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Executive Summary

The City of Springfield, Massachusetts currently operates a primary Public Safety
Answering Point (PSAP) and police dispatch center, and a separate secondary PSAP
and fire dispatch center. In addition, American Medical Response (AMR) operates a
secondary PSAP, Central Medical Emergency Direction (CMED) center and Emergency
Medical Services (EMS) dispatch center in Springfield. The Springfield Finance Control
Board selected CTA Communications of Lynchburg, Virginia to conduct an analysis of the
feasibility of consolidating two or more of these PSAPs/dispatch centers.

The feasibility analysis was designed to:

1. Assist in the identification and resolution of all issues related to the development,
planning, and implementation of a combined (police and fire) dispatch center,
including organizational structure, governance, staffing, technology, training, the
need to provide a back-up dispatch facility, and licensing and waivers required to
operate a centralized facility.

2. ldentify and assess up to three locations that could house the City’s combined
dispatch center which will meet the City’s current needs as well as provide expansion
potential for the site to host a regional central dispatch in the future, if appropriate.

3. ldentify and recommend equipment, systems, software, and hardware to be used in
the combined dispatch center which will meet the center’s operational and
communications needs and integrate with records management and other support
systems.

4. Provide cost estimates for the capital and yearly operational costs associated with a
single consolidated center.

CTA Communications conducted more than twenty interviews. The three existing
dispatch centers were surveyed and detailed information was gathered on the systems
and facilities currently in use.

This report contains:

e An operational design for a consolidated center. This includes the number of
positions to be included.

« ldentifies and recommends equipment, systems, software, and hardware to be used
in the combined dispatch center.

e Proposes an organizational structure, management staffing, and training structure for
the consolidated structure.

« Provides detailed estimates for the capital project costs to renovate an existing facility
to become the combined center.

« Provide detailed estimates for the yearly operational costs of the combined center.
e Analyzes two possible locations for the central dispatch center and provides our

recommendations on steps needed to determine the location of the consolidated
center

4 HSMM | AECOM
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CTA is now providing this final report and providing a formal presentation.
Problem Assessment Summary

In 1998 the Minnesota Office of the Legislative Auditor published a review of best
practices in 9-1-1 public safety dispatching. That report identified seven “Best Practices”
based on ideas and standards in the public safety communications industry. These
seven actions provide a framework to evaluate public safety dispatching in the City of
Springfield. The seven actions include:

« Develop and use standard operating procedures

e Support a trained and qualified work force

e Maintain adequate communications and network equipment

« Consider opportunities for coordinating the use of dispatching equipment and
cooperative dispatching

 Keep records and measure performance

 Promote information exchanges among public safety response agencies

e Educate the public on the 9-1-1 system and services

We found that there were significant variances between the operations in Springfield and
these recommended best practices.

e Develop and use standard operating procedures

Neither the Springfield Police Computer Aided Dispatch (CAD) center nor the Springfield
Fire Alarm Headquarters have comprehensive written standard operating procedures.
The written guidance that does exist is woefully outdated and obsolete.

e Support a trained and qualified work force

In Springfield, there has been no systematic review of the knowledge, skills, abilities, and
personal characteristics needed to perform the job of dispatcher. A job analysis is
needed as the first step in the process. Job Analysis is the process of identifying
essential job tasks and the essential knowledge, skills, abilities, personal characteristics
and physical abilities that are essential for performing these tasks successfully. The
analysis can become the basis for employee recruitment and selection. The Job Analysis
also provides the basis for development of performance appraisal systems and
standards, as well as other objectives such as the development of new hire training
programs.

The Springfield Police Department 9-1-1 Center is understaffed. Not only are there not
enough people on duty to comply with SETB and national standards, there are not
enough total staff members to maintain current staffing levels without significant use of
overtime. A review of the available statistics indicates that the center answers
considerably more calls per employee than national averages based on studies by the
National Emergency Number Association and others. In addition, the statistics show that
the center does not comply with the SETB requirement that ninety percent of incoming
calls be answered within ten seconds. Using the SETB guidelines, three dedicated 9-1-1
call takers are required to handle the busy hour. The dispatch center is also responsible
for answering incoming administrative calls for the police department. In 2007,
approximately two administrative calls were received for every three 9-1-1 calls. This
creates a significant additional workload. Two dispatchers are assigned to radio dispatch
positions. Each employee receives one forty-five minute and two fifteen minute breaks
during his or her shift. Normal staffing is eight people (one supervisor, two radio
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dispatchers, and five call takers). With the required breaks, no more than seven people
are actually in the center during most of the shift.

In addition to the chronic understaffing of the dispatcher position at the Springfield Police
Department, there is an accompanying lack of dispatch center management and
supervision staffing at the police department. While the City has negotiated the creation
of a lead dispatcher position to provide leadership and supervision on each shift, these
positions still had not been implemented at the time of our visit. Police Sergeants were
assigned to be dispatch supervisors three days a week. On other days, a dispatcher is
made an acting lead dispatcher. This overall lack of consistency, combined with the
chronic understaffing, means that there is little effective supervision in the center.

e Maintain adequate communications and network equipment

Public safety communications centers utilize a significant amount of communications
equipment and systems in their daily operations. The Springfield Police and Fire
Department dispatch centers each employ multiple systems. These include Computer
Aided Dispatch Systems (CAD), Records Management Systems (RMS), and Geographic
Information Systems (GIS), the 9-1-1 system, the radio system, and the recording
system. These systems must be housed in appropriate facilities. Neither the police
dispatch center nor the fire alarm headquarters are adequate for current needs.

e Consider opportunities for coordinating the use of dispatching equipment and
cooperative dispatching

While considerable effort has been made, especially through the Western Massachusetts
Law Enforcement Consortium (WMLEC), there are still a number of issues with inter-
agency coordination. Within the City of Springfield, the communications and coordination
between the police, fire and EMS dispatch centers is often lacking. In addition, there is
limited coordination and interoperability between police units, fire apparatus, and
ambulances.

The interoperability between the three services is further limited by the fact that each of
the centers operates its own computer aided dispatch (CAD) system. There is no
interchange of information between the three systems. With the exception of wireline 9-
1-1 information, information entered into one system is only captured by another system
if that information is verbally relayed to the other dispatch center and entered by the
operator. This can lead to responding units being unnecessarily exposed to hazardous
situations because the information was relayed from one center to another.

e Keep records and measure performance

The best public safety dispatch centers are performance driven. Performance goals are
established and progress in meeting those goals is regularly and routinely evaluated.
Performance measurement should provide accurate, timely, accurate, and useful
information about the quality and efficiency of the delivery of service by each of the
centers. Very limited records are kept by the centers.

Organizational integrity is an essential element in restoring and maintaining the public’s
confidence in their public safety agencies. It was noted during our interview and survey
process that frequent complaints are received about the services rendered especially by
the Springfield Police Communications Center. One of the problematic aspects of this
issue is that there are no clearly defined guidelines about which categories or complaints
are to be handled by the internal investigation function and which are part of routine
discipline. As a result, all complaints go to the Police Commissioner’s Office for
resolution. Not only does this result in increased workload on the Commissioner’s Office,
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it also dulls the effects of discipline in many cases because of the time between the
incident and the imposition of the resulting discipline. In addition to establishing
procedures for handling the lesser complaints at a lower level, a tracking system needs to
be established to identify trends and possible need for policy and procedure revision.

 Promote information exchanges among public safety response agencies

As described above, the Springfield Police Department, the Springfield Fire Department,
and American Medical Response (the EMS provider) each operate their own,
independent dispatch center. Not only are interagency coordination and interoperability
problematic during incidents, there is limited communications between the three centers
on a routine basis.

e Educate the public on the 9-1-1 system and services

The Springfield 9-1-1 system receives a higher volume of calls per citizen that the
national average. Not only does this strain the dispatch center, it puts a significant
burden on the public safety agencies, especially the police department because they
must respond to numerous calls that could better be handled by other means. The
dispatch center, the police department, the fire department, and AMR need to develop a
coordinated, on-going public education campaign. In addition, the City needs to develop
a means to handle many of the minor, nuisance type calls by alternative means.

Alternative Solutions

CTA Communications identified three possible solutions for the consolidation effort. The
possible choices included:

1. No consolidation

2. Consolidate Springfield Police Dispatch and Springfield Fire Dispatch

3. Consolidate Springfield Police and Fire Dispatches and American Medical
Response’s Dispatch Center.

The organizational aspects, staffing requirements, technology needs and space
requirements for reach were reviewed:

1. No Consolidation

This option would continue the status-quo with each of the three centers continuing to
operate independently. There is a need for additional staff for the Springfield Police
Department dispatch center. While the Springfield Police have 26 employees currently
assigned, CTA’s estimate of the number of staff required to meet the current needs for
the Springfield Police Department would include assigned 5 shift supervision, 16 added
call taker/dispatchers, an Operations Manager, and a Technical Support Coordinator.
This should bring the required number up to 49 employees. In addition 4 more
dispatchers are needed at Fire Alarm Headquarters in order to provide coverage for all
shifts and vacations without incurring overtime. A total of 64 people would be needed to
adequately staff the two centers. The space used by both the existing PSAP/police
dispatch and Fire Alarm Headquarters is inadequate. The space at police headquarters is
overcrowded and does not provide room for needed expansion. The center is currently
configured for 8 positions. Based on the call volume 9 positions are needed to be staffed
during the busiest shift. At least three overflow positions should be provided. The Fire
Alarm Headquarters building is in poor condition and will require considerable renovation
to bring it into compliance with existing codes and standards.
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2. Consolidate Police and Fire Dispatch Centers

This scenario would consolidate the Springfield Police and Fire Department dispatch
centers into a single center. American Medical Response would continue to operate its
existing dispatch center. The combined police and fire dispatch center would need a total
of 61 people. This includes 4 administrative personnel and 57 dispatch personnel. All
personnel should be fully trained and capable of working any of the positions (call-taking,
police dispatch, and fire dispatch). They should rotate between positions in order to
maintain proficiency. Standard operating procedures should require that, if an individual
is assigned to one position and not busy, he should assist another position that is busy.
Consolidation or co-location will provide significant improvements to the coordination
between the agencies participating in the shared dispatch center. Technology
enhancements have the potential to further the benefits. Neither of the existing centers is
adequate for housing a combined dispatch operation. In addition to the positions that are
required for day-to-day operations, there is a need for additional positions to handle
overflow situations. These are situations that occur as a result of events that cause a
spike in public safety activity. There should be 10 people on duty in the combined center
during the busiest shift of each day. A minimum of four additional positions should be
provided for handling “overflow” situations those circumstances when the call volume
exceeds the capability of the primary positions. In addition, there should be a minimum
of six positions for use as both the back-up for AMR and for “live training”. Ideally, these
positions will be separated from the primary dispatch area by a moveable wall. When
being used for training, the wall would be in place to separate the trainees from the
dispatch center in order to allow the trainees to focus fully on their training. A twenty
position dispatch center would require approximately 3,600 square feet of space along
with raised flooring, redundant routing of 9-1-1 and emergency telephone circuits, back-
up power, and redundant HVAC systems. If the facility is not located in an existing
building additional space will be needed for staff support (locker rooms, break room, etc.)
and for building services and systems (HVAC, etc.) CTA estimates that approximately
5,300 square feet of space would be needed for a stand-alone facility.

The creation of a shared emergency communications center will result in significant
changes in the operations of each of the participating public safety agencies. ltis
critically important that the process of creating the shared center be focused on making
positive improvements to all aspects of the delivery of public safety services to all of the
citizens and visitors of the City of Springfield. There are two underlying structures for a
shared center. The first is a consolidated center, where a single agency provides the
dispatch services for all of the participating agencies. The second involves co-location of
dispatch centers. Each co-located center operates independently of the other co-located
centers. Facilities are shared, but operations are separate.

3. Consolidate Springfield Police and Fire Dispatches and American Medical
Response’s Dispatch Center.

This scenario would consolidate the Springfield Police, Fire Department, and American
Medical Response dispatch centers into a single center. As with Option 2, there are
several different governance options for this scenario. They include: (1) co-location
where the dispatch centers would be located in the same facility, but operate
independently; (2) consolidation into one of the existing agencies; and (3) create of a
separate department or agency to oversee the department or agency to oversee the
dispatch operation. A fourth governance alternative is to consolidate the two
governmental dispatch operations and then co-locate AMR’s operation. A total of 68
people would be required to staff a fully consolidated operation. There should be nine to
thirteen people on duty in the combined center, depending on the time of day. The space
requirements would be similar to the requirements outlined above. Several additional
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administrative offices would be required to accommodate the AMR dispatch management
staff.

Opinion of Probable Costs

Current budgeting practices for the City of Springfield do not identify the current costs
associated with either the Springfield Police Department or the Springfield Fire
Department as separate line items in the budget. As noted above, there is a critical need
for additional staff in the Springfield Police Department’s dispatch center. The estimated
cost of the first year of operation of the upgraded police facility is $2,040,732. We
estimate the first year costs for fire alarm headquarters to be $1,008,266. The combined
costs for operating the two municipal dispatch centers at the recommended staffing levels
would be $3,048,998. We estimate the first year cost of the consolidated dispatch center
to be $3,632,145. We estimate the first year cost of the consolidated dispatch center to
be $3,839.798.

On July 31, 2008, Governor Patrick signed into law “An Act to Create a State 9-1-1
Department, Single 9-1-1 Surcharge, and an Enhanced 9-1-1 Fund” (Chapter 223 of the
Acts of 2008). The law makes significant changes to the way 9-1-1 is funded in the state.
A uniform surcharge of $0.75 will be levied on each subscriber or end user whose
communication services are capable of accessing and utilizing an enhanced 911 system.
The act also provides for grants to PSAPs for operational costs. Previously the SETB
funded the cost of the 9-1-1 network and 9-1-1 equipment at the Primary PSAP. Under
the Act, funding can be used to cover personnel costs, dispatch workstations, and other
related items. While the exact amount has not yet been determined, the City of
Springfield can anticipate receiving significant funding through this act. This should help
reduce the burden on the City’s general fund.

Recommendations

CTA Communications recommends that a shared public safety Emergency
Communication Center be created. Participants in the shared center should initially
include:

e Springfield Police Department
e Springfield Fire Department

A shared communications center, with proper implementation, offers significant service
improvements both to the participating public safety agencies and to the citizens and
visitors to the City of Springfield. By establishing high standards of performance and then
consistently assuring that those standards are achieved and that the center is properly
organized, adequately staffed, responsive to the public safety providers and citizens, and
well managed, the service level provided will be significantly enhanced for the levels
currently being provided. The goal must be the creation of an efficient, customer-friendly
organization.

We recommend that an independent department of City government focused on the
provision of public safety communications be created. It would be governed by a
Dispatch Commission consisting of the Springfield Police Commissioner, the Springfield
Fire Commissioner, a representative of the Springfield Emergency Medical Services
Commission, the Director of Public Works and a representative of the Mayor’s Office.
The Dispatch Commission should be the general policy making authority for dispatch
operations. It functions should include:

« Providing recommendations to the Mayor on the dispatch annual budget and
expenditures
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- Establishment of dispatch center organizational goals, objectives and policies

e Adopt and revise bylaws for its operation, as well as the operation of the user
advisory committee.

« Provide recommendations of the hiring, employing, and terminating of the dispatch
management staff

« Periodic performance evaluations of dispatch management staff

The second part of the governance structure is the Dispatch User Advisory Committee.
The User Advisory Committee should consist of representatives of the agencies service.
At a minimum, we recommend that the User Advisory committee include the following:

e Springfield Police Department Division Commander
e Springfield Fire Department Deputy Chief — Operations
e American Medical Response Regional Manager

The function of the User Advisory Committee is to provide guidance and input to the
Dispatch Commission and the Emergency Communications Center Manager on
operational and other appropriate issues. The Emergency Communications Center
Director should be appointed in a similar manner as other department heads in the City of
Springfield. The Commission should recommend the appointment of the Director of the
Emergency Communications Center.

We recommend that, at least initially, AMR’s dispatch operations remain separate from
the consolidated center. Once the consolidated center becomes operational, the matter
should be reviewed and consideration given to co-locating AMR’s dispatch operations
with the City’s.

Neither of the existing facilities is suitable for housing the consolidated center. There is
insufficient space available in both facilities. In addition, the Fire Alarm Headquarters
facility would need considerable renovation in order to comply with existing codes and
standards, most notably the American’s With Disabilities Act. We evaluated that location
as well as the Raymond Sullivan Public Safety Complex for possible location of a new
facility. Based on our evaluation, CTA recommends that the City find a suitable parcel
that is approximately five to six acres in area rather than try to reuse or use one of the
suggested sites. With the large number of vacant industrial and commercial properties,
there should be suitable redevelopment space available.

We recommend that the City consider including both the Emergency Operations Center
and the City’s Data Center in the new facility. Both existing facilities do not meet the
current and projected future needs. There are significant advantages to co-locating the
facilities. Both functions require the same type of flexible space that can meet a variety
of needs. Both require sustainability and survivability- the ability to both sustain the
effectives of a potential disaster and continue operations for an extended period of time
without interruption and potentially isolated from commercial utility sources. The shared
use of the space will allow all three functions to have improved facilities and reduced
costs.

Fire Alarm Headquarters currently serves as the alternate PSAP for the primary PSAP at
police headquarters. If the primary PSAP is unable to answer incoming 9-1-1 calls, the
calls are rerouted to the alternate PSAP. With the consolidation, that option will not be
available. We recommend that, immediately after the completion of the consolidation, the
existing PSAP at the Springfield Police Department and that serve as the alternate or
back-up dispatch center. In addition, we strongly recommend that the Police
Commissioner contact the Commissioner of the Massachusetts State Police and request
that the MSP Dispatch Center in Northampton serve as the interim alternate PSAP. The
While the new Springfield ECC would be designed to remain functional until the alternate
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center was staffed, the MSP would answer incoming calls in the event the primary PSAP
was incapacitated before the alternate PSAP was activated.

Immediate Actions

It will take approximately twenty four to thirty six months for the consolidated center to
become fully operational. In the interim, there are a number of actions the City should
take to both improve existing operations and to facilitate the consolidation. These
include:

The first step towards improving public safety communications is to bring both
the dispatcher and dispatch administrative staffing up to recommended levels.

Initiate the development of comprehensive job task analysis, updated job
descriptions, and employee selection procedures for all dispatch positions

Begin dispatch staff augmentation and training process

Develop Comprehensive Policy and Procedure Manual

Recruit, select, and hire the Emergency Communications Center Director

Timetable

Commitment to Consolidate

Complete Job Task Analysis/ Job Description Development
Add Additional Dispatch Staff

Begin Development of Comprehensive Policy & Procedures
Select Architect/Design Consultant for New Facility

Select Location for New Dispatch Center

Hire Emergency Communications Center Director
Complete Dispatch Center Design

Begin Dispatch Center Construction

Dispatch Center Substantial Completion

Cutover to Consolidated Center
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October 31, 2008
December 31,2008
January 1, 2009
January 1, 2009
December 1, 2008
January 1, 2009
March 1, 2009
June 30, 2009
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December 31, 2010
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1.0 Introduction

The City of Springfield, Massachusetts currently operates a primary Public Safety
Answering Point (PSAP) and police dispatch center, and a separate secondary PSAP
and fire dispatch center. In addition, American Medical Response (AMR) operates a
secondary PSAP, Central Medical Emergency Direction (CMED) center and Emergency
Medical Services (EMS) dispatch center in Springfield. The Springfield Finance Control
Board selected CTA Communications of Lynchburg, Virginia to conduct an analysis of the
feasibility of consolidating two or more of these PSAPs/dispatch centers.

The feasibility analysis was designed to:

1. Assist in the identification and resolution of all issues related to the development,
planning, and implementation of a combined (police and fire) dispatch center,
including organizational structure, governance, staffing, technology, training, the
need to provide a back-up dispatch facility, and licensing and waivers required to
operate a centralized facility.

2. ldentify and assess up to three locations that could house the City’s combined
dispatch center which will meet the City’s current needs as well as provide expansion
potential for the site to host a regional central dispatch in the future, if appropriate.

3. ldentify and recommend equipment, systems, software, and hardware to be used in
the combined dispatch center which will meet the center’s operational and
communications needs and integrate with records management and other support
systems.

