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We have two pressmen on a 20 X 28 four color Komori press that we normally have one 
pressman running. They ran a job incorrectly without paying attention to our QC 
directives. We have since incurred overtime to have them re-run the job correctly. As an 
owner, I have concerns about “rewarding” employees with time and a half pay for 
correcting their own mistake. I have consulted with my labor attorney regarding this issue. 
Now I would like to hear from other owners, presidents and GMs as to how you would 
handle this situation. 
 
 
 
Does it matter who made the mistake? Everyone shares in the loss. If they work overtime it must 
be paid to them unless you have someone else to run the press. I agree with your ‘rewarding for 
mistakes’ concerns but what alternatives do you have? The job must be re-run. On the H/R side 
of things, you can reprimand them for the mistake. You can take whatever actions are spelled out 
in your employee handbook. 
 
 
 
I don’t think you have a choice.  You could reduce their pay for several weeks if you felt that was 
appropriate, I suppose. 
 
 
 
I would pay the labor cost (1-1/2 time)… it’s an unfortunate cost of doing business. 
 
If warranted, I would find another means to give a warning for not following instructions… perhaps 
documenting the situation as a 1st warning/alert (wake-up call). 
 
If the press crew has had previous issues… perhaps this would be a 2nd or final warning or 
“worse” if this is already a 3rd warning as example… suspension or termination (last resort). 
 
 
 
Whenever any of our employees go over 40 hours it is automatically overtime. I wouldn’t consider 
it “rewarding” an employee as I’m sure he wasn’t the only person to look at the job from start to 
finish. At the end of the day a mistake was made and you have to decide if your customer is 
worth the costs you incur.  
 
 
 
I agree with not liking the idea of paying overtime in this case but our handbook clearly states that 
employees will be compensated time and a half for all hours over forty. Thus we pay the 
overtime. 
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I would pay them the overtime. I would also reprimand them for not following company policy. If it 
is an ongoing problem I would terminate. 
 
 
 
I know that the owner said that s/he has consulted with a labor attorney, but without doing any 
research, I can almost certainly guarantee that if the employees that made the error are required 
to work overtime to correct it, they must be paid the overtime differential. Not paying the overtime 
differential would be a violation of federal law (Fair Labor Standards Act).  The reasoning is that 
errors are to be expected as part of doing business and therefore correcting the errors is a normal 
part of the business. If the employees acted outside of their employment, and personal time was 
required to correct the act, then it could be unpaid.  For instance, if they committed an act of 
vandalism and then were required to repair the vandalized property, that would not be considered 
work, nor required to be paid (straight time or overtime). 
 
Just my two cents. 
 
 
 
This is really two issues.  One is paying for work done.  When a non-exempt employee works, 
you must pay them for the hours whether straight-time or regular time. 
 
The second is how to coach and counsel employees when they do not follow QC rules.  How 
have these employees done in the past?  Are they constantly not following rules?  Or were they 
pressured to get a job done and needed to cut corners?   
 
That is the approach I would take – to expect no one to ever make a mistake is unrealistic.  As 
owners, we too make mistakes – whether it be hiring mistakes, bidding mistakes or strategic 
mistakes.  The key is to learn from your mistakes.  And the best way to learn is to show how 
much it is costing the company to rerun the job.  And have them fix their own mistake.   
 
Keep the big picture in mind and don’t worry about the little overtime that will be given to the 
employee. 
 
 
 
You have to abide by payment policies but the employee should be written up for the error. 
 
 
 
In this situation, we would pay them according to the employment laws. As for punishment, we 
follow our employee manual, which would include writing the employees up with written notices, 
have them sign them and put it in their file. 
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Not sure that you have an option with FLSA.  It becomes a performance issue that needs to be 
dealt with, but withholding pay would more than likely open the door for a new set of problems. 
We would never consider withholding pay for hours worked.  Mistakes happen in the production 
process.  We track all re-work jobs, as well as any credits given to customers for below standard 
work and those numbers are shared with our employees every month.  We classify it all as cost of 
quality, which directly impacts our bottom line. 
 
 
 
We review and verify that the press operators followed all procedures and received the correct 
info from the CSRs. We use all mistakes as tools to improve productivity and quality, and 
encourage their feedback (buy in) to avoid future reprints. We want our press and bindery 
operators to let us know as soon as they identify a problem exists and never hide a mistake or 
quality issue or try to let it slide by. 
  
We do pay our employees overtime, if necessary, when a reprint is necessary. We stress that 
mistakes happen but they must focus on every job with the same degree of attention. We will 
show them the time and material costs that caused the job to be a financial loss for the company. 
Our employees understand that to receive the pay and benefits we offer they must be efficient 
and strive to produce every job as if their name was on the box as well as the company’s. 
 
 
 
You can not penalize them for a bad run job 
They aren’t stealing anything 
Their mistake was not chargeable to them 
When it reran on overtime was unfortunate  
But they did run it 
 
I know it's a shame  
But to run it off the clock etc books 
Will be a legal problem 
 
Sorry  
 
You can fire them if you'd like 
Then hire better pressmen 
If you can find them 
 
Maybe hold back some of a raise 
To recover down the road 
But telling this will not make them happy 
 
 
 
You must pay time and a half.  If they did not follow QC directives, they should be told, the issue 
must be documented and put in their files.  We have a progressive discipline system which would 
end in termination if the problem continues. 
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If they are good team members, they should feel really bad about their spoilage. If they do not 
feel bad then they should be terminated. While it is unfair to us owners, we have found that a no-
punishment policy is both legal and can be motivating to do a better job. Personally I have found 
that the more quickly I move on emotionally from my own mistakes and the mistakes of others, 
the more I enjoy my life and work. BUT -- every error is an opportunity to reinvent the systems. 
There are no perfect people and smart people create systems and procedures that help to make 
people perform perfectly. 
 
 
 
We have: a profit sharing plan, a history of bonuses when profitable, and a progressive 
disciplinary system. As an owner I too used to stress over sending the wrong message, but 
learned many years ago that the answer is to communicate the message you want in no 
uncertain terms.  
 
We do not compromise on following labor law and I believe that our integrity as a company earns 
respect and puts teeth in it when we do take disciplinary action. You must communicate clearly 
how important it is: a) to make this right for the client to protect everyone’s jobs; b) how it hurts 
the company to pay them again to run this over (even at straight time) AND some of this will even 
be at time and a half - which is evidence of your commitment to the client; c) further, if true, you 
can convey your belief in them that they can do their jobs properly and trust that they will learn 
and grow from this mistake; d) how hurting the company by failing to do their job adequately 
impacts coworkers and won’t be tolerated.  
 
In our case, it would cost everyone profit sharing and I would tell them that it will impact their 
bonuses. 
 
Bottom line is that everyone makes mistakes and good, caring employees will feel terrible and 
work hard not to let you down again. However if these guys are not doing their job because they 
don’t care, have this conversation to start building a case for termination and start looking for 
replacements. 
 
 
 
Speaking owner to owner. Though it may be a hard pill to swallow. We are ultimately responsible 
for the actions (following QC rules or not) or our employees. Either re-run the job on regular time 
(if time allows), or pay the overtime to satisfy the needs of the client. You also need to look on 
what impact this would have on the morale within your company. You can always reprimand or 
fire the employee if this is an ongoing problem. 
 
 
 
I had a union shop when I owned my business.  This happened WAY too often.  And it was so 
difficult with GCIU to terminate anyone because of seniority.  It was always frustrating.  Especially 
when in certain instances I know they did it on purpose!  My advice is that if it continues to 
happen he must replace the pressman! 
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Good question, 
 
My understanding is if they are an hourly employee then you have to pay overtime. I am really 
interested in other responses. 
 
 
 
As much as I would like to agree with you, it would be breaking a Federal law (the Fair Labor 
Standards Act - FLSA) if you fail to pay them time-and-one half for any hours worked over 40 
hours in a work week.  There is no gray area.  The errant employees could file a claim against 
you with the state unemployment agency; and, not only would they win, it could raise a flag and 
cause a payroll audit of all your pay practices. 
 
You should certainly issue a disciplinary warning at an appropriate level of your company's 
disciplinary counseling process and place it in both of their personnel files. 
 
I suppose you could also send them home in a different week on an unpaid disciplinary 
suspension equal in hours to the amount you had to pay them in overtime -- if you can spare 
them from your workforce.   
 
 
 
Tough call but legally I think you have to pay them the OT.   They should both receive a write up 
for personnel file regarding the incident as if there are more 
 
In the future, you will want documentation to be able to get rid of them. Something to remember 
at Bonus and Raise time.  Maybe they don’t receive a bonus??     
  
 
 
 


