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It’s Friday. You can’t remember the last time you 
took a vacation. Was it last year? Or maybe the 
year before? You slide into your desk chair and 
the phone rings. It’s the oncoming shift supervisor 
on the other end of the line. “We have three out 
today,” she says in a solemn voice. She plans to 
hold over one deputy and start making calls to find 
off-duty staff willing to come in. 

Minimum staffing is met if your shift supervisor 
works Central Control. You check the Transport 
Log and breathe a sigh of relief, as nothing is 
scheduled. You review the Activity Schedule 
and start making cancelations. The shift in the 
rhythm of the jail isn’t good 
for the inmates and jaul 
climate, but the changes 
are necessary. Later that 
day, you walk through the 
jail and see the faces of 
your weary staff. They look 
exhausted, and morale 
is low. You can’t blame 
them—you’re tired and 
frustrated too. 

In 2019, the Police 
Executive Research Forum published “The 
Workforce Crisis, and What Police Agencies 
Are Doing About It,” in which nearly half of law 
enforcement agencies said their personnel  
shortages were worse than they were five years 
prior. That was pre-COVID. In 2020, as public 
safety agencies confronted the challenges of 
the pandemic, the National Police Foundation 
indicated that 86% of law enforcement agencies 
nationwide were experiencing staffing shortages. 
Add in pressure to defund law enforcement and 
the Great Resignation that started in late 2021, 
and the problem has reached critical proportions. 

You probably don’t have to look further than your  
jail to understand the impact.

If you are living the life described above, know that 
you are not alone. The first step in understanding 
your staffing woes is to understand the staffing 
process and how to staff your facility efficiently 
and effectively. What factors go into staffing?  
How do you know you have the right number of 

people? Do you have the right people, in the right 
places, at the right times, doing the right things? 
Is your staffing understood by the budgeting 
authorities? Is your staffing plan being executed 
properly with scheduling? 

The process of creating a staffing plan involves 
more than just numbers, but at the most basic 
level, staffing is simple math. For example, for a 
24-hour post, there are 8,760 (24 × 365) hours  
per year that must be covered. Most staff work 
a 40-hour workweek or 2,086 (40 × 52.14) 
contracted hours per year if they were available 
to work the entire time. Simple math says 8,760 

hours divided by 2,086 
hours is 4.2 staff to cover  
a single 24-hour post. 

But we know that staff are 
not available to work all 
their contracted hours. Staff 
take time away for vacation, 
holidays, training, etc. The 
shift relief factor (SRF) 
or net annual work hours 
(NAWH) uses historical data 
to account for time away. 

After consulting on staffing projects across the 
U.S. for over a decade, I’ve found most agencies 
continue to struggle to identify their staffing, and 
often lack a staffing plan altogether. This process 
is time-consuming, and most agencies have not 
collected the needed data to produce the outcome 
the process proposes. The one step that provides 
the most frustration, but also offers the most “ah-
ha” moments and operational benefits to clients, 
is developing the NAWHs or SRF. The NAWHs and 
SRF offer two different approaches to staffing, 
but both rely on identifying the time your staff are 
away from their posts and if those posts must be 
backfilled during that time away. 

This white paper will help you understand and 
apply NAWHs and SRF to your agency. You’ll also 
learn about corrections staffing history, factors 
that affect staffing, how to develop a staffing plan 
and why it is important. Throughout, I’ve included 
first-hand examples and samples, removing 
identifying information to protect agency privacy.  

INTRODUCTION

The process of creating a 
staffing plan involves more 
than just numbers, but at the 
most basic level, staffing is 
simple math.

https://www.policeforum.org/assets/WorkforceCrisis.pdf
https://www.policeforum.org/assets/WorkforceCrisis.pdf
https://www.policeforum.org/assets/WorkforceCrisis.pdf
https://www.wtsp.com/article/news/local/study-finds-86-of-police-departments-experiencing-shortages/67-cd4f8f7c-1d5e-4840-b0b4-53614530249e
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Seeing a need to help agencies develop efficient  
and effective staffing, the National Institute of 
Corrections (NIC) developed staffing models in 
the 1980s. In 2001, the NIC issued the 2nd Edition  
Staffing Analysis Workbook, outlining a 10-step 
staffing analysis process:

1. Profile the Jail

2. Calculate Net Annual Work Hour (NAWH)

3. Develop a Facility Activity Schedule

4. Develop the Staff Coverage Plan

5. Complete Staff Summary

6. Develop a Schedule

7. Evaluate, Review and Improve the Plan

8. Calculate Operational Costs

9. Prepare a Report

10. Implement the Plan and Monitor Results

Later, the National Sheriffs’ Association saw a need 
for a more comprehensive analysis of staffing and 
commissioned a series of staffing articles. These 
articles were published in Sheriff magazine over 
five years, ending in 2010.

The NIC staffing process is lengthy and put the 
cart before the horse. Before developing NAWHs, 
the agency needs to develop a clear picture of the 
factors influencing their staffing. So, in 2016, NIC 
partnered with the non-profit Community Resource 
Services (CRS) to update staffing materials and 
ultimately published a 3rd Edition of the Jail 
Staffing Analysis document. This document 
adjusted the process, focusing on nine steps:

1. Describe the Setting

2. Chart Activity

3. Develop a Coverage Plan

4. Evaluate Coverage Plan

5. Develop Schedule and Calculate Efficiency

6. Calculate Net Annual Work Hours (NAWHs)

7. Develop Budget

8. Prepare Report

9. Implement and Monitor

In addition to NIC and CRS, when the Prison Rape 
Elimination Act (PREA) was put forth, the PREA 
Resource Center developed several staffing  
resources, including a white paper and a webinar,  
both published in 2015. 

Since 2016, we haven’t seen a lot of new analysis 
to the correctional staffing discussion. That’s 
unfortunate, because many agencies continue 
to lack a comprehensive understanding of their 
staffing situation and how to improve it. 

