Labor Management Committee Meeting
City of Helena Police Department and MPEA
911 Conference Room
April 28, 2015

Attendance: :  LMC MEMBERS—Bryan Backeberg, Pete Callahan, Curt Stinson, Ken Wood, Kathy Kroll (filling in for Dan Beadle), Bridget DeFord (Alternate),  Dara Wood; FACILITATOR—James Fehr; OTHERS—Bob Chatriand, and Morgan Maynard.
This meeting is a continuation of the last meeting April 7. 
Minutes:  Minutes of the April 7, 2015 meeting had previously been distributed and posted on the City’s intranet and Dispatch bulletin board.  The “Thumbs up” was given by the LMC members.  
The LMC members, with James as facilitator, continued filling in their “Story.”  James passed out copies of the previous notes.  Today’s meeting begins at “Potential Solutions.”
ISSUE 1
Dispatch Scheduling:
The Issue Framed (Problem – The Story)
Union: 
The shifts to cover dispatch have traditionally been bid on based on seniority. They have normally been the same days off. You bid a specific line and everyone looks at seniority and everyone bids on a line. The lines have typically been the same days off (Example: Line 11- Tuesday and Wednesday off). People scheduled lives around certain days off—recent bid schedule (January 2015) had schedule with eliminated lines from past schedules. Recently lines were added to the schedule that were not biddable by senior dispatchers—set aside for probationary employees.  Contract says senior employees have first choice on lines. July 2014 schedule dropped minimum staffing to two employees for afternoon shift on two days. January 2015 (suspended schedule) proposed Wednesday afternoon shift to have two dispatchers only. Wednesday afternoon is a busy time due to city/county events and Alive at Five going into summer months. Sunday day shift is typically a much slower day—the January 2015 schedule, increased staffing from two dispatchers to three. General concern over the level of staffing of dispatchers. Graveyard staff are required to find a replacement to cover for them if they need a day off because there are often only two people scheduled. Also on graves, with only two staff, there tends to be limited ability to step away from the terminals. Just because call load isn’t there for graveyards, they shouldn’t be understaffed.

Historically, working the line with Saturday/Sunday off was a sign of your seniority benefit. Once you reached longest seniority, you may have that off. This line was not included on the July 1, 2014 shift bid which we are still operating under. You would have 3 staff on Saturday and 2 on Sunday as minimum staffing (This worked in years past, but workload has greatly increased on every day—Sunday is no longer a slow day). We can tough it out on Sunday afternoons rather than being short on other shifts. Currently we are short on Thursdays and Friday afternoons. 

Management doesn’t offer the option if we are at the minimum staffing of two, to post for overtime by adding additional staffing to busy shifts (i.e., Fairs, Rodeos, New Year’s Eve, 4th of July).

Biggest concern for graveyard shift is the lack of staffing. We only have 3 working on graveyards. If someone calls off, especially in the summer, it can get crazy in the evening. It is hard to schedule time off, because there is no coverage—no way to request time off. You have to depend/rely solely on those on other shifts—not enough staff on graves to cover for time off or even a break. 

Training concerns. Every shift has a trainer, yet when we have new employees, trainers are moved to other shifts to train. New employees may benefit from being trained on slower shift—graves—where they have a chance to absorb information more.  Everything is at a slower pace so they are not so overwhelmed.

Being on graves is part of paying your dues as an employee. Go where you are needed as you build seniority.  One of the newer employees said he did not want to go off graves because it is too overwhelming at Shift 1 or 2.  When being interviewed for a position, new candidates should be told that they’ll be on graves.  It’s not something that should surprise them.  If they don’t like it, they shouldn’t take the job.

Management:
The existing schedule has been adjusted in an effort to maintain efficiency of operations while trying to keep up with today’s workload, but the basic 5x2 schedule still remains.  In the recent year or so, the dispatch center’s staffing has gone below twelve (12) FTE’s and sustaining a full staff has been difficult.  (A full time staff would be 15.)  When this occurred, manpower had to be shifted in the direction of the call volume as is the case now.  For example shift 3 is down to 3 FTE’s, because a number of trained employees have been lost to retirement or career changes during the past year.  Recruiting and hiring qualified candidates has been a small challenge, but the organization is striving to fill the twelfth (12th) position, and possibly more.  In the interim, management tries to balance personal life with work life, and make the best with what we have.
With staffing below an acceptable level, changes to the schedule were necessary and in-line with the language in the contract.  Management believed it was well within its right to make adjustments to the schedule, without infringing upon the existing 5x2 schedule.  The contract does not make any reference to bidding “lines” but only stipulates the bidding for shifts.  Past practices (on both sides) have allowed the employee to bid a “line” based on seniority and it has become a “standard” practice that’s generally outside the language of the contract.  This standard is a contributing factor to today’s dilemma, where there’s a false expectation that employees feel entitled to certain days-off, verses being assigned to a shift based on the needs of the organization.  Adjusting lines due to staffing increasing or decreasing has occurred for a long time and so this is not a new practice.  Lines have come and gone with past shift bids depending on staffing availability.  Staffing has, and continues to fluctuate, and it’s reasonably expected that management will continue to make these adjustments in order to maintain efficient operations.
 Because there’s a mindset within the union, “It’s always been that way” and new employees “being stuck on a shift” the less senior employees lack access to mentorship and on-going training.  For example, after a new employee successfully completes the CTO Program, the employee lacks seniority and traditionally gets assigned to a graveyard shift (2300-0700) for an anticipated period of 3-5 years.  What’s lost is being able to continue to train and mentor the employee during their first year of employment.  When locking the new employee into a particular shift, it limits their exposure to certain types of calls; when in reality they should work other shifts so they are expanding their knowledge and experiences.  Attempts have been made to rotate the probationary employee to meet this objective, but it’s been hindered by staffing levels and push back from the union.  None of this was done out of malice or ill-intent.  It’s just management trying to ensure that our new or less seasoned employees continue to receive training and education.  What’s easily overlooked is that probationary employees serve at the pleasure at the Chief, and its management’s obligation to determine whether a probationary employee is fit for duty at the end of their first year.  Having the probationary employee fall victim to outdated practices, does not benefit the organization or the employee’s professional development.  
 January 2015’s shift bid had lines identified for probationary employees with days off during the middle of the week.  The “week-ends” were reserved for the tenured employees.  The probationary employees would have generally rotated between Shifts 1 & 3 every 6-8 weeks. The rotational concept stems from probationary police officers being rotated between shifts to increase their exposure to different types of problems.
Being “stuck” on a shift is not just limited to probationary employees; it’s also a concern for other junior employees who lack the ability to move to another shift or adjust their days off.  With respect to seniority, the premium shifts (or lines) tend to be seized by more senior employees for years on end.  The belief is, “I spent “X” amount of years on graveyards, so should they.”  When management measures that belief against professional growth, recruiting and retention; it’s viewed as an antiquated business practice.  In the greater interest of the dispatch center, there has to be balance between the way it’s always been and more equitable and improved business practices.
Adding to this, management considers a lot of things when looking at staffing/schedule. Schedule changes are an attempt to make what we have been doing, a little bit better.  What’s perceived by the union as a schedule change, were merely changes to “lines.”  For management being unable to change lines, days off and manage probationary employees it does hinder management’s ability to operate the center efficiently.  If management can’t move lines, we run the possibility of not having sufficient staffing for scheduled shifts.  What can potentially develop is a chronic shortage where there’s one or nobody scheduled on-duty.  Not only is this an ineffective way of managing the schedule, but it becomes a financial concern where overtime is being paid unnecessarily.  Half way through this fiscal year (FY15), the Dispatch Center is well on course to exceeding its overtime budget.
On a positive note, management has been authorized funding for a 15th FTE.  Efforts are underway to recruit and hire, but it won’t be until late spring or early summer that the Dispatch Center is fully staffed and trained with 15 FTE’s.  With growth in our staffing levels, there’s minor discussion about adding supervisors to each shift, but management has not made any concrete decisions.     

Interests/Needs of Affected Parties
	
Union
· Encourage recruitment and retention of new employees
· Retaining more senior people—getting shifts and vacation that they want
· Promoting the profession through more avenues than the City website—social media, etc.
· Ensuring candidates/new employees understand really what they are getting into.
· Raising the minimum staffing level—two edged sword. 
· Equitable staffing on shifts. Staff at a level where all are able to step away for breaks/restroom.
· Retain a benefit of seniority
· Keep graves as part of your probationary rotation
· Less days/shifts running with minimum staffing.
· Deploy Supervisor to help with overflow/high call volume
· Strategic staffing by season or to cover events/fair
· Part-time staffing/on-call employees.

Management
· Provide ALL employees with opportunities to bid a different shift
· Eliminate shift stagnation
· Ensure a probationer’s first year of employment is geared towards on-going training / mentorship
· Do away with, “It’s always been that way”
· Build a schedule that encourages employee longevity that benefits the majority, not the minority
· Provide a reasonable balance between home and work // especially shift 3 employees
· Focus on the long term goals and objectives, not today’s problems
· With 15(?) employees re-evaluate our business practices and improve operational efficiency
· Early in an employee’s career, mentor and promote the future CTO’s, CJIN TAC’s and Leadership of the 911 Center / not 10 years down the road.  
· With seasonal changes, possibly make finer schedule adjustments to the schedule to meet operational commitments, (Rodeo, Fairs, Alive @ 5, and etc…)
· Encourage recruitment and retention of new employees
· Ensuring shifts aren’t covered by just several probationary (trained) new hires.
· Having a discussion about supervision-lead employee.


Potential Solutions
Union
· During a probationary period, creating one or two lines on each shift where the probationary people will be, with a three (or another amount of time) month rotation.   Senior staff will still have access to bidding lines that currently exist. 
· PROS
· Retains benefit of seniority for union
· Distribution of probationary employees
· Works regardless of confirmed full-time employees
· Works regardless of the number of probationary employees you have
· CONS
· Solution toward status quo—works into traditional shift definitions.

· Recruitment—more career fair, public forums, social media, actively recruiting from colleges, a more professional audience.
· PROS
· None provided
· CONS
· None provided

· Minimum staffing:  3 people on duty.   
· PROS
· Alleviate overtime.
· More flexibility for employees to have time off breaks.
· Ability to keep up with operational demands.
· Have a larger pool to cover OT.
· CONS
· Hiring and retention issues that wouldn’t allow maintaining 3 on duty for all shifts.
· Cost for additional FTE (taking away from equipment and other areas).
· Granting leave is at jeopardy from increasing staffing.
· Potential for increasing OT to maintain 3 people.
· Long-term solution for a short-term problem.

· Retaining seniority privilege of bidding for shifts, and making 
sure the lines/shifts aren’t monopolized and used by probationers and non-training CTOs to the point where seniors can’t bid for them.  
· PROS
· Job benefits for retention of experienced senior dispatchers.
· Personal life benefits to a set schedule.
· CONS
· Seniority comes at the expense of junior employees.
· Personal benefits can’t outweigh/dictate operational necessity.

· Keep graves as part of your probationary rotation.  
· PROS
· None provided
· CONS
· None provided

· Supervisor more accessible and willing to assist when receiving high call volumes. 
· PROS
· Accessible and willing to help.  Lessen the burden when overwhelmed.  Strengthens the team concept.
· CONS
· None provided
 
· Post overtime requests during events that typically have a high call volume (fairs, rodeos, New Year’s Eve, Alive at 5, etc.).  Increased staffing levels could be for just a few hours, not necessarily for entire shift.
· PROS
· Officer Safety
· Dispatchers able to better manage the workload and be allowed breaks—also reduces employee stress
· Better customer service
· Reduce the stress in the Center

· CONS
· Financial costs for overtime
· Jeopardizing leave

· Part-time staffing/on-call employees.
· PROS
· Help with workload of full-time staffing/events coverage

· CONS
· Training concerns
· Scheduling – keeping them proficient
· Qualified part-time staff

· A Shift line(s) would exist giving Saturday/Sunday off.  
· PROS
· Family life balance for employee(s)
· Benefit of Seniority

· CONS
· Keeps other employees (most employees) from getting weekends off.
· Long-term employees could sit on this line for years and years – no opportunity for other staff
· Concerns about 


Management  
· Research scheduling options that could incorporate other choices; such as a 9-10 hour shift(s), 5x3, 5x2, 4x3.  Solution to most issues ae outside of the “lines” and 5X2 schedule model.
· PROS
· Break from the status quo.  Possibly an opportunity to improve the quality of life for some
· Recruiting tool
· Some sort of rotation (shifts/days off)—diversify experiences

· CONS
· Lose shifts worked per employee
· Time/energy to build this for both sides
· Time/energy for Supervisor to manage
· What if staffing takes a decrease?  Contingency?

· Implement some sort of schedule rotation or limits to bidding the shift bidding process.  Consider a predictable form of rotation out into the future.
· PROS
· Eliminates stagnation
· Recruitment/retention tool—newer employees not stuck on graves for years with no reprieve

· CONS
· Internal of rotation can’t be too frequent—too much work
· Removes some of the job predictability for employees
·  Can be negative for employees who have been on same shifts/days off for long periods of time
· Scheduling vacations when they are a ways out

· Place probationary employees on a rotational schedule; that does not infringe upon a tenured employees’ ability to bid a shift.
· PROS
· More experience and education working different shifts

· CONS
· Only works when you have probationary employees as part of the group—part time solution.

Meeting adjourned at 5:00 p.m.  
[bookmark: _GoBack]Pete and Bridget will meet to work on different shift template/options.  They will bring it back to this group.  They will provide on-going updates.  The LMC group will meet formally by July 28- 3:00 p.m. at Dispatch.  Dan Beadle will return to the group and Kathy will be an alternate, Bridget will continue as an alternate as well.
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