. Chapter 3 describes the experiences of the
federal government with flexible working hours.  Chapter 4 provides
information on other organizations' efforts with flexible working hours within
both the public and private sector. Chapter 5 focuses specifically on the
impact of flexible work hours on state employees, including (1) a discussion
of the method staté departments currently utilize to promote flexible hours to
employees, (2) an explanation of factors that inhibit employee participation in
flexible hours, and (3) recommendations on how to promote flexible work
hours to increase state employee participation. Chapter 6 provides
information with regard to the implementation of staggered school hours, and
analyzes the potential of flexible work hours to reduce traffic congestion in
hght of the 1981 Oahu Metropolitan Planning Orgamzatlon Report: Chapter 7
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generally summarizes the findings and
previous chapters.

recommendations presented

in the




Chapter 2
BACKGROUND AND BASIC PRINCIPLES

Part I. History of Flexible Working Hours

In the United States, the move toward flexible work schedules can be
detected as early as the mid-1800's. The force behind the move was the

request for a fairer division between work and nonwork hours, i.e., a
shorter workweek. This  movement culminated in the adoptnon of - the
"compressed workweek", or the 10-hour day, four-day, 40-hour _week, by .

numerous American industries in 1970.'  Employers expected that the
"compressed workweek" would improve worker productivity and profits while
improving employee morale, relieving boredom, and generally |mprovmg the
quality of work life. As a result, an estsmated two thousand companles with
over one million employees began implementing "compressed workweeks".

According to various sources, however, interest in "compressed
‘workweeks" has waned. The Bureau of Labor Statistics published a bulletin--
The Revised Workweek: = Results of a Pilot Study of 16 Firms (Swerdloff,

1975), evaluating the experiences of industries that had been on compressed
work schedules for over a year, and reported that only two per cent of the
work force worked less than five days a week and only ten per cent of this
group worked 10 hours a day. The Bureau of Labor Statistics report, as
well as other studies; have generally concluded that the compressed workweek

concept has failed to live up to the expectations of employees as well as those

of management. In many cases absenteeism dropped initially, but rose swiftly
to the same levels. In some cases tardiness increased while productivity
dropped. Employee fatigue, as a result of the longer hours, was seen as the
major factor in decreased output, as well as the most frequent worker
complaint. ‘

Staggered working hours were introduced in the United States as early
as 1926, when staggering employee hours was considered as a means to
reduce rush hour congestion in New York City. No staggered working hour
schedule was actually put into practice until World War |I.  Interest in
staggered hours waned after-.the war and did - not revive until postwar
prosperity and urban expansion brought traffic congestion problems to
people's attention once again. In 1970, the New York Port Authority paved
the way for staggered work schedules by implementing a staggered hours
program in  downtown Manhattan. By 1974, sumllar programs had been
launched in many large cities in the United States.?

The United States was formally introduced to the European concept of
flexible working hours, termed gliding time, in 1972.% The Organization for
Economic Cooperation and Development sponsored a conference in Paris "to
promote diversification and variability in the regulation and allocation of time
for work, study, and leisure, under the highest possible freedom of
individual choice.” Representatives of government and private industry from
the United States listened to European employers who spoke of the benefits
and advantages of gliding work time. By 1973, twenty -four organizations in
the United States, including banks, insurance companies, government offices,
and engineering firms had adopted some version of the flexible work
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schedules espoused by the European nations. Since 1973, the use of flexible
work hours has increased rapidly in the United States. It has been estimated
that approximately 13 per cent of nongovernment organizations with fifty or
more employees had flexible working hours in 1977. This is the equivalent of
2.5 to 3.5 million workers.*

Part Il1. Basic Principles and Types of Work Schedules

For purposes of this study, the following models of flexible work
schedules will be considered: the compressed workweek, staggered work
hours, flexitour, flexitime, and group flexibility.  Except for the term
compressed workweek, definitions and examples of the models listed above are
taken from A FIeX|b|e Approach to Worklnq Hours by John Carroll Swart, a
noted expert on ﬂe)uble work schedules. ® ‘

Compressed Workweek

As described earlier a compressed workweek is a full- tlme workweek
accomphshed in fewer than the usual five days.® For example, a "compressed
workweek" can consist of a 10-hour day, four- day, 40- hour week or - 12=hour
days, three day week, 36 hours a week.

Staggered Hours

"Staggered hours is a working-time pattern whereby individuals and
groups do their work within different time frames according to a master
plan.”  For example, group | starts work at 7:00 a.m. and ends work at 4:00
p.m., group |l starts work at 7:30 a.m. and ends at 4:30 p.m., group Iil
starts work at 8:00 a.m. and ends at 5:00 p.m., group IV starts work at
8:30 p.m. and ends at 5:30 p.m., group V starts work at 9:00 a.m. and ends
at 6:00 p.m., etc. (Locally, the most notable employer using thls method for
its workforce is the United States Navy at Pearl Harbor.)

In most staggered hours schedules;, management determines the interval
frames, i.e., intervals between the arrival times of the different groups.
Employee participation in determining the interval frames and start and end
times depends on the particular company and |ts policy. ‘

Once starting and ending times are established, employees are expected
to follow the same schedule every day. In all plans, although employees have
the right to state their preferences as to start and end times, management
reserves the right to override those preferences. The reason given for this
veto power on the part of management is that management is responsible for
ensuring that sufficient work coverage is provided at each reporting time.
Various factors may be used to determine an employee's specific start and end
times, e.g., seniority, merit, order of applying, etc.

Flexitour

"Flexitour is a working-time pattern whereby an employee selects a
starting time from an established listing of numerous time frames, and works
according to that specific schedule each ‘day until the opportumty becomes
available for selecting a different starting time."
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Flexitour differs from staggered hours in that flexitour allows an
employee to choose the employee's own starting time instead of being assigned
to a particular schedule. Starting time changes may be allowed according to
different time schedules, e.g., every month, -every vyear, or every pay
period. ~ e

‘Accordmg to Swart there are two varlatnons of the flexutour model:

Under the first modlflcatlon an employee selects a startlng”'
time 4as tnder the basic flexitour model, but is permitted a degree
of dev1at10n on either side of the selected arrival time. In most

cases the maximum deviation allowed is 15 minutes. For example, if
a schedule of 8:30 a.m. is selected, the employee might be permitted .. . .
~a 15-minute deviation on either side of that time. In this model,
if a worker began as early as 8:15 a.m,, that would become the
individual's starting time for that day and that quarter hour would
count toward the completion of that 8-hour day. Conversely, the-
employee who arrived at 8:45 a.m. would not be considered tardy:
.. However, it would be understood that the basic schedule was 8:30

a.m. and under normal circumstances the worker would be expected to

adhere to that tour. Deviation would be expected to occur only on
an occasional basis. If the employee should deviate frequently from
the selected tour of.  work,  consideration would -be - .given  to
establishing a new tour. : ©

Under the second modification; the individual also preselects a

starting time from the established listing of numerous time frames ;
however; the schedule may be modified with prior notification to and
approval - by the supervisor. Such  prior notification and
authorization would typically be required one day in advance.

Flexitime (Gliding Time)

"Flexitime (gliding time) is a working-time pattern whereby an employee
can, on a daily basis and within specific limits, start and finish work at his
or. her dlscretlon, as.long as the person. completes the total number of hours
requnred for a given time period." Swart states that in order to understand
the flexitime concept, the reader should also be acquainted with the following
ter‘ms , ~

(1) Core time: A designated time period d\uring which all employees
must be on the job.

(2) Flexible s‘tarti'ng time: A time band wuthm which -an ~employee is
; able to begm work at the employee $§ dlscr'etlon

(3) Flexxble qunttmg time: A time band WIthm whlch an employee i's’
able to end the workday at the employee's discretion.

(4) Midday flexibility: A time band in the middle of a workday during

- -which an- employee is able to exercise options at the employee's
~discretion:  to work, to take lunch, to engage in off-the-job
activities. :
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(5) Bandwidth: The entire workday, from the beginning of the flexible

starting-time band through the end of the flexible-quitting-time
band. ,

, Swart uses two examples to illustrate "flexitime". In both exampleé the
workday is 8 hours long.

Example No. 1:

FST ‘ CORE TIME FQT
{excluding lunch break)

6:30 ‘ 9:30 - 3:00 6:00
AM. AM. ' , P.M. P.M.

In Swart's first ample, the core-time extends from 9:30 a.m. to 3:00
p.m. A half-hour lunch>~break is taken at some time within the established
core-time band. On both sides of this band there are flexible time bands of
3 hours. Flexible starting time is any time between 6:30 and 9:30 a.m., and
flexible quitting time is "any /time between 3:00 and 6: 00 p.m. An employee
might come to work at 6:30 a,m. and leave as early as 3:00 p.m., or, the
employee might start the workday as late as 9:30 a.m. and leave at 6:00 p.m.

Example No. 2:

FST CORE | MIDDAY | CORE FQT
TIME FLEX TIME |
6:30 9:.00  11:00 11:00 3:00  5:30

AM. CAM Y AM, P.M. P.M. P.M.

: Swart's second example differs from the first in the following ways: (1)
there is a split core time, and (2) midday flexibility and options are available
to the employee between core times. An employee can take a half-hour lunch
and work for 8 straight hours, or the employee may take advantage of the
midday 2-hour flexible band for personal matters.

Accordmg to Swart, the terms, "flextime", "flexitime", ghdmg time",
glldmg hours”, "sliding time", slldmg hours", "adaptable hours . variable
hours", and 'mdlv:dual flexnblhty , are synonymous and mterchangeable
Each term descrlbes a system whereby starting and quitting time flexibility is
provided to the "individual" employee. The private sector tends to use the
term "flextime" while the public sector uses "flexitime".




‘effect for only one day, or for a limited number of days.

- BACKGROUND

Group Flexibility

"Group flexibility is a working-time pattern whereby employees, acting
as a group--sometimes with and sometimes without direct management
participation--decide on a specific work arrival time that remains in effer‘t for‘
one day or a limited number of days."

"Group flexibility" differs from "flexitime" in that the individual employee
is not able to select daily, at the employee's discretion, starting and ending

“times.  "Group flexibility" differs from "staggered hours" as follows: (1)

formalized -interval frames with different starting-times are not a part of the
groip flexibility plan and (2) the group-determined arrival time remains in

Swart gives the example of group flexibility in the sanitation department
of a midwestern city. Team members on each truck (3 person teams; may
begin their workday any time between 7:00 a.m. and 8:30 a.m.) decide as a
group when they'll begin the next workday.’

Part b Haawaii's'FIexibIe Work' Hour APrograms

State Government

In light of the discussion above, the State of Hawaii's particular flexible
work hour program for government workers, as authorized by Executive
Memorandum 1977-25 (dated September 19, 1977) and DPS Circular No. 77-11,
is by definition a combination of flexitime and staggered worK  hours.
According to state guidelines, employees are allowed to participate in two
types of flexible work hours: (1) staggered hours and (2) glide time. The
Department of Personnel Services defines these terms as follows:

Staggered Hours: A flexible hours program in which employees arrive at
and depart from work during the flexible bands at fixed-time intervals
(such as 15 minutes) set by management. Employees are afforded an
opportunity to request start-end times, and thereafter arrive daily at
those times. An employee may subsequently request consideration for an
adjustment to his start-end time.

Glide Time:  When "an "employee of a work“ unit is -authorized to" start
work at any time during a given time span within the flexible band, and
may change this starting ‘time- ‘daily. "The employee must work his normal
number of hcurs (8 in the case of full-time employees) before departmg
for the day.?®

The State's flexible work hours program, by operation however, is primarily a
flexitour or modified staggered hours program State departments queried
have indicated that employees participating are afforded some discretion when
deciding on star‘tmg times; however, once a time has been selected (subject
to management's approval), employees are required to start work daily at
their selected times.'® L & i TR =
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City and County of Honolulu

The City and County of Honolulu has also established flexible working
hours for its employees. Alternative work scheduling was applied to most
departments with the following purposes in mind: , (1) to provide all eligible
employees the opportunity to partlmpate in settmg their own work hours
within specified time limits, (2) to improve productivity and ultimately provide
better service to the public, and (3) to provide a measure of relief during
peak- hour traffic. Pursuant to a 1973 Department of Civil Service circular,
approved by the mayor, all department heads were made responSIble for the
implementation of the staggered hours-flexitour program within their
respective areas. Further, department supervisors were encouraged to shift
work duties, e.g. alter crew-type situations, so as to include the largest
number of City and County workers.!? : R : '

Accordmg to City and County pohcy, department heads are encouraged
to make available opportunities for employees to choose starting and ending
tlmes on ‘the basis - of individual needs, so long as those preferences can
coexist with the duties of the departments ... City and. County offices are
requnred to be open to the public between the hours of 7:45 a.m. and 4: 304
p.m. Monday through Friday except on legal holidays. These office hours
must be incorporated within the specific flexible schedule adopted Starting
times in the staggered hours-flexitour program are. between the hours of 6:00
and 9:00 a.m. and ending times are. between the hours of 2: 45 and 545
p.m., provnded that the 8-hour work requ;rement is met by employees

With . regards. to the deflmtlons “given earher in this chapter when
individual employees are able to choose different start:ng and quitting times
on a daily basis, flexitime may be sa;d to be in operation. On the other
hand, when it is management that desngnates interval frames and time frames
to thCh employees are assigned, this is staggered hours. In the City and -
County of Honolulu plan, employees are afforded some opportunity to select
work frames which is one aspect of flexitour. Employees, once they select a
particular work frame, however, usually are not permitted to choose different
work tours. Thus, Honolulu's flexible work program incorporates a staggered
hours system possessing some aspects of flexitour.

According to an as yet uncompleted study of the status of Honolulu's
flexible hours program, approximately 12.6 per cent of eligible employees are
currently participating in the City's flexible work hour program.!?

Part V. Summary

There has been relatively widespread experimentation with the various
flexible work schedules described, i.e., compressed workweek, staggered
work hours, flexitour, and flexitime. Although employees on compressed
workweek schedules seem to enjoy more time autonomy with regard to the
workweek (they have an extra day off during the week), the common
denominator of these schedules is' that they provide workers the opportunity
to exercise some discretion in defining the time dimensions of their work day.
The systems are different from one another primarily by the amount of
discretion that the employees are permitted to exercise in creating their work
schedules.!?
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As explained, the expected benefits, e.g., decreasing overtime wages,
reducing absenteeism and improving efficiency, from implementation of
compressed workweek schedules were generally achieved.!* Not all results,
however, were positive, and in some cases tardiness increased and scheduling
became difficult. Increased employee fatigue, and its effect on productivity
were also seen as a major negative aspect of compressed workweek schedules.
Most authorities presently agree that interest in compressed workweek
schedules has significantly waned.® ~Further, implementation of compressed

workweek schedules has been limited primarily to small flrms (predommantly ;

- dealing in manufacturing- and services) which are nonunion.

The other forms of flexible work hours, e.g., staggered work hours,

~flexitour, and flexitime, "have not declined in “popularity.  Studies have
indicated that certain employee responses, i.e., organizational attachment and

‘attendance, performance, job stress, off-job satlsfactlon, and “job  attitudes,

are positively affected by these forms of flexible work hours.'® One
explanatlon17 for the positive relationship between the employee responses

also explaln “the contmued popularxty of these work schedules) is that the
schedules (1) provide for a more efficient utilization of the human 24-hour

clock (| e., employee circadian rhythms) and (2) can decrease the amount of

stress (e.g., work arrival-related stress, and stress over work and nonwork
time demands) experienced by some employees. Furthermore, both the more
efficient use of the human 24-hour clock and decreased stress contribute to
work adjustment by allowing an increased 'alignment between the employees
abilities and the ability requirements-of the job which results in an increase
in performance Such work schedules also help to fulflll the employees need

for ‘a balance between work and personal t|me demands

10



Chapter 3

FEDERAL GOVERNMENT EXPERIENCES WITH
: ‘ FLEXIBLE WORKING HOURS :

Part I. Hlstory of FIex:ble Workmg Hours
in the Federal Government e
A discussion of flexible working hours in the Umted States government
could not be initiated without first looking at the federaI laws affectlng such
~alternative work schedules.

i

Federal Laws Affectmg Flex:ble Work Schedules

The WaIsh Healey Governments Contract. Act of 1936 tltle 41 U S C.
§§35 to 45, regulates companies with government contracts exceeding $10,000,
and in instances where the contract provisions call for the manufacturing or'
furnishing of materials, supphes, ‘articles; or equipment: -~ Companies that fall
under ‘the Walsh-Healey Act are required to pay nonexempt employees a
minimum of 1-1/2 times the basic hourly rates: for time worked in excess of 8
hours a day or 40 a week. " The overtime pay- requirements of the' Walsh-
Healey Act affect :those government contractors using: compressed schedules
where the number of hours worked a day exceeds 8 hours, and also those
employers with flexible 'schedules whose employees are allowed to bank and -
borrow time by worklng more. or less than 8 hours a day at the emponees
convenience. : ~ :

Flexible work schedules are snmllarly affected by - the overt:me pay
requirements found in the the Fair Labor Standards: Act. The basic policy of -
the Fair Labor Standards “Act of 1938, title 29 u.s.cC. §§201= -219, was to
eliminate, ' "...in industries engaged in commerce or .in the productlon of
goods for commerce, labor conditions detmmental to the maintenance of the
minimum standards of living necessary for health, efficiency, and general
well-being of workers."! In order to effectuate those principles, the Fair
Labor Standards  Act established minimum wages .and maximum hours for
employers engaged in interstate commerce or in the productlon of goods for
interstate commerce. The Act also standardlzed the 8-hour workday and 40-
hour workweek. Flexible work hours were affected with the establishment of
“a time- and -a- half pay requirement for work in excess of 40 hours a week.

The Fair Labor Standards Amendment of 19742 redefined "employer" to
“include a public agency and deleted text which excluded from such term the
United States.® Coverage of the Fair Labor Standards Act was expanded to
all federal employees. After 1974; a plan to implement  alternative work
schedules within the federal employee work force. had to take into
consideration the overtime-compensation rates required by the Fair Labor:
Standards Act. In addition to the Fair Labor Standards Act requirements, a
flexible work hours plan for federal employees also has to contend with
sections 5542(a), 5543(a)(1), 5544(a), and 5550 of title 5, United States
Code, as well as section 4107(e)(5) of title 38, United States Code, each of
which requires premium pay for time worked in excess of 8 hours a day or 40
hours a week. :
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The Work Hours Act of 1962 (Contract Work Hours Standard Act, title 40
U.S.C. §8327-332), also has provisions that may affect flexible work
schedules. The Work Hours Act of 1962 was enacted "to establish standards
for hours of work and overtime pay of laborers and mechanics employed in
work done under contract for, or with the financial aid of, the United States,
for any territory, or for the District of Columbia."* This Act required
contractors in federal government construction projects to pay nonexempt
employees a minimum of 1-1/2 times the basic hourly rates for tlme worked in

excess of 8 hours a day ‘or 40 hours a week.

The Origins of Flexible Work Hours

in the Federal Government

The Social Security Administration. The Social Security Administration,
located in Baltimore, Maryland, was the first major federal agency to

experiment with flexible working hours. In 1974, a "flexitime" system was
implemented in eight large bureaus and offices of the Social Security
Administration, The flexitime program used in the  Social _Security

Administration is a program that allows an employee to decide the employee's
8-hour workday on a day=to-day basis. = The majority of workers who

participate in the flexitime program are nonexempt employees, i.e., employees-
subject to the overtime pay requirements of the federal laws. Some managers
as well as a few professional and technical employees also participate.

In order to understand the flexitime system implemented by the Social
Security Administration, the particular program introduced at the Social
following paragraphs.

Flexitime was introduced at the Bureau of Data Processing in April 1974.
The Bureau was comprised of 350 office workers employed at two locations in
the Baltimore area. The following is a schematic diagram of the system used
at the Bureau:® .

FST~ e S CORE TIME - 0 0 |- FQT- - [OVERTIME
(excluding 30:-minute lunch break) ONLY ,
6:30 9:30 3:00 6:00. 7:15
AMS T AM. ’ : o P:M. P.M. P.M.

Employees may come to work each day at any time between 6:30 and 9:30 a.m.
Each employee then works for 8 hours (including 30 minutes for lunch).
Automatic time totalizers are used to keep track of employee work hours.

Few supervisors participate in the Bureau of Data Processing flexitime
program. The Bureau requires that at least one supervisor be on duty the
whole time that employees may be working, i.e., from 6:30 a.m. to 6:00 p.m.
Supervisors, however, are allowed to work staggered hours shifts, decided
upon by themselves. » . S E : :
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While overtime is allowed (after 8 hours), an employee must first obtain
supervisory approval. The maximum overtime allowed is 3 hours a day.
Automatic time totalizers record total work time up to 7:15 p.m., at which -
time the overtime day terminates. An employee, who has approval, will
complete the maximum 3 hours, only if the employee arrives at work to finish
the 8-1/2 hour shift by 4:15 p.m.*

In 1976, a report was completed by the Social Security Administration
evaluating its experience with flexitime.” In general, the report suggested .
that flexitime was working well at the Social Security Administration. For .
example, regarding employee morale, the report stated that about 75 per cent
of managers in operating bureaus noted an increase in employee morale. In
terms of job satisfaction, both employees and their supervisors reported that
employee job satisfaction mcreased under the system.

 Statistically the report sai'd that some 90 per cent of the employees state
that "having a say" in deciding their work hours was important to them.
With respect, to leave usage and attendance, in both the operating and staff
bureaus, the Social Security Administration reported: (1) a slight reduction
in the use of sick time; and (2) tardiness was reduced substantially (from 20
‘per cent tardy employees down to 7 per cent). With respect to productivity
and organizational effectiveness, the Social Security Administration reported
that objective measurements of quality and quantlty generally showed no
SIgnlflcant changes wnth the implementation of flexntlme fe

With respect to transportation effects, the Soc:al Secumty Admlmstr'atlon
reported that a strong majorlty of employees agreed that flexitime improved
their ability to get to and from work. At the Social Security Administration
offices in metropolitan areas, 75 per cent of the employees. responded that it
was easier to travel between work and home. The report also noted,
however, that in Baltimore, there was an increase in ‘the proportion of.
employees driving to work alone since the flexitime program was implemented
(specifically 13 per cent of the employees stopped using car pools or public
transportation). The Social Security Administration report concerning the’
implementation and utilization of the flexitime program showed that (1) the
majority of employees came to work at earlier hours than under the previous
fixed-hour system,® (2) most of the workers did not mind the use of
automatic' time totalizers,® and (3) employees still had good opportunities to
put in overtime under the new _system. One negative aspect was that,
although most employees ‘and supervisors reported few or no problems
resulting from the differences in hours worked by both groups, the Bureau
of Data Processmg supervisors suggested that there were some problems in
provndmg superwsory coverage throughout the workday

According ‘to a report issued by the U.S. House of Representatives,?
flexitime was implemented in the Social Security Administration to combat the
loss of productivity that resulted from tardiness and extensive use of leave
without pay. The U.S. House report stated that "...results have been
positive, vnrtually eliminating tardiness and increasing employee morale.'

The U.S. Geological Survey. In May 1975, the U.S. Geological Survey's
National Headquarters in Reston, Va., began to experiment with flexitime. At
that time 3,000 employees were assigned to the Survey's headquarters. In
this experiment one of the largest single group of employees in the
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Washington, D.C., area was introduced to flexible hours. Participants in the
program included employees at different employment levels, holding different
types of positions. Of the more than 300 supervisors at the U.S. Geological
Survey headquarters, 78 per cent were able to participate in the program.

~ Originally, workers at the U.S. Geological Survey were on a fixed
schedule with the .normal workday extending from 7:45 a.m. until 4:15 p.m.
After the introduction of flexitime; offices were opened for an additional two
~ hours. .The schedule implemented at the Survey is illustrated below.! -

FST CORE TIME : FQY
(excluding lunch break) o

7.00 9.00 ' 3:30 5:30
AM. AM. PM. PM.

As noted in the diagram above, the core time extended from 9:00 a.m. to 3:30
p.m. (excluding time off for lunch), and flexible bands were set from 7:00 to
9:00 in the morning and 3:30 to 5:30 in the afternoon. An agency-wide core
time was adopted but each supervisor was allowed to lengthen the core time if
necessary for operational efficacy.

~In 1976, the U.S. Geological Survey formally assessed the results of its

flexitime program.'? The flexible hours program was evaluated using three
methods: (1) a 62-item questionnaire completed by all employees, including
supervisors at various levels; (2) a 33-item questionnaire for managers; and
(3) a study of objective measures of productivity.

The 1976 federal study on the results of flexitime implementation at the
U.S. Geological Survey measured productivity using three indicators:
absenteeism, turnover, and quantity. Regarding absenteeism, the study
stated that work statistics for employees indicated a reduction of 7 per cent
in sick-leave usage and a 1-1/2 per cent reduction in annual-leave usage

following the implementation of flexitime. In the year following the installation
of flexitime, voluntary separation (the '"quit rate') dropped to its lowest
point, when measured over a five-year period. In short, the turnover rate

was. positively affected as the quit rate decreased by.about 25 per cent over
a five-year period. Productivity was also measured by the numbeéer of maps
produced, the number of vouchers processed, and the number of technical
reports processed. According to the study, increases were experienced in all
three items after the introduction of flexitime.

The . study also assessed. other. factors not. dlr‘ectly related to
productivity. It revealed that job satisfaction, employee morale, and workmg
conditions improved following the advent of flexible work hours. In general,
employees and supervisors agreed that abuses under flexitime were not
greater in number than those occurring under fixed hours. Other changes
~ noted were that with flexitime 58 per cent of all employees arrived at work
prior to 7:45 a.m. (the starting time under the former work system).
Regarding travel tlme, among all employees on flexitime, 56 per cent sald that
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their commuting time had been reduced (travel time reduction ranged from 5
minutes to more than 30 minutes).

In assessing the overall impact of flexible work hours at the U.S.
Geological Survey, the study reported that 86 per cent of the managers
judged flexitime as very successful or successful. Employees surveyed
responded similarly with 96 per cent stating that they liked flexitime.

The Department of Human Resources. The Department of Human
Resources in the District of Columbia also introduced flexitime at about the
same time as the U.S. Geological Survey: Results were similar to those

reported by the U.S. Geological Survey. After working under the flexible
hour system for some months, more than 90 per cent of the supervisors at
the Department of Human Resources said they like flexitime and recommended
that it be retained permanently. Other results showed that short-term (2
hours or less) usage of sick and annual leave was reduced as much as 77 per
cent, overtime was reduced in one case by 63 per cent, and in one section of
the Department of Human Resources, ‘hours of service to the public were
expanded with no increase in staff.!?® ~ ; :

Private Government Contractors. The implementation of flexible work
hours in the federal government was also prompted by the experiences of
certain private sector employers.!* In 1976 the General Accounting Office,
under the direction of the U.S. Comptroller General, issued a publication
based on a survey of various government contractors use of flexible work
schedules for their employees.!® In this report the General Accounting Office
surveyed 20 organizations already using flexible work schedules and discussed
the potential for the use of such work hours with 44 government contractors
and 4 employee unions. The report also reviewed recent studies and
literature on the subject. The General Accounting Office concluded that
flexible work schedules could: (1) improve employee morale and attendance;
(2) reduce overtime expenses; (3) increase employee productivity; (4) reduce
energy consumption; (5) increase the use of capital assets; (6) enable better
service to the public; (7) permit better use of transportation and recreation
facilities; and (8) open job opportunities for additional persons. The General
Accounting Office also discovered that flexible work schedules could be
detrimental in that (1) employee fatigue could result; (2) work scheduling
could become more difficult; (3) overtime costs could increase; and .(4)
productivity could decrease.

