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Purpose   
 
The purpose of this employee time allocation study is to review and update the existing allocations 
of employees, where their time is allocated between two or more departments within the City.  This 
exercise is applicable to employees that have varied focuses, from the City Manager, with 
responsibilities for all departments, to public works employees that work across the multiple task 
areas such as water, sewer, natural gas, and streets.  This study does not apply to employees that 
have a single focus, such as fire and police staff.  The result of this work is to reallocate, where 
needed, cost allocation of employee time to the departments in which they work, such that the cost 
allocation is proportional to the time worked. Of consequence, is the extent of shift between the 
enterprise funds, which are based on utility rates, versus the general and special funds, which are 
based on taxes and other sources of revenue.  This work was conducted attempting to be non-
biased regarding shifting cost burden between rate-based and tax-based funds within the city. 
 
Approach 
 
The study included reviews of 37 employees that have time allocated to two or more departments, 
or more specifically two or more revenue sources, up to a maximum of eight departments, as 
follows. 

General Fund Related 
1. General Fund  
2. Community Development 

Special Funds 
3. Streets (Gas Tax) 
4. Coalinga Successor Agency (Former RDA) 

Enterprise Funds 
5. Water 
6. Sewer 
7. Natural Gas 
8. Sanitation (Refuse) 

 
Each employee’s time is allocated based on percentages assigned to the departments to which they 
provide services, which is always at least two departments to necessitate determination of an 
allocation. Of importance is the percentage allocations as they relate to other allocations for a given 
employee, secondary to the allocations as they apply to a given department. This is because, for 
many job tasks, it is impossible to know the exact time allocated without imposing burdensome 
time-use studies on individual employees.  Additionally, time studies can be inaccurate because 
many employees have idle time between responsibilities simply because they must be available to 
perform a task when it is needed.  Finally, for customer services and finance department 
employees, many tasks apply across department areas such as city accounting and billing together  
for water, sewer, natural gas and refuse. 
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The approach for the city hall positions such as finance, customer services, human resources, 
public works administration, and the City Manager’s office (general management) was to 
interview the City Manager and Finance Director to review the existing allocations for each city 
hall employee to determine if the existing allocations remain a reasonable representation of how 
time is spent.  Informal interviews were also conducted with some employees. 
 
The approach to public works was based on tasks.  The parameters used to do the allocations are 
as follows: 

• Four enterprise areas 
o Water 
o Natural Gas 
o Sewer 
o Streets 

• 24 tasks, each assigned to an enterprise 
• 13 public works employees performing tasks 
• 187 productive workdays per employee per year 

 
The specific allocations for public works are shown in Attachment 1.  These were developed 
through a group meeting with public works staff followed by a focused discussion with the public 
works supervisor.  The purpose was to ensure all major tasks performed were included, to estimate 
the time involved, and then, importantly, to consider times required relative to other tasks.  The 
allocation matrix in Attachment 1 allows for time to be allocated either in terms of days per each 
week (x 52) or day per every month (x 12), or days per year, which is helpful based on the varied 
timing for tasks performed by public works.  The result is to account for 2,431 workdays per year 
contributed from the 13 employees. 
 
Results 
 
The results for all employees are shown in Attachments 2 and 3.  Attachment 2 shows results on a 
percentage basis for each employee for each department, from left to right, first the existing 
percentages, then the proposed percentages, and then, for ease of comprehension, changes where 
they occurred.  Existing and proposed allocations must total 100 percent.  Changes must net to 
zero.  To quantify the dollar impact of the changes, each employee’s salary and benefits 
compensation must be applied to the percentage changes in each department allocation.  This is 
done in Attachment 3.  The combined results by department are shown in the bar charts on the 
next page.   
 
The shift away from natural gas is driven primarily by public works employees shifting from 
natural gas to streets (Arrow #1). The shift from water to sewer is driven by a correction for one 
employee assigned to incorrectly to water because responsibilities have changed. (Arrow #2).  The 
shift toward the general fund is driven by combined reallocations away from the enterprise funds 
(Arrow #3).  The data is shown below the bar chart. 
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General 

Fund $ Streets $ RDA $ Refuse $ Sewer $ Water $ Natural Gas $
Community 

Development $

Finance $16,149 $0 $0 $6,459 -$12,919 -$3,230 -$6,459 $0
City Manager $93,716 $8,269 $7,605 $7,673 -$44,945 -$28,064 -$32,736 -$11,518
Public Works $3,720 $45,097 $0 $0 $90,511 -$70,458 -$68,870 $0
Customer Servic $0 $0 $0 $12,963 -$4,324 -$1,452 -$7,187 $0
Grand Total $113,584 $53,366 $7,605 $27,096 $28,323 -$103,203 -$115,253 -$11,518
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Attachment 1 
 

City of Coalinga Public Works Employee Time Allocations 

Area Tasks 

Days 
per 

Every 
Week 

wks/yr 

Days 
per 

Every 
Month 

mos/yr 
Days 
per 

Year 

Person 
Count 

Days 
per 

Year 
Comments 

Water Meter Reading Initial  52 6 12  1 72   
Gas Meter Reading Initial  52 6 12  1 72   
Water Meter Rereads  52 5 12  1 60   
Gas Meter Rereads  52 3 12  1 36   
Water Shut Offs / Reinstate  52 8 12  1 96   
Gas Shut Offs / Reinstate  52 3 12  1 36   
Water New Service / Disconnect 4 52  12  0.5 104   
Gas New Service / Disconnect 4 52  12  0.5 104   
Water Leaks and Meter Replace 4 52  12  2 417   
Gas Leaks and Meter Replace 3 52  12  2 313   
Gas Leaks Distribution  52  12 4 4 16 2 leaks x 2 day each x 4 guys 
Gas Leak detection  52  12 15 2 30 15 days and two guys 
Gas Cathodic Survey  52  12 3 1 3 Supervision of survey 
Gas PHMSA Gas Safety Items  52 2 12  1 24 Odorization, Pressure, Patrolling 
Water Hydrants  52 1 12  2 24   
Water Back Flow Maintenance  52  12 22 1 22   
Water Leaks Transmission  52  12 6 4 24 2 leaks x 3 days each x 4 guys 
Water Leaks Distribution  52  12 12 4 48 6 leaks x 2 days each x 4 guys 
Streets Sidewalk Repair 1 52  12  2 104   
Streets Crack Seal  52  12 66 3 198 Three months and 3 guys 
Streets Hole Repair 1 52  12  2 104 One day/wk and two guys 
Streets Street signs/striping 1 52  12  2 104   
Sewer Collection System Problems 2 52  12  2 209   
Sewer Lift Station Maintenance 2 52  12  2 209   
         2,430   
        Goal: 2,431   
        s/b 0: -1   
            

Results:  Adjusted vs. Existing Public Works Employee Allocations    Calculation of Total Public Works Days 
Area Allocation of Man-Days Adjusted Existing Change    2,080 52 wks x 40 hrs/wk 
Water 867 36% 35% 1%    -80 Less two weeks’ vacation/sickness 
Gas 634 26% 35% -9%    -130 Less 13 holidays x 10 hrs/day 
Sewer 417 17% 15% 2%    1,870 Productive hours/employee/year 
Streets 511 21% 15% 6%    10 Divide by 10 hrs/workday 

  2,430 100% 100% 0%    187 Productive days/employee/year 
         13 13 employees 
                2,431 Total Public Works days/yr 
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Attachment 3 
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