4. Provide cost estimates for the capital and yearly operational costs associated with a
single consolidated center.

A team of personnel from CTA Communications conducted interviews and dispatch
center surveys during the first two weeks of April 2008. Approximately fifteen in-person
interviews were conducted in Springfield. Three additional interviews were conducted by
telephone. The three existing dispatch centers were surveyed and detailed information
was gathered on the systems and facilities currently in use.

CTA Communications was tasked with providing a written report which:

e Analyzes up to three possible locations for the central dispatch center and justify a
single recommended site.

- ldentifies and recommends equipment, systems, software, and hardware to be used
in the combined dispatch center.

* Proposes an organizational structure, management staffing, and training structure for
the consolidated structure.

« Provides detailed estimates for the capital project costs to renovate an existing facility
to become the combined center.

« Provide detailed estimates for the yearly operational costs of the combined center.
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e If requested, develop and /or submit for the City license and waiver applications to
permit the use of a central dispatch center.

This report addresses those tasks.

SECTION 2 of this report covers the Current Dispatch Center Environment. SECTION 3
describes the functional attributes that a consolidated public safety communications
center should have. SECTION 4 discusses the current communications center problems
and concerns. SECTION 5 analyzes alternative designs. SECTION 6 presents CTA’s
Opinion of Probable Costs or cost estimates. Our conclusions and recommendations are
in SECTION 7.
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2.0 Current Communications Center Environment

This section defines the current dispatch center operations and communications
environment as they exist in each of the three existing centers participating in the study.
A brief description of the overall community environment and the project changes in
population are reviewed. Descriptions of the current operations for each of the three
entities involved in this study (Springfield Police, Springfield Fire, and AMR) are given
and the duties performed by the staff of the centers are reviewed.

2.1  Current Community Environment

The City of Springdfield sits on the banks of the Connecticut River only a few miles north
of the Massachusetts and Connecticut border. The City is approximately 33.2 square
miles and sits on the east-bank of the River. It is bounded by the Connecticut River on
the West, the City of Chicopee and the Town of Ludlow on the North, the Town of
Wilbraham on the east, and the towns of East Longmeadow and Longmeadow on the
south. The City is 6.4 miles at the widest point running north-south and 8.9 wide at the
widest point on an east-west axis. The topography of the City slopes upward from the
Connecticut River for approximately a mile to form a plateau, which in turn is laced with a
series of lakes and streams and small river beds. The City is for all practical
considerations completely developed. The industrial uses are concentrated along the
railroad tracks and in industrial parks located in the East Springfield neighborhood. The
housing stock is characterized primarily by single family structures. Multi-family
structures are found in the inner City neighborhoods and garden apartment structures are
found throughout the City. The central business district is located on the western edge of
City and contains a number of high rise office and commercial structures. The 2000
Census counted over 4,000 vacant housing units in the City of Springfield. By 2006, that
number had increased to more than 7,000 according to the U.S. Census Bureau.
Approximately 12% of the housing units are vacant.

The City of Springfield is chartered under the Commonwealth of Massachusetts
Constitution with the Plan A form of government, commonly known as the "Strong Mayor"
system, comprised of the following elective offices: The Mayor who is elected every two
years; the City Council comprised of nine members all elected at large every two years.
The Mayor is the chief executive and financial officer of the City. The City council serves
in a monitoring and review capacity over the chief executive in addition to a number of
legislative functions, including passage of local ordinances and financial orders. The City
has been experiencing serious financial stress over the several years and by the end of
FY2004 faced a financial crisis. It was determined that the City needed the
Commonwealth to provide short and long term financial resources in order to avoid a
financial collapse. On July 9, 2004, the Massachusetts legislature enacted Chapter 169
of the Acts of 2004 entitled “An Act Relative to The Financial Stability of Springfield.”
Under Chapter 169, a Finance Control Board (FCB) was established and vested with
comprehensive authority over all of the City’s finances, including appropriations,
borrowings, transfers of funds, and municipal spending authorizations.

Springfield is located in Hampden County. As with a number of the six other
Massachusetts counties, Hampden County exists today only as a historical geographic
region, and has no County government. All former County functions were assumed by
state agencies in 1998. The population of Springfield and the surrounding Hampden
County area has been essentially unchanged since the 1990s. Projections are that the
City and Hampden County’s population will change little over the next twenty years.
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TABLE 2-1 shows the population since 1990 and the anticipated population through
2030.

2.2  Springfield Police Department

The Springfield Police Department provides primary law enforcement services for the City
of Springfield. The department has an authorized strength of 583 positions (both sworn
and civilian). This is an increase of eight positions from 2007. However there are
seventy-six fewer police officers than in 2004. The result is a twenty percent reduction in
the patrol division.

The department is currently structured with five divisions. Three of the divisions are
geographic (North, Central, and South). The fourth division is the Operational Support
Division. Each of these four divisions is commanded by a Deputy Chief. The fifth
Division, Business and Technology, is led by a civilian director. The dispatch center is
part of the Business and Technology Division

The geographic divisions perform the patrol function for the police department. Officers
assigned to the geographic divisions respond to calls for police service, conduct traffic
enforcement as well as performing both preventative and high-visibility patrols. The
officers assigned to the geographic division are assigned to one of three shifts (12:00
a.m. to 8:00 am; 8:00 am to 4:00 pm; and 4:00 pm to 12:00 am. Typically there are
between seventy and one hundred twenty units on duty, depending on the time of day. In
addition to the Springfield Police Department units, three days a week a task force from
the Massachusetts State Police patrols in the City of Springfield. They use Springfield
PD radios.

The Springfield Police Department uses eight repeated UHF channels in the conventional
(non-trunked) mode and one UHF simplex channel. Satellite receivers are used on the
repeated channels. One of the repeated channels is used for dispatch; one is used for
data-base (LEAPS/NCIC) traffic, and the third is used for car-to-car traffic. The fourth is
for narcotics, fifth for special operations, the sixth is for the Tactical Response Unit, the
seventh for community policing, and the eight is for surveillance.

The Western Massachusetts Law Enforcement Consortium (WMLEC) is a consortium of
over 100 communities in Hampden, Hampshire, Franklin and Berkshire Counties. Its
member agencies cover about 608 square miles from the Vermont to the Connecticut
and New York borders. WMLEC operates radio system for regional public safety
communications. The WMLEC system has been a two channel system and is now a
twelve channels system and includes fire and EMS agencies as well. One of the new
channels (WMLEC 2) is for inter-service communications. The remaining channels are
for law enforcement use. WMLEC 1 is a wide area police channel. Both WMLEC 1 and
2 are simulcast channels. The remaining channels are assigned to one of the five
WMLEC regions. Two of the channels are used in Springfield and the immediate
surrounding region for law enforcement and FIRE/EMS interagency communications.

Springfield PD has a mobile data network. Patrol and other vehicles have been equipped
with laptop computers. The laptop computers use Biokey (formerly Packet Cluster)
software over the Verizon wireless data network. The vehicles are equipped with
separate radios and modems on the Verizon network. Springfield is working on switching
from the Verizon network with its own network.

The police department is implementing a shot detection system and adding significant
numbers of cameras. There are currently eight cameras. Ten to fifteen cameras are
expected to be installed in the central business district initially. The eight cameras already
operating in that area will be integrated into the new system. Within a year, an additional
forty cameras will be installed in locations throughout the City as a result of this project.
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A high speed fiber network (“Spring Net”) is being implemented by the Springfield Media
and Telecommunications Group. The project receives funding from the Cable
Endowment Fund.

2.2.1 Springfield Police Department Dispatch Center

The Springfield Police Department Computer Aided Dispatch Center (CAD) is the primary
Public Safety Answering Point for the City of Springfield. The center also dispatches the
Springfield Police Department. 9-1-1 fire calls are transferred to the Springfield Fire
Department Fire Alarm Headquarters. Emergency medical calls are transferred to AMR’s
regional dispatch center in Springfield. Wireless 9-1-1 calls are answered by the
Massachusetts State Police in Northampton and then transferred to the Springfield
PSAP. Wireless 9-1-1 calls can be transferred to either the Fire Department or AMR.
The Springfield 9-1-1 Center is located in Police Headquarters at 130 Pearl Street. The
building was constructed in 1968. There are five call-taker positions, two radio dispatch
positions, and a shift supervisor position. Both the radio and supervisor positions are
also equipped with 9-1-1 workstations.

There are currently twenty-six people on the dispatch staff. The dispatch staff works
eight-hour shifts (0800-1600; 1600-2400; 2400-0800). Dispatch employees are
represented by AFSCME. They are in the same bargaining unit as all City civilian
personnel. Typical staffing is 1 supervisor, 2 radio dispatchers and 5 call takers. Based
on Statewide Emergency Telecommunications Board Standards for Enhanced 9-1-1,
there must be a minimum of three call takers on duty. The dispatch staff works a five on-
two off schedule.

New Plant/CML VESTA 9-1-1 CPE was installed in 2007. The 9-1-1 CPE also includes
Plant/CML’s mapping system. A Logistic Systems Computer Aided Dispatch (CAD)
system was installed in 1998. Motorola Centracom Elite radio consoles were installed in
1996. A Nice logging record was installed in 2008. NICE instant recall recorders were
installed in 2007. The police department uses an Information Management Corporation
(IMC) Records Management System (RMS). The RMS is not interfaced with the CAD.

The CAD center is responsible for answering the Springfield Police Department
administrative number twenty-four hours a day. In addition to eight wireline 9-1-1 trunks
and 12 wireless 9-1-1 trunks, there are two City administrative trunks and 3 business
lines that are answered in the center.

TABLE 2-2 shows the available metrics for the Springfield Police Department Dispatch
Center.

2.3 Springfield Fire Department

The Springfield Fire Department provides fire prevention, fire suppression, and fire
investigation services to the City of Springfield. In addition, the fire department provides
emergency medical “first-responder” service within the City of Springfield. The
department organized into three bureaus: Prevention; Operations; and Administration. It
is a “career” department with an authorized strength of 290 personnel. Fire department
response is provided from eight stations located throughout the City.

The Operations Bureau includes three divisions: Suppression; Emergency
Preparedness; and Training. The Suppression Division consists of two fire districts with a
District Chief in charge of each district. There are four work groups each of which works
a rotating schedule of two ten-hour day shifts, two fourteen-hour night shifts followed by
four days off. Currently there are eight engine companies, five ladder companies, and
one rescue squad operating from eight stations. In addition, the department has a
hazardous materials team, three boats, and a bomb squad. The Bomb Squad is jointly
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staffed by the fire department and the police department. The department currently has
279 personnel. Since 1989 there has been a significant decrease in the number of fire
apparatus and personnel in the City.

The Administration Bureau consists of four divisions: Public Information; Administration;
Communications; and Repair. The Fire Prevention Bureau consists of four divisions:
Inspection; Juvenile Fire Setter; Public Education; and the Arson & Bomb Squad. The
Fire Prevention Bureau is responsible for enforcing City and State fire ordinances, laws,
rules and regulations as well as applicable National Fire Protection Association (NFPA)
codes and standards. The division is also responsible for cause and origin determination
and issues permits for special events. Fire Prevention was recently elevated from
division status to bureau status.

The Springfield Fire Department currently has an Insurance Services Office (1ISO) Public
Protection Classification of 2. The Fire Suppression Rating Schedule (FSRS) considers
three main areas of a community's fire-protection program: Fire Alarm and
Communications (10%); the Fire Department (50%), and Water Supply (40%). The
department is preparing for a periodic 1ISO revaluation.

The department has three State-provided decontamination units. In addition, the
hazardous materials team works with the Commonwealth of Massachusetts District 4
Hazmat Team. There is a regional bulk mail distribution center located in Springfield. It
is equipped with sophisticated biological detection systems, one of which is Anthrax
oriented.

The fire department uses six VHF channels. Channels 1 & 2 are repeated channels and
used for communications with dispatch. Fire calls are dispatched via the fire alarm cable
system. For fire responses, channel 2 is used to communicate with dispatch. Medical
calls as well as fire prevention and investigation traffic are supposed to use channel 1.
Channel 3 is a simplex channel used in the field and not monitored by dispatch. Channel
4 is the intercity channel. Channels 5 and 6 are simplex fireground channels.

2.3.1 Springfield Fire Department Alarm Headquarters

The Fire Alarm Headquarters is the central location that receives all emergency and
service calls to the Springfield Fire Department. 9-1-1 calls, telephone alarms, telegraphic
alarms and wireless radio box alarms are all received at Fire Alarm. The Fire Alarm in-
house maintenance team provides preventative maintenance of all equipment.

The Springfield Fire Department operates a municipal fire alarm system. The system
originally included fire alarm pull boxes and auxiliary alarms connected to commercial
and industrial facilities. There are between 250 and 300 subscribers on the system. The
system is also used to alert the fire stations on calls. All of the street fire alarm boxes
have been removed from the system. The Springfield City Council recently enacted a
City Ordinance that the alarm system be converted to a wireless system. Springfield has
selected a system from Signal Communications Company. The facilities that have been
connected to the alarm system must purchase an alarm reporting device to be installed
on their premise by December 31, 2008.

Approximately one year ago, the Fire Fighter/Dispatchers were replaced with civilian
dispatchers. There are nine civilian fire dispatchers. A minimum of two dispatchers are
on duty at all times. The dispatchers work a four on-two off schedule.

Fire Alarm (Dispatch) is a secondary PSAP. Incoming wireline 9-1-1 calls are answered

by the Springfield Police Department and then transferred to Fire Alarm if the call is a fire
call. Medical calls are transferred to AMR. If the fire department is needed as medical
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first responders, AMR then notifies fire alarm. Wireless 9-1-1 calls are answered by the
Massachusetts State Police in Northampton and then transferred to Springfield PD.

An Interact Computer Aided Dispatch (CAD) system was installed in 2005. The center is
equipped with Motorola Centracomm Gold Elite Radio Consoles, and a Dynamic
Instruments Digital logging recorder. The 9-1-1 Customer Premises Equipment is Plant
MAARS. Wrightline dispatch furniture was installed in 2004.

TABLE 2-2 shows the available metrics for the Springfield Fire Alarm Headquarters.

2.3.2 Emergency Preparedness Division

The Office of Emergency Preparedness is responsible for developing and maintaining
comprehensive emergency management mitigation and operations plans for responding
to natural and manmade disasters as well as coordinating the City’s implementation of
the Federal Superfund Amendment Reauthorization Act provisions concerning hazardous
materials. The office also provides staff support to the City’'s Emergency Medical
Services Commission which contracts for ambulance services and oversees the
operation of the Central Medical Emergency Direction (CMED) network in Springfield.
The Office of Emergency Preparedness is part of the Springfield Fire Department. It
previously had been a stand-alone department.

The office is responsible for coordinating the Western Massachusetts Metropolitan
Medical Response System (MMRS). The MMRS Program was created in 1996 to
enhance the capabilities of existing systems for public health emergencies that create
mass casualties or casualties requiring unique care capabilities. There are three MMRS
units in Massachusetts. The MMRS program required the development of a number of
specific response plans for the various medical and public health providers in the twenty-
nine communities that comprise the Western Massachusetts Region.

The City is susceptible to a variety of natural hazards in part due its location and climate.
The most damaging hazards historically have been hurricanes and resulting floods. The
City's mix of industrial and commercial uses in addition to the transportation lines located
within its boundaries creates a number of high probability and risk situations.

The designated Emergency Operating Center (EOC) for the city is located at in a multi-
purpose room at the Raymond Sullivan Safety Complex. The building also includes a fire
station. The multi-purpose room is also used as a meeting room for various community
groups.

The City of Springfield Emergency Operations Plan provides for up to sixteen different
functional positions at the EOC. Depending on the nature of the situation, some of the
positions may not be activated.

The EOC has limited communications capabilities. A number of control station radios are
available to be set up in the operations room and can be used by the various agencies at
the EOC. There is also the availability of telephone and internet service.

2.4  American Medical Response

American Medical Response (AMR) is a private medical transportation company. The
AMR Western Massachusetts Region is part of AMR’s Northeast Division, headquartered
in New Haven, Connecticut. The AMR facility in Springfield is the Western
Massachusetts Regional Headquarters for AMR. The AMR regional communications
center is located at the facility.
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AMR utilizes System Status Management. Field units are mobile rather than station-
based and are assigned posts based on anticipated workload. During peak hours there
are as many as 20-22 units deployed in the region. The minimum number is 8-9.

The Springfield Emergency Medical Services Commission is charged with EMS awarding
and oversight. The Commission consists of a representative from the fire department,
and representative of the police department, one medical doctor from each of the two
hospitals with emergency departments, and an appointee of the mayor.

The City of Springfield contracts with AMR to be the provider of emergency medical
response to calls received through the 9-1-1 system in the City. The contract with AMR
was a five year contract and is in its second one-year extension. The contract costs the
City nothing. The contract establishes performance standards. During peak periods,
AMR must have nine Advanced Life Support Units on duty in the City during peak call
periods, six during the second busiest period, and three during the slowest times of the
day. They must respond to ninety-five percent of Priority 1 (highest priority) calls within
ten minutes and ninety percent of the priority two calls within twenty minutes. Under the
terms of the contract, AMR is required to maintain a dispatch center in the City of
Springfield.

In addition to provision of 911 EMS service to the City of Springfield, AMR’s Western
Massachusetts operation provides 911 EMS service to Hampden, Holyoke, and East
Longmeadow.

2.4.1 Central Medical Emergency Direction (CMED) Network

Massachusetts law assigns responsibility for oversight of emergency medical services in
the Commonwealth to the Department of Public Health through its Office of Emergency
Medical Services. It also requires the establishment of regional EMS councils. The EMS
councils are non-profit corporations funded by the State. There are currently 5 EMS
Regional Councils. Region 1, the Western Massachusetts Emergency Medical Services
Committee (WMEMS), includes the four western-most Counties in the State.

In the late 1970’s, the Massachusetts Department of Public Health, through the Office of
Emergency Medical Services (OEMS), adopted the federal model of the Central Medical
Emergency Direction (CMED) network as its method for EMS communications. The
standard CMED configuration requires capability to patch EMS units to area Emergency
Departments over a suite of 8 paired UHF “MED” channels and, at least, one VHF
channel (155.340). There are two additional UHF pairs (MEDs 9, 10) which are available
for local dispatch or scene coordination.

There are now 7 CMED centers in Massachusetts. The western-most CMED is in
Springfield and is owned by the City of Springfield and operated by the City’s contracted
EMS provider (currently American Medical Response). The Springfield CMED manages
EMS communications for 50 EMS services in 56 communities of 2 counties; linking them
to 6 different area hospitals. CMED also provides service to numerous Connecticut
services as they come across the State line to Springfield area hospitals.

Currently the Springfield CMED control console is housed within the AMR
Communications Division at 595 Cottage Street. A part of the EMS contract with the City
requires AMR to staff the CMED console around the clock. There are 9 remote
transmitters operating from 4 sites (Shelburne Mountain in Franklin County, Chestnut
Towers in downtown Springfield, Roosevelt Avenue in Springdfield, and Bald Peak in
Monson). CMED is linked to the other 6 Massachusetts CMEDs (as well as Hartford
CMED) via normal telephone.
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The day-to-day function of CMED is to provide communications patches between
inbound EMS units and the Medical Control Physicians (MedCon) at the destination
hospitals. CMED manages the large volume of traffic over the various channels with
regard to geographical location and available channel space. CMED Operators “triage”
incoming by priority and will, as needed, break patches to route more serious cases into
the system. CMED Operators also manage hospital “Diversions” where overloaded
Emergency Departments divert incoming ambulances to other hospitals. CMED enforces
Regional Diversion Guidelines and notifies all appropriate EMS dispatch centers of
changes in hospital status.

2.4.2 American Medical Response Dispatch Center

The AMR regional communications center has a total of eleven positions. Four of the
positions are dispatch positions; two are CMED positions, and five are call taking only.
The dispatch positions are also equipped to answer incoming telephone calls. One of the
dispatch positions is equipped with a Plant/CML 9-1-1 answering position to receive 9-1-1
call wireline information. Wireless 9-1-1 calls are answered by the Massachusetts State
Police and transferred to the Springfield 9-1-1 center. State law prohibits transferring the
calls a second time.