The General Accounting Office also found that the use of flexible work
schedules was more difficult for government contractors than for other
employers because the Contract Work Hours and Safety Standards Act and the
Walsh-Healey Act required payment of overtime premiums whenever employees
work more than 8 hours a day. The General Accounting Office also stated
that the Fair Labor Standards Act requirement to pay overtime premiums
whenever employees worked over 40 hours a week limited work-hour schedule
flexibility for employees of government contractors and other employers.?!®
Some employers surveyed by the General Accounting Office stated that these
federal legal requirements made it economically unfeasible for certain
organizations using flexible work schedules to do business with the
government and therefore, these laws should be revised to permit greater use
of flexible work schedules.
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The General Accounting Office, in its overall assessment of flexible work
schedules for government contractors, found that:!7

... adherence to fixed, 5~day work schedules was not always best for
employees and employers. For persons desiring changes to certain

~altered work schedules, the current overtime payment requirements do
not always work to their best advantage. ~Therefore we believe the
Congress should revise the current laws to permit greater use of
altered work schedules. [and] Since the need remains t&.protecti the
health and safety of employees, however, we believe the revisions
made should continue to protect employees from long hours of labor:
~that...could. . be..detrimental to. . their well-being. . .-Also,. since. many .. .
employees and employers are satisfied with their current schedule
arrangements; care should be taken not. to place these persons and
organizations at-a disadvantage.

Based on this overall assessment, the General Accounting Office
submitted a number of recommendations to the 1976 Congress. It was
suggested that, when considering proposed legislation to amend the Contract
Work Hours and Safety Standar‘ds Act and the Walsh-Healey Act, Congress
include provtstons to: ,

Require Government contractors using compressed schedules for their
employees to pay overtime premiums when a 4=day schedule is'used and
the number of hours:worked exceeds 10 a day or when a '3=day schedule
is used ‘and the number of hours worked exceeds 12 a day, except .as
discussed  below with respect to banking and borrowing time under
flexible schedules.

Permit Government contractors to use flexible work schedules,
allowing employees to bank and borrow time by working more or less
than 8 hours a day at the employees' convenience without the
contractors' being required to pay overtime premiums for the hours
worked in excess of 8 a day or 40 hours a week. To maintain the
integrity of the 40-hour workweek provided. for in these. acts, 'a
provision should be included requiring that the number of hours
worked without payment of overtime premiums not average more than 40
hours a week over a specified period; possibly a month or several
months. This would also require exempting the Government
contractors involved from the 40-hour workweek requirement of the
Fair Labor Standards Act or changing that act to allow employees to
bank or borrow time. :

Congressional Proposals Dealing with Flexible
Hours and Overtime Pay Requirements

Congressional bill H.R. 9043, the Federal Employees Flexible and
Compressed Work Schedules Act, was introduced during the 94th Congress in
July 1975. This bill was introduced at the request of the Civil Service
Commission and proposed that controlled experimentation with the use of
flexible work scheduling be conducted by the Civil Service Commission for a
three-year period, and that the programs provide for testing the impact of
various schedules on such factors as productivity, mass transit facilities, and
full- and part-time employment. Under Title I (Flexible Work Schedules) of
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the  Act, the Civil Service Commission was authorized to approve the
establishment of experimental flexible work schedules in government agencies.
The Act prohibited the payment of premium pay for credit hours (hours
‘worked over 8 hours a day or 40 hours a week) worked by decision of an
employee. Overtime pay was required of the employer for credit hours
officially ordered in advance.

Congressional bill H.R. 8043 was based on recommendations made by the
General Accounting Office in a study entitled Legal Limitations on Flexible and
Compressed Work Schedules for Federal Employees which was completed on
October 21, 1974 (B-179810). Congressional bill H.R. 9043 was reported out
of the Post Office and Civil Service Committee on April 12, 1976, and passed
by the House of Representattves on May 6, 1976. No action was taken on the
bill by the Senate. P

Another study by the General. Accounting Office entitled Contractors’
Use of Altered Work . Schedules For Their Employees--How Is It Working?, 18
1976, -in which a recommendation was made that the Contract Work Hours and
Safety Standards Act and  the - Walsh- Healey Act be amended to permit
government. . contractors to use flexible and compressed work schedules,
prompted the introduction of two other flexible work hours bills ‘during the
95th Congress. . Congressional bill H.R. 2930 (the Federal Employees Flexible
and Compressed Work Schedule Act of 1977), similar to H.R. 9043, required
the establishment of a master plan that would require approval by the Civil
‘Service Commission of agency .experiments with alternative work schedules.
Congressional bill H.R. 2732 (also entitled the Federal Employees Flexible and
Compressed Work Schedules Act of 1977) required each agency to establish a
flexible and compressed scheduling experiment. Congressional bill S. 517
(the Federal Employees Flexible and Compressed Work Schedules Act of 1977),
was also introduced. Congressional bill S: 517, like H.R. 9043, authorized
the U.S. Civil Service Commission to administer and implement compressed and
flexible hours schedules, during a- three-year experimental period in all
federal agencies, on a.voluntary basis. The Senate bill would also amend the
Fair Labor Standards Act and Title 5 of the U.S. Pay Code to permit federal
employees to accumulate up to 10 credit hours biweekly without premium pay,
so long as work time averaged 8 hours a day and 40 hours a week.
Congressional bills, H.R. 2732, H.R. 2930, and S. No. 517 failed to find
support other than in the legislative bodies in which they were introduced.

~ Congressional bill H.R. 7814 (the Federal Employees Flexible and
Compressed Work Schedules Act of 1978) was introduced on June 15, 1977.
After passage by both the House and Senate, H.R. 7814 was approved by the
President on September 29, 1978 and enacted as Public Law No. 95-390 (92
Stat. 755). The basic purpose of H.R. No. 7814 was to suspend, temporarily
for 3 years, during hours of flexible and compressed work schedules, certain
provisions of law, such as those requiring overtime pay for work in excess of
8 hours a day. or 40 hours a week in order to permit a 3-year controlled
experiment in -the wuse of flexible and compressed work schedules for
employees of the executive branch of the U.S. Government; in order to
determine what impact, both positive and negative, these alternatives to
traditional work schedulés may have on such factors as efficiency of
government operations, service to the public, mass transit facilities and
energy consumption, as well as encouraging the entrance in the federal labor
force of talented and skilled personnel unable to work standard hours. The
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overtime pay and other provisions would not be suspended for hours outside
the flemble or compressed work schedule hours.? ,

Congres,slonal bill H.R. 7814, Public Law No 95-390, contained the
following major provisions:?! : : s

(1) Adopts the policy that federal employees should be allowed -
flexibility in the scheduling of their work hours to the extent

-sconsistent-with the fulfillment of the:duties and requlrements,,,.m; -

of their p051t10ns,

"(2)~~Require5‘each”agency'of“thewexecﬁtive branch, unless exempted - - -
by ‘the Civil Service Commission; to establish a flex1ble or
compressed schedule experiment for employees; :

(3) Suspends the applicability of certain existing laws relating to
hours of work; overtime pay, compensatory time off; premium pay:
for night work and work on holidays ‘to employees under

experimental programs where the strict application of such laws
would be incongistent with such experimental programs, provides.

alternative -means - for-determining entitlement -to such~riéhta
which are ¢ohsistent with such programs, dnd dinsures that an
employee will receive premium pay (computed in accordance with
applicable existing law) for any work which constitutes
"overtime'" under any flexible or compressed schedule;

so(4)- - Provides —-that ~where —employees  are:- .in-.a-unit -for - which —an

employee  organization  holds  exclusive = recognition,  the =
introduction of any flexible or compressed schedule experiment
shall be subject to collectivec bargaining; and

(5) - Prohibits coercion with respect to the right of employees to
waive existing statutory rights to ' premium pay ~or shift

differentials by partlclpatlng in a flexible or compressed
§chedule experiment: '

Part 11. Present Statis of Flexible Workmg Hours
in the Federal Sector

- As evidenced by the -passage of Public Law No. 95-390 [H.R. 7814], the
Federal Employees Flexible and Compressed Work Schedules Act of 1978,
Congress has in the past supported flexible work schedules for federal
workers ., 22 ‘

In order to determine the present status of flexible work schedules in
the federal  sector, the Office of Personnel Management (U.S. Civil Service
Commission), the agency that, pursuant to Public: Law No. '95-390, was
delegated the task of ‘establishing a flexible work schedules experiment and
reporting its evaluation of the experiment to the President and the Congress,
was contacted. In. the letter to the Office of Personnel Management,
information available on the subject of flexible working hours, specifically
evaluating the three-year experiment, as well as literature dealing with the
present attitude of the federal government towards flexible work hours, was
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requested. |In response to this request, the Office of Personnel Management
sent informational materials indicating that the past supportive attitude of the
federal government towards flexible hours has remained unchanged, and had
‘culminated in the passage of Public Law No. 97-221 (S. 2240 which is identical
to H.R. 5366), on July 23, 1982, which continues existing flexible work.
schedule programs  for another three years, unless stated provisions for
termination are met, and also permits the establishment of new programs,

Under the Federal- Employees Flexible and Compressed Work Schedules Act of
1978, the Office of Personnel Management conducted a three-year experiment
with flexible work schedules. On the basis of that experiment, the Office
recommended that permanent Ieglslatlon be enacted authorizing the use of
flexible work schedules which the agency felt could improve productnvnty,
provude greater service to the publlc, and allow savings in costs.

k Accordmg to the Office: of Personnel Management more than 325,000
employees in 1,500 organizations participated in the generally successful“
‘expertmental flexible work schedules program.2? The Office of Personnel
Management, in the three-year expemment, studied two types of -alternatives
to the traditional weekly schedules of 5 days of 8 hours each: (1) flexitime
schedules, which iinclude:additional times within which employees can perform
their regular work, and allow . employees to elect ‘to vary from the 8-hour day
or the 40-hour week; and (2) ~compressed ' schedules, which are fixed in
advance by management, but have a weekly pattern different from that of the
traditional schedule; for example, 4 days of 10 hours each. :The experlmental
fauthorlty ‘temporarily suspended provnsmns of law for overtime for work over
8 hours:in a day or 40 hours in a week, so that-an employees normal work
'requ1rement——80 hours . per biweekly pay perlod for a full-time employee--
would. be: completed ‘on a non-overtime basis under the various alternative.
work schedules possuble The: Office of Personnel Management was directed to
assess the ' impacts  which: these alternatives to _traditional work schedules"
would have on ‘(1) efficiency of government operations, (2) service to the
public,  (3) mass transit: facilities, (4) energy consumption; (5) increased job
opportunities, and (6). the quality of life for mdlvlduals and famllles

The Office of Personnel Management structured lts evaluatlon of the
experiment around four types of studies. These were: (1) narrative reports
and statistical profiles from each experimenting organization; (2) an 18-month
study. of a sample of experimenting work units; (3) on-site studies of selected
experimenting organizations; and (4) a special study of the energy impact on
transportatlon and buildings under flexuble work schedules.?*

The followmg conclusnons summarize the results of the evaluation by the
six impact areas specified in Public Law No. 95-390:

(le)ﬁ Efficiency of,Goverrnmentl Operatlons

About 30 per cent of ‘the experlmentmg orgamzatlons .reported a
small improvement in efficiency of operation; 60 per cent reported
no change; and 10 per cent reported a small decrease in efficiency
of operations.
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(2) Service to the Public

The majority of experimenting organizations increased the number of
hours they were open or available to serve the public. Reported
average hours of service to the public increased to 53.4 hours per
week from 46 hours per week before the experiment. A minority of
organizations did report that service to the pubhc was decreased by
the absence of some staff during peak service hours.  Service was
- also decreased in some. instances under compréssed schedules where
,ofﬁces were closed on days that prevnously were busmess days

'(3)'~~Mass Transct Facnlltles and-Traffic-

The experiment led to small reductions in total work and non-work-
related vehicle miles traveled per week and to increases -in use of
mass transit and car/van pooling. Lo

(4) Levels of Energy Consumption:

Compressed work schedules can reduce buﬂdlng energy consumption

if all employees of an entire building work the same compressed

schedule, and the building is" closed - down on non-work days
. Flexitime schedules with increased building hour's result in a small
increase in energy consumption. :

(5) Increased Opportuniti’es for Full- and Part-time Employment

Factors - unrelated to . the flexible work schedules experimental
programs . (for ~example, hiring freezes, staffing reductions, and
reorganizations) complicated the efforts of agencies to increase job
opportunities for full- and part-time employees through changes in

- work schedules during the three-year experimental period. . These
factors had a far greater impact on job opportunities than changes
in the work schedule

(6) Quallty of Ln‘e of Employees and Thelr Famllles

Flexible work schedules allow employees increased control over the
matching of interests outside the job with work requirements.

The Office of Personnel Management's overall finding was that 85 to 90
per cent of employees were satisfied with and wished to retain their flexible
work schedules. f, RIS

Among experimenting organizations, more than 79 per cent judged the
programs a success. 1he Office concluded that all of the flexible work
schedule types used in the experiment were successful in most situations from
the perspective of both the experimenting organizations and individuals. Not
all flexible work schedule options, however, were equally successful in all
organizations. The Office decided that a careful and complete management
assessment was required prior to implementing a flexible work hour program
(and periodically during its operations). The Office also stated that agencies
needed to provide continuous control and oversught to ensure that flexible
hours programs did not reduce productivity, impair service to the public,
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create inefficiency or increase government cost. The Office recommended that
Congress enact permanent legislation authorizing continued use of flexible
work schedules in the federal government with provisions to assure that
agencies provide appropriate control and oversight.?®

Part I1l. Summary

The attitude of the federal government with regards to flexible work
hours has been generally positive. The Office of Personnel Management has
noted that federal agencies and organizations implementing flexible work hours
have experienced a number of benefits. These agencies and organizations
have acknowledged that employee morale, job statisfaction, productivity, and
organizational effectiveness have improved. Under flexible work hours,
employee turnover, leave usage, and absenteeism have declined. Many
government employees have commented that flexible work hours have also
made commuting to work more enjoyable.?®

It is important to note that the federal government like the State of
Hawaii has enacted legislation to ensure the legal as well as practical
implementation of flexible work hours, i.e., the federal government in
enacting the Federal Employees Flexible and Compressed Work Schedules Act
of 1982 relaxed or modified certain provisions of the Walsh-Healey Government
Contracts Act and the Fair Labor Standards Act with regards to calculation of
employee overtime; while the State of Hawaii, in implementing a flexible work
hours program, amended section 80-1, Hawaii Revised Statutes (via Act 64,
Session Laws of Hawaii 1977), with regards to state office hours. The
enactment of such legislation by the federal government, in light of the fact
that the complex regulations of such laws as the Fair Labor Standards Act
had to be dealt with, demonstrates the commitment of the federal government
to flexible work schedules.?” The continued existence of flexible work hours
in the federal government also demonstrates to the state and local
governments that flexible work hour programs can be maintained even with
changes in employee work hour recording necessitated by the application of
the Fair Labor Standards Act.?®

The federal government can be said to differ from the State of Hawaii in
that the federal flexible work hours program is directly administered by a
central coordinating agency, the Office of Personnel Management. Although
the State's flexible hours program was initially implemented via the
Department of Personnel Services, administration and implementation, in
practice, are no longer centralized. In the State's program individual
departmental supervisors are responsible for carrying out the program in
their respective work units.?? The federal government's system of
centralized coordination of the flexible work hours program within a single
agency appears to be advantageous over the State's decentralized system in
that the federal Office of Personnel Management monitors the overall federal
program and is responsible for: (1) aiding agencies in implementing flexible
hours and (2) introducing legislation either to maintain the system or to
effectuate changes to remedy problems in the program detected by Office of
Personnel Management.®® The federal government's flexible work hour
program has been quite successful under the Office of Personnel Management's
direction as indicated by the fact that more than 1,500 organizations with
over 325,000 employees voluntarily participated in the federal program in
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1982. These 1,500 organizations covered the entire spectrum of federal
agencies and activities and ranged from small individual work units with as
few as 5 to 10 employees to entire agencies with employees throughout the
country. o : e V
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Chapter 4

EXPERIENCES OF OTHER ORGANIZATIONS
WITH FLEXIBLE WORK HOURS

, Within the last few years an increasing number of organizations around
the world have introduced flexible work scheduling in both offices and
factories for workers who have traditionally had l"lgld work schedules. As
stated earlier, flexitime was first introduced in Germany in 1967 at an
aerospace firm. Since then the flexitime concept has spread to 50 per cent of
Germanys white-collar workers. In Great Britain, most of the insurance
companies have adopted flexible work hours. According to one 1978 report?,
700,000 workers in Paris and about 40 per cent of the Swiss labor force are
using some form of flexible work hours.

As noted in Chapter 3, the use of flexible work hours in the United
States was initially limited by hours of work, overtime, and compensation
statutes. In 1978, in spite of these limitations, an estimated 10,000
nonfederal organizations with 1.2 million workers were using compressed work
schedules and from 300,000 to 1 million nonfederal employees were using
flexible work schedules.

Discussion of Progr’ams

According to a survey conducted by the Conference Board among 570
employers in five industry groups, large companies employing predommantly
white-collar workers are the major users of flexible working hours in the
United States, with insurance firms making up the overwhelming majority. 2
Further, a survey by the Port Authority of New York and New Jersey
indicated that 15 U.S. cities and 11 international cities had implemented formal
work hour programs by 1975.°

1. Flexible Work Schedules in the Private Sector"

General Radio Company

in 1974, the General Radio Company implemented a flexitime system,
under which employees could come to work between 7:00 and 9:00 a.m. and
leave between 3:30 and 5:30 p.m., as long as they put in a total of 8 hours a
day. In March 1975, the company abandoned its flexitime ‘program. The
company noted that one problem, lack of adequate employee supervision, was
partially to blame for the ineffectiveness of the flexitime program.

General Radio then instituted another type of flexible work schedule.
Under that schedule:

(1) Each first-line supervisory wunit established its starting time
between the hours of 7:00 and 9:00 a.m. Similarly, each unit
established its ending time between the hours of 3:30 and 5:30 p.m.
(a first-line supervisory unit was defined as a supervisor and the
employees who reported to the supervisor).

23




EXPERIENCES OF OTHER ORGANIZATIONS

(2) Considered in establishing the starting and ending times the
personal preferences of the employees mvolved

(3) Once the starting and ending times had been established, those
times applied to all employees within the supervisory unit, and
employees could start work at any time within 15 minutes before or
after the designated starting time but not before 7:00 a.m. or after
9:00 a.m. Similarly, employees could stop work at any. t|me wnthln

15 -minutes before or after the desugnated endmg time b’ut"not"""

before 3:30 p.m. or after 5:30 P m., as long ‘as they spent a total
of 8- 1/2 hours at their site.

(4) In certain supervisory units, if it were necessary to provide

© coverage outside of the established hours, the supervisor would
select employees to work a different schedule in order to provide
such coverage.

(5) In hardship cases employees could be permitted to work hours
~ different from those of the supervisory unit, if approved by the
'super‘wsor and the next higher level of management. The
“supervisor could grant exceptions to the normal supervisory unit
starting and ending times if employees needed to take care of
personal business and made up the time within the same day.

(6) The supervisory units could change their established starting and
ending times as often as they wished, subject to the approval of
~the supervisor and the next higher level of management

The system described above can be termed a flexitour arrangement.
General Radio Company's experience with flexible work schedules is of
particular interest in that problems with the initial program, e.g. appropriate
supervision, were remedied by implementation of a revised arrangement
determined, at least partially, by employee input in the designation of
starting and ending times. ‘ o R -

Occidental Life of California

After a detailed study of various wor'kmg time patterns in 1972 and early
1973, Occidental Life of California, a large insurance company, decided to
undertake a three-month flexitime - ‘experiment that began in March 1973.
About 700 clerical, administrative, and technical employees took part in the
experiment.

During June 1973 the company assessed the pilot program and determined
that a number of benefits had been realized: (1) a reduction in lost time due
to tardiness and personal business had occurred; (2) productivity increased
before 8:00 a.m. and after 4:30 p.m. as a result of fewer work interruptions;
(3) employees felt that they were able to adjust their work schedules to fit
their life-styles; (4) travel time was reduced, generally between 30 minutes to
one hour per day; and (5) there was better use of resources in such areas
as keypunch and computer testing. The assessment noted no major
_disadvantages to the program.
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During June and early July of 1973, the company decided to expand the
program to encompass the entire home offlce As a result, by the latter part
of July, some 3,500 employees at the Occidental Life center in Los Angeles
were working under a flexitime program. . :

- In July 1974 the company issued a report that contained an overall
summary of the viewpoints of both managers and non-management employees
on the flexitime program. In general, the workforce viewed the flexible work
hour scheduling favorably, with only one per cent reacting negatlvely toward
the program. The company noted that morale improved, and, in some areas,
there had been greater productlvlty with no reports of a decline in
productlwty Tardmess no longer was a problem ,

of particular interest regardmg Occidental Life's flexitime program was
their comment that problems involving internal communications, e.g., Is the
employee at work? Am | able to phone the employee at the office? Is the
employee available for consultation?, etc., could be overcome by better
communications  planning. lnternal communication ~was an important
consideration in determining how the flexitime program would be lmplemented
For. ‘example, the company stated that, to a degree, the nature of the work
determ.lned starting times. In most cases, employees were able to choose
starting times between 7:00 and 9:00 a.m. Further, the administration
recommended that each area of responsibility work out its own schedule after
giving  careful consideration to work flow, coordination with other
departments, the field force, the public, supervisory avallablllty and
capablllty, and potential confllct with night-crew employees. It remained the
company's recommendatlon that as many employees -as possible be allowed to
choose their own startlng times.

Alexander Hamilton Institute

The Alexander Hamilton Institute is a small New York City firm that
prepares and publishes newsletters which are mailed to certain ‘business
clientele. The Institute adopted flexitime primarily to relieve employees from
the pressures of rush-hour traffic while maintaining produotivity.

Prior to flexitime introduction, employees were on a fixed schedule
starting at 8:45 a.m. and ending at 4:30 p.m. The normal workweek was 35
‘hours. The: company selected a flexitime system which was described as
follows: . (1) 8:00 a.m. to 10:00 a.m. became the flexible starting time; (2)
10:00 a.m. to 3:00 p.m. was designated as core time (lunch was fixed at noon
to 12:45 p.m.); and (3) the flexible quattmg time fell between 3:00 p.m. and
" 6:00 p.m.

It is interesting to note how the program was implemented. Application
of the program required a shifting of deadlines in every department in order
to afford broader choices of starting and ending hours--while still enabling
the firm to meet a Friday afternoon mailing deadline. Because the program
necessitated a major rearrangement of schedules, the company thought it
necessary that the president of the institute personally brief the employees
(in groups of ten). During these briefings the president pointed out the
desired advantages of flemble working hours.
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The company's experiences with flexitime have been generally positive.
The company noted that (1) employees adapted quickly to the new system,
(2) the firm had been able to handle an increased number of subscribers to
its publications without an increase in personnel and any appreciable increase
in overtime, and (3) there was an improvement in productivity, and employees
took greater lnterest m thelr work.

Hewlett Packa rd Corporatlon

Hewlett- Packard is an lnfternational electronic  corporation  with
headquarters located in Palo Alto, California. Experiments with flexitime

began in 1967 at its plant in Boeblingen, Germany. Presently, approximately
90 per cent of the company s employees at 22 manufacturmg faculltles utlllze
flexmme

- One reason that Hewlett-Packard initiated flexitime was to provide its
employees greater flelelllty in arrangmg thelr personal schedules so. that

personal business, avoid traffic jams, etc. Implementation of flexible hours

was consistent with Hewlett-Packard's central corporate goal: to maintain a

position of leadership and innovation in the industry in terms of employee
relations, thereby showing a commitment to its employees.

Noteworthy about Hewlett-Packard's experience with flexitime is the fact
that those employees working 24-hour shifts were also given the opportunity
to participate in the program. Swing and graveyard shift employees had the
~flexibility to begin and leave within 2-hour periods. ~No specific time frames
were predetermined, instead, department shift managers had the responsibility
to determine work schedules that accommodated any necessary shift overlap
while - still maintaining the spirit of flexitime. In order to accomplish
departmental goals and still allow employees some flexibility in work hours,
Hewlett-Packard encouraged shift supervisors to involve affected work groups
when determining the most acceptable means of achieving both company and
employee ob}ectlves

One year after implementation, Hewlett-Packard did a joint survey of
supervisory and nonsupervisory personnel to determine their reaction to the
flexitime system. The employees stated that (1) production and efficiency
increased, (2) tardiness and absenteeism were reduced, (3) morale was
higher, and (3) commuting problems were positively affected. Supervisors
also viewed -the flexible work hours system favorably to the point where one
vice-president stated that "it would not be something we could take away
without very severe morale problems and strong understandable reasons for
doing so."*®

Metropolltan Life

Metropolltan foe one of the nation's largest insurance companies, is
headquartered in New York City while maintaining eight "home offices"
throughout the country. In 1974, Metropolitan, as part of its policy to
provide better service to its policyholders and to create a work atmosphere
more responsive to employee needs, instituted a six-month experiment with
flexible working schedules. The type of flexible program utilized by the
company can best be termed 'staggered hours’. Management established 31
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different time frames with five minute intervals between each frame.
Employees were allowed to utilize flexibility in varying their starting times (as
defined by management). Factors considered in varying employee starting
times were productivity, service to customers, and work flow.

- After six months the flexible work hours experlment was evaluated in
terms of its impact on productlvlty, the reactions of management and
employees, and the manner in which employees utlhzed the schedule. The
results of the experiment were positive: (1) no adverse |mp_act on
productivity was .noted, and (2) the reaction of both management and non-
management employees was favorable. The company decided that on the basis
of the evaluation that flexible work schedules should be implemented company
wide.  The following explains the process utilized by fMetroPoI,itan in
expandmg its flexible hours program.

