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Executive Summary  

It is important to the public, law enforcement agencies, and elected officials that 9-1-1 centers function 

effectively and efficiently. In public safety, seconds often mean the difference between life and death. 

As the 1998 Investigative Report on the Washington, D.C., 9-1-м ǎȅǎǘŜƳ ƻōǎŜǊǾŜŘΥ ά9-1-1 is the universal 

number recognized as a lifeline for individuals in distress.The hallmark of a properly functioning 

emergency telephone system is immediate connection with a 9-1-1 operator and a quick response from a 

police officerΦέ 

With this charge in mind, the LESA Executive Board commissioned 9-1-1 SME Consulting to conduct an 

independent performance audit of the LESA Communications Center with the overall purpose of 

assessing the performance, responsiveness, capabilities, efficiency, and requirements of the LESA 

Communications Division. Of specific concern was [9{!Ωǎ level of performance in meeting call taking 

standards such as ǘƘŜ bŀǘƛƻƴŀƭ 9ƳŜǊƎŜƴŎȅ bǳƳōŜǊ !ǎǎƻŎƛŀǘƛƻƴΩǎ όb9b!ύ ǊŜŎƻƳƳŜƴŘŜŘ ǎǘŀƴŘŀǊŘǎ, 

particularly with respect to the standard of answering 90% of 9-1-1 calls within 10 seconds. Also of 

direct interest was an assessment of staffing and overtime levels, PSAP structure and organization, 

training, and quality assurance.  

This study is just one of the components of the LESA Vision ONE strategic plan adopted in September 

2006. Vision ONE goals included assuring that LESA provides world class services that are equal to or 

better than the best; that LESA utilizes all resources efficiently for maximum effect; that LESA is 

organized, positioned, and prepared to be compliant with Next Generation 9-1-1 requirements; and that 

its personnel, facilities, and equipment are fully survivable and redundant.  

This study concludes that LESA and its funding agencies must take immediate action to avert the 

potential for call volume and call loads to overwhelm current staffing levels, and to be prepared for the 

requirements of Next Generation 9-1-1. When compared to other 9-1-м ŎŜƴǘŜǊǎΣ [9{!Ωǎ Ŏŀƭƭ ǘŀƪŜǊǎ ŀƴŘ 

dispatchers have double the average call load and triple the average staff-to-citizen ratio. Until January 

2008, LESA had not had a staffing increase since 1995. Unless addressed, this presents a real possibility 

that 9-1-1 and emergency communications services in Pierce County could be significantly compromised 

particularly during peak periods. At present, any significant regional event or major crime has the 

potential to render LESA incapable of providing adequate 9-1-1 service. In addition, during peak periods 

of the year, LESA is also at risk for not having sufficient dispatchers and call takers available to handle 

routine call volume. This presents an unacceptable risk to public safety when seconds can mean the 

difference between life and death. 

[9{!Ωǎ low staffing levels are the ǇǊƛƳŀǊȅ ǊŜŀǎƻƴ ǘƘŀǘ [9{!Ωǎ Ŏŀƭƭ ŀƴǎǿŜǊƛƴƎ ǊŜǎǇƻƴǎŜ ǘƛƳŜ ƛǎ ƛƴ ǘƘŜ 

lowest tier in the state and nation. Simply put, citizens who call 9-1-1 ƛƴ [9{!Ωǎ ǎŜǊǾƛŎŜ ŀǊŜŀ Ŏŀƴ ŜȄǇŜŎǘ 

longer response times than nearly anywhere else in the state and nation. LESA has not met the NENA 

standard since at least 1995. Since 2006, however, LESA has not only reversed a five year significant 

downtrend in performance (from 83.30% in 2001 to 74.20% in 2005), but also has shown an ever 

increasing significant improvement in performance (from 74.20% in 2005 to 80.67% in 2008). This 
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dramatic turnaround in such a short period is primarily due to Vision ONE performance improvements 

with the key improvement being the addition of the Telephone Report Unit (TRU), and the 

implementation of performance improvements identified both by this consultant and LESA during the 

pendency of this audit. Although incremental further improvements in performance can be expected, 

[9{!Ωǎ ǎƛƎƴƛŦƛŎŀƴǘ ǎǘŀŦŦƛƴƎ ǎƘƻǊǘŦŀƭƭǎ ŀǊŜ ǘƘŜ ǇǊƛƳŀǊȅ ŎŀǳǎŜ ŦƻǊ [9{!Ωǎ ƛƴŀōƛƭƛǘȅ ǘƻ ƳŜŜǘ local and national 

standards. Until LESA staffing is brought on par with 9-1-1 centers of similar size and volume, LESA will 

not be able to meet these standards. Additional significant improvements can be made by metrics-based 

call center management and establishment of a 3-1-1 system. 

[9{!Ωǎ ƭŀŎƪ ƻŦ ŦǳƴŘƛƴƎ ŦƻǊ ǎǘŀŦŦƛƴƎ ŀƴŘ ǎŜǊǾƛŎŜ ƭŜǾŜƭ ŘƛǎŎǊepancies have a direct relationship to Pierce 

/ƻǳƴǘȅΩǎ ŎǳǊǊŜƴǘ anachronistic PSAP structure. The confusing array of PSAPs can lead to the misdirection 

of a 9-1-1 call to the wrong 9-1-1 center thereby inducing delays in call processing time, and, in terms of 

costs, results in nearly $2.5 million in additional costs county-wide.  By consolidating into a single PSAP 

throughout the county, a number of jurisdictions could realize savings by eliminating the number of 

times the same call is processed. For example, the City of Tacoma could conservatively realize a savings 

of $1.5 million in its total annual budget for communication services.  

This audit recommends against the co-location option currently supported by LESA management and 

other PSAPs. Co-location gains no efficiencies in terms of personnel, administrative and other costs. 

Further, the costs of constructing a co-located facility for all police PSAPs, and another facility for fire 

PSAPs would significantly outweigh any other savings. Moreover, co-location would not solve the 

inherent transfer problem caused by the existence of so many PSAPs. Finally, any efficiencies to be 

gained from co-location can be achieved virtually at much less cost through installation of a common 

CAD system or interface.  

If there is no consolidation, this audit recommends that LESA should seek cost recovery for 

uncompensated services it provides. For example, [9{!Ωǎ ǘƻǘŀƭ Ŏƻǎǘ ŦƻǊ ƘŀƴŘƭƛƴƎ Ŧire and emergency 

medical service (EMS) calls where no police response was required was a minimum of $425,152.00. At 

ǇǊŜǎŜƴǘΣ [9{!Ωǎ ƳŜƳōŜǊ ǇƻƭƛŎŜ ŀƎŜƴŎƛŜǎ ŀǊŜ ǇŀȅƛƴƎ ŦƻǊ ǘƘŜǎŜ Ŏŀƭƭǎ ŜǾŜƴ ǘƘƻǳƎƘ ƴƻ ǇƻƭƛŎŜ ǊŜǎǇƻƴǎŜ ǿŀǎ 

required. This is equivalent to at least six of the 10 call taker FTEs that LESA needs to reach the staffing 

levels recommended by this study. 