STAFFING HISTORY

Before developing Net Annual 
Work Hours, the agency needs 
to develop a clear picture of the 
factors influencing their staffing.

https://nicic.gov/staffing-analysis-workbook-jails-0
https://nicic.gov/staffing-analysis-workbook-jails-0
http://corrections.wpengine.com/wp-content/uploads/2014/05/Natl-Sheriff-Magazine-Staffing-Series-Articles-1-through-21-rd.pdf
http://corrections.wpengine.com/wp-content/uploads/2014/05/Natl-Sheriff-Magazine-Staffing-Series-Articles-1-through-21-rd.pdf
http://corrections.wpengine.com/wp-content/uploads/2016/06/3rd-Ed-Jail-Staff-Analysis-rev-June-2016-rdc.pdf
http://corrections.wpengine.com/wp-content/uploads/2016/06/3rd-Ed-Jail-Staff-Analysis-rev-June-2016-rdc.pdf
https://www.prearesourcecenter.org/sites/default/files/content/staffing_plan_final_w_bja_logo_submt.pdf
https://www.prearesourcecenter.org/resource/developing-and-implementing-prea-compliant-staffing-plan-0
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There are a few basic terms to understand in the 
world of corrections staffing. 

 • Contracted hours are the number of hours  
an employee is expected to work. This is 
dictated by your agency’s personnel policy  
and/or contracts.

 • Full-time equivalent or FTE is the number 
of staff needed to fill the contracted hours. 

 • Post is the specific place, function, 
area or accumulation of tasks requiring 
surveillance, supervision or control (e.g., 
Central Control). Posts can be filled by one 
or more people or a portion of people. 

 • Staff profile describes staff in your facility 
by job classification, including gender, 
firearms certification, field training officers, 
training and away-time patterns or leave 
use. Examining these factors may help 
identify training, recruitment and selection 
needs.

 • Inmate profile describes the type and 
number of inmates in your facility, including 
length of stay, classification, gender, 
security risks, average daily population 
by classification, booking days/times 
and frequency, releases days/times and 
frequency, and transports days/times and 
frequency. 

 • Net annual work hours or NAWHs are the 
number of hours staff are available to work 
per year. Example NAWHs you might see 
are 1550, 1650, or 1700. The higher the 
number, the fewer staff are needed to cover 
a post. 

 • Shift relief factor or SRF is the multiplier 
used to determine the number of FTEs 
needed. Example SRFs are 1.45, 1.67, or 
2.01. The higher the multiplier, the more 
staff are needed to cover the post. 

STAFFING TERMS

UNIQUE ASPECTS OF CORRECTIONS STAFFING

I went into the bank the other day. They typically 
have four people working, but only two were 
working that day. The line was out the door and 
people had to wait. Down the street, my favorite 
café was shuttered, with a sign posted that said, 
“Due to staffing shortages, we are closed for the 
day.” 

The idea of “making do” with less staff or simply 
closing for the day cannot happen in corrections. 

Corrections staffing requires certain posts to 
be staffed at certain times, and many need to 
be staffed 24 hours a day, seven days a week. 
The facility cannot operate if these posts, like 
Central Control, are not staffed, even for a 
quick 15-minute break. Certain tasks must be 
performed and to do them safely and correctly, a 
certain type and number of trained staff must be 
available to do so. Gender-specific searches are 
performed, firearms-certified deputies are needed 
for some tasks, transports are required, attorney 
visits must be statutorily conducted, meals must 
be served, and more. 

Corrections work is also not distributed evenly. 
Some hours of the day or days of the week are 
busier than others. It’s not as simple as the 
bank patrons waiting in line a little longer or a 
company’s missed day of sales. Certainly, not all 
posts are created equal in a corrections facility, 

The idea of “making do” with less 
staff or simply closing for the day 
cannot happen in corrections.
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4 FACTORS THAT INFLUENCE YOUR STAFFING
Many agencies look at just one piece of the 
puzzle that plays into their staffing needs. 
All factors must be involved in developing a 
comprehensive staffing plan. These factors are:

 • The agency’s mission and vision

 • The standards and state-specific 
requirements the agency follows and  
its established policies

 • The physical plant (including technology) of 
the facility

 • The operations and activity level of  
the facility

Mission and Vision
The agency’s mission speaks to the goals and 
objectives the agency wishes to accomplish. Your 
mission statement drives your operation and thus 
staffing. Referring to your mission throughout 
your staffing analysis will keep you focused on 
what is important to your agency. 

Standards, State-Specific  
Requirements and Policies 

Although standards and state requirements rarely 
dictate staffing levels, standards do illuminate 
what must be done and how often, and may 
indicate whose job the task is (e.g., the need 
for female deputies to perform female inmate 
searches). Agency policy also defines these 
tasks as well as staffing minimums and leave 
time allowed. For example, one agency’s policy 
stated unescorted inmate movement of any 
kind by any classification is prohibited in the 
facility. Understanding the implications of policy 
on staffing and your budget is a byproduct of 
conducting your annual staffing analysis. 

Physical Plant/Technology
The physical plant of the facility is often 
overlooked. This includes the environment, 
geography and technology (e.g., closed-circuit 
television, video visiting, electronic locks, 
intercoms) of the facility. This factor provides the 
context in which the operations and activities can 
function. In one jail in which I performed a staffing 
analysis, the jail often housed inmates for other 

STANDARDS, 
STATE-SPECIFIC 

REQUIREMENTS AND 
POLICIES

STAFFING
PLAN

OPERATIONS AND 
ACTIVITIES

PHYSICAL PLANT/
TECHNOLOGY

MISSION AND VISION

but the problem comes with those that must 
receive relief—whether it’s a vacation day or a 
lunch break. 

The scenario in the introduction to this white 
paper is happening in jails all over the country, 
maybe even yours. The repercussions of not 
having adequate staffing in your jail are many, 
and include:

 • Low staff morale

 • Overworked, exhausted and stressed staff

 • Higher-than-normal staff turnover

 • Inadequate supervision, both of staff  
and inmates

 • Limited ability or inability to provide program  
or service offerings to inmates

 • Overtime budgeting issues and excessive 
compensatory time banked or paid

 • Understaffed events or activities,  
including emergencies

 • Possible reliance on staff who are not properly 
or fully trained to perform jail functions

 • Inability for staff to attend training

1

2

3
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jurisdictions. They were required to drive inmates 
to court, which was often four hours away. This 
piece of the puzzle was important in reviewing 
the Transport Deputy post. More so, the expense 
of these transports helped the jail perform a cost-
benefit analysis of opening an additional housing 
unit to house these outside inmates.