It is interesting to note that to ensure a smooth transmon, the initial
expansion was accomplished very gradually. Task forces were appointed to
help departments (1) study whether alternative work scheduling was
feasible, (2) . determine schedules,; of implementation, and (3) . assist
management in. preparing for the change in hours. Guidelines were also
developed as an integral part of the phase-in efforts. The significance of
these guidelines can be seen in the handling of five areas that required
consideration during implementation and expansion of the program, i.e.,
employee job coverage, monitoring time recording, supervisory coverage,
secretaries - and: flex:ble - hours, and communications within and between
«depa rtments < , ; ‘ :

:

Employee Job Coverage Supervisors were to inform employees that: -
they have an_ increased responsibility to fit work hours into the
needs of the work .situation, although managers and flrst level
superV1sors retain the flnal authority regarding -work schedules.
-Job coverage 1mba1ances may be remedied in the following ways: (1)
1nform1ng employees of the approximate number of workers needed at
certain times and allowing the employees to decide among themselves
who will work. at those particular times, (2) limiting the range of
-starting times for the section or for particular workers, (3)
rotating early and late times to ensure fairness; (4) requesting
that certain key workers keep to specific times, and (5) requiring
note of significant changes from a regular pattern of starting
times. - :

Monltorlng Time Recordlng All ‘weekly salaried employees, exempt
and ‘nonexempt, are requlred to enter their ‘'starting t1me and their
initials each day on the '"Daily Attendance Register.' Superv1sors
are required to spot check employees so as to confirm whether or not
employees abuse the system. ‘

Supervisory Coverage: Generally, the situation is that supervisory
coverage during the early and late hours of the day is not feasible
- unless: supervisors dincrease their own working hours.. The company
suggested that early.and late hours can be handled in several ways:
(1) delegating minor levels of supervision to responsible lower-
level  employees (for example, team supervisors) at early or late
hours in the workday when only a small percentage of employees are
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present, (2) checking on the following day's workload to decide
whether an employee can start work early the next day without
supervigion, (3) rotating early ~and late duty  with ‘another
supervisor in--the section, 'and (4) trading off with 'a supervisor
from another section.

Secretaries and Flexible Hours: The degree to which a secretary may
be permitted flexibility must be arranged between the secretary and
~the person for. whom = the secretary is working.  The  .company ... .

encourages giving flexibility to the secretary by ‘adépting some of
the following: (1) using the dictaphone mote frequently, (2) eénding
~the day with-dictation-that can be transcribed the next morning;-(3)

sharing secretaries or making some other arrangement for telephone
coverage, and (4) leaving brief instruction notes:

Commutiications Withifi and Between Deépartments: (1)  Departments
should be aware of those units that adopt-flexible schedules; (2)
each department should let other departments know if employees will
‘be available at early or late hours to handle interdepartmental

work, or if, in fact, regular hours are to be maintained for such

communications., -and (3) internal-meetings should be scheduled during
core hours. ~

Swart ‘notes ‘that Metropolitan Life may be unique in the change that has
occurred over the vyears with regards to its staggered hours program. The
staggered hours program that was first implemented by the company has
evolved to .include also flexitour and flexitime. According to Swart this
evolution toward greater flexibility is not surprising in that, even at the
outset, the company was not rigidly determmed to use staggered hours only.
In fact company policy was such that "limitations in flexibility may be needed
only at the initial installation [of flexible hours], if at all. After experience,
the manager and supervisor may then allow a further degree of flexibility."

Metropolitan's experience with staggered hours as well as its more recent

exposure to ﬂexitour and flexitime have generally been positive. The
following results form the basis for the company's favorable attitude toward
flexible working hours: (1) most supervisors did not find their jobs more

difficult; in fact, some found their jobs less so; (2) tardiness was no longer
a major concern; (3) employees tended to cut down on requests for personal
time off; (4) in general, there was no negative impact on productivity. in
most_ instances . productivity levels were maintained, and in some situations,.
productivity increased. Stated in a different way, the majority of managers
felt that alternative work schedules had a positive impact on the effectiveness
of the work group and the smoothness of the work flow; (5) there was no
adverse effect in terms of amount of overtime.

Sun Oil Company

The Sun Oil Company began experimentation with flexitime in May 1973.
Participating in the experiment were exempt and nonexempt workers including
engineers, technicians, and support staff. Differént periods of flexible
starting times, quitting times, and coretimes were utilized while employees
kept track of their work hours using both paper-log-sheet and automatic
time-recording ‘methods.  Surveys of employee reactions to the flexitime

28



THE FLEXIBLE WORKING HOURS PROGRAM FOR STATE EMPLOYEES

experiment were taken at the outset, midpoint, and end of the four-month
period.

The major survey findings were as follows: (1) employee morale
improved; (2) most employees believed that flexitime had little effect on work-
group efficiency; (3) interdepartmental relations including communication were
not affected; and (4) attitudes of supervisors were not negatively affected.

Sun Oil Company in September 1973 published a report which, in
addition to describing the flexitime experiment, made a number of
recommendations regarding expansion of such work hours company-wide. The
following were the recommendations made by the staff publication: (n
flexible hours should be made available to all managers in the company who
wanted to use the system, with each individual manager deciding if and when
flexitime should be adopted; (2) implementation should be accomplished
through the assistance of a small task force (similar to the technique used by
Metropolitan Life). The task force would survey each department's activity,
determine how each department interfaced with other departments so .as to
identify appropriate core hours, and assist the manager in presenting the
flexitime ideas to the manager's employees. The task force would consist of
members of the human resources sectlon, plus an outside consultant
specializing in automatic time-recording equipment; (3) both exempt and
nonexempt employees would be given the option to utilize flexitime; (4)
automatic time recording devices could be used for timekeeping purposes, with
the caveat that the final decision on the method of timekeeping be left to the
individual manager; and (5) it was also recommended that each department
should develop its own core hours. Core hours would subsequently be
identified so as to avoid the use of some 20 or 30 different sets of hours.

- The company's administration reacted favorably to the list of
recommendations and, by January 1974, flexitime was made available to all
departments. |t was reported that in 1980, approximately 1,400 employees
were on. flexible hours the majority of which were quite satisfied with the
- system.

Northwestern Mutualk Life Insurance Company

The Northwestern Life Insurance Company (one of the nation's largest
insurance companies) set up a task force (a procedure similar to that used by
Metropolltan Life and the Sun Oil Company) in 1973 to develop "a responsive
corporate environment by establishing work schedules that afford maximum
selectivity and convenience to our home-office employees compatible with
operational and service requirements.” This task force selected the following
flexitime schedule: (1) the 7-1/2-hour workday remained in effect; (2) the
flexible starting time ran from 7:00 to 9:00 a.m.; (3) the flexible quitting
time was from 3:00 to 5:00 p.m.; and (4) core time covered the period
between 9:00 a.m. and 3:00 p.m.

The task force recommended that a six-month trial program be initiated.
After management approval, starting October 1973, all departments, including
1,800 exempt and nonexempt employees, participated in the flexible hours
project.
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Throughout the trial period the company monitored the effect of flexitime
on employees (both supervisory and nonsupervisory workers), It s
noteworthy that the company cooperated with the respective labor union. The
union provided no resistance to the experiment, and union officials were kept
informed during the planning and implementation phases of the experiment.

“Overall the flexible work hours experiment was considered a success.

By 1975 all Northwestern Mutual Life employees were permitted to utilize
 flexitime. _ Gt L G

2. Experiences of Other States with Flexible Work Hours

North Carolirnasr

North Carolina was the first to utilize flexible work hours for state
employees. |n June 1973, the directors of the Department of Administration
and the State Personnel Office initiated and directed a statewide pilot program
for the summer months. A flexible work hour program was established
primarily for employee morale purposes, and to alleviate traffic congestion in

downtown Raleigh and the major arteries into the city. Agencies with
employees in the central state offices were given the option of participating in
the pilot program, and 11 out of 17 chose to do so.

Employee and supervisory reactions to the program were obtained by
questionnaire, and a traffic study was conducted to assess transportation
effects. Results indicated that the state's flexible work hour program
relieved traffic congestion problems as a result of varying the starting and
stopping times for workers, and increased employee efficiency and hours of
service to the public. Due to the favorable reaction to the flexible work
hours program, the Governor and the State Personnel Commission approved
flexitime on a permanent basis.

Approximately 15,000 state employees in 17 state agencies now use
flexible work hours. Adoption by agencies is optional, so that it would not
be implemented where working conditions are not conducive to flexible
scheduling. ~

The State Personnel Office sets policies on hours ‘of work. Core hours

for state agencies are 9:00 a.m. to 4:30 p.m., with flexible arrival and
departure at half-hour intervals beginning at 7:30 a.m. and ending at 6:00

p.m.  North .Carolina's flexible work hour program. is similar to ~that
implemented for State of Hawaii government workers, i.e., a flexitour or
modified staggered hours program. Once a schedule is chosen by an

employee and supervisory approval is given, the schedule must be adhered
to, except in special circumstances. All occupational categories participate,
except those in positions in 24-hour operations (such as direct patient care)
and in universities where instructional times determine work hours.

According  to Billie Boughton, a personnel analyst with the North
Carolina Office of State Personnel, the state's flexible work hour program has
been widely accepted. No future plans are being considered to discontihue
the program. Boughton stated that, circumstances warranting, ~ North
Carolina would highly recommend flexitime to other jurisdictions.
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Kentucky®

- Kentucky began experimenting with flexible work scheduling in June
1977. The Kentucky Department of Personnel held a ten-week trial of flexible
work hours. Since that initial experiment, the department has completed two
additional trials involving flexitime.

The state's second experiment with flexitime was expanded to include the
summer and autumn months of 1978, as well as part of the winter of 1979, in
order to note any significant effects of summer vacations, school schedules,
and daylight or standard time. According to a study on the second
experiment, Flextime: Kentucky Takes a Second Look, the second experiment
seemed to confirm the positive findings of the first experiment, despite the
differences in duration and conditions between the two.?

. The last experiment with flexitime was completed on August 15, 1980,
covered a 13-1/2-month period, and involved 4,000 employees and 22
Kentucky agencies. A full-fledged evaluation of the experiment, which was
embodied in the report, Flexitime: the Kentucky Experiments, was completed
by the Kentucky Department of Personnel in 1981.

In each of the flexitime experiments employees were permltted to vary
their -work schedules from the traditional 8:00 a.m. to 4:30 p.m. (which
included one hour for .lunch). Participating employees were allowed to arrive
at work as early as 7:00 a.m. or as late as 9:30 a.m. They could elect a
lunch period of 30 minutes, one hour, or 1-1/2 hours. According to their
arrival time, employees could complete the required 7-1/2 hour work day as
early as 3:00 p.m. or as late as 6:00 p.m. The required core time ran from
9:30 a.m. to 3:00 p.m. ‘

The 1981 Department of Personnel report focused on four major areas
that appeared to be affected by the flexitime experiment: work production,
absenteeism, employee morale, and transportation. '

Work production seemed to be positively affected. Nearly one-half of the
employees said they were getting more work done, and the other one-half
responded that they were completing the same amount of work during
flexitime. About 90 per cent reported no increase in the number of
complaints from the public during the experiment.

Absenteeism was reduced. Almost one-half of the respondents said they
used less leave time, while the other one-half said they took the same number
of leave hours during the flexitime experiment.

" The report stated that employee morale 7was' affected posi‘tively according
to more than two-thirds of the division directors; while nearly one-third .of
the directors believed that morale was not affected. : » :

Transportation also was affected favorably: (1) about two-thirds of the
employees stated. that transportation to and from work was easier or much
easier, while approximately one-third responded that flexitime did not affect
their traveling. to and from work; (2) the majority of employees responding
said that flexitime did not affect their ability to carpool; and (3) most of the
employees stated parking was either easier or the same under flexitime.
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Although the authors of the 1981 report did conclude that the
overwhelming majority of respondents preferred the flexitime option and
indicated that the advantages far outweighed the disadvantages, the authors
did admit that a good percentage of employees who were offered the option
‘chose not to change from the traditional work hours (just over 46 per cent of
those responding to the report questionnaire chose no change from the

traditional work hours). While the questionnaire did not address the reasons
why some employees did not elect flexitime, the authors stated that it is

‘reasonable to assume that factors perceived as disadvantages of flexitime by

participant-respondents might have figured even more significantly among
those who did not ~participate in the program. The most often-noted

disadvantages .of flexitime were thought -to -be (1) -incompatibility -with ~the - —

schedules of spouses, other famtly members, and other- employees, (2) child
care problems; and (3) fatigue.? : eia

The Commissioner of the Kentucky Department of Personnel, Mr. Thomas
Greenwell, - informed this researcher that recently interest in flexmme has
declined in Kentucky. Mr. Greenwell stated that this decline in interest can
be attributed to the fact that many managers found it difficult to correlate
the schedules of their employees, e.g., staff meetings had to be delayed for
"prime time"; and often (managers have complained), the individual that the
managers needed to speak with in another office or agency was not available,
etc. Mr. Greenwell also noted that managers were concerned that adequate
staff was not always available throughout the full work day.?

3. Experiences of Certain Metropolitan Centers with Flexible Working Hours

City Government Employees of IngleWoed, ‘California®!

The City of Inglewood, California, began experimenting with flexible
work hours in 1973. Thirty-three municipal government workers participated
in a flexitime trial program that altered their standard 8:00-to-5:00 schedule.
In the trial program, the starting time was extended from 7:30 to 9:00 a.m.,
core time was established from 9:00 in the morning until 3:00 in the
afternoon, and the flexible quitting time was set at 3:00 to 6:00 p.m.

The results of the Inglewood flexible work hours experiment were
positive, i.e., use of flexitime among this small number of employees resulted
in a more productive and satisfied workforce. As a result of the experiment,
about 300 city employees, or 40 per cent of the eligible workers (police
officers and firefighters are precluded from participating), were offéered
flexible schedules. According to a city administrator, (1) sick leave for
medical and dental appointments has dropped sharply, and (2) service to the
public has improved, e.g., the expanded hours (7:30 a.m. to 6:00 p.m.),
provided by the flexible schedules, allowed Inglewood's citizens to transact
business with the city by telephone over an increased number of hours
during the day.!?

The extension of “service hours has been accomplished without adding
persorinel. It was also reported that overtime has been reduced since
employees now a||gn their use of the ﬂexsble bands to the workload and
complete more tasks in minimum times.
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The same city administrator cautioned that flexitime is not a panacea for
solving all employee morale problems, nor can such scheduling be universally
applied. The administrator does believe that, when applied appropriately,
flexitime can: (1) result in better public service in many government units,
(2) provide employees with opportunities to adjust hours to fit their needs,
(3) present municipal employers with a system for building a happier, more

productlve workforce and (4) at the same time reduce traffic congestion in
cities.

Toronto, Ontario!®

After conductlng a travel survey of government employees in and around
the Queen's Park complex in Toronto, **  the Ontarlo Ministry  of
Transportation and’ Communlcatlon established a ' Staggered Hours
Demonstration Project, involving 11,000 Ontario public servants, to determine
the effects of a flex:ble wor'k hours schedule on the rush "hour congestnon in
and out of the complex.® -

‘In 1975 a final evaluation report of the Staggered Hours Demonstration
was published. The principal aims of this final evaluation were to study the
effects of the flexible work schedules on rush hour congestion within the
transportation system, employees' travel to and from work, and the work
environment. It is interesting to note that, unlike previously discussed
flexible work hour experiments, the primary focus of the Queen's Park
Staggered ‘Hours Demonstration was to determine: the effect of flexible hours
on peak hour transportat:on pr‘oblems

The Ontario Mlnlstry of Transportatlon and Commumcattons utilized two
questuonnalres (i.e., a two-part questlonnan‘e and a morning and evening
travel survey prowded the major sources  of data upon which the final
evaluation was based). Both questionnaires were distributed by the Mmlstry
and agency representatives to a random sample of 4,576 Queen's Park
employees ‘ o o -

The authors summarized the most significant changes regarding the
impact of the Staggered Hours Demonstratlon on the transportatlon system as
follows‘ ,

(1) There was ‘a shift in the travel peak of government employees
us;Lng the public transit fac111t1es serv:mg the Queen's Park
area. Before the demonstratlon, the ' peak " distribution

, occurred between 8:00 and 8:30 a.m. After six months of the
' program, the distribution appeared to peak between 7:45 and’

- 8:00 a.m., with more people traveling prior and considerably
fewer traveling during the former peak. The peak distribution
in the afternoon also spread over a longer time because more
people were 1eav1ng prior to the former peak.

(2) The use of car pools increased from 15 to 17 per cent. It was
’ orlglnally anticipated that the implementation of staggered

" ‘hours “would adversely affect the formatlon of existing car
L pools, but it appeared that this fear was unfounded. Only
seven employees (1.48 per cent of those who responded)
abandoned car pools after implementation of staggered hours.
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In fact, more than twice as many employees joined car pools
following the implementation of staggered hours than those who
discontinued car pools during that period. The authors of the
evaluation caution that several factors other than staggered
hours must be considered as influences on the increased car
pool use, e.g., the energy crisis and the cost of gas.

(3) The percentage of reported reasons for late or early arrival
and departure whlch. related to the need to avoid traffic, :
~ subway, bus, or elevator congestion was much lower after the
demonstration than it was before.

"The findings discussed above led Ministry researchers to confirm the
assumption that staggered work hours would reduce and distribute the
peak loading of transportation facilities over a longer pemod of time.

The following is a discussion of non-traffic related factors measured by
the Ministry survey.

1.  Changes in Work Schedules

With regard to employee work schedule changes, the Minisﬁry',
determined the following:

Schedules in Operation: Researchers found that the majority of
employees surveyed were working on staggered hours (68.1 per
cent) or flexible hours (23.1 per cent). Shift work and other

"schedules accounted for 0.2 per cent of employees, while 7.7
per cent of the same Had not changed their working hours. The
proportion of employees on these schedules was consistent for
both supervisory and non-supervisory staff and for both sexes.

Before the Staggered Hours Demonstration was implemented, less
than 10 per cent of the Ontario public servants in the Queen's
Park area commenced work outside the peak hour of 8:00 to 9:00
a.m. Following 1mplementat10n, 54.7 per cent commenced work
outside the peak hour. Analysis of this change in starting
times. shows that 49.5 per. cent .of employees arrived by 8:00
a.m., while 5.2 per cent arrived after 9:00 a.m. More than
one-half (56.6 per cent) the employees on staggered hours and
39.6 per cent of those on flexible hours arrived by 8:00 a.m.
'The corresponding figures for arrival after 9:00 a.m. are 4.4
per cent and 8.7 per cent respectively. The researcher
concluded that the figures, indicate a significant shift to an
‘earlier arrival time.

Desired Changes in Work Schediiles: More than one- -half (51.9
‘per cent) of the employees indicated that they would make no
changes in their staggered hours work schedules. The most
commonly sought changes related to the concept of flex1b111ty,
21.5 per cent wished to change to flexible hours (on either a
daily or weekly basis) and a further 7.5 per cent desired more
flex1b111ty within their work schedule. A further 12.8 per
cent wished to change to a compressed workweek. These figures
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~were generally supported by the 317 comments (25 from
supervisors) received on this topic. The changes desired by
employees were similar for employees on all schedules.

Impact on Employees' Work Habits and Environment

In most areas, reseérchers found tﬁat work condltlons remalned
Improvements in certaln areas, however, were reported by
significant numbers of employees. '"Quiet time for doing work",
for ; example, improved for 44.1 per cent of the -employees.
Other _aspects of the work environment in which 1mprovements
were reported were work efflclency" (32.2 per cent), 'starting
~to work immediately" (21.6 per cent); and "completion of daily
- work" (21.6 per cent); and "job satisfaction" (31.9 per cent).
"Minor inconvenience" 'was still reported in areas related to
communications within the government. This included "arranging
for meetings" (10.4 per cent); "contacting people within one's
own ministry" (20.6 per cent); "contacting people outside the
‘ministry, but within government” + (16.6  per ' cent); and,
"contacting co-workers" (14.2 per cent). Some 1.1 per cent of
the employees reported that none of the aspects of the work
environment was considered to be a "serious problem".

vOther Findings

‘Employees made 144 work-related comments in response to an
open-ended question at the end of the questionnaire. The
comments are summarized below according to frequency and
content (N = number of responses)

(1) f@broved’gorale (N = 39): ~The element of choice and
.. self-discipline featured in the new schedules, had
improved staff morale and co-operation.

(2) Contacting people/coverage (N 32) Employees still

: experienced some inconvenience, partlcularly at the
end or beginning of the day, in contacting people
W1thrn their ministry and/or providing full offlce
coverage .,

(3) Supervision (N = 28): More than one-half of the
réspondents commented on the ease with which the mnew
schedules could ‘be abused. The remainder criticized
their new timekeeping system:

(4)' Efficiency (N . = 26): The majority considered
efficiency and productivity to have increased. Two
people, however, expressed the opposite view.

(5) Length of Work Day (N = 17): This group of
respondents felt they Wereﬁworkingklonger hours.
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(6) Miscellaneous (N = 2): One person found the new
schedules. generally disruptive to work habits while
the other complained of the early arrival of the
cleaning staff.

Impact of the Demonstration on Supervisory Duties

Supervisors were ‘asked to rate several areas of their work.
- Generally, they reported . no -change. A -small percentage-
indicated that there was an increase in the time spent in
arranging schedules (11.4 per cent); an increase in the amount

-of -general ~supervision (9:9 per-cent); and; -an-increase in the- -

time spent in organization and planning (9.3 per cent). These
~disadvantages, however, were reported to be offset by the
beneficial -effects of & inereased ~staff  independence = and
resporisibility  (35.2 per cent) and increased amount of quiet
time available (49.9 per cent), ;

Further evidence that increased flexibility leads to increased
staff responsibility was obtained. Of the employees on
~flexible hours (555)+-81.9 per cent -arrived within-15- mlnutes
of the usual arrival specified in the questionnaire.

The new schediles had a significant effect on the habit of some
employees to arrive late or leave early.  An improvement was
noted by 35.9 per cent of the supervisors while only 4.6 per

.~ cent stated that this situation had deteriorated.  Improvements

in punctuality are supported by favorable employee reaction to
independence and responsibility.

As a result of the new schedules, the timekeeping system has
been changed for 24.5 peéer ceént of supérvisors (45:6 per cent
changed ‘to  the  honor system and 28 per cent introduced a
central register). An adequate timekeeping system was reported
by 93.7 per cent of the supervisors.

Report Recommendations

The  results of the survey led the Ministry researchers to
conclude that the Staggered Hours Demonstration Project - had
been highly successful. In  view. of these results the
researchers recommended the following:

(1) The new  schedules implemeénted under -the Staggered
Hotirs Demonstration Project should  be .continued and
extended to those employees who were not given the
opportunity to change their hours.

(2) Greater flexibility in working arrangements should be
encouraged.

Some suggestlons for the introduction of greater
flexibility are:
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(a)  Greater . freedom in the starting times and
duration of the lunch break;

(b) Flexible hours should be promoted wherever
possible; and \

(c) Where staggered-hour schedules are retalned
employees should be permltted to change their
starting times periodically.

(3) Experimental projects should be undertaken which
allow employees to average their work hours over a
period of time. . These experiments would give
employees a choice of working more or less than the
standard seven and one-quarter hours per day as long
as they work the required number of hours for the
time period chosen.

(4) Employees should be consulted on the design and
implementation of new schedules and, where possible,
be given their preferred choice. '

(5) Work schedules should be worked out for each
individual work group, i.e., the smallest operat10na1
unit.

(6) Each group should make adequate information available
regarding work schedules to its clients and other
contacts to facilitate communication,

(7) Where travel comfort and convenience are con31dered
to be important, employees should be made aware that
these conditions are likely to improve after 9:00
a.m. ’

(8) Ministries should be encouraged to evaluate their
pIOJeCtS and to share their experiences. with
interested groups.

The Port Authority of New York and New Jersey?'’

As the operator of the PATH rail rapid transit system, one of the most
severely peaked transit systems in the world, the Port Authority of New York
and New Jersey became involved with staggered work hours in 1972. In
cooperation with the Downtown-Lower Manhattan Association, the Port
Authority initiated a staggered work hours program that has since expanded
to midtown Manhattan and Newark to involve hundreds of thousands of
workers in the New York-New Jersey area.

~According to the Staggered Work Hours Study Final Report, staggered
hours have reduced congestion on transportation systems, increased efficiency
in business operations by reducing lobby congestion, and improved employee
attendance, punctuality, and morale.
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The "Staggered Work Hours Study" was funded by a $200,000 grant from
the United States Department of Transportation. The grant was made by the
Urban Mass Transportation Administration and co-sponsored and administered
by the Tri-State Regional Planning Commission. In awarding the grant, the
Urban Mass Transportation Administration demonstrated its specific support of
the downtown Manhattan program and of low capital intensive projects in .
general, ~as a way in which local communities might relreve transportation
congestlon without huge capltal expenditures.

The objecttve of the study was not only to estabhsh the staggered work

hours program in the New York-New Jersey region but also to determine

~methods and means to assist other communities in establishing their own
staggered hour schedules. As part of the grant requwements the Port
Authority, in its study, was requwed to. o = e

(1) Determine the "State-of-the- Art" of past and ongoing Staggered
Work Hours Programs and determine techniques employed,
achievements, cost benefits, and other factors.

(2) Develop criteria for determining the feasibility of staggered

work hours programs in central business districts and in other
areas.

(3) Discuss the development of work schedule surveys required to
determine work schedule patterns prior to the establishment of
a4 Staggered Work Hours Program.

(4) Prepare ' a comparative evaluation of several variations of
staggered work hours. ‘ :

(5) Establish  procedures for —designing staggered ~work hour
schedules.

(6) Develop 1mplementat10n procedures for staggered = work hour
" programs.

(7) Determine the 1mpact of a Staggered Work Hours Program and

evaluate such impact upon urban area.

(8) Survey employees and supervisory staff of firms participating
in staggered work hour programs to determine the reaction of -
employees to work schedule changes. Particular emphasis was to
be placed on the effect on their prlvate lives, efficiency;
product1v1ty, and punctuality. ; B

' (9) Conduct additional transportation. surveys = and attempt to
- determine the quantitative and qualitative-benefits accrulng to

transportation systems from staggered hour programs.

(10) Determine  the probable  impact. on - transportatlon de31gn of
ongoing and continuing staggered work hour programs
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A. Schedule Design Procedures

The Port Authority observed that the design of an effective staggered
work hours program required a three-pronged approach: (1) evaluating
several overall strategies which might be employed, (2) buttressing the
chosen strategy with real desngn factors, and (3) developing a working model
to evaluate and recommend various specific work schedule rearrangements to
achieve desired changes in transportation demand patterns.

The Port Authority stated that developing a staggered houtrs program
included several basic steps: defining the problem clearly, identifying
potential alternate work scheduling methods, evaluating each of these methods
by predicting their effectlveness, demdmg on the basic method of approach
and implementation.

B. Program Implementation

The Port Authority maintained that staggered hours could be effectively
"sold" to central business district organizations. The Authority stated,
however, that this could happen only by organizing a professional effort,
which included solid documentation, persistent follow-up, publicity, and full-
time staff support.

The Authority .stressed that an effective staggered hours program
required adequate financial resources, a time duration of several years, and
solid private sector support. The following suggestions were made by the
Port Authority regarding promotion and implementation of a staggered hours
program: :

(1) The benefits of a staggered hoéurs program should be stressed to
-~ potential participants.

(2) Get strong business sponsorship of the *program--Business
institutions must be in the forefront even if govérnmental
agencies are doing the staff work in the background. - In most
cases it has to be recognized that governmental leaders do not
engender the respect of business executives for changes of this
type which affect company operations.

(3) Priority should be given to the largest organizations.

(4) Direct personal selling should be the keystone of the promotidn
effort--While many types of ©promotional activities are
effective in catalyzing participation in staggered hours, th
most effective approach centers around direct contact t
meetings, on the phone, in persomal correspondence.

(5) Promotion should be highly professional.

(6) The initial contact should be made at the top level of an
organization.