The majority of Communications Center staff are dedicated professionals whose performance is 

outstanding despite chronic and longstanding significant understaffing and heavy overtime in arguably 

the busiest and most demanding PSAP in Washington state. As demonstrated by the decline in available 

ǿƻǊƪ ƘƻǳǊǎ ŀƴŘ ǎƛƎƴƛŦƛŎŀƴǘ ǊƛǎŜ ƛƴ ǿƻǊƪŜǊΩǎ ŎƻƳǇŜƴǎŀǘƛƻƴ ǊŀǘŜǎΣ [9{! ŎƻƳƳǳƴƛŎŀǘƛƻƴǎ ǎǘŀŦŦ ƛǎ ŀƭǊŜŀŘȅ 

evidencing signs of burnout and stress associated with the significant overtime that has existed for many 

years. In turn, these factors have had a significant influence on morale and culture. LESA has been 

outstanding in its proactive efforts to involve and invest employees in its effort to change these 

conditions and become a national model of best practices.  
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This ǎǘǳŘȅ ŦƛƴŘǎ ǘƘŀǘ [9{!Ωǎ Ŏŀƭƭ ǘŀƪŜǊǎ ŀƴŘ ŘƛǎǇŀǘŎƘŜǊǎ ŀǊŜ ƎŜƴŜǊŀƭƭȅ ǘƘŜ ƘƛƎƘŜǎǘ ǇŀƛŘ ŎƛǾƛƭƛŀƴ 

telecommunicators in Washington state, and second highest paid amongst the surveyed national PSAPs. 

The focus on salaries and benefits alone, however, can be very misleading. Rather, it is important to 

ŀǎǎŜǎǎ ŀƴŘ ŎƻƳǇŀǊŜ ŜŀŎƘ ŎŜƴǘŜǊΩǎ ŜƴǘƛǊŜ Ŏƻǎǘ ƻǊ ōǳŘƎŜǘ ƻƴ ŀ ǇŜǊ ǎǘŀŦŦ ƳŜƳōŜǊ ōŀǎƛǎΦ Thus, although 

LESA has the 11th highest cost per staff member it is below its closest comparators including Seattle PD, 

Valley Comm, SNOPAC, and CAPCOM. However, even with the focus just on salary and benefits, this 

study recommends that LESA expand part-time employment, continue its excellent recognition 

program, conduct a class and compensation study, and carefully evaluate any proposed changes in its 

placement on the highest tier of compensation until such time as LESA is fully staffed. 

! ŦŀƛƭǳǊŜ ƻŦ [9{!Ωǎ ǎŜǊǾƛŎŜǎ and/or facilities would result in a denial of 9-1-1 call answering service to a 

minimum of 87% of PieǊŎŜ /ƻǳƴǘȅΩǎ ǇƻǇǳƭŀǘƛƻƴ ŀƴŘ ǘƘŜ ŘŜƴƛŀƭ ƻǊ ŘƛǎǊǳǇǘƛƻƴ ƻŦ ŘƛǎǇŀǘŎƘ ŀƴŘ ƳƻōƛƭŜ 

digital computer services to the estimated 1,600 law enforcement officers and users dependent on LESA 

dispatchers, software, equipment and infrastructure for their safety and the ability to respond to calls 

for service. [9{!Ωǎ ŦŀŎƛƭƛǘƛŜǎ ŀƴŘ ŜǉǳƛǇƳŜƴǘ ŀǊŜ ŘŀǘŜŘ ŀƴŘΣ ƛƴ ǎƻƳŜ ƛƴǎǘŀƴŎŜǎΣ obsolete with no support 

from the vendor. [9{!Ωǎ ŦŀŎƛƭƛǘƛŜǎ ǿŜǊŜ ŎƻƴǎǘǊǳŎǘŜŘ ōŜŦƻǊŜ ǘƘŜ ƘŀǊŘ-learned lessons from events such as 

9/11, Hurricane Katrina, and the Greensboro, Kansas, tornado. [9{!Ωǎ /ƻƳƳǳƴƛŎŀǘƛƻƴǎ /ŜƴǘŜǊ is 

responsible for a county that is consistently identified as a significant terrorist target due to the 

presence of significant military bases, petrochemical plants and major port facilities. In addition, Pierce 

County has two major earthquake faults, a major active volcano, and is also at risk in a pandemic or 

biochemical event. [9{!Ωǎ ŎǳǊǊŜƴǘ ŦŀŎƛƭƛǘƛŜǎ ǿŜǊŜ ƴƻǘ ŎƻƴǎǘǊǳŎǘŜŘ ǿƛǘƘ ǘƘŜǎŜ ŎƻƴǎƛŘŜǊŀǘƛƻƴǎ ƛƴ ƳƛƴŘΣ ŀƴŘ 

are therefore vulnerable to these types of threats. At present, there is limited but inadequate backup to 

[9{!Ωǎ /ƻƳƳǳƴƛŎŀǘƛƻƴǎ /ŜƴǘŜǊΦ Due to lack of funding, LESA continues to rely on systems and software 

that are at end of life. LESA should be planning now to obtain financing to construct a new redundant 

and survivable center with state-of-the art dispatching and call taking equipment.  

LESA has taken significant steps to address these concerns. In December 2005, the LESA Executive Board 

chartered a new direction for LESA with the hiring of the current Director. The Director was given the 

specific charge to examine all aspects of LESA, to challenge the status quo, and to assure the Executive 

Board and the people of Pierce County that they were receiving the very best service at the lowest 

possible cost. Since that time, as exemplified by the Vision ONE strategic plan and the consequent 

commissioning of this performance audit, current LESA management has demonstrated a clear 

commitment to that charge.  

Throughout this audit, LESA management has facilitated and encouraged an open and transparent 

ŀǎǎŜǎǎƳŜƴǘ ƻŦ [9{!Ωǎ ǇŜǊŦƻǊƳŀƴŎŜΣ ŀƴŘ Ƙŀǎ ŘŜƳƻƴǎǘǊŀǘŜŘ ƻǳǘǎǘŀƴŘƛƴƎ ƭŜŀŘŜǊǎƘƛǇ ƛƴ ǊŜǎƘŀǇƛƴƎ and 

reforming LESA into a high-performance organization that models best practices in the emergency 

communications field. Their efforts have not gone unnoticed ς even on the national level. The decision 

of the international Association of Public Safety Communications Officials (APCO) to award the LESA 

Director its 2008 Director of the Year Award is a clear and independent recognition of the success of the 

LESA management ǘŜŀƳΩǎ ƎǊƻǳƴŘōǊŜŀƪƛƴƎ ŜŦŦƻǊǘǎ ǘƻ ŎƘŀǊǘŜǊ ŀ ƴŜǿ ŎƻǳǊǎŜ ŦƻǊ ŀ ǎǘŀƎƴŀƴǘ оп-year old 

organization. LESA management will continue to need financial and political support for its efforts.
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Vision ONE ɀ Driver for the Performance Audit  

In January 2006, LESA initiated an ongoing, in-depth strategic analysis and zero-based review of all three 

of its operational divisions (Communications, Records and Information Technology) and the 

Administrative Division. A key underlying principle of Vision ONE was the willingness of management 

and LESA personnel to be their own worst critics, and to be open and transparent regarding their 

operations and performance. 