Consider your inmate classification and housing 
availability. Is your jail equipped with sub-
dayrooms that serve as mini-housing units 
or must you house various classifications in 
separate housing units? Are your mealtimes 
staff-intensive and require movement or do your 
inmates eat in their dayrooms or cells?  

In addition, is your jail equipped with video visits 
at the housing unit so there is little need to move 
inmates to a visiting room? Are inmates allowed 
to move unescorted, being monitored by Central 
Control? Technology allows your jail to function 
more efficiently. As new jails are built, the focus 
is to bring the programs and services spaces 
to the housing unit versus moving inmates to 
the program spaces. Such approaches to staff 
efficiency aren’t available in all jails but they 
provide a good example of how your physical 
plant can impact your staffing needs. 

To review your physical plant, locate building plans, 
even if it’s just fire exit plans. These plans will 
help you identify where you do the work, inmate 
movement patterns, current technology use or 
opportunities, and inmate supervision needs. One 
jail had inmate telephones outside of the housing 
unit. Moving the telephones inside the housing 
units allowed inmates to access this service 

with little staff involvement. Although the change 
initially appeared pricey to the agency, it ended up 
saving the jail money and offering more services 
to the inmate population. It even allowed for more 
inmate calls and greater revenue for the jail.  

Operations and Activity Level
Activities and operations define the jail’s 

pulse. This factor identifies the type and volume 
of the things that you do, including operations 
within your control as well as things outside your 
control. Looking at your activities and operations 
should help you identify when you do the work 
and how long the work takes to complete. Is your 
jail one that hums with little to no downtime for 
inmates? Are your activities spread out across 
shifts? How do shift changes impact your activity 
level? Do you have a relationship with viable non-
profits and educational entities in your county? 
Are there regular incidents that consume staff 
time? The level of activities dictates what type of 
staff are needed, when and where. 

How long are your inmates in custody? Is the 
gender of your inmate population changing and 
thus staffing changes are needed? Developing 
and reviewing your inmate profile also speaks to 
your staffing needs. 

The next step in the staffing process is to develop 
an activity schedule for each day of the week. 
This should include all regularly scheduled 
activities (e.g., lockdowns, meals) and special 
activities (e.g., Sunday religious services). Below 
is a sample activity schedule format with unlock 
and lockdown shown as well as possible activity 
categories to include. 

Activity
Night Shift Day Shift Night Shift

Comments0 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23
Unlock
Lockdown

Meals

Medical

Programs

Housekeeping

Showers

Laundry Exchange

4
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Once all activities are plotted, agencies often see 
ways to increase their efficiency by adjusting the 
activity schedule. For example, many facilities 
tend to cluster activities and programs in the 
daytime hours. But shifting some activities to the 
evening hours—such as a Bible study or AA/NA 
meetings offered after dinner—can even things 
out and alleviate strain during the main part of the 
day, also reducing inmate idleness and time to 
create problems.  

An often-overlooked piece when reviewing 
activities and operations is bookings, releases 
and transports. Looking at this data reveals when 
the booking or release posts must be staffed 
or when transports are scheduled, requiring the 
Transport Deputy post to be staffed. Transports 
and the booking and release posts should be 
viewed together because transported inmates will 
come and go through the same physical location 
of the jail. 

A Note on Staff-to-Inmate Ratios
You may have issues arise with staff-to-inmate 
ratios, especially with elected officials or fiscal 
professionals who may think a standard ratio 
exists that all facilities should aspire to. One 
agency I worked with had an executive who was 
hung up on staff-to-inmate ratios. The facility had 
a medical housing unit that essentially required 
one-to-one coverage per state standards. The 
idea of achieving a specific staff-to-inmate ratio 
was impossible given the factors influencing 
staffing in this facility. 

Staffing experts will tell you that staffing ratios for 
jails cannot and should not be standardized

 

or compared. Each ratio is based upon the 
individual jail, the type of staff the agency is 
choosing to include in the ratio (e.g., all uniform 
staff, all uniform staff excluding transport staff, 
administrative staff, support staff, program staff), 
and their impacting factors (mission and vision, 
standards and state requirements and policies, 
physical plant/technology, and operations and 
activities). 

If this is something your jail is facing, the National 
Institute of Corrections provides a variety of 
resources. Again, I cannot stress enough that 
your jail is unique and staff-to-inmate ratios 
should not be a factor when performing your 
staffing analysis. 

Administrators, both facility and county, often 
look for quick, easy comparisons without 
understanding what may be included in other 
county’s ratios or even your own ratio. For every 
ratio, there are many different, conflicting ratios. 

Once you have a good idea of the factors 
that influence your staffing, you can dive into 
developing a post analysis. The post analysis, 
also referred to as a coverage plan, will be used to 
create a staffing plan. 

Is your jail equipped with video 
visits at the housing unit so 
there is little need to move 
inmates to a visiting room? 
Are inmates allowed to move 
unescorted, being monitored 
by Central Control?

https://nicic.gov/staffinmate-ratios-correctional-facilities
https://nicic.gov/staffinmate-ratios-correctional-facilities
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Agencies often get confused with this step and 
begin counting people assigned to a post versus 
identifying posts. This isn’t necessarily the wrong 
way to start. Often when agencies assign people 
to posts they realize mistakes or issues with 
their staffing. This process may allow them to 
account for all staff across county and agency 
departments. For example, one agency had a 
certain number of staff on their staffing plan, 
whereas the county finance and human resource 
department had a completely different number. 
There had been years of confusion about how 

many staff positions were assigned to the jail and 
this exercise allowed the agency to clear up the 
long-standing confusion. 

However, when you count people rather than 
posts, the analysis is incomplete. This mistake 
is illustrated below, listing four staff assigned to 
work the Central Control post—which fails to tell 
us how many staff are needed based upon the 
relief. Instead, it simply shows that at this time, 
four bodies may work the Central Control post. 

DEVELOPING A POST ANALYSIS
The post analysis process involves using a 
simple table to identify staffing needs at every 
post in your facility. The post analysis is not a 
schedule; instead, it accounts for all posts, shifts, 

days and times. Below is an example 
post analysis form with descriptive details for 
each entry. 