(7) Offer any and all assistance to companies and be prepared to
back it up--Use project staff to make it easy for anmn
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organization to adjust its work hours, including conducting
surveys or schedule preferences, transportation = problems,
writing office notices and press releases. : TR T

’(8) Evérything should be documented--Build up a refefénceflibfary
of surveys, analyses, brochures, and program materials which

- (9) A wide variety of media-ghould be utilized=~These would -ifictude -
numerous- written  forms.-as- well-. as..the -print -and  electronic
media. . Professional  assistance in developlng an effectlve

—marketing program should be solicited. : ; :

C. Effects of Staggered Hours |mplementat|on

1. Effects on Transportation. A staggered work hours program was
initiated by -the Port Authority in 1970 which eventually involved more than
220,000 workers from 400 organizations, or about: 11 per cent of the work
force in Manhattan. All major transportation modes were surveyed several
times during the period 1972 to 1976. Survey methods included manual
counts, turnstile readings, toll register readings, . and dispatcher records:
Locations, dates, and times of the surveys were carefully chosen so that the
data would represent average travel patterns during the peak period. In
general, the time periods covered were 7:30 to 9:30 a.m, and 4:00 to 6:00

The Port - Authority summarized —its findin gs rega rdin g‘j ‘the ~effect of

staggered hours on transportation by stating that the program proved most
successful in relieving commuting problems of rapid rail systems, transit
buses, and building systems where. congestion was due to peaking of demand.
The Authority stated that staggered hours had little impact on commuter
railroads, automobile facilities, and pedestrian facilities, primarily because
such systems do not experience peaking.'® : g E

2. Employee and Supervisory Attitudes Toward Staggered Hours.
Although the Port Authority's primary interest in staggered work hours was
to determine whether the concept would relieve transportation congestion, the
Authority recognized that the staggered hours program would never succeed
if those involved reacted negatively to flexible work hours. Therefore,
attitude surveys were conducted to determine the responses of supervisors
and employees before and after the implementation of staggered work hour
programs.

Detailed surveys of staggered work hour programs were conducted by
the Port Authority and the Downtown-Lower Manhattan Association several
times throughout the period from 1972 to 1976. One Lower Manhattan survey
involved 27,000 returned questionnaires (one-half of those returning
questionnaires were participating in a staggered work hours program).
Almost 85 per cent of the respondents provided a favorable overall reaction to
staggered work hours. The following were responses received in the survey:

(1) Lessened congestion and overcrowding were reported by more than

40 per cent of the. respondents. This included overcrowding in
elevators; 4in the. lobbies of buildings where they worked, and
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in the streets around places of employment. Some 18 per cent
reported that crowding had been alleviated in restaurants and
stores during the lunch hour.

(2) Increased job satisfaction was expressed by almost one quarter

- of those who directly participated in the project, while some 7

per cent reported that ~they were less satisfied. Over 21 per

cent reported an 1ncrease in their effectiveness on the job,.

whlle most others felt that there was no change. With respect

to time spent with friends and relatives in the evening hours,

and to involvement in various social activities, there appears

to be far greater satlsfactlon than dlssatlsfactlon with the
prOJect « ‘

(3) People s commuting experiences were Treported ©positively

. affected by staggered hours:. Over 46 per cent of' those

- responding indicated that they were more satisfied with
commuting to work while only 10 per cent were less satisfied.

(4) Employees preferred to work the 8:30 a.m. to 4:30 p.m. frame
“than the old 9:00 a:m. to 5:00 p.m.' frame. : -

(5) The punctuallty of employees increased:

(6) A substantlal maJorlty of unit heads surveyed reported that no
“severe problems resulted from the changed hours. - About 15 per -
cent cited some impact, but evidently.the problems were not~
suff1c1ent to cause a drop in efflclency :

Summary

The experiences of other organizations, both in the public and private
sector, with regards to flexible work hours have been positive. Benefits
noted under flexible work hour programs include enhanced employee morale,
decreased tardiness and absenteeism, increased productivity, and, ' in
numerous cases, increased ease in commuting as well as decreased traffic
congestion.

Organizations have been motivated to implement flexible work hours
primarily by their desire to improve the quality of employee worklife.!®

Organizations hope that a happier employee will be more productive.?®

Although a number of organizations have been motivated to implement
flexible work hours primarily because of the potential traffic congestion
reducing capabilities of such schedules, e.g., the Port Authority of New York
and New Jersey and the City of Toronto, these organizations have also noted
that employee morale, absenteeism, and productivity have also been positively
affected by their flexible hour programs. For these organizations motivated
primarily by traffic considerations, the "other" benefits of flexible work hour
schedules are important in that they attract organizations which are not very
concerned with traffic congestion to participate in such schedules. In fact,
the Port Authority emphasized that, in promoting flexible work hours, it is
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important to stress the "other" beneﬁts of participating to the organization.
The Authority suggested the following:?

Document what's 4in it for +them: their people; operations, morale;
punctuality, commuting, and, if possible, their productivity. The
fact . that the program has its basic -impetus as -a CBD_ [central
business district] transportation program should be only of
background - interest, ~for - an  appeal ~only "to civic - pride and
“responsibility ‘[to -reduce. traffic congestion] will most likely be
ineffective, (Emphasis—added.) '

The Authority stated that the increased participation resulting from such
promotional efforts will greatly ensure the success of any flexible work hour
program designed to reduce traffic peaking in a large metropolitan area.

- Organizations that have successfully implemented flexible work hour
programs have utilized a number of different strategies, e.g., use of task
forces to aid in implementation (Metropolitan Life, Sun Oil Company, and
Northwestern Life); personal briefing of employees by the company president
prior to program implementation (Alexander Hamilton Institute); wuse of a

concentrated public relations and marketing program to promote program
participation (Port Authority of New York and New Jersey); switch from
flexitime to flexitour (General Radio Company); evolution from staggered
hours to flexitime (Metropolitan Life); use of automatic time recording devices
(Sun Oil Company); etc. Although many organizations have implemented
flexible work hour programs successfully, the switch from fixed work hours
~“to more flexible schedules has not been obstacle=free.?®* ~Most of the
organizations have found, however, that with effort and adequate planning,

most of the problems resulting from flexible work hour implementation can be
remedied. %
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Chapter 5

STATE EMPLOYEES: IMPACT AND PROMOTION
OF FLEXIBLE WORK HOURS

House Resolutlon No. 195 H.D. 1, directs the Legislative Reference
Bureau "to prepare a study detailing the efforts of the various state
departments to date with respect to staggered work hours including
_discussion of the impact of staggered ‘work hours on state employees and to
‘promote the concept as a means to improve the productlwty and enhance the
morale of state employees;..." Section 1 of this chapter discusses the impact
of flexible work hours (staggered work hours) as measured by the attitudes
of state employees toward such work schedules. Section 2 examines the
efforts of state departments to date in _promoting the use of flexible work
hours to their employees Section 3 (1) discusses factors that tend to |nh|b|t
employee ‘participation in flexible work hours and (2) makes recommendatlons
to lmprove the promotion of flexible hours to state employees. ,

impact of Flexlble Work Hours on
State Employees Employee Attltudes

On March 5 1980, the Hawaii Department of Personnel Services issued a

report on a survey of state civil service supervisors that assessed the effect
of flexible work hours on management operations which was entitled FIexuble
Working Hours as a Management Tool.® Although the survey did not specify
the'n‘umber of state employees participating in the flexible work hour
program,? it did state that the program had wide appllcatlon with 16 state

departments, and the Offices of the Governor and Lieutenant Governor”"

reporting lmplementatlon The report focused on the attitudes of managers

and administrators toward flexible work hours because the Department of

Personnel Services had determined that an “evaluation of flexible work hours
by supervisors would be the most direct way to evaluate its efflcacy as a
management tool , ;

; The report revealed that before the program began 87. 2 per cent of all
supervisors had favorable feelmgs toward flexible work hours. = That
percentage increased sllghtly to 89.1 per cent after the program began.

Among those supervisors who have implemented flexible work hours, 91.6 per
cent felt favorably both before and after implementation of the State's
program. Only 57.5 per cent of those without flexible work hours felt
favorably both before and after the program was started.

Supervisors were also asked to evaluate the effect of flexible work hours
on a list of 13 management variables.® With regard to all variables, the
majority of supervisors respondmg (73 per cent or more) rated the effect of
flexible work hours as positive. Commuting, morale, absenteeism, parking,
and productivity were the varaables that ranked the highest, all with a
positive response rate of over 90 per cent. The areas with the lowest
percentage of '"better" responses were internal communications, external
communications, and difficulty of managing/supervising.
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The study determined that only 5.2 per cent of the supervisors
responding wanted to drop flexible work hours and that 94.8 per cent did not
want to drop it. The group with the highest rate of wanting to drop flexible
work hours were those supervisors who felt that they had to give too much
flexibility to their employees. Even within this group, however, 74.4 per
cent, a clear majority, did not want to drop flexible work hours. The
Department of Personnel Services postulated that the reason for the pattern
described above is that those managers wishing to drop flexible work hours
recognized -the benefits of such schedules, -but they were hesitant to assume -
the additional pressures of management and supervision that came with it.

~Overall, the Department of Personnel Services concluded that the flexible
work hours program was a success as a management tool. The Department of
Personnel Services based its conclusion on the small proportion of supervisors
who found it to have had a negative effect on the measured management
variables as compared to the very large proportion of supervisors who
perceived flexible work hours as having a positive effect on the same
variables. '

Although this 1980 report on flexible work hours targeted the reactions
of state supervisors, it ‘also indirectly measured the attitudes of non=
supervisory employees toward such work hours. Based on the positive
responses of a majority of the supervisors to such management variables as
commuting, morale, absenteeism, and parking, the report also indicated that
non-supervisory employee attitudes to the State's flexible work hour program
were favorable.

In 1984, the Department of Personnel Services again surveyed state
departments to determiné their attitudes toward flexible work hours.* In
response to questions raised during discussion concerning House Resolution
No. 195 prior to adoption during the 1984 Legislative Session, the Department
surveyed state departments on Oahu by telephone regarding the flexible work
hour program. Three questions were asked of the departments: (1) how
many employees are participating in the flexible work hour program? (2) how
many employees are not arriving at work at 7:45 a.m.?°® and (3) what effect
has the flexible working hour program had on department operations?  Out of
16 responses received with regard to question No. 3, 14 departments stated
that flexible work hours had a "good" effect on their operations, and 2 stated
that there was '"no difference" in departmental operations. Based on
responses to question No. 3, the Department's 1984 survey of state
departments supports-the overall finding of its 1980 survey that flexible work
hours have been accepted by both supervisors and non-supervisory
employees, and that attitudes with regards to flexible hours were generally
positive.

In 1985, this researcher, again by telephone, surveyed state
departments on  Oahu to. determme their views on the flexible work hour
program. In  this survey, three major gquestions  were asked of the
departments: (1) what percentage of eligible employees were on flexible work
hours; - (2) what was the effect of flexible work houtrs on departmental
operations; and (3) will the promotion of flexible work hours increase
employee participation in the program?’ The responses to question No. 2 (all
departments answered positively, either "good" or "ok") are consistent with
the responses received for question No. 3 in the 1984 Department of
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Personnel Services survey and similarly support the conclusion reached in the
1980 Department of Personnel Services survey ‘that flexible work hours has
generally had a positive effect on state employees.

Promotion of Flexible Work Hours
and State Employees

In the researcher’s telephone survey, two further questions asked of the
departments were: (1) how, if at all, is flexible work hours promoted in
your department; and (2) if flexible work hours were promoted in your
department would employee participation increase?® All departments answered
question No. 1 similarly, stating that, except for the new employee orientation
period when new personnel are informed of the availability of flexible work
hours, there is no promotion of the concept. All departments explained that
new employees were informed orally of the availability of flexible work hours,
usually by first-line supervisors. Fifteen departments stated that no written
materials, e.g., brochures, pamphlets, posters, memoranda, etc., were
circulated, posted, and/or made available to further ‘alert and inform
employees to the benefits and availabi’li‘cy of flexible work hours.? ‘

Department responses to the survey question "If fle)ub!e work hours
were promoted in your department would employee parttmpataon mcrease'? \
were split. A slight majority of the departments (nine)*?! stated "yes" there
would be an increase in employee participation with promotion of flexible work
hours. Three of the nine depar‘tments answermg in the affirmative, however,
stated” that only a very slight increase in participation would result from
promotion of the concept. All of the departments responding ‘no" (elght) p
stated that the operatlonal requarements of the departments would more than
likely prevent any increase in employee participation stlmu|ated by promotion
of flexible work hours. For example, the Department of Agmculture stated
that, with regard to its small clerical staff, any ‘increase in flexible work
hoUr ‘participation would make office coverage difficult during the hours when
the department is open to the public. The Department of Budget and Finance
explained that certain employees, because of the nature of their jobs (e.g.,
the data processing section operates 24 hours with employees working 3
shifts), were precluded from participating in flexible work hours.'? The
Department of Commerce and Consumer Affairs offered one other reason as to
why employee part:cupatlon would not increase with promotion of flexible work

hours. That Department commented that employee choice also played an
important part in whether promotion of flexible work hours would result in
increased worker participation. In qualifying its "no" answer, the

Department of Commerce and Consumer Affairs, explained that "everyone is
aware [of the availability of flexible work hours] those who don't participate,
won't change."*?

There appears to be no correlation between the percentage of employee
participation in flexible work hours in each department and the department's
response to the question of whether the promotion of flexible work hours
would increase involvement, i.e., those departments with lower participation
percentages do not, necessarily, expect greater employee participation with
promotion of the concept. For example, the two departments with the lowest
participation percentage, the Department of Transportation and the University

"

of Hawaii (both with 19 percent), answered "no" and "yes", respectively to
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the promotion question. The departments with the highest percentage of
participation, Personnel Services and Taxation with 80 and 78 per cent,
respectively, have contrary opinions. L

Dis¢ussion and Recommendations

The impact of flexible work hours on state employees has been posrtlve

Departments have noted that flexible work hours have resulted in enhanced

“employee morale and increased producthty State departments however,
have not been aggressive enough in their efforts to promote flexible work

“hours.  Promotion of flexible work hours is needed in order. that more. ..

employees may participate and experience the benefits of such work
schedules. As explained in chapters 3 and 4, organizations with successful
flexible work hour programs have put a great deal of effort into promoting
the concept of flexible work hours, either through the use of concentrated
recruitment schemes, e.g., the comprehensive marketing and public relations
campaign used by the Port Authority of New York and New Jersey to ensure
adequate participation by downtown Manhattan businesses, or effective
'mplementatpon procedures, e.g., the use of task forces by Metr-opolit‘an Life
to aid supervisors in lmplementmg flexible work hours, or both. In view of

the aforementioned observations, i.e., (1) the success of these organizations
with regard to the implementation of flexible work hour programs and (2) the
fact that state departments have not been aggressive in their efforts to
promote flexible work hours, it is reasonable to conclude that "proper"
promotion of flexible work hours will result in increased state employee
participation. No matter how actively the State may promote flexible work

hours in the future, however, it is difficult to predict how much of an
increase in employee participation will result from such promotion. Predicting
the increase in employee participation resulting from the promotion of flexible
work hours is highly speculative primarily because of certain factors
associated with the State's flexible work hour program. These factors tend to
influence state employees to not participate in flexible work hours. The
following is a discussion of these potentially negative factors.

A. Factors that Tend to Inhibit State Employee
Participation in Flexible Work Hours

The State's flexible work hour program is in practice a flexitour or
modified staggered hours system. Department supervisors are given wide
discretion in the State's program and determine (1) whether or not flexible
Wwork hours will bé offered; (2) what type of system, flexitime or staggered
hours (to date it has been staggered hours), will be implemented; (3) what
will be the parameters for the system implemented, i.e., what are the starting
time intervals; and (4) which employees will be allowed to participate in the
system. If, in the opinion of the supervisor, the operational requirements of
the department do not allow certain employees to work flexible hours, those
employees will be precluded from participating in the program. Departmental
supervisors, depending on their attitudes with regards to flexible work
hours, represent one factor that may limit the availability of and, therefore,
employee participation in flexible work hours.

A second factor that may inhibit employee participation in flexible work
hours is what has been termed the "local affinity for early start times.'!®
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Those state employees preferring earlier starting times, if prevented
from selecting start times before 7:45 a.m.,!” may be reluctant to start work
later than 7:45 a.m. These employees, although offered flexible work hours,
in actuality, would be prevented from taking part in the flexible work hour
program because their choice of starting times would be limited to times not
aligned with their preference for starting work early.!®

Another factor (this factor would affect state workers on Oahu more than
those on the other islands) that may mitigate any increase in employee
participation stimulated by the promotion of flexible work hours is the fact
that many state employees select their work start times according to the
starting times of either their spouses or others with whom they may be
carpooling. = The consultant in the 1981 Honolulu Work and School Hour
Change Study noted that a major proportion of Honolulu employees begin work
between 7:30 and 8:00 a.m., and these employees leave their homes at about
the same period. The same consultant determined that a large portion of
Oahu's work force is employed downtown and in the areas adjacent to
downtown.!® Therefore, because the vast majority of state employees work in
.the downtown area, it is very likely that many state workers ride to work
with either their spouses or other workers who are employed in and around
downtown Honolulu. Due to the fact that most employees on Oahu start work
between 7:30 and 8:00 a.m., it is also very likely that those. state workers
riding to work with these employees would be reluctant to change from their
7:45 ‘a.m. starting time.2?’ These state employees, like their colleagues
having a preference for early work start times, would also be precluded from
participating in the flexible work hour program.??

A fourth factor that might limit state employee participation in flexible
work hours is the starting times of primary and secondary schools.
According to a comment by a member of the Oahu Metropolitan Planning
Organization, the State of Hawaii is unique in that many primary and
secondary school-age children are dropped off at school.?? The majority of
adults dropping children off at school are usually on their way to work.??
The 1981 Honolulu Work and School Hour Change Study determined that almost
all schools on Oahu start at 8:00 a.m., the most predominant work starting
time, and further that most adults taking their children to school prefer to
drop them off at times close to the starting time of the school.?* It is highly
likely that many of the state workers dropping children off at school continue
to select 7:45 a.m. as their work start time because it is close to the starting
time of most schools. Accordingly, because school start times may limit the
selection of work start times for some state employees, they (school start
times) should be considered another potentially limiting factor with regards to
increasing employee participation in the State's flexible work hour program.?®

B. Recommendations

It is recommended that flexible work hours be actively promoted thereby
allowing an increased number of state personnel to participate in and
experience the benefits of flexible hours, e.g., enhanced morale, increased
productivity, etc. The proper promotion of flexible work hours to state
employees will require some degree of planning and management. The
following paragraphs discuss methods to promote flexible work hours that will
help ensure increased participation by state employees.
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1. Central Coordinating Agency. Since the proper promotion of flexible
work hours to state employees requires planning and management, it is
suggested that a central coordinating bureau or agency be established.
Central coordinating bureaus were also recommended by both the Honolulu
Work and School Hour Change Study and the Port Authority's Staggered Work
Hours Study to aid in the implementation of their respective programs.?®

This central coordinating agency would be best established within or
" closely ‘associated with the State Department of Personnel Services. The
Department would be the most logical choice because: (1) the Governor, via
~ Executive Memorandum 1977-25 (acknowledging DPS Circular No. 77-11_which
sets forth the policy and procedure for implementing a flexible work hour
program for state empioyees), charged the Department with the responsibility
to implement the State's flexible work hour program; (2) DPS Circular No.
77-11, section IV (A) (1-3) provides that: the Department will (A) provide
overall guudance in the implementation of this policy, (B) provide assistance,
as requested in developing and implementing the departmental programs,
encouraging the widest application possible of flexible working hours, and (C)
develop and maintain statewide data on the level of participation by
employees, on the types and extent of the various programs, and from time to
time make requests for additional information; and (3) the Department  has
already demonstrated a high degree of sophistication with regards to
knowledge of flexible work hour concepts and evaluation techniques as
evidenced by its 1980 publication entitled Flexible Working Hours as a
Management Tool. :

2. Informational Campaign. A major step in promoting flexible work
hours is to provide information about the concept to state employees.
Providing continuous and adequate information concerning the State's flexible
work hour program is important in that currently little to no information s
given to workers after they go through the initial employee orientation
period. Empioyees who are not recent hires may not be presently
participating in flexible work hours because they may have (1) forgotten
about the availakility of such hours, (2) not received an adequate explanation
~of the concept and consequently do not completely understand or appreciate
the benefits of flexible hours, and/or (3) had life circumstances that, at the
outset of their employment with the State, prevented them .from taking
advantage of flexible work hours. These employees, if presently wishing to
participate in innovative work programs such as flexible hours or if
experiencing a change in their life circumstances that now makes it possible
“for them to participate in the flexible hours program because of inadequate
knowledge or understanding, may be precluded from participating.?’

Educating state employees on flexible work hours can be achieved
through a variety of methods. The Alexander Hamilton Institute, a small
private firm in New York City (discussed in chapter 4), had the president of
the Institute personally brief the employees (in groups of ten) prior to
implementation of a flexible work hour program. The approach taken by the
Alexander Hamilton Institute is consistent wath that recommended by the Port
Authority of New York and New Jersey for "selling" flexible work hours to
potential - participants. The Port Authority suggests that direct personal
selling should be the keystone of the promotion effort, i.e., the most
effective approach centers around direct contact at meetings, in personal
correspondence, etc.?® |t is suggested that the central coordinating agency
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responsible for the promotion of flexible work hours to Hawaii's state workers
utilize an  educational campaign similar to that espoused by the Alexander
Hamilton Institute and the Port Authority. ' Direct selling of the concept of
flexible . work ‘hours can be accomplished -through the use of brochures,
pamphlets, and posters (circulated and posted within all state department
offices), as well as by holding various informational meetings and/or seminars
on the State's flexible work hour program. To aid in providing information.
on flexible work hours to state employees, the central coordinating agency
should set up and maintain a special reference library stocked with its
informational brochures, pamphlets, and bulletins, including the results of:
any resear-ch (lncludmg surveys) completed in the area of  flexible work
hours ; : ' :

; This library can also serve as a source of information that may be used
by the central coordinating agency to help state departments solve various
pre- and post-flexible work hour implementation problems. Reference material
should be made readily available to all state personnel. :

. : 5 K ¥ R K

In promoting flexible work hours; the central coordinating agency should
stress the benefits of flexible work hours to state employees. ' In- other
words,  according : to the Port.: Authomty, the central coordinating agency
should emphasize and document "what's in it for them (those participating in
flexible work  hours)",  i.e., improvement ~ in morale, absenteeism,
productivity, commuting, etc.3~9~ Stressing the benefits of flexible work hours
to state: workers may alleviate -one of the factors that can inhibit employee
participation in flexible work hours, i.e., the local affinity for early starting.

times. - Employees who currently start work early may be influenced to choose . -

later work start times when informed that such -times may result in enhanced'
morale,‘ Iess absenteelsm, and mcreased productlvsty. :

Although the promotton of flexible work hours should be dtrected a‘t all~
state employees, in view of the fact that in the State's flexible ‘work hour.
program, department supervisors are given wide discretion on the
implementation .or -nori-implementation of flexible work hours; it is especially
important to focus on  these department supervisors  when promoting the
concept.®*? = Department supervisors and managers. should be considered a
special . sub-target - group  with unique. educational ‘and  promotional
requirements.:3®? Therefore, in addition to making sure that department
supervisors are informed of the potential operational benefits of flexible work
hours, e.g., increased productivity, decreased absenteeism and tardiness,
and enhanced worker morale, the central coordinating agency should also
provide ' comprehensive . assistance- to -aid department supervisors in
implementing flexible work -hours.?* According to the Port Authority, the
program staff should make it as easy as possible for a supervisor to
implement flexible work schedules.?® The state central coordinating agency
can help supervisors with implementation of flexible work schedules in a
number of ways. One method which the central coordinating agency could
use to help supervisors with -implementation is to:utilize reference material
(from- its -library) to tailor flexible work schedules for specific situations.
For example, the State Department of Budget and Finance stated that flexible
work hours were not feasible for its electronic data processing section
because the section operates twenty-four hours a day and employees work on
shift. As explained.earlier in .chapter 4, the Hewlett-Packard Corporation has
successfully. allowed employees working 24-hour shifts the opportunity to
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participate in its flexible work hours program. Therefore, the central
coordinating agency, armed with information regarding Hewlett-Packard's
experience with flexible work hours and 24-hour shifts, might be able to (1)
convince the Department of Budget and Finance of the feasibility of allowing
its shift workers to participate in flexible work hours, and (2) help the

Department to develop flexible work schedules for its shift WOr‘kers that would
meet opera’clona] requirements.?? ,

The central coordmatmg' "agency could also utlliz:e small "’c’ésk‘fbrcas""“"
to aid supervisors in the implementation of flexible work hours. The task
forces could be made up of department personnel appointed by and under

central coordinating agency direction. Each task force would (1) study the

feasibility of implementing flexible work hours for a particular department,

division, or work unit; (2) determine the specific schedule for implementation;
and (3) assmt the superwsor WIth specific lmplementatlon problems s :

Another responsibility of the central coordanatmg agency should be the
preparing, conductmg, and reportlng of the results from regularly scheduled
surveys assessing the State's flexible work hour program.?? These surveys
will serve a two-fold purpose. First, publication of the results of surveys on

flexible work hours serve to mform state personnel “of the existence and =
availability of flexible work hours.*® Second, surveys may be utilized as a
troubleshooting instrument, which can alert the central coordinating agency to
problems that certain departments or supervisors, or both, may be having
with their flexible work hour programs. Once a flexible work scheduling
problem is communicated to the central coordlnatmg agency through a survey,

the central coordinating agency, either through its staff or a designated task
force, can then utilize its expertise to aid in the problems solution.*? By
helpmg the central coordinating agency to solve problems supervisors may be
experiencing with their flexible work hour programs, surveys become an
effective means of promoting ﬂexable work hours to the management sub-
target group. :

3. lncreased Worker Autonomy: An Ald to the Promot:on of FIexnble
Work Hours. It is recommended that the State's flexible work hour program
be changed to one that allows greater flexibility. Flexible work hour
programs with more flexibility, i.e., allowing workers more control over their
work times, have been shown to be even more attuned to the desires of
employees regarding the quality of work life than flexible work progr'ams with
Iess flexsblhty

Promotion of flexible work hour programs ’chat are more compatlble wnth
the desires of employees will generate more employee participation.

