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EXECUTIVE SUMMARY

This study was commissioned by the Cities of Clyde Hill, Medina, Mercer Island,
Kirkland and Bellevue and the Woodinville Fire District (collectively, the “Participants™)
to provide an initial needs assessment regarding the feasibility of a new regional public
safety communications/dispatch agency (‘“Regional Dispatch Agency”). The Participants
express a strong degree of support for proceeding with a regional dispatch agency, based
on the belief that it will provide a significantly higher level of service for the public and
enable partners to realize significant cost efficiencies. There is strong alignment of
interests with regard to most of the functions to be provided by such an agency, as well as
the general governance parameters involved. Additional work is needed in the near-term
to confirm commitment to a timeline for the project (short-term or long-term), as well as
the extent to which records management system (RMS) services should be incorporated
into the agency scope. These decisions should be made before proceeding further.

Based on the responses from Participants, a Regional Dispatch Agency should seek to
provide:

police, fire and aid (Emergency Medical Service/Medic 1) dispatch

800 MHz radio maintenance and management (EPSCA' function)

radio console maintenance and maintenance supporting computer platforms
strong operational linkage to a common wireless mobile data terminal
(MDT) system

0O O O O

Participants further agree that these systems should be supported by an integrated
CAD/RMS? system. Additional study is required in the near-term to determine the extent
to which RMS services should be provided by the new agency. Questions include:
should Participants continue to operate non-compatible RMS systems? Should RMS
software be compatible but operations continue independently? Should RMS be
completely unified at one location (with local access) as is true in Pierce County? To
what extent should fire districts and departments also be moved to employ the same RMS
system as police? How will MDT/AVL? systems operated by police and fire agencies be
impacted and what options (and costs) are associated with ensuring MDT/AVL systems
are compatible with a regional CAD/RMS system?

All participants identified the EPSCA* governance model as a generally desirable
structure for a regional dispatch agency. Specific governance aspects that were agreed
upon include:

! Eastside Public Safety Communications Agency.

* Computer Aided Dispatch/Records Management System.
? Mobile Data Terminal/Automatic Vehicle Locator.

* Eastside Public Safety Communications Agency.
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o A stand-alone agency, managed by a joint board, supported by technical
boards overseeing day-to-day management

o Professional, high quality management selected by, and reporting to, the
joint board

o A highly participatory agency culture in which those owning or served by the
agency have a meaningful ‘“voice” in decision making

o Ability to provide contract services to subscribers, as well as members

o Desire to use and empower technical advisory boards

There is a wide array of potential barriers to be addressed if the project proceeds. The
incompatible CAD/RMS and MDT/AVL systems in which Bellevue and Kirkland have
recently invested raise major issues: will jurisdictions be prepared to abandon significant
system investments in order to achieve this project? Will other partners be willing to
reimburse stranded costs of these investments? Success will require early clarity
regarding governance and decision making, and a major effort to align business practices
of participating police and fire operations. It will also require strong political and
managerial support, adequate resources and strong project management. The three
different unions representing dispatch and records employees should be engaged in
problem solving at an early stage. Formation of the governing agency should also take
place at an early phase of implementation in order to fund start up costs, hire project
management, and hire a communications center manager to assist with development,
implementation and ultimately operation of the new agency.

Conclusion: There are compelling reasons to proceed with this effort in terms of
efficiencies and effectiveness of service delivery. There are several successful models of
regional dispatch operations in the Puget Sound Region from which to draw upon. The
strong commonality of interest between the Participants is an important foundation upon
which the project may build. The project is however, very challenging in terms of the
complexity of technical and operational issues, as well as the complexity of political and
relationship challenges. It will require strong leadership to successfully complete the
project, a commitment to collaboration, a commitment to change, as well as a
commitment of adequate resources and staffing.
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Eastside Regional Public Safety Communications Initiative:
An Initial Needs Assessment

June 28, 2004

Introduction: This study was commissioned by the Cities of Clyde Hill, Medina,
Mercer Island, Kirkland and Bellevue and the Woodinville Fire District (collectively, the
“Participants”) to provide an initial needs assessment regarding the feasibility of a new
regional public safety communications/dispatch agency (Regional Dispatch Agency).
The questions in the scope of work for the study may be paraphrased as follows:

e [dentify the scope of services and long-term investment involved in the separate
communications operations operated by the Participants

