Enabling Police Managers to Automate Variable
Shift Arrangements for Cost-effective Policing

Summary

Police managers are responsible for scheduling police operations on a 24/7 basis. Operational capacity must
be balanced against staff resources and the need for flexibility in working patterns. Scheduling staff to meet
operational requirements has become a complex task. Staff scheduling should be viewed as an operational
process, and not simply the responsibility of IT or HR departments. Furthermore, police staff who undertake
the scheduling process manually will spend considerable time in delivering good schedules. Where police
managers deliver variable shift arrangements, as identified by Home Office research, more cost-effective
policing operations will be achieved. This white paper describes how police managers can be provided with
the tools to deliver cost-effective scheduling .
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Introduction - Policing and Staff Scheduling

Approximately 80% of police resources are spent on staff'. With many police and support staff
working shifts, flexible hours or part-time hours, scheduling has a major impact on a unit’s capacity
to meet operational requirements. However when managers are faced with the prospect of
spending considerable time to schedule their staff manually, scheduling can be reduced to basics
with little thought given to scheduling strategy or optimising staff resources. The requirement for
extended or 24-hour operations, allied to increasing staff preference for flexible working, means that
operations without an efficient staff scheduling strategy are likely to experience increasing
difficulties.

Flexible working is on the government agenda” with a commitment to raising awareness of work life
balance®. Employees seek increased quality of life, and this may mean less time spent at work, with
more time for other activities. Such is the controversy at the centre of 12 hour and 8 hour shift
working. For their part, police managers seek high employee productivity, reduced absenteeism and
retention of talent. Underpinning all of these goals is the need to deliver services within budget.

In past times shift patterns were simple, predictable and inflexible. Variable shift arrangements that
better match staff supply to demand have been identified but despite significant cost savings, and
providing up to 70% more officers at peak demand’, they are difficult to implement manually. One
can then add to this any number of variations in work patterns including annualized hours,
consolidated hours, compressed work week, flexi-time, job share, part-time, split-working and nine-
day fortnight. So how do police managers make sense of all this in the day-to-day operational
routine?

Paper and pencil and spreadsheets are the most common methods for scheduling. They are the tools
people are familiar with, can be readily accessed with little effort, and are totally flexible. They do
however have two major drawbacks. First, staff scheduling involves highly repetitive tasks that are
very time consuming to format and prepare. Second, they do not offer the comprehensive workflow
that is needed in managing complexity for planning and publishing good schedules.

Manual methods also hinder the way police managers approach staff scheduling. For example, the
way we think about the working week is not necessarily the best way to arrive at a good scheduling
solution. Spreadsheet schedules are almost exclusively prepared in multiples of 7-day patterns,
because this is how most managers view the working week. This means that more efficient and
effective patterns of work, for example using 4, 8, 9 or 16 day cycles, are often overlooked. The first
goal of staff scheduling is to both effectively and efficiently meet operational requirements and
there may be many ways of achieving this. Home Office research® has shown that police managers
who use variable staff schedules in an operational setting are more cost effective.

The benefits of a structured scheduling approach can be seen with teams as small as 7. The average
manager typically has around 35 staff members to manage. Indeed managers with teams of greater
than 50 are few. This is because large teams become unwieldy and are difficult to manage
effectively.

! Home Office: Study of Police Resources 4™ Nov-04 p3

2 Work and Families Act 2006

® Flexible working hours for millions — Reporting the Queen’s Speech, Philip Webster, The Times 7" Nov-08
* Home Office: Study of Police Resources p4 para. 7(a) (b) 4" Nov-08

® Home Office: Study of Police Resource Management and Roster Arrangements 4™ November 2004.
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The workflow requirements for good staff scheduling go well beyond that which is achievable with
paper and pencil, or with spreadsheets. Using these methods, a conscientious manager is likely to
spend one hour to schedule the shifts and days-off for a single staff member for a month. So
scheduling a department of 40 people might take the same manager an entire week, with no time
for other tasks.

There is a need therefore to ensure that police managers have access to tools enabling them to
adopt a structured approach to staff scheduling.

Staff Scheduling Workflow Is Important
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The next stage involves establishing a pattern of shifts and days-off that can be propagated
throughout the schedule. The effort required to map out and understand shift patterns, especially
for longer date ranges, means they are kept simple and typically prepared for a month or less in
advance. It is not unusual to have additional paper systems for recording different kinds of
information such as leave and sickness and this increases the risk of further error. When absences
such as sickness and leave begin to take their toll, changes to shifts are needed for maintaining an up
to date schedule. This process can be very time consuming.

Manual data is difficult to retrieve and organise so analysis of scheduling activity is ignored, and
information about the benefits or otherwise of shift arrangements often has to be gathered from
elsewhere. Finally, manual schedules rapidly become out of date, and are difficult to retrieve and
update once they have been published.

Scheduling 35 staff for 12 months
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The costs associated with staff scheduling are difficult to define, although the amount of time spent
on the scheduling task should be easy to measure. Manually scheduling 30 staff for a year will cost
the business at least £8,500. (an officer doing this task manually will cost at least £12,000, and this
increases with more complex scheduling). More difficult to define are the costs associated with the
consequences of poor staff scheduling such as workplace stress or misunderstood schedules. The
benefits of controlling overtime costs are understood by all, but much higher costs are involved in
less obvious areas of activity. One example is vacation scheduling. Approving and scheduling leave is
not the same as scheduling leave and approving it. Combinations of staff leave can impact on an
operation through skill mix, even though the overall leave headcount might be met. Similarly Police
Community Support Officers (PCSO) recruiting costs may arise when new appointments decide to
leave after a few weeks because their hours were not what they expected. Mention can also be
made of the costs incurred by staff when they are confronted with unplanned schedule changes at
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short notice, especially those with caring responsibilities®. Staff scheduling is in fact a mission critical
process for an agency operating extended or 24 hour working.

Another problem caused by the absence of a definable workflow is that the staff scheduling process
can be perceived as being arbitrary, therefore inviting ad hoc staff changes, often for reasons
unconnected with the operation. These are difficult to control and having staff schedules littered
with corrections and amendments does not encourage an ordered and responsible approach to
staff deployment. Workflow enables managers to deliver consistent and timely staff schedules. Such
schedules will then be viewed as an integral part of operations management associated with
policing goals and therefore treated with respect, rather than a “rough guide” for when to turn up at
work.

These are not new problems, but they are prevalent. It is not suprising therefore that staff
scheduling skills are high on the policing agenda’. Staff scheduling has traditionally attracted the
focus of large organizations as part of deploying large record-based HR and Payroll systems.
Consequently staff scheduling, or workforce management, has acquired a reputation for the kind of
project timescales, consulting and IT support that only corporate budgets can feed. Many police
departments simply do not have the project time, budget or access to IT support to deploy these
solutions and as a result continue to see their operations suffer.

Enabling the Police Manager — Requirements for a Solution

One way of improving operational performance whilst overcoming obstacles such as protracted
timescales and IT support is to provide operational police managers with scheduling software that
they can use or deploy themselves.

What kind of software tool would this be? The following are some of the basic requirements for such
a tool:

= The scheduling tool should be simple to use by any user having basic computer skills and it
should not require any knowledge of programming. This is a key requirement if managers
are to use the software.

= |deally, this tool should conform to industry standard operating systems and networks and
work alongside other familiar office suite software. This requirement facilitates rapid low
cost deployment and low training overheads.

= This tool should enable both new and more experienced managers to engage and work with
standard concepts associated with good staff scheduling in the workplace. A key
requirement for understanding how staff scheduling can deliver cost-effective practices.

= The tool should be operationally proven by different organizations and be well supported via
helpdesk and maintenance releases. This requirement is essential for user confidence.

® police wrong to insist on shift pattern for working mother — Reporting Lucy Ward, Guardian 20" Nov-01
72.4.3 Recommendations for the Home Office and other stakeholders. HO Police Rostering 4" Nov-04.
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= The tool should provide clear operational benefit, by enabling police managers to deliver
variable staff schedules that match demand requirements without expensive and time-
consuming deployment overheads. This requirement avoids rapidly diminishing returns on
the business benefits delivered.

The Schedule24™ Solution

A solution that meets all these requirements is Schedule24™ Police and Justice Edition offered by
Intellicate Ltd. Schedule24 offers a unique workflow enabling users to define, deliver and maintain a
cost-effective scheduling strategy. It is used by both consulting professionals in workforce
scheduling, and business users that prepare and publish staff schedules as part of their business
routine. Schedule24 has enabled companies like the Telegraph Media Group, Mabey & Johnson,
Greater Manchester Police, Institute of Medicine and Veterinary Science, Port of Tilbury Police,
Severn Trent Water and Teletech Inc. to adopt a cost-benefit approach as opposed to cost-cutting
for managing business efficiency.

The use of Schedule24 enables operational managers to actively involve themselves in the
deployment of their staff. This includes being able to understand and approve flexible working
arrangements that benefit both operations and staff. The Schedule24 solution enables managers to
adopt a proactive, as opposed to a reactive, approach to operations as their planning extends much
further ahead.

Schedule24 delivers feature-rich functionality to the police manager’s desktop at an affordable cost.
Information can be shared between other Schedule24 users in the organization and schedules
published dynamically to the web or by email. It is ideally suited for operations that do not have
access to an IT infrastructure or support. Even where a larger deployment is required, valuable IT
resources can be released for more mission critical operations.

For police managers and the operation as a whole Intellicate Schedule24 offers the following key
benefits:

Save time and resources: Significant time can be saved by automating staff allocation to shift
patterns, including combinations of different shift patterns, over much longer date ranges. Intellicate
Schedule24 provides a cheaper and faster alternative than manually preparing, updating and
publishing staff schedules.

Deliver quality schedules: Even simple manual schedules require constant checking to prevent
errors and mistakes. Schedule24 workflow means staff scheduling is not only delivered faster with
fewer errors but more complex scheduling e.g. variable shift arrangements can be undertaken to
better match staff supply to business requirements.

Empower police managers: Schedule24 integrates several information processes into one smooth
workflow to offer police managers unparalleled insight into how staff are being deployed. Powerful
analysis tools allied to budget management means that staff scheduling can be effortlessly and
comprehensively handled in a wide range of policing contexts by the police managers themselves.
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For the IT department Schedule24™ offers the following benefits:

No specialist IT support required: Schedule24 can be deployed as a desktop application by a user
having basic computer skills. Alternatively it can be deployed via Citrix or Terminal Server to support
concurrent users over industry standard networks. This means IT resources can be preserved for
more complex projects.

Using Schedule24™ Software

Schedule24 supports both unstructured and structured scheduling approaches. Structured
scheduling enables higher levels of automation, which is described here. Automating the complete
staff scheduling process involves five easy to understand steps.

Step 1 - Starting the schedule

When you select a blank schedule you are prompted to enter information about your staff.
This will immediately generate a familiar grid layout displaying individual staff by row down the left
hand side. Similarly a perpetual calendar displays each day by column along the top. You are ready
to go to the next step.

Step 2 — Automating the schedule (shift pattern) designs

Either design a new shift pattern or download one from a library of shift patterns used in a
wide range of industries from www.intellicate.com. You select the date at which you want to insert
and activate a shift pattern, or combination of patterns, for the schedule. In the Team Manager use
the mouse to drag and drop staff into the shift pattern of choice. This will automatically generate
your staff schedule and you are ready for the next step.

Step 3 — Adding more information to the schedule

A perpetual schedule will be displayed with staff allocated to their shifts and days-off for
each calendar day. Using straightforward point and click navigation to any date in the schedule,
users can select staff and highlight date ranges to record information about sickness or other
absences. Similarly users can schedule vacation and other leave, assignments, breaks and other free-
text information.

Step 4 — Analyzing the schedule

Analyze scheduling activity for staff headcount, distribution and budget costs. The cover
count displays a customizable list that dynamically updates staff head counts, working hours and
budget costs for each day at the bottom of the schedule. The distribution profile has a zooming
timescale to display staff distribution over time by sub group category e.g. job title, shifts, by team or
department.

Step 5 = Printing and publishing the schedule

Once users are satisfied with the schedule it can be printed or published to a web location or
emailed to staff using a range of formatting options. A range of comprehensive management reports
is also featured.

Creating a schedule does not have to be a rigid step-by-step process however. Once a schedule has
been created the user can access any of the above stages depending on what they wish to do.

www.intellicate.com



In summary, Schedule24 offers powerful features for designing and automating staff scheduling
without the need for programming skills. It has the familiarity of other Microsoft Office software,
with a similar learning curve. Scheduling information can be exported in industry standard formats
(Word, PDF, Access, Excel and HTML). It does not require specialist IT support and can be easily
installed on industry standard desktops and laptop PCs. It is easy to use and police managers with
basic computer skills can deploy it themselves in around two hours.

Where is Schedule24™ Software Useful?

Schedule24 is not designed for personal time, appointment or diary scheduling (for example
Microsoft Outlook) or project time scheduling (for example Microsoft Project). Schedule24 has been
designed to match and maintain staff supply to operational requirements.

Users of Schedule24 have found it to be an invaluable solution for a wide range of business problems
associated with staff scheduling in the workplace. For larger businesses it has proven to be a rapidly
deployable and affordable alternative to more expensive and complicated systems, which have
often had less functionality than Schedule24.

The following are specific examples of how Schedule24 has been applied in the workplace:

= |t has delivered a 30% increase in 24/7 staff levels from existing employees.

= Electronic staff schedules have reduced staff conflicts and saved supervision time.

= Standardization of staff schedules has reduced payroll supervision time by 75%.

= Development of variable schedule arrangements has allowed better staff supply match.

= |t has resulted in significant savings through use of automated court availability searching
and MG10 reporting.

= |t has delivered a low cost alternative to converting staff schedules to spreadsheets.

= |t has allowed calculation of cost projections for staff deployment and overtime reduction.

= |t has facilitated the auditing of staff schedule patterns against operational requirements.

= |t has made possible the publishing of schedules online to remote workers.

= |t has been used for statistical counts for regulatory reporting.
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Automating searches for court availability

For many the process of providing information about court availability to the Crown
Prosecution Service remains a manual one. Different police organizations may have different
arrangements but all require extensive searches over several months for officer non-availability. This
format is applied using the MG10 reporting procedure. In practice however staff prefer to know
about court availability, rather than non-availability. This makes the process very time consuming to
complete, the information becomes quickly out of date and the process has to be repeated when
changes in the court list occur.

Schedule24 is able to use staff schedules to generate both MG10 non-availability and court
availability reporting in seconds. The process is easy and convenient and virtually eliminates many
hours of administrative process.

Entering information about court session times enables searching to be carried out comparing
officer shift times with court session times. This allows greater flexibility by providing availability as a
percentage match. This increases the choices available and avoids the impact of major shift changes.

This can be extended to display percentage matches for multiple officers working different shifts
listed on the same case.

To summarise, Schedule24 significantly reduces the time needed to provide more accurate and
comprehensive searches for court availability and non-availability, it helps avoid unnecessary shift
deviations for court appearances and conforms to standard CPS reporting formats.
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Greater Manchester Police

With 8,000 police officers and over 4,000 civilian staff, Greater Manchester Police is one of the
largest police forces in the United Kingdom. Intellicate’s Schedule24 staff scheduling software
enabled Greater Manchester Police to adopt a structured workflow and develop their operational
deployment strategies.

“The force IT and HR departments took a pragmatic approach to deliver a system that could be
deployed quickly and used for operational planning,” said Greater Manchester Police IT Project
Manager, David Small. The project implementation included enhancements to automate searches
for witness availability and non-availability for court sessions. “This enabled us to centralise much of
the business process which had become fragmented and time consuming.” said David Small.
Schedule24 was deployed over standard Windows networks and training was delivered in-house by
HR staff.

Greater Manchester Police posed specific challenges—including operational flexibility of
departments, the requirement for long term planning (12 months or longer), fast communication of
schedule changes, and universal access (by anyone, anywhere in the organisation) to published
schedule information.

Port of Tilbury Police

The Port of Tilbury Police is a small, specialized police force responsible for policing the Port of
Tilbury. More than 200 years old, it is the oldest police force in the country.

Deployment of officers was managed manually, operating a system of books for shift patterns,
forward planning, vacation requests and sickness. Conscientious managers ensured this manual
process worked, but it was time consuming and involved much cross-checking. The police
management team realised that every resource needed to be utilised as efficiently as possible and
that scheduling information needed to be both up to date and rapidly accessible.

Schedule24 was deployed and scheduling management was delivered by members of the civilian
support staff. A shift design was used to automate their existing operational shift and day-off
allocation. Information about leave, sickness, training and all other information associated with this
busy policing operation, is now managed in one location. Court searches are managed in seconds
and information is retrieved rapidly.

A major benefit of the deployment of Schedule24 is that the scheduling manager is now able to
communicate schedules via email. In addition, schedules can now be published to the intranet so
that they can be accessed by officers, including the police management team, whenever necessary.
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About Intellicate

Intellicate Ltd is a privately held company based in London, United Kingdom. A leading provider of
workforce management services, its Schedule24 technology has defined best practice in staff
scheduling solutions since 2000. Intellicate has customers across all industry sectors in 15 countries.

Intellicate is committed to the highest levels of customer service and support for its Schedule24
product range. Intellicate is confident that its feature-rich workflow and easy to use software can
deliver significant benefits in workplace management and offers a free fully supported 30-day
evaluation of its software. This enables prospective customers to fully evaluate the software in their
own work environment to ensure it meets their business requirements before investing.

Contact Information
For more information, please contact: +44 (0)20 8906 6793, or visit our web site at:
www.intellicate.com
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