Researchers have discovered that there is a :r'elatlonshlp between the
amount of flexibility that is allowed to workers under the various types of
flexible work hour programs;e.g:., staggered hours; flexitour, flexitime,
etc., and the resultant employee attitudes and behavior.*? It has already
been noted that flexible work hour programs as a whole have a positive effect
on employee attitudes and behavior, i.e., ‘enhanced morale, increased
productivity, decreased absenteeism and tardiness, etc.  Two authorities have
also- stated that, if employees are fully aware of the increase in flexibility,
flexible work hour programs “that give workers additional control over their
work times, e.g.; flexitime vs. staggered hours, will likewise produce
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additional gains in the quality of work life, i.e., increased "enhanced
morale"”, increased "increased productivity", etc.* Since the majority of
workers wish to improve the quality of thelr work Ilves, those flexible work
schedules which provide more flexibility, will be more desirable to wOrkers
than flexible work schedules provndmg Iess flexlblhty

In order to change the State's erXIble work hour program ‘into one that
provides more time flexibility, "it is recommended that the State, through the
central coordinating agency, encourage the use of flexitime. As- explamed in
chapter 2, flexitime (also called: glide time, ghdmg time, flextime, etc.) is a
work -schedule whereby an employee, on a daily baS|s and within specific
limits, can start and finish work at the employee's discretion, as long as the
individual completes the total number of hours required for a given time
period. State departments pursuant to the Department of Personnel Services
Departmental Circular No. 77-11, are authorized to offer either staggered
hours or flexitime (called "glide time"). According to a telephone survey
conducted by this researcher of 17 state departments on Oahu, however, none
have implemented a true flexitime schedule. The State's flexnble work hour
program, by operation, is primarily a flexitour or modified staggered hours
program in which an employee is afforded some degree of discretion iin
‘choosing start times, but, once a start time is chosen, the employee's work
schedule is set.** As noted earlier, departmental supervisors are given wide
discretion in the implementation of flexible work hours. It is logical to
-assume that state supervisors perceive flexitime as less desirable in terms of
their operational requirements than the staggered work hours they now
utilize. Therefore, in order to successfully effectuate a flexitime work
program, departmental supervisors must be encouraged to implement such
schedules. It would be the role of the central coordinating agency to educate
supervisors as to the additional benefits of flexitime and to inspire them to
implement such work schedules.*® Once implemented, due to the desirability
of the flexitime concept, i.e., greater discretion over one's work time,
employee participation in the State's flexible work program should increase.*®

C. Promotion of Flexible Work Hours:
Cost Implications

The cost of actively promoting flexuble work hours to state employees
should be quite minimal. In contrast, according to the 1981 Honolulu Work
and School Hour Change Study, projected expenses for the first year
promotion of a proposed work and school hour change program was $175,000,
with the following breakdown of costs:

$100,000 for staffing
50,000 for the first year information program (to
consist of advertisements in business magazines
and limited radio spots)
25,000 for the monitoring program

After the first year, the 1981 study determined that information costs can be
expected to decrease to about one-fourth the initial level while other costs
can be expected to remain the same.“’ : :

The work and school hour change proposed by the 1981 study
necessitates participation by both public (federal and state employees) and
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private orgamzatlons in the downtown and Kapiolani-Kakaako business
districts of Oahu in rescheduling work times.*® The proposal also requires
the coordinated involvement of school officials, teachers, students, and
parents to effectuate a shift in school starting times.*® In order to procure
the cooperation of these numerous organizations and individuals, the 1981
study further suggests the implementation of a comprehensive, professional
public relations and marketing campaign.®?  The projected cost, i.e.;
$175,000, reflects both the extent of this public relations and marketmg
-campaign and the magnitude of the group targeted by the 1981 study's
proposal. - Due to ‘the fact that the recommendations for the promotion of
flexible work hours provided in this study target a much smaller group, i.e.

~state employees, than that targeted by the 1981 study's proposal (oowatlng
the need for an extensive marketing program), the cost of promoting flexible
work hours for state employees would be substantially less than that required
by the work and school hour change proposal Some of the staffing and
office costs may be avoided since it is recommended that the central
coordinating agency be established within the State Department of Personnel
Services.
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Chapter 6

STAGGERED SCHOOL AND WORK HOURS:
TRAFFIC CONGESTION IN HAWAII

~Part |I. Staggered School Hours

House Resolution No. 195, H.D. 1, in addition to requesting the
Leg|slat|ve Reference Bureau to prepare a study detailing the efforts of
various state departments to date with respect to flexible (staggered) work
hours, also directed the Bureau to examine the potential effects of staggering
the  hours of public schools. This analysis of the potential effects of
staggering school hours was to be conducted with the advice and assistance
of the State Departments of Education and Transportatmn

During the 1985 Regular Session, however, two resolutions, Senate
Resolution No. 109, S.D. 1, and Senate Concurrent Resolution No. 83, S.D.
1, both requesting the Department of Accounting and General Servnces, the
Department of Education, and the Department of Transportation to conduct a
study that implements a program of staggered opening and closing times for
certain public schools on Oahu to reduce traffic congestion, were adopted.
The Oahu Metropolitan Planning Organization has been designated the lead
agency for administrative matters, i.e., contract negotiations, study
monitoring, and consultant remuneration, etc., for purposes of the requested
study. A technical resource committee, appointed by the Oahu Metropolitan
Planning Organization, has been and will continue to be directly involved in
development of the project’'scope, consultant selection, technical support, and
product review with regards to the staggered school hour study. The
technical resource committee will provide the primary avenue of contact with
the agencies involved in the study. Representatives from the following
organizations sit on the technical resource committee: :

Oahu Metropolitan Planning Organization

State Department of Transportation

State Department of Education

State Department of Accounting and General Services

University of Hawaii

City and County of ‘Honolulu Department of Transportation Servnces '
Hawaii Association. of Independent Schools

- The researcher is presently a member of the technical resource committee
and has thoroughly reviewed the Specifications for a School Hour Change
Study/Instructions for the Submission of A Proposal developed by the
technical resource committee. Consultants wishing to bid on the contract for
the staggered school hour study were required to submit proposals in
compliance with guidelines adopted in this document. According to the
technical resource committee developed document, the primary objectives of
the staggered school hour study are: (1) to collect and analyze sufficient
data to make an objective assessment of the true impact of school-related
traffic on peak hour congestion and (2) to develop an implementation plan
which identifies the technical and institutional steps necessary to bring about
a change in school ‘hours and which quantifies the improvement in congestion
and other impacts to be expected as a result of the staggering of school

53




STAGGERED WORK AND SCHOOL HOURS

hours. In view of the adequate scope of the Oahu Metropolitan Planning
Organization directed school hour change study and to avoid duplication of
effort, the same issue will not be addressed in this study.!

Part |I. The State's Flexible Work Hour Program and
Traffic Congestion: The Voorhees Study

Act 64, Session Laws of Hawaii 1977, which allows the Governor to

promote flexlble work hours by modafylng the off;ce hours of state agencles
and school states, in part, that:?

The Legislature further finds that staggered work hours and/or
variable time programs used in conjunction with other transportation
strategies such as carpooling, express bus service and van pools may
lead not only to more efficient use of our streets and highways but
may also obviate the need to construct other costly and unnecessary
transportation facilities.

Staggered work hour and varlabie time programs have been'

initigted by government employers who have allowed employees to
choose their own starting times, with favorable response. For.

example; in March; 1974; the City of Ottawa initiated a variable -
“ work hour program which significantly reduced peak hour traffic.

In- view of the legislative intent of Act 64, it has been inferred that
increasing ~employee participation in the State's flexible work hour program,
through the promotion of the concept, will result in decreased traffic peaking

and congestion. Obvious to most Honolulu commuters,?® and as reflected in
House Resolution No. 195, H.D. 1,* the State's flexible work hour program,
in - and of itself, however, is not the answer to the State's traffic peaking
problems. This opinion that the State's flexible work hour program, even
with increased participation, will not solve Hawaii's traffic congestion problem
is strongly supported by the findings of the 1981 Honolulu Work and School
Hour Change Study completed by Alan M. Voorhees & Associates. :

The major conclusion of the 1981 Voorhees Study was that in order to
effectuate a significant reduction in traffic congestion, traffic peaking must
be spread out over alonger period of time, and therefore a large number of
employees in a concentrated area must change their travel times.® The
Voorhees Study determined that, not only would a shift in work times be
required in the entire Honolulu central business district-government center
(an area defined by Nuuanu Stream, Vineyard Boulevard, and Punchbowl
Street),® but that employees in the Kapiolani-Kakaako business district would
also have to change their work schedules and, in addition, school start times
would need to be shifted to a later time (at least one-half hour change from
current times) to reduce traffic peaking along the major transportation
corridors of Oahu. _Therefore, increasing employee participation, in the
State's flexible work hour program alone, even if accomphshed along the
specific parameters set by the 1981 Voorhees Study,’ will not significantly
reduce traffic peaking and congestion. La

The consultant in the Voorhees Study acknowledged that the traffic

congestion reducing potential of flexible work hour programs is very limited.
The consultant explained that the effect of flexible work hours on reducing
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traffic congestion is small in comparison to the improvements expected from
(1) better traffic engineering (area-wide signal timing optimization and
computerized master control) and (2) other transportation systems management
alternatives, e.g., ridesharing encouragement (carpooling), transit service
improvements, and central business district truck restrictions, etc.® In
anticipation of the limited role that flexible work hour programs will play in
traffic peak reduction, the consultant proposed that the recommended central
coordinating agency, responsible for administering the work and school hour
change program, simultaneously conduct 3 other transportation systems
management-related programs, i.e., ridesharing (carpool and van pool);
transit marketing to employers, and parking management coordination.?®

As -explained, it is very unlikely that increasing the participation of
employees in the State's flexible work program, by promoting the concept,
alone will reduce traffic congestion in Hawaii. This study's suggested
approach for promoting flexible work hours and the recommendations proposed
by the 1981 Voorhees Study to reduce traffic peaking on Oahu do have a
number of elements in common. For example, in order to help spread the
early morning traffic peak and reduce congestion, the 1981 Voorhees Study
specifically suggests moving: (1) 630 state employees from starting work at
7:45 a.m. to 7:15 a.m., and (2) 630 state employees from 7:45 a.m. to 8:15
a.m. Engineering the voluntary!® movement of 1,260 state employees from
one work start time to another can be considered tantamount to promoting
participation in the State's flexible work hour program. Except for promoting
flexitime, the seven steps suggested in the Voorhees Study for implementing
the proposed work and school hour change is very similar to the
recommendations for the promotion of flexible work hours to state employees
contained in this study.!! A major recommendation of the Voorhees Study is
that school start times be shifted to a later time (at least one-half hour from
current times). If implemented, the change in school start times would help
to alleviate one of the factors that inhibit employee participation in the State's
flexible work hour program, i.e., the need of state employees dropping
children off at school to select work start times that are close to current
school start times. :

Although (1) the promotion of flexible work hours to increase employee
participation and the proposal suggested by the Voorhees Study have much in
common, and (2) in numerous ways, implementation of the work and school
hour change plan can help increase state employee participation in flexible
hours, increasing the participation of state employees in such hours, by
itself, will not reduce traffic congestion in the Hawaii. Therefore, those
state ' officials primarily seeking to reduce traffic congestion can anticipate
better results by implementing the recommendations included. in such studies
as the 1981 Voorhees Honolulu Work and School Hour Change Study.
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FINDINGS AND RECOMMENDAT!GNS

“Part |. Fmdmgs

House Resolution No. 195, HD 1, requested the Legislatuve Reference

_Bureau to prepare a study detailing: the efforts of the w~various state-

departments to date with flexible work hours including discussion -c‘if’“’che

impact of staggered work hours on state employees and to promote the

concept -as -a means to -improve -the -productivity -and- enhance the morale -of
state employees. The Bureau found that based on the experiences of the
federal government ~and ‘other organizations, - flexible work hours “is an

(s

effective means of :mprcvxng employee moraie decreasing tardiness and~

absenteeism, and increasing productivity.! The experience of the State with
flexible work hours has mirrored that of other organizations, i.e, the impact

of flexible wor‘k hours on s’cate employees inc!udiﬁg‘ supervisors, has been‘i

positive.

Despite the favorable reaction to flexible work hours, state departments,

including the Department of Personnel Services, do not actively promote-

participation in flexible hours to employees. The percentage of employees

participating in flexible work hours within each department varies, and there
appears to be no ‘correlation between department responses to whether

promotion of flexible work hours will increase worker participation and the

percentage .of employees participating in :flexible work hours within the

respective departments. A slight majority of the state departments on QOahu,
however, believe that promoting the concept will increase employee-

participation in flexible work hours:

Noting the experiences of other organizatioﬁ's ‘that have successfully
engendered support for and participation in their flexible: work = hour

programs, the Bureau believes that the "proper” promotion of flexible work

hours will increase state employee partuctpa’t ion, despite the fact that there
are several factors, present in the State's system, which (1) inhibit employee
participation in flexible hours and (2) frustrate any attempt to predict how

much more participation Wwill “result from promotion of 'the concept! "in -

considering (1) the limited size of the target population, i.e., state
employees, and (2) the recommendation that the central coordinating agency
(responsible for administering promotion of the State's flexible work hour

program) be established within the State Department of Personnel Services,”

the Bureau anttcnpates that the cost of pr'omctmg ﬂex;ble work hours will not
be substantial,

The Bureau also determined that, although flexible work hour programs
can improve the. quality of work life, the ability of such work programs to
reduce traffic peaking and congestion in the State, specifically on Oahu, is
very limited. Flexible work hour programs have not been shown to be very
successful in reducing traffic congestion in metropoHtan areas that are auto-
oriented; the majority of state commuters travel by private modes of
transportatfon, i.e., cars and trucks. Flexible work hour programs must be
implemented in conjunctron with other transportation systems management

alternatives,  e.g., school hour change, high occupancy vehicle lane
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construction, ride-sharing, public transit marketing, etc., in order to
significantly reduce traffic congestion. Therefore, simply increasing employee
participation in the State's flexible work hour program, through the promotion
of the concept, cannot be relied upon to reduce traffic congestion in the
State. Participation in flexible work hours, however, can make commuting to
work more enjoyable for those state employees using such work schedules by
allowing them to avoid traveling on congested corridors at the least desirable
times.

House: Resolution No. 195 also requested the Legislative Reference
Bureau to examine the potential effects of staggering the hours of public
schools " (with the advice and assistance of the Department of Education and
the Department of Transportation). Presently,  the Oahu Metropolitan
Planning Organization,; pursuant to two 1985 resolutions adopted by the State.
Senate, is coordinating a study, through a private consultant, to implement
staggered school hours on Oahu to reduce traffic congestion. A technical
resource committee, appointéd by the Oahu Metropolitan Planning Organization
and composed of various state agencies, including the Departments of
Transportatlon ‘and Education, has been and will continue to be directly
involved in the development of the study. 'In view of the adequate scope of
the Oahu Metropolitan Planning Organization directed study and to avoid
duplication of effort, staggering of school hours has not been directly
addressed in this study. RS '

Part Il. Recommendations

fncreased participation in the :State's flexible work hour programs will
allow more employees the opportunity to experience the benefits of enhanced
morale and increased productivity on the job. In order to increase employee
participation in the State's flexible work hour program, the Bureau
recommends that: ‘ o : ‘ f

(1) The State's flexible work hour program be actively promoted;

(2) Responsnblhty for promoting the State's flexible work hour program
: ‘be placed in the hands of a central coordinating agency, establlshed
within the State Departmen‘t of Personnel Servnces

(3) The promotional techmques utilized: by the central coordinating:
agency should include the followin’g: ‘ ‘

(A) Direct selling of the concept of flexible work hours to all state
employees, through educational programs which include the use
of brochures, pamphlets, informational meetings and/or
seminars, etc. The central coordinating agency is to be
responsible for setting up and maintaining a reference library
of flexible work hour surveys, along with brochures and
program materials with easy access for state employees.

(B) Selling of flexible work hours to state employees should include
stressing the benefits of flexible work hours, i.e., enhanced
employee morale, decreased tardiness and absenteeism,
increased productivity, etc. Departmental supervisors should
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be recognized as an important sub-target group to which the
benefits of flexible work hours must be especially emphasized.

(C) All state departments,  through their de51gnated supervisors
should be given specialized assistance in implementing a
flexible work hour program, including the following:

(i) The setting up of task forces made up of central
coordinating agency appointed employees which, under
agency direction, would: (1) study whether fleX|ble work

scheduling for a specific division or work unit is feasible,

(2) determine the particular schedule for implementation,
and (3) assist the supervisor with specific implementation
problems.

(ii). The preparing, conducting, and reporting of the results
from regularly scheduled surveys assessing the State's
flexible work hour program to: (1) alert the central
coordinating agency to problems that supervisors and/or
departments may be having with their flexible work hour

programs and (2) promote the availability of flexible work
hours to state employees.

(D) Utilizing the techniques discussed, the central coordinating
agency should promote the concept of 'flexitime" to state
employees by (i) indicating its availability under the State's
flexible work hour program and (ii) stressing its superiority,
in terms of enhanced benefits, compared to less flexible work
hour scheduling.

(E) Sufficient funds be appropriated by the Legislature to promote
flexible work hours to state employees in the manner described
above.

In view of the limited traffic congestion reducing potential that flexible
work hour programs hold for the State, the Bureau recommends that those
state officials who favor increased employee participation in  flexible work
hours, but who are concerned primarily with the reduction of traffic
congestion, consider implementing proposals which include the promotion of
flexible hours in conjunctlon with more effective traffic reducing alternatives,
e.g., the proposal made in the 1981 Voorhees Honolulu Work and School Hour
Change Study.
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West Germany in the middle 1960's when the:
country was experiencing the effects of the
Wirtshaftswunder or “economic mifacle” of the

previous decade. The period was marked by a
severe worker shortage, and the concept of
flexible working hours was used by Christel
Kaemmerer, a German political economist and
management consultant, to attract housewives
and mothers into the work force. Kaemmerer

Inter-System Comparison )
Journal of Management 1982 Vol. 8, No. 1, 9=

Telephone conversation; -
" (October

59

authored an article outllning the concept she
called ‘Gleitende Arbeitszeit ("gliding work"
time") which was Based on the premise that, in
many work situations, rigid starting and
stopping times are unnecessary ‘ and could be
adapted into a more flexible system, Kaemmerer'
explained the. concept as follows :

* "There "would 'be a core period
throughout most of the day when the -
employees were expected to be present
and there would be flexible periods
‘before core time 'in “the morning and
after it in the afternoon. During the
Wflexlble periods the employees could
come and go as they wished, without
their supervisors' approval, provided
they worked the standard number of
hours per dayu [Kaemmerer] suggested s
that this flexibility in the wmorning o
and ‘evenifg would aid the housewife
and mother . i coping  with her
household chores and child-rearing

| duties:. 'In’ “addition to these
‘advantages, such a plan also eould (1)
allev1ate early morning and late
afternoon rush hour. traffic jams, (2)

. "appeal to those whé dlslike working:
early morning hours, .(3) éliminate
time’ wasted waiting for workday to
begin, (&) .give employees a sense of
responsrbility and trustworthlness at
being able to. choose working hours.

Pam Silverstein and Jozetta H. Srb, Flexltime.
Where, When, and How?, Key Issues Series LG,
New York State School of Industrial and Labor

Relatlons (New York: 1979), p. b4,
Stanley D. Nollen and Virginia H. Martin,
Alternative Work Schedules. Part 1: Flexitime.-

(New York: AMACOM 1978).

John. Carroll Swart, A Fleiible Approach to

Working Hours (New York: AMACOM 1978), pp. 31-
61. T
Susan G. Schroeer,‘ "Alternate Workstyles: A

Solution ‘to Productiv:l.ty'7 Supervisogy
Management July 1983, p. 28.° . )
The models used by Swart to deéscribe flexible
work hour alternatives are limited to those that

‘ demonstrate flex1bility' within the work day.

Other authors have described systems that allow,
not only flexibility during the work day, but

also flexibility during the workweek and even
within the working month. In systems‘that allow
flexibility during the workweek, the employee

can choose starting and quitting times each day
and can vary the total daily hoirs. Core time
remains, but quitting time is no longer governed

by the employee's starting time. The main
requirement is that the agreed to number of
hours are worked each week. In systems




JMFlexible | Working  Hours: .

utlllzlng flexiblllty within the working monthp
the employee must work the stlpulated,number of
hours requlred for the month, but ma

the core, time for several days and make up the
requlred hours durlng the  remainder of the
manth. One version of flexlblllty durlng the
working wonth allows the employee to carry
forward time. (usually ten hours maximum}) to . use

in--making - up wotk —houts during the-following-

morith. See for -example Pam Silverstein and
Jozetta H. Srb, Flexitime: - Where; When, and

How?, Key Issues Series--No. 24;-New York - State

School - of- Industrial
York:

and Labor'Relatlons (New
1979} “and Alvar 0. Elbing  and- others,

Harvard Business Review, ' Jan-Feb, 1974, vol.
52:18-28, 33, 154- 155,

Hawaid; Department qf Personnel . Sefviees
Departmental Gircular Neo. 77-11, sections II

(C)s (E), and (F).

According  to. & telephone survey conducted by
this researcher of 17 stdte departmerts on Oahu;

.none have implemented & true flexitime schedula.

Following review of & preliminary draft of - this

.report - the- Hawaii-State Depactment of ‘Personnel -

JIts  About . Time',.

Services . commented . that .flexitime had been
adopted.  in . some work sites. .The Depaztment of
Personnel ‘Services did. not -specify  where the
work sites implementing flexitime were located,
4.8y whether on Qahu or on the :other islands.
The .. Department. of Personnel Services did admit,

however, that the flex1t1me option is used to a

,,s;gnxfacantlyllesser ‘extent in the:State than is

10.

the staggered hours option.

Some  state employees, e.g., attorneys employed
by the Attorney General, are allowed a  form of
flexitime; however, these individuals (employees
not working flxed hoirs prior to implementation
of +the $tate's flexible work hour program in
1977) will not be considered to be participating

in flexible work hours for purposes of this
study .
The Department of Persomnnel = Services stated

that:
The  program guldelines called for
management control at key decision-
making points during implementation.
. In fact, the broad approach taken by
the language of the guldellnes
emphasized the importance of managers
arid supervisors tailoring their use of
the  program:. to &  variety of
operational requirements; which in
some instances would preclude any form

of flexibility other than within
narrow = limits, while . in other ..
instances a wide latitude of
flexibility would be possible. In any
case; management retained the
responsibility  for  making these

,,,,,, ;hgy'dld,nat p;eclnde nou-
1mp1ementatioﬁ ifi those cases wheére &
manager g preference,, was for no
flexibility regdrdless of whether ox
not flexhours would be operatlon&lly

feaslble,—
Hawaii, Department of Personnel Services,
Flexible Working Hours —as -a  Management Toocl

(Report ofi: & Survey of Civil Service Superv1sors
to Assess:The Effects of Flexhours on Management

Operations) (Honolulu: 19807, p«- I-

11,

12 S

13,

14.

15.

16,

60

In  the. City and County of Honolulu, fouz
situations are often precluded from the flex1b1e
work | houf program: whe
prescheduled shift-work b351s,
flreflghters and pollce offlcers,

1e1
(2) wheﬁ

for ttansportat1on to  work s;ges, (3) "when
employees work in a crew situation where all
metibers —of the crew mist necessarily start and
rend erk 4t thersame time, and (4)-when the work

'''' employees - do not

',permlt deviation frcm'preset worklng hours:-

The survey 18 being conducted by the City Budget

Office and is primarily: interested in the
attitudes of department supervisors. toward the
flexible Work ~hour program: A researcher

indicated . that - the feasibility of implementing
flaxitime imay also be addressed in therstudy

Accord1ng té  mest: authorltles, compressed
workweek; and staggered hours  offer the . least
flexibility while flexitime and its derivatives,
i;é.; group flexibility; flexitime . within the

work . day; - workweek, . workmonth,  and workyear,
offer greater flex1billty Jon: L. Pierce and
John W, Newstrom, - "Employee Responses to

Flexible Work Schedules An Inter-Organization,
Inter-System Comparison", Journal of Management,
Vol. 8, No. 1, 9-25 (1982).

S.  Swerdloff, Thé Revised Workweeéek: Results of
a Pilot Study of 16 Firms, Bulletin 1846, U.S.
Departmént of ‘Labor, Bureau of Labor Statistics
(Washington:  BLS, 1975):

Harriét Goldberg Weinstein compared three types
of alternatlve work schedules and found that the
popularity of the compressed workweek had passed
by 1975..  Pam Silverstein-and Jozetta H. 8rb,
Flexitime: . Where, When and How?, Key Issues
Serias = 24, New York State School of Industrial
and Labor Relations (New York, 1979), p. 10.

See; Jon L. Pietce and John W. Newstrom,
"Employee Responses to Flexible Work Schedules:
A Inter-Organization, Inter-System Comparison';
Jourtial of  Mansggement, Vol., 8, No.. 1, 9-25
(1982) and Jon L. Pierce and John W. Newstrom,
"The Design of TFlexible Work Schedules. and




17.

Relationships and Process",
247-

Employee Responses:
Journal of Occupational Behaviour, Vol. &,
262 (1983).

Ibidf
Chapter 3

29 U.S.C. séc. 202 (1938).

Pub. L. 93%259; -93rd Cong., 2d Sess., secs. 2-28
(April 8, 1974), 88 Stat. 55-74, 29 U.S.C.A.
secs 202-208,-210-212-214, 216, 255, 260.

See Pub. L. '93-259, 93rd Cong., 2d Sess., sec
6(a)(1) (April- 8, :-1974), 88 Stat. 58, 29
U.S.C,A. * sec 203, Coverage was actually
expanded to also “include state and municipal
employees. However, a 1976 U.S, Supreme Court
decision, National League of: Cities . vs.  Usery,
426 U.S: B33 (1976), declared the 1974 wage=hour
statute as pettainiﬁg to state -and municipal
workers unconstitutional The Court ' stated
that, under the doctrine of 'state sovereignty,
each state has - the - power to determine wages,
wotk -hours, -and overtlme-compensatiqn rates
within’ its ‘own agencies. However, in Garcia vs!
San Antonio.Metropolitan Transit Authority, 53
L.W. 4135 . (Feb: 1985); the U.S. Supreme Court
overiuled National ILeague of Cities, holding
that the ' 10th Amendment doés not prohibit the
application of ‘the Fair Labor Standards Act to
state and  local employers According to.one
authority, the effect of Garc1a is to impose the
Fair Labor Standards Act's minimum wage &nd
overtime provlsions on state and local
governments: = This- effect may force most state
and - local governments to -make substantial
‘changes in ‘recordkeeping and work practices to
accommodate the complex federal regulations: used
to calculate . overtime liability. Stewart
Abercrombie Baker, *'The Supreme Court fllp-flops
again on constitut1ona1 federalism" State

‘Legislatures, pp. 13-17 (June 1985).

U.S. Congress, Senate, Committee on Labor and
Public Welfare, Senate Report No. 1722 on H.R.
10786, 87th * Comg., 2d Sess. (U.S. Code
Congressional and Admirnistrative News, p. 2121,
July 11, - 1962).

Swart, J. Carroll, A TFlexible Approach to
Working Hours, (New York:

All employees working overtime must work at
least one hour. However, after the first hour
is completed, those employees may record
overtime in blocks of 15 minutes. Ibid., p.

177.

The Social Security Administration's 1976 report
is an inter-departmental report, not for general
¢irculation, but made available to Swart. TFor a

AMACOM 1978), p. 177.

10.

i1.

12.

13.

14.

15.

16.

61

more detailed explanation of the
see Swart, J. Carroll, p. 178-182.

1976 report,

Ninety per cent of the participating employeés
chose to be at work by 8:00 a.m. One of the
reasons given was that certain employees claimed
that parking spaces were generally not available
to those arriving at work during the later hours
of the flexible starting time band, Ibid., p.
181. T

According to the report, less than 5 per cent of
the ~ employees were opposed to the use of
automatic time  totalizers  (automatic time
recording devices). Ibid.