¢ [dentify common interests between the Participants with respect to establishment of a
new regional dispatch agency

e With the assistance of city budget staff, perform an analysis to compare budgets of
the three communications/dispatch centers now operated by the cities of Mercer
Island, Kirkland and Bellevue

¢ [dentify the appropriate scope of services to be provided by a Regional Dispatch
Agency

¢ [dentify and address potential barriers to implementing a Regional Dispatch Agency

e [dentify criteria for evaluating whether a jurisdiction should be a member or a
subscriber of the new agency

¢ [dentify a timeline and next steps for establishing a Regional Dispatch Agency

Work began on the study in late March 2004 and was concluded in June 2004, following
a review of the draft report and conclusions at a joint meeting between Consultant and all
Participants. Data was gathered through a series of interviews and meetings with staff
and management of the Participants,” follow-up telephone and email communications, as
well as phone interviews with management staff at other regional public safety agencies.
Data was not independently verified by Consultant.

This study is a general, first phase of inquiry regarding establishment of a Regional
Dispatch Agency. Implementation will require significant continuing effort to confirm
the vision for the project, commit to a timeline, agree upon a governance arrangement,
and provide resources necessary to study and manage the array of technical, financial and
contractual arrangements involved.

Background: Intergovernmental Environment Considerations
Public safety service delivery in East King County is extremely fragmented and

characterized by extensive replication of administrative and operating structures within a
relatively small geographic area. Other than the fact that all fire Departments in the area

> Each jurisdiction sent different staff to respond to the management team interviews. See write-ups in
Appendices F and G for names of individuals participating in interviews.
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are members of the Zone 1 mutual aid response group for fire service, and that all Medic
1 dispatch is provided by the Bellevue Police Department, no public safety services are
provided through the same means over this geography. Most large cities on the Eastside
operate their own police and fire departments. Many—but not all-- smaller jurisdictions
contract with King County for police service. Many cities do not operate their own fire
departments but instead are part of the service territory of a fire district. Multiple fire
districts and departments exist alongside multiple police departments.

Dispatch of public safety functions is similarly complex. Although fire and Medic 1/aid
dispatch has been essentially regionalized through contracts with the Bellevue Police
Department, there are seven different police dispatch agencies serving East King
County—four of which are not participating in this study.’

Police records functions are not regionalized to any degree in East King County, although
cities and fire districts are participating in a regional effort to bring more records on line.
Records management technologies and protocols, and use of MDT/AVL’ technologies
differ extensively across the region.

To the extent that the highest service benefits from regionalized dispatch come from the
ability to jointly dispatch police, fire and aid units across a wide area, this fragmentation
makes the challenge of regionalization more complex and may significantly limit the
territory in which dispatch that can be fully regionalized for many years. Table 1
catalogues current contracting and service arrangements.

Scope of Services, Long-Term Investments of Current Dispatch Centers.

Three of the Study Participants operate dispatch centers: the cities of Mercer Island,
Kirkland and Bellevue. The three dispatch centers are significantly different in terms of
their functionality, size, and technology employed. Because Mercer Island has merged
the police records management system and dispatch operations together, and because of
the highly linked functionality of those two operations, this study includes an overview of
police records functions and costs at all three jurisdictions in order to more fully
comprehend the impacts of regionalization.®

Differences between the three centers are summarily described below:

® The seven police dispatch operators are: the Cities of Bellevue, Mercer Island, Kirkland, Redmond,
Issaquah, Bothell, and King County (contract service provider to those cities purchasing sheriff services
from the County as well as the direct service provider to all unincorporated areas of the County—pockets
of which are interspersed throughout the Eastside).

" Mobile Data Terminal/Computer/Automatic Vehicle Locator technology.

8 Medina, Clyde Hill, and Woodinville Fire District are clients of Kirkland or Bellevue dispatch operations
and do not have “stand alone” dispatch centers. Their dispatch assets are compatible with and linked to
their contract dispatcher, but these assets were not separately catalogued by the Consultant.

Karen Reed Consulting LLC 6
June 28, 2004



Summary Comparison of Dispatch Center Functions:
Bellevue, Kirkland and Mercer Island

City Police Fire ALS/BLS* | Police records Separate | Other
dispatch | Dispatch | Dispatch | services provided | Police public
by Dispatch Records safety
Division functions
provided
Bellevue | Yes Yes Yes Minimal Yes Yes
Kirkland | Yes No No Significant Yes Yes
Mercer | Yes Yes ALS - No | All records service | No Yes
Island BLS- Yes | provided by
Dispatch

*Advanced Life Support/Basic Life Support

Tables 2 and 3 describe the services, call load, technology, facilities and capacity of
these three centers and police records operations in more detail. Budget comparisons
are discussed below.

Other key similarities between the three dispatch operations include:

e All operations face near term capacity issues—although Bellevue’s capacity
issues will be addressed by move to a new City Hall.

e All centers use same technology/software/hardware for: dispatch radios and
dispatch consoles; 911 call intake; 800 MHz; state records queries (ACCESS9).

e All three cities expect that regionalization would not fully incorporate all
functions currently performed by dispatch staff: arrangements will be required to
pick up functions not regionalized.

e Dispatchers in all three organizations are unionized.

Key differences include:
¢ The three operations do not have compatible CAD/RMS system investments;
similarly, MDT technologies are not compatible and protocols employed for
interface of this technology and dispatch/CAD/RMS functions are not identical.

o Mercer Island has no CAD system nor does it have an electronic RMS
system or MDT/AVL system.

o Kirkland is installing the New World CAD/RMS system this year which
includes an upgrade in support of its MDTs.

o Bellevue uses a Visicad CAD/RMS System purchased in 2000-01, and is
implementing its first MDT system this year. Bellevue will continue to
operate this system at its New City Hall communications center, scheduled
to open March 2006.

o The New World and Visicad Systems have different capabilities and are
not compatible.

e  Municipal Employees Benefit Trust (MEBT) benefits are provided by Kirkland
and Bellevue but not Mercer Island.

? ACCESS is the state provided electronic records database, “A Center Computer Enforcement Service
System.” See Table 3.
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e Bellevue has significant information technology expertise and
training/recruitment programs staffed as part of its dispatch center budget.

e Mercer Island and Bellevue police records operations are staffed 24-7; Kirkland
operations are primarily during regular business hours with dispatch picking up
certain functions after hours.

e Dispatch staffs in the three cities are represented by three different unions.

Additional comparative dispatch center information is set forth at Appendix B. It is
important to note that communications center managers do not believe there is enough
similarity in available call load data or operations to generate a meaningful “cost per call”
comparison between the three centers.

Budgets for the Three Dispatch/Records Operations

Given workload and time constraints facing city budget staff, the budget analysis is fairly
high-level. The analysis looked at the dispatch and police records functions, and key
associated capital investments at Mercer Island, Kirkland and Bellevue. Combined
dispatch and police records operating costs and direct FTEs for the three centers are
presented at Appendix A. Summary data is provided below:

Total Dispatch and Police Records 2004 Budgeted Operating Costs

Mercer Island: $ 638,788

Kirkland: $1,821,403

Bellevue: $9,069,549

Total Direct FTE’s for Dispatch and Police Records and
Total Personnel Costs Per FTE

Mercer Island 8.00 FTE $60,982
Kirkland 20.25 FTE $65,858
Bellevue 8496 FTE $63,126

Preliminary conclusions include:

e Total direct personnel costs per FTE are very comparable across the combined
dispatch and records functions in the three cities.

e Total operation costs per FTE (See Appendix A, Table 3) are highest in Bellevue
of the three cities, but these costs represent a high-end estimate for a regional
dispatch/records agency. A new agency would be unlikely to have all the
associated indirect costs that are now included in the Bellevue costs.

e The CAD/RMS system is the largest single technology cost involved in a dispatch
operation. The annualized cost of the CAD/RMS system for Kirkland—as
purchased--is estimated at $94,000 per year (useful life expiring in 2014); for
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Bellevue it is approximately $215,000 per year (expiring in 2011). This is a
relatively small cost when compared to the annual operating budget, suggesting
the return on technology investment should not be the deciding factor in selecting
the timing/outcome on a move to a regionalized dispatch function. Note,
however, that practice is to continually invest in upgrades in these systems
regularly over time rather than leave a system untouched until the end of its
useful life. As a result, the life-cycle sunk cost of these systems may be very
different than the initial purchase price: thus, the comparative initial purchase
price should probably not be a basis for systems/timing decisions.

¢ The Bellevue records management operation budget is nearly ten times higher
than the Kirkland budget. There are at least three factors that account for much of
this difference: (1) 24-7 operation instead of regular office hours; (2) 2.5 times
the population served; (3) unlike Kirkland, very little records duties are performed
by Bellevue dispatch. However, budget staff remains concerned that the Bellevue
operation seems to be heavily staffed (32.40 FTE v. 4.05 in Kirkland) and seems
to have significantly more supervisory staff.

e (Costs per square foot in the new Bellevue City Hall may be much higher than
other potential locations—precise data on the City Hall per square footage cost is
not reported.

The budget team agreed there are essentially three key factors that will drive costs in a
new regional dispatch agency:

e The level of service to be provided
e Non-personnel costs: system replacement costs, space costs, and overhead
e The extent/nature of police records management system services provided

It is not possible to calculate a budget for a new regional agency at this time absent
decisions as to level of service, scope of service, technology choice, participants,
location, and overhead provision.lo

Interview Results: Vision and Goals for a Regional Dispatch Center

Management Teams and Communications Center Staff expressed many similar views
about a Regional Dispatch Agency. There were also several differences of note. The
interview write-ups provide a richness of detail that cannot be captured in this summary.
Participants are encouraged to review these interview write-ups which are presented at
Appendices F and G.

Key commonalities of interest include:

10 Anecdotally, there would seem to be substantial efficiencies to be gained in the areas of facilities,
technology, and overhead through a consolidation of dispatch activity, and to a lesser extent, savings in
staffing. (See Appendix C.)
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Similar expectations about the benefits and potential drawbacks of a regionalized
agency.

Similar desires for the form and function of the agency; support for EPSCA as a
model for the new agency.

Similar motivations for pursuing the initiative (enhanced efficiency and
effectiveness).

Desire for a participatory agency culture/decision-making process.

Interest in accommodating some variability in dispatch protocol to respond to
community needs/expectations while recognizing the need to unify operating
procedures generally.

Key differences/concerns/issues include:

Some entities now contracting with Bellevue or Kirkland for dispatch perceived
the move to a jointly managed dispatch agency as an important means of
increasing their control over dispatch. In contrast, Kirkland Police and Mercer
Island perceived the move to regionalization as a loss of local control.

Some Participants welcomed the prospect of a transfer of enhanced responsibility
to a new agency (particularly with respect to the challenge of technology); others
resisted this move.

Woodinville Fire District perceived that existing Bellevue operations favor police
dispatch needs over fire needs, and expressed concern this would be exacerbated
by regionalization—as more police operations become involved in the joint
dispatch function.

Woodinville Fire District was unique in expressing a strong desire for equally
weighted votes in a new regional dispatch agency governance structure.

There was disagreement as to whether staff should be cross-trained to operate at
both fire and police dispatch stations from day to day based on agency needs.
There was a varying degree of concern about the role Bellevue would play in a
regionalized agency, and the implications for Bellevue’s control over the
operation if the agency operations are located at the new Bellevue city hall.
Most Participants expressed concern about how regionalization would impact
local Emergency Operating Center operations and how such operations would
link to the regional agency.

Smaller jurisdictions expressed more concern than did larger jurisdictions about
needing to control the cost of the operation and avoid cost spikes from year to
year, and were concerned they would be asked to purchase services they did not
necessarily need or want.

Initial conclusions from review of interview responses are:

The strong commonality of vision as to the core scope and governance structure
of an ideal regional dispatch center is a strong base from which the study
Participants can proceed to implement the project.

Simply moving to add police dispatch contracts to the existing Bellevue operation
is not an acceptable solution for the Study Participants. Both Police and Fire
entities are looking for changes to enhance shared decision making and control
over dispatch that cannot be achieved through a contract arrangement.
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e There is strong support amongst all participants for moving ahead with a regional
dispatch entity as a stand-alone agency with separately hired management,
structured similarly to EPSCA.

e There is strong support amongst all participants for a new agency having
combined police-fire-aid dispatch responsibility and basic records services
(warrant confirmations, emergent ACCESS queries).

e More research and discussion as to what type of records services should be
provided by the new agency is required.

¢ Some governance/management details will be particularly critical to address, most
notably: concerns about Bellevue’s historic dominance of the function; weighted
or equal voting; flexibility versus uniformity of service protocols and service
delivery models; and cost control issues.

Additional comparative analysis is presented at Appendix D.

Governance: Member and Subscriber.

More work and detailed discussion between the Participants is required to hammer out
the details of a governance arrangement for a new regional dispatch agency. There are
several aspects of governance that the Participants agree on, including:

e Regional dispatch should be managed through a jointly owned and managed
independent agency, generally consistent with the EPSCA structure.

¢ The management board should consist of city managers/equivalent determining
the operating and funding policies, supported by an operational board of police
and fire chiefs.

e There should be members and subscribers.

® Processes and decision-making should be highly participatory and responsive to
the input of all Participants—Ilarge and small, and not controlled or dominated by
any one entity.

e Advisory/technical groups should be structured and empowered.

e Managerial staff should be hired by and report to the joint board.

There was very little discussion in interviews regarding how or whether the new agency
would provide for overhead services—payroll, etc. Participants expressed no particular
consensus on the powers or selection criteria attached to the terms “member” and
“subscriber,” the size of the management board, how to deal with latecomers, or other
governance issues.'' Note that other regional dispatch public safety agencies surveyed
uniformly have both member/owners and also provide services through contracts, but
each has disparate criteria for membership or voting rights. For instance, some only
allow cities as members; others have a wide range of government agencies as members.

"Woodinville Fire District did state a strong preference for votes on the management board being equal.
Lack of other input may be more a function of the limited interview time and the choice of interview
questions.
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There is no one “right” way to structure governance or membership/subscriber
relationships, nor will any structure be “perfect” in every way for all Participants. It is
probably inadvisable to develop firm answers to these issues absent consideration of
other governance issues. Some criteria to consider in determining who should be a
member versus a subscriber include:

¢ (larity and manageability of resulting governance structure

e Simplicity supportive of true partnership and enhanced trust levels

e Potential to separate determination of voting rights from the determination of
membership status

e Other means exist to address underlying issues of trust and control, for example,
the establishment of a police technical advisory committees and fire technical
advisory committees—with these groups having a vote at a management board

e [ egal authority, financial capacity

e Impact of criteria on ability of agency to attract and retain members

¢ Administrative burden on members who may be participating in multiple regional
efforts

Given: (1) the strong interest of fire districts in increasing their control over dispatch
management (2) EPSCA’s current members are only cities and two are not participating
in this effort; and (3) unanimity is required to amend the EPSCA interlocal agreement,
creation of a new interlocal agency with both cities and fire districts as members may
have considerable appeal

Table 4 and Appendix E contain comparative information about (and advice from)
different regional dispatch agencies. It is hoped that these attachments can be a basis for
a more in-depth governance discussion amongst the Participants and other interested
jurisdictions.

Technology Issues

Recent choices by Kirkland and Bellevue to employ non-compatible CAD/RMS systems
and MDT/AVL systems raise both cost and operational issues for a unified dispatch
operation. The primary focus in this report is on the CAD/RMS issue. The total
investment in Kirkland’s New World system ($1.1M) is less than the investment
Bellevue has in its Visicad system ($2.1M). Both systems have a roughly comparable
life span (10 years); Kirkland’s system’s useful life terminates in 2014; Bellevue’s in
2010-11). Note, however, that since the cities are continually making upgrades and
changes to systems, this initial acquisition price is not reflective of the true life-cycle cost
of the technology. Moreover, it cannot be predicted whether a system will continue to be
supported by a vendor (or meet the needs of its operator) until the end of its expected
useful life. In sum, these acquisition cost numbers should not be used as the basis for
decision making regarding systems or timing, nor are they a complete picture of stranded
cost involved in abandoning a system.
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Recognizing that managers have multiple bases other than technology concerns on which
decisions are to be made regarding a regional dispatch agency, IT staff from Bellevue and
Kirkland offered the following points with regard to the two existing CAS/RMS systems
specifically, and a regional dispatch agency generally:

¢ Kirkland IT staff stron§ly prefer the New World system for police dispatch
and MDT capabilities.'” They are not ready to abandon this system in the near
term in favor of the Visicad system at Bellevue. They would like the opportunity
to assess the performance of the New World system, and point out that it is
possible that New World system may incorporate dynamic routing for fire at some
point in the future. Kirkland IT staff believe a choice to move to Visicad in the
near term could threaten the nascent coalition of partners examining the regional
dispatch center concept (and cause some to drop out), but acknowledge that
Visicad would probably be the only practicable system to use in a short term
merger (subject to further study). The lack of a jail management module with
the Visicad system is another reason Kirkland IT staff prefers the New World
system (which has this calpalcity).13

e Bellevue and other Zone 1 Fire staff did examine the viability of New World
system for fire dispatch two years ago and concluded there were functional issues
and problems with the system for both fire and police. Most important of these is
that the New World system did not have dynamic routing protocols which Fire
Departments have said are critical to fire and aid dispatch (and which are
available on the Visicad system).'* Thus, Bellevue and many of its fire
customers would likely find New World an unacceptable technology choice at
this time unless there have been significant changes in the product.

¢ A move to New World in the near term would disrupt all Bellevue fire and police
clients (over 15 agencies). A move to Visicad in the near term would disrupt
Kirkland police and its dispatch customers (Medina, Hunts Point, and potentially
Mercer Island), and could also disrupt agreements and operational linkages
Kirkland and Bothell in their concurrent deployment of the New World system.

IT staff from Bellevue and Kirkland agree that from their functional perspectives:

e A regional dispatch center should use only one CAD/RMS function for
police, fire and aid dispatch. That is, a regional dispatch operation could not
utilize both the Kirkland/New World and Bellevue/Visicad Systems and should
not use one system for police and another for fire, nor should it use one system for

"2 The Visicad and New World CAD/RMS systems have been compared extensively by Kirkland as regards
functionality for police service and related MDT capabilities, but not for fire dispatch capacity, since
Kirkland does not dispatch fire. Note also that New World has since added fire dispatch capabilities but
these have not been analyzed by any Participant.

" Kirkland did not purchase the New World court management module. Bellevue’s RMS system has a
court module but not a jail module.

14 Although Bellevue uses only static routing on dispatch of police units, once the current wireless project
is complete and AVL units are installed in police units, they too can use dynamic routing protocols.
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operations and one for back-up. One vendor (with subcontractors managed by
that vendor) should ideally be chosen for a new regionalized dispatch operation.

o If Participants are unwilling to extensively unify business practices and operating
protocols it will pose a serious threat to the viability of the project. Success will
require strong and on-going support from both Fire and Police Chiefs and an
effective working/decision-making relationship between the two set of chiefs."

¢ Given adequate time, good technology systems solution can be found to meet
Participants needs. However, an optimal technology solution cannot be
identified or implemented within the short-term (2-3 years).16

e To reach an optimal solution, the first step needs to be a clear agreement on
governance and decision-making process, along with clear objectives for the
project. That would be followed by a detailed definition of the business needs---
alignment of business practices wherever possible—and clarity as to which
jurisdictions will be served. Then, various technology systems can be compared
in detail as to their ability to meet business needs, and comparative costs can be
determined.

e Costs of dispatch technology investments are small relative to the savings
potentially available over time from regionalization. Therefore, cost of current
investments should not be the deciding factor in the decision to participate in a
new agency (for example, the annual operating cost of the Kirkland dispatch
center exceeds the fotal expected capital investment in the City’s new CAD/RMS
system). And, systems are repeatedly upgraded over time.

e Ability to meet business needs is more important than the cost of the system.

e Participants should anticipate relatively higher front end costs in order to secure
long-term savings.

e Savings from technology unification will occur, but cannot be quantified at this
time. Market pricing changes quickly. Costing work should be done coincident
with purchase decisions; other work can simply offer an “order of magnitude”
comparison, not true budget impacts."’

"5 IT staff concurred that technology is not the hold-up in these ventures, rather, the challenges are

human: relationship building, working through different operating practices, willingness to work together,
wanting to work together.

'® As previously noted, the new Bellevue City Hall communications center is scheduled to be operational in
mid-2006, approximately two years from the date of this report.

In other words, there is no benefit from doing another detailed return on investment comparison between
the New World and Visicad system: it would be out of date almost immediately.
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e MDT technology employed by Participants is not now compatible with both
RMS/CAD systems. Achieving compatibility of these systems would require
significant cost (not examined in this report).

e [f RMS software is not compatible but dispatch (CAD) is, it may be necessary to
implement to two wireless MDT networks for any customer of the system—one
for individual jurisdiction records access, and one for regional CAD/RMS access.
This seems duplicative and expensive. It is possible to migrate to a CAD/RMS
system regionally and employ compatible RMS software locally but keep records
operations separate. Alternately, a unified, regional RMS system could replace
local operations (as is true in Pierce County). More investigation of this issue is
recommended before a decision is made as to how the RMS function should be
incorporated into a regional dispatch agency. If unified Records Management
does not become a goal of this project, cost/effort comparisons should still
examine the option(s) of other agencies adopting compatible RMS, CAD and
MDT technologies—decisions around which may be different for police and fire.

e The sooner a decision and timeframe for a regional dispatch agency is made, the
sooner IT staff can plan the migration path to the new center and mitigate
technology costs of the decision in ongoing replacement/ support/ operating
decisions.

e Selection and implementation of an optimal technology system (including all
attendant governance, interlocal agreement arrangements, and business practice
decisions) will take at least 4-6 years.

The key issues from the perspective of the IT staff for moving ahead with a regionalized
dispatch agency are thus: (1) timing and (2) unification of business practices. The
greatest concern expressed was that the jurisdictions would want to move too quickly or
would insist on continued independent operating protocols: both would make it extremely
difficult to make a successful technology transition.

In sum, if a short time frame to regionalize is chosen (defined as 2-3 years), it would
likely require use of the Visicad system by all participants at the new Bellevue City
Hall."® This would involve significant disruption for Kirkland police (and its dispatch
clients) and abandonment of a significant investment by Kirkland. It could raise difficult
relationship issues and would raise challenging operational and cost issues as well. It
would also imply a second phase of effort after the initial merger to identify and
implement an optimal system, and raise challenging facilities issues.

'8 The City Hall facility will have space to accommodate addition of Participant police dispatch. Existing
radio consoles from other Participants are compatible with the Bellevue operation and can simply be moved
over; some new furniture would be required, together with equipping of some additional CAD stations and
some additional software licensing costs.
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If a longer time frame is selected (defined as 4-8 years by the IT group), then the choice
of technology would likely be bid out (and could result in one of the existing systems or a
new vendor). The longer the timeframe the more flexibility is possible to ensure
technology responds to all needs expressed by participants, the greater investment value
recovered for current technology, and one less transition process would be involved.

On the other hand, the question arises as to the likelihood of success of a complex inter-
jurisdictional project with a 4-8 year time frame? If a sub-optimal (in terms of
technology) merger decision were made now (i.e., move as soon as possible to the
Visicad system in the new Bellevue City Hall and thereafter proceed to implement an
ideal system over a longer-time frame) it would arguably force linkages and
interdependency between the parties that would enhance the likelihood of success over
the long-term. Without a compelling linkage, the chance for major disruption of the
project over a long-time frame is very significant, as players, politics and priorities will
inevitably change.

Other Potential Barriers

There is a wide array of potential barriers to successful implementation of a regional
dispatch agency. The more significant barriers are identified at Table S. Strong political
and managerial support, clarity of governance and decision-making processes, significant
unification of business practices, and proper resources and staffing, are required if the
project is to succeed. To progress on this project, Participants’ focus needs to move past
problem identification to problem solving.

Timeline; Key Milestones

There is no single critical path to achieving a regional dispatch agency. Success will
require a degree of flexibility. Participants overall expressed a desire to “just do it” rather
than parse a transition to regionalization into multiple small transitions. Participants
anticipate that a few jurisdictions will participate to begin with but hopefully more will be
added over time as efficiencies and enhanced service capabilities are demonstrated.

There is insufficient data at this point to map out a detailed sequencing of events, or
select a short-term or longer-term implementation plan. However, some near term steps
can be identified, and overall there clearly some actions and decisions that must precede
others. Specifically, the choice of a timeline is a critical near term decision for
Participants to make. This should involve a quick survey and decision regarding the
extent of RMS service to be provided as part of the agency scope and related MDT/AVL
impacts and costs. It also requires consideration of the opposing risks of choosing a long
implementation period and increased risk of derailment versus merging in the short term
and then implementing an ideal solution over time--but living with limited technology
choices (and significant disruption for some) in the interim term. One possible approach
to address these short term decisions (next 2-4 months) is as follows:
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Step 1: Review and Assessment of Capacity, Technology. Participants should
review this report--particularly the feedback from other participants as recorded in
the interview write-ups--and should then convene again to discuss any shifts in
views, priorities or new concerns and questions that result from same.

Participants should assess:

(a) Continued willingness and interest in participating and proceeding towards
implementation (a “go — no go” decision to carry the work into the next
phase);

(b) A realistic time frame and extent of organizational capacity and
willingness to unify police dispatch protocols (defining business needs for
the project) in order to facilitate a short-term and/or a long term merger);

(©) Willingness to locate the operation in the new Bellevue City Hall and use
Visicad technology (abandoning the New World system) until an optimal
long-term program can be identified and implemented;

(d) Willingness to compensate Kirkland for stranded costs of the New World
investment in order to facilitate a short-term merger of operations; and

(e) Willingness to take on the difficult management steps associated with a
short term merger and assessment of risks of failure.

These discussions should help determine whether it is feasible and desirable for
the group select a short time frame (2-3 years) or a long-time frame (4-8 years).

Step 2: Further Investigation of RMS Options and Timelines (conducted
simultaneously with Step 1). Police and Information Technology staff should
further investigate the operations of the Pierce County unified records operation,
LESA, and other operations nationally, and recommend to the management teams
the extent to which:

(a) Police records management system services should be incorporated into
the regional dispatch project;

(b) Preferred RMS services raise operational and cost impacts in other areas
(particularly MDT/AVL systems); and

(©) The recommendation impacts the appropriate timeline for project
implementation and if so, how.

Step 3: EPSCA Role. Share this report and the results of Steps 1 and 2 with
EPSCA members who are not Study Participants to encourage their participation,
given the logic and apparent efficiency of merging the two operations. If
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consensus cannot be reached, conduct a more detailed investigation of strategies
as to how/whether EPSCA can/should be terminated, modified, or left as a stand-
alone agency.

Step 4: Recommended Timeline and Scope: Based on the results of Steps 1 - 4,
agree upon and confirm with each continuing Participant the recommended
timeline and agency scope of services.

One the timeline and scope is confirmed, other phases of work can occur and outreach to

other potential participants can be made. One very general approach to project phasing

approach is suggested below. Note that at each phase, participants could choose to opt-in

or out. This approach can be adjusted to accommodate either a short or long-term
timeline.

Phase 1:

o Development of general governance principles, operating principles,

decision-making criteria. A multi-jurisdictional leadership group should be
established to over see this initial effort. This work should inform all other work
program components.

Facility commitment: Will the location be Bellevue City Hall be acceptable in
the long-term or will some other facility be seriously explored? Determination of
this early on will add—or remove—a major work plan item.

Phase II:

o Interlocal agency creation. To fund and direct the agency start-up, hire project

and communications management staff, this should be an early effort following
Phase L.

= Project Management staff. Full time project management
staffing will be necessary. Ideally, project management staff
would be hired by and report to the joint agency board.

= Dispatch Management staffing decisions. There is value to
having the person who will manage the completed center involved
in the start-up and implementation. This person should be hired by
the joint agency board.

o Labor transition plan and collaboration: Engage union leadership and

employees on their concerns and ideas about transition to build collaborative
relationship in support of the project. Implement policies to retain needed staff,
transition to new staffing arrangements, and address union concerns..
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o Business plan development, alignment of operating practices: A high level

team of police and fire personnel from participating jurisdictions need to develop
proposed aligned business practices. They must have authority to make decisions
in order to keep this process on track (learn from E-Gov Alliance experience).

o Facilities search/planning (if required)

Phase III:

Conduct technical studies to determine workload and staffing requirements,
facility requirements based on business plan.

Technology migration plan: based on business plan. Include consideration of
necessary linkages to individual Emergency Operating Centers.

Facilities plan: finalized based on Phase II work and Technical studies

Development of individual jurisdiction plans for services left behind after new
system is started.

Conclude labor negotiations to finalize staff transition plan.
Detailed budget development, allocation of cost models

Development of subscriber agreements (if incorporated into governance
structure)

Solicitation of additional members, subscribers

Final opt-in/opt-out point for initial members

Phase IV:

O

Bidding of equipment and technology systems
System selection and purchase
Build-out/ testing of new/expanded facility

Move-in to operational facility

This general schedule should be refined after the timing and scope decisions are made.
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Conclusion

There are many compelling reasons to pursue regionalized dispatch of police/fire and aid
services. The project is extremely complex in terms of political, managerial, technical
and operational challenges. Continued leadership from city managers and strong support
from police chiefs and fire chiefs are critical ingredients to success, as is a willingness of
the many jurisdictions to work to align business practices to the extent possible and to
adequately staff and resource the project.
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