The center is equipped with six 9-1-1 trunks for receiving transferred calls (2 Springfield,
2 Holyoke, 1 East Longmeadow, and 1 Hampden) as well as six business lines. The
dispatch center answers the business lines when the receptionist is not there.

Dispatch is normally staffed with four or five personnel plus a Supervisor on days and two
or three on nights. One position is always dedicated to CMED.

The AMR Communications Center utilizes the Medical Priority Dispatch Emergency
Medical Dispatch (EMD) program. The EMD program includes medically approved
emergency medical dispatch triage guidelines for telecommunicators; criteria based
dispatch of resources, and the provision of approved pre-arrival instructions. It also
includes a comprehensive EMD training program, quality improvement measures and
ongoing research. Criteria Based Dispatch (CBD) is based on the recognition that the
level of care (ALS vs. BLS) needed by the patient and the urgency of patient care should
be the determining factors in the level of response.

A GEAC Computer Aided Dispatch (CAD) system is in use. It was installed in 1996.
Mapping is included with the system. A Baker Integrated Technologies integrated radio
and telephone system is installed in the communications center. That system was also
installed in 1996. A Dictaphone logging record is also in use. The GEAC CAD provides
an interface to the mobile data system.

TABLE 2-2 shows the available metrics for AMR.

-20- HSMM | AECOM



Springfield Centralized Dispatch
Feasibility Analysis and Assessment

CTA Communications

%6 600710'. 956589 Tvy'679°'9 %G 160'67'9 S27'970%9 sHasnyoessep
08 £10'L29 508'029 868119 %1 6,809 88209 YSIN pjaijbuLids
%P 165'9.Y 19.°89y 19€'95y %0 822957 0TE'95Y Auno) uapduwey
Ot 268'16T T06EST 196'TGT 0¢- 280'75T £86'95T paubuuds

0£02-000¢ abuey) 9

olewls3 0€0¢

olewls3 0¢0¢

9JeWNsI0T0Z  G00Z-066T dBUBYD % SNSUBD 000Z

suondaloid uorejndod
T-¢3|qel

SNSU3] 0667

AECOM

HSMM

-21-



Springfield Centralized Dispatch
Feasibility Analysis and Assessment

CTA Communications

66T'S (JNV) saydared @3In-o
000°0T suodsuel] uep Jreyd|eaym
000'TT (HINY) payaredsiq siajsuell SN
000'T uspweH (4IAv) paydredsiq sjed S
0002 MmopeawbuoT ise3 (YY) paydredsiq sjed SN
000°0T MOAIOH (HINY) payaledsiq s|ed SN
¥90'2E plabuuds (HWv) payoredsia sjied SN
L26'S (a4) paydedsiq s|ed SNI/aii4

19€'¢8T 92IAI3S 10} S|[eD 921j0d

GeZ'vT 255781 PaAIBIaY S|[ed [e10L

umouun XA £ee'Ts PaAIgoaY s|fed buiwoaul 8y
000'GE €10'C PaAIB0aY S|[ed Jajsuel] T-1-6
%9¢€ % [[eD SSalalipn

6TC'ETT S|[eD T-T-6 [e10L

020'TY PaAIBIBY S|[eD T-T-6 SS|8IIM

66T'C. PaAIRI3Y S|BD T-T-6 SUIBIIMN

a4 pieybunds

ad playbunds
SOLIBIN

¢-¢9l0eL

HSMM ‘ AECOM

-22-



CTA Communications

Springfield Centralized Dispatch
Feasibility Analysis and Assessment

3.0 Requirements of a Consolidated Dispatch Center

The 9-1-1/dispatch consolidation project that the City of Springfield is considering will
have wide reaching effects on public safety operations in the City. This would not just be
an improvement in dispatch operations but a profound realignment of how the
departments and communications operations relate to one another.

As background information, this section will describe some of the complex issues
involved. Then, recommendations can be made and applied. Here we will also discuss
some effective means of managing the communications operations that have worked in
other places.

Modern public safety communications systems have developed to support the operations
of the public safety agencies they serve. The public safety communications system in the
community typically performs four basic functions: receive & classify calls for assistance;
support agency operations (dispatch); interagency communications; and data systems
access. In order to perform these functions, a variety of systems and procedures are
employed. Here we describe the operation of the most critical of these systems.

3.1 Communications Center Systems

A modern communications center is comprised of at least two separate functions:
Operations and Technology. Since its inception forty years ago, the 9-1-1 system has
become the primary means of communications from the public to the public safety
agencies. Communications center operations involve dispatch protocols, very intensive
personnel scheduling and management issues, and statistical and records release
maintenance. Communications center technology involves the management of the 9-1-1
telephone technology, computer assisted dispatch systems, recording systems, radio
systems, and other ancillary support systems.

3.1.1 Operations

Communications center operations personnel typically receive little recognition and are
asked to function in one of the most complex and stress filled work environments in
existence. Included in 9-1-1 operations management are dispatch functions for all of the
agencies involved in the center. This normally means that center personnel must be
proficient in police, fire and emergency medical protocols. The differing disciplines have
their own characteristics that create scheduling and staffing challenges.

< Police - An extremely high volume of calls typically characterizes police dispatch.
Most traffic involves small numbers of units sent to a large number of incidents.
Most police agencies do not have sufficient units; therefore many times police calls
for service are held and prioritized. The officers in the field, rather than the
dispatcher, originate a large percentage of the dispatch activity. The dispatch work is
largely reactive to field operations. This creates a constant, unrelenting requirement
for dispatch attention.

e Fire - Fire dispatch normally has less call volume than police, however the calls that
are dispatched are much more complex and time consuming. Fire radio traffic has a
smaller number of calls involved with a larger number of units sent to each incident.
Workload for the dispatcher is generally driven by complaints received over the
telephone rather than from the field. By definition, fire calls are considered
emergency calls unless otherwise specified.
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< EMS - Medical dispatch also has a lesser number of calls for service than police.
These incidents also normally involve multiple agencies. With the advent of medical
pre-arrival protocols, medical incidents have become the most time consuming of all
for dispatchers. Again, workload is driven by complaints received over the telephone
rather than from the field. Transfers from one medical facility to another are another
important component of medical dispatch.

The results are that while police will have the preponderance of calls statistically, the
actual workload for fire and medical can easily equal that of police. In essence, the
dispatchers in the various dispatch disciplines are restricted in how they can assist each
other. 9-1-1 management must balance the conflicting needs of these disciplines while
attempting to meet differing dispatch procedures for each agency.

In general, persons calling 9-1-1 and requesting a response from a public safety agency
are in stressful situations. Many times these situations are literally a matter of life and
death. Other situations may cause significant emotional distress. People under stress
frequently do not communicate as effectively as when they are not under that stress. In
addition, callers may make demands that are not possible to meet. The 9-1-1 operations
personnel who deal with these callers may be impacted by the emotional state of the
callers. In turn, this may impact the community’s perception about the level of service
being provided.

The quality of service provided through consolidation depends upon numerous factors;
accuracy and reliability are two of the key factors. Other factors include personnel
selection, training, shift personnel, supervisory and operational procedures, and
telecommunicator workload. Much more than E-9-1-1 dispatching must be considered.

Providing accurate and reliable communications depends on a number of factors. One of
the most critical is providing a communications system that is adequately staffed with
highly trained and experienced personnel. Over the past thirty years there have been
significant changes in public safety communications centers. The centers have become
much more dependent on technology. The infusion of technology has not only improved
the quality and capabilities of the service being provided, it has increased both the
complexity of the job of the public safety telecommunicators and the scope of the training
required to perform the required duties. What cannot be overlooked is the fact that the
required basic job knowledge, skills, and abilities are as important now as they ever were.
The job essentially remains one of receiving and communicating information to and from
people. All of the technology that is in use is there to assist the communications process.
Careful planning and attention to detail is required to assure that the technology assists
rather than hinders that process. Now not only do communications personnel need to be
skilled in communicating, they must also be proficient in the use of all of the different
systems and equipment used in the center.

Many emergency communications centers struggle to attract and retain trained staff. A
number of centers are effectively working with half of their authorized staff. Not only are
they lacking in the number of people on staff, but, in some centers, a large number of
those on staff are still in training and not yet capable of filling a position. Turnover is
frequently cited as a problem as well. Conversely, there are centers that report that they
are fully-staffed, have little turnover, and have eligible candidates on the waiting list.
There are a number of factors that affect the ability of an ECC to attract and retain staff.
The work environment is often a major factor.

A number of studies have shown that there is a correlation between the employees’
perception of the adequacy of the physical environmental factors of the workplace and
their productivity. Employee perception that the workplace environment is inadequate
can result in increased absenteeism, lowered employee satisfaction, decreased
productivity, and reduced quality. All of these can contribute to decreased customer
satisfaction. An emergency communications center has at least two sets of customers,
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the public and the public-safety agencies and departments served by the center. The
perception that the workplace is inadequate can lead to both psychologically unhealthy
employees and a psychologically unhealthy organization.

Dispatchers may have non-emergency dispatch related duties to perform for their
agency, including record keeping, administrative telephone duties and dispatch for
agencies outside of public safety. Staffing for such collateral duties must be considered
when operations are moved to a centralized dispatch center. Once resolved, efforts must
then focus on improving dispatch service quality.

Personnel scheduling and management are full-time vocations in themselves. With a
national average of 20% per year turnover in staff, employee selection, retention, and
training become serious concerns. Often times, it is necessary that new employee
training is ongoing. This requires staffing and management attention as well.

Operational procedures and standards are an equally important aspect of any public
safety communications center. Public safety in each community has evolved based in
large measure by the standard of service demanded by the community being served.
This is especially true of the operations of public safety communications centers. There
are a number of “national” standards that can be used as guidelines by governing bodies
in establishing the level of service being provided to the community. The National Fire
Protection Association is an international nonprofit membership organization which
develops consensus codes and standards, research, training, and education on fire
prevention and public safety. The NFPA’s Standard for the Installation, Maintenance,
and Use of Emergency Services Communications Systems (NFPA 1221) provides
guidance on many public safety communications matters including communications
center design and operations. Public safety communications centers and systems must
function under all conditions. They must provide the highest degree of reliability feasible
in order to assure continuous functionality. The provisions contained in NFPA 1221 when
implemented are key aspects of having a reliable, continuously functioning center.

NFPA 1221 establishes that:

* Ninety-five percent of alarms shall be answered within 15 seconds and 99 percent of
alarms shall be answered within 40 seconds.(SECTION 7.4.1)

< Ninety-five percent of emergency dispatching shall be completed within 60 seconds.
(SECTION 7.4.2)

In a clarification from previous editions, the 2007 edition of the standard indicates that the
sixty second time period begins when the call is answered at the dispatch center and
ends with the commencement of the dispatch.

In situations, such as in Springfield, where calls are transferred from the primary public
safety answering point, NFPA 1221 stipulates:

e Where alarms are transferred from the primary Public Safety Answering Point
(PSAP) to a secondary answering point, the transfer procedure shall not exceed 30
seconds for ninety-five percent of all alarms processed. (SECTION 7.4.4)

A centralized communications center by its nature also becomes the point where the
preponderance of public safety statistics are created and compiled. Basic statistics are
the numbers of calls for service and response times. Also, because of the recording
systems, the center receives many requests for news releases and investigatory tapes. In
a combined agency center, the various procedures and authorizations to release such
information create a supporting specialty of records management. An important element
to assuring that the system operates as it should is the on-going collection and analysis
of system metrics.
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3.1.2 9-1-1 Technology

A complex and multifaceted technology supports any centralized communications center.
One of the primary subsystems is the Enhanced 9-1-1 telephone technology. Each 9-1-1
Center or PSAP (public safety answering point) is normally equipped with its own 9-1-1
switch. Also known as an ANI/ALI controller, this is the equipment that provides the
Automatic Number Identification (ANI) and Automatic Location Information (ALI) to the
dispatchers. There is an extensive database for wireline telephones, the Master Street
Address Guide (MSAG) maintained to ensure that this ANI & ALI information is correct. It
includes a listing of all valid address ranges within the jurisdiction.

In the past few years, 9-1-1 Customer Premises Equipment (CPE) has featured the
integration of the telephone and computer. Modern 9-1-1 customer premise equipment is
computer based and integrates several different applications. Most suppliers of the
integrated workstation include “instant recall recorders” and integrated TDD for
communications with hearing and speech impaired callers as standardized options.
Depending on the option and the vendor, some of the options are included at no
additional charge, and some are relatively low cost. By using the replay recorder and
TDD included with the telephone, the 9-1-1 center can avoid having to purchase
separate, expensive pieces of equipment. In addition to the integration of the functions,
operation is significantly easier. The US Department of Justice has interpreted the
Americans with Disabilities Act (ADA) legislation to mean that each 9-1-1 position must
be equipped with a device capable of communicating with the hearing and speech
impaired 9-1-1 caller.

Depending upon the age and manufacturer of this equipment, the existing system in any
municipality may have very limited expansion and adaptation capacity. For example, first
generation 9-1-1 switches generally do not provide abandoned call notifications. In this
current litigious environment, abandoned call notification is a necessity. An abandoned
call occurs when the caller has disconnected prior to the dispatcher answering. The
caller's number and location are known to a center via ANI and ALI. But, if a center does
not attempt to reconnect the caller or recognize a need to do so, then the center could
face extreme liability and bad publicity.

In first generation 9-1-1 equipment, the operators could only discern an abandoned call
by realizing that the ANI and ALI printers were activated. The abandoned call notification
system presents an alarm to dispatchers and supervisors.

As 9-1-1 CPE becomes increasingly computer-based, the use of a standard digital
protocol has become more important. The Transmission Control Protocol/Internet
Protocol (TCP/IP) or IP has become the standard for digital communications. Many
commercial telephone systems now are IP-based. Newer 9-1-1 CPE uses IP for
communications between the 9-1-1 switch and the answering positions. The 9-1-1
network however still uses analog communications between the selective router and the
PSAP.

When the 9-1-1 system was developed in the 1970’s, the digital technology now in use
didn’t exist. In order to provide the highest degree of reliability, it was necessary to
separate the 9-1-1 system from the remainder of the telephone network. Separate,
dedicated circuits were installed between the local telephone company wire centers or
central offices to the selective router and then from the selective router to the PSAP. In
order to provide the telephone number of the caller, the Centralized Automatic Message
Accounting system (CAMA) which was the long distance message accounting system
was adapted for use by the 9-1-1 network. The CAMA system operates using analog
signaling techniques. By today’s standards, CAMA is slow and very limited. There is a
concerted effort to develop the standards for the next generation of the 9-1-1 network.
That network will be able to accept and deliver to the PSAP inputs from a wide variety of
devices. While the definition of the next generation is still a work in progress, it is known
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that it will be IP based. For that reason, it is critical that new 9-1-1 CPE be IP capable so
that it is ready for the change when it occurs. Fortunately for the City of Springfield, the
Massachusetts Statewide Emergency Telecommunications Board (SETB) has provided
updated 9-1-1 CPE that is IP capable.

The Master Street Address Guide (MSAG) is a critical element in any wireline Enhanced
9-1-1 system. The primary purpose of the MSAG is to assist in routing 9-1-1 calls to the
proper PSAP. Telephone exchange boundaries and political boundaries are often
different. The MSAG is used to direct calls originating in a jurisdiction to the PSAP that
answers calls for that jurisdiction. There is a fair amount of work required to keep the
MSAG current, especially in areas where there is new development. The MSAG can also
be used to indicate which agency has jurisdiction for a particular location.

Beginning in the late 1990’s, wireless enhanced 9-1-1 began to be deployed throughout
the country. Because wireless callers are by definition not in a fixed location, a different
technology was needed to provide the location of wireless callers in an emergency. This
has placed additional demands on the PSAPS. Wireless 9-1-1 calls require that the 9-1-
1 equipment be capable of receiving two ten digit telephone numbers as well as location
information expressed as latitude and longitude. Many older 9-1-1 systems are not
capable of fulfilling that requirement. In addition, the PSAP needs some form of
computer-based mapping system to be able to rapidly convert the location information to
a dispatchable address. In addition, the 9-1-1 equipment must allow the
telecommunicator to refresh or rebid the ALI information in order to obtain the wireless
callers location.

Wireless enhanced 9-1-1 service has presented significant challenges to the
communications industry. Not only are there the PSAP equipment issues noted above,
the provision of accurate caller location information within acceptable ranges has been
especially controversial. Federal Communications Commission (FCC) Rules and
Regulations provide for the use of two different technologies in providing caller location
information. The technology deployed by most of the wireless service providers uses the
Global Positioning System. The Global Positioning System (GPS) is a satellite-based
navigation system made up of a network of 24 satellites. A GPS receiver is placed in
each handset and uses the signals from the satellites to calculate the handset’s location.
A GPS receiver must be locked on to the signal of at least three satellites to calculate a
two dimensional position (latitude and longitude) and track movement. With four or more
satellites in view, the receiver can determine the user's three dimensional position
(latitude, longitude and altitude). Currently, the technology deployed in wireless networks
only determines the latitude and longitude. Currently FCC Rules and Regulations require
that the location information be within fifty meters (50) for sixty-seven percent (67%) of
calls and one hundred fifty meters (150) for ninety-five (95%) percent of calls.

The other method of providing location data uses network-based technology. There are
several different ways that the network-based technology works. The essence is that the
location of the caller is determined by differences in the signal at multiple towers. The
more towers that receive the signal, the more accurate the location information will be.
For network-based solutions, the FCC Rules stipulate one hundred (100) meters for sixty-
seven percent (67%) of the calls, 300 meters for 95 percent of calls.

The Cellular Telephone Industry Association (CTIA) estimates that as of December 2007
approximately eighty-four percent of the population of the United States has a wireless
communications device. The CTIA further estimates that those 255,400,000 devices
generate 106,215,000 9-1-1 calls each year. The most recent estimates by the CTIA
also indicate that approximately sixteen percent of households in the United States only
have a wireless telephone.
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The exponential increase in wireless devices has significantly impacted public safety
communications centers. As noted above, over one million wireless 9-1-1 calls are
received nationwide each year. For the most part, there has been little, if any, reduction
in wireline 9-1-1 calls received at the PSAP. In many cases, the influx of incoming calls
has not resulted in any increase in the staff in the communications center. In addition to
the increased total number of calls, PSAPs receive many more calls about the same
incident than before. Often these calls take longer to process since the mobile caller may
be uncertain of his or her location, and it takes thirty seconds or more to retrieve the
location information from the wireless carrier.

Voice over the Internet (VolP) telephony is another new technology that is creating
additional requirements for the 9-1-1 system. As the need for greater capacity and
improved reliability has grown, telecommunications are moving to use digital rather than
analog signaling methods. Internet Protocol (IP) is a common format for digital
communications. Digitized voice messages can be transmitted using IP or VolP. VolP
impacts the 9-1-1 system three different ways. First, many newer 9-1-1 systems use IP
technology between the telephone switch and the individual workstations. Secondly,
VolIP is being viewed as the favored technology to replace the CAMA trunks between the
9-1-1 selective router and the 9-1-1 center. Thirdly, callers using VolP technology make
telephone calls over the internet. VolP calls interface with the conventional telephone
network at the VolP service provider’s points of presence, which may or may not be in
the local community. There are significant issues that must be resolved in order to
assure that a 9-1-1 call is routed to the correct PSAP. Current VolP technology may not
provide for the transmission of the caller's physical location along with the voice call.
Some VolP telecommunications service provider networks, however, are not compatible
with the existing E-9-1-1 infrastructure. The Federal Communications Commission has
ordered that VoIP service providers provide 9-1-1 service. Three phases have been
identified for the transition to a fully-E-9-1-1 capable system for VolIP calls:

e |1 - routing to 10-digit administrative numbers allowed, stationary (fixed) service only,
no caller location transmitted, but no modifications required by PSAPs to handle
incoming calls

e 12 - no routing to 10-digit numbers, stationary and nomadic service, caller location
transmitted, ALI database modification required, no modification required by PSAPs

e 13 - no routing to 10-digit numbers, stationary, nomadic and mobile service, caller
location transmitted, PSAP modifications required, ALI database replaced by domain
name server

Because this is a new and rapidly evolving technology, many of the details have yet to be
resolved. As with wireless 9-1-1, several different phases have been identified for VolP
9-1-1 service. Some VolIP providers are able to provide a level of service similar to
enhanced 9-1-1. Others are not able to provide the enhanced features at this time.

