AGENDA
CITY COUNCIL
WORK SESSION
CITY OF EAST GRAND FORKS
JULY 10, 2012
5:00 PM

CALL TO ORDER
CALL OF ROLL

DETERMINATION OF A QUORUM

=

Dispatch Study — Scott Huizenga

2. 12CP6 - Swimming Pool - Bids — Wayne Gregoire/Greg Boppre

w

Fire Chief Position — Scott Huizenga

>

Planning Commission Update — Council Member DeMers
ADJOURN

Upcoming Meetings
Regular Meeting — July 17, 2012 — 5:00 PM — Council Chambers
Work Session — July 24, 2012 — 5:00 PM — Training Room
Regular Meeting — August 7, 2012 — 5:00 PM — Council Chambers
Work Session — August 14, 2012 — 5:00 PM — Training Room
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Red River Regional Dispatch Center: A Case Study

Description

The Fargo-Moorhead Metropolitan Area consists of Cass County, North Dakota
(population 123,138) and Clay County, Minnesota (population 51,229), with primary

population centers in Fargo, North Dakota (pop. 90,599) and Moorhead, Minnesota
(pop. 32,177).% The metro area covers 2,811 square miles.”

The Red River Regional Dispatch Center serves the cities of Moorhead and Fargo, as
well as Cass County, North Dakota and Clay County, Minnesota. The city of West Fargo,
North Dakota (pop. 14,940) operates its own dispatch center.

The regional dispatch center 1s the first dispatch center in the country to cross state lines.
The governmental entities that consolidated the dispatch services entered into a Joint
Powers Agreement for dispatch services in August 2001 (amended in March 2002). The
parties established a joint board responsible for administering joint dispatch, with two
appointed members each from Fargo and Moorhead, one member each from Cass and
Clay counties, and one non-voting member from F-M Ambulance Services, Inc., a private
EMS provider.** Although it is not required by the terms of the agreement, all of the
currently appointed members work for organizations that form the client base for dispatch
services — police, fire and emergency medical services.

“21J.S. Census data (2000) found at http://factfinder.census.gov/home/saffimain.html? lang=en. Minnesota
Demographic Center data was not used because it doesn’t include North Dakota counties, for obvious
reasons. 2000 Census data were used for Clay County, MN, for consistency with the North Dakota
numbers. i

" U.S. Census data (2000) found at http://www ci.fargo.nd.us/Planning/data.htm

“ Amended Joint Powers Agreement — Joint Dispatch, March 11, 2002, Page 2.
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Drivers for consolidation

A project team member met with the joint board and the director and assistant director of
the joint dispatch center on December 16, 2003, to discuss their experiences with
consolidation. Board members said their initial motivation was to enhance officer safety
and to provide as good, or better, service from dispatch. While they understood there
would be short-term start up costs, they were also looking to achieve cost savings in the
long term. The police chiefs of Moorhead and Fargo and the Cass County administrator
initially spearheaded the discussion of options for joint dispatch, motivated primarily to
help coordinate public safety response to events between the two cities, or as the police
chiefs described it, to recognize that “criminals don’t stop at the [Red] River.” Board
members indicated that they and the community were satisfied with the dispatch
operations of the various communities — their task was not to fix something that was
broken, but to take operations that were already working well and make them work better
and more cost effectively. They also found that some communications systems were at
the end of their useful life, providing an opportune time to consider combining new
systems together.®

Key steps in the evolution of joint dispatch

Although they had been discussing joint dispatch for many years, most of the planning
and implementation has happened in the last four years. The dispatch center has been
jointly managed since March 2002 and dispatchers have been working in one facility
since October 27, 2003. The key steps were:

* They hired a consultant to conduct a feasibility study, which was completed in
January 2001. This study considered communications equipment needs, costs,
facility requirements, and operational issues and also included a management
assessment to assist in framing the organizational and political issues involved.*®

=  With their feasibility study in hand, city and county officials considered their
options and four of the entities (Fargo, Moorhead, Cass County and Clay County)
decided to proceed with the consolidation while West Fargo opted out. They
formed their joint powers board and resolved their governance and cost-sharing
issues by August 2001. When they signed their agreement, members were
expecting to spend around $700,000 in start up costs for a joint center that would
cost about $1.3 million a year to operate,*’ compared to $1.5 million for the
centers separately.

*S Lesmeister & Associates and PSC Alliance Inc., Dispatch Consolidation Analysis for City of Fargo,
North Dakota; City of Moorhead, Minnesota; City of West Fargo, North Dakota; FM Ambulance and Cass
County, North Dakota; and Clay County, Minnesota (FMCCJID Committee) Public Safety Dispatch
Consolidation, January 15, 2001, Page 8.

8 Lesmeister & Associates, op. cit., Page 1.

“’ Erin Hemme Froslie, “Dispatch center will become official today,” Fargo Forum, Tuesday, August 7,
2001, p. A4. The §1.3 million figure includes West Fargo, which eventually opted out, so currently
anticipated cost savings may be less.
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The board’s first task was to hire an administrator. After conducting a national
search, the board hired the manager of the Joint Moorhead/Clay County Dispatch
Center as director in February 2002. The Communications Center Supervisor for
the Fargo/Cass County Communications Center was hired as the assistant
director.

The new administrators immediately worked on employee issues from March to
December 2002. These were even more challenging than the typical issues that
need to be resolved with any operational consolidation (wages, benefits, work
schedules, training) because of the cross-state nature of the consolidation.
Significant differences in labor laws between the states required a coordinated
team of county and city attorneys to consider and resolve.

The next task was to work on financial issues — starting from scratch. Staff
analyzed individual operating budgets for the two sites and then developed a
budget for the consolidated site.

Around the same time, they considered physical relocation plans and site
development, and completed a cross training project to get the two groups of
dispatchers familiar with the other’s operations and protocols. Neither the Fargo
or Moorhead locations could accommodate the consolidated center without a
major remodel. A site in Fargo, only about three blocks from the Red River, was
selected.

By June 2003, they ordered their equipment, and installed systems, equipment and
furniture.

Staff began operating in a single location in October 2003.

Post-consolidation assessment

The study team member visited with the board and toured the facility only six weeks after
they had begun operating as one joint center both physically and operationally. They
reported that their final start-up costs were in the neighborhood of the feasibility study
estimate — from $700,000 to $800,000. Understandably, it was too early to ask for a post-
consolidation assessment of the quality of services and long-term operational cost
savings. Yet things were operating smoothly, and they were already seeing the benefit of
having dispatchers from Fargo and Moorhead sitting next to each other, particularly when
it came to performing “look ups” on both states’ criminal justice information systems
(CJIS and NDLETS). The board and staff were optimistic that their consolidated services
would provide the service and cost savings benefits that had been anticipated.

Advice

Board members and center managers were asked to provide their advice for others
considering consolidation. They offered the following advice:

Invest in a feasibility study. The partners spent $55,000 to obtain analysis,
estimates and advice from a consulting firm with experience in PSAP
consolidation. They believed the process gave them credibility and convinced
their elected officials that the consolidation would work.
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Proceed slowly and with deliberation. Their feasibility study consultant advised
that “many past projects have either suffered significant cost overruns, extended
implementation cycles, or sometimes failure because the driving actors tried to
undertake too much change too quickly.”*® Major planning and implementation
tasks were taken on one at a time, whenever possible.

Keep your board small to keep the size manageable. Represent the key players.
Each board member needs to devote time to communicating with other
stakeholders to include their input.

Focus on a “from the ground up” process. Board members believed that
consolidations fail when they are imposed from the top down, over the objections
of the law enforcement operators of dispatch. Because law enforcement wanted
the consolidation, there were no saboteurs.

Build upon an existing culture of cooperation. Joint dispatch should not be the
first thing attempted with a partner agency. Fargo, Moorhead and the surrounding
areas had a tradition of working together as a metropolitan area. They suggest
coordinating other efforts such as mosquito control and transit before dispatch.
Attend to employee issues. Make the jobs at the jomt facility attractive for current
dispatchers to retain experienced employees.

Consolidate a practical geographic area that the dispatchers already know. The
center consolidated with dispatchers from the previous two centers who knew the
geography. The dispatchers from Fargo and Moorhead continued to dispatch for
the areas they knew and are being cross-trained.

Maintain ownership and control over your own dispatch. The group spent a year
sorting out their governance issues.

Maintain dispatch as a physical ‘cog’ of activity. They chose to locate their center
right next to the river — close to each city. The officers still know the dispatchers.
Hire people who can pull it together. Good managers are key, and manager
selection was the first thing the board did once it was formed.

Don’t spend too much time bringing people into the fold. Even if there are
estimated cost savings, some potential partners may choose not to participate for a
variety of reasons. Partners need to be commuitted to making the change to make it
work.

Know and exercise your local authenty. Board members discovered that a state-
level blessing was not necessary; joint powers provided them with the needed
legal authority, and county and city attorneys could perform needed legal
analysis.
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Advantages of Regional Combined Dispatch

Long term cost savings and efficiencies created by:

) consolidating dispatch and other communications equipment,

. avoiding duplication of expensive technology, especially when upgrades are
needed,

. centralizing computer hardware and software associated with dispatch services,
data bases, and records management,

. merging of dispatch personnel, greater personnel retention, improved personnel

supervision and accountability

High quality service for the public as a result of:

° all 911 calls, including emergency calls from cell phones, going to one dispatch
GEREr : T

] better training, supervision, and equipment for dispatch personnel,

. an easler and faster process for relaying and exchanging information between
emergency responders from different jurisdictions,

° reduced response times associated with transferring or redirecting calls between

different dispatch centers
Improved communications between public safety personnel allowing:

. police, fire, and EMS personnel from different jurisdictions eventually having
direct voice communication with each other utilizing their vehicle and hand-held
radios, which could improve their safety and effectiveness on calls and during
emergency situations,

e more effective coordination of personnel from different jurisdictions who are
involved in critical incidents and emergency situations, such as pursuits, crimes
just occurred, hazardous materials spills, etc. Dispatchers working next to each
other in one combined dispatch center could share resources and reduce the lag-
time often associated with passing on vital information,

° more timely and effective mutual aid between police and fire agencies. A
combined dispatch center would help responders exchange information,
coordinate strategy, and avoid task duplication

Better public safety services during disasters created by:

. one combined communications center that would direct emergency responders
and coardinate services,

. one primary point of contact for the public during disasters,

. less likelihood of service duplication and greater opportunities for agencies to

plan and evaluate their services
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Phase 1 and 2 - Findings & Final Report

Polk County Dispatch Operations

Polk County Sheriff’s Office
Crookston Police Department
East Grand Forks Police Department

Crookston Fire Department
East Grand Forks Fire Department

and

ClG

CORBAN
GROUP

Management Consultants &
Information Architects

Dec 2011

Purpose of this document is to report on the findings, alternatives, and preliminary recommendations for
consolidation of the current dispatch operations within Polk County. It defines the methodology for data
collection, presents comparative data, presents limited cost benefit analysis, and suggests alternative course of
action. As this in not and exhaustive study, it also presents some opportunities for further study.

AlAITD
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Polk County Dispatch Consolidation Review

Section | — Introduction and Executive Summary

1. Introduction

In October 2011, Polk County retained the services of the Corban Group for consulting support to
explore the feasibility of combining public safety dispatch services for agencies within Polk County.
This report is exploratory in nature and more in depth study and agency participation would be

required to determine if it is prudent to actively initiate consolidation of services.

I.  The Review Process and Participants
The Corban Group, represented by Rob Chaffee and Tod Dahle, synthesized the data gathered for
this project from September through November of 2011. The data gathering process began with

site visits in Crookston and East Grand Forks to meet

with each of the primary public service agencies in

Polk County. In October, Tod Dahle met with As this is a feasibility study, designed to
determine whether it is reasonable to take
officials from the Crookston Police Department further steps toward consolidation, this

review and report are designed to

(Chief Timothy Motherway, Lt. Gene Wisness), Polk highlight only the items that are key in

County Sheriff’s Office (Chief Deputy Karl Erickson, making a decision to “consolidate or not
to consolidate”. While there are many
911 Dispatch Director Nancy Shafer), Crookston Fire tangential issues that have/may come to

the surface that would be useful to resolve
for Polk County operations, the focus

Police Department (Chief Mike Hedlund), and East remains on the goal of consolidation

Department (Chief Richard Rock), East Grand Forks

Grand Forks Fire Department (Chief Randy Gust).

By mid-November, the initial data collection was completed from the agencies involved in this
report. The analysis of this data will be critical in setting the future course. Ultimately, the Polk
County Commission, Crookston City Council, and East Grand Forks City Council will review the data

to determine the future direction of public safety dispatch services in Polk County.

Page 2 4/4/12
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

. Summary of Findings and Issues
As with many multi-jurisdictional PSAP operations, some complexity exists in the current manor in
which public safety dispatch services are provided in Polk County. Presently, each of the agencies
identified plays a role in the dispatching of emergency units in the county. This creates a few
problems when assessing the current state of affairs. Each agency tracks costs in different manners
depending on their involvement in providing dispatch services. Not surprisingly, each agency differs
from one degree to another in its processes for service delivery. Also, tracking call loads for the
agencies is complicated by the lack of a single source to provide the information. Add to this the

differing expectations each agency may have in the service provided by their dispatcher.

A significant issue in the decision making process for agencies and communities in Polk County will
be how they prefer to provide emergency services to their citizens. While cost is a significant issue,

it is not the sole variable in the cost/benefit analysis. Additionally, consideration must be given to

changing technologies, and the

requirements and expectations dispatch

. centers will face in coming years. As part of
Fffactive &

= tficen: H : H
' roater 5 this project, the Corban Group and its
;!efow&iﬁlv Service proj ’ P
.Ccordiﬂa(ed

ReSpontes consultants have worked to lay the initial

@ i nravonof groundwork to best understand today’s
Ouplicat=

Coszs

~ data needs and future options.
Shered

Rescurces

Furthermore, quantifying the workload for a

o A s e A public safety dispatcher is not a simple
number counting process. It is not as simple

as counting the number of phone calls and the number of dispatches that are made. One must
consider the additional duties dispatchers provide to their agencies. Examples of this would be
serving as jailers in East Grand Forks Police Department and assisting with security in the Polk
County Juvenile Detention Center. As part of this project the Corban Group will provide the reader
with some understanding of how operations are conducted throughout Polk County. This will
provide some context to help understand why things are done the way they are now.
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

. Moving Forward
Within this document we provide some of the alternatives for Polk County and the pros and cons of
these options. The question posed to Polk County officials is not unique as many communities and
counties throughout Minnesota and the nation are making similar examinations. This process is
difficult and can be contentious if not properly handled. Why might these decisions be
controversial?
* Alack of understanding of public safety dispatch work.
* Accurately and fairly determining what the costs are and what service level is expected.
* Agreeing on what can be changed, how costs will be shared, and how might service be
improved or diminished.
* Failing to create a well-designed consensus building entity to represent each of the agencies
involved in the decision making process.
Much of this effort is beyond the scope of this exploratory study, but it is hoped it will provide the

platform to assist with future decisions.

Projected Comparative Efficiency, Dispatcher per Population—Before and After Consolidation

Dispatch Centers Location Dispatcher per Population*

Grand Forks PSAP Grand Forks, ND 1to 4,776
Metro Communications Sioux Falls, SD 1to 4,749
Bismarck/Burleigh Bismarck, ND 1to 4,065
Worthington/Nobles County Worthington, MN 1to 3,786
Polk County Consolidated Crookston, MN** 1to 3,500
Polk County Current State Crookston, MN 1to 3,286
Pennington County Rapid City, SD 1to 3,059
Lyon County Marshall, MN 1to 3,030
Redwood County Redwood Falls, MN 1to 2,587
ND State Radio Bismarck, ND 1t0 2,278

*Smaller and mid-sized PSA P operations typically have a much smaller ratio than large urban
operations.

**See Section Il for other comparative data
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Executive Summary

V. Report Objective
The primary object of this report is to explore the feasibility of consolidating the public safety
dispatch services provided in Polk County, and to assist the County in making an informed decision
about consolidation. It is intended to report on the findings of current state, review alternatives,
and make preliminary recommendations for consolidation of the current dispatch operations within
the County. The report also presents comparative data to aid in decision making, presents limited
cost benefit analysis, and suggests alternative course of actions for the future. As this is not

intended as an exhaustive study, it also presents several opportunities for further study.

V. Summary of Current Operations
The Polk County Sheriff’s Office operates as the Public Safety Answering Point (PSAP) for the entire
county. All 911 calls are initially received at the Polk County dispatch center in Crookston. These
calls are then assessed to determine the appropriate responding agency. While this includes rural
fire, ambulance, and smaller municipal police departments this report will focus on the five primary

agencies which face the most potential impact by any consolidation.

The following is a general description of the call handling process for the respective agencies:
© Crookston Police Department — During the hours of 8:00 a.m. to 4:30 p.m. all calls are

automatically directed to the Records Clerks at the police department (Crookston Police
have two Records Clerks). The staff at the police department then pass on the information
to a police officer to respond to the call. During all other hours the dispatching is handled
by the Polk County Dispatch Center. The City of Crookston has an on-going agreement with
Polk County and presently pays $107,000 each year for the services provided outside
Records office hours. Polk County will assist Crookston Police during office hours if there is
a staffing issue. Polk County also dispatches any 911 call for Crookston Police regardless of
the day or time. In past years, Polk County provided all dispatch services for Crookston

Police.

Page 5 4/4/12
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

© Crookston Fire Department — The Crookston Fire Department has seven full-time staff and
one or two paid staff is on duty at all hours and part of their responsibility is to answer any
incoming calls. Incoming fire calls are transferred by the Polk County Dispatch Center to the
on duty staff at the Crookston Fire Department. They then respond to the call once they
have gathered enough information. Crookston Fire does not respond to medical calls unless

particular circumstances (like extrication) require it.

%

East Grand Forks Police Department — The police department has a dispatcher on duty at all
hours to answer incoming calls. This is generally a police officer or police sergeant from
their uniform patrol staff of 18. The exception is a full-time position filled by a former police
sergeant. They also have two Records Clerks who are trained as dispatchers and do provide
supplemental coverage when necessary. All 911 calls are transferred to the dispatcher at
East Grand Forks who then passes the information on to the responding officer. Those
working as dispatchers also work as jailers if someone is being housed in one of their cells.
Dispatchers are also the initial point of contact for public walk-in traffic at the police

department.

%

East Grand Forks Fire Department — The fire department has 10 paid full-time staff and one
of them is on duty at all hours to receive any incoming calls. Polk County Dispatch transfers
all 911 fire calls to the fire department and they then respond. East Grand Forks Fire also
has a medical unit that responds to all medical calls in addition to fire calls. Calls can be

forwarded to the dispatch center at the police department when necessary.

©  Polk County Sheriff’s Office — In addition to transferring calls to other agencies, dispatchers
provide service to Sheriff’s deputies, rural fire agencies, ambulance services, and Fisher and
Climax police departments. Polk County has seven full-time dispatchers and a director who
fills shifts as necessary. They also assist with the security of the juvenile center by
monitoring video cameras when staff moves from secure to non-secure areas.

(See Flow Chart of Current Operations - Appendix I)
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

VI. Risks in Current Process to Consider
As the use of 911 for contacting public safety agencies has increased, it is true not all calls are
emergency calls, but the fact remains many are life and death situations requiring immediate
response from police, fire and ambulance. It is widely recognized the more times a call is
transferred the more likely an error will occur. When mistakes are made services are not properly
delivered and in some cases this can be deadly. The public expects rapid professional service when
they dial 911 and agency reputations suffer when it is not delivered. Finally, there is an increased
liability exposure when these types of mistakes or technological errors occur. It is difficult to
overstate this issue, as these are the mistakes the local and sometimes national media will focus on

when they happen.

Vil. Other General Considerations for Consolidation

Public Safety Radio — Thanks to a recent radio
interoperability project, Polk County public safety
agencies are all capable of interagency radio
communication. Polk County Dispatch can reach all
agencies on their frequencies and is already capable
of dispatching them. This substantially reduces the
possible logistical, technical and fiscal complexity of
consolidation. Also, see results from MN Statewide

Communications Interoperability (SCIP) and = i

| s
[

= T

Northwest MN Regional Radio Board (NWRRB) == = P ’_‘;‘TL“; —

for more information.

Source :MN Statewide Communication Interoperability Plan (SCIP)
Implementation Report, Nov 2010

CAD/RMS — The Polk County Sheriff’s Office, Crookston Police, and East Grand Forks Police all use
the same RMS provided by TAC10. Although they are all TAC10 users they do not have data
interoperability. They cannot easily access data between agencies without assistance. There are
differences in versions agencies are operating and Polk County and East Grand Forks are preparing
to move to a new .net web based version. Polk County operates CAD and has the ability to ship call
information directly to deputies in the field to MDCs (Mobile Data Computer) in their vehicles.
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

While both Crookston Police and East Grand Forks Police have MDCs they do not have CAD. Their

MDC's are capable of a number of tasks including running driver’s license information, checking on

warrants, and messaging.

The lack of data interoperability between agencies is troubling as in this rapidly improving

technological age the sharing of data has become
increasingly critical. Agencies in close proximate area
as in Polk County need to work closely and share
information rapidly. Data interoperability is a national
priority and grant funding has been available to assist
with some projects. CAD is also a valuable tool for
public agencies and the ability to send call information
to units in the field can be a significant benefit to
responders. Detailed information can be passed on
without using valuable radio airtime and destination
errors are reduced. In some circumstances this can be
lifesaving information. Presently, Polk County is the

only agency that has CAD available to them

Smaller PSAPs and dispatch
operations with smaller staff-
to-call ratios may often
present themselves as rich
opportunities for cost
reduction. But there are
several factors that are often
overlooked, including
adjacent responsibilities (jail),
etc. Several reviews have
shown that projected cost
savings are minimized, or
never materialized when
more of these factors are not
considered

Staffing requirements, management, and governance considerations should be discussed in more
detail as plans for consolidation are finalized. Several forms of governance exist and will depend on
what options are chosen. This may range from a contract with the dispatching agency, a joint

powers agreement, or a separate dispatch entity.

VIII. Consolidation Options — Summary
Given the analysis defined within this report, and the alternatives defined by the Polk County
Review team, it appears that several possible options exist for the future of dispatch services in Polk

County.
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

1. Combine all dispatch services through one dispatch center. Dispatchers at Polk County
would no longer transfer calls to any of the other agencies in Polk County. Dispatchers
would contact the correct agency and pass on the appropriate information.

2. Return to the past practice of handling all calls for Crookston Police at Polk County. This
would be a partial consolidation, as the other agencies would still have calls transferred to
them.

3. Maintain the status quo. No changes in public safety dispatching are made.

While this is an exploratory report, the Corban Group is recommending a move toward a single

consolidated dispatch center as a future direction for Polk County. Radio coverage, capital costs,

staffing requirements, CAD/RMS (Computer Aided Dispatch/Records Management System), and

revenue sources are all important considerations for this decision, and are recommended for further

study.
Polk County Dispatch Operations Potential — Key Benefits
Key Summary Benefit Description Potential Impact

Direct Cost Shift or Savings Cost savings / shift through workload re- $150,000 to $200,000
allocation Annually*

NG911 Cost Share/Avoidance Cost avoidance through non-duplicity in $40,000 to $350,000 **
meeting N G911 needs and requirements

Indirect Cost Savings Cost savings through reduced, hardware, $10,000 to $50,000
software, maintenance and support costs Annually ***

Service & Response Time Reduction in response time, and reduction 1% to 5% (TBD)****
in errors (and associated liabilities) due to
call hand-off

Data & Radio Interoperability Single point of aggregation for data, and Increase in Service and
single point for radio communications reduce in cost.

Platform For Growth: Centralized operations provide Increased ability to support
infrastructure, resources, capital and future needs, at lower cost
facilities for future requirements and
mandates

*See Detail section for cost discussion

** USDOT ITS Estimates show that for each call-taker position, as much as $164,000 could be needed for planning, acquisition,
and installation/implementation to upgrade to NG9-1-1: “Final Analysis of Cost, Value, and Risk” March 2009
***Conservative estimate

**** Estimate only - requires further review
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Polk County Dispatch Consolidation Review

Section Il — Review and Comparative Data - Detail

2. Consolidation Considerations and Benefits

IX. General Discussion
The consolidation of dispatch centers is not uncommon and has been a frequent occurrence in
recent years nationwide. Generally, these efforts succeed, but only when proper education,
preparation, and planning is done. Many issues are often variables when trying to make this
decision including: increasing demands for advanced training, interagency cooperation, and the
reduction of costs. In addition, questions will arise on how will it benefit agencies to participate, or
will they see a reduction in support/service. All of this must be considered when making the

decision whether or not to consolidate.

X. Potential Positive Impacts on Service Delivery
Perhaps the most important consideration for dispatch consolidation is how service to the agencies
and communities might be improved. What tends to complicate this in general, especially with
smaller PSAP/Dispatch operations assessment is the varying additional duties dispatchers have in
different agencies (jailer, clerical duties, desk duties, etc.). As noted previously, some consideration

must be given to these duties in order to realize the full benefit of consolidation.

a. Benefits of Consolidation - General
. Risk Reduction: Many calls are transferred from Polk County to several agencies
under the current structure. Transferring calls in this manner creates risk the call will
be delayed or lost. These delayed or lost calls also can create a general liability for
agencies. Eliminating this external transfer and keeping the call “in house” reduces

risk of error, delay, or loss
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. Overall Time-Response Improvement: By reducing external transfers, agency

response to calls would be improved by eliminating the general delay in transferring
those calls.

o Improvement in Staff Efficiency: Presently, dispatch services for Crookston Police are

provided by Polk County 75% of the time. If a minimal level of dispatch consolidation
were done some additional workload is created for Polk County. If Polk County
Dispatch managed these calls, at approximately one added call per hour it is not
enough on its own to warrant an increase in their staffing on its own, as the
preliminary reviews of staffing ratios show (see chart). Such a small increase in call
load could be absorbed by the existing staff at Polk County.

o Ability to Manage Large/Multiple Emergency: A consolidation may increase staffing

at Polk County, but in turn put them in a better position to handle a county or
municipal emergency. Frequently, only one dispatcher is on duty at Polk County,
which can be problematic if multiple emergencies occur at the same time. Should the
consolidation result in increased staffing it could provide improved service delivery
and decreased liability exposure.

. Maximum Allocation of Resources: As East Grand Forks uses police officers as

dispatchers this could allow for more officers to work on the street. The cost of a
civilian dispatcher is significantly less than the cost of a police officer or police
sergeant. As most agencies struggle with adequate street coverage this is an

opportunity to provide improved services to the citizens of East Grand Forks.

b. Benefits of Consolidation — Cost Reduction

. CAD Application: Maintaining up-to-date software in a dispatch center is an expensive

proposition and access to this technology is increasingly important. Currently, Polk
County is the only agency with CAD although the other agencies could benefit from it.
Staying current with CAD developments and recording systems is expensive and

necessary.
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. Next Generation 911: As the county PSAP, Polk County has increased responsibility to

respond to changing technologies. Next Generation 911 (NG 911) technologies are
requiring many dispatch centers to make significant investments to handle the new
ways people communicate (text, images, video, etc.). NG 911 at Polk County will need
to provide for emerging technologies such as advanced automatic collision
notification and medical alert systems. This initiative will also need to address
changing emergency communication and data transfer methods. Naturally,
technological advancements of this type create significant cost to individual dispatch
operations (up to $164,000 per call taker- DOT ITS), and consolidation can create
substantial cost savings through reduction of duplicated equipment.

¢ Other Communications Center Equipment: As with the NG911 equipment, other

equipment such as AVL/GPS, Radio infrastructure, recording equipment, alarm
interfaces require substantial cost for acquisition and for maintenance. As an example
recording equipment can vary significantly in cost. Depending on whether itis a
replacement of existing equipment, or adapting to accommodate the needs of an 800
MHz radio system (like the Minnesota ARMER system), the cost can range from
$50,000 to $150,000. Consolidation naturally presents opportunities to reduce
eliminate duplication

* IT and Technical Support: Consolidating into a single point of operations also reduces

the complexity and requirements for internal technical support as well as creating /
maintaining fewer interfaces or instances of an application can aid in reducing efforts

and associated costs.
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3. Other Consolidation Considerations

XI. Staffing
In most circumstances, cost savings in the reduction of the total number of employees is a primary
motivator for consolidation. Because of the systems designs for the agencies in Polk County this
may not be as clear. A quick breakdown on staffing at the involved agency will show how this may
or may not be a significant area of savings. Much will depend on individual agency decisions, but
clearly it will allow for increased productivity for those personnel where dispatching is a secondary
duty.

* Crookston Fire Department — At least one professional staff member is on duty at all times.
It would be an operational decision as to whether or not they would allow staffing to drop
to zero when call loads are lower.

* Crookston Police Department — Two Records personnel handle dispatching duties from 8:00
a.m. to 4:30 Monday through Friday. It is unlikely they would change their staffing level if
calls were no longer transferred to them. However, it does allow Records staff to focus on
their primary function and provide improved service to the public and the department.

* East Grand Forks Fire Department — At least one professional staff member is generally
available to receive calls at their fire stations. Again it would be an operational decision if
they would make a change if they no longer had to have a person available to take these
calls.

* East Grand Forks Police Department — Police officers and sergeants take turns with this
responsibility. One exception is a full-time civilian position (a former police sergeant) that
works as a dispatcher. Since East Grand Forks operates a jail/holding facility they would
need a person on-site when a prisoner is being housed. East Grand Forks would be left with
the decision to increase their field staffing or reduce staff if they no longer had to handle
dispatching duties.

¢ Polk County — Depending on the time of day and staff availability, Polk County will have one
or two dispatchers on duty at all times. As we will examine later in this document, taking on
the additional call load may or may not require additional on-duty staff. Some room for
efficiency does exist, as current personnel are not always fully tasked.
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XIl. Interagency Cooperation

From the conversations with the public safety agencies in Polk County it is clear a history of
cooperation is present in Polk County. With today’s uncertain financial situations it is imperative
that local governments deliver service as efficiently as possible. This means agencies must work to
support each other and avoid duplication of services. Certainly, each local government entity will
want to examine how service levels are affected when cost saving measures are undertaken. Polk

County is fortunate to have the foundation of cooperation already in place.

XHl. Do Agencies (and Community) Feel Need for Consolidation?

In our initial conversations agencies appear to be open-minded about the concept of consolidation.
Understandably, the degree of support or concern varies by agency. Agency leaders seemed to have
a very sensible attitude about the project. Their highest priority is providing the best possible

service delivery for their communities, while recognizing the need to be fiscally responsible.

XIv. Facilities

Polk County currently has three consoles in its dispatch center (a fourth is available in the EOC). This
would allow up to three dispatchers to work at any given time. With current call loads this is an
adequate work area to manage unless a sustained emergency occurred. In such a case the EOC
would likely be operationalized. The quarters in the existing dispatch center are quite close and

planning should be considered to address this particularly if a consolidation of services is pursued.

Many combined dispatch centers are located separately from any particular agency. This is partly to
allow for some autonomy from any particular agency and guarantee more independent governance.
Additionally, often times none of the involved agencies has the facilities to accommodate the
increased demand for space and new structures are needed. Not surprisingly, this is an expensive
undertaking and it only makes good sense to take advantage of existing capacities when possible.
However, in this situation it is essential proper governance be put in place to ensure responsiveness

to all agencies.
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4. Consolidation Options - Analysis

Polk County faces three primary consolidation options.

1. Combine all dispatch services through one dispatch center. Dispatchers at Polk County
would no longer transfer calls to any of the other agencies in Polk County. Dispatchers
would contact the correct agency and pass on the appropriate information. Individual
agencies would continue to be responsible for answering their general public calls that did
not require dispatching public safety personnel. In many circumstances these calls may
need to be redirected from the dispatch center as many people improperly use 911 for non-
emergency issues. A full consolidation would mean 911 calls would no longer be transferred
to fire stations. Dispatchers would assume the duty of answering the call and passing
information on to fire personnel.

2. Return to the past practice of handling all calls for Crookston Police at Polk County. This
would be a partial consolidation, as the other agencies would still have calls transferred to
them. This would free Crookston Police Records staff to better fill their primary role instead
of regularly being pulled away for dispatch duties.

3. Maintain the status quo. No changes in public safety dispatching are made. (See description
of current processes). Whereas this current configuration has provided effective service to
the communities for some time, several factors discussed in this report suggest alternative

choices.

The decision to consolidate varies in complexity agency by agency. Consolidating Crookston Police
calls would require the least change as 75% of the time Polk County dispatches Crookston calls. As a
result, no immediate technological issues need to be addressed and it becomes strictly an issue of

proper staffing.

East Grand Forks Police however use their dispatch personnel to deal with jail/holding cell duties
and walk in traffic. If consolidation were to take place alternatives would need to be developed to
deal with this change. Since arrestees may only be held for up to 16 hours, most of the time there

are no prisoners in jail, but should someone be housed agency personnel must be present. The
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alternative is to arrange for transportation of the prisoner to the Polk County Jail about 26 miles
away. Also, the presence of officers/dispatch personnel allows for 24-hour public access at the
police department. Although there are benefits to having this access, many agencies have chosen to
limit these hours for cost savings and adding officers to road duty. Alternative methods of contact
are generally put in place to allow a person use an emergency phone in the entry area and contact

dispatch to have an officer sent to meet them.

Fire departments have the choice of continuing to have 911 calls transferred to their respective
stations or use the consolidated service. Presently, fire personnel answering the call also respond to
calls. This means the call is ended when fire personnel respond. In a consolidated center a
dispatcher could remain on the line with the caller if necessary. This allows for updated information

to be passed on to responders if circumstances change.
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5. Other Consolidation Review and Analysis

Analysis: Workload Estimates

Each of the agencies provided information regarding call loads for either 2010 or 2011. Some
numbers are the results of estimates as not all call data is computerized. Since the Crookston Police
Department (CPD) dispatching is split between CPD and Polk County, those calls not entered into
Polk County CAD must be estimated. A two-week survey was used to come up with an estimate of
calls not included in CAD data. This data was annualized and included in the Polk County CAD data
for CPD. Call data for the Crookston and East Grand Forks fire departments is not broken out as
many of their calls would be double counted since they are reflected in Polk County calls as they
receive all 911 calls in Polk County. For the year, it is expected approximately 25,000 calls would

need to be handled in a consolidated dispatch center.

Table 1 Estimated Call Statistics for Polk County
Polk County CPD EGFPD
Emergency Calls 12,610* 7,645%* 4,765
Percent of total 50.4% 30.5% 19.0%

*Includes 911 calls for ambulance and fire

**Call counts are either 2010 data or projections of 2011 data

Determining staffing in a dispatch center is difficult, as by its very nature the work does not follow a
uniform nature. While certain times of day can be accurately predicted to have higher call volumes
an emergency can occur at any time of day and can place increased demands on staff. In addition
dispatchers handle a significant volume of administrative calls. We do not have accurate data to
determine these call loads, but not surprisingly these calls peak during normal business hours and
drop off during the overnight. Finally, dispatchers may be asked to assist in other functions such as,

monitoring juvenile center staff, building security, and walk in traffic.
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Using the call data we have we can make some estimates on staffing requirements in a consolidated
dispatch center. The chart below suggests what is a likely call pattern in Polk County as it mimics the
911 call pattern. This does not take into account all the duties of a public safety dispatcher, but

focuses on their primary duty.

Figure 1

Predicted Annual Polk County Call Volume by Hour

1800
1600
1400
1200
1000
800
600
400
200

It is difficult to estimate the duration of calls vary widely in content and dispatcher involvement.
While some may result in the rapid dispatch of public safety personnel, many others require the
dispatcher to stay on the line with a caller for an extended period of time. Likewise, public safety
responders may need a variety of support from the dispatcher, which may require additional time

on particular calls.

In reviewing administrative call volumes from other Minnesota counties one can reasonably
estimate the volume of calls for Polk County. Using comparable data Polk County would receive
approximately 500 hours of administrative calls a year. These calls are concentrated during day shift
hours and more so Monday through Friday from about 8:00 a.m. to 6:00 p.m. This would account
for an average of 12 minutes per hour." This would be combined with the 911 and other calls

resulting in the dispatching of public safety personnel.
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As Figure 1 shows the call levels change fairly dramatically by time of day peaking in the late
afternoon. The peak workload falls in the 5:00 p.m. hour (17 hour) with 1,676 calls distributed over
the 365 occurrences in a year this is 4.6 calls per hour. If each call averaged 2 minutes per call this
would take 9.2 minutes of work-time each hour.” Once you combine the administrative calls and the
public safety dispatch calls you arrive at 21.2 minutes of dedicated time per hour for peak workload.
The minimum workload occurs overnight where call levels may drop as low as 1.2 calls per hour at
the 5:00 a.m. hour (5 hour as reflected in figure 1). Naturally, there is significant variance from day
to day and weekday to weekend. While many calls are short some are not and some are bona fide

emergencies. This is the challenge of staffing an organization based on responding to emergencies.

In addition to answering calls dispatchers handle a significant amount of radio traffic from public
safety units in the field. These radio transactions are likely to occur several times per call and may
involve requests to check on drivers license status, warrants, or contact another party for them. All
these requests add to the dispatcher’s workload and are difficult to quantify. Since you are dealing
with potential life threatening emergencies staffing must allow for this. Some of the data used in
this analysis involves high-level estimates and if consolidation were more seriously considered a
deeper study would be required to finalize agency-staffing needs. However, when examining call
loads and comparing to other agencies on a population basis, current staffing levels at the Polk
County Dispatch Center could absorb most of the additional workload without adding staff. Some

accommodation would need to be made in scheduling to cover the highest call times.

In addition to considering workload, total jurisdictional population is also often considered in
dispatch center staffing. In the case of a consolidated public safety dispatch center in Polk County

they would be serving a county population of approximately 31,600." Naturally, this should not be
the only consideration as particularly large jurisdictions are able to achieve an economy of scale that
rural jurisdictions could not. For comparison purposes the following table compares some dispatch
centers in the region and inserts where a consolidated Polk County dispatch center would fit.

“Polk County Consolidated” as shown in Table 2 is estimation as to where Polk County would be
represented in a consolidated setting with an increased staffing level of nine total dispatchers. This
would be two more dispatchers than the current Polk County Dispatch Center staffing level. “Polk
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County Current State” represents where the current Polk County Dispatch Center would land with

present staffing levels (this removes East Grand Forks from the population consideration).

Table 2 Dispatcher per Population Comparison
B e N el

Grand Forks PSAP Grand Forks, ND 1to 4,776
Metro Communications Sioux Falls, SD 1to 4,749
Bismarck/Burleigh Bismarck, ND 1 to 4,065
Worthington/Nobles County Worthington, MN 1to 3,786
Polk County Consolidated Crookston, MN 1 to 3,500
Polk County Current State Crookston, MN 1to 3,286
Pennington County Rapid City, SD 1to0 3,059
Lyon County Marshall, MN 1to 3,030
Redwood County Redwood Falls, MN 1to 2,587
ND State Radio Bismarck, ND 1to 2,278

This estimate is consistent with information gathered for a central Minnesota dispatch consolidation

(Public Safety Answering Point Consolidation Group, October 6, 2010).

To provide some further depth to the examination a comparison of the number of dispatchers to
the number of 911 calls is also a consideration. This is arguably the most important duty of a public
safety dispatcher requiring their undivided attention. The following table provides some reference
for dispatch centers and 911 call loads in the region and again inserts were a consolidated Polk

County dispatch center would fit.
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Table 3 Dispatcher per 911 Call Comparison

Metro Communications Sioux Falls, SD 1to 2,716
Grand Forks PSAP Grand Forks, ND 1to 1,598
Pennington County Rapid City, SD 1to0 1,505
Bismarck/Burleigh Bismarck, ND 1to 1,106
Polk County Consolidated Crookston, MN 1to 950
ND State Radio Bismarck, ND 1to 625

Currently, the Polk County Dispatch Center has seven dispatchers and one supervisor. The
supervisor also has additional duties as the Emergency Management Coordinator. Assuming the
total existing staff of eight were all included in the consolidated center we are recommending an
additional two dispatchers would be required. With this added staff and responsibility it would also
be preferable if the dispatch supervisor’s sole responsibility were to management of the center. To
assist with the management and supervision of the dispatch center it is further recommended one

of the dispatchers be promoted to a “lead dispatcher” position.
The addition of the staff would allow for better coverage during higher call times and allow for more
flexibility in scheduling. The estimates made in the earlier tables assume an addition of two

dispatchers. A final determination of required staff should include all involved agencies.

Analysis: Financial Considerations

Since staff costs are always a significant consideration to any project we provide some possibilities in
a Polk County consolidation. Besides Polk County, only the East Grand Forks Police staff a dispatcher
24 hours a day. For the other agencies, any staff with dispatcher responsibilities provide this service
in addition to their primary function. To staff a position twenty-four hours a day it takes between
four and five employees. If East Grand Forks Police no longer operated a dispatch center and did
not provide 24-hour front counter access they could consider reducing staff or assigning them to
other duties. It is not unusual for police departments to not have 24-hour front counter access.

Should someone come to the police department a phone is usually in place to the dispatch center to
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send an officer to meet them. Table 4 outlines what the financial impact would be if a staff

reduction occurred and the increase in staff occurred at a consolidated center.

Table 4 Consolidated Staff Cost Considerations
Annual Cost Position Impact Annual Cost
Impact ‘
EGF Police $63,678 -4 -$254,712
Officer/Dispatcher
Consolidated Dispatcher $43,428 +2 $86,856
Annual Savings $167,856

The estimates in the table are made by considering a mid-level police officer position and a
beginning level dispatcher position. Since East Grand Forks uses rotating officers and sergeants to

fill this position it a reasonable cost estimate to use.
Any ultimate determination would have to be made after a complete study of work responsibilities.
Other work process issues would have to be considered including prisoner holding practices or

transporting prisoners to the Polk County Jail in lieu of holding.

Analysis: Non-dispatch Related Implementation Considerations

Each agency uses dispatch personnel to accomplish duties that are not specifically related to public
safety dispatch functions. Naturally, this workload must be addressed before implementing any
consolidation. For some agencies the dispatch function is a secondary function and eliminating this

task would not likely change their duties.

For these reasons, we recommend each of the potential partners perform a detailed time study to
completely assess these duties. For the fire departments it is not likely any change in dispatch
function would affect their workload, as it is a small part of their duty. For Crookston Police it is also
not likely to result in a significant impact. The primary examination is for the East Grand Forks Police

Department and dealing with considerations of holding cell use and public walk-in traffic.
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A time study of this type should not create a significant amount of work and should simply involve
taking a few minutes each day to record tasks performed and the time required to complete. Once
this is complete it is a matter of determining if the tasks should be shifted to other personnel,

require added support staff, or if the tasks should be eliminated.

Analysis: CAD/RMS

CAD systems are a significant benefit for dispatch centers and public safety responders. This is
particularly true when this information can be transmitted directly to units in the field. This allows
more thorough information to be passed on to responders including address information, cautions
and warnings, and other miscellaneous information that may not be appropriate for radio
transmission. These systems also allow for the electronic storage of data and the rapid retrieval of
this information when necessary. Dispatchers are also better able to keep track of units in the field
and their status (AVL). This allows for more efficient handling of calls for service. The current
deployments of TAC10 software CAD and RMS at Polk County could benefit substantially from
consolidation, potentially providing the ability to share and view CAD and other information across
agencies. Itis recommended that further analysis be performed to determined best course of

action for systems consolidation, as significant service improvements may occur as a result.

Additionally, Polk County agencies create a large volume of data in their everyday operations and
public demands for information are expected to be rapidly and completely met. The TAC10 RMS
application allows agencies to meet a wide range of data management needs such as:

* Calls for service

* Incident reporting

* |nvestigative case management

* Traffic accident reporting

e (Citations

*  Civil Process

* Orders and restraints

* Asset management
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* Analytical support (crime analysis)
The Polk County TAC10 system and other RMS vendors are capable of handling interagency data
needs and allowing for the rapid sharing of information. Since Polk County, Crookston, and East
Grand Forks all already use this information it is worth exploring intra-county and regional, state and

Federal sharing initiatives such as CIBRS, N-Dex, etc.

Analysis: Dispatch Center Building and Location

In reviewing the space currently used for dispatch functions in Polk County only one current site has
the capability to house a consolidated dispatch center. The Polk County Dispatch Center has the
existing terminals and space to house the dispatch personnel that would be required. Admittedly
the workspace is tight and does not allow for much additional space for storage or expansion.
Although this is outside the scope of this report, future consideration would need to be given to
expansion or relocation if consolidation was completed. Since this dispatch workspace was

constructed relatively recently it could meet the immediate need.

To briefly consider how communications would be addressed if Polk County Dispatch were disabled,
an arrangement is already in place to use Norman County, MN as a back-up to handle 911 calls if
Polk County Dispatch were disabled. A back-up dispatch terminal is currently in place in the Polk
County EOC. In addition, Polk County has a communications trailer to assist in a short-term
emergency. Itis possible to use the Crookston Police Department for radio communications if an
emergency required it. Should a consolidation move forward consideration should be given to
establishing a more formal back-up dispatch location outside of the Polk County site. This could be

in Crookston or East Grand Forks if facilities allowed for it.
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6. Recommendation and Next Steps

Recommendation

This report is a high level examination of the issues confronting Polk County and the future of public
safety dispatch services. From this initial review it seems apparent all parties would stand to benefit
from the consolidation of dispatch services. Current workloads for the individual agencies and those
providing the dispatch service would seem to be an inefficient use of personnel. Additionally, the
current system involves using staff whose primary function is something other than dispatching,
with the exception of Polk County. Several potential benefits from a consolidation are apparent.

* Improved public service — Calls would no longer need to be transferred to other agencies for
aresponse. This reduces the risk of losing a call or critical information for the public safety
responder.

* Further professionalization of dispatchers through improved training and practice in their
primary function.

* Total cost saving by reducing the number of employees or rededicating them to their
primary task. Resulting in an overall improvement in public satisfaction.

* Only a modest increase in staff would be required and existing staff could absorb most of
the workload.

* More easily prepare for upcoming technological advancements such as Next Generation
911.

* Improved interagency communication. Dispatchers would have a minute-by-minute
understanding of what is occurring all over Polk County. The need of additional support
could be quickly and easily communicated to other agencies.

* At a minimum, the complete consolidation of services with the Crookston Police would be a

necessity.

Ensuring radio communications would be adequately evaluated in a consolidation is critically
important. It is the recommendation of The Corban Group that an in-depth assessment of the radio
communications equipment and infrastructure in Polk County be conducted prior to any

consolidation. While radio communications interoperability is already in place, any coverage,
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programming, or connection issues need to be measured. This may involve calculating any costs

created for phone lines, microwave, fiber connections, or other costs created by the consolidation.

It is our recommendation the agencies in Polk county pursue the consolidation of public safety
dispatch services. The potential benefit to the agencies, staff, and the public seem evident. This

benefit is not only in service level, but also in the long term saving of public tax dollars.

Next Steps

If Polk County agencies agree to pursue the concept of consolidated dispatch service it is critical a
well-formulated plan be developed. Inadequate planning and preparation have derailed many
projects of this nature. Change of this magnitude can be unsettling to staff and agencies and is
worthy of careful consideration. Employees will understandably want to know how will their service
level be impacted. Will the consolidated dispatch personnel understand the particular needs of
their community? Will they understand the consistent problem areas, chronic callers, and
geography of their community? While it is impossible to allay all of these concerns proper planning

can mitigate many of them.

This initial examination is a good first step. The next step is to bring together the involved agencies
to discuss the level of interest in moving forward. If some level of consensus exists, a steering
committee should be constructed to pursue the in-depth investigation that will be required. This
committee does not necessarily need to be made up of agency heads, but more importantly the
personnel who possess the best working knowledge and future involvement in the consolidation. A
word of warning, a successful consolidation can easily be derailed or delayed if agency heads or

critical staff choose to set up roadblocks, or if they are not sincerely supportive of the project.

Once the initial conversation is completed and steering committee is constructed, several additional
steps are critical.
* Meet with agency personnel to inform and discuss with them what is taking place. Involve
line level staff in the project either on the steering committee or in a sub-committee

function.
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¢ Set up aregular method of keeping staff up-to-date with what is occurring.

* Establish a system of governance for the consolidated center.

* Determine a plan of cost sharing among the agencies or political subdivisions.

¢ Establish standards for policies and procedures. Undoubtedly, each agency will have
differences in radio practices; call distribution, and expectations of dispatch personnel.

* Examine the options for CAD/RMS use. As some agencies do not presently use CAD this may
require some added cost in licensing or equipment. Also, decisions would need to be made
to pursue shared RMS, which could also result in licensing or equipment cost. However,
since the law enforcement agencies are already using the TAC10 system this may be fairly
economical if TAC10 has the capability.

* Set up training for dispatch personnel and introduce them to new jurisdictions. It can be
helpful to arrange to meet the staff in other agencies and provide ride-along opportunities.
Have field personnel spend time in the dispatch center to better understand the demands of

dispatching and open lines of communication.

The potential for the most extensive change exists for the East Grand Forks agencies. Specifically,
the East Grand Forks Police Department would face the most change if consolidation occurred. In
this case, internal discussions within the department and the city should be initiated to identify the
present and long-term impacts prior to creating the steering committee or agreeing to move

forward.

Circumstances like this provide agencies with the opportunity to examine work processes, methods
of operation, and staffing levels. The challenge is to openly consider changes in practice that may
have been in place for years. Personnel should be encouraged to be innovative in their thinking,

consider what is being done elsewhere, and how might it fit in their own communities.
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Appendix | = Flow Chart of Current 911 Call Process

Receive 911
Call

Polk Co SO
(TAC10 CAD)
(GeoComm Map)

e

CG The Corban Group

CORBAN

PCSO County Call Crookston East Grand Forks
/ Call Call
Polk County / \ / \
Dispatch Call for Police Fire Call LE Call Medical
dispatches or Call
Deputy, Rural Ambulance
Fire and / \
Ambulance v "_ )
v - Callis Callis PC Dispatch
PC Dispatch Callis transferred transferred Calls Grand
Dispatches tl.'ansferred_to to East to East Forks 911 to
Police and pages Fire Hall - Fire Grand Forks Grand page out
Ambulance Hall pages out PD-PD Forks Fire - Altru
resources dispatches Fire hall Ambulance
officers to pages out
call resources

Polk County Dispatch CAD’s all 911 calls but does not receive any status of clearing from East Grand Forks Police, Fire or

Ambulance.

Polk County Dispatch receives all admin and “calls for service” calls for the county 24/7.

Polk County Dispatch receives admin and “calls for service” calls for City of Crookston after hours (after 4:30 M-F, weekends,
and holidays). These calls are put in the Polk County CAD system, usually with dispositions.

7£2 717 1ERA
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Appendix Il — Opportunities for Growth
“....Consolidation provides a platform for efficiency and future growth”

I.  Combined Operations - Software and Systems

As operational software from TAC10 is deployed at PCSO and EGFD, there are substantial
opportunities for cost savings and service gains. In a consolidated dispatch operation, a single
instance of Computer Aided Dispatch (CAD) can be utilized. This not only reduces the complexity of
the overall Polk County dispatch and communications environment, but it also provides the
following potential benefits / opportunities:

* Ability to integrate from a single CAD to RMS, County Wide
* Ability to integrate from a single CAD to Mobile, County Wide
¢ Ability to integrate from a single CAD to Civil, County Wide

There are also a couple of areas of potential direct cost savings that may be a part of a
consolidation effort that would require further discussion:

* Reduction in number of software costs CAD licenses
* Reduction in systems and CAD support costs

Il. Combined Operations - Information Exchange /Sharing

In parallel with the software and systems opportunities, there are several benefits / opportunities
for data exchange that would arise form a consolation effort:

* Ability to reduce and eliminate duplicate data entry between systems
* Ability to reduce and eliminate duplicate data entry between Agencies
¢ Ability to perform county —wide data searches

* Ability to share (in/out) data with State and Federal sources

Most of these items above in both categories require further investigation, and most will
require additional resources and cost to initiate and complete. Also, as several of these
initiatives are underway in one form or another already, any consolidation process should
reviewed for possible integration with those efforts.
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Appendix lll - Benefits and Issues

Key Benefits/Issues and Consolidation Types

Model Comparison Summary Full Partial Co-location* Hybrid
Chart Key Issue Consolidation Consolidation Consolidation

Potential for Service High Medium Low - High High

Improvement

Potential for Cost Savings Low - High Low - Medium Medium Low - High

Potential for Improved High Low - Medium Medium High

Communication

Potential Benefits from High Medium High High
Shared Technology

Potential for Training High Medium Low High
Consistency

Potential for Organizational High Medium Low High
Expansion

Degree of Control Loss High Medium Low High
Degree of Change for High Low - High Low High

Management of Non-
Dispatch Tasks

Source: Public Safety Answering Point Consolidation - A Guidebook for Consolidation Strategies, MN DPS and
Governors Workgroup, December 2009
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Polk County Dispatch Consolidations Review

Preliminarv Review of Opportunities for Consolidations

Document Footnotes

'This estimate is consistent with information gathered for a central Minnesota dispatch
consolidation (Public Safety Answering Point Consolidation Group, October 6, 2010).
"This estimate is consistent with information gathered for a central Minnesota dispatch
consolidation (Public Safety Answering Point Consolidation Group, October 6, 2010).

" According to 2010 census
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Next Generation 9-1-1

From Wikipedia, the free encyclopedia

Next Generation 9-1-1 (abbreviated NG9-1-1) refers to an initiative aimed at updating the 9-1-1 service
infrastructure in the United States and Canada to improve public emergency communications services in
a wireless mobile society. In addition to calling 9-1-1 from a phone, it intends to enable the public to
transmit text, images, video and data to the 9-1-1 center (referred to as a Public Safety Answering Point,
or PSAP). The initiative also envisions additional types of emergency communications and data transfer.
(11 This NG9-1-1 infrastructure is intended to replace the current services over time. The National
Emergency Number Association (NENA) first identified the need for NG9-1-1 in 2000, and started

development actions in 2003, and is nearing full definition and standards for NG9-1-1."! Since 2006, the
US Department of Transportation (DOT) has been leading their NG9-1-1 Initiative, a research and

development project aimed at advancing NG9-1-1.!
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Purpose and history

Planning for NG9-1-1 started in 2000 and was published in NENA's Future Path Plan in 2001.1%!
NENA's NG9-1-1 Project began in 2003 and continues to an ultimate goal of establishing national
standards and implementation plans to accomplish advanced 9-1-1 systems and services. Public safety
communications experts recognized that the nation's current 9-1-1 system was not capable of handling
the text, data, images and video that are increasingly common in personal communications. The stated
goal of the USDOT project is to: "To enable the general public to make a 9-1-1 “call” (any real-time
communication — voice, text, or video) from any wired, wireless, or IP-based device, and allow the
emergency services community to take advantage of advanced call delivery and other functions through

new internetworking technologies based on open standards.">)
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The project is aimed at ultimately establishing a national architecture for an NG9-1-1 system that would
meet these goals, and to create a transition plan for NG9-1-1.

The "Proof of Concept" phase of the DOT project was completed in 2008, and a report was issued on the
results of a proof of concept demonstration conducted over the course of that year.!®! That report has
served as the basic blueprint for planning and implementation of these capabilities. Actual
implementation of these capabilities is expected to take several years, and will require changes to

existing communications infrastructure, as well as changes to the way PSAPs operate.!”!

Enabling Technology

The NG9-1-1 vision relies on an Emergency Services IP Network (ESInet) to deliver voice, video, text
and data "calls" to the PSAP. The protocol used for delivering these "calls" will be the Session Initiation

Protocol (SIP), or IP Multimedia Subsystem (IMS, which incorporates SIP).!®! The functional and
interface standards developed by NENA describe general SIP and IMS-based architectures that allow
responsible agencies flexibility in developing an infrastructure to support the envisioned features of

NG9-1-1.7
Statutory Authorization

The 911 Improvement Act of 2008 "% requires IP-enabled voice service providers to provide 9-1-1
service, allows state and tribal fees to pay for such services, and directs the Federal Communications
Commission to gather information to facilitate these services. The Act also provides for grants to public
agencies, and requires the E-911 Implementation Coordination Office to develop a national plan for
migrating to a national IP-enabled emergency network.

Today's 9-1-1 vs. Next Generation 9-1-1

In today's 9-1-1 environment, the public can primarily make only emergency voice calls and Teletype
calls (by deaf or hearing impaired persons). Only minimal data is delivered with these calls, such as
Automatic Number Identification, subscriber name and Automatic Location Identification, when
available.

In the Next Generation 9-1-1 environment, the public will be able to make voice, text, or video
emergency "calls" from any communications device via Internet Protocol-based networks. The PSAP of
the future will also be able to receive data from personal safety devices such as Advanced Automatic
Collision Notification systems, medical alert systems, and sensors of various types. The new
infrastructure envisioned by the NG9-1-1 project will support "long distance" 9-1-1 services, as well as
transfer of emergency calls to other PSAPs—including any accompanying data. In addition, the PSAP
will be able to issue emergency alerts to wireless devices in an area via voice or text message, and to

highway alert systems.!!’
Example scenarios

e Deaf and hearing impaired persons in the U.S. today sometimes use TTY or TDD
(Telecommunications Device for the Deaf) devices or interpreting services to contact 9-1-1.
Many deaf people use text messaging and instant messages to communicate with others, but
unfortunately, today's 9-1-1 is not equipped to accept this media. In the NG9-1-1 environment,
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they will be able to place such a call by sending a text message from their cell phone. They
will be able to carry on a text conversation with a 9-1-1 operator, and even send pictures or

video when necessary.!'%!

In the event of a major highway accident involving multiple vehicles, including a hazardous
material vehicle, the local 9-1-1 center may receive many calls from different motorists. This
can cause the center to be overloaded with calls, leading to initial confusion of the locations of
the multiple crashes. The confusion can delay response times for the necessary equipment and
services, which can, in turn, cost lives and delay return to normal traffic flow. In the NG9-1-1
environment, everyone in the vicinity with an internet-connected device can be automatically
notified to avoid the area. Highway message signs, and the 5-1-1 system can also display the
warning. Any involved vehicle with an Advanced Automatic Collision Notification system
automatically sends important crash data to the 9-1-1 center, which can dispatch Medivac

helicopters even if the passengers are unable to respond.!*!

Stakeholders and technologies involved

Many pieces of the existing communications and data infrastructure will require modification to make
NG9-1-1 a reality. The private companies and public agencies that provide these goods and services will
be significantly affected. Chief among these are:

Telecommunications equipment and service providers

Information technology equipment and service providers

Telematics, including Advanced Automatic Collision Notification

Hazmat (Hazardous materials) security alerts to or from commercial motor carriers or rail
carriers

Integration of Intelligent transportation systems with public safety communications systems
[14]

Security alarm notification system providers

Other major stakeholders include:

State and local 9-1-1 agencies

Public safety and emergency management agencies

Emergency services industry

Federal departments, including Transportation, Commerce, Homeland Security, Justice and
the Federal Communications Commission

National organizations with active interests in 9-1-1

IT research community

Standards community

Major contributors and stakeholders in the standards community include:

NENA (National Emergency Number Association)

NAED ([National Academy of Emergency Dispatch])

APCO (Association of Public-Safety Communications Officials-International)
IETF (Internet Engineering Task Force)

TIA (Telecommunications Industry Association)
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The DOT's NG9-1-1 Initiative looks to facilitate the involvement of all these stakeholders going forward

in order to develop the architecture and migration plan necessary to make NG9-1-1 a functional reality.
[15]

Public network infrastructure impacts

In order for a useful connection to be made between the Public Safety Answering Point and person
reporting the emergency, a number of changes need to be made to the existing infrastructure. For
example, if a user is sending a text message, perhaps with video attached, the data needs to be routed to
the PSAP that serves the area where the person is currently, and the location of the wireless device must
accompany the message. The person's wireless carrier will receive the message first, then forward the
message to the appropriate PSAP along with the location information. Since several different protocols
may be used by the wireless device (SMS or XMPP text messaging, MMS (Multimedia Messaging
Service) or Wireless Application Protocol for multimedia), translation to a common protocol may be
required prior to forwarding. In the case of Advanced Automatic Collision Notification data, the service
provider must be able to similarly route this data, along with location data to the PSAP serving the area
where the collision occurred. For the PSAP to be able to send out automatic notifications to all wireless
devices currently operating in the area of an emergency, a similar routing mechanism must exist in the

opposite (outgoing) direction. Here again, the wireless carrier will be forwarding information.!!®!

PSAP infrastructure impacts

Local PSAP network impacts

A High availability IP infrastructure interface will be needed at the PSAP for it to be able to send and
receive all this data. A key element of this will be equipment and software to support VoIP
communications. Internal routing of the emergency communications to the appropriate systems (i.e. text,
picture and video data to the Computer-assisted dispatch system, and simultaneously to the
communications recording system) will require modifications to the existing PSAP network equipment
and software. Some of these changes will be non-trivial.

Local wireless infrastructure impacts

Since some of the emergency communications data will have to be forwarded to field units such as
police and fire vehicles, changes will be required to the software running on the terminals that receive
the data, and on those that transmit the data.’¥) If the existing wireless communications system is Project
25 compliant, little or no change will be required to the transmit/receive equipment itself, since it

already supports transmission of any type of data.l!”!

Communications recording system impacts

The NG9-1-1 test plan requires that these new types of emergency communications (text, pictures,
video) be recorded along with the voice communications that have traditionally been recorded. Most
existing communications recorders are not capable of recording anything other than audio, and major
changes may be required to bring these devices into NG9-1-1 compliance. This may require a significant
investment on the part of the PSAP if the existing equipment cannot be modified to support the new
requirements.
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Human resource impacts

There will also be significant operational impacts on the PSAP "call takers", dispatchers (those who
dispatch emergency vehicles and personnel), and on their managers. Workloads are expected to increase,
and significant new training will be required for those responsible for responding to these new
communication types. Similar impacts on both public and private emergency response providers, and on

Telematics and medical services providers are also anticipated.P/'8!

Accessibility

Various features of NG9-1-1, including text-messaging and picture messaging, provide accessible
features for those who cannot use a regular telephone. It is also considered as a long term replacement
for the use of TDD/TTY devices for the deaf, currently in use with 9-1-1. TDD/TTY devices are
considered legacy systems, and may be replaced by other real-time text technologies that transmit text as
it is being typed. In Europe, real-time text is used in Reach 112 emergency service trials
(http://www.reach112.eu) . Reach 112 is an European equivalent of the accessible features of NG9-1-1.

See also
m 9-1-1

& Enhanced 911
m PSAP
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AGENDA ITEM# 2

Request for Council Action

Date:  June 25,2012

To:  East Grand Forks City Council, Mayor Lynn Stauss, President Craig Buckalew, Council Vice
President Wayne Gregoire, Council Members: Marc Demers, Henry Tweten, Greg Leigh, Mike
Pokrzywinski and Ron Vonasek.

Cc: File

From: Greg Boppre, P.E.

RE: 2012 City Project No. 6 — Pool Repairs - Bid Results

Background:

The City received two(2) bids for the above referenced project, with the low bidder being ICS, Inc. The
following is the history of the project budget breakdown:

[anuary-RCA May - RCA [une — Bid
Construction $1,248,141.00 $1,319,080.00 $1,523,736.00
Plans/Specifications $112,333.00 $118,717.20 $137,136.24
Construction Administration $62,407.00 $65,954.00 $76.,186.80
Contingencies $124.814.00 $131,080.00 $152,373.60
Administration $12,481.00 $13,190.80 $15,237.36
TOTAL PROJECT COST  $1,560,176.00 $1,648,022.00 $1,904,670.00

Recommendation:
Authorize the base bid to ICS, Inc.

Enclosures:

January 30, 2012 RCA
May 3, 2012 RCA
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EA pc 3100 Demers Avenue, Grand Forks ND 58201 | TELE 7017753000 | FAX 701.772.3605

EGF Pool Renovation
Bid Opening: June 14, 2012 at 10:00 AM

Cost Estimates vs. Actual Bids

BIDDER: ICS, Inc. (ND 20742)

BASE BID
ltem No. Description EAPC Estimate Actual Bid
1. Swimming Pool Improvements ...........ccccoeeiieiiniiiiieinieeee $ 1,332,337.00 $ 1,523,736.00

ALTERNATES

ltem No. Description EAPC Estimate Actual Bid
A1 CONCESSION AA.....ccueiuieniiiiiricteeee ettt st nee s $ 23,000.00 $ 10,280.00
A-2  Aquatic “Mushroom” Fountain at Wading Pool........................ $ 22,000.00 $ 23,100.00
A-3  New Chain Link FENCE ......coiiiieieiiee e $ 20,000.00 $ 11,715.00
A-4  Upgrade to Aluminum Picket Fence ........c.cocevevineiinnccnennne. $ 120,000.00 $ 131,461.00
A-5 Four (4) Deck Cabana Sun Shelters...........cceecevverereereninnen. $ 26,000.00 $ 12,155.00
A-6 Replace Flume Slide & Platform ...........cccoovioiiiiiiiniieee, $ 64,000.00 $ 25,000.00
A-7 Delete Family REStroomS.........cccccveivieiiieiieeseeceeecvee e $ (24,000.00) $ (6,380.00)
A-8 Delete zero entry @ wading pool, use lift instead................... $ (10,000.00) $ (11,220.00)
A-9 Electrically Operated Pool COVErS ..........coeeveeeveeciieirieecreenen, $ $ 38,500.00
M-1 Replace Water Heater & FIue ..........c.cccveecveecieiieccicnieeeee, $ 4,500.00 3 11,275.00
E-1  Electrical for CONCESSION......ccccvririeiiiriieeeceese e $ 1,800.00 $ 3,388.00
E-2 Electrical for Water Heater & Flue ..........cccoeieiiiiiiiici $ 400.00 $ 280.00

MAJOR SUBCONTRACTORS

Mechanical: __Lunseth Plumbing & Heating

Electrical: Bergstrom Electric

Pool Equipment: __ Natare
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EGF Pool Renovation
Bid Opening: June 14, 2012 at 10:00 AM

Cost Estimates vs. Actual Bids

BIDDER: Innes Construction (MN BC007703)

BASE BID
ltem No. Description EAPC Estimate Actual Bid
1. Swimming Pool Improvements ..........c.cooeveveiiiiiniiiinicenns $ 1,332,337.00 $ 1,543,357.00

ALTERNATES

Item No. Description EAPC Estimate Actual Bid
A1 CONCESSION AMBE ....ceeeeeecririieitrie e r e $ 23,000.00 $ 9,600.00
A-2 Aquatic “Mushroom” Fountain at Wading Pool....................... $ 22,000.00 $ 22,400.00
A-3  New Chain Link FENCE ....c.cooveiiiiiiiiiii e, $ 20,000.00 $ 11,700.00
A-4 Upgrade to Aluminum Picket Fence ........c..ccccooviiiiiinnnenn. $ 120,000.00 $ 133,000.00
A-5 Four (4) Deck Cabana Sun Shelters...........ccoovrvenieeennennnnnn. $ 26,000.00 $ 13,000.00
A-6 Replace Flume Slide & Platform .........cccocveeeeiiiiiiniinn 3 64,000.00 $ 27,000.00
A-7 Delete Family ReStrooms.........cooeecvrcriiciiiniciece e $ (24,000.00) $ (2,000.00)
A-8 Delete zero entry @ wading pool, use lift instead................... $ (10,000.00) $  (11,200.00)
A-9 Electrically Operated Pool COVErS ..........ccccviiiiiiiniinieneennens $ $ No Bid
M-1 Replace Water Heater & FIUe ........ccocooeieviniiiiiiciniiee, $ 4,500.00 $ 11,480.00
E-1 Electrical for CoONCeSsSION.......ccceeieriiiecceriiciiiee e $ 1,800.00 $ 3,400.00
E-2 Electrical for Water Heater & FlUe .......c.coccoeveiiiiiiiiiiiiicnns $ 400.00 $ 280.00

MAJOR SUBCONTRACTORS

Mechanical: __Lunseth Plumbing & Heating
Electrical: _ Bergstrom Electric

Pool Equipment: __Custom Pools and Natare
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