The initial effort culminated in the September 2006 adoption of Vision ONE ς a four-phased strategic 

action plan for assuring LESA continued its development into a high-performance organization. Since 

that time, the initial four-phased plan has added two additional phases. Vision ONE is based on an 

underlying philosophy of assuring that LESA is a national model of performance and efficiency primarily 

by enabling and encouraging all employees to become effective professionals who utilize best practices 

in a positive and supportive culture. 

Vision ONE is articulated in a Strategic Plan which describes a six-phased effort and a $1.3 million initial 

commitment to meet the challenges that were determined by an exhaustive series of employee town 

halls, group meetings, LESA employee retreats and one-on-one employee meetings with the Director, 

ƳŜŜǘƛƴƎǎ ǿƛǘƘ [9{!Ωǎ ǇŀǊǘƛŎƛǇŀǘƛƴƎ ŀƎŜƴŎƛŜǎΣ ǎǇƻƴǎƻǊƛƴƎ ƎƻǾŜǊƴƳŜƴǘ ŜƴǘƛǘƛŜǎ ŀƴŘ ǘƘŜ ƛƴǇǳǘ ƻŦ ŎƛǘƛȊŜƴǎ 

and the media. ±ƛǎƛƻƴ hb9 Ψǎ ǎƛȄ ǇƘŀǎŜǎ ŦƻŎǳǎ ŀǘǘŜntion on primary areas requiring attention, but with 

the recognition that all phases are interrelated, often requiring action in one or more phases to achieve 

a desired result. 

Phase I. Communications Division Performance, Staffing and Operations 

Phase II. Facilities 

Phase III. Records Division Performance, Staffing and Operations 

Phase IV. Security / Preparedness 

Phase V. Information Technology Division Performance, Staffing and Operations 

Phase VI. Administration Division Performance, Staffing and Operations 

¢ƘŜ ƎŜƴŜǎƛǎ ƻŦ ǘƘƛǎ t{!t !ǎǎŜǎǎƳŜƴǘ {ǘǳŘȅ ǿŀǎ [9{!Ωǎ ŘŜŎƛǎƛƻƴ ǘƘŀǘ ŀ ŎƻƳǇǊŜƘŜƴǎƛǾŜ ǇŜǊŦƻǊƳŀƴŎŜ ŀǳŘƛǘ 

of current Communications Center operations and management was integral to Phase I. [9{!Ωǎ ŜȄǇǊŜǎǎ 

desire was to retain an outside, neutral consultant prominent for expertise in this field, and possessing a 

broad understanding of PSAP best practices, establishing correct staffing levels and working with local 

exchange carriers to research, assess, and recommend. This study is the result. 
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Overall Goals of the Performance Audit  

1. Conduct an independent performance audit of the LESA Communications Center to assess the 

present capability of LESA Communications to meet the Vision ONE strategic goals of assuring that 

LESA provides world class services that are equal to or better than the best; that LESA is among the 

elite in providers of emergency communication services; that LESA utilizes all resources efficiently for 

maximum effect; that LESA is organized, positioned, and prepared to be compliant with Next 

Generation 9-1-1 requirements ; and that its personnel, facilities, and equipment are fully survivable 

and redundant in the event of natural disaster or man-made threat. 

Through comparative analysis, review of existing data, and other appropriate means, identifies any 

deficiencies that deviate from the foregoing goals, evaluate changes currently being implemented as 

part of Vision ONE, and make recommendations for additional changes necessary to implement best 

practices and achieve the foregoing goals. 

2.  Assess current LESA Communication Center performance in meeting the National Emergency 

bǳƳōŜǊ !ǎǎƻŎƛŀǘƛƻƴΩǎ όb9b!ύ ǊŜŎƻƳƳŜƴŘŜŘ ǎǘŀƴŘŀǊŘǎ particularly with respect to the standard of 

answering 90% of 9-1-1 calls within 10 seconds, and determine methodologies to enhance 

performance.  

The goal included identification of measures to enable LESA to meet the NENA recommended standard 

of answering in the busy hour 90% of 9-1-1 calls within 10 seconds and 95% within 20 seconds. 

Historically, LESA has not met this standard. [9{!Ωǎ Ŏŀƭƭ ŀƴǎǿŜǊƛƴƎ ǇŜǊŎŜƴǘŀƎŜ ŀǾŜǊŀƎŜŘ трΦуо҈ ŦǊƻƳ 

1995 through 2006 with a low of 65% in 1995 and a high of 83.30% in 2001. 

3. Assess current LESA Communication Center performance on the Pierce County Contract, and 

determine methodologies to enhance performance.  

LESA has a contract with Pierce County for 9-1-1 service that includes the criterion that, to the extent of 

available resources, 9-1-1 calls be answered within 12 seconds 90% of the time and within 36 seconds 

100% of the time. In 2007, LESA answered 76.9% of 9-1-1 calls within 12 seconds. Historically, LESA has 

not met this standard. [9{!Ωǎ Ŏŀƭƭ ŀƴǎǿŜǊƛƴƎ ǇŜǊŎŜƴǘŀƎŜ ŀǾŜǊŀƎŜŘ трΦуо҈ ŦǊƻƳ мффр ǘƘǊƻǳƎƘ нллс ǿƛǘƘ 

a low of 65% in 1995 and a high of 83.30% in 2001.  

4. Analyze factors and variables influŜƴŎƛƴƎ [9{!Ωǎ /ƻƳƳǳƴƛŎŀǘƛƻƴ /ŜƴǘŜǊ ǇŜǊŦƻǊƳŀƴŎŜ ǿƛǘƘ 

respect to the NENA and Pierce County standards with particular focus on call answering times, hours 

worked, transfer times, and service levels. 

This project examined the workload placed on the telecommunicators (i.e., on-shift personnel who 

answer or dispatch calls) and factors affecting their ability to meet the workload. This required an 

examination of a significant number of variables to include the number of 9-1-1 calls offered, the 

percent of calls answered within certain seconds, the call answering equipment, the configuration of 

primary and secondary Public Safety Answering Points (PSAPs) within Pierce County, the effects of the 
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number of incoming trunks and lines available to deliver the calls, and a variety of other factors affecting 

performance such as culture, workplace organization and facilities. 

4. Survey PSAPs in Pierce County, Washington, and national agencies of an approximate similar size 

or workload to develop a comprehensive comparison baseline on performance, staffing, and funding; 

and to identify best practices with particular focus on: 

 telecommunicator pay 

 cost per call taken 

 cost per call dispatched  

 percent of calls answered within contractual and standard requirements 

5. Provide concrete and practical recommendations for change and improvement, and identify 

necessary improvements for LESA to achieve accreditation through the Commission on Law 

Enforcement Accreditation (CALEA). 

The recommendations must enable LESA management to make changes that will enable LESA to 

improve call center performance, improve employee morale and job satisfaction, and meet the 

accreditation standards for Communications Centers as set by the Commission on Law Enforcement 

Accreditation. 