U.S. Congress, House, Committee on Post Office
and Civil Service, House Report ‘No. 95-912 on
H.R." 7814, 95th  Cong., 2d Sess. (U.S. Code’
Congressional and Administrative News, p. 1902,
Feb. 28, 1978). g

Discussion of the U.S. Geological Survey's
expériment with flexible working hours is .drawn
primarily from: Swart, John Carroll, A Flexible

Appioach to Working Hours (New York 'AMACOM, - .
1978), pp. 185-191. .
Flexitime: Evaluation of a One-Year Experiment .

dat the'U.S. Geological Survey ' (Virginia:  U.S.

Department of the Interior, U.S.- Geclogical
Survey, 1976). This = 'is . an - interagency
publication cited and discussed - in: John

Carroll Swart, A Flexible Approach to Worklng
Hours (New York: - AMACOM 1978), pp. 187-189.

U.S. Congress, House, Committee on Pgst Off;ge
and Civil Service, House Report (No. 95-912,. “én
H.R. 7814, 95th Cong., 2d Sess.. (U.S. Code
Congressional and Administrative News, p. 1902,
Feb 28, 1978). i

These prlvate sector employers utilized both

compressed workweek and flexitime work
schedules. In their use of flexitime, some
employers allowed their workers to bank and -

borrow hours by working more less than 8 hours a
day ‘as long as the required number of hours for
a pay period was worked. ‘

Report to the Congress by the Comptroller
General ‘'of the United States: Contrators' Use of
Altereéd Work Schediles for their Employees--How
is it  Working? (Washington: U.S. Government
Printing Office, 1976).

Theé cited legdl requirements, i.e., the Contract
Work Hours and Safety Standards Act, the Walsh-
Healey Act, and The Fair Labor Standards Act,
affect thosé government contractors utilizing
compressed - work © schedules ' (those schedules
requiring workdays: longer than 8 hours) and
flexible work schedules in which employees are
allowed to borrow and bank work hours, Ibid.,
pp. 10, 22. )




17.

18.

19,

Ibid., pp. 22-23.
Ibid., P dids
on under section entltled "Tﬁe

ns. ¢ exible Work. . Hours. Hours: in the
Federal Government. i

U’S Congress, House, C

H.R. 7814, 95th Cong.,

Congressional and Ad@;nist:gt‘

1896, Feb. 28, 1978).

Ibide, Pr1896.- s o -

See; for example; the statement by the House
Post Office and Civil Service Committee in favor
of H.R. 7814. The Committee believed "that
experience with the use of the flexible work

. ¢oncept  in  the private seetor, and
re limited use in the public sector; lias  been
sufficiently - successful to merit- expanded

experimental ~use--by  Federal -employees  who
customarily - work«—B hours per- day~to«comp1ete a
40« hour workweek. Ibidi

24,

25.

26.

Discuss1on on ‘the results of the Federal
Employees Flexible and‘Compressed Schedules-+Act
of 1978  are primarily drawn from: (1} U.S.,
Congress, House Subcommittee on Human Resources
of ther Committee “on Post  Office &nd - Givil

Permanent Authorizatio
Use Flexible and Compressed Work Schedules, 97th
Cong., 1st and 2d Sess., _April 3, 1981 and  Feb.

3,09, 1982, Serial No. - 97<28  and (2) U.S.
Coqgress, Senateli Commlttee on Governmental
Affairs, Senate Report No. 97-365 on S. 2240,

97th Cong,; 2d Sess; (U.S, Code Congréssional
and Administrative News, pp. 565-582, Aprll 28,
1982); . : S

U.s., Office of Personnel Management,
Alternative Work Schedules Experimental Program,
Interim Report to the President and the Congress
(Executive Summary and Conclusions) (Washlngton.
Sept. 1981), No. PP60-19."

During the current (1985) U.S. Congressional
Session, the House of Representatives voted to
approve.a measure making.flexible work .schedules
for government GEPIOYééS permanent . The  bill
was then sent to the Senate for their approval.
Further word on the fate of the bill is still

It is  important -to make a-distinction between
improvement - in. the ease of  commuting - and
reduction :in traffic congestion.:.An individual
can experience &n improvement in the ease ~of
commuting without .there being a concomitant
reduction in traffic congestion in general. For
example, employees at the Social Security

27,*’

62

-hat in the City of
there was .  an . increase  in . the proportiou of
employees driving to .work alone, i.€.y . 80
incérease in vehicles on the hlghways, since the
flexitime program was
shown by the fact t
i loyees stopped u:

on, the road had,notr1ﬁpzove

o phenomenonevw&s—~alsoﬂﬁwnotedfﬂfbyw-researchers-w~

conduc ing a test of the hypothesis that. changes

trafflc coniges i
gities (Anis A. Tannir

S8ipat { L
traffic, and. - (2) transportation benefits will
accrue primarily te those: who: participate in
thxough (A)  'reduced number of
21 compressed workweek

20 ) The gene gl (not
participating _in flexible work schedules) peakr
~hour-—commuting —public—wil:

marglnally, researchers. :@ he
attempts to implement such policies;.should not
be motivated by ~ potential - traffic congestion
reduction;  but- by the -other -real - personal
benefits - in - job and family activities they can
provide. :

stated

An.. exsmple . .of the commitment that. the federal
government has toward flexible werk hours can be
seen in its policy on termination by ageéncies of
flexible work hour programs. According to the
Hawaiij; Department  of Personnel Services
guldellnesicDPS Departmental Circular No, 77-11;

section VII) for implementation of flexible work
hours, department supervisors are given complete

discretion to implement, not implement; or
discontinue a flexible hours program.
Supervisors. or -managers- are  not required to-

formally justify their - termination of a . work
schedule. Federdl guidelines (Federal Personnel
Manual System Bulletin No. 610-35. (August 19,

1982)) - appear more protective in that programs
found to have caused adverse  impact, e.g.,
reduced productivity or level of service to the
publié of increased cost of agency operations
‘except . for normal administrative cost, may also

be terminated. -~ The deteérmination = of . such
adverse impact . must- be. in writing. When an
existing schedule is terminated, . an agenéy. or
the  exclusive representatlve may initiate,




28.

29.

30.

without regard to ‘whether - ‘there are any
reopening provisions in  the negotiated
agreement, collective bargaining to establish a
different flexible hours ~'program for the
unexpifed portion of the negotiated agreement.
This would provide an opportunity to correct the
problems that developed undér the terminated
flexible work hour schedule.

See footnote 3, and discussion on the impact of
the recent U.S. Supreme Cotirt decision, Garcia
vs. San Antonio Metropolitan Transit Authority,
on the application of the Fair "Labor Standards
Act to the states. '

According to the Hawaii Department of Personnel
Services Departmental Circular No. 77-11,
section IV, the authority and responsibility for
implementing this program rests with each
department head. Program managers, according to
this circular; are considared the key personnel
who can most accurately assess operational needs
and tailor the appropriate details of a flexible
working hours plan to ~accomplish statutory
requirements and program goals for the
departdegf; Although section IV also regquires

“that the "Department of  Personnel Services

provide dverall guidance in the implementation
of this policy including ‘providing assistance,
as requested, in developing and implementing the
departmental programs, and = encouraging the
widest application possible of flexible working
hours, according to a survey of state
departments on Oshu (conducted in June 1985),
the participation of Department of Personnel
Seérvices in their flexible work hour programs
beyond the initial implementation period in 1977
has been basically non-existent. :

As was stated earlier, see text at footnote 25,
the Office of Personnel Management introduced
legislation during the 1985 Congressional
Session requesting that the federal flexible
work hour program be made permanent. Within the
introduced legislation, the Office of Personnel
Management requested that the present federal
guidelines with regard to flexible work hours be
changed to allow the Office of Personnel
Management more authority in the implementation
process.

The Office of Personnel Management monitors the
federdl flexible work hour program via &
requirement that  agencies maintain Ttecords
pertaining to their programs. In addition to
reports of terminations, agencies are requested
to maintain records that will provide the Office
of Personnel Management, as needed, with up-to-
date, accurate information regarding their
flexible hours programs. These records include
data on the number of programs in use, the types
of schedules, number of ‘employees covered by
each type of schedule, reasons any terminated,
and any evaluation studies conducted by the
agency. According to the federal guidelines,

these agency records will be important when the

program comes under Congressional scrutiny.
Federal Personnel Manual System Bulletin No:

610-35 (August 19, 1982).

According to DPS Departmental Circular No. 77-
11, although the Hawaii Department of Personnel
Services has been charged with  the
responsibility to “develop - ‘and maintain
statewide data on the level of participation by
employées, on the types dand  extent of the
various programs" (section IV(A)(3)), in the 8
year period from implementation of the State's
flexible work hour program, the Department of
Personnel Services has completed only one formal
review of the program, see Hawaii, Department of
Personnel Services, Flexible Working Hours as a
Management Tool (Report on a Survey of Civil
Service Supervisors to Assess the Effects  of
Flexhours o1 Management Operations (Honoluli:
1980) and testified against adoption of the
resolution calling for this current study on
state flexible work hours.

Chapter 4

U.S. Congress,; Housé, Committee on Post Office
and Civil Service, House Report No. . 95-912 :on
H.R. 7814, 95th Cong., 2d Sess. (U.S. Code
Congressional and Administrative News, p. 1902,
Feb. 28, 1978).

"Flexitime; White-Collar Phenomenon", Labor
Relations Conference and Studies from The
National Labor Relations Yearbook 1983, pp. 120+

21. Y ;

Port Authority of New York and New Jersey,
Staggered Work Hours--A Report on the United
States and International Practice (New York:
1975).

Data on flexible work schedules in the private
sector derived from A Flexible Approach to
Working Hours by John Carroll Swart:. The author
noted that obtaining details about company
programs on flexible work schedules proved to be
very difficult. Swart states that the problem
was not so much identification of those
organizations on flexible schedules; but that
the organizations had little to say about their

experiences with  flexible hours. Swart
primarily described companies that appeared to
be making some effort to measure results. John

Carroll Swart, A Flexible Approach to Working
Hours (New York: AMACOM, 1978), pp. 103-165.

Ibid., p. 123.

Discussion on North Carolina's experiences with
flexible work hours drawn from: (1) North
Carolina, Legislative Research Commission,
Alternative Work Schedules, Report to the 1981




8:

10,

11,

12.

13.

14.

7.

“Commissionery ™

General Assembly of North Carolina, January 14;
19815 and (2) letter from the- State. of. North
Carolina Qffice of Personnel, Billie Broughtom;
Personnel Analyst Work Optlons Program ' to Karl
Motoyama; January 3y 1985, CoiEE

Discussion . on. Kentucky's . with
flexible. work . hours. drawn . fromi. .
Stokely -and J. Rose; "Flextimet Kentueky Takes
A Secand Look', Innoyations, Decenber 19793
§. - Craddock,;—T:-TLe
The Kentucky Experiments", Public  Personnel

experience .

(Cj,j‘;. L A: D:_ .
(2y:

fand—J RGS&;’*FIGXltime.~"

Management Journal;- Summer 1981 pp. 244=52; and
(3) twe lettets ffom Thomas . C. = Greenwel;
“the
Department of Personnel to - Karl

October 1, 1984 and Nevember. 19; .1984.

Motoyama,

Comparing - ‘the findings
experiments: (1) the effects of flexitime upon
production and employee morale were.positive &s
measured by a-number of . dimensionsi s (2). while
the affects upon transportation in terms of time
and traffic congestion were eased by flexitime,
fewer people carpooled. (A.D. Stokely and I.
Rose cautioned that the easing of  traffic

“Corigestion could ot be conclusively attributed-

to flexible scheduling); and (3) flexible
scheduling enjoyed strong . support  from
supervisory personneli--a--relatively . surprising
occurrence .. §ificé . a..number  of . administrative

problems were thought to - be inherent ‘in this
type of  scheduling; A Stokely and J. Rose;
"Flextime: = Kentucky Takes A Second ngk"!”

Innovatlons, p. 5 (December 19787,

§. Craddock; T; Lewis; and J. Rose, "Flexltlmer
The Kentucéky Experiments', Public ' Personnel
Management Journal, p. 244 (Summer 1981).

Letter from Thomas C. Greenwel, Commissioner,
the Commonweqlth ~of  Kentucky - Department of
Petsonnel to Karl Motoyama, November 19,1984,

Discussion of experiernces of City of Inglewood's

experience with flexible working hours drawn
from: (1) Sam Zagoria; " "Flextime: A City
Employee Pleaser", Nations.'s Cities,. pp. . 42-46

(Febrary 1974); and (2) John Carroll Swart, A
Flexible Approach to Working Hours (New York:
AMACOM, 1978).

Inglewood, Calif,, City Administrator Douglas W.
Ayres Interviewed in article by Sam Zagorla.
"Flextime: A City Employee Pleaser', Nation's
Cities, pp. 43-44 (Febh. 1974),

This discussion drawn from: A.M. Greenberg and
D.M. erght Staggered Hours Final Evaluation
(Queen's Park Demonstration), Ontario Ministry
of Transportation and Communications (Ontario:
1975),

The Ontario Ministry of Transportation and
Communications conducted the travel survey of

- Commonwealth of "Kentugky

from - the first. tua-

16.

17.

18.

64

government . employees in and around the Queen's
Park complex to:.:(l):determine the fe331bllity
of & staggered hours demonstration at Queen s
Park; and- (2) -establish. the  existing  travel
charact o
and  from work for all government . employees  in
the Queen's Park area:. Details of this survey

are presented ifi St&ggered Hours  Demorstration

tics. associdted with the journey.to.

Report No. 2, Ontario Ministry of Transportaticn
arid Gommunlcations (Ontario: - 1975).

Although Toronto ‘s expenlment,wlth f1ex1ble wo;k

hours-has.. been.  labeled:. the.

Demonstration - Project!; two ~types of flexible

work hours-were offered in the demonstration; - -

(1)

Staggered. .work hours: . An arrangement
of working hours - which prOV1deS “for
more: -than. one specified arrival and
departure time for & miniStry or part,
thersof. Employees may or may not be
permitted: to. select  the . specified
arrival and depatrture time of their
choice, and the required  number of
hours must be worked each day‘

2):~Flexible~ hourS*(flexitimg)'*vA sysﬁemfrvf~—

which provides for a range of times at
the = beginning and  efid of éach day
during. -which. . time . an .employee.  can
choose . when: the employee arrives. and
leaves, prav;ded the  reguired number
- of hotirs are-worked each day.

Staggered Hours Final Evaluation, pp. 11-12:

A  comparison of public versus nonpublic travel
modes .-indicated. that .at the time of . the
demonstration evaluation at least 71.3 per cent
of surveyed employees traveling to the Queen's
Park area used . some form of public
transportation. Staggered  Hours Final
Evaluabion;-p+ & - : .

Discussion. drawn from: (1) The Port Authority
of New York and New  Jersey, Staggered Work
Hours Study  (Phase I--Final Report), Vol. I =
Executive Summary (New York: 1977); and (2)
The Port Authority of New York and New Jersey,
Staggered Work Hours a Report on United  States

Aﬁaﬂln;ernaFional Practice (New York: 1975).

The Port Authority  added that, because
congestion  on. automobile facilities was . a
capacity (such facilities operate at  above
capacity during normal pesk hour traffic)

rather than a peaking problem, staggered work
hours could not improve traffic conditions on
aitomobile facilities. This obsérvatién by the
Port Authority is similar to that. recorded by
two - Tesearchers - of - -the - New York State
Department of Transportation. The researchers
cotficluded -that the congestion<reducing impact
of flexible work schedule in highway oriented
¢ities 'is small. Anis A. Tannir and David T,

'Staggered Hours.



19.

20.

S 21.

22,

‘problems; the

Hartgen, Impacts of Work - Schedule Changes on
Traffic Congestion in Medium Sized Urban 'Aress,
New York State Department of Transportatlon
(New York:  '1977).

See, - e.g., Jon L. Pierce and John W. Newstrom,
"Employee Responses to Flexible Work Schedulés:
An Inter-Organlzatlon, Inter-System
Comparison", Journal of Management, Vol. 8, No.
1, pp. 9 to 25 (1982); -John L. Pierce and ‘John’
W. Newstrom, "The design of flexible work
schedules and employee resporises: Ielatlonshlps
and process", = Journal - of Occupational
Behaviour, ‘- Vol. 4, @. 4, pp. 2475262 (1983).
See, also company policy of Hewlett-Packard,
discussed in this chapter of ‘ this ' report,
improvement‘of empToyee relations. :

¢

See, Jon L. Plerce and John V. Newstrom.‘

The 7Port Authority of New Yotk and.New Jersey,
Staggered. Work Honrs Study - (Phase
Report), Vol. I = Executlve Summéry (New York:
1977, p. 40. , :

It is important to siote that any flexible work
hour program may have limitations with regard
to its traffie reductlon capabllltles‘ (This
was also suggested in thé "Summary” section of
Chapter 37 by néting that the 'easé that
cmmmmemunmemhrﬂumkwmkhwm
should = 1ot ‘necessarily be ‘equated with
reduction in'peak hour traffic--e.g. ) the City.
of Baltlmore) According to 'tHe - 1Port
Authorlty, most urban transportatlon systems
suffep : from peaking--<excessive demand at
certain time periods--causing inefficiency and
congestion--therefore, = flexible work hours may
be effectively used to modify the : functional
design of transportation facilities. The
Authority ‘suggested, however, that the - various
design elements for any mnew transportsation
system should initially incorporate 'a program
to tevise work schedules as an integral part of
the design; rathér than later 'using flexible
work hours as a- "band-aid" ‘to correct ‘or
ameliorate the adverse effects of peaking once
the facility 4s in operation. With regard to
highways, specifically sautomobile = traffic
*Authotrity noted that most
highways already operate under a self-enforced
spreading. - of “the demand when capacity
limitations restrict ~the absolute number of
vehicles for+ & large -portion ‘of = the pesgk
period. Since there  was™ no - giowth possible
durifig the -height of the peak because of the

capacity "1id," any growth in -demand must be-

accommodated © during other time periods. “There
is an assumption that a number of commuters are
traveling earlier “or later not out of choice,
but because of ' congestion. The Authority
stated that the implementation of flexible work
lours wWould not necessarily change the :travel
times of those <ommuters traveling later or
edrlier; = but such hours would allow ‘those

"I1. = -~ Final +
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commuters to allgn their ‘travel times with
chosén work times: With* regard to hlghway
traffic in general, the' Authorlty récommended
that the ise of Teversible “‘bus roadways and
priority lanes for multi- odtﬁpancy vehicles'
(HOV lanes) take precedence over a flexible
work hours strategy. This wads because hlghways
exhibit less peaklng than other( transportation
sYstems, and therefore ‘automobile traffic will
benefit only from drastic work - schedule
changes. The® Port Authority of ‘New York and
New Jersey, Staggered Work Hours' Study (Phase I
+ Final Report), 'Vol. 1 - Executive Summary

(New York” 1977), p. 62.

E. g s letter from -~ Thomas C. Greenwell,
Commlssioner, Commonwkalth ** of Rentucky
Department ~of Personnél” to Kar] Motoyama,
November 19, 1984, stating ‘that supervisor
enthusidsm  for flexible work hours hds waned
‘due to the fact that department 1nterna1

communlcatlons have seemlngly deterlorated.

Life, as, explained,
developed very specific guidelines to’ ensure-
adequate’ ‘job ~ coverage and departmental
communlcatlon which were ;ncluded as part of |
their phase in effort to 1mp1ement "flexible’
work hours. 0cc1denta1 L1fe stated that *
internal tommun1cat1ons were an 1mpottant
consideration in the design of thelr flex1b1e
work hour program

E.g:, Metropolitan

[N

Chapter 5

Hawaii, * “Department ‘“‘'of Personnel Services,
Flexible Working Hours as a Management Tool
(Report on a Survey a Civil Serv1ce Superv1sors
to - Asséss the Effects . of Flexhours on
Mahagement Qﬁeratlons) (Honolulu: 1980). e

A ‘telephone conversatiofi between Frederick
Labib-Wood, & Personnel Management Specialist,
with the Department of Personnel Servicesy and
the researcher (October, 1984) revealed that’
the percentage of employees currentiy
part161pat1ng i the State's flexible work hour
program has incréased “only slightly from the:
time shortly after 1mplementat10n in ¥ 1977,

Accordlng to a survey taken By the Department

of Personnel Services "in 1977, approximately
45900 state efployees on Oahu  “were:
part1c1pating in flexible work hours. This
number represented about 29 per cent of the-
total state work forecé on ‘Oahu (total 'state
work force in 1977 estimated at 16,500
employees). In response to questlons raised in

discussion of H.R.  No. 195, prior to its
adoption, theé Departmént of Personnel Services,

focusing on Oahu “only ‘and 1limiting their
questions to daytime operations, queried ~state
departments'® by ~ telephone ~about  employee
participation in ‘flexible work hours T(see,



v»187200"emp10yeesa ~~~~~~

vey Teport-
since all departments answered unlform vy tha

Oahy in 1984 {total- work force

gram that - are
- and...(2). . the

—h op
" type of - flexibllity that Wlll be implemented;

i.e., staggered, and[o
dlffer

me - (which: may.
Depaxtmental

. following =~ reasons: @5

Attcrney GEneral Budget and
‘Commerce: and Consumer Affairs;
Education, Hawaiian ~ Home Lands,

Agrlcu ure,;
Finance,
Defense.

lustrial Relations; Landr

Resources, Pgrsd
and Economic
Services and Housing,

~and--the —University o

Attorney Genefal did not respond to the survey,

The Department of Personnel Services explained
that- question - No. 2 was' -included - fér -the
participation in
flexible working hours - does  not fiécessarily
mean  that an employee is not arriving at 7:45
8:M:; .8+ employees are offered flexihle wo:k
hoturs but a few choose 7:45 a.m. because their
ride must be at work around that timej and: (2)
dependifig ipon operstional requirements, there
may be a large number of employees 'who - do  not
arrive. at work at 7: 45 a.m;, but who also do
not participate. in  flexible work{ng “Hours;
e.g., janitors and maintenance personnel at the
Department of Accountlng and ‘Generdl Services
work as early as 7:00 s.m:, but are mot given
the option. of fléxible work : hours because of
opérational requirements. . See; Appendix D.

See Appendix F.  The departments contacted were
the same 4s those quéried by the Department of
Personnel Services in their 1984 survey

The quastions were asked of either department
personnel difectors. or ‘thein.wrep:esentarives.x .

More than the 3 listed questions waere asked of
the departments. . One of the questions (the
responses  to which  were  not included in the
survey report (Appendlx F)) asked in the survey

11,

12.

13.
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"'h&ﬁdnoox

Department of . Defense zesponded that

gh ney employees were informed of the
I y of -flexible work hours orally, the
subJect, was also covered inm T a p
departmental guide - and in the ' "hew empl;

~Fairther; & spokesperson

flexible work hoﬁrs was posted on the employee
bullet1n board:.

Those departmeﬁts responding yes . to whether
employee participation would & increase with
promotion - of .. flexible hours: were: - Budget and
Finance; Hawaiian Home Lands; Health; Labor and
Industrial Relations; Land & Natiral Resources,

Personnel Services; Plannlng and Economie
Development, -~ Social  Services and Housing, and
the University of Hawaii. S

In . view of the fact that supervisors determine
the operational requirements. for departments
and.. based on the comments of thoseé departments
responding 'no' - to- the - question of - whether
promotion of flexible work hours will increase
pdrticipation; the major obstacle to increasing
employee participation would be the discretion
exercised by state supervisors . to . either (1)
not .~ implement . flexible work hours, .or (2) mot
offe¥ sucli hours to certain employees based on
what : ''they" consider  to ' be the operational
requiremerits Of their departmeénts.

It is interesting to note.that the spokesperson
for Commerce and  Consumer  Affairs. - also
commented - that - employees - participating in




14,

15.

16.

: also

‘Change Study coined the phrase '

Arelations program be util
‘local

“Knebel

flexible work hours are so satisfied with the
program that “any attempt to take away the
flexible achedules would be met with
considerable resrstance. '

The Department of’Taxation, although commenting
that employee satisfaction is high with regard
to flexible work hours, stated that promotion
would not increase participation ‘The
Department of " P rsonrel Serv1ces expects &’
slight increase in participation with promotion
of the concept

Those departments r s ond1n§ that promotion of
flexible work hoirs will not increase employee
participation agree that the operational
requirements ©Of  the departments are the major
obstacles ~ to vthe success of \a campaign
promoting' fle'iblee work hours Decause the’
operational ementa of’the departments are
usually det uperv sors, one can
also conclude that siper ‘r" discretion will
prevent : in . employee
partic pation in flexi le work hours’ stimulated
by- promotion of the concept

The consultant (Alan M. Voorhees & Asaociates)
for the 1981 - HonoTulu  Work: - and School Hour
'Tocal affinity
for early* start times" in describing what is
thought to he a major'obstacle 16 1mp1ement1ng
their: proposed, work ‘and school hour change
programﬂ Voorhees proposed ‘that & public
ed to alter the
custom of . early start times thereby
ensuring the proper implementation of his

‘suggested wqu and school hour change program‘

Alan M. Voorhees & Associates;  Honmolulu Work

. and Schéol _Hour Chan e Study (Final Report)

(Honolulu. :1981), p. 84,1
Another author, in yriting a short descriptive
magazine article on the Islands, noted this-
aame, phenomenon of = early work start times.
Fletcher Knebel in his article "The Life",
wrote that: '

Hawaii gets up with the sun. Some

: government employees arrive pn the joh
 at 6: 30 a.m. Hany professional ‘people

. hit their desks before 8, an hour that
co finds most of Hawaii at work.

speculates that the five-hour lag behind
the East Coast (six hours’ during the ‘mainland's
daylight savings months) may partially account
£or the .State's early rising habits. _ But,
Knebel  admits, the early rising of  Island
commenting

residents may be a cultural trait
that he "suspects Hawaii would still get ‘up with
the birds even if the entire mainland :,slid
beneath the sea . Further, Knebel notes that,
with a fow exceptions, Hawaii's people retire to
bed earlier than their mainland counterpérts,

17.

18.

19.