Ra
nk

/J
ob

 C
la

ss
ifi

ca
tio

n

Post

Hours

0

N
ot

es

Be
d 

Ca
pa

ci
ty

H
ou

si
ng

 U
ni

t

H
ou

rs
/D

ay
s

Da
ys

/W
ee

k
Co

nt
ra

ct
ed

 H
ou

rs
/Y

ea
r

Br
ea

k/
M

ea
l R

el
ie

f (
Y/

N
)

Da
y 

Re
lie

f (
Y/

N
)

1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 17 18 19 20 21 22 23

1 2 3 4 5 6 7 8 9 10 11

1. Notes: Provides narrative to further define the post. 

2. Post: The specific work location, specific function, an area, or an accumulation of tasks, requiring surveillance, supervision, or control 
that must be filled by personnel specifically assigned (e.g., Central Control.) In some cases, a post may be shown on multiple rows on the 
post analysis.

3. Bed Capacity: The bed capacity of the housing unit to show inmate supervision. 

4. Housing Unit: The Housing Unit (e.g., A) where the post is stationed.  

5. Rank/Job Classification: The abbreviation for the rank or job classification of the post. (e.g., Dep = Deputy, Cpl = Corporal)

6. Hours: Enter a “1” if a post is needed during this hour. Enter a “0” if it’s not. 

7. Hours/Day: Total of #6. This column describes the number of hours the post will be filled on your master roster.

8. Days/Week: Number of days per week the post is staffed (e.g., 2, 5, 7).

9. Contracted Hours/Year: Number of hours each year that the post is staffed, or #7 × #8 × 52.14 (weeks per year). 

10. Break Relief (Y/N): A “Y” indicates the post must be backfilled when staff is on a break or meal break.  

11. Day Relief (Y/N): A “Y” indicates the post must be backfilled when staff is not available.  
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As you see above, different ranks might require 
different relief. It’s important to remember this 
step may not reflect what is happening right now 
in your jail. You’re likely conducting the analysis 
because something is amiss in your facility, or 
you are trying to justify the need for additional 
staffing to your budgeting authority. Focus on 
how the posts should be staffed according to 
the factors (mission and vision, standards/state 
requirements/policy, physical plant/technology, 
and operations/activities) you identified in the 
previous step. Consider the use of variable posts 
to meet your activity schedule. For example, it 
does you little good to staff a Program Deputy or 
a Court Security Deputy on the overnight shift. 
A Booking Deputy post might also be a variable 
shift based upon the booking data you reviewed 
in the previous step.

In the correct example below, the post is defined as Central Control. 

Focus on how the posts should 
be staffed according to the 
factors—mission and vision, 
standards/state requirements/
policy, physical plant/technology, 
and operations/activities—you 
identified in the previous step. 

Post Rank
Hours/

Day
Days/
Week

Break/Meal
Relief
(Y/N)

Day Relief
(Y/N)

Central Control Deputy Smith

Central Control Deputy Avery

Central Control Deputy Clark

Central Control Corporal Curran

Dep

Dep

Dep

Cpl

8

8

8

8

5

5

5

5

Y

Y

Y

Y

Y

Y

Y

Y

Post Rank
Hours/

Day
Days/
Week

Break/Meal
Relief
(Y/N)

Day Relief
(Y/N)

Central Control 

Central Control 

Dep

Cpl

24

8

7

5

Y

N

Y

Y

RELIEF & HOW TO ACCOUNT FOR IT
Although there are many steps in the staffing 
process, the one that remains a mystery to most 
agencies is identifying the Net Annual Work 
Hours (NAWHs) or Shift Relief Factor (SRF). In the 
scenario we started with, the facility experienced 
three people out on a single shift. Your staff are 
going to take time off. Calculating relief referred 
to as SRF or NAWHs is the factor that accounts 

for all the time off your staff take. This includes 
time away such as vacations, holidays, family 
medical leave, sick time, worker’s compensation, 
bereavement, jury duty, military time, training and 
more. Much of the leave time is dictated by your 
county’s policy, agency’s policy or labor contracts; 
for example, each deputy may be allotted eight 
holiday days per year. 
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EXAMPLE PROJECT #1 - SHIFT RELIEF FACTOR CALCULATION
Deputy Days

1. Regular Days Off 104.00

2.

2a.

2b.

2c.

2d.

2e.

2f.

2g.

2h.

2i.

2j.

3.

4.

5.

6.

7.

8.

9.

10.

11.

12.

13.

Leave Use

Administrative Leave

Family and Medical Leave

Funeral Leave

Holiday

Jury Duty

Leave Without Pay

Military

Personal

Sick

Vacation

Training

Comp Time

Worker’s Compensation

Total Days Off (sum of lines 1 through 5)

Turnover/Vacancies (Fill)*

New Hire Training (Fill)*

Number of Post Work Days

Number of Actual Work Days (line 9 - 6 - 7 - 8)

Breaks (break time x the number of Actual Work Days, line 10)*

Total Work Days (line 10 - 11)

Shift Relief Factor (line 9 ÷ 12)

0.12

5.26

0.25

6.51

0.06

0.05

2.04

2.00

9.12

11.2

8.15

25.10

11.71

185.57

*See below.

*See below.

365.00

179.43

*See below.

179.43

2.03

The FTE needed to fill this Central Control post can be calculated by SRF or NAWHs.

 • SRF 
SRF x Number of Shifts = FTE 
2.03 × 2 = 4.06

 • NAWHs 
Total Post Hours Per Year / NAWH = FTE 
8,760 ÷ 2,158 = 4.06  

Note: To convert Shift Relief Factor to Net Annual Work Hours, divide the annual shift coverage hours (12 hours per shift × 365 days = 4,380 hours) 
by the Shift Relief Factor (2.03) = 2,157.64

Shift Relief Factor (SRF) vs. Net Annual 
Work Hours (NAWHs)

With the varied shifts seen in contemporary jails, 
NAWHs is thought to be the preferred method 
used to calculate FTEs. If, however, your data 
is presented in days, it’s often easiest to start 

with the development of an SRF. Either way, the 
important thing is to start the staffing process.

The following examples are from two separate 
projects. The Anytown County Jail example uses 
an SRF and the Anystate Correctional Facility 
uses NAWHs.
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Deputy Hours

1. Contracted Hours (12-hour shift) 2,190.00

2.

2a.

2b.

2c.

2d.

2e.

2f.

2g.

2h.

2i.

2j.

3.

4.

5.

6.

7.

8.

9.

10.

11.

Leave Use

Administrative Leave

Family and Medical Leave

Funeral Leave

Holiday

Jury Duty

Leave Without Pay

Military

Personal

Sick

Vacation

Training

Comp Time

Worker’s Compensation

Total Hours Away (sum of lines 2 through 5)

Turnover/Vacancies (Fill)*

New Hire Training (Fill)*

Total Hours Worked (line 1 -6 - 7 - 8)

Breaks (break time x the number of Actual Work Days, line 9)*

Net Annual Work Hours (line 10 - 11)

0.72

31.56

1.50

39.06

0.36

0.30

12.24

12.00

54.72

67.20

48.90

150.60

70.26

489.42

*See below.

*See below.

1700.58

*See below.

1701

EXAMPLE PROJECT #2 - NET ANNUAL WORK HOURS CALCULATION

The FTE needed to fill this Central Control post can be calculated by SRF or NAWHs.

 • SRF 
SRF x Number of Shifts = FTE 
2.575 × 2 = 5.15 (Note: SRF is typically rounded to two decimal places, but three decimal places were used to illustrate this 
mathematical function.)

 • NAWHs 
Total Post Hours Per Year / NAWH = FTE 
8,760 ÷ 1701 = 5.15

Note: To convert Net Annual Work Hours to Shift Relief Factor, 12 hours per shift × 365 days = 4,380 hours. Divide 4,380 by the Net Annual 
Work Hours 1701 = a shift relief factor of 2.575.

Determining Time Away
The time away described above specifically left 
off turnover vacancies, new hire training, and 
break/mealtime. Each of these requires more 
explanation before an agency decides how to 
incorporate this into their staffing plan. 

• Turnover/Vacancies – The time it takes 
to fill a vacancy post is called turnover/
vacancy time. The goal in public safety is 
to plan whenever possible for upcoming 
retirements and leave. As hiring takes 
four to six months in most organizations, 

the reality is most agencies use salary 
savings to pay overtime while the agency 
conducts the hiring and training process. 
One agency took over 800 days to fill 10 
vacant positions. For them, that amounted 
to a decrease in their NAWHs of around 
500 hours. Reviewing turnover data allows 
the agency to see how quickly the hiring 
revolving door is spinning. Another agency 
had a door spinning so fast, much of their 
staff had less than one year of experience. 
Nearly 50% of their new hires quit in less 
than a year. They spent countless hours 
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trying to get new people employed, only 
to shorten training, to have their new staff 
quit, and to start the process all over again. 
Reviewing this turnover data allows you to 
look at the heartbeat of your recruitment, 
selection and retention strategies.

• New Hire Training – This includes the time 
it takes for the new hire to work on their 
own. This should be calculated for deputies 
as hours in training, and also for the training 
time of the Field Training Officers (FTOs). 
New hire training is often dictated by policy 
as an FTO training program that lasts a 
specific number of weeks. If your agency 
doesn’t have such a program, the American 
Correctional Association Standards for 
Adult Local Detention Facilities offers 
guidance on training requirements for new 
hires, as do some state standards. When 
calculating new hire training, one agency 
quickly learned that although they thought 
they were providing a 12-week field training 
program, in reality, the average time spent 
in field training was significantly less. When 
agencies are working with extreme staffing 
shortages, I’ve seen them push through new 
deputies before the training is complete. 
Reviewing this factor as part of a staffing 
analysis allows the agency to see conflicts 
with their field training program and whether 
the agency is following its policy for new 
hire training.

• Break/Meal Time – This includes the time 
staff takes for meals and breaks. This time 
is post-specific, as not all posts will need 
to be backfilled while staff are on break. 
Most supervisors, program staff and other 
flexible posts do not need to be backfilled 
for breaks or meal breaks. In addition, more 
and more smaller agencies are choosing 
to fill this time away by careful scheduling, 
using lockdown time or supervisors to 
provide a break or meal relief. 

Given the current staffing shortages and issues 
facing law enforcement, the turnover and vacancy 
leave time is likely to increase for most agencies 
in the future, even if great care is taken to plan for 
it. Many agencies struggle to develop turnover 

and vacancy data. Often the information must be 
pieced together from various departments, but 
this information is well worth a thorough review. 

It’s common for agencies to have a mixture  
of solutions for these three time-away  
categories including adding it into the SRF/
NAWHs calculation, overtime, compensatory  
time or a combination. 

If possible, the time-away data should be 
gathered for at least the last three years.  
Looking at data over three years allows you to 
see changes in your staff profile. Many agencies 
just starting the process do not have three years’ 
worth of data. If you do not, don’t let that stop you 
from moving forward. In this case, you’ll build on 
your data year after year as you work your way 
into a well-developed staffing model. 

Using the Shift Relief Factor or Net  
Annual Work Hours 
Looking at a past project, the average  
deputies’ yearly time away was calculated  
using a table as shown above. Based upon this 
staff profile, the deputy rank worked 64% of  
their yearly contracted hours. The other 36% were 
used as follows:

Turnover/Vacancy   8%
Breaks     6%
Vacation    4%
Worker’s Compensation  4%
Holidays    3%
Sick Leave    3%
New Hire Training   2%
Other (Jury Duty, Military, etc.) 2%
Training   2%
Compensatory Time   1%
Personal    1%

It’s important to calculate your NAWHs by each 
rank or job classification. You’ll likely see changes 
from rank to rank. Whereas a sergeant post may 
need to be backfilled on days away, they likely 
won’t need break or meal relief replacement. A 
sergeant is likely to be employed longer and thus 
accruing more vacation and sick time versus a 
deputy. The deputy rank may require break and 
meal break relief replacement. Also included is 
new hire training and turnover/vacancy time. 
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Like ratios, the information above shouldn’t be 
compared to your own facility and should only be  
used for informational purposes.

What about Overtime and Compensatory Time?
Wait, there’s more? Additional factors to consider 
when reviewing your staffing profile and leave 
time include your agency’s overtime spending and 
compensatory time. 

Many agencies start to look at staffing more 
closely when their overtime spending has 
gotten out of control. Overtime spending and 
compensatory time should be included to 
account for additional employees, in addition 
to any relief staff calculated, whether or not the 
agency chooses to limit the use of overtime or 
compensatory time. The use of overtime and 
compensatory time may give the agency a false 
sense of manpower when in fact they are creating 
staff burnout and turnover. 

Your agency may not be ready or capable to 
deal with all the changes needed at once, but 
it’s still a good idea to calculate your overtime 
spending in terms of FTEs. Even if you are not 
going to deal with the overtime spending as part 

of your staffing plan right now, this simple math 
gives you a complete look at your staffing. For 
example, one agency had a $5 million overtime 
budget. After the staffing analysis was complete 
and the relief was added in, the agency decided 
to maintain the overtime budget and attempt to 
address other issues with staffing first. 

Whatever you decide, overtime and 
compensatory time should not be left out of  
your staffing analysis.

DEVELOPING THE STAFFING PLAN
Once you have completed your post analysis, 
you have laid the groundwork for developing your 
staffing plan. Your post analysis will indicate 
how many hours a day and days per week the 
post must be staffed. Let’s talk about the Central 
Control Deputy post. This important post must  

be staffed 24 hours a day, seven days a week. 
Relief must be provided for all time away, 
including meals and breaks. Using simple  
math—24 hours × 7 days × 52.14 weeks per 
year—shows the post must be staffed for  
8,760 contracted hours a year: 

Post

Y

Rank
Hours/

Day
Days/
Week

Contracted
Hours/Year

Break/Meal
Relief
(Y/N)

Day
Relief
(Y/N)

Y8,760724DepCentral Control

Given the current staffing 
shortages and issues facing 
law enforcement, the turnover 
and vacancy leave time is likely 
to increase for most agencies 
in the future. 
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Each agency schedules differently, whether it  
be 8-hour, 10-hour, or 12-hour shifts or some 
variation thereof. For our example, this deputy 
post is staffed using three 8-hour shifts. If the 
deputy took no time off, they could work 40  
hours per week X 52.14 weeks per year, or  
2,086 hours per year.

Applying the leave scenario established in the 
previous section, the deputy is contracted to 
work 2,086 hours per year (based upon a 40-hour 
workweek), but is only available to work 1,335 
hours per year or 64% of the contracted hours. 
The NAWHs are defined as 1,335 hours  
as shown below.

Post

1,335

Rank
Hours/

Day
Days/
Week

Contracted
Hours/Year

Break/Meal
Relief
(Y/N)

Relief
(Y/N)

Y8,760724DepCentral Control

NAWHs

Y

Next, apply the NAWHs by dividing the contracted 
hours the post requires by the NAWHs (8,760 

hours ÷ 1,335 hours) to determine the number of 
FTEs needed. 

Post

1,335

Rank
Hours/

Day
Days/
Week

Contracted
Hours/Year

Break/Meal
Relief
(Y/N)

Relief
(Y/N)

Y8,760724DepCentral Control

NAWH

Y

FTE

6.56

For this agency, it would take 6.56 FTEs to fill the 
Central Control Deputy post using the calculated 
NAWHs for the relief required. Note: At this point 
in the process, do not round any FTE calculations. 

Continue this process for every post you 
identified. In a summary table, group ranks or job 
classifications together to determine the number 
of total deputies, sergeants, etc., who are needed 
to staff your facility. Add up each rank or job 
classification. Below is  a sample portion of a 
summary table for an agency with over 400 staff:

As you can see from above, your calculations will 
rarely come out as whole numbers. There are 
different ways to handle the “pieces” (e.g., .86 of a 

Housing Deputy) including:

 • Use overtime

 • Use other unique or program positions (e.g., 
Classification Deputy) to provide coverage

 • Round supervisors up and have them fill the 
needed coverage

Once this process is complete, you can develop 
a report with recommendations and ultimately 
present a final staffing analysis report to the 
budgeting authority. 

Developing your staffing plan is really just the first 
step. Although outside the scope of this white 
paper, scheduling staff accordingly and roster 
management is a complex issue and even with a 
solid staffing plan in place, agencies often make 
missteps. Beware especially of the tendency to 
increase staff to align with a staffing plan, then 
use the expanded staffing to take on new or 
additional duties, such as adding new posts. Your 
staffing plan will indicate a certain number of 

Post Analysis Job Classification
Total
FTE

275.86Housing Deputy

Corrections Sergeant

Corrections Deputy

39.23

14.77
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FTEs for a reason. If your initial schedule leaves 
you feeling like you have more FTEs than you 
need, you are likely not accounting correctly for 
factors like training and time off. 

Scheduling is another critical part of achieving 
efficient and effective staffing and should include:

 • A master roster and daily roster  
system (many services provide this  
function electronically)

 • The ability to manage post assignments 
with the type of staff needed (e.g., female, 
firearms-certified)

 • The ability to manage the relief, including 
providing the properly trained staff for  
each post

 • Identifying which posts can be collapsed or 
consolidated if needed

 • Identifying minimum staffing for each shift

 • Training supervisors and scheduling staff 
on the staffing analysis and SRF/NAWHs

Each agency schedules 
differently, whether it be 8-hour, 
10-hour, or 12-hour shifts or 
some variation thereof.

BENEFITS OF REVIEWING YOUR STAFFING
Conducting a post analysis and developing  
a staffing plan produces benefits far  
beyond achieving optimum staffing levels.  
Some important insights into operational 
efficiency include: 

• Understanding your time-away costs.  
The NAWHs will show a clear picture of 
your staff profile. If you have a very young 
staff, you might see less vacation time and 
more training. A more seasoned staff may 
have accumulated more vacation time. In 
one staffing study, an agency found a lot  
of worker’s compensation time. The  
agency had just moved from a single-
story jail to a two-story jail. In this review, 
the agency learned their physical fitness 
assessment wasn’t accounting for the 
need for staff to use stairs. The same trend 
occurred when a jail moved to a direct 
supervision facility and the staff were on 
their feet a lot more. Making a change to the 
physical fitness assessment could impact 
the future leave time. 

• Informing your recruitment process. You 
may find that you are hiring the wrong type 
of person to work in corrections. Many 
sheriff agencies hire deputies to start in 
corrections but work them into patrol.  
Are you really hiring a patrol deputy to  
work in your jail? 

• Making time for training. You might find 
the scheduling originally put forth doesn’t 
adequately accommodate training needs 
for staff. Often additional training requests 
are denied when staffing levels are low. 
Building them into the staffing plan ensures 
training doesn’t just get pushed aside. 

• Inspiring cross-department collaboration. 
As the agency and county departments 
converge on the task of addressing staffing, 
conversations are likely to occur about staff 
assignments, training needs, scheduling 
and more. Use this as an opportunity to 
have cross-department conversations. 
One agency moved a post inside the 
secure perimeter, but the post continued to 
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perform job functions that involved dealing 
with the public. As a result, staff assigned to 
the post had to move throughout the facility 
and obtain relief each time they needed 
to perform the public job functions. It no 
longer made sense to have this post serve 
the public, but the agency was treading 
water and working to survive versus looking 
for efficiencies. 

• Reviewing contracts and policies. 
Reviewing your staffing is also a time 
to review all your contracts and agency 
policies related to staffing. Food service 
contracts are often set up and “let run” for 
years. As one jail’s population changed, the 
contract had never been updated and the 
agency found they were paying for a level 
of food service they hadn’t needed in years. 
If you have contracts to hold inmates with 
outside agencies, does it still make financial 

sense to house these inmates, given your 
staffing needs? Example: A jail was housing 
inmates for many other agencies, including 
federal, state and local. The agency not only 
had to house, feed and supervise these 
inmates, they also had to make transports. 
At first glance, the dollar per day per inmate 
seemed like a good deal to offset the costs 
of the jail. In reality, this jail was not making 
money by housing these outside inmates. 
In fact, the inmates who were housed on 
behalf of these other agencies were not 
inmates the staff were trained to supervise, 
putting the staff, facility and inmates at 
greater risk.  

While not a full-fledged operational assessment, 
a staffing analysis can reveal considerations that 
have a significant impact on the organization’s 
security, efficiency and longevity.

CONCLUSION
Completing a staffing analysis is a significant 
undertaking and requires yearly updates. The 
process can be time-consuming and challenging; 
different departments must be involved and 
getting all parties together is sometimes a 
difficult task by itself. That said, yearly updates 
will flow much quicker than the initial plan. 

Regardless of the time and effort, here’s the 
bottom line: In most jails, uniform staffing costs 
make up approximately 70% of the operating 
budget. In addition, countless court cases list 

“inadequate staffing” as the chief complaint in the 
lawsuit, whether directly or indirectly. Too often, 
staffing is behind tragic outcomes for inmates 
and correctional staff—outcomes we as leaders 
have been entrusted to prevent. 

Put simply, how can you afford not to fully 
understand and develop an accurate  
staffing plan?
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REVIEWING YOUR CORRECTIONAL FACILITY 
STAFFING: A GET-STARTED GUIDE

 
Formulate a team. Include staff from the 
Sheriff’s Office, Jail (including administration, 
training and scheduling individuals), Human 
Resources, Finance/Budgeting, and the county. 
This cross-functional team will allow for the most 
comprehensive look at your staffing and offer 
the most “bang for your buck,” enhancing the 
opportunity for implementation. 

 
Identify a Staffing Analysis Project Coordinator. 

 
Locate the information and data resources 
needed. These documents include:

 • Applicable state and national standards

 • Mission statement and vision statement

 • Organizational chart

 • Building plans

 • Housing summary of your facility

 • Transport logs

 • Daily activity schedules for each  
housing unit

 • List of programs and services provided

 • List of specialized or unscheduled 
functions that have occurred in the jail

 • Incident reports

 • State or national inspection reports

 • Budgets or documents that show all 
personnel by job classification with  
start and end dates by a position  
control number

 • Overtime usage reports

 • Compensatory time usage reports

 • Booking and release data by month, 

separated by male/female and  
inmate classification

 • Average daily population by month, 
separated by male/female and  
inmate classification

 • Work schedules for a 30-day work  
cycle by shift and post

 • Any feedback from staff on schedule, 
training, work environment, morale, 
supervision, etc. Some agencies have used 
the staffing analysis as an opportunity to 
anonymously survey their staff

 • County and Sheriff’s Office policies  
related to organizational structure, 
payouts, overtime, compensatory time, 
holidays, salary savings, time away, 
training, eligibility lists, promotions and 
internal transfers, exit interviews, jail 
capacity, contract monitoring, transports, 
court security, personnel, and recruitment 
and selection

 • Recruitment and selection plan, strategy, 
outcomes and budget 

 • Recruitment tracking flow chart that 
identifies how long on average it takes an 
applicant to move through the hiring and 
training process

 • Inmate handbook that lists activities  
or schedules

 • Bargaining agreements

 • Contracts with outside agencies or  
service providers

 • Post orders and position descriptions  
for all posts

 • Cost model per position including salary, 
benefits, equipment, etc.

 • Training standards and reports by rank and  
job classification

STEP 1

STEP 2

STEP 3
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 • All leave time by rank and job classification 
for everyone who has worked at the jail for 
the last three years

 • Start and end dates of everyone who 
has worked at the jail by position control 
number for the last three years

 • Previously developed Shift Relief Factor 
(SRF) or Net Annual Work Hours (NAWHs) 

 • Any previously developed staffing analysis

 
Review and analyze all information provided. 
This step takes a considerable amount of time. 
The Staffing Analysis Project Coordinator should 
review all the materials provided to allow for 
consistency and identification of discrepancies. 

 
 

Develop your operational activity schedule and 
analyze your operations. 

 
Develop your post analysis. 

 
Develop your NAWHs or SRF based upon a three-
year average of data provided. 

 
Develop your staffing plan by combining  
your post analysis with your NAWHs or SRF  
and calculate the Full-Time Equivalents  
(FTEs) needed. 

 
Develop a summary of your staffing plan.

 
Develop recommendations.

 
Develop a comprehensive report of all  
previous steps.  

 
Set a yearly schedule to update your SRF or 
NAWHs and update your staffing plan. 

STEP 4

STEP 5

STEP 6

STEP 7

STEP 8

STEP 9

STEP 10

STEP 11

STEP 12
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TIPS & RECOMMENDATIONS
A comprehensive staffing analysis may take six 
to 12 months to complete the first time based 
upon the availability of data and time provided by 
staff to work on the project. Following are some 
recommendations to make the process work 
most efficiently: 

 • Develop a Shift Relief Factor (SRF) or Net 
Annual Work Hours (NAWHs) that are 
comprehensive and cover at least three 
years of data. 

 • Consider a mix of overtime, compensatory 
time and relief when calculating your SRF  
or NAWHs. 

 • Understand that the SRF or NAWHs  
does not stand still. Update the SRF or 
NAWHs at least annually in advance of  
the budget process. 

 • Once the staffing analysis is complete,  
the work of scheduling becomes a priority. 
Staff the facility consistently to meet 
workload needs. 

 • Understand that having the right staff in the 
right place at the right time does little good 
if your staff are not trained (or understand 
the applicable policies) or supervised to do 
the right thing. 

 • Develop an operational action plan of 
related tasks that were identified as a 
byproduct of the staffing analysis. This 
might include changes, enhancements, 
implementation or review of:

 ♦ The recruitment and selection process

 ♦ The staff retention plan

 ♦ The exit interview process

 ♦ The field training or regular training plan

 ♦ Overtime and compensatory time use

 ♦ Cross-training needs within the agency

 ♦ Pay parity between the patrol and 
detention deputies to keep well-trained 
deputies in the jail

 ♦ Budgeted positions vs. filled positions

 ♦ Vacancy reports

 ♦ Technology or electronic security needs

 ♦ Physical plant maintenance  
or improvements

 ♦ Contract changes

 ♦ Data-gathering or recording techniques

 ♦ Inmate programs or activity  
schedule changes

 ♦ Individual task assignments

 ♦ Policy and procedural changes or 
development needs

 ♦ Post assignment locations within the jail

 ♦ Grant opportunities

 ♦ Response to critical incidents  
or emergencies

 • Engage all stakeholders that impact staffing 
(e.g., budgeting, personnel, training) in the 
process.

 • Coordinate staffing reports and 
presentations ahead of the budgeting 
process.
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ADDITIONAL RESOURCES
American Correctional Association

 • Jail Standards 

 • Corrections Today magazine 

American Jail Association 
 • iConnect online community

 • AJAlert Newsletter

Community Resource Services
 • Staffing Analysis Clearinghouse (includes 

links to Excel form templates) 

National Commission on Correctional Health Care
 • Jail Standards 

National Institute of Corrections
 • Staffing Analysis Workbook for Jails, 2nd 

Edition (2001)

 • Jail Staffing Analysis, 3rd Edition (2016)

 • Sheriff’s Guide to Effective Jail Operations 
(2007)

 • Staff/Inmate Ratios in Correctional Facilities 
(2012)

 • Bureau of Indian Affairs (BIA) Detention 
Facility Staffing Analysis Workshop (2012) 
– Although used for Bureau of Indian Affairs 
facility instruction, this workshop provides 
a step-by-step guide that you may find 
helpful.  

National Sheriffs’ Association 
 • Jail Staffing Analysis Articles from Sheriff 

magazine (2005–2010)

Police Executive Research Forum
 • The Workforce Crisis, and What Police 

Agencies Are Doing About It (2019)

PREA Resource Center
 • Developing and Implementing a PREA-

Compliant Staffing Plan Webinar (2015)

 • Developing and Implementing a PREA-
Compliant Staffing Plan White Paper (2015)

 • Prison Rape Elimination Act (PREA) Jail 
Standards

https://aca.org/ACA_Member/Standards___Accreditation/ACA/ACA_Member/Standards_and_Accreditation/SAC.aspx?hkey=7f4cf7bf-2b27-4a6b-b124-36e5bd90b93d
https://aca.org/ACA_Member/Publications/Corrections_Today_Magazine/ACA/ACA_Member/Publications/CT_Magazine/CorrectionsToday_Home.aspx?hkey=08c84ce7-094c-4ae8-836d-d43cd22c656f
https://iconnect.americanjail.org/home
https://www.americanjail.org/newsletter
http://correction.org/staffing-analysis-clearinghouse/
https://www.ncchc.org/jail-prison-standards
https://nicic.gov/staffing-analysis-workbook-jails-0
https://nicic.gov/staffing-analysis-workbook-jails-0
http://corrections.wpengine.com/wp-content/uploads/2016/06/3rd-Ed-Jail-Staff-Analysis-rev-June-2016-rdc.pdf
https://nicic.gov/sheriffs-guide-effective-jail-operations
https://nicic.gov/staffinmate-ratios-correctional-facilities
https://nicic.gov/bia-detention-facility-staffing-analysis-workshop
https://nicic.gov/bia-detention-facility-staffing-analysis-workshop
http://corrections.wpengine.com/wp-content/uploads/2014/05/Natl-Sheriff-Magazine-Staffing-Series-Articles-1-through-21-rd.pdf
http://corrections.wpengine.com/wp-content/uploads/2014/05/Natl-Sheriff-Magazine-Staffing-Series-Articles-1-through-21-rd.pdf
https://www.policeforum.org/assets/WorkforceCrisis.pdf
https://www.policeforum.org/assets/WorkforceCrisis.pdf
https://www.prearesourcecenter.org/implementation/training/webinars/developing-and-implementing-prea-compliant-staffing-plan
https://www.prearesourcecenter.org/sites/default/files/content/staffing_plan_final_w_bja_logo_submt.pdf
https://www.prearesourcecenter.org/implementation/prea-standards/prisons-and-jail-standards
https://www.prearesourcecenter.org/implementation/prea-standards/prisons-and-jail-standards
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ABOUT

Lexipol empowers first responders and 
public servants to best meet the needs 
of their residents safely and responsibly. We 
are the experts in policy, training and wellness 
support, committed to improving the quality of life 
for all community members. Our solutions include 
state-specific policies, online learning, behavioral 
health resources, grant assistance, and industry news and 
information offered through the websites Police1, FireRescue1, 
EMS1, Corrections1 and Gov1. Lexipol serves more than 2 million 
public safety and government professionals in over 10,000 agencies 
and municipalities. For additional information, visit www.lexipol.com. 

info@lexipol.com
www.lexipol.com
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https://www.police1.com/
https://www.firerescue1.com/
https://www.ems1.com/
https://www.corrections1.com/
https://www.gov1.com/
http://www.lexipol.com/
mailto:info@lexipol.com
http://www.lexipol.com/
http://lexipol.com