6. Assess and evaluate all unique factors influencing performance, redundancy, and efficiency, 

including, but not limited to: 

The effects on performance by: (a) current primary and secondary PSAP structure and organization 

throughout Pierce County; (b) current facilities, equipment, and infrastructure; (c) current procedures 

and business processes; (d) current operating environment and conditions including mandatory 

overtime, workplace culture, and working conditions; and (e) unique requirements of each of the 11 

agencies for which LESA provides 9-1-1 call processing and dispatch. 

8. Assess and evaluate the initial-hire training, cross-training and in-service training programs and 

plans for consistency and effectiveness, and make recommendations for any necessary changes to 

improve retention through the first year of training; ensure top performance; and establish positive 

morale. 

Determine whether training provided to the telecommunicators is meeting the needs of the 

Communications Center and recommend changes where appropriate. 

9.  Assess and evaluate practices and procedures for Quality Assurance. 

Assess current capability to conduct quality assurance and make recommendations to ensure LESA 

conducts quality assurance within standards. 
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Methodology  
 

Working with LESA Director Thomas Orr and other key members of LESA Staff including Assistant 

Director of Administration Kelly Bochenski and Assistant Director of Communications Diana Lock, 9-1-1 

SME Consulting ŘŜǾŜƭƻǇŜŘ ŀ ǇǊƻƧŜŎǘ Ǉƭŀƴ ōŀǎŜŘ ƻƴ ŀƴǎǿŜǊƛƴƎ [9{!Ωǎ ±ƛsion ONE questions and 

examining all other aspects of the LESA Communications Center that could have an effect on 

performance. Additionally, the plan included developing a comprehensive baseline of performance, 

funding, and staffing data from other Washington state PSAPs and several PSAPs outside of Washington 

state that were of size similar to the LESA Communications Center.  

 Jerry Foree of the local exchange carrier, Qwest, was very cooperative in providing extensive traffic 

studies. Visits to Washington PSAPs were made to get first-hand information on their performance and 

factors that are considered outstanding and of value to the LESA Communications Center. Data gathered 

from these visits was subsequently supplemented by a comprehensive written survey of WashingtonΩǎ 

57 primary PSAPs to which 49 PSAPs responded with substantial information. The national PSAPs were 

contacted by phone and email to obtain statistics on their performance. A survey of LESA 

Communications Center personnel provided insight from the newest trainee to Communications Center 

management. Standard telephone queuing theory was used in calculating trunking requirements. 

Standard staffing formulas including the widely-accepted and university-developed Association of 

Public-Safety Communications Officials (APCO) Project RETAINS formula were used to determine 

appropriate staffing levels based on demonstrated workload. 

The following performance requirements and recommended standard were the basis for objective 

criteria: 

Pierce County Enhanced 9-1-1 PSAP Participation Agreement ς For general 9-1-1 public service agency 

responsibilities and for the call answering requirement to answer 9-1-1 calls within 12 seconds 90% 

of the time and within 36 seconds 100% of the time. 

NENA Technical Information Document on Network Quality Assurance, NENA 03-501 ς For 

requirement for no single point of failure and for E9-1-1 trunking to meet P.01 Grade of Service (the 

probability that one call out of 100 during the average busy hour will be blocked). 

NENA Standards for E9-1-1 Call Congestion Management, NENA 03-006 ς For requiring all trunk groups 

to individually meet the P.01 Grade of Service requirement. 

NENA Call taking Operational Standard/Model Recommendation, NENA 56-005 ς For requirement for 

ninety percent (90%) of all 9-1-1 calls arriving at a PSAP is answered within ten (10) seconds during 

the busy hour. 

CALEA (Commission on Accreditation for Law Enforcement Agencies), Public Safety Communications 

Standards ς /![9!Ωǎ tǳblic Safety Communications Accreditation Program was developed in 

conjunction with APCO International. There are 218 standard categories containing over 400 

specific standards that 9-1-1 centers desiring accreditation must meet. 
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APCO (Association of Public Safety Communications Officials), PSAP-Service Capability Criteria Rating 

Scale - APCO/NENA ANS 1.102.1-2008 - This standard is intended to assist PSAP Managers and their 

governing authorities to identify their current level of service capability. An assessment tool is provided 

to objectively assess capabilities of the PSAP against models representing different levels of 

preparedness, survivability and sustainability amidst a wide range of natural and man-made events 

APCO Project 40 - RETAINS (Responsive Efforts to Address Integral Needs in Staffing) ς Staffing 

practices and guidelines developed by exhaustive independent research conducted by the University of 

Denver and George Mason University. Includes formulas and processes that communications center 

managers can use to estimate their staffing needs and compare them with current staffing levels by 

looking at the available hours employees can work, turnover rates, hours that need to be covered and 

call volume among other factors. 

NENA ɀ National Emergency Number Association  
 

As referenced above, the National Emergency Number Association (NENA) is a primary authoritative 

source for performance standards for communications centers. b9b!Ωǎ Ǌƻƻǘǎ ǘǊŀŎŜ ōŀŎƪ ƴŜŀǊƭȅ ŦƻǳǊ 

decades to when the National Telecommunications Information Administration (NTIA) sponsored the 

first three national 9-1-1 meetings in an effort to create industry awareness of 9-1-1 and collect 

information on emergency systems already in use. The incorporation of NENA as a not-for-profit 

corporation in 1982 was a direct result of these meetingsΦ b9b!Ωǎ ǎǘŀǘŜŘ Ƴƛǎǎƛƻƴ ŀǘ ǘƘŜ ǘƛƳŜ ǿŀǎ ǘƻ 

facilitate the goal of "One Nation ς One Number." At present, NENA is a 7,000-member, 47-chapter 

organization with the specific mission of fostering the technological advancement, and availability and 

implementation of a universal emergency telephone number system (9-1-1). In carrying out its mission, 

NENA promotes standards, research, planning, training and education with the goals of protecting 

human life, preserving property, and assuring community security.  

As part of its education program, NENA established the Emergency Number Professional (ENP) 

certification program which trains and certifies 9-1-1 professionals. Throughout its history, NENA has 

been recognized as an authority on performance standards for the delivery of 9-1-1 services. The author 

of this report, Russ Russell of 9-1-1 SME Consulting, is a NENA-certified ENP and has previously been 

commissioned by NENA to conduct several prior national studies. 

CALEA ɀ Commission on Accreditation for Law Enforcement Agencies  
 

Similar to NENA, the Commission on Accreditation for Law Enforcement Agencies (CALEA) was created 

in 1979 as a credentialing authority through the joint efforts of law enforcement's major executive 

associations including the International Association of Chiefs of Police (IACP) and the National Sheriffs' 

Association (NSA). CALEA accredits law enforcement agencies and public safety communications 

organizations. The stated purpose of CALE!Ωǎ ŀŎŎǊŜŘƛǘŀǘƛƻƴ ǇǊƻƎǊŀƳ άis to improve the delivery of public 

safety services, primarily by: maintaining a body of standards, developed by public safety practitioners, 

covering a wide range of up-to-date public safety initiatives; establishing and administering an 

accreditation process; and recognizing professional excellenceΦέ  
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The goals of Vision ONE and the CALEA accreditation process are entirely consistent in that the CALEA 

standards provide a proven and tried method for ensǳǊƛƴƎ άthe efficient use of resources and improve[d] 

service delivery - regardless of the size, geographic location, or functional responsibilities of the agencyΦέ 

Accreditation standards provide the means to implement a continuous improvement process by which 

reports and analyses are in place to make fact-based, informed management decisions; to improve 

agency accountability, both within the agency and the community, through a continuum of standards 

that clearly define authority, performance, and responsibilities; and to facilitate an agency's pursuit of 

professional excellence. 

APCO ɀ Association of Public Safety Communications Officials, International  
 

The world's largest organization dedicated to public safety communications is the Association of Public 

Safety Communications Officials International (APCO). Established in 1935, it has more than 15,000 

members. APCO provides leadership; promotes professional development, fosters the development and 

use of technology for the benefit of the public, examines and publishes standards, and provides 

education and services. APCO is an American National Standards Institute (ANSI)-Accredited Standards 

Developer (ASD), and its standards development activities have a broad scope, ranging from the actual 

development of standards to the representation of public safety communications in other standards 

development areas.  

APCO Project RETAINS 

For several years, APCO has been focused on appropriate staffing levels for communications centers:  

Too often it takes catastrophic events or disasters to shed light on the urgent 
ŎƻƴǘǊƛōǳǘƛƻƴǎ ǿƘƛŎƘ ǇǳōƭƛŎ ǎŀŦŜǘȅ ŎƻƳƳǳƴƛŎŀǘƛƻƴǎ ǿƻǊƪ ƳŀƪŜǎ ǘƻ ƻǳǊ ƴŀǘƛƻƴΩǎ ǿŜƭƭ-
being. During more routine moments, public safety professionals labor well out of the 
public eye ς and often, with limited resources and insufficient support. Typically 
employees in communications centers confront difficult, fast-paced, and emotionally 
trying conditions of employment under conditions of chronic understaffing.1 

!t/h LƴǘŜǊƴŀǘƛƻƴŀƭΩǎ tǊƻƧŜŎǘ w9¢!Lb{ όwŜǎǇƻƴǎƛǾŜ 9ŦŦƻǊǘǎ ǘƻ !ŘŘǊŜǎǎ LƴǘŜƎǊŀƭ Needs in Staffing) 

commissioned an independent study by the University of Denver to conduct the first study of public 

safety staffing issues over the course of several years using vigorous research methods. Following the 

completion of the exhaustive study, APCO published the APCO Project RETAINS Effective Practices Guide 

and online toolkit.  

APCO recognized that many managers and executives did not have an understanding of Erlang or 

queuing theory, and set out to design a process that could be used and understood not only by 

                                                           
1
 APCO Project RETAINS Executive Brief: Staffing and Retention in Public Safety Communication Centers: A Follow-

up Study, July 2008, page 1; see also http://www.apcointl.org/about/911/retains/.  

http://www.apcointl.org/about/911/retains/
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thousands of communication center managers, but also by the police executives and elected officials to 

whom they reported and who had authority to authorize staffing increases. The APCO RETAINS Toolkit 

was the result. It provided tools specifically designed to assist communications center managers, human 

resource and budget personnel, police chiefs, sheriffs, fire chiefs and elected officials, in determining 

appropriate staffing levels and assuring retention of qualified personnel. These tools contain formulas 

and provide processes that communications center managers can use to estimate their staffing needs 

and compare them with current staffing levels by looking at the available hours employees can work, 

turnover rates, hours that need to be covered and call volume among other factors.  

In July 2009, APCO released the preliminary results of a second follow up study on Project RETAINS 

conducted by George Mason University with the full results scheduled for release in 2009. The follow up 

study replicated the results of the original study and reported that over 600 communications centers 

had implemented this staffing tool. (The toolkit is available to authorized users at http://p40.teq-

services.com/managertool/manager/index.jsp.) APCO Project RETAINS data, research, methodologies, 

and recommendations are relied upon as part of the basis of the conclusions of this audit. 

Data Collection for This Performance Audit  
 

The collection of data for this report followed several standardized methods. Document reviews were 

made of the organizational chart, standard operating procedures (SOPs), awards and recognition 

programs, shift schedules, pay scales, call statistics, and numerous other documents. On-site learning 

included interviews with management and shift workers, sitting in with telecommunicators to 

experience performance first-hand, visual inspection of equipment, facilities (quiet room, kitchen, 

parking), review of Standard Operating Procedures, and taking photographic documentation of layout, 

workspace, and facilities. Additionally a survey was created using suggestions from management and 

shift staff to collect anonymous opinions on morale, performance and recommendations for change. 

  

http://p40.teq-services.com/managertool/manager/index.jsp
http://p40.teq-services.com/managertool/manager/index.jsp
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Appreciation for Participation  

Special recognition and gratitude is hereby given to the following PSAPs for their outstanding 

contributions to this report and their remarkable patience and cooperation throughout the process. See 

subsequent sections for comparative statistics and lessons learned from them.  

Washington state participants: CAPCOM of Thurston County, CENCOM of Kitsap County, CRESA of Clark 

County, Eastside Regional of King County, Fife Police Department, King County {ƘŜǊƛŦŦΩǎ 9-1-1, Puyallup 

City Comm, SNOCOM and SNOPAC of Snohomish County, Sumner Police Department, Pierce County      

9-1-1 office, and Valley Communications in King County. In addition to the information provided by 

these 12 PSAPs, another 39 Washington PSAPs provided comprehensive data sets which provided a 

statistically valid basis for comparison. A full report on all data provided will be found later in this report. 

National survey participants: Anne Arundel County, Maryland; Columbus Division of Police, Ohio; El Paso 

Police Department, Texas; MetroSafe Consolidated Communications, Louisville, Kentucky; Minneapolis 

ECC, Minnesota; Portland BOEC, Oregon; Raleigh-Wake County, North Carolina; Saƴ 5ƛŜƎƻ {ƘŜǊƛŦŦΩǎ 

Department, California; San Francisco Department of Emergency Management, California. The Portland, 

Oregon Bureau of Emergency Communications (BOEC) also participated by permitting several site visits 

by LESA staff.  

National site visit participants: Chicago 9-1-1 and 3-1-1 Centers, Chicago, Illinois; E-Comm, Vancouver, 

BC; Department of Public Safety 9-1-1 Communications Center, Fairfax, VA; Hillsborough County 

{ƘŜǊƛŦŦΩǎ hŦŦƛŎŜ /ƻƳƳǳƴƛŎŀǘƛƻƴǎ /ŜƴǘŜǊΣ CƭƻǊƛŘŀΤ Pinellas County 9-1-1 Center, Florida; City of Tampa Fire 

Rescue 9-1-1 Center, Tampa, FL; Virginia Beach 9-1-1 Center, Virginia Beach, VA; and Unified 

Communications Center, Washington, DC. 

Lisa Dodson, ENP, 9-1-м /ƻƻǊŘƛƴŀǘƻǊΣ /ƻƳƳǳƴƛŎŀǘƛƻƴǎ 5ƛǾƛǎƛƻƴΣ IŀǊǊƛǎ /ƻǳƴǘȅ {ƘŜǊƛŦŦΩǎ hŦŦƛŎŜΣ IƻǳǎǘƻƴΣ 

Texas, is thanked for granting us permission to include parts of her NENA National Survey presentation 

on Call Center Performance. 

Lori Gifford, E911 Program Manager for the Washington State Emergency Management Division, and 

Kim Wilson of the same office are thanked for their efforts in facilitating and initiating the survey of 

Washington state PSAPs. 

The Washington State Chapter of the Association of Public Safety Communications Officials and its many 

individual members, particularly the directors and staff of nearly every Washington state 9-1-1 PSAP are 

thanked for their personal support, facilitation, and encouragement; their willingness to share and 

exchange data critical to this report; and their gracious hospitality in permitting site visits. Particular 

thanks is expressed to Tom Griffiths, CRESA Director; Jim Quackenbush, CAPCOM Director; Kathleen 

Seeley, CAPCOM Assistant Director; Steve Reinke, Valley Communications Director; Mark Morgan, Valley 

Communications Assistant Director; Tom Howell, SNOPAC Director; Steve Perry, SNOCOM Director; 

Richard Kirton, CENCOM Director, Deb Welsh, Skagit 9-1-1; Captain Nate Elledge, King County Regional 



PSAP Assessment Study 

 

 

 

 

17 

17 

Communications Center Director; Peggy Fouts, Grays Harbor 9-1-1 Director; and Lieutenant Greg Smith, 

Seattle Police Department Communications Director. 

LESA is forever indebted and grateful to these individuals and organizations for their participation, 

insights, and sharing of best practices. 
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Overview of LESA Communications Center  

Based on a combined ranking of population served and total call volume, LESA is the largest primary 

Public Safety Answering Point (PSAP) in Washington state with 1.3% (10,432) less calls and 18.62% 

(109,100) more in total population in 2007 than its closest counterpart - the Seattle Police Department 

Communications Center. As a PSAP, LESA provides 9-1-1 call taking, emergency dispatch, and a 

records/data channel for 11 police agencies servicing a 2007 population of 695,355 ς about 88% of 

tƛŜǊŎŜ /ƻǳƴǘȅΩǎ ǇƻǇǳƭŀǘƛƻƴΣ ²ŀǎƘƛƴƎǘƻƴ ǎǘŀǘŜΩǎ ǎŜŎƻƴŘ Ƴƻǎǘ ǇƻǇǳƭƻǳǎ ŎƻǳƴǘȅΦ LESA also provides 

comprehensive records management and information technology services for 15 law enforcement 

organizations servicing a 2008 population of 770,885. In this capacity, LESA provides services to 96% of 

tƛŜǊŎŜ /ƻǳƴǘȅΩǎ ǇƻǇǳƭŀǘƛƻƴΦ  

Geographically diverse and demanding service areaΥ [9{!Ωs Pierce County service area is geographically 

diverse and demanding. Pierce County is the second most populous county in Washington state and a 

hub of international travel and commerce ς via the Port of Tacoma, the largest transportation corridor 

in the state (I-5), Puget Sound, its proximity to the Canadian border, and its position as a Pacific Rim 

ǎǘŀǘŜΦ Lǘ ƛǎ ŀƭǎƻ ŀ ƳŀƧƻǊ ǇŀǊǘ ƻŦ ǘƘŜ ǎǘŀǘŜΩǎ ƳƛƭƛǘŀǊȅ ŎƻǊŜ ǿƛǘƘ ōƻǘƘ CƻǊǘ [Ŝǿƛǎ ŀƴŘ aŎ/ƘƻǊŘ !ƛǊ CƻǊŎŜ .ŀǎŜ 

ƭƻŎŀǘŜŘ ǿƛǘƘƛƴ ǘƘŜ ŎƻǳƴǘȅΦ tƛŜǊŎŜ /ƻǳƴǘȅΩǎ мΣтфл ǎǉuare miles include a forested mountain range with 

the largest active volcano in the Pacific Northwest (Mt. Rainier at 14,411 feet); several major earthquake 

faults; 217 miles of Puget Sound saltwater shorelines; and a 2,400 acre port facility that is the seventh 

largest container port in North America and ranks in the top 25 for worldwide container trade. The port 

serves as a major gateway to Asia and Alaska, and is a leading North American seaport that handled 

more than $36 billion in annual trade and nearly 2 million TEUs (Twenty-foot Equivalent container Units) 

in 2007. Pierce County's other notable unique sites include Commencement Bay, Tacoma Narrows 

Bridge (at 5,979 feet, one of the longest suspension bridges in the world), Crystal Mountain Ski Resort ς 

²ŀǎƘƛƴƎǘƻƴΩǎ ƭŀǊƎŜǎǘ ǎƪƛ ŀǊŜŀ with a total of 2,600 acres (2,300 lift serviced acres) and over 50 named 

runs, Camp Murray, the Tacoma Dome (the largest wooden dome arena in the world), Point Defiance 

Park (a 702-acre park of natural forest and saltwater beaches that sees over 2,000,000 visitors per year), 

the Western Washington Fair grounds in Puyallup (site of the annual Washington State Fair), and the 

600-acre Northwest Trek wildlife preserve. There are 265.09 miles of state routes, 26.06 miles of 

interstate highway, and approximately 570,761 registered vehicles.  

Widely Varying Population Density and Service Expectations/ProceduresΥ [9{!Ωǎ ŀǊŜŀ ƻŦ ǎŜǊǾƛŎŜ 

includes a wide mix of population density types including major cities such as Tacoma, the ǎǘŀǘŜΩǎ third 

largest; and rural areas such as Ashford, an area of unincorporated Pierce County located only a few 

miles west of the entrance to Mount Rainier National Park. Located in Tacoma, LESA provides 

emergency communications services to the Pierce County ShŜǊƛŦŦΩǎ 5ŜǇŀǊǘƳŜƴǘ ŀƴŘ ǘƘŜ ǇƻƭƛŎŜ 

departments for Tacoma, Lakewood, University Place, Gig Harbor, Fircrest, Edgewood, Steilacoom, 

DuPont, Ruston and Roy. LESA also monitors and facilitates communications on their frequencies for 

organizations like Pierce Transit, University of Washington, Tacoma, and others. Because of the widely 

divergent population levels and service philosophies of each of the law enforcement agencies served by 
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LESA, LESA follows unique protocols and procedures established by each agency or municipality with 

respect to the delivery of emergency services. This complicates and lengthens initial training; can 

contribute to overall increased call handling time; and limits the candidate pool of those capable of 

mastering complex standard operating procedures in a high-demand multi-tasking environment. 

Significant Crime Rate and High-Threat Area: Pierce County is consistently listed by the Department of 

Homeland Security as a high-ǘƘǊŜŀǘ ŀǊŜŀΦ Lƴ ŀŘŘƛǘƛƻƴΣ ƻŦ ²ŀǎƘƛƴƎǘƻƴΩǎ 39 counties, Pierce County has the 

highest violent crime rate in Washington state, the fifth highest property crime rate, and the fifth 

highest total crime rate. The high volume of violent crime calls can increase call handling times and has 

impacted retention of even experienced dispatchers who transfer from other jurisdictions. 

High Call Volume: During 2007, LESA call takers answered 451,267 9-1-1 calls plus 344,407 non-

emergency calls for a total of 795,674 calls. LESA dispatchers handled 542,765 calls for service which 

include calls processed by call takers, traffic stops by officers, and on-view incidents reported by officers. 

Based on the combination of total population served and total call volume, LESA is the largest primary 

PSAP in Washington state. The closest counterparts to LESA in Washington state in terms of population 

served and total call volume are the Seattle Police Department Communications Center, SNOPAC in 

Snohomish County, Valley Communications in south King County, King County Regional 

Communications, CAPCOM in Thurston County, and CRESA in Clark County. Although the Spokane 9-1-1 

center handles a similar level of calls and can be compared for that purpose, it does not dispatch any 

calls; therefore, ƛǘ ŘƻŜǎ ƴƻǘ ǇǊƻǾƛŘŜ ŀ Ŧǳƭƭ ŎƻƳǇŀǊƛǎƻƴ ǘƻ [9{!Ωǎ ǘŜƭŜŎƻƳƳǳƴƛŎŀǘƛƻƴ ǎŜǊǾƛŎŜǎΦ 

Large Number of other PSAPs in Pierce County: As a primary PSAP, LESA not only receives calls for 

police services, but also receives fire and medical calls which it transfers to two secondary fire PSAPs in 

Pierce County. Other primary PSAPs in Pierce County include the Puyallup Communications Center, the 

Fife Police Department Communications Center, the Sumner Police Department Communications 

Center, and the Buckley Police Department Communications Center. Secondary PSAPs in Pierce County 

are the Tacoma Fire Department Communications Center, and the Lakewood FireComm Center 

(FireComm). Lƴ нллтΣ упΦфм҈ όоуоΣмумύ ƻŦ [9{!Ωǎ ф-1-1 calls were for a law enforcement response. Of 

the 15.09% of 9-1-1 calls for fire or EMS services, 8.75% (39,494) were transferred to Lakewood 

FireComm, and 6.34% (28,592) were transferred to the Tacoma Fire Department.  

Organization and Structure: Formed in 1974 by an Interlocal Agreement between the City of Tacoma 

and Pierce County, LESA is a joint City-County agency governed by an Executive Board consisting of five 

voting members (the Pierce County Executive, the Mayor for the City of Tacoma, the Tacoma Police 

Chief, the Pierce County Sheriff, an at-large representative), and two advisory members (Mayor of City 

of Lakewood and a Pierce County Contract Cities representative). Thomas R. Orr is the Director of LESA. 

Under Director Orr are three operational divisions and one administrative division. The Communications 

Center is one of three operational divisions and is under the management of Director Orr and Assistant 

Director of Communications Diana Lock. 
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Staffing Levels: In 2007, the LESA Communications Center had an authorized staff of 31 call takers, 30 

dispatchers, six supervisors, a Tape Research Analyst, Communications Maintenance Manager, 

Communications Maintenance Technician, an Assistant Director and a Director. LESA has had this same 

level of staff since at least 1995. However, from 1995 through 2006 there was a 12% growth in 

population and a 16% increase in total calls. As a result calls for service have continued to increase each 

year with a 26% increase just in the period from 2006 to 2007. In terms of total staff, although LESA is 

the largest or second-largest PSAP in Washington state, it ranked only 8th out of the 49 PSAPs surveyed 

ƛƴ ²ŀǎƘƛƴƎǘƻƴ ǎǘŀǘŜΦ CƻǊ ŜȄŀƳǇƭŜΣ [9{!Ωǎ Ŏŀƭl taker staffing ranked 47th out of the 49 surveyed PSAPs 

averaging 1 call taker for every 24,865 calls. This can be compared to the average for all surveyed 

Washington state PSAPs which was 1 call taker to every 9,526 calls. Effectively, this meant that in 2007 

LESA had triple the average staff-to-citizen ratio, and double the average staff-to-call ratio. In 

combination with the lack of a dedicated training staff, these factors have contributed to a 35.6% 

increase in dispatcher overtime since 2006, and a 24.3% increase in call taker overtime from 2006. The 

significant and chronic overtime is also a symptom of a need to fill slots in the schedule that no longer 

can be filled by regular hours due to a significant decline of available work hours per call center 

employee. Since 1995, the average hours that a dispatcher is actually available to work have decreased 

16.56% from 1,673 in 1995 to 1,396 in 2007. Similarly, call taker available hours had decreased by 

16.96% from 1,716 hours in 1995 to 1,425 hours in 2007. As the APCO Project RETAINS research verified, 

employees will try to control significant overtime through other forms of leave. 

!ǎ ŀ ǊŜǎǳƭǘ ƻŦ ±ƛǎƛƻƴ hb9Σ [9{!Ωǎ ŦƛǊǎǘ ǎǘŀŦŦƛƴƎ ƛƴŎǊŜŀǎŜ ƛƴ мп years came in 2008 with authorization to 

hire for seven new dispatch positions (to accommodate the addition of a new 800 MHz dispatch position 

for the City of Lakewood added in 2008), and two additional call taker positions. In addition, LESA 

received renewed authority to over hire up to another seven dispatchers and two call takers, and to 

establish a Telephone Report Unit (TRU) with eight telephone report writers. The overhire authority 

does not create additional positions, but does allow LESA to hire above authorized limits based on 

projected turnover. This methodology is routinely used throughout the industry to maintain a low 

number of authorized vacant positions. 

Actual staffing varied throughout the term of the study. Actual staffing throughout 2007 averaged 29 

fully qualified dispatchers and 34 fully qualified communications officers (call takers). For 2008, LESA 

averaged 31 fully qualified dispatchers and 30 fully qualified communications officers (call takers). As of 

December 31, 2008, 29 of 34 funded call taker positions were filled with 29 fully trained. As to 

dispatchers, 34 out of 37 funded positions were filled with 30 dispatchers fully trained. LESA retention 

rates meet or exceed the APCO RETAINS norms with a retention rate past the first year of 94% for call 

takers and 82.3% for dispatchers. 

The following chart is a snapshot of LESA Communications Center authorized staffing levels and 

organization in 2007, the initial period of this performance audit: 
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Hiring & Recruiting: From 1974 to 1980, LESA contracted with Pierce County for human resource and 

other support services. Since 1980, LESA has contracted with the City of Tacoma for human resource 

and other support services. Available history indicates that up through 2006, working with the City of 

Tacoma, LESA tested for positions annually or semi-annually. With the exception of classified 

advertisements of open positions and a listing on the City of Tacoma Internet site, little or no effort was 

made to recruit through advertising, job fairs, or other forms of recruiting. Initial testing included the 

requirement for a typing certification of 45 words per minute (WPM) and a 70% or greater score on the 

widely-accepted commercial CritiCall Dispatcher & Call Taker Pre-employment Testing Software 

program. Those successful on the written test were interviewed orally. Those passing the oral interview 

were placed on an initial hire list regulated by the City of Tacoma Civil Service Board. Up through 2006, 

Civil Service Rules allowed LESA to consider only the top three candidates on the list at any one time. 

This required LESA to conduct expensive criminal history, polygraph, psychological evaluations, and 

background checks before moving to the next group of three. Not infrequently, all three members 

would fail one or more of these components.  

As a result of Vision ONE, LESA was able to institute numerous hiring and recruiting improvements 

starting in 2007 and continuing throughout 2008. LESA was successful in gaining Civil Service Board and 
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Executive Board approval to move to continuous testing and to consider the top 10 candidates on the 

list. LESA redesigned its logo, revamped its Internet site and developed a professional marketing 

campaign tying its Internet site to strategic radio and television spots aimed at key demographics. In 

addition, LESA became a major attendee at job fairs throughout Washington state attending 27 job fairs 

in 2007 and 49 job fairs in 2008. LESA sought and received certification from the U.S. Department of 

Veteran Affairs to offer financial incentives to veterans. LESA instituted a lateral hire incentive in 2008 

offering a $5,000 bonus and a $2,000 re-location allowance to qualified lateral hires. LESA consulted 

with CritiCall to revalidate its testing methods and procedures which resulted in increasing the CritiCall 

passing score to an overall 83% and requiring that all modules are passed. LESA contracted with the City 

of Tacoma for a full-time human resource analyst to focus exclusively on LESA hiring and testing. LESA 

also revamped its background checking process to include additional background checks and analysis by 

experienced criminal detectives. These efforts were very successful. For example, in 2007 LESA realized 

an approximate 84% increase in dispatcher applications and an approximate 94% increase in dispatchers 

hired.  

Training and Quality Assurance: LESA does not have a dedicated training staff or quality assurance staff. 

Instead, supervisors and experienced telecommunicators are utilized to provide training when needed, 

and quality monitoring is only done during training or wƘŜƴ ŎƻƳǇƭŀƛƴǘǎ ŀǊŜ ǊŜŎŜƛǾŜŘΦ [9{!Ωǎ ƘƛǎǘƻǊƛŎŀƭ 

ǳƴŘŜǊǎǘŀŦŦƛƴƎ ŀƴŘ ƴŜŜŘ ŦƻǊ Ŏƻƴǘƛƴǳƻǳǎ ǘǊŀƛƴƛƴƎ ŀǊŜ ƛƳǇƻǊǘŀƴǘ ŦŀŎǘƻǊǎ ƛƴ [9{!Ωǎ ǎƛƎƴƛŦƛŎŀƴǘ ƻǾŜǊǘƛƳŜ ƛƴ 

recent years. During the period of this study, 33% those hired successfully completed training and 

passed the one-year probationary period. 

Performance and Call Load: For the last 14 years, the key metric tracked by LESA for call center 

performance has been the percent of 9-1-1 calls answered within 12 seconds. This was done to meet 

[9{!Ωǎ ŎƻƴǘǊŀŎǘǳŀƭ ŎƻƳƳƛǘƳŜnt under the Pierce County 9-1-1 contract to answer 90% of 9-1-1 calls 

within 90 seconds to the extent it had available resources to do so. LESA has not met this standard for 

the last 14 years and has averaged 75.83% over this period (not counting 1998 for which no data is 

available). In 2008, LESA increased its performance to 80.6% (through November 2008) primarily due to 

the addition of a Telephone Report Unit (TRU) which relieved call takers of a major portion of the duty 

of taking police reports over the telephone. With respect to total call load in 2007, the Communications 

Center processed 451,267 9-1-1 calls; and 344,407 non-emergency calls for a total call processing load of 

тфрΣстпΦ [9{!Ωǎ ƘƛǎǘƻǊƛŎŀƭ ǇŜǊŦormance since 1995 is summarized on the next page: 
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% OF CALLS

YEAR

911

CALLS CALLS

TOTAL 

CALLS

PHONE

REPORTS

ANSWERED

<12 seconds

CALL

TAKER DISP

1995 402,392 320,014 722,406 402,638 18,940 70.43% 30 30

1996 383,835 345,852 729,687 427,342 18,930 78.93% 31 30

1997 377,703 377,608 755,311 452,227 17,539 67.46% 31 30

1998 387,121 376,169 763,290 461,775 18,086 N/A 31 30

1999 401,136 370,806 771,942 456,682 19,373 65.00% 31 30

2000 437,953 374,101 812,054 490,379 19,497 74.40% 31 30

2001 441,600 389,073 830,673 509,098 16,944 83.30% 31 30

2002 436,010 387,066 823,076 519,995 17,362 80.70% 31 30

2003 429,121 405,478 834,599 511,931 16,296 79.90% 31 30

2004 428,788 374,300 803,088 513,979 16,533 79.20% 31 30

2005 470,039 375,621 845,660 533,357 17,743 74.20% 31 30

2006 476,037 362,054 838,091 535,600 18,577 74.75% 31 30

2007 451,267 344,407 795,674 542,765 15,370 76.90% 31 30

2008 434,298 325,233 759,531 555,144 3,713 80.60% 34 37

FUNDED POSITIONSCALLS 

FOR 

SERVICE

 

Phone Service and Equipment: Qwest is the 9-1-1 service provider with incoming 9-1-1 trunk groups 

from two selective routers. Each selective router provides three trunk groups, one for each category of 

call: Wireline, cellular and VoIP (Voice over Internet Protocol). The Communications Center uses a 

Northern Telecom Meridian I automatic call distributor feeding into a Positron Life Line 100 9-1-1 

system and Tiburon CAD (computer aided dispatch). 

Facilities: The building is small for the needs that have grown over the years and was built prior to the 

lessons learned from 9/11, Hurricane Katrina, and the Greensboro, Kansas, tornado. As part of Vision 

hb9Σ [9{!Ωǎ 5ƛǊŜŎǘƻǊ ŀƴŘ 9ȄŜŎǳǘƛǾŜ .ƻŀǊŘ ŀǿŀǊŘŜŘ ŀƴ wCt ŦƻǊ ŀ ŦŀŎƛƭƛǘƛŜǎ study and needs assessment to 

the firms of Hewitt and Leach Mounce. Leach Mounce, in particular, has conducted needs assessments 

and facilities design for many PSAPs throughout the nation. A final report from these firms is due in early 

2009. 

Location and Points of Contact: The center is located at 2415 South 35th Street, Tacoma, Washington 

98409. Thomas Orr, Director, may be reached at 253-798-4029. Diana Lock, the Assistant Director, may 

be reached at 253-798-6645. Their website is www.lesa.net. 

 

http://www.lesa.net/
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Key Findings and Recommendations  

Overall, many points of the performance audit determined that the LESA Communications Center was 

performing well to excellent. A few key findings are summarized and highlighted below and then 

followed by a table setting forth all key findings and recommendations: 

1. Performance : LE{!Ωǎ primary performance measure from 1995 into 2006 was the percent 

ƻŦ Ŏŀƭƭǎ ŀƴǎǿŜǊŜŘ ǿƛǘƘƛƴ мн ǎŜŎƻƴŘǎ ǇǳǊǎǳŀƴǘ ǘƻ ǘƘŜ ǘŜǊƳǎ ƻŦ [9{!Ωǎ ŎƻƴǘǊŀŎǘ ǿƛǘƘ ǘƘŜ tƛŜǊŎŜ 

County 9-1-1 office. [9{!Ωǎ Ŏŀƭƭ ŀƴǎǿŜǊƛƴƎ ǇŜǊŎŜƴǘŀƎŜ ