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        Measure and diagnose the anticipated impact on affected employees.  Identify now the cohort of 
exempt employees who are likely to be converted to overtime eligibility, and start tracking their 
hours.  For each position, identify the number and frequency of overtime hours worked, and the 
reasons for that overtime.  Employers need that information to make informed decisions about 
whether and how to absorb the new overtime costs, and which positions, if any, it makes sense to give 
salary increases in order to preserve their exempt status. 

        Consider shifting the standard workweek if weekend events produce substantial overtime.  Because 
overtime pay is calculated on a workweek basis, weekend events can produce significant overtime 
hours.  If employers adopt a Wednesday – Tuesday workweek, however, employers can give 
employees time off on Monday or Tuesday to offset those extra weekend work hours during the same 
workweek, reducing or eliminating overtime payments. 

        Identify delegable work tasks and offload the burden to part-time employees or contractors. 
 Although there will still be added costs in bringing on extra workers to take on tasks that one hard-
working employee now handles, it costs less to pay for those additional hours at a straight-time rate 
than at an overtime rate.  In addition, tasks that are easy to delegate (e.g., staffing the registration 
desk at a conference) tend to command lower hourly compensation than paying the regular rate of 
employees whose duties include much more skilled or significant responsibilities. 

        Expect exempt employees to shoulder more of the burden.  If it costs the organization more money 
to have a junior or mid-level employee stay late at the office or come in on the weekend, higher-level 
exempt employees may need to take responsibility for those work commitments.  To avoid burn-out, 
managers should monitor the productivity of their non-exempt staff to identify whether any 
employees have comparatively light workloads, below the 40 hours per workweek limit.  To the extent 
managers can lighten their own workloads by delegating tasks to slightly less productive non-exempt 
staff so they are fully (but not overly) utilized, that may offset somewhat the extra overtime hours that 
managers are absorbing. 

        Trim activities that count as working hours but that don’t add sufficient value.  Although it may alter 
the culture of the workplace to curtail or eliminate them, employers may not be able to maintain some 
activities that count as compensable working hours for non-exempt employees.  Some employers, for 
example, provide paid lunch breaks, so as not to have to monitor whether non-exempt employees are 
completely relieved of their duties for at least 30 minutes.  Switching lunch breaks from paid to unpaid 
– and ensuring that managers in fact allow their staff a full 30 minutes to spend as they wish – could 
convert a 40-hour workweek to a 37.5-hour workweek, creating a buffer in which a non-exempt 
employee can work slightly longer workdays without triggering overtime payments.  Reconsider 
frequent staff meetings that eat up work time.  Evaluate whether travel to an in-person meeting is 
necessary, or whether a video conference call or shared screen technology would be as effective.  
Scrutinize how many non-exempt employees need to participate in calls or meetings together, or 
whether briefing one employee later would free that employee up to perform work tasks that might 
otherwise require overtime hours. 