The telephone hardware must also be sized to accommodate a centralized center’'s
workload. Often this limitation will require an expansion of the 9-1-1 switch subsystem or
replacement of the entire 9-1-1-switch subsystem.

3.1.3 Computer Aided Dispatch (CAD)

Currently each of the three centers uses a different CAD system. There is no
interoperability between the various systems. An integrated, full -featured computer
aided dispatch subsystem would certainly be a necessity in a centralized communications
center with the volume of activity anticipated in the consolidated center. In addition, each
of the agencies utilized a computerized records management system. The CAD system
will need to be capable of transferring data from the CAD system to these RMS systems.
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Incident information is entered into the CAD system by the call-taker. The system verifies
the address in the geographic data base and may provide recommendations on response
based on the location and nature of the incident. Currently incident information must be
entered by each center that will be dispatching resources. Three separate databases are
must maintained.

The geographic database (GEOFILE) can become quite complex as well, due to the
differing service disciplines (police, fire, and medical) often with differing jurisdictional
boundaries. This results in multiple agencies of similar type within one system. This will
sometimes require the CAD to generate different case and run numbers for the same
incident. The MSAG will show which jurisdiction covers a given address range. The CAD
GEOFILE typically recommends specific units to respond to a given location whereas the
MSAG only indicates the jurisdiction. The GEOFILE and the MSAG must remain
coordinated. The CAD must also interface with all computer and records systems that
reside downstream from it. Agency records systems should receive direct input from the
CAD system for basic elements, such as incident numbers, date and time, location, and
investigating officer.

As it is a part of the system, the mobile data system must also interface with the CAD in
order to package and transfer information over the air. There is also the National Crime
Information Center (NCIC), the Massachusetts Criminal Justice Information System), and
local criminal justice databases, as well as the 9-1-1 switch itself with which the CAD
must communicate.

As noted above, location information for wireless 9-1-1 callers is expressed in
latitude/longitude coordinates. The CAD must, therefore, be adaptable to
latitude/longitude points and translating that to a location in the CAD system.

Generally, a computer aided dispatch system should allow for easy entry of incident
information, recommend the resources to be dispatched to the call, track the status of the
units both in relation to the incident and otherwise, maintain records of those calls and
time related to it, and provide assorted records and reports for analysis and
documentation.

A number of the systems being marketed as CAD systems are more focused on the
records management and incident reporting aspects rather than on the dispatch aspects.
While they may be suitable for use in smaller agencies, these systems may not be
suitable for use in busier centers.

Agencies looking to implement or upgrade their CAD system should focus on the
functionality as it pertains to dispatch operations. Common CAD functions include:

e Event Entry

e Event Prioritization

e Unit Recommendation for Assignment to Calls
e Time-stamping

e Address Verification

e Unit Status Monitoring/Recording
e Alert Timers

e Call History

e 9-1-1 Interface

e Paging Interface

* Radio System Interface

* Mobile Data Interface
 Mapping System Interface

-29- HSMM | AECOM



CTA Communications

Springfield Centralized Dispatch
Feasibility Analysis and Assessment

These are just a few of the more common features and functions of a modern CAD
system. It is important during the procurement to define what functions and features are
required. As prospective systems are reviewed, there needs to be appropriate
assurances that the system will have adequate capacity to handle the anticipated
workload. This should not be just the normal workload, but must focus on estimated
peak workloads. What happens when a major event adds extra units to the system?
What happens when an unusual occurrence results in a call volume several times larger
than the normal call volume? Does the system have sufficient capacity to handle the
demand?

3.1.4 Support Systems

Within any 9-1-1 center, there are ancillary subsystems that also require technical
management. For example, the logging recorder subsystem must be sized to the needs
of the 9-1-1 center and also to the recording needs of the agencies that require their radio
traffic recorded. Other examples of ancillary systems include: generators, uninterruptible
power supplies, and internal security subsystems.

3.1.5 System Integration

Intelligent Workstation is the term that has been applied to computer based 9-1-1
answering position equipment that includes computer telephony integration. These
workstations help resolve many of the issues facing PSAP’s. There are several
integration levels available. Basic integration allows the use of the same keyboard to
access multiple computers. A manual switch is used to switch between the computers.
A second level of integration allows the use of one computer, serving as a workstation to
switch between multiple applications running on multiple host computers. The third and
highest level of integration allows for a more complete interface between the various
applications. An example of this is an interface between the 9-1-1 system and a CAD
system. Through the use of a programmed interface, caller information is transferred
from the 9-1-1 system and reformatted so that it is displayed in the appropriate fields in
the calls for service screen in the CAD screen.

While the use of intelligent workstations solves a number of issues, there are also a
number of potential concerns with their implementation that must be dealt with. First is
the possibility that the applications are incompatible. Even when applications use the
same operating systems, problems can occur when similar commands between
applications cause undesired results. Often what is called multi-tasking actually refers to
the ability to do multiple tasks in rapid succession. This may create problems when
applications compete for priority. Even when the operating system of the workstation
does permit true multi-tasking, problems may occur when two or more applications try to
use the same portion of a computer’'s memory at the same time. Another potential
problem involves human factors. A telecommunicator may need to view multiple
applications at the same time. For example, a call-taker may need to see the 9-1-1
display screen, the CAD call-taking screen, and a digitized map. It may become difficult
to view all three applications at the same time on one screen. Multiple monitors may be
needed. Integration of multiple applications is not only possible; in many cases it is
desirable. Because of the potential problems involved, any integration effort must be
done with a great deal of care and caution.

3.1.6 Additional Considerations

In addition to the number of computer monitors, cabling requirements have changed
dramatically. Previously, with the older analog technology, several multiple-pair cables
were needed between each position and the connection point. New digital
communications techniques have dramatically changed that. The new trend is to use
computer networking techniques to interconnect the various terminals with the “back-
room”. This has greatly reduced the amount of cabling that must be run. However, as
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more applications become networked, the capacity of the network must expand. To that
end, TIA/ANSI/NEMA Category 6 or 7 cabling is recommended for all new installations.
These new categories of cabling permit data transfer speeds of up 600 Mb.

3.2 9-1-1 Consolidation

A change in the 9-1-1, or dispatch system, will not affect the number of calls for service,
but it will impact how they are handled.

Even major leaps in technology can only reduce processing time by minimal amounts,
and certainly not enough to produce a reduction in staff. The most dramatic cost savings
in personnel will be in areas where personnel were used for activities other than dispatch.
Most public safety dispatchers perform a multitude of administrative tasks in support of
their employer. While consolidation in a centralized center may remove these non-9-1-1
functions from the dispatchers, the functions must be satisfied in some other fashion.
Estimating how these tasks impact workload and staffing levels can be very difficult,
especially because these duties are largely non-quantifiable.

3.2.1 Consolidation

A consolidated center requires diverse centers to be brought together under one
management with common operating platforms. A consolidated center offers many
advantages. The consolidated center can take advantage of common electrical, HVAC,
and emergency power subsystems. The employees can be cross-trained and the
schedules can be combined for added personnel efficiency. A consolidated center would
create an arrangement that is more flexible, and amplifies the commonalties in fire and
medical dispatch. The technical issues here become the 9-1-1 equipment, administrative
telephones, computer-aided dispatch, and recording equipment. The 9-1-1 equipment
must be sized for the consolidated dispatch operation. The telephone sets themselves
must also accommodate the new larger number of non-9-1-1 lines. One operating
platform for the consolidated 9-1-1 operation would be a necessity. Any new CAD could
feed multiple records management systems. This single CAD must be able to upload
into the various records management systems. A consolidated Center would require a
single recording system.

3.2.2 Co-Location

If various 9-1-1 centers are co-located, then they will remain separate operations in the
same building. This presents an entirely different set of issues. In this scenario, there
would be different management of the multiple operations and equipment could be
different as well. In a co-located operation there would be multiple 9-1-1 switches.
Because of the equipment that routes the 9-1-1 calls from the provider to the center, the
calls cannot be divided any other way. The CAD and recorder systems in this scenario
could remain separate.

The most challenging issues involve personnel, resulting from two complete staffs with
their own schedules and supervision. This would be the least efficient use of personnel.

3.2.3 9-1-1 Center Design

Because of the critical functions performed at public safety communications centers,
considerable care is required in the location, design and construction of a center. The
location should be chosen carefully and be as far from known hazards as feasible. For
example, the lowest floor in a communications center should be above the 100 year flood
elevation. There also needs to be adequate drainage so that localized flooding will not
occur. Facilities that use hazardous chemicals should not be close to the center. Careful
consideration is needed when considering a location near a rail line or major highway that
is used to transport hazardous chemicals. The Federal Emergency Management Agency
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recommends that a ten-mile radius around a critical facility be thoroughly investigated. A
significant leak of an Extremely Hazardous Substance (EHS), such as chlorine, could
necessitate the need for protective actions including evacuation as far as ten miles from
the incident. Possible terrorist actions could expand that emergency action zone. A
hazard analysis should result in a threat rating — how likely is the facility to face the
particular threat(s).

It is important that the site has adequate drainage. Even though it may be above the
flood level, there must be adequate drainage and provisions for storm water runoff so that
localized flooding won't occur during heavy rains or rapid snow melt.

A quiet area with low surface traffic is recommended. Multiple access routes are also
advisable so that the center is always accessible. Caution is advised to avoid locating
the center in a high crime area. Typically dispatch staffs are predominately female. Itis
not unusual for employees to be coming and going from work individually or in small
groups. Itis strongly recommended that secure parking be provided for employees.

The availability of communications facilities is another key concern. The 9-1-1 system
requires numerous circuits from the 9-1-1 service provider (Verizon). Ideally fiber and
other high capacity communications facilities from multiple providers will be available as
well. Many of the communications systems, including 9-1-1, are migrating to Internet
Protocol based systems and will need the availability of high capacity cabling suych as
fiber optic.

Terrorism is real, evolving, and continues to increase in frequency and lethality
throughout the world. Critical facilities, such as an Emergency Communications Center
are frequently the target of attack by those seeking to disrupt government, avenge a
perceived wrong, or other, similar reasons. The Department of Defense has developed
guidelines to minimize the likelihood of mass casualties from terrorist attacks. While
mandatory for DoD facilities, they are highly recommended for use in critical facilities
such as the ECC. One of the key provisions is to maximize standoff distances.to keep
those intent on doing harm as far away from the building as possible. The
recommendation is to that vehicles should be kept away from the building. Cleared
vehicles, such as employee’s personal vehicle should be allowed to get no closer than
twenty-five meters (eighty-two feet) from the building. All other traffic should be kept at
least fifty meters (one hundred sixty-four feet) away.

Access to utilities is another important consideration. ldeally the site will have access to
multiple power grids so that diverse feeds can be installed. Availability of high capacity

telecommunications circuits, including fiber optic cables, from multiple vendors is highly

desirable. Critical circuits should be routed to the facility using diverse routing.

The design of critical communications facilities is a complex field. Public safety
communications systems and public safety communications facilities should function
under all conditions. The facility should be designed to withstand the anticipated
hazards. Any effort to enhance the security and survivability of critical communications
facilities should consider all of the hazards that the facility may face. The impact of
technology on emergency communication systems and facilities is becoming increasingly
significant. Technological advances have affected the way public safety agencies and
corresponding centers operate daily. Technology affects every aspect of doing business
directly and indirectly. In order to meet future needs over the next 15 to 20 years, a
critical communications center should be designed with the following considerations in
mind:

* Avoiding fixed objects (walls, furniture, etc.) when practical

e Selecting equipment and peripherals such as displays, keyboards, and computers
that can change and move as much as possible
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e The infrastructure (data and power cables, etc.) needs to be moveable and
reconfigurable

e The space should be as open as possible, and raised flooring and high ceilings
should be used

« Adequate equipment room space must be provided

e Extra attention must be focused on electrical grounding

The PSAP must also comply with other requirements of the ADA concerning
requirements that facilities and equipment be readily accessible and useable by persons
with disabilities.

As the equipment in critical communications centers become more integrated and
computer-based, there is a definite trend towards equipping them with more ergonomic
furniture. A number of manufacturers offer adjustable furniture so personnel can raise or
lower a chair or work surface to a comfortable position. Many new models allow
adjustments from sitting to standing. This amenity is especially helpful when dispatchers
and call takers are expected to spend prolonged periods at a workstation.

The consolidation/co-location issue has profound effects on the room design. It will
directly impact the number of console positions in the center. In the equipment room, this
will dictate the size and quantity of CAD processors, 9-1-1 switching equipment, and
recorder processors. These requirements, in turn, will be carried out to determine the
floor space, electrical, and HVAC needs.

3.2.4 9-1-1 Position Descriptions

Dispatcher - A dispatch position will normally contain radio controls, a 9-1-1 telephone
with associated screens, and two CAD screens (one call taking and one unit status). A
fourth screen is often used to display the computerized map.

Call Taker - A call taker only requires a 9-1-1 telephone with associated screens, a map
display, and a call taking CAD screen.

At least one call taker should also be equipped with the commercial alarm terminations.
In a co-located center, call takers would have to be replicated for the differing CADs and
9-1-1 equipment. This would require twice as many call takers.

Supervisor — A typical supervisor’s position would have at least one more computer
display. The position would have additional controls for internal alarms, system controls,
and console override access.

In all but the largest centers, all of the positions, except for the supervisor’s position, are
typically set up as dispatch positions so that all positions can do all of the functions. This
permits the maximum flexibility as staffing and workload changes.

3.2.5 9-1-1 Space Characteristics

The dispatch area should be characterized by these features:

e ADA compliant

e Raised flooring

« Bookshelves, or other storage, for ready access to manual reference materials

e Lighting should have a wide range of adjustments. Individual lighting at each position
is most preferred

« Lockers — dispatcher should have available personal storage space for coats,
headsets, reference texts, and other materials

e Adequate restrooms for male and female employees

e Equipment room for electrical, HYAC, generator, and UPS
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e Storage

e Break/common area nearby

e Training and administrative office space
e Adequate automobile parking

3.2.6 Dispatch Protocols

Consolidation of dispatch operations also requires consolidation of dispatch protocols.
Much discussion is required before operations commence to resolve service level issues.
Some centers have chosen to have all agencies follow the same protocol, while others
have chosen to permit differences between the agencies. Advances in computer aided
dispatch systems have facilitated allowing different protocols. There is still a need to
establish common call classes and recommendation tables in the CAD.

This may require participating agencies adopting the same set of signals and codes.
They would have to agree on the number of units assigned to a particular call class and
the priority level. Consolidation, therefore, involves a great deal of cooperation between
all agencies.
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4.0 Problems and Concerns

Both of the City of Springfield dispatch centers as well as AMR have operated as self-
sufficient entities for a long time. This has been necessary to serve the needs of the
departments and citizens of the communities. The dispatch centers have followed
diverse paths to meet the needs of their respective departments. This diversity presents
some challenges in consolidating services. This section will explore the major issues
with the current situation and concerns we have identified in moving towards a
consolidated 9-1-1 operations.

In 1998 the Minnesota Office of the Legislative Auditor published a review of best
practices in 9-1-1 public safety dispatching. That report identified seven “Best Practices”
based on ideas and standards in the public safety communications industry. These
seven actions provide a framework to evaluate public safety dispatching in the City of
Springfield. The seven actions include:

e Develop and use standard operating procedures

e Support a trained and qualified work force

 Maintain adequate communications and network equipment

e Consider opportunities for coordinating the use of dispatching equipment and
cooperative dispatching

 Keep records and measure performance

« Promote information exchanges among public safety response agencies

e Educate the public on the 9-1-1 system and services

4.1  Standard Operating Procedures

Written directives are an essential element of managing a public safety agency,
especially a public safety communications center. Comprehensive directives establish
the means by which administrative and operational goals are to be met as well as provide
direction to agency personnel.

Neither the Springfield Police Computer Aided Dispatch (CAD) center nor the Springfield
Fire Alarm Headquarters have comprehensive written standard operating procedures.
The written guidance that does exist is woefully outdated and obsolete.

Written directives also provide benchmarks to use when evaluating the performance of
the public safety communications system. A comprehensive quality assurance (QA) and
quality improvement (QI) program is an important part of system performance
measurement, discussed in SECTION 4.5 below. An aspect of any QA/QI program is
comparing actual performance against the stated goals and objectives. For example, if
the City of Springdfield established the goal that ninety percent of all 9-1-1 calls would be
answered in ten seconds or less, the QA portion of the portion of the program would
review available data to analyze the actual performance and the QI portion would
evaluate if there was a need to modify the goal. In this example, perhaps suggesting
modifying the goal to be to answer ninety-five percent of the calls in ten seconds would
be appropriate.

As our society becomes increasingly litigious, it is even more important to have
comprehensive policies and procedures and to vigorously make certain that the policies
and procedures are followed. In general, the courts have held that government is
immune from liability when performing discretionary functions, but not immune when
performing ministerial duties. Discretion is interpreted as the judgmental or policy
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decisions rather than the operational decisions. These operational decisions, generally
implementing or executing policy decisions, are known as ministerial duties and are not
immune from liability. The courts have further found that if a governmental employee is
acting within the scope of his or her duties and following established policies and
procedures, the employee is also immune from liability. There are six exceptions to the
general rule. These exceptions include:

e Claims brought against a governmental entity for the negligent operation of an
automobile,

e Claims arising out of the operation of any public hospital, correctional facility or jail,

e Claims arising out of a dangerous condition of any public building,

e Injuries caused by a dangerous condition of a public highway, road or street which
physically interferes with the movement of traffic on the paved portion of the roadway,

« Injuries caused by a dangerous condition of any public hospital, jail, public facility
located in a park or recreation area, or any public water, gas, sanitation, electrical,
power or swimming facility, and

e Claims arising out of the operation and maintenance of any public water facility, gas
facility, sanitation facility, electrical facility, power facility or swimming facility.

The facts in a specific case may result in a different decision, but the general
interpretation of immunity may be summarized being that if a governmental agency has a
policy on a specific issue and the governmental employee is following that policy, then
both are immune from liability. Further, the policy must be in writing in order for it to be
considered to exist.

4.2  Support a Trained and Qualified Work Forces

The Springfield Police Department’s dispatch center is understaffed. As will be
discussed in more detail in SECTION 4.2.6, the lack of adequate staff contributes to
center performance that is not consistent with established standards.

This practice area involves a number of elements:

e Job Task Analysis/Job Descriptions
e Hiring Standards

e Initial or New Hire Training

e Continuing Education

e Career Path

e Staffing

4.2.1 Job Task Analysis/Job Descriptions

The job of a dispatcher has changed significantly over the past few years. While the
basic function of the position remains the same (receive and process incoming calls for
assistance, dispatch and coordination of public safety resources, coordination with other
public safety services, and maintaining records), the way the work is performed is
significantly different. It has become significantly more technology based, and the
volume of calls being received has increased dramatically. Accuracy and reliability
remain the two primary goals of public safety communications. A number of
sophisticated, computerized support systems have been implemented to help improve
their accuracy and reliability. These systems include Computer Aided Dispatch Systems
(CAD), Records Management Systems (RMS), and Geographic Information Systems
(GIS). In addition, there is the 9-1-1 system, the radio system, the recording system, and
so on.

The dispatch center is a unique environment. Martino V. di (2003) Workplace violence in
the health sector; Relationship between work stress and workplace violence in the health
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sector. There are many factors that make working in the center very stressful. Stress is
defined as “the physical and emotional response that occurs when the requirements of
the job do not match the capabilities, resources or needs of the employee.” Key sources
of stress include ambiguity, work overload, lack of control, and dealing with death and
dying. Another factor can be called the “fishbow! factor.” Dispatch employees are
subjected to a closer supervision than many other workplaces. Frequently supervisors
are monitoring the telephone and radio traffic. Telephone and radio traffic is recorded and
subject to extensive review. The psychological demands of the position (many calls truly
are a matter of life or death) coupled with significant limitations in the decision making
latitude of the employee can increase the perception that the situation is stressful. All too
often, the organizational structure and culture of the center do not provide the social
support necessary to counter those perceptions. Adding to the problems are other factors
such as shift work, schedules and overtime.

As noted in SECTION 3, there is a direct correlation between the employees’ perception
of staffing adequacy and their performance. As discussed further in APPENDIX B,
APCO Project RETAINS identified it as the leading causes of employee turnover.