20.
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rearlier than 7 .m
'particular parameters of the flexible work

etating that "Hayaii's

social life ends well
before midnight" and “that most guests start
ying their goodnights by 10 p.m."  Fletcher

Knebel "The [Life", Uiited The Magazine of the
Friendlz Sk1e§ (United Airlines), Vol. No

)

becauae (1) the’
hours system set ‘up by the superviaor may
preclude selection of .a start time earlier than
7:45 a.m. (e g:, 8 superv1 or’ who starts work
at 7: 45 a,m, may notp' :
present at oﬁﬁ before the supervisor arriyes)
and/or (2) ‘eariier than 7:45 a,m, start times
are allowed, however, those pre 7 45 a.m. start
timea have already been selected by other
employees, 3

RSN

See footnote 5 and Appendix D ‘ol menting on « -
the fact'that partigipation 4n flexible, work
hour progra does necessarily’mean that ah

employee is. not arr1v1ng at. 7: 45 a.m. iy

According to the 1981 Honolulu WOrk and School

Hour Change,Study, (15 the downtown’ government
‘Center,

comprised of State, Federa: Ly
and County ex loyers, had 2p roximate}y 10 000
workers, (2) the Kapiolani-Ala Moana area :
employed.about 34,000 people, (3). the: Kakaah']<
area employed about 14 000 workers; and - (4)
downtown Honolulu employed approximately 28, 000
people. Honolulu Work and. School Hour Change:
Study (Final Report), Alan M. Voorhees &

Associates (Honolulu‘ 1981) p, 41,
The State of Kentucky ) noted this same
reluctance on  the part of some of their

employees to charge from the traditional work
houra (see Chapter 4y, Reseerchers at the
Kentucky State Personnel Department reported
that just over 46 per cent of “those responding

to a report questionnaire on the state s
flexible work hour program chose not to change
f ; standard work hours. The researchers

listed incompatibility with the’ schedules ‘of
spouses,f, other family members, and other
employees as one of the possible reasons for
non-participation in Kentucky s flexible. work
hour program. S. Craddock T, Lewis,, and J‘
Rose, '"Flexitime: The Kentucky Experimentsl,

Public Personnel Management Journal pp. 244~
252 254 (1981) . :
Participation in flex;ble work hours is a

matter of definition. if'one's definition of
partic1pation in such hours is the changing of
an employee s usnal work start and end times,
then. those employees continuing to choose é
7: 45 a.m, start time are not participating 1n
flexible ‘work  hours. However, if one's
definition of participation is allowing an
employee a choice in work schedule, then having
that choice, even if the employee selects the



dsudl  7:45 -a.m. start time, can be considered
participation in flexible work hours.
purposes  of this study, the Tatter d
will be used to define- partici" 10
this deflnitlon, factors

salection of an employée § start time according.

to those of the employee’ 3 rice or.riders -
preclude- g —worker

f{exible woxk O

Fbr the

transportatlon

“'matter.

for their

employees,
nated work C

produce the desf7
individual employer is faced
flexible work pro
to ¢hoose one
and the pnblic S

s the employer's
interest,gls not - an: easy
‘Therefore; ‘the con

that a special bureau be

@ &

om which to chggse ami

possibility of achieving improved
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_ district personnel  who

communlcated with the

-promote- flexxble ~—work
employeTsy- (2) coordlnate W
(3)-- help - ‘organizations - select - impl
22. In most mainland- sthosl” distncts, children ara- “flexible  work ~programs, - and  (4) administer
_bused to school.  There is some busing of : other traffic svstggvﬁwmggaggmgn;v PIOETAMS ool
students to §chesl in Hawaii, however; this is~ i7e.; ride’ sharlng, t'an51t “"marketing - to
limited mainly to mllltary dependenﬁs and in eiiployers; and~parking management coord1natlon.
the tural districts, : e ‘Ibld., pp: 7= 78 e =

23, According te& the 1981 Homolulu Work and School The “establishmént of “a central coordinating
Hour .Change Study, the majority of trips during body -is 'strengly recommended by the  Port
the '‘morning peak period afe Work telated Which Authority of  New York and New Jérsey in order
include work “and “school +trips. ~Schodl=only to efféctively “s&l1'" & stagperad lHours program
tPips - are  enly-& very - -small: pertion ef: the to -central business district orgénizations.

_total trips. Because iis According to the Port Authority "if @ staggered
many childfan are dzoppad off at achool, many hotirs program is. - to be,efféotive, i
......State. employaes. .p::nhably.. drop . their . 91}}151;91, i fess. Fgan i L
“Gff At “school. Therefore, it is very likely 3 adeq,ate financial reso rces,  4a time
that .thosé  state employees ~dropping = theiy duration of  several  years, . and  have  s6lid
children off  at  schoel ‘combine their schoc} bisiness  backing ; in . ofdex: i torachieve
related trips with traveling t6 work in  the stibstantive results." The Port Authority of NY
-morning.: Alan - M. Voorhees - & ' Associates, & ‘NI, Staggered Work Hours Study (Phase: I=-
Honoliilu Work arid  School Hour Chahige CStudy Final Report), Vol I--Execuu ve Summary, p. 40
(Honolulu' 1981) pp 47 53. S § (August '1977).

24, The consultant for  the 1981 work and school 27, Thé& fact -that an emponee may not be aware of
hour - study contacted’ state officials the existence and/or availability of fiexible
responsible for the operatioti of public “schools work ~hours | even. though other = employées are
for their opinions on the = potential .~ for particiﬁating in  such  hours ~was noted by
changing,school hours:  The officials commented researchers reporting o~ the  fesults of 'a
that parents opposed to changlng school hours three-month flexible work hqur experi@Eht
do not want their children to wait long periods conducted by - the - Utah’ - State Office ~ of
betweéen when they = are dropped  off 'in the Education: The Utah State Office of Education
morning and when school starts. Ibid.; pp. 46- is & ‘state government agency with about 500
&7. L employees’ ~which = dnclude & ~variety = of

- : professional,” techriical, 'and ¢lerical persons
25.  The ' consultant - for- the 1981 work and school who provide services —ranging - from vocational
hour change study determined that a. separation rehabilitation counseling ~ to.  training - of
- -of -- s¢hool - and- work start times  would- help- teachers in-Utah's-public school  system.  The
teduce - traffic. ~peaking -~ and congestion. Utah - education - office experlménted with
Specifically = the “consultant  suggested "that compressed workweek schedulés whith = were made
school start times be shifted to a  later time available  at the discretion- of - individual
at ?}east one-half hour dlfferent from current employees an@g ﬁdﬁinistrators Some - entire
timas . Ibld 5 P 53. divisions elected - to rfemain -on  standard
- e schedules, while ~others “made the compressed

26. The. 1981 Honolulu Work and School Hour Change workweek schedules available - based - on
Study explained that. it is unlikely that a individual preferences: E -
passive . staggéered work hours program  will :
produce the 'rather large «changes —in  worker In . “evaliiating . the affects’ of compressed
start  times needed to create 4 significant workweak schedules = in. the Utah office, the

ct. on, traffic peak1n8 ,é&é—, congestion. researchers, thought it 1mpoxtant to survey two
iig “to  the éonsultant, (1) interviaws different groups: (1) the staff of the state

with private "employers did mnot reveal much office (partigipating = in “the " ‘compressed
enthusiasm for new prografis based solely on the workweek experiment), and (2)  the  school
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staff of the state office .on a daily basis
(non-participants) The inclusion of the
school district personnel, an external .client
group, was an attempt to broaden the study
heyond the typical emplayee . self-report
approach used in most flexible work schedule
evaluations, Researchers found it interesting
that very few of the school district personnel
were even aware that the compressed workweek
program existed .at the state office, The
researchers also commented that the majority of
school district people felt that there was no
dlfference,in (1) the availability of the state
office staff during the experimental perlod as
compared with previous years, and (2) . the
guelity of services provided by . the staffﬂ
David E. Nelson, Employee Oontrol is _an
Important Option in Variable Work Schedules',
Personnel Adminlstrator (June 1983), pp.. 118+
124,

The Port Authority of NY & NJ, Staggered Work
Hours Study (Phase I--Final_ Report), (New York:
1977), ps 41,

The Port. .. Authority = strongly recommends
documenting everything, i.es,; building up a
reference 1ibrary of surveys, analyses,

brochures, and program materials which can be
used repeatedly., Ibid., p- .42,

The Port Authorlty discovered,that, although
their program was primarily a1med at relieving

. trpfflc congestion,, it was 1mportant, rin
promoting the concept . to potential
: part1c1pants, to . stress. what particular

benefits would be received by those involved in
the flexible work hour program:
commented that "the fact that the program . has
its basic dimpetus &s & central business
district transportation program should be only
of background interest, for an appeal only to
civic pride . and respon51bility [i.e.,

responsibility to aid in the reduction of

traffic] will most likely - be Vnneffectlve‘
Ibld . P. 40,
The consultant in  the 1981 Honolulu‘WOrk and

School Hour Change Study proposed to.. overcome
this local affinity for early start times by
conducting a comprehensive . public information
program to promote flexible work hours which
would 1nclude both - advertising . and public
relations campaigns. Alan M. Voorhees &
Associates, . Honolulu Work and School . Hour
Change . Study (Final Report) (Honolulu 1981),
p. B4.

As  discussed, department supervisors and
managers represent one of the factors that may
inhibit any increase in employee participation
stimulated by promotion of flexible work hours.

The Port Authority considered it very important
that the "target audiences" for a flexible work

The Authority
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34.

35.

36.

hour program be clearly 1dent1f1ed end focused
on, in _order. for promotional activities' to
reach them. Ibid., p. 43.

It should be noted that the recommendation that
the central ‘cootdinating agency aid in  the
implemeéntation of flexible, work hours is
consistent with the guidelines found in the DPS
Departmental Circular No. 7711, section IV (A)
(1 .and 2) which-state that the Department of
Personnel Services will:

1. . provide overall guidance
implementation of thls policy;

in the

2, . provide assistance, as requested, in
developing -and. implementing  the
departmental programs, encouraging the
widest application possible ‘of
flexible working hours; and....

Aiding ‘supervisors and . managers . in the
implementation of flexible = work hours is
critical: = to = the development of positive

attitudes in supervisory personnel on flexible
work hours. - The fact that - supervisors who
experience 'flexible .work schedules are more
inclined . to accept the concept was demonstrated ‘
in the 1980 Department of Personnel Services
survey of supervisors which determined that’

those supérvisors that had. implemented. flexible
work hours looked,more favorably on the prograi
than those supervisors who had not. (91.6 per
cent . of those supervisors who had implemented

flexible hours felt favorably toward the’
program, while only .57.5 per cent of those
without flexible work  hours felt favorablyr

toward the program.) Flexible Work Hours as &
Manageiment Tool (Report on a Survey of Civil
Service Supervisors to Assess the Effects of
Flexhours on Management Operations °(1980), p.
11.

According to the Port Authority help in
implementation could include: the conducting
of surveys of schedule preferences,
coordinating and planning of work schedules,
writing and dispensing of office notices and
work schedule guidelines, etc. The - Port
Authority of "NY & NJ, Staggered Work Hours
Study _(Phase I--Final Report) (New  York:
1977), p. 42. ¥

Another example of how the central coordinating
agency might utilize - its knowledge of the
experiences of other organizations with
flexible work hours can be seen by considering
the situation of Kentucky. As noted in chapter
4,  Kentucky experienced a waning in . its
enthusiasm for flexible work hours primarily
because supervisors discovered that department
internal communication had deteriorated.

Drawing on the experiences of Metropolitan
Life, a private sector organization that had
made  internal communications of prime
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40.

the aiSCﬁssion o
programs. of Metrop
and - Nofthwestetn &utual Life i ¢

Small 'task forces” were 'uflfiz

See,'

guidellnes covered:
goverage, : ,dnitoring "

hours; an

departments:

The ° centfal  coofdinating agency shoiuld follow
the example  of ~the federal government “on’

'empldiees;‘

. In. -the private

. surveylng -eivil-

maintaining and developing - data o flexible
work-hour progrﬂms*‘fUn&er ‘rules-enacted-by the-
‘federal -~ Office " of - Personnel - Managemert;

- pUTSHAnC 0 the Fedgral Eﬁplq?eé§ ‘Flexible  and

Compressed - Work - Sehedules Act of 1982 (Publit
Law Nov - 97+221); agencies ~dré expected to
maintdin records pertaihing to their erxlble
work schedule programs. . T : at,
in -addition to  reports

flexible work -hour programs),

'agencies are
raguired to maintein records that provide the
-0¥fice of- Personnel Management with-up-to=date -~ -

accurate -‘information - regarding their flexible
Work hour pregrams; including: -the " types  of
‘schedules  in - use; reasons for any termiddted,
and any evaluation studies “'conducted by ' the
agency.. ... Federal - Personnel ' Manual System’
Bulletin No. 610*35 (August 19,'1982). :

The preparing and conduéting of such surveys .is
consistent with the guidelines set down in the
DPS Departmental Cireular -~ No. 77 1. (section
IV,A.3) which states  that ' tha Depaftment of
Personnel "Services ‘will "develop and maintain
statewide data on the levél of participanxon ‘by
on “the types éﬁﬂ*’exfent of the

Ffequests’ “for additional information,"

sectory
Corporation and the = Sun 0il Company utilize
such surveys, the results of whiech aid in both
the implementation  and improvement of their
flexible work” hour prograns,

Eig:y ~the ~results of surveys stichi-as -the 1980
Department - of  Personnél® Seryices - zéport
service supervisors assessing

the ‘effects of ~the -State's flexible -hours
program identifies and ‘supports the positive
effe;te of flexible work holits and = would

the Hewlett=Packard

--implementing —its—flexible —wotk-hour programy - - -
These

42,

Jon t. Pierce an& John,W; Newsr

437 The TTesedrchars Texplain that ‘flexible**wor i
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- atthority.
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schedu a8’ provide employees with & "perception

“time uufonowy JRveE, o 4n awareness of
increased control over one's: work, t1me. -This
"perception - of - time - &utonomy" voin o turnm,
positlvely'affects the quality of work ‘life:

Flaxikle = “work: "sthedules withooinereased
flexibllity, e g, flexitime, allow -employ
“EE T EXPEF TaT aﬁ"incréara' NpErEEption 6f

61
autonomy" which, in ‘turn, positively' affects
the- quality of work: 1ife by -af additional

amount; 1i.e.) inerédsed “enhanced morale",
;ocregsed 1ncreased . produgtiv1ty s etc.
Ibid ’é 23 T e

See footnote 9 in chapter 2 of this report

One method that the central coordinat;ng agency
could utilize in inspiring state supervisors to
implement flexible work  hours would be tg
inform - them of - the numerous organizat1ons,
e.g., federgl, state; municipal, private, etc.;
Who' have ‘Successfully implemented fiexitime
(sée, ~ chapters 3 and . 4), ~ The central
coordinating agency could ~alse utilize the
experiences of these. organizations:in aiding
supervisors - = in- the implementation and
troubieshootlng of their flexltlme systems e

Hawaii's state government would not be unlque
in switching ‘from a staggared hours program: to
flexitime, Metropolitan Life's (see, chapter
4y staggered hours program evolved to  inelide
According to one

both flexitour and flexitime.
is . “evolution  ‘tow

flexibility was not surprising in that, even dt
the ' outset, - the company was = not" figidly
determined to . use -staggered - hoUrs - only.
quaii s state  government is ‘similar to

gfeater—

me T
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Metropolitan ZLife in that, during the initial
implementation ~of flexible work hours, the
State did not rule out programs that utilized
more flexibility than staggered hours. ‘This is
evidenced by the fact -that DPS Departmental
Clrcular No. 77+ 11 also authorized flexitime.

The POSSlblllty of - increased - employee
participation resulting from dimplemention 'of
flexitime schedules can be dinferred after
considering the potential effects of “flexitime
on ‘‘éne ‘of the four factors -determined; to
inhibit increases in employee participation in
flexible work hours. As stated the starting
time of ‘schools (which ~determine the time
children are dropped off at school) may prevent
certain state ‘employees from participating  in
flexible - work “hours. During periods when
school "is out, e.g., summer, spring, -and fall

vacations, those employees are no longer
restricted in their selection of work start
times by school start times. These employees,

during times when school is out, should be able
to choose ‘either later or earlier work start
times, depending on their personal preferences.
Under the “State's current flexible work hour
optiéns, ‘only ‘staggered hours are allowed.
Under staggered hours, once an employee selects
a start time, that start™ time designates the
employee's permanent work schedule. Therefore
under staggered hours; those state - employees
dropping their children off at school would not
be allowed to change work = start ‘times during
those periods  when the children are not in
school. ‘However, under flexitime, ' because an
employee, on a daily basis and within specific
limits, cen start and " finish “work “at their
discretion, ~-those state ‘employees dropping
their children off “at school would be able
change starting times. Therefore, if flexitime
were 1mp1emented employees who drop their
children off at school -‘would not be'totally
precluded from part1c1pat1ng in flex1b1e work
hours.

Support for the desirability of flexitime is
evidenced by the experiences of the City of
Toronto. ~As explained in chapter &, ‘the City
of Toronto, via the Ontaric Ministry = of
Transportation and Communications, successfully
implemented & flexible work hour program that
included both staggered hours and flexitime
(called flexible hours by the -Ministry).
Durlng the evaluation of ‘the flexible work hour
program, one of ‘the questlons asked by the
Ministry of participating employees in Queen's
Park area was: "What changes, ‘if ‘any, would
you ‘make with regards to your work schedules?"
Accéording to-the evaluation, the most commonly
sought changes related ‘to:  the “concept of
flexibility; 21.5 per cent wished to chénge to
flexitime, and 7.5 per ‘cent desired more
flexibility within their work schedule. The
responses “to this question influenced the
Ministry, in advising other organizations on

47.

48.

49.

50.
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how to implement flexible work hours, to
recommend that greater flexibility 4n ~working
arrangements should be =~ encouraged, e.g.,
flexitime should be promoted wherever  possible

and where staggered-hour schedules .are
retained, employees ‘should be permitted to
change ' their 'starting times periodically.
Ontario ' Ministry of  Transportation  .and
Communications, Staggered Hours Final
Evaluation = (Queen's Park Demonstration)
(Ontario: 1975), pp: 14, 20. o

Honolulu Work and School Hour Change Study, pp.
78, 8L, 4 -2 ;

Ibid., pp. 67-76.

Ibid., pp. 53, 67-76. The study also included
other supportive measures, i.e., transportation
systems management alternatives, 1nclud1ng, HOV
lane construction, ride-sharing encouragement,
public transit marketing, etc,

Ibid., p. 84.
Chapter 6

At this writing, a consultant has been selected
and the survey process is about to be
initiated. According to the proposal
specifications, the consultant will be required
to submit a draft report by November 29, 1985,
followed by ‘a final report to be issued no
later than 30 .days after the completion of a
15-day review (by the technical resource
committes) period. This contract deadline will
allow members of the Legislature the time
needed to review the school hour change study
prior to the convening of the 1986 Session.

1974 Haw. Sess. Laws, Act 64, sec. 1.

Donald Botelho, then Director of the Department
of Personnel Services, in his cover letter to
the Department of Personnel Services report on
the 1980 flexible work “hours survey of
supervisors, commented that, although it was
reported that, under flexible work  hours,
commuting . t6 work had improved, the State's
flexible work hour program did not solve
traffic congestion in Hawaii. Mr. Botelho
explained ‘that those supervisors who  have
1mp1emented flexible hours are consistently
reporting that it has made commuting easier for
those enjoving . such hours,; and that those not
on flexible work hours are obliged to commute
on  ‘congested corridors at the least desirable
times in order to -start work at hours
necessitated by operational requirements.
Hawaii, Department of Personnel Services,
Flexible Working Hours As A Management Tool
(Report On A Survey Of Civil Service




Supervisors To Assess The Effects Of Flexhours !

On Managgment Qperatlcns), CHonolulu 1980)

195, H.D:
‘although™ the  State's "

The"~ Legislaturei in adqptlng H:R: No.
1, deknowledged ~that,
flexibla - ‘work Hour  program: did = result 'im
bernefits, those benefits did . not-.--include
reduction of - traffic-congestion in—the State:

The 2ad, 6th, 7th, and §th "WHEREAS" “clauses
state, respectlvely, that',~

WHEREAS, .the benefits
staggered Work “hours ‘were”
identified as the encouragement of energy.
‘Conservation and teduction . of  traffic
congestion; and )

axpe&tedrftOm

WHEREAS, the Departmeént [of Personrel
Services] found that supervisery ‘persomnnel
felt  that staggered work: hours impréved
productivity; enhanced morale, and " lowered
absenteedism; and

WHEREASi thius,; staggered work hours
esult. dim.. benefits, .. although.. . of
ated _types;. &nd

WHEREAS, = the problems of traffic
congestion and = excess- energy consumption
have  not -disappeéared and the need to
maximize productivity will always require
attention; and

The 1981 Voorhees Study determingd that Gahu's "

traffic volumes exhibit strong pedking
charactaristics durlng the commuter hours. The
study also determined that (1) " this ‘peaking
results in congestion on the highwdy network
and overcrowding on the transit system; (2) the
peaking is due in large part to thé faét that
most morning and afterrncon pedk period ‘trips
are made for the purpose of commuting to or
frém work; and (3) a large proportion - of
employees begin work between 7:30 and §:00 .

e.m., and they leave their homes at. about the
same period. Alan M. Voorhees & Associates.
Honolulu Work and School Hoeur Cliarige Study

F;na}rrReEortz (Honolulu:

The majority of state departmerits are located
in the central business district.

March 1981)y p. 39.

The consultant for the stuéy detetmiﬁed that
one step in their proposed work and school hour
change program would require the movement of
(1) 630 state employees from starting work  at
7:45° a.m. te 7:15 e.m.o-and (Z) 630 state
employees from starting work at . 7:45 a.m.. to
8:15 a.m. Honolulu Work and Schoel Hour Change
Study (Flnal Re ort), p, 50,

According to the Voorhees Study, in & combined
application of transportatién management system
alternatives, including "~ ridesharing
encouragement, traffic engineéering and flexible

specificdlly S
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work . hours,

for only 10 .per cent. of the total teduction in
s P73,

travel time: Ibld

the “Oahu
Organization,
thﬁ fiﬁdin § df ot e

flex;ble . work, hours Thé
Hetropolltﬂn Plannlng Organization .
represengat;ve stated that in-viewy of the

increase 25 per cent to 3 Z mllllon person
trlps by the year 2000), the potentlal
cability of work, hour changes to reduce
traffic congestlon compared - to
alternatlves, €:guin

Tight and heavy rail ~systems, atc.,  is
very  limited: It is interesting to note
that the ~Hali 2000  Study (an- Oahi
‘Metropolitan.  Planning Urganlzafioh

.coordinated- study provldlng -analyses - of-
‘existing - and o future - travel . needs and

L COTU '10!'15,,, Ol
" assessment of

_alternative future
tranéportatlon prajects - and ,systems
proposed te serve these needs) does not
mention flexible work honr programs as one

-of . the 6 systemnwide transportatioi
alternatives formulated o) address

,,,,,,, 1 'ds for . .the  year
2000— Flexible work- Rour— -“programs-
also not listed by the Hali 2000 Study as

one. ...of .. the transport&tlon systems .
management alternatlves - suggested - in
“"Alternative A" of  the . study. The
 transportation : . §y¥stems . . mandgement

; alternatives listed in the study included:
encouragement of  use of Dbuses and
carpools, addition of . reserved . high-
occupancy Vehicie (HOV)

(2) . Other studles have also . suggested that
flexible work hoiir programs have a limited
¢apability to redice ‘traffié peakifg and
congestion, espec1ally in regards to
automebile<reldted traffic comngestioii.

.(4) AlthOugh,the,experiences of Manhattan.
(staggeted hours implemented by the

Port Authority .of New York and New
Jersey) and the City of . Toronto. in
Ontario, Canada (the Queen's

- Demonistration) demonstrate that
flexible work hours can 51gn1f1cant1y
.reduce .. peak - hour traffic, one
characterlstlc shared by both cities

was -that. public - tramsit  systems
represented  the major . mode of
transportation. In comparlson,

according. to the Hali 2000 Studz, in

weekday travel in

1980, Honolulu

flexible work hours hould'accOuntr

- other.
 highway - expansion,

Oahu, o dncludingooan oo

lanes, and road’

Park



(B)

©

produced 1.5 million automobile and
truck trips as compared to 205,000

passenger trips on public transit.
In other words, most of Honolulu's
commuters travel by private modes of

transportation, i.e., automobiles or
trucks. Honolulu, Manhattan, and
Toronto are not alike in their travel
characteristics, therefore the effect
of flexible work hours on traffic
congestion in Honolulu may be quite
different. See; Staggered Work Hours
Study (Phase I - Final Report), Vol.
I. - Executive Summary (New York:
1977) and ‘A. M. Greenberg and D. M.
Wright,  Staggered Hours Final
Evaluation (Queen's Park
Demonstration), Ontario Ministry of
Transportation and Communications
(Ontario:  1975).

According to a study (discussed in
chapters 3 and 4) testing the
hypothesis that changes in work
schedules can significantly reduce
traffic congestion in medium-sized
auto-oriented cities, researchers
found that, even wusing an extreme
case--(i) a single high-density
employer in a residential area and
(ii) using a maximum impact policy,
i.e., the &4-day work week, only a
marginal reduction of local traffic
was effectuated (regional travel
costs were reduced by ‘only 0.4 per
cent and costs in the immediate
surrounding area were reduced by only
2.2 per cent). The researchers found
that over 90 per cent of the traffic
benefits accrued to the actunal
participants (consistent with the
statement of Department of Personnel
Services Director Donald Botelho),
primarily through the reduced number
of required work-trips. It was
concluded that because of the
institutional  problems associated
with implementing such policies on a
large scale, efforts to reduce
highway congestion in auto-oriented
medium size cities through flexible
work hour programs may not be cost
effective. Anis A. Tannir and David
T. Hartgen, Impacts of Work Schedule
Changes on Traffic Congestion in
Medium-Sized Urban Areas, New York
State Department of Transportation

(New York: 1977).

Researchers conducting a study on
flexible work hours in the San
Francisco area determined that
flexible work  hours alone were

inadequate to significantly improve
freeway performance in a particular

10.

73

ccorridor - of the city. The
researchers determined that flexible
work  hours combined with  ramp
metering,: at best i ¢ould réduce
freeway congestion ofily to the degree

that construction of a single high

occupancy vehicle lane could

‘accomplish. David “W: Jones, Jr.,

. Travel Behavior  and . Transport

wi - Investment  Poliey, Institute ‘of

Transportation Studies Research
Report  UCB-ITS-RR-78-4

(Berkeley:
Univ. of Califi, 1977). - ' ;

(D) In & study conducted by SMS Research
for the Hawaii State Department of
Transportation; researchers stated
that "as the number of cars per mile

of improved highway incéreéases, [the]

efficacy of transportation systems
management (TSM) alternatives
(flexible work hours is' a : TSM
alternative) decreaseés." Therefore,

as the numbers of &utomobiles and
auto trips in the state increase, the
ability of transportation systems
management alternatives
flexible work hours to reduce traffic
peaking and congestion decreases.
The  resSearchers in  this study
commented that it was unlikely that
trangportation = systems - management
measures alome will solve the state's
traffic' congestion
Reseaich, Road-Pricirig Demonstration
Project for the State of Hawaii (A
Technical Report) (Honolulu:

Changing & state employee's work times can only
be accomplished if the employee agrees to the

change. Representatives from 3 Hawaii unions
(State " of Hawaii Organization of = Police
Officers, Hawaii Government Employees
Association, and Hawaii State Teachers
Association) stated that because flexible work
hours and issues related to such hours are
negotiable  items (subject to collective

bargaining), employee participation in flexible
work “hours ‘must be voluntary. According to
Department of Personnel Services Departmental
Circular’ No. 77-11, section V, department
supervisors, when ' implementing flexible work
hours  must observe - applicable collective
bargaining agreements. -

The federal government also acknowledged the
negotiability of employee participation in
flexible work hours. For example, under the
Federal Employee Flexible and Compressed Work
Schedules Act of 1982, Pub. Law No. 97-221, the
termination of any flexible or compressed work
schedule is subject to collective bargaining
between the agency and the exclusive
representative. Federal Manual System Bulletin

such as -’

problem: SMS: ¢

1983) .-



11,

No. 610-35 (August 19, 1982).

See  "Discussion & Recommendations", chaptef 5.

Thée seven-step program proposed to implement

the ~work and scheol hour changée is as follows:

(1) Ozganization of =~ central coordinating
agency staff and budget.

(2) Recruitment of first round: - target
.-Organizations-and-obtaining commitments-to

participate. ~ This' includes ‘the private -
sector . .as well as government

--rorganizations.

(3) Devéiépment of tailored commuter plans:

““Honolilu  Work ~and School Hour Change Study

(4) " Providing implementation assistance. -
(5)- Public information programs

(6) First ~round - evaluatiéns (surveys and
monitoring program).:

(7) IMplement  program revisiong ' and provide
onrgoing assistance as well-as publication
of first round:  reports; 1i.e:; trouble
shooting via survey analyses.

(Final Report); p. 81:

Promotion - of flexitime is not triily e¢ompatible
with the wark and scheol: hour - change : proposal
because a basic premise of the proppsal is that

rather large changes . in  worker .start times.

needed to produce significant traffic peak
reduction. The work and school houf change
proposal, via a centrally coordinated —effort,
iftends to move specific numbers of employees
to designated start times which is inconsistent
with the concept of flexitime which allows
employees to seleét their work start times on a
daily basis.

Chapter 7

The. Bureau also found that; - although many

organizations have implemented flexible work
hour programs successfilly, the transition from
fixed work hours to more flexible schedules
have ot been obstacle=free, However, most of
the ‘orgafizations have found that’ with effort
and adequate planning, moere of the problems
resulting from flexible work hour
impleméntation can be remedied; see Chapter 4,
this report.
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APPENDIX A

'Te be made one and ten copies:

gy ' 195
HOUSE OF REPRESENTATIVES H.D. 1
TWELFTH LEGISLATURE, 19..84 * e ,

STATE OF HAWAIL !

i i

P

A

REQUESTINP A STDDY OF THE IMPACT OF STAGGERED WORK HOURS FOR
STATE EMPLOYEES. S

WHERnAa; bct 64, Session. Laws of Hawaii 1977, allows
the Governor to promote s»aggered work hours by modifying
the office hours of state agen01es and schools, and.

WhERuAS,kthe beneflts expected from staggered work
hours were specifically identified as the encouragement of
nergy conservation and reductlon of traffic congestlon, and

WHEREAS, he Act was the culmination of w1de ranging
discussions over the problems of insufficient capacity of:
public highways during peak traffic- hours, pollutlon from
motor vehicle em;551ons,~and the scarc1ty and 1ncrea51ng
cost of gasoline; ‘and ,

WHERLAS; the Governor implemented the Act by iSsuing an
executive order giving the: departments broad dlscretlon in
establishing staggered work hours, and :

WHEREAS, in a report 1ssued in early 1980 whlch covered
approximately two years of 1mplementatlon, the Department of
Personnel Services found that supervisory personnel of
offices with staggered work hours reacted favorably to the
concept; and , ,

WHEREAS, the Department found that supervisory personnel
felt that staggered work hours improved productivity, enhanced
morale, and lowered absenteeism; and . ‘

WHEREAS, thus, staggered work hours did result in
benefits, although of unanticipated types; and

WHEREAS, since 1980, however, no study on staggered
work hours in state government appears to have been published
and thus, the extent of the implementation of the Governor's
executive order within the state government in recent years
has not been ascertained; and
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Page

WHEREAS, the problems of traffic congestion and excess
energy consumption have not disappeared and the need to
"maximize preoductivity will always require attention; and

_ WHEREAS, the State should examine again the effects of

staggered w01k hours and promote the concept more extensively;
therefore,

now,

BE IT RESOLVED b] the House of Representatives of the

Twelfth Legislature of the State of Hawaii, Regular Session
o0f 1984, that the Legislative Reference Bureau is requested
to prepare a study detalllng the efforts of the various

state
hours
Hours
means
state

on state employees and to premote the coneept as a
to improve the productivity and enhance the morale of
employees; and

RE IT FURTHER RESOLVED that the Legislative Reference

Bureau alsc examine the potential effects of staggering the

hours

of public schuols and seek the advice and assistance

of the Department of Education and the Department of Trans-
portation; and

BL IT FURTHER RESOLVED that the Department of Personnel

Services submit a report of its findings and recommendations
to the Legislature prior to the convening of the Regular
Session of 1985; and

BE IT FURTHER RESOLVED that a certified copy of this

Resolution be transmitted to the Director of Personnel
Services, the Chairperson of the Board of Education and the

Direct

tor of Transportation.
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STAND. COM. REP. NO. 775 ’84

Honolulu, Hawaii

hfﬁ;g {0 , 1984
RE: H.R. No. 195
H.D. 1 |

The Honorable Henry Haalilio Peters
Speaker, House of Representatives
Twelfth State Legislature

Regular Session of 1984

State of Hawaii

Sir:

Your Committees on Public Employment and Government
Operations and Transportatlon to which was referred H.R.
No. 195 entitled: "HOUSE RESOLUTION REQUESTING A STUDY OF
THE IMPACT OF STAGGERED WORK HOURS FOR STATE EMPLOYEES",
beg leave to report as follows:

The purpose of this House Resolution is to request the
State. Department of Personnel Services to study the impact
of staggered work hours for state employees .and to promote
the concept of staggerlng work hours. It is a further
purpose of this Resolution to have the Department of Person-
nel Services examine the potential effects of staggerlng the
hours of public schools. ‘ :

Your Committees find that staggering of work hours will
have a desirable effect on worker productivity and morale
and may also assuage traffic congestion problems in the
State. Your Committees therefore favor a study to assess
the efforts which have been taken by State departments to
stagger hours.

Your Committees find that some of the purposes of this
House Resolution are beyond the scope of the Department of
Personnel Services' duties. Therefore, your Committees have
amended the "BE IT RESOLVED" and "BE IT FURTHER RESOLVED"
clauses of the Resolution to request that the study be
conducted by the Legislative Reference Bureau.

Your Committees further find that it is appropriate
that any agency studying the concept of staggering school
hours should do so with the advice and assistance of the
Department of Education. : Therefore, your Committees have
amended the first and third "BE IT FURTHER RESOLVED" clauses
to add reference to the Department of Education and the
Chairperson of the Board of Education.

SCR PEG/TRN i




STAND. coM. REP. No. £ 4S-8%

Page Two

Your Committees have also amended the Resolution by
deleting language from the sixth "WHEREAS" clause and by
adding new language to the eighth "WHEREAS" clause stating
that, "the extent of the implementation of the Governor's
executive order within the state gevernment in recent years

~has not been ascertained". : s : s

Your Committees on Public Employment and Government

~~Operations and Transportation are-in accord with the dintent—

and purpose of H.R. No. 195, as amended herein, and recommend
that it be referred to the Committee on Finance in the form
attached heretéd as H.R. No. 195, H.D. 1.

Respectfully submitted,

COMMITTEE ON TRANSPORTATION . COMMITTEE ON PUBLIC EMPLOYMENT

AND GOVERNMENT OPERATIONS

BRIAN T. TANIGUCHI \CQY1rman

o

GEAE ALBANO, Chairman

LT YosHiNU
Chairman

JOAN HAYES, Vlce Ch

GERE ALBANO, Member REYNALqp'GRAULTY, MéTEfy,

"1 pow Sa

JOAN HAYES, Member Q

HERBERT J. HONBA, Member

DONNA MERCADO KIM, Membef

- DONNA MERCADO KIM, Member
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STAND. COM. REP. NO. Wl 'ﬁ

Honolulu, Hawaii

,‘L . 1984

RE: H.R. No. 195
H.D. 1

Honorable Henry Haalilio Peters
Speaker, House of Representatives
Twelfth State Legislature

Regular Session of 1984

State of Hawaii

Sir:

Your Committee on Finance, to which was referred H.R. No.
195, H.D. 1, entitled: "HOUSE RESOLUTION REQUESTING A STUDY OF
THE IMPACT OF STAGGERED WORK HOURS FOR STATE EMPLOYEES", begs
leave to report as follows:

The purpose of this House Resolution is: (1) to request the
State Department of Personnel Services to study the impact of
staggered work hours for state employees and to promote the
concept of staggered work hours for state employees; and (2) to
have the Department of Personnel Services examine the potential
effects of staggering the hours of public schools.

"~ Your Committee finds that staggering of work hours will have
a desirable effect on worker productivity and morale and may also
assuage traffic congestion problems in the State. Your
Committee therefore favors a study to assess the efforts which
have been taken by State departments to stagger hours.

Your Committee on Finance concurs with the intent and
purpose of H.R. No. 195, H.D. 1, and recommends its adoption.
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APPENDIX B

EXECUTIVE CHAMBERS

HONOLULUY

GEGRGE R, ARIYOSH) September 19, 1877
SovVEANOR

MEMORANDUM MEMO 1977-25

TO: All Department Heads

SUBJECT: Flexible Working Hours Program for State Emplojrees

I am asking each department to lend its full support to the
application of DPS Circular No. 77-11, which details the procedures for

flexible working hours for employees of the Civil Service System.

This program will enhance efforts both to increase the efficiency
‘and productivity of services through improved employee morale and to provide
some relief from the pressures of ever-increasing traffic congestion.

This program will also serve as a pilot for future applications
of the flexible hours cancept to other sectors of State Government, and each
department is urged to encourage maximum participation by employees.

().

/

f/eorge . Ariyoshi
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APPENDIX C

DONALD BOTELHO
DIRECTOR

JEORGE R. ARIYOSHI

GOVEANOR OF HAWAIL

WAYNE J. YAMASAKI
DEPUTY DIRECTOM

STATE OF HAWAII
DEPARTMENT OF PERSONNEL SERVICESW A
825 MILILANI STREET -
HONOLULU HAWAH 968”13

S B

September 19, 1977

Departmental Clrcular
Number 77- 11 ’ o

TO: All Department Heads
FROM: - Director of Personnel Services

SUBJECT: Flexible Working aqurs for_s£éca’gmployees

The purpose of thls c1rcular is to set. forth the policy
and procedure for implementing a flex1ble worklng hours program
for State employees.

This is a two phased program which will be implemented
first on Oahu and then on the neighbor islands. The target
date for completing initial 1mplementatlon on .Oahu is November
1, 1977, with expansion to neighbor islands within two months
of that date.

Each department is urged to encourage maximum participa-
tion by its employees. This is the first widespread appllcatlon
of flexible worklng hcurs within the State government, and it
will be serving as a pilot for subsequent applications in
non-Civil Serv1ce jurlsdlctlons where approprlate.

Your full co—operatlon in complylng w1th the prov131on of

this circular is essential.
Cpetd Ll

DONALD BOTELHO
Director of Personnel Services

Attachments 81
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POLICY AND GUIDELINES ON FLEXIBLE WORKING HOURS FOR STATE EMPLOYEES

I, ~POLICY AND PURPOSE
It is the polc1y of the State to provide a plan for flexxble
working hours for State employees consistent with the necessxty
of maintaining efficient and effective delivery of services to
“the public, such a plan should afford the~eppertun1ty to-arrange
individual work sched: ¢ ing¢ » guidelines and
within certain time limits ,W,ngment.
Its purposes are: S
A. To provide some measure of relief durlng morning and after-
noon peak=hour traffic congestion by permitting employees
to choose to arrive and depart their places of work at other
than peak traffic hours.
B. To provide employees the opportunlty to participate in setting
their own work hours:.
Co T improve productivity and effictency through improved
employee working conditions and increased hours of. operation.
II. DEFINITIONS

A, Office Hours: The hours during which a government office is
open to transact public business. For most offices, the hours
are from 7:45 a.m. to 4:30 p.m., Monday through Friday, unless
otherwise prov1ded by executive order of the Governor.

(Ref. Section 80=1,Hawaii Revised Statutes, as amended by

Act b‘!, SLH=1977.)

B, ~Work Da The period of eight hours (excluding meal break)
during whlch a full-time employee is scheduled to perform the
duties of his posxtlon.

C. Flexible Working Hoursi A privilege granted to an employee
to arrive at or depart from work at times other than those
set by office hours. This program authorizes two types of
flekxible working hours:

1. -Staggered Hours (See F. below)
2: - Glide--Time — (See-G: below)
It is not the .intent of this policy to change the current
practice of a 40~hour work week comprised of five, eight-hour
. work=days.
D. Core Time: The hours (except for lunch break) durlng which

all employees of the unit must be at work. Core time is set
by ‘management. .

82



III.

Iv.

ey L

E. Flexible Bbands The hours preceeding and follow1ng the core
time dur;ng whxch employees may be afforded a choice over
their start;ng ‘and departure times. The length of these
bands is set by management.;

F. Staggered Hours- A flexlble hours program ‘in which employees
e-rive at and depart from work during the flexible bands at
fixed-time intetvals (such as 15 mxnutes) set by management:
Employees are afforded an opportunlty to request . start-end

- times, and thereafter arrive daily at' ‘those times. An
.. enmployee may: subsequently request con51derat1an for an’ adjust-
;ment to his start-end tlme. :

G Gllde Tlme.' When an employee~of a- work unit is authérlzed to

start work at any time during a given time span within the
flexible band, and may change this starting time daily. The
employee must work his normal number of hours (8 in the case
of full-time employezes) before departing for the day.

'B- ,Flexxble Lunch Break: Management ay allow employees the

cholce ‘of expanding their 45+minuteé lunch bréak. 2n employee

. must still work 8 hours in one day, and must’adjust his =
‘schedule durlng his department's flexlble bands to complete a
full work day any day on which he is granted the option of a
flexible lunch break. - This option should be exercised only
after an employee s supervisor has been notified in advance

..-and has concurred. . An employee on a flex;ble lunch break is
‘not conszdered to be on a split Shlft.

APPLICABILITY

I ,
This gollcy applles to all c1v11 servxce and c1v11-serv1ce-exempt
employees, both full-time and part-tlme, of the Executivé Branch,
except BOR and DOE: certlfled pos;tlons.

RESPONSIBILITY: .

The authority and respon51b111ty for 1mp1ement1ng thls program rests
with each department head. - Program managers-are -the key personnel
who can most accurately assess operational needs and tailor
appropriate details of a flexible working hours plan to accomplish
statutory requirements and program goals for the department. 1In
implementing such plans, provisicns of law, rules, regulations

and collective bargaining agreements are to be observed.

A. Department of Personnel Services: anqg flexible ‘working
hours is 'a privilege ygranted to employees to enhance their
work situation, the Department of.Personnel Services will:

1. provide overall .guidance in the implementation of this
policy; T P

2. provide a551stance, as requested, .in developing and
implementing the deyartmental proyrams, encouraging the
. Widest appllcatlon possxble of flexible worklng hours;
and :
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3. develop and maintain statewide data on the level of
part;c;patlon by cmployecs, on the types and extent of
the various programs; and from time to tlme make
requests for-additional lnformatlon. ,

yéé‘artments -and Agencies: Department and AgencY Heads shall
e responsible for deve oplng and .implementing: the spec1fxc
flexible working hours program-within their organizations in

accordarnce with the provisions of this policy, applicable
ruleés,; regulations and c¢ollective bargalnlng agreements.
Because:of changing operational reguirements, or othexr
conditions, departments may need to modlfy, extend or reduce
their flexible hours plans.

V. GENERXAL GUIDELINES

B Where the same starting time is seitected by more employees

than ¢an- bé -accommodated; appréval of employees' selections
will be based on the following criteria:

1) - essential operational reguirements

2) - recognizing employees' use of public transportatlon, or
use of carpooling and vanpooling

3) - seniority

B. In authoérizing employee selection of starting times,
management should give dué consideration to items 1 through 7
below: ,
1. Workunit or crew limitation - e.g.

“Whether or not all members of a work unit must start
together.

Whether or not different crews need all report
simultaneously for work. :

2.7 Shift requirements = e.qg.
Can some employeés be offered flexlble hours?
Shéﬁldwéﬁift éihés be rev;se&’

3. - Machine down -time.

4. Need for continuous staffing of office to serve public
during cffice Hours,

5. Operational efficiency and safety - e.g.

Can an cmployee arriving early stillicontact other
offices to obtain information essential to his own tasks?
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VI.

iy

“Are working conditions such that an employee can safely
be in the workplace alone?

6. Supervisqry‘requirements - e.qg.

Does the nature of the work require continuous presence
of a supervisor for dec151ons, approval, assignment of
, tasks, ete,;? Adequate supervlsory control must be
‘maintained without incurring additional expense,

7. Size of the operating unit - e.g.

Is the unit too small to provide continuous service
durlng office hours unless all employees arrive and
depart at the same time?

If the office does not serve the public, could the office
hours be changed?

Management is encouraged to review its total operatiens,
giving due consideration to such items as 1-7, above in order
that the largest number of employees may be allowed to
participate. in flexible working hours.

Nothing herein shall be construed to reguire the establish-
ment of a formal time~keeping system. However, managers are
advised to ensure proper time~keeping controls to prevent
abuse of privileges.

FLEXéTIME PARAMETERS

A.

The time. frame limits available for this program shall be

from 6:30 a.m. to 5:45 p.m. (Work schedules for employees who
already start work before 6:30 a.m. or end work after 5:45 p.m.
need not have those times changed to conform to. this program.)

Core time shall begin no later than 9:00 a.m. and end no
sooner than 3:15 p.m.

Flexible bands shall not exceed 6:30-9:00 a.m. and
3:15-5:45 p.m. as shown below:

Office Hours/Traditienal Day Shift.

i : Lo B
6:30am 7:45am 9:00am ' 3:15pm  4:30pm 5:45pm

45-minute/flex
Junch break b

Flexible

CORE. TIME-— *Departure Banc

Fiexible
Starting Band
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" D.  Departments may choose to limit the flexible bands, and

- lengthen core time, (for éxample, starting band might be
limited to 7:00-8:30 a.m: with a correspondlng departure band
of 3:45-5:15 p.m.; core timé would, thus, be 8:30 a.m. to

45 pemo)

E. Departments may choose to offer
the flexible band, or the depart
glide-time to certain "6f its employ

‘5~whefe aﬁpfoprlate

based on the nature of the work; etc:

If an employee is authorlzed staggered hours, the employee may

réguest consideration for a change in the start=end time selected
for such reasons as carpooling, -geographic relocation, family
concerns and utilization of public transportation. @ Such requests
should be accommodated unless there are overriding operational
needs or the chanqumay be 1mpract1cable from an administrative

standpoxnt,

ViI.

DEPARTMENTAL iMPLEMENTATION PROCEDURES

Within 1 month of issuance of thls pollcy, the following actions

shall be completed-

A; Departments dec1de the out51de parameters of thelr flexible
hours program within the 6:30 to 5:45 time frame, that are

appropriate to their operations.”

. B. The Department determines the type of flexlbll;ty (staggered

and/or glide), which may differ among employees.

€. - Managers then decide which employees should be allowed to
exercise flexibility in starting/énding/lunch times within
these parameters. Bmployees‘ requested selections of start-
vend times are c¢onsidered in-accordance with prlorltzes listed
in Section V above.

D. Management determines what controls, if any, aré required to
ensure effectlve and eff;cxent operatlons.

B Saee e S e o e i g

E. Department 1mplements its pOlle.

NOTE Whenever possible; employees should be asked to provide
input.at B..and C. .A.desired objective of this program
is to have as many employees as practicable be on a work

day with start-end times other than 7:45 a.m. to

4:30 p.m. . Information about the department's flexible
hours program should be made ‘available to employees
through mectings and/or hy circulating and posting
copies of the program.  Exclusive bargaining represent-
atives should be consulted and kept informed of the
details of - your plan of” “impTementation.’
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VIII.

=Ge

Each department:‘is-asked to conplete and submit the
following within one.month after implementing its own
program:

o 3 copies of attached Form DPS 606a (6/77)

o 2 copies of attached Form DPS 606b (6/77)

o 1 copy of attached Form DPS 606c (6/77)

o 1 copy of its own program

‘CHANGING OFFICE HQURS

Because the intent of this effort is not to establish policies
and guldellnes on changing office hours, whenever departments
find it necessary to change the hours which they are open for
public business, they should make appropriate Justlflcatlon and
recommendatlons, pursuant to Act 64, SLH~1977, to the Office of
‘the Governor.
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APPENDIX D
/ ,h\ APR 1 1 15c4

JAMES: H: TAKUSHI
DIRECTOR

GEORMGE R, ARIYOSHI
GOVERNOR OF HAWAIQ

: st i PATRICIA K. BRANOT
STATE OF HAWAI V pEruTY Bimecton
'DEPARTMENT OF PERSONNEL SERVICES

g é:id””éﬁﬁéﬁaom STREET
HONOLULU; HAWAII 96813 -

“April 11, 1984

Honorable Géné Albano, Chairman V/ﬁonorablg Brian T. Taniguchi, Chairman
House Committee on Public Employment House Committee on Transportation
and Government Operations The Twelfth State Legislature -
The Twelfth State Legislature 1984 Regular Session
1984 Regular Sessiom . State of Hawaii e
State of ‘Hawaii o et oo Honolulu,»Hawadd -0 v e o

Honolulu, Hawaii

Dear Representatives Albano and Taniguchi:

This is in regards to some of the questiouns that were raised in
discussion on House Resolution No. 195 at a joint hearing of your committees
on April 3, 1984. 1In order to respond as soon as possible we queried
State departments by telephone about their employees' participation in
flexible working hours. Enclosed are the results of that query.

Focusing on Oahu only, we further limited our questions to "daytime"
operations. We also felt that not more than three questions, should be
asked of the departments if we were to reasonably expect them to respond
in time. The only response we received are for State civil service and
certain exempt positions, since the Department of Education certificated
employees and the Board of Regents appointees are controlled by other
personnel systems and are not covered by our flexible hours program:
Caution is advised that the statistics obtained are cursory and merely
provide a windew as to what the current situation may be.

Also enclosed for your information are copies of Executive Memorandum 1977-25
and Department of Personnel Services' Circular 77-11 which set forth the
program's policy and procedures,

‘ Should there be any questions regarding the survey, please contact
“Mr. Steven Kamaura, Administrative ‘Services Office, at 548=4075.

Sincerely,

AMES H. TAKUSHI
Director of Personnel Services

Attachrents
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RESPONSE TO DPS TELEPHONE QUERY OF

EMPLOYEE PARTICIPATION IN FLEXIBLE WORKING HOURS

(Daytime Oahu Employees Only)

4/84

Questions Posed to Each Department
How many employees are | How mény‘empioyées‘ What~éffect has the
, participating in the are not arriving at Flexible Working
DEPARTHENT Flexibla Working Hours | work at 7:45 a.m,?* Hours Program had or
Programn?* ; : your operations?
Accounting & Gen Svces 170 320 GooD
Vagriculture 61 61 "
Attorney General No‘Response No Response No Response
Bilget & Finance 205 153 GGOD
Cormerce & Consunier 14 72 "
Affairs ’ ‘
'jngfense 80 37 "
Education 1,536 1,551 "
Havwaiian Eone Lands 34 34 "
; Bealth 14,20‘5’ 820 "
tabor & Industrial 310 310 NO DIFFERENCE
Relations
Land & Hatural 192 192 Goop
Resgurces .
: IPersonnel Services 80 74
Planning & Economic 48 54 "
Development Y
Sccial Services &
Bousing ‘ 471 274 "
Taxation 224 148 NG DIFFERENCE
Transportation 752 752 GOOD
{university of Hawaii 306 452 "
— 5,686 5,304 N/A

*Dogs not include Board of Regents and Departrment of Edicatior certificated employees.

NOTE: (1) PARTICIPATION IN FLEXIBLE WORKING HOURS DOES NOT NECESSARILY MEAN THAT AN EMPLOYEE
1S NOT ARRIVING AT 7:45 A.M. E.G.: EMPLOYEES ARE OFFERID STAGGERED HOURS BUT A FEW CHOOSE
7:45 A,M. BECAUSE THEIR RIDE MUST BE AT WORK AROUND THAT TIME. (2) DEPENDING UPON COPERATIONA
REQUIREMENTS, THERE MAY BE A LARGE NO. OF EMPLOYEES WHO CO NOT ARRIVE AT WORK AT 7:45 AM, BUT
WHD ALSD DO NCT PARTICIPATE IN FLEXIBLE WORKING HOUWRS. E.G.: JANITORS & MAINTENANCE PERSON-
NEL AT DAGS WORK AS EARLY AS 7:00 AM, BUT ARE NOT GIVEN THE CPTION OF FLEXIBLE WORKING HOURS
BECAUSE OF OPERATIONAL REQUIREMENTS.
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APPENDIX E

TESTIMONY BY
JAMES H. TAKUSHI
DIRECTOR OF PERSONNEL SERVICES
STATE OF HAWAIIL

April 3, 1984

TO: THE HOUSE COMMITTEE ON PUBLIC EMPLOYMENT AND GOVERNMENT
OPERATIONS

Mr.: Chairman and Members of the Committee:
RE: H.R. 195, REQUESTING A STUDY OF THE IMPACT OF ,
T STAGGERED WORK HOURS FOR STATE EMPLOYEES
This resolution requests the Department of Personnel
Services (1) to study the impact of staggered work hours for
state employees; (2) to promote the concept as a means to
lessen traffic congestion, conserve energy, and improve the

~productivity and enhance the morale of state employees;

(3) to examine the effects of staggering the hours of public
schools.

This department does not favor the resolution as worded.
Its main intent appears to be aimed at-reducing traffic
- congestion by changing school hours. The Department of
Personnel Services lacks both the expertise in traffic
issues and the authority over DOE operations to perform
effectively the requests. We believe that the appropriate
State agencies should be designated to conduct the requested
'Stuay; , } , ‘ o o
Moreover, the Oahu Metropolitan Planning Organization

(OMPO) has released a 1981 report that addresses the concerns
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expressed in the resolution. The teport goes so far as to
propose several alternatiVes including staggering school
hours and suggests the feasibiiity and»likely impact of

each. We suggest that in light of OMPO's report HR 195 be
filed.
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APPENDIX F

_'RESPONSE TO TELEPHONE QUERY OF
EMPLOYEE PARTICIPATION IN FLEXIBLE WORKING HOURS

{Davtime Oahu Empleyees Only)

(June 1985)

Questions Posed to Each Department

' DEPARTMENT

Percentage of eli-
giblramployees on |
flexible wWork hours
(approximation)

Effect of flexible

Promotion of flex-

work hours on de-T"
partmental- operas=
tiongsy :

ible hours will
.increase partici-
tion? -

R

"IAccting & Gen SVcéé4

53%

S ———

Good

No

Agriéﬁlture

40%

Good  (no su=-
pervisory problems)

No
(small department)

Attorney General

Hawaii

lems)

Not. available. Good  (no. su=- No
) o ) Ipervigory problems)
Budget: & Finance 36% Good (super- | - Yes (but
visors satisfied) | just slightly)
Commerce & Consumer 40% Good. (com=~ No
Affairs | plaints if taken &
. . way)
Defernse
53% Good (no su-. No
perviséry problems) |
Education . .
: - 2 25% ] ~.Good (no.com={ No
plaints)
Hawaiian Home Lands 26% Good Yes
Health | 24% Good (no prob+t Yes
lermis)
Lafor.& Industrial 68% Good (no probt Yes (but
Relations iems) B o just slightly)
Land & Natural 39% 0K (no prob= Yes
Resources B lems)
Personnel Services § 80% OK (no prob= ves (but
lems) just slightly)
Planning & Economic 25% Good Yes .
Development
Social Services & 25% Good Yes
Housing i
Taxation l 78% Good (no com- No
plaints)
iranéportatidn 19% : OK (problems No
worked out)
University of 19% OK (no prob- Yes (affect

clerical staff)
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