In Springfield, there has been no systematic review of the knowledge, skills, abilities, and
personal characteristics needed to perform the job of dispatcher. A job analysis is
needed as the first step in the process. Job Analysis is the process of identifying
essential job tasks and the essential knowledge, skills, abilities, personal characteristics
and physical abilities that are essential for performing these tasks successfully. The
analysis can become the basis for employee recruitment and selection. The Job Analysis
also provides the basis for development of performance appraisal systems and
standards, as well as other objectives such as the development of new hire training
programs.

4.2.2 Hiring Standards

In many instances, newly hired dispatchers do not complete their training period.
Sometimes it is because they don’t perform adequately, but more frequently, they leave
because they find the job is not what they expected. Frequently this is because the
nature of the job does not meet the qualifications of the candidate. A number of
communications centers have found improved new employee retention by focusing on
matching the prospective employee’s personality characteristics with the demands of the
job. For example, the job is one with very low recognition for good performance. An
individual who needs constant reinforcement is not a good match for a dispatcher
position. The City is in the process of implementing the CritiCall pre-employment testing
system. This is an important first-step in improving the hiring and employee retention
process. By using a validated pre-employment testing program such as CritiCall, the City
should be able to reduce employee turnover early in the employment process.

4.2.3 New Employee Training

As noted above, the employee’s perception of adequacy greatly impacts his or her stress
levels. A comprehensive, well planned training program is another essential element.
Currently newly hired dispatchers at both the police and fire dispatch centers complete
the Basic Telecommunicator Training Course developed by the Association of Public-
Safety Communications Officials, International (APCQO) and an additional forty hours of
class room training covering first aid, cardio-pulmonary resuscitation, dealing with hearing
and speech impaired callers, the CAD system, and department organization and
procedures. APCO is the largest public safety communications user group. The basic
training course is just that. It provides the entry level generic training to provide
preliminary knowledge about the job to new hires. The additional forty hours of class
room training covers some of the details of operations in Springfield. Currently, after
completion of the classroom portion of the training, newly hired employees are assigned
to a Communications Training Officer (CTO) for two weeks. The concept used with the
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CTO program is “progressive empowerment”. With this method, the program starts with
the trainee observing while the trainer does everything. As time passes and experience
builds, the trainee does more of the tasks and the trainer observes. Based on
established programs, such as the APCO Communications Training Officer Program, two
weeks is not an adequate amount of time for an inexperienced trainee to gain the
knowledge and skills needed to perform the job with confidence. Typically, a trainee
spends from sixty to ninety days with a trainer under most CTO programs.

A comprehensive training program, based on the job tasks identified in the job task
analysis, is required to produce competent employees prepared to perform the duties and
responsibilities of the position with confidence and ability. Rather than focus on the hours
of instruction or time with a trainer, the training program should focus instead on the
candidate’s demonstration of the required competencies. As noted earlier, the
dispatcher’s job is complex and requires prompt action in many cases. The training must
be consistently provided to all employees.

4.2.4 Continuing Education

Change is a constant today. Our communities continue to change as the population and
the environment change. Since our public safety agencies and systems have developed
in response to the situation in the community, it is only logical that they change as well.
Employees need to be trained in the changes, and they need to be provided with the
opportunity to maintain and increase their skills and proficiency. The Massachusetts
State Emergency Telecommunications Board (SETB) provides grants for approved
training courses. The program began in FY2008. Springfield received $101,000 under
the program for the first year and is eligible for $98,588 this fiscal year. The grants cover
the cost of the class as well as the cost of the attendees’ wages and the cost of overtime
to cover for their absence. Significant difficulty was reported by several parties in using
the grant funding during the 2008 fiscal year. Training plans need to be developed to
assure the provision of the best qualified workforce possible. The provision of adequate
training is an important element in measuring employee satisfaction. This includes both
initial and in-service training.

425 Career Path

In most organizations, new employees can progress through a number of steps as their
proficiency improves. The steps generally are time based. In addition, many agencies
have different classification levels reflecting the skill level of the incumbents. For
example, entry level employees would be a Dispatcher I, fully qualified employees would
be a Dispatcher 2, lead dispatchers would be a Dispatcher 3. This provides an incentive
for employees to continue to grow and progress and rewards them for that. The existing
collective bargaining agreement provides only two steps. All new employees at police
dispatch are first assigned as call-takers. Some employees become radio operators and
are capable of both taking calls and working one of the dispatch positions. There is no
requirement that all employees be capable of being radio operators and there is no
additional compensation for those that do become radio operators. Not only does this
limit the ability to staff the center, it creates interpersonal conflict within the center.

4.2.6 Staffing Levels

The Springfield Police Department 9-1-1 Center is understaffed. Not only are there not
enough people on duty to comply with SETB and national standards, there are not
enough total staff members to maintain current staffing levels without significant use
overtime. As shown in TABLE 4-1, a review of the available statistics indicates that the
center answers considerably more calls per employee than national averages based on
studies by the National Emergency Number Association and others. In addition, the
statistics show that the center does not comply with the SETB requirement that ninety
percent of incoming calls be answered within ten seconds. Using the SETB guidelines,
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three dedicated 9-1-1 call takers are required to handle the busy hour. The dispatch
center is also responsible for answering incoming administrative calls for the police
department. In 2007, approximately two administrative calls were received for every three
9-1-1 calls. This creates a significant additional workload. Two dispatchers are assigned
to radio dispatch positions. Each employee receives one forty-five minute and two fifteen
minute breaks during his or her shift. Normal staffing is eight people (one supervisor, two
radio dispatchers, and five call takers). With the required breaks, no more than seven
people are actually in the center during most of the shift. It is easy to see why the center
doesn’t comply with the SETB standards.

In addition, approximately seventeen percent of 9-1-1 callers hung up or abandoned their
call before it was answered. By comparison, the State of Connecticut reports an
abandoned call rate of six percent, and the State of California reports an abandoned call
rate of approximately twelve percent.

Excluding the lead dispatcher or supervisor position, thirty people are required to fill
seven positions twenty-four hours a day. There are currently twenty-six dispatchers on
staff. While not all seven positions are filled on all shifts, there is a chronic staffing
problem. This results in there being numerous hours of overtime that must be filled. The
Police Department is in the process of hiring eight additional dispatchers. At the same
time, the Lead Dispatcher position is being created and filled. It will take four people to fill
the Lead Dispatcher slot on an around the clock basis. At least one additional person will
be needed as a Lead Dispatcher to cover for time off. The net gain of these eight
positions will be three additional dispatchers. This will help with the understaffing
problems, but there still will not be sufficient dispatchers to provide adequate staffing.
While a certain amount of overtime is inevitable in a twenty-four hour a day operation, the
amount of scheduled overtime should be minimal in a properly staffed organization.
Excessive overtime has a number of negative impacts on communications center
operation. First and foremost is a staff that is physically and emotionally exhausted.
When staff members are exhausted, the number of errors made increases. Interpersonal
relations tend to deteriorate, and the attitude towards both the public safety personnel
and the public also tends to be degraded.

A study sponsored by the Association of Public-Safety Communications Officials,
International in 2005 as reported by Mary Jean Taylor in Staffing and Retention in Public
Safety Communications Center, found that the employees’ perception that the center was
fully staffed was the most significant factor in predicting employee retention rates. In
interviews with dispatch personnel, the amount of overtime and the lack of staffing were
cited as being problems by those interviewed. The problem contributes both to the ability
to attract and retain new employees as well as keeping those fully qualified.

A third aspect of the understaffing issue is the impact on the interaction between the
public safety agencies and dispatch, between the public and dispatch, and between the
public safety agencies and dispatch. All of the parties tend to get angry because of the
failure of the system to meet their expectations. As noted in interviews with selected
members of the police dispatch staff, the dispatch staff feels overworked because of the
large number of calls they are expected to handle and all of the overtime they must work.
They feel they have to fight with the police officers to get the officers to take calls. The
public becomes more hostile towards the dispatchers because their calls to 9-1-1 aren’t
answered as quickly as they thing they should be and because the officers don't arrive as
quickly as the callers think they should, and the officers are angry because of the volume
of calls that dispatch tries to dispatch. The comments of the dispatch staff are commonly
heard in other centers with similar staffing issues.

For the first nine months of fiscal 2008, a total of $191,713 has been spent on dispatch

overtime. That equals approximately 7,500 hours of overtime divided among the twenty-
six employees or an average of 289 hours of overtime per employee assuming all
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employees worked an equal amount of overtime. That is the equivalent of seven full-time
dispatchers. For the first nine months, only sixty-one percent of the amount allocated for
salaries and wages had been expended. Taken together, the budgetary numbers
indicate a chronic understaffing and a large amount of overtime.

In addition to the chronic understaffing of the dispatcher position at the Springfield Police
Department, there is an accompanying lack of dispatch center management and
supervision staffing at the police department. While the City has negotiated the creation
of a lead dispatcher position to provide leadership and supervision on each shift, these
positions still had not been implemented at the time of our visit. Police Sergeants were
assigned to be dispatch supervisors three days a week. On other days, a dispatcher is
made an acting lead dispatcher. This overall lack of consistency, combined with the
chronic understaffing, means that there is little effective supervision in the center.

There is a critical need for additional administrative support at the Springfield Police
Department Dispatch Center. The 9-1-1 Dispatch Administrator is currently performing
the functions that in many centers, of similar size and complexity, occupy three or more
people. Typically, modern, technologically complex communications systems will have a
computer system administrator, training coordinator, and an operations manager in
addition to the center manager. Many centers also have a full-time quality assurance
coordinator. There needs to be adequate administrative staff to ensure that a sufficient
management, administration, and technical maintenance structure is in place and able to
address CAD and RMS computer system operations, 9-1-1 and dispatch operations and
computer system and database maintenance issues.

At the Springfield Fire Department, staffing issues are much less of an issue with the
relatively recent civilianization of dispatch operations. With most of the dispatch staff
being relatively inexperienced, there is a need for increased support, especially during
non-business hours.

We did not assess the AMR staff since our charge was focused on the police and fire
dispatch operations.

4.3  Maintain Adequate Communications and Network Equipment

9-1-1 call answering and public safety dispatching retain many elements of an “art” in lieu
of being a science. The key factor in every 9-1-1/dispatch operation is that the
requirements and technology must be applied to each community. In this way each
community evolves a unique approach and solution for their dispatching needs. This is
not to say that there are no standards. One primary national guideline is contained in the
National Fire Prevention Association’s Standard 1221. The Federal Emergency
Management Administration’s Guideline 426 also implies requirements for 9-1-1 Centers.
The Department of Transportation has entered the dispatching environment for
Emergency Medical Services and Medical pre-arrival procedures. Also, several vendors
have applied internal standards to many areas of dispatch centers; these are procedural
for their product (Medical Priorities and Insurance Services Organization) and the TIA/
EIA 222 installation grounding standards. Therefore while there may be no true
standards to meet; all of the factors above are brought together to create a
recommended 9-11/dispatch environment. These factors create in essence a “grade of
service” or “standard of care” that is applicable to all dispatch centers. They are brought
together in a common body of knowledge that defines what “should” be in 9-1-1/dispatch
design and operations.

As noted in SECTION 4.2.1 above, public safety communications centers utilize a
significant amount of communications equipment and systems in their daily operations.
The Springfield Police and Fire Department dispatch centers each employ multiple
systems. These include Computer Aided Dispatch Systems (CAD), Records
Management Systems (RMS), and Geographic Information Systems (GIS), the 9-1-1
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system, the radio system, and the recording system. These systems must be housed in
appropriate facilities. Neither the police dispatch center nor the fire alarm headquarters
are adequate for current needs. As part of our interview and survey process we
assessed each of the dispatch centers. Each of the 9-1-1/dispatch centers is assessed
for several characteristics. Twenty different elements were evaluated. Each of these is
scored using the following rating scale:

G — Good: Needs no improvement, meets CTA’s recommendation
F — Fair: Usable but falls short of CTA’s recommendation

P — Poor: Requires significant improvement

N — None: Not present

U — Unknown

The results are summarized in TABLE 4.2.

Application of the rating scale varies for each of the listed characteristics. For example,
for the dispatch center size, good would indicate that the size of the center is adequate
for the next fifteen to twenty years; fair means that the center size may meet the current
needs but does not have sufficient needs to meet the requirements for the next fifteen to
twenty years; and poor would indicate that the center is not adequately sized for current
operations.

Dispatch Center Assessment

4.3.1 Dispatch Center Size

By this we mean that the dispatch center has sufficient space to house comfortably the
dispatchers, call-takers, management and supervision, technical support for the current
dispatch operation as well as space for expected growth.

e Springfield Police Department — Poor - While there are eight positions (five call-
taking, two radio, and one supervisor) in the center, the positions are crowded
together and smaller than typically found. Not only is there no room for expansion,
there is no room for additional positions for adding additional people in high volume
times. The lack of space has also resulted in a less than efficient room layout. In
addition, there is insufficient office space for dispatch administration.

e Springfield Fire Alarm Headquarters — Good -There is sufficient space for the
dispatch center. There is room for anticipated growth of fire dispatch. There is not
adequate space to accommodate a consolidated center.

< American Medical Response — Good — There is adequate space for current
operations as well as room for expansion

4.3.2 Dispatch Center Condition

The Dispatch Center is neat and clean. The area is organized.

e Springfield Police Department — Poor — The furniture is in overall poor condition.
Routine cleaning and maintenance of the center is sporadic at best. The lighting is a
major issue. The lighting problem is exacerbated by the insistence by one of the
police department watch commanders that all of the lights be turned on. This creates
very harsh lighting unpleasant working conditions. It is also a major source of friction
between the police officers and the dispatch staff.

e Springfield Fire Alarm Headquarters — Poor- Fire Alarm Headquarters was

constructed in 1952. Over the life of the building, much of the routine maintenance
has been deferred. As a result the building is in generally poor condition. The
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building is in the process of having its HVAC system renovated. The duct work and
heating system has been installed. The cooling system has not been updated and
has caused numerous problems in the past. Because the equipment room gets over
heated during the summer months, the staff has had to open windows in order to
create a thermal heat sink. This has allowed birds and rodents to enter the building.
There have been complaints about the existing electrical system being inadequate
and may need updating in the near future. The electrical circuits are becoming
overloaded and causing the circuit breakers to trip. In addition, there is a lack of
adequate restroom facilities and the building does not comply with American’s with
Disabilities Act accessibility standards. Windows are cracking and not sealed tight.
Paint on the walls is cracking and chipping off.

American Medical Response —Fair- The center is clean. While the facility does not
appear to be a hardened facility, it is adequate for existing AMR operations.

4.3.3 Equipment Area Size

Meaning that the dispatch center has sufficient space to house comfortably the
equipment used to support the current dispatch operation as well as space for expected
growth. There is sufficient space for radios and telephones and computers.

Springfield Police Department —Fair- Generally there is sufficient room to house the
radio and telephone equipment. The computer equipment is currently located in the
9-1-1 Dispatch Administrator’'s shared office.

Springfield Fire Alarm Headquarters -Fair- With the removal of the wired fire alarm
system, there is space available for equipment. However, the equipment is
somewhat scattered in the same room as the dispatch center.

American Medical Response -Good- Generally adequate space for the equipment is
available.

4.3.4 Equipment Area Condition

The equipment area is neat and clean. The equipment is installed in a professional
manner.

Springfield Police Department —Poor- While the equipment has been generally
installed in a professional manner, the equipment room and the Dispatch
Administrator’s office are cluttered. In the equipment room, boxes are stacked on the
radio equipment cabinets.

Springfield Fire Alarm Headquarters —Poor- As noted above, much maintenance has
been deferred. Because the equipment room gets over heated during the summer
months, the staff has had to open windows for ventilation. This has allowed birds
and rodents to enter the building. There have been complaints about the existing
electrical system being inadequate and may need updating in the near future.

American Medical Response — Good- The equipment room is in generally good
condition. Some improvements to the grounding system may be required.
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4.3.5 Expansion Capacity

The Center has sufficient unused space or the facility is designed in such a way as to be
expandable both in aspects of dispatching area and equipment space.

< Springfield Police Department — Poor- There is no room for expansion of the existing
dispatch space.

e Springfield Fire Alarm Headquarters —Fair- Some additional positions and equipment
could be added. However, there is insufficient space as it exists currently to house a
consolidated police and fire dispatch.

e American Medical Response —Fair- Additional positions could be accommodated.

4.3.6 Radio Console System

The Console system adequately interfaces with and supports the radio system.
Dispatchers easily operate the console system features. All controls and information
readouts shall be clear and easily understood. The system supports headsets, foot
controls, select and unselect audio, and other modern features.

e Springfield Police Department — Good- A Motorola Centracomm Elite radio console
system is in use. While the manufacturer has recently introduced a new model, the
Elite model is still provided full support.

e Springfield Fire Alarm Headquarters —Good- A Motorola Centracomm Elite radio
console system is in use. While the manufacturer has recently introduced a new
model, the Elite model is still provided full support.

e American Medical Response —Fair- While a Motorola Centracomm Elite console
system is used by the C-Med position, AMR uses Baker Integrated Technologies
System that, while functional, is not as fully featured as the Motorola system.

4.3.7 CAD System

The CAD system adequately interfaces and supports the records management system.
The dispatchers easily operate the system features. All controls and information
readouts are clear and easily understood. The technology makes the dispatch and call
taking easier not more difficult. The system aids the dispatcher and call takers in
answering calls, event locations, unit selection, report and incident numbering, and
associative needs. Systems shall be designed for single entry and automation when
possible to reduce work activities.

e Springfield Police Department —Poor- The Logistics Systems CAD system was
installed in 1998. It is configured as a peer-to-peer network. There are a total of 11
computers used for the CAD network. Eight (8) computers are located in the ECC,
one (1) in the Captain’s office, one (1) in Records, one (1) in the IT Room, and one
(1) in the 9-1-1 manager’s office. The system uses IBM’s AlX language. The system
is not interfaced with the police department’s Records Management System (RMS).
It is the only computer system using AlX in the City.

e Springfield Fire Alarm Headquarters —Fair- An Interact Computer Aided Dispatch
(CAD) system was installed in 2005. It is interfaced to the Firehouse Records
Management System so that closed incidents are transferred from the CAD system
to the RMS system. However users of the RMS cannot initiate CAD inquiries through
the RMS. In addition, the CAD mapping is not interfaced with the City’'s GIS. As a
result, fire dispatch does not receive regular updates to the mapping system.
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Changes to response districts must be initiated by the software vendor. As a result,
much of the response recommendations are obsolete and unusable.

e American Medical Response —Good- AMR uses a GEAC CAD system. It adequately
meets AMR’s needs. AMR has standardized on GEAC for their operations in the
eastern half of the country.

4.3.8 CPE System

The 9-1-1 telephone system (CPE) operates seamlessly all in-coming 9-1-1 calls and out-
going transfers. All controls and information shall be easy to read and understandable.
The system requires few buttons pushes in operations.

e Springfield Police Department —Good- New Plant Vesta Meridian 9-1-1 CPE was
installed in 2007. The equipment is current state-of-the-art and functions well.

e Springfield Fire Alarm Headquarters —Poor- The 9-1-1 CPE was not upgraded when
the primary PSAP was upgraded. As a result, the capabilities are limited at Fire
Alarm Headquarters. They cannot receive Wireless Phase Il information.

e American Medical Response — Fair — AMR has one Plant Vesta answering position
unit. It does provide full functionality on transferred calls. At least one additional
position is needed.

4.3.9 PBX/Admin Telephones

The PBX telephone system operates seamlessly all in-coming administrative calls and all
out-going telephone lines. All controls and information are easy to read and
understandable. The system requires few buttons pushes in operations.

e Springfield Police Department —Good-The Plant 9-1-1 CPE includes the integration of
the administrative telephone lines.

e Springfield Fire Alarm Headquarters —Fair- The separate administrative telephone
lines are not integrated with the 9-1-1 system.

* American Medical Response — Good- The Baker Integrated Technologies systems
adequate for AMR’s needs.

4.3.10 Furniture

The furniture is a full featured design. The design allows raising and lowering the work
positions, tilting work surfaces, management of the required cables and power cords.
The design of the furniture assists the dispatcher and call takers with a convenient and
comfortable layout.

e Springfield Police Department — Poor- The console furniture is in poor condition and
needs to be replaced.

e Springfield Fire Alarm Headquarters — Fair — Wrightline dispatch furniture was
installed in 2005.

e American Medical Response —Fair- Baker Integrated Technologies is used. The
furniture is nearing the time for replacement.
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4.3.11 Lighting

The dispatch center is lighted in such a manner as to improve the operating environment.
This includes individual controlled task lighting, natural light and/or windows, non-glare,
and in-direct lighting.

e Springfield Police Department —Poor- Room lighting is less than desired and causes
problems with glare on computer screens when all lights are turned on.

e Springfield Fire Alarm Headquarters —Good- The dispatch room has direct
fluorescent lighting overhead and has windows (non-bullet resistant) located around
the room.

 American Medical Response —Fair- While the lighting is generally adequate, there is
no natural lighting in the dispatch center.

4.3.12 HVAC

The dispatch center has an effective heat and air conditioning system that provides for a
wide range of conditions, from chilly nights to hot days. Humidity is controlled. There is
sufficient movement of air and infusion of fresh air to allow the dispatch area to have a
non-stuffy atmosphere.

e Springfield Police Department — Poor- The HVAC is less than adequate.

e Springfield Fire Alarm Headquarters —Poor- At the time of our visit, a new HVAC
system was being installed. The existing system’s problems are described above.

e American Medical Response — Fair- The system is generally adequate. A back-up
system does not exist.

4.3.13 Reliability

The systems that support the dispatch operation shall be reliable. Failures shall be far
between and the dispatcher shall have a sense of confidence that the systems will be
running when needed.

e Springfield Police Department — Fair- The systems are generally reliable although
some outages do occur.

e Springdfield Fire Alarm Headquarters —Fair- The systems are generally reliable
although some outages have been reported.

e American Medical Response — Fair-
< As with the other two centers, the systems are generally reliable.

4.3.14 Generator

The emergency generator for the dispatch center provides adequate support for the
operations including the HVAC system. The fuel is sufficient for 168 hours of operation at
full load.

e Springfield Police Department —Poor-The generator was reported to be unreliable.

e Springfield Fire Alarm Headquarters —Good- A forty-five kilowatt generator has been
installed and functions well.

 American Medical Response — Poor- The generator needs to be upgraded
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4.3.15 UPS

The uninterruptible power supply for the dispatch center provides adequate support for
the emergency operations. The capacity is sufficient for 1 hour of operation at full load.

e Springfield Police Department —Poor- All of the 9-1-1 CPE equipment, radio console
equipment, and RMS/Messaging equipment are on individual UPS. The radio
equipment is not connected to a UPS. The smaller individual UPS units are generally
less reliable than the larger, higher capacity units.

e Springfield Fire Alarm Headquarters —Fair- a 3 KVa UPS has been installed. It may
be undersized.

 American Medical Response —Fair- A larger UPS is in use. Capacity information was
not available at the time of our visit.

4.3.16 Back-Up Provisions

An alternative dispatch center is maintained that is capable, when staffed, of performing
the emergency functions performed at the primary center. The alternate center is
separated sufficiently from the primary center to ensure the survivability of the alternate
center.

e Springfield Police Department — Poor- While backup provisions have been made at
Fire Alarm Headquarters, there is very limited functionality. In addition, police
dispatch does not routinely operate from the backup location so that personnel
develop familiarity with the operations.

e Fire Alarm Headquarters —Poor- No backup center exists. Fire dispatch would move
to one of the fire stations where limited functionality exists.

< American Medical Response —Poor- No backup center exists. Dispatching would be
done be a portable radio from the police dispatch center if the need arose.

4.3.17 Maintainability

In the rare occasions when a system or device fails the repairs are quickly begun and
performed. Overall there is a high confidence level that the system will be kept running.

e Springfield Police Department —Fair- Overall most of the equipment is still currently
supported by the manufacturer and parts are available.

e Springfield Fire Alarm Headquarters —Fair-With the phasing out of the wired fire
alarm boxes, the system is more maintainable.

 American Medical Response —Fair- AMR uses equipment and systems from Baker
Integrated Technologies. The product is still available.

4.3.18 Parking

The Dispatch center has easy outside parking access with mass transit and traffic
access. The parking lot shall be well lighted and secure.

e Springfield Police Department —Fair-Parking is available in the lot next to police
headquarters. The lot is open parking and is used by police officers, squad cars as
well as the general public. There is no security in the lot.
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e Springfield Fire Alarm Headquarters —Good — While the parking lot is not secure,
there is adequate parking which is generally not used by others.

e American Medical Response — Good- Adequate parking is provided, although it is not
secured.

4.3.19 Internal Facilities

The dispatch center is designed with adequate break areas, restrooms, and quiet rooms.
The restrooms are located near to but not in the dispatch area. There are un-recorded
telephones for personal use.

e Springfield Police Department — Poor- There are not adequate break rooms, locker
rooms, or restrooms in the immediate vicinity of the dispatch center.

e Springfield Fire Alarm Headquarters — Poor- The restrooms are not clearly
designated as men’s and women'’s restrooms. It is asked that all male staff use the
restrooms on the 1% floor and allow the women to use the restroom on the 2" floor.
There is a kitchen / break area located on the second floor next to the dispatch
center. The space is not ADA compliant.

e American Medical Response —Fair- Restroom and break room facilities are
accessible from the dispatch center.

4.3.20 Security

The Dispatch center is designed with controlled access to the Center using locked doors
and closed circuit cameras for entrance controls. The exterior of the facility is well lighted
and secure.

e Springfield Police Department —Poor- While there are electronic locks on several
doors between the street and dispatch, most of those locks are inoperative. During
our visit to Springfield, we were able to enter and leave the facility through several
different entrances at will.

e Springfield Fire Alarm Headquarters —Poor- The building is unsecure. Certain doors
are locked throughout the building with a key that is kept by the fire alarm supervisor.
The dispatch center doors are locked most of the time and require personnel and/or
visitors to knock on the door for entry. There is a window slot in the door covered by
paper that the dispatcher looks through to identify person’s wanting to enter into the
center. There has been an incident in the past where an individual being chased by
another individual has ran into the fire alarm building, up the stairs into the dispatch
center, and causing his/her pursuer to also enter the facilities and putting the
dispatch staff in danger.

 American Medical Response —Good- Doors are locked with key cards required for
access. A visitor must go through several different secured doors before gaining
access to dispatch.

4.4 Consider Opportunities for Coordinating the Use of Dispatching
Equipment and Cooperative Dispatching

While considerable effort has been made, especially through the Western Massachusetts
Law Enforcement Consortium (WMLEC), there are still a number of issues with inter-
agency coordination. Within the City of Springfield, the communications and coordination
between the police, fire and EMS dispatch centers is often lacking. In addition, there is
limited coordination and interoperability between police units, fire apparatus, and
ambulances.
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The interoperability between the three services is further limited by the fact that each of
the centers operates its own computer aided dispatch (CAD) system. There is no
interchange of information between the three systems. With the exception of wireline 9-
1-1 information, Information entered into one system is only captured by another system
if that information is verbally relayed to the other dispatch center and entered by the
operator. This can lead to responding units being unnecessarily exposed to hazardous
situations because the information was relayed from one center to another.

It was also noted during our interview and survey process that incidents near the
municipal boundaries are especially problematic. There are several multi-jurisdiction
responses that generally occur along the Connecticut River, City and town boundary
lines, and Interstate 91 & 291. In these cases, conflicting information about the actual
location of incident may result in multiple jurisdictions being dispatched. While there are
designated channels for interagency communications, it was noted that the situations are
challenging at times. Another aspect of the situation, especially on limited access
highways such as the interstates, units from one jurisdiction may have better access to
an incident located within another jurisdiction’s service area. Close coordination is
required.

4.5 Keep Records and Measure Performance

The best public safety dispatch centers are performance driven. Performance goals are
established and progress in meeting those goals is regularly and routinely evaluated.
Performance measurement should provide accurate, timely, accurate, and useful
information about the quality and efficiency of the delivery of service by each of the
centers. As has been noted previously, the State of Massachusetts has an established
performance goal for 9-1-1 call answering. Dispatch center managers need to use this
metric and others to assure that the centers are providing consistent, high quality
services. The standards need to be consistent with established state and national
standards. NFPA 1221 stipulates that “Ninety-five percent of emergency call processing
and dispatching be completed within sixty seconds and ninety-nine percent of call
processing and dispatching shall be completed within ninety seconds.” Springfield Fire
Alarm has a performance objective to maintain average dispatch time for all emergencies
at four minutes or less. This is clearly outside of all established standards and needs to
be revised. Fires can double in size every sixty seconds. For every seven seconds that
a heart stops beating, a person looses a one percent chance of survival. The three
minute difference in dispatch time can result in serious consequences. NFPA 1221 also
recommends that a dispatch centers performance be evaluated on at least a monthly
basis.

An important part of evaluating the performance of a dispatch center is the
implementation of a comprehensive Quality Assurance (QA)/Quality Improvement (QI)
program. At the time of our surveys and interviews, only AMR had a QA program in
place. As noted in the Minnesota Best Practices Summary, a Quality Assurance program
typically contains three components:

e Setting standards or practices that both define a high quality of service and instruct
dispatchers on correct procedures.

* Monitoring the performance of PSAP employees for compliance with the standards.

< Making changes or encouraging actions that improve operations with the intent of
consistently meeting the standards.

Without a QA/QI program, PSAP performance tends to be erratic at best. Often issues
and problems do not come to management’s attention until they become significant. A
QA/QI program can identify and correct problems and issues before they become major.
The QA/QI program involves routine monitoring of a percentage of calls handled by each
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dispatcher. Using an evaluation form, essential elements are reviewed to assure
compliance with existing policies and procedures. The QA/QI program should not be
used as a means of imposing discipline. Instead it should be used to identify areas
where additional training may be required or changes made to procedures. A sufficient
sample of calls needs to be reviewed to assure that a valid picture is obtained.

Organizational integrity is an essential element in restoring and maintaining the public’s
confidence in their public safety agencies. It was noted during our interview and survey
process that frequent complaints are received about the services rendered especially by
the Springfield Police Communications Center. One of the problematic aspects of this
issue is that there are no clearly defined guidelines about which categories or complaints
are to be handled by the internal investigation function and which are part of routine
discipline. As a result, all complaints go to the Police Commissioner’s Office for
resolution. Not only does this result in increased workload on the Commissioner’s Office,
it also dulls the effects of discipline in many cases because of the time between the
incident and the imposition of the resulting discipline. In addition to establishing
procedures for handling the lesser complaints at a lower level, a tracking system needs to
be established to identify trends and possible need for policy and procedure revision.

4.6  Promote Information Exchanges Among Public Safety Response
Agencies

As described above, the Springfield Police Department, the Springfield Fire Department,
and American Medical Response (the EMS provider) each operate their own,
independent dispatch center. Not only are interagency coordination and interoperability
problematic during incidents, there is limited communications between the three centers
on a routine basis. It is easy to understand that, with the press of day-to-day activities,
the need for regular meetings between the management personnel of the centers is often
overlooked. In addition, regular meetings between center personnel and user agency
personnel should be established to solicit feedback and develop ways to improve
performance. We note that there has been some limited interchange of personnel
between police dispatch and fire dispatch. We encourage that to become routinized and
expanded.

Administrative personnel should be encourages to attend appropriate meetings of
regional, state, and national public safety communications organizations. These
meetings present an invaluable opportunity to learn from the experience of others as well
as to gain exposure to new technological developments.

4.7  Educate The Public On The 9-1-1 System And Services

As noted in SECTION 4.2 above, the Springfield 9-1-1 system receives a higher volume
of calls per citizen that the national average. Not only does this strain the dispatch
center, it puts a significant burden on the public safety agencies, especially the police
department because they must respond to numerous calls that could better be handled
by other means. The dispatch center, the police department, the fire department, and
AMR need to develop a coordinated, on-going public education campaign. In addition,
the City needs to develop a means to handle many of the minor, nuisance type calls by
alternative means.

Springfield is in the process of implementing a 3-1-1 program. It is initially intended as a
means for citizens to access City services. 3-1-1 was originally promoted as a non-
emergency number for police services. For police services, a number of agencies use 3-
1-1 for citizens to file police reports on minor incidents by telephone to alleviate the need
for a police unit to respond. A number of locations have found that a 3-1-1 system is
most effective when it is all inclusive. That is that it is not only an access number for
municipal services, but also a non-emergency contact number for the police department.
All of the City agencies need to work together to take full advantage of the opportunity.
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A unified approach needs to be developed and implemented. We noted for example that
some neighborhood groups were being instructed to call repeatedly for the same incident
if a police unit hadn’t been seen. These repeat calls are unnecessary and further clog
the overloaded system.

The public education function should also include periodic surveys of citizen attitudes and
opinions in order to gauge its effectiveness.
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5.0 Alternative Solutions

This section of the study presents three possible solutions and several different
governance models for a consolidation effort that satisfy the objectives of the project.
The alternatives include:

1. Option 1 - Continue as 3 separate dispatch centers

2. Option 2- Consolidate or Co-locate Governmental Dispatch Centers

a. Consolidation
i In existing agency (Police, Fire, AMR)
ii. Independent Agency
b. Co-location
3. Option 3 — Consolidate or Co-locate All Three Dispatch Centers
a. Full Consolidation
i. In existing agency (Police, Fire, AMR)
ii. Independent Agency
b. Consolidate Police and Fire, Co-locate AMR

Previous sections of this report addressed the current situation, the requirements for a
consolidated center, and the issues and problems currently being encountered.

5.1  Technological Assumptions

In developing and analyzing the alternatives, certain assumptions have been made.

5.1.1 Radio Systems

We assume that all three agencies (Springfield Police Department, Springfield Fire
Department, and American Medical Response) will continue to operate on the same,
separate radio systems as they currently do. While this limits the ability for full
interoperability among the agencies, any modifications to the radio systems are beyond
the scope of this project.

5.1.2 Computer Aided Dispatch System (CAD)

Computer-Aided Dispatch (CAD) systems allow public safety operations and
communications to be augmented, assisted, or partially controlled by an automated
system. It can include, among other capabilities, computer controlled emergency vehicle
dispatching, vehicle status, incident reporting, and management information. Most
importantly the CAD will track the status of public safety units and recommend which
units to assign to a call. All aspects of a CAD system must be optimized for rapid
response time and system reliability. Since time is of the essence, the CAD system must
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accurately provide a data and time stamp for every activity. Call processing time is
reduced. Case and assignment numbers are created and tracked automatically. CAD
systems collect the initial information for an incident and then provide the information to
one or more RMS systems. The CAD system also supports other activities that assist in
the effective use of public safety resources, including shift change roll call, "Be on the
lookout" (BOLO) files, and the ability to schedule a call in the future. Currently there are
three separate CAD systems in use among the three agencies. We assume that a single
CAD system will be installed in a consolidated center and that all agencies operating from
the consolidated center will use that CAD system.

5.1.3 Records Management System

A Records Management System (RMS) is an agency-wide system that provides for the
storage, retrieval, retention, manipulation, archiving, and viewing of information, records,
documents, or files pertaining to department operations. The RMS covers the entire life
span of records development, from initial generation until the process to which it is
complete. An important part of a Records Management System is a comprehensive
computer program designed to enter and track appropriate statistical data and provide
the agency management staff with the information needed to manage the agency. The
RMS system also must interface with appropriate state and federal databases so that
automated reporting can occur. Statistics are gathered on City, State, and federal levels
and, ultimately, provide a nationwide view of activity as it is reported by public safety
agencies throughout the country. The data is used to indicate the levels and nature of
crime, fires, and, soon, emergency medical activity and to provide a reliable management
tool for decision makers of the criminal justice community. NIBRS provides law
enforcement with the tool to fight crime by producing detailed, accurate, and meaningful
data. NIFRS does the same for the fire service and the National EMS Information System
Dataset (NEMSIS) will do the same for emergency medical services. An effective RMS
allows single entry of data while supporting multiple reporting mechanisms. Frequently
the RMS is interfaced with the CAD so that when calls are closed in CAD, the call record
is transferred to the RMS to facilitate the capture of all relevant information without having
to re-key the data into the RMS. Currently there are three separate RMS systems in use
in the three agencies. We assume that each of the agencies will continue to utilize its
existing system and the CAD system will interface with each agency’s RMS.

5.1.4 9-1-1 System

In 1990 Massachusetts enacted legislation providing for Enhanced 9-1-1 on a statewide
basis in the Commonwealth. This legislation established the Statewide Emergency
Telecommunications Board (SETB) as the state agency responsible for coordinating and
administering the implementation of Enhanced 9-1-1 and for promulgating standards to
ensure a consistent statewide approach for Enhanced 9-1-1. The Enhanced 9-1-1
program in Massachusetts is funded by a surcharge on all wire-line and wireless
telephones. The SETB provides funding for the 9-1-1 network as well as the Customer
Premises Equipment (CPE). The SETB also provides training grants. Legislation has
been proposed (Senate Bill 2665) that would provide for grants for allowable expenses
related to enhanced 9-1-1 telecommunicator personnel costs, and the acquisition and
maintenance of heat, ventilation and air-conditioning equipment and other environmental
control equipment, computer-aided dispatch systems, console furniture, dispatcher
chairs, radio consoles, and fire alarm receipt and alert equipment associated with
providing enhanced 9-1-1 service. In addition, the grant shall reimburse regional public
safety answering points and regional emergency communication centers for allowable
expenses related to the acquisition and maintenance of public safety radio systems. We
assume that the SETB or its successor will continue to fund the 9-1-1 CPE and the 9-1-1
network.
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5.1.5 Space

Fire Alarm Headquarters was suggested as a possible site for a consolidated center. As
noted elsewhere in this report, the building was constructed in 1952 and is generally in
poor condition. The cost of renovating the existing building would be considerable.
These actions are described in SECTION 7 of this report.

5.1.6 Staffing

CTA's staffing recommendations for each of the alternatives are based on the staffing
analysis detailed in APPENDIX B. CTA Communications uses a method that analysis
the various elements of the center’s workload and estimates the staff needed to handle
that workload within the established performance estimates. The specific tasks that are
performed in the center must be identified first. Some of the tasks, such as answering
incoming 9-1-1 lines, are easily quantifiable based on available statistics. Others, such
as handling traffic on the Criminal Justice Information System (CJIS), and various
supervisory tasks are not easily measured in terms of the time commitment involved.
Each of the tasks takes a certain amount of time. While individual occurrences of the
same task may take more or less time, an acceptable average time can be established.

5.2  Option 1 — No Consolidation

This option would continue the status-quo with each of the three centers continuing to
operate independently.

5.2.1 Organization

Since each center would continue to operate independently, no organizational changes
would occur.

5.2.2 Staffing Requirements

There is a need for additional staff for the Springfield Police Department dispatch center.
In order to meet the current workload, we recommend that the staffing be increased as
shown in TABLE 5-1. TABLE 5-1 shows the current staffing and the staffing required if
the centers do not consolidate. While the Springfield Police have 26 employees currently
assigned, CTA’s estimate of the number of staff required to meet the current needs for
the Springfield Police Department would include assigned 5 shift supervision, 16 added
call taker/dispatchers, an Operations Manager, and a Technical Support Coordinator.
This should bring the required number up to 49 employees. In addition 4 more
dispatchers are needed at Fire Alarm Headquarters in order to provide coverage for all
shifts and vacations without incurring overtime.

5.2.3 Technology

Not consolidating will reduce the benefits that will be realized. The Springfield Police
Department has received grant to replace its CAD system. Consideration should be
given to including at least an interface to both the CAD system at Fire Alarm
Headquarters and the CAD system at AMR. This will allow improved information
interchange between the separate dispatch centers. The 9-1-1 CPE at Fire Alarm
Headquarters needs to be upgraded so that it is capable of receiving Wireless 9-1-1 call
information. Additional positions need to be installed so that Fire Alarm Headquarters
can more adequately function as the back-up for the primary PSAP/police dispatch. AMR
will need to consider adding additional 9-1-1 capacity. Because it is a secondary PSAP,
the SETB will not fund the additional equipment.
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5.2.4 Space

As noted in SECTION 4, the space used by both the existing PSAP/police dispatch and
Fire Alarm Headquarters is inadequate. The space at police headquarters is overcrowded
and does not provide room for needed expansion. The center is currently configured for
8 positions. Based on the call volume 9 positions are needed to be staffed during the
busiest shift. At least three overflow positions should be provided. The Fire Alarm
Headquarters building is in poor condition and will require considerable renovation to
bring it into compliance with existing codes and standards.

5.3  Option 2 - Consolidate or Co-Locate Governmental Dispatch
Centers

This scenario would consolidate the Springfield Police and Fire Department dispatch
centers into a single center. American Medical Response would continue to operate its
existing dispatch center. There are several different governance options for this
scenario. They include: (1) co-location where the dispatch centers would be located in
the same facility, but operate independently; (2) consolidation into one of the existing
agencies; and (3) create of a separate department or agency to oversee the dispatch
operation. These governance options are discussed in SECTION 5.3.1 below.

5.3.1 Organization

The creation of a shared emergency communications center will result in significant
changes in the operations of each of the participating public safety agencies. ltis
critically important that the process of creating the shared center be focused on making
positive improvements to all aspects of the delivery of public safety services to all of the
citizens and visitors of the City of Springfield.

One of the first issues that must be resolved is the organizational structure of the center.
There are two underlying structures for a shared center. The first is a consolidated
center, where a single agency provides the dispatch services for all of the participating
agencies. The second involves co-location of dispatch centers. Each co-located center
operates independently of the other co-located centers. Facilities are shared, but
operations are separate. There are advantages and disadvantages to each form.

A consolidated center offers the following advantages and disadvantages:

Advantages Disadvantages

Single Agency Single Agency

Reduced management Major Organizational Restructuring
costs Loss of Agency Identity

Reduced employment Loss of Agency

competition Multi-agency management

More flexible use of staff Loss of non-dispatch functions

More efficient use of technology

A co-located center offers the following advantages and disadvantages:

Advantages Disadvantages

Maintain agency control Differences in policies/procedures
Improved Operational Awareness Competition for employees

Least disruptive Greater facility requirements
Maintain agency identity No service delivery improvement

Greater management overhead
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If consolidation is chosen, the decision will need to be made about how the consolidated
center fits into the City of Springfield’s organization. One option is to have one agency
(either the police department or the fire department) absorb the dispatch function of the
other agency. The second option would create an independent department focused on
dispatch. Under the first option, the dispatch function would remain a function of the one
of the departments. While the other agency would have some input on policy and
procedure matters, the final decision would be the host agency’s. Under the independent
agency concept, an oversight board or committee could be established to assure
adequate input and operational oversight from the user agencies.

5.3.2 Staffing

As shown in APPENDIX B, there should be eight to twelve people on duty in the
combined center. If the center is a consolidated center, at least one of the people on-
duty should be a Lead Dispatcher or Shift Supervisor. If the dispatch functions are co-
located, there will need to be a lead position for both police and fire dispatch.

In addition to the dispatch and shift supervisor positions, there is a need for management
and administrative staff. Currently, there are three administrative positions between the
two centers. In a co-located scenario, there will need to be at least three additional police
dispatch administrative positions. One of the positions would be a database
administrator. The primary purpose of the position is to administer the various databases
used in the center (MSAG, CAD Geofile, etc.). This function is currently being performed
by the 9-1-1 Dispatch Administrator. The second position would be a Training/Quality
Assurance Coordinator. The third position would be a Dispatch Operations Manager.
This assumes that the 9-1-1 Dispatch Administrator and the Fire Alarm Supervisor and
Assistant positions would continue. In a consolidated scenario, there would need to be a
total of four administrative positions: Dispatch Director, Operations Manager,
Training/Quality Assurance Coordinator, and Database Administrator.

TABLE 5-2 displays the estimated staffing.

All personnel should be fully trained and capable of working any of the positions (call-
taking, police dispatch, and fire dispatch). They should rotate between positions in order
to maintain proficiency. Standard operating procedures should require that, if an
individual is assigned to one position and not busy, he should assist another position that
is busy. For example, if a fire dispatcher is not busy with fire radio traffic, he or she
should assist with call taking. Similarly, if a fire dispatcher is busy with fire radio traffic,
and another fire call comes in, an available call-taker or police dispatcher should assist
so that there is no delay in dispatching the call. Our staffing recommendations for the
consolidated center are based on the assumption that the operation will function as
described above.

5.3.3 Technology

Consolidation or co-location will provide significant improvements to the coordination
between the agencies participating in the shared dispatch center. Technology
enhancements have the potential to further the benefits. First, all positions will be
equipped with fully functional 9-1-1 answering position units. This will both eliminate the
need to transfer 9-1-1 calls for fire service and provide full information on wireless callers.
Secondly, an integrated CAD system will improve the dispatch process, improve the
accuracy and reliability of operations, and expedite the process of dispatching resources
to emergency calls. Based on a preliminary examination, it appears that the Information
Management Corporation CAD system being considered by the Springfield Police
Department under grant funding may have sufficient functionality to meet the needs of a
shared dispatch center in Springfield. A CAD to CAD interface will allow improved
information transfer to AMR. The radio consoles currently used can either be refreshed
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or upgraded to improve the ability of the dispatchers to assist in providing interoperable
communications.

5.3.4 Space

As discussed in SECTION 4, neither of the existing centers is adequate for housing a
combined dispatch operation. In addition to the positions that are required for day-to-day
operations, there is a need for additional positions to handle overflow situations. These
are situations that occur as a result of events that cause a spike in public safety activity.
Examples include planned events, such as a major political rally, and unplanned events,
such as severe weather events or a major hazardous materials incident. There is also a
need for positions that can be used for training. Properly configured and located, the
training positions can also function as overflow positions.

Currently none of the three centers have adequate back-up. We recommend that the
new dispatch space be large enough to function as the back-up for AMR’s dispatch
operation.

As noted above, there should be 10 people on duty in the combined center during the
busiest shift of each day. A minimum of four additional positions should be provided for
handling “overflow” situations those circumstances when the call volume exceeds the
capability of the primary positions. A minimum of three of the overflow positions should
be equipped for both call-taking and radio dispatching. The dispatch positions should be
capable of handling both police and fire radio traffic in order to provide the maximum
flexibility.

In addition to the positions noted above, there should be a minimum of six positions for
use as both the back-up for AMR and for “live training”. ldeally, these positions will be
separated from the primary dispatch area by a moveable wall. When being used for
training, the wall would be in place to separate the trainees from the dispatch center in
order to allow the trainees to focus fully on their training. When used as AMR’s back-up,
the walls would be retracted in order to maximize inter-agency coordination. These
positions could also be used for handling a special event as well. With the state of
technology today, the difference between where the position was being used for training
or for actual operations is solely dependent on the log-in used at the position.

A twenty position dispatch center would require approximately 3,600 square feet of space
along with raised flooring, redundant routing of 9-1-1 and emergency telephone circuits,
back-up power, and redundant HVAC systems. The space would be allocated as follows:

Dispatch Center (20 positions) 2,000 square feet
Equipment Room 600 square feet
Administrative Space 1,000 square feet

If the facility is not located in an existing building additional space will be needed for staff
support (locker rooms, break room, etc.) and for building services and systems (HVAC,
etc.) CTA estimates that approximately 5,300 square feet of space would be needed for
a stand-alone facility.

It has also been suggested that the Emergency Operations Center for the City be co-
located with the consolidated dispatch center. This would involve the provision of a large
room, which could also be used for training and meetings, several smaller conference
rooms, and some additional administrative space. The requirements for the Emergency
Operations Center are discussed in SECTION 5.5 below.
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5.4  Option 3 — Consolidate or Co-Locate All Three Dispatch Centers

This scenario would consolidate the Springfield Police, Fire Department, and American
Medical Response dispatch centers into a single center. As with Option 2, there are
several different governance options for this scenario. They include: (1) co-location
where the dispatch centers would be located in the same facility, but operate
independently; (2) consolidation into one of the existing agencies; and (3) create of a
separate department or agency to oversee the department or agency to oversee the
dispatch operation. A fourth governance alternative is to consolidate the two
governmental dispatch operations and then co-locate AMR’s operation.

5.4.1 Organization

The differences between a consolidation and co-location are discussed in SECTION
5.3.1 above. The major difference between this option and Option 2 is that, under this
option, AMR’s dispatch operations would be at the same location as the City of
Springfield’s all of the time rather than just when they were operating from their back-up
center. The advantages and disadvantages of consolidation and co-location are
discussed in SECTION 5.3.1 above. Consolidating a private, for profit company with a
governmental entity adds complexity to the situation. An alternative to actual consolidate
is to have AMR contract with the City for dispatch services or the City to contract with
AMR for dispatch services. The State of Massachusetts views the provision of 9-1-1
service as a governmental function. The current SETB Standards 560 CMR 2.00
APPENDIX A Operational Standards 1 (f).

Only municipal public safety agencies or groups of municipalities may operate Enhanced
9-1-1 PSAPs or authorize Enhanced 9-1-1 PSAPs to be operated, with the approval of
the Board.

If AMR were to contract with the City for the provision of dispatch services, there are
numerous details that would need to be resolved. This includes such things as cost,
AMR input into the process, the impact of this change on the C-MED operation, among
others. Another variation of the combination would be for the two municipal dispatch
centers to consolidate and then AMR to co-locate with the consolidated dispatch
operation.

5.4.2 Staffing

As shown in APPENDIX B, there should be nine to thirteen people on duty in the
combined center, depending on the time of day. If the center is a consolidated center, at
least one of the people on-duty should be a Lead Dispatcher or Shift Supervisor. If the
dispatch functions are co-located, there will need to be a lead or shift supervisor position
for both the consolidated municipal dispatch and AMR.

In addition to the dispatch and shift supervisor positions, there is a need for management
and administrative staff. There will need to be at least four dispatch administrative
positions. These are the same positions as described in SECTION 5.3.2 above
(Dispatch Director, Operations Manager, Training/Quality Assurance Coordinator, and
Database Administrator). If AMR co-located with the dispatch, the two existing AMR
dispatch management positions would continue.

TABLE 5-3 displays the estimated staffing.
As discussed in SECTION 5.2 above, all dispatch personnel should be trained and
capable of handling all of the functions of the dispatch center (call-taking, police dispatch,

fire dispatch). If AMR were to consolidate, then all dispatch personnel should be trained
in emergency medical dispatch.
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5.4.3 Technology

As with Option 2 above, consolidation or co-location will provide significant improvements
to the coordination between the agencies participating in the shared dispatch center.
Technology enhancements have the potential to further the benefits. All of the
technology enhancements recommend under Option 2 would apply under Option 3 as
well.

5.4.4 Space

The space requirements would be similar to the requirements outlined in SECTION 5.2.4
above. Several additional administrative offices would be required to accommodate the
AMR dispatch management staff.

5.5  Emergency Operation Center

The current City of Springfield Emergency Operations Center is located at the Raymond
Sullivan Public Safety Complex. There is limited space available. The space designated
for the operations room is a shared multipurpose room that is used for community group
meetings and other purposes. As a result, the room can not be pre-configured for EOC
usage. A minimum of an hour must be spent setting the room up when the EOC is
activated. There has been discussion about co-locating the EOC with the consolidated
dispatch center. Both functions require space that provides sustainability, security, and
survivability. For the most part, the space requirements for the EOC would be multi-
purpose space. The operations center would be useable as a training room when the
EOC was not activated. Conference rooms would be needed by both agencies. The
staff support facilities (rest rooms, kitchen, etc needed for the dispatch center would
generally be adequate for use by the EOC staff when the EOC is activated. The
exclusive space needs for the Emergency Management Agency would include office
space for the administrative staff and a communications room for use for the
supplemental communications used to support emergency operations. CTA
recommends that these communications be separated for the dispatch center so that
communications in a difficult period of time are not compromised. The co-location of the
EOC with a consolidated dispatch center will result in improved coordination of
emergency response efforts while minimizing the costs. CTA estimates that 1,500 to
2,000 feet of space would be required for the EOC functions in addition to the space
provided for the consolidated dispatch center.
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6.0 Opinion of Probable Costs

Estimates were developed for the major categories of equipment as they apply to the
general design for the four consolidation scenarios that are described in this study. The
cost information is obtained from historical CTA cost files and vendor pricing of
comparable projects. The various costs are compared and weighted in order to derive an
average type of estimate. Estimates reflect expected pricing. The prices are
recommended for planning and budgetary purposes. Although CTA cannot guarantee
price levels, successful competitive bidding typically results in savings on the list price
costs.

Current budgeting practices for the City of Springfield do not identify the current costs
associated with either the Springfield Police Department or the Springdfield Fire
Department as separate line items in the budget. While we were able to obtain some
cost data with the assistance of the Springfield Finance Control Board, we have chosen
not to include the information in this report because it would provide an inaccurate picture
of current expenditures. We herein present our estimates of the cost of each of the three
options. It must be noted that the personnel costs do not include the costs of fringe
benefits. Health Insurance and Retirement are carried as separate City-wide items in the
City of Springfield's budget rather than being included in each department’s budget. For
2009, the fringe benefit costs are approximately eighteen percent of the costs of wages
and overtime. That does not include the federal payroll taxes.

6.1 Option 1 —No Consolidation

6.1.1 Staffing

As noted in SECTION 4 of this report there is a critical need for additional staff in the
Springfield Police Department’s dispatch center. CTA recommends that, if a
consolidation does not occur, the Springfield Police Department dispatch staff should
include forty-six dispatchers and lead dispatchers, and three dispatch administrative staff.
We estimate the cost of salaries and wages to be $1,820,732. In order to provide the
required staffing at Fire Alarm Headquarters without excessive overtime, the dispatch
staff needs to be increased to thirteen. We estimate the cost of salaries and wages for
fire dispatch would be $575,291. These figures do not include the wages and salaries of
the Fire Alarm Supervisor or Assistant.

6.1.2 Maintenance and Operations

Based on information supplied by the Control Board, we estimate that maintenance and
operational costs will continue at the same level as they are currently. We estimate this
to be approximately $100,000 per year. The Fire Department does not break out costs
for dispatch in their budget and was unable to supply current maintenance and
operations costs.

6.1.3 CAD

The City of Springfield has received a grant from the Bureau of Justice Assistance to
replace the existing Computer Aided Dispatch Systems. It is assumed that the new CAD
system will continue to be used.
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6.1.4 9-1-1 Equipment

The 9-1-1 equipment and network costs are paid by the State Emergency
Telecommunications Board. It is assumed that the SETB will continue to fund the 9-1-1
system.

6.1.5 Console Equipment and Furniture

New workstation furniture will be required to replace the existing furniture. We estimate
the cost to be $91,000. Additional workstations will need to be provided. The number of
workstations at Fire Alarm Headquarters must be increased to provide more adequate
back-up facilities. Additional radio consoles will be required. We estimate the total cost
of the needed equipment for both facilities to be $737,305.

6.1.6 Total

The estimated cost of the first year of operation of the upgraded police facility is
$2,040,732. We estimate the first year costs for fire alarm headquarters to be
$1,008,266. This does not include the cost of operating AMR’s dispatch center. The
combined costs for operating the two municipal dispatch centers at the recommended
staffing levels would be $3,048,998. The budgetary estimates are shown in TABLE 6-1.

6.2  Option 2 Consolidate Springfield Police and Fire Dispatch Centers

In our cost estimates for this option, we include the cost of the equipment for both the
consolidated dispatch center and for the back-up police and fire dispatch equipment at
AMR'’s dispatch center.

6.2.1 Staffing

The estimated yearly salary costs for the consolidated center will be $2,305,163.

6.2.2 Maintenance and Operations

Estimated costs for the maintenance and operation of the consolidated center will be
$200,000.

6.2.3 CAD

The City of Springfield has received a grant from the Bureau of Justice Assistance to
replace the existing Computer Aided Dispatch Systems. It is assumed that the new CAD
system will continue to be used. New servers and position hardware will be purchased
for both the primary and back-up centers. The estimated cost is $100,500.

6.2.4 9-1-1 Equipment

The 9-1-1 equipment and network costs are paid by the State Emergency
Telecommunications Board. It is assumed that the SETB will continue to fund the 9-1-1
system.

6.2.5 Consoles and Furniture

New consoles and full-featured workstation furniture will be purchased for the primary
center. The existing consoles will be used at the back-up center. Grounding services are
included for both centers. It is estimated the cost will be $676,030.00

6.2.6 Total

We estimate the first year cost of the consolidated dispatch center to be $3,632,145
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6.3  Option 3 Full Consolidation

In our cost estimates for this option, we include the cost of the equipment for both the
consolidated dispatch center and for the back-up police and fire dispatch equipment at
AMR’s dispatch center.

6.3.1 Staffing

The estimated yearly salary costs for the consolidated center will be $2,792,968.

6.3.2 Maintenance and Operations

Estimated costs for the maintenance and operation of the consolidated center will be
$200,000.

6.3.3 CAD

The City of Springfield has received a grant from the Bureau of Justice Assistance to
replace the existing Computer Aided Dispatch Systems. It is assumed that the new CAD
system will continue to be used. New servers and position hardware will be purchased
for both the primary and back-up centers. The estimated cost is $167.000.

6.3.4 9-1-1 Equipment

The 9-1-1 equipment and network costs are paid by the State Emergency
Telecommunications Board. It is assumed that the SETB will continue to fund the 9-1-1
system.

6.3.5 Consoles and Furniture

New consoles and full-featured workstation furniture will be purchased for the primary
center. The existing consoles will be used at the back-up center. Grounding services are
included for both centers. It is estimated the cost will be $676,030

6.3.6 Total

We estimate the first year cost of the consolidated dispatch center to be $3,839.798.

TABLE 6-1 summarizes the costs for the three options. APPENDIX A then projects the
costs for the anticipated project life (twenty years) for the consolidation of the police and
fire dispatch centers. APPENDIX A shows that over the twenty year estimated project
life, the City of Springfield would save approximately 3.9 million dollars. These figures do
not include the cost of constructing a new Emergency Communications Center.
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7.0 Conclusions and Recommendations

As has been described in the preceding sections, the City of Springfield is facing complex
decisions as to how to proceed with its public safety dispatching operations. During the
course of this study, we examined several different alternatives. This section of the
report is designed to present CTA Communications recommendations concerning the
following questions:

e Should a consolidation take place?

 What actions should be taken immediately before consolidation occurs?

< How should it be organized, governed, and staffed?

e How should policies be made and changed?

 What services should it perform?

< What equipment, systems, software and hardware are needed to in the combined
center?

* Where should a consolidated center be located?

 What are the estimated start-up and operational costs associated with a consolidated
center?

e How should it be funded?

* What is the timetable for the consolidation to occur?

7.1 Should a Consolidation Take Place?

A public safety Emergency Communications Center (ECC) functions as both the interface
between the public and the public safety agencies of the community and provides
coordination and support to those public safety agencies. An important part of the
coordination and support an ECC provides to a given public safety agency is coordination
with other agencies and responders. Any situation requiring more than one public safety
responder requires coordination. That is true whether the responders are from the same
or different agencies. More responders require more coordination. Coordination cannot
occur without communications. Bringing the existing dispatch centers into the same
room will result in significant enhancements to the interagency coordination that is
required when more than one agency is responding to an emergency.

A shared communications center, with proper implementation, also offers significant
service improvements to all of the participants. By establishing high standards of
performance, consistently assuring that those standards of service are achieved and
also assuring that the center is properly organized, adequately staffed, responsive to the
public safety providers and citizens, and well managed, the service provided to the
citizens of Springfield will improve significantly. The goal must the creation of an efficient,
high-performing, customer-friendly organization.

A shared ECC will also allow improved, specialized support. Currently, support of the
various systems used in the dispatch centers is provided by a number of individuals at
each center. These support duties are only a part of their duties. The same is true for
training ands quality assurance. The proposed staffing for the shared ECC will provide
improved systems support as well as coordinated and improved training and quality
assurance.

CTA Communications recommends that a shared emergency communications

center be created. Initially, the shared center should consist of the Springfield Police
and Fire Departments’ dispatch operations as well as the primary Public Safety
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Answering Point (PSAP) functions. Because the challenges in moving from the current
state of dispatch to a properly organized, adequately staffed, responsive, and well
managed emergency communications center are many, we recommend that AMR’s
primary dispatch operation not be initially included in the shared ECC.

Two of the dispatch centers are part of a governmental agency. The third is a for-profit
company. While that in and of itself does not present insurmountable obstacles to
consolidation, there are other factors that should be considered. The Springfield Police
Department and the Springfield Fire Department only serve the City of Springfield; AMR’s
provides service outside the boundaries of the City of Springfield. In addition to providing
service in response to 9-1-1 calls, AMR also provides a significant amount of service for
such things as inter-hospital transports, and so forth. As required under the existing
contract, AMR also operates C-MED providing coordination and communications
between pre-hospital emergency medical services and the hospital emergency
departments. Currently, AMR personnel are trained in emergency medical dispatch and
provide pre-arrival instructions. AMR also utilizes systems status management where
units are positioned based on current and anticipated service demand. As noted above,
because of the amount of effort required to consolidate operations, an incremental
approach be employed with AMR’s participation being reassessed after the new center
has been in operations for two to three years. As discussed in SECTION 5, the shared
center should be constructed with sufficient space to function as the back-up center for
AMR’s current operation.

7.2  What actions should be taken immediately before consolidation
occurs?

The first step towards improving public safety communications is to bring both the
dispatcher and dispatch administrative staffing up to recommended levels.

As noted in both SECTION 4, 5 and APPENDIX B of this report, the Springfield Police
Department Dispatch Center is significantly understaffed. Because of the understaffing,
the costs for providing dispatch services will not decrease. However, recently adopted
legislation in the Massachusetts Legislation offers the potential for significant new funding
for the consolidated operation. This should greatly reduce the financial burden of
providing emergency dispatch services on the City of Springfield’'s general fund.

Initiate the development of comprehensive job task analysis, updated job
descriptions, and employee selection procedures for all dispatch positions

The police department is in the process of implementing the “Lead Dispatcher” position.
The City should immediately conduct a job analysis as a starting point for updating the
job descriptions as well as the hiring and training standards. This study should be
comprehensive for all of the positions existing and planned at both dispatch centers.

Begin dispatch staff augmentation and training process

As noted in SECTION 4 above, the Springfield Police Dispatch Center is understaffed
both in respect to dispatchers and to dispatch administrative personnel. Even with the
addition of eight positions in dispatch more are needed. It also frequently takes at least
six months for a new employee without any previous experience to become competent in
the skills needed to perform the dispatch job.

In addition, a comprehensive training program should be developed to assure that all of
the dispatch staff becomes adequately trained before the cutover to the new center. As
part of that training, personnel should rotate between the two centers so that they are
thoroughly familiar with all operations.
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Develop Comprehensive Policy and Procedure Manual

As noted in SECTION 4, there is a lack of written directives at both centers. There is a
critical need for a comprehensive, well thought out uniform set of written directives,
including standard operating procedures and policies. Work to develop these directives
should begin immediately with the goal of having them completed well before cutover.
Many of the directives will be able to be implemented prior to the consolidation. The
remaining directives will need to be in place sufficiently prior to cutover to allow the staff
to be trained.

As quickly as possible, the City should develop and implement a Quality
Assurance/Quality Improvement program. A comprehensive QA/QI program is an
important component of the creation of an emergency communications center that
delivers exemplary service to the citizens and public safety agencies.

Recruit, select, and hire the Emergency Communications Center Director

The consolidation of the two PSAPs is a challenging undertaking. Finding the right
person to lead that consolidation is a critical early step in the consolidation process. It
should begin as soon as the job task analysis and job description development is
complete. Itis important that the director be brought on board as early in the process as
feasible. The additional dispatch administrative positions recommended should be
phased in over the next twelve months.

The administrative staff will have much to do in order to get the new facility and
consolidated dispatch center in operation. It may be advisable to augment the staff with
outside assistance.

7.3 How should it be organized, governed and staffed?

No two public safety agencies are identical. This is true not just in Springdfield, but
nationwide and worldwide as well. While there are many similarities, each agency has
evolved based on its own, local situation. There are many factors that have contributed
to the current state of each agency. The creation of a shared emergency
communications center will result in significant changes in the operations of each of the
participating public safety agencies. It is critically important that the process of creating
the shared center be focused on making positive improvements to all aspects of the
delivery of public safety services to all of the citizens and visitors of Springfield.

One of the first issues that must be resolved is the governance structure of the shared
center. There are a number of models for the governance of a consolidated center. One
possibility is for one of the existing agencies to absorb the dispatch operations of the
other participants. Another model would be for two of the agencies to contract with the
third agency. The third involves co-location of dispatch centers. Each co-located center
operates independently of the other co-located centers. Facilities are shared, but
operations are separate. The fourth alternative is an independent center, where a single
department or agency provides the dispatch services for all of the participating agencies.

The model that makes the most sense initially is to create an independent department
focused on the provision of public safety communications services for the City of
Springfield. The separate entity has been the model of choice in most successful
consolidations that we have studied. When AMR decides to more fully participate, it
could either be as a co-location or AMR could decide to contract with the City for the
provision of dispatch service.

We envision that the Emergency Communications Center would be a separate City
department with a reporting relationship similar to existing City departments we
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recommend that a two-tiered governance structure be established to provide oversight of
the agency. This would be a Springfield Dispatch Commission and a Dispatch User
Advisory Committee.

7.3.1 Dispatch Commission

The Springfield Dispatch Commission should consist of the Springfield Police
Commissioner, the Springfield Fire Commissioner, a representative of the Springfield
Emergency Medical Services Commission, the Director of Public Works and a
representative of the Mayor’s Office. The City may wish to consider adding a citizen
representative appointed by the Mayor.

The Dispatch Commission should be the general policy making authority for dispatch
operations. It functions should include:

« Providing recommendations to the Mayor on the dispatch annual budget and
expenditures

- Establishment of dispatch center organizational goals, objectives and policies

« Adopt and revise bylaws for its operation, as well as the operation of the user
advisory committee.

« Provide recommendations of the hiring, employing, and terminating of the dispatch
management staff

« Periodic performance evaluations of dispatch management staff

7.3.2 Dispatch User Advisory Committee

The second part of the governance structure is the Dispatch User Advisory Committee.
The User Advisory Committee should consist of representatives of the agencies service.
At a minimum, we recommend that the User Advisory committee include the following:

e Springfield Police Department Division Commander
e Springfield Fire Department Deputy Chief — Operations
 American Medical Response Regional Manager

The function of the User Advisory Committee is to provide guidance and input to the
Dispatch Commission and the Emergency Communications Center Manager on
operational and other appropriate issues. It is envisioned that the User Advisory
Committee would work with the dispatch manager to develop appropriate standards and
procedures concerning ECC performance, personnel selection and training, and other
technical and operational issues as directed by the Dispatch Commission.

7.3.3 Emergency Communications Center Director

The Emergency Communications Center Director should be appointed in a similar
manner as other department heads in the City of Springfield. The Commission should
recommend the appointment of the Director of the Emergency Communications Center.
The Director should be responsible for many of the above duties initially established for
the Board. For purposes of efficiency and consistency in management, many of the
duties are outlined to the Board should be delegated to the Director. However, the Board
should reserve the right of appellant review and oversight.

The Director should be subject to the following standards:

e The Director should be responsible for managing the day-to-day operations of the
center. The bylaws written by the Board should outline the powers bestowed upon
the Director.
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e Those powers should include, but not be limited to, the rights to hire, terminate,
discipline, and manage personnel. However, the Board should reserve the right of
review to overrule a decision by the Director for serious personnel actions.

e The bylaws should specify when the Director may be involuntarily dismissed.

7.4  How should policies be made and changed?

The rules governing the ECC should be laid out in a set of Standard Operating
Procedures (SOP). The ECC Director and the User Advisory Committee should develop
the SOP jointly. The SOP should be subordinate to any contradictory local ordinance,
Massachusetts Statutes, the Board bylaws or any current labor agreement or one
subsequently adopted. The Commission on Accreditation of Law Enforcement Agencies
(CALEA) in conjunction with the Association of Public Safety Communications Officials
(APCO) has developed an accreditation program for communications centers. Two
hundred eighteen standards have been developed as a part of the program. These
standards are organized into six topic areas:

e Organization

e Direction and Authority

e Human Resources

e Recruitment and Selection
e Training

e Operations

The standards represent the best professional requirements and practices and describe
what the agency should be doing, not how they should be doing it. While we recommend
that the ECC pursue CALEA Communications Center Accreditation, the standards are a
useful guide to the establishment of policies and procedures regardless of whether
accreditation is sought or not.

7.5  What services should it perform?

Initially, the ECC should function as the primary Public Safety Answering Point (PSAP)
for the City of Springfield, dispatch and coordination resources for the Springfield Police
Department and the Springfield Fire Department, coordinate with other public safety
services, and maintain appropriate records of its operations.

All dispatch personnel should be fully trained and capable of performing all of these
functions. Once the center becomes operational, all dispatch personnel should be
trained in Emergency Medical Dispatch (EMD). Once that is accomplished, it will be
appropriate to evaluate whether it is more effective for the ECC to assume responsibility
for providing pre-arrival instructions or if that function should remain with AMR.

As noted in SECTION 4, much friction is generated between police dispatch, the citizens
and the police officers concerning the response to police calls for service. We strongly
recommend that the Springfield Police Department develop and implement systems and
procedures as appropriate to effectively handle receiving information by alternative
means in lieu of an on-scene response. A number of cities have had success in
deploying 3-1-1. Some cities have used 3-1-1 only as it was originally intended as a non-
emergency means to contact the police. Others have used 3-1-1 as a contact number of
all City services. A review of the various deployments indicates that the most success 3-
1-1 systems are ones that both the contact number of all City services and an alternative
contact number for the police department. We recommend that the City consider
including non-emergency police reporting as part of its 3-1-1 system that is being
implemented.
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7.6  What equipment, systems, software and hardware are needed to in
the combined center?

The five major equipment systems in a modern emergency communications center
include the 9-1-1 system, the Computer Aided Dispatch (CAD)/Records Management
System (RMS), the radio consoles, the logging recorder, and the workstation furniture.
The following contains CTA’s recommendations for each of these key items:

7.6.1 9-1-1 Customer Premises Equipment (CPE)

The 9-1-1 CPE is provided through the Massachusetts State Emergency
Telecommunications Board. The equipment currently being used at the police
department is current and functional. It will be nearly time to upgrade the equipment
when the consolidated ECC becomes operational. We recommend that new CPE be
obtained through the SETB for the new center. The equipment currently in use at the
police department could then be used at the back-up center to provide full functionality.

7.6.2 Computer Aided Dispatch/Records Management

A single CAD is recommended for this center. The Springfield Police Department has
received a grant to replace the existing CAD system. Their preference is to use the
Information Management Corporation’s CAD system in order to ensure compatibility with
their existing IMC record management system. While a preliminary investigation of the
IMC CAD indicates it may provide sufficient functionality to meet the needs of the
combined center, functional specifications need to be developed to define the capability
and capacity needed. Since significant history exists in the systems currently in use,
provisions must be included to either convert that data to run on the new system or to
provide interfaces to the current systems so that history is not lost. CTA recommends
that specifications be developed for the new CAD system. These specifications should
focus on the functionality as it pertains to dispatch operations. As noted in SECTION 3 of
this report, common CAD functions include:

e Event Entry

e Event Prioritization

e Unit Recommendation for Assignment to Calls
e Time-stamping

e Address Verification

e Unit Status Monitoring/Recording
e Alert Timers

e Call History

e 9-1-1 Interface

e Paging Interface

* Radio System Interface

* Mobile Data Interface

e Mapping System Interface

These are just a few of the more common features and functions of a modern CAD
system. It is important to define what functions and features are required. As
prospective systems are reviewed, there needs to be appropriate assurances that the
system will have adequate capacity to handle the anticipated workload. This should not
be just the normal workload, but must focus on estimated peak workloads. What
happens when a major event adds extra units to the system? What happens when an
unusual occurrence results in a call volume several times large than the normal call
volume? Does the system have sufficient capacity to handle the demand?
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7.6.3 Radio Consoles

The radio console serves as the interface between the telecommunicator or dispatcher
and the radio system. As with the other systems in the ECC, radio consoles are
increasingly computer-based. The use of computer based radio consoles provides the
same benefits as noted under the 9-1-1 systems. Both the Springfield Police Department
and the Springfield Fire Department use Motorola Gold Elite Consoles. We recommend
that a new compatible console system be purchased and installed in the consolidated
center. The existing consoles should then be used to equip the back-up center.

7.6.4 Logging Recorder

In recent years the technology used in recording the telephone and radio traffic in
dispatch centers has also changed significantly. Digital Voice Recorders, using computer
based system are the standard in the industry. Both centers have relatively new
recording systems that may be suitable for the combined center. If not, a new digital
voice recording system with sufficient capacity to record and store the appropriate radio
and telephone messages will be needed. There are a number of vendors who offer
suitable equipment. We recommend that specifications be developed to obtain a new
recording system.

7.6.5 Dispatch Workstation Furniture

As with the evolution of the various systems used in the Emergency Communications
Centers, significant changes have occurred in the furniture used in the dispatch center.
Gone is the traditional desk with radios sitting on top. Gone too are the massive metal
cabinets replete with switches and buttons. Now the typical dispatch position is equipped
with multiple large monitors, multiple keyboards, and multiple computer mice. Each
workstation typical has three or more personal computers. Cable management is a
significant issue. Electrical requirements are extensive. Heat dissipation has significant
impact on the heating ventilating, and cooling systems. These changes have lead to a
redefinition of the workstation. The change in the way work is done, has also led to
increased attention to ergonomics or human factors engineering. Most dispatch
workstation furniture is user adjustable to accommodate the differences in sizes of the
personnel using it. In addition, the workstations must be capable of withstanding the
around the clock usage by a variety of users. Experience has shown that even top-of-
the-line office furniture cannot withstand the around-the-clock usage.

CTA Communications recommends that specifications be developed for the purchase of
the specialized dispatch workstations.

7.7 Where should a consolidated center be located?

Two sites were reviewed for potential use for the consolidated center. They are the
existing Fire Alarm Headquarters and the Raymond Sullivan Public Safety Complex. The
existing Fire Alarm Headquarters was constructed in 1952. The building is in poor
condition. The costs of upgrading the facility to be compliant with existing codes and
standards and to be suitable for use by the consolidated center would be excessive.
There is not sufficient available space at the Raymond Sullivan complex to house the
consolidated center. An addition would be required to the building. We believe this
would have to be located in some of the green space that is part of the watershed
management area adjacent to the building. This may not be acceptable.

Initially it appeared that the existing Fire Alarm Headquarters site would be an acceptable
site, if a completely new facility was constructed adjacent to the existing building and then
the existing building demolished. This site is relatively removed from known hazards. In
addition, the elevation is comparatively high to facilitate radio communications. There is
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already extensive communications infrastructure in place to support the new center. On
further review, we do not believe there is sufficient space available to construct a new
dispatch center in conformance with available guidance for set-backs from public rights-
of-way. The parcel where Fire Alarm Headquarters is located is just under two acres.
The Department of Defense has developed criteria for critical facilities. They stipulate
that vehicles be kept away from the building. Cleared vehicles, such as employee’s
personal vehicle should be allowed to get no closer than twenty-five meters (eighty-two
feet) from the building. All other traffic should be kept at least fifty meters (one hundred
sixty-four feet) away.

CTA Communications recommends that the City find a suitable parcel that is
approximately five to six acres in area rather than try to reuse or use one of the
suggested sites. With the large number of vacant industrial and commercial properties,
there should be suitable redevelopment space available.

At a minimum, the building would need to meet the building code requirements for
“Essential Facilities” which requires the building resist higher loads from wind, snow, and
earthquakes. Snow loads are 20 percent greater, seismic loads are 50 percent greater,
and wind loads are 15 percent greater or winds of about 140 miles per hour.

The building must remain operational so it is recommended that it be designed to resist
tornados and other high winds. While Springfield hasn't experienced a tornado in recent
history, they have occurred in the area.

In our interview and survey process, interest was expressed in co-locating the County’s
Emergency Operations Center with the new facility. There are significant advantages to
co-locating the facilities. Both functions require the same type of flexible space that can
meet a variety of needs. Both require sustainability and survivability- the ability to both
sustain the effectives of a potential disaster and continue operations for an extended
period of time without interruption and potentially isolated from commercial utility sources.
The shared use of the space will allow both functions to have improved facilities and
reduced costs. The operations area can function as a training room for the ECC.
Conference rooms can serve both agencies. The support facilities (restrooms, break
rooms, etc.) can be used by both, and so forth. CTA Communications recommends that
the ECC and EOC be co-located.

Also during the interview and survey process, it was indicated that there is a need to
upgrade the City of Springfield’s data center currently located in City Hall. Modern data
centers and emergency communications centers share many of the same requirements
for reliability and redundancy. Both have a requirement for more HVAC and conditioned
electrical power than other locations. CTA Communications recommends that
consideration be given to co-locating the City’s data center with the Emergency
Communications Center.

The design of Emergency Communications Centers and Emergency Operating Centers
is a specialized field. Most architectural and engineering firms are not familiar with the
unique requirements for a fully functioning ECC. We recommend that Springfield engage
the services of an Architectural and Engineering firm specializing in ECC/EOC design
early in the design process.

7.8 How Should the Consolidated Communications Center Be
Financed?

Currently the two PSAPs are included in the budget of the police and fire departments.
Most of the funding comes from the City’s general fund. The State Emergency
Telecommunications Board provides approximately $100,000 a year for training grants.
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On July 31, 2008, Governor Patrick signed into law “An Act to Create a State 9-1-1
Department, Single 9-1-1 Surcharge, and an Enhanced 911 Fund” (Chapter 223 of the
Acts of 2008). The law makes significant changes to the way 9-1-1 is funded in the state.
A uniform surcharge of $0.75 will be levied on each subscriber or end user whose
communication services are capable of accessing and utilizing an enhanced 9-1-1
system. The act also provides for grants to PSAPs for operational costs.

Previously the SETB funded the cost of the 9-1-1 network and 9-1-1 equipment at the
Primary PSAP. Under the Act, funding can be used to cover personnel costs, dispatch
workstations, and other related items.

While the exact amount has not yet been determined, the City of Springfield can
anticipate receiving significant funding through this act. This should help reduce the
burden on the City’s general fund.

7.9 What is the timetable for the consolidation to occur?

CTA is pleased to present the following recommended action plan for the implementation
of the consolidation.

. Commitment to Consolidate October 31, 2008.
. Complete Job Task Analysis/ Job Description Development December 31,2008
. Add Additional Dispatch Staff January 1, 2009

. Begin Development of Comprehensive Policy & Procedures January 1, 2009

. Select Architect/Design Consultant for New Facility December 1, 2008
. Select Location for New Dispatch Center January 1, 2009

. Hire Emergency Communications Center Director March 1, 2009

. Complete Dispatch Center Design June 30, 2009

. Begin Dispatch Center Construction July 1, 2009

. Dispatch Center Substantial Completion December 31, 2010
. Cutover to Consolidated Center April 4, 2011

7.10 Additional Considerations

SETB regulations, as well as good industry practice, require the provision of an alternate
routing for 9-1-1 calls. The SETB defines Alternate Routing as:

Alternate Routing: the capability of automatically rerouting 9-1-1 calls to a designated
alternate location(s) if all 9-1-1 trunks from a central office or to a PSAP are in a "make
busy" mode or out of service. May also be activated upon request, or automatically if
detectable, when 9-1-1 equipment fails or the PSAP itself is disabled.

Fire Alarm Headquarters currently provides this function for the primary PSAP. With the
consolidation that option will no longer be available. In many communities, neighboring
communities serve as each other alternate PSAP. Unfortunately, none of the PSAPs in
the area around Springfield are capable of handling the high call volume that Springfield
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experiences. We recommend that, immediately after the completion of the consolidation,
the existing PSAP at the Springfield Police Department and that serve as the alternate or
back-up dispatch center. In addition, we strongly recommend that the Police
Commissioner contact the Commissioner of the Massachusetts State Police and request
that the MSP Dispatch Center in Northampton serve as the interim alternate PSAP. The
While the Springfield ECC would be designed to remain functional until the alternate
center was staffed, the MSP would answer incoming calls in the event the primary PSAP
was incapacitated before the alternate PSAP was activated.

All of these changes will require modification of the existing 9-1-1 plan that is on file with

the SETB. The City will need to coordinate with the SETB staff to assure that approvals
are received in a timely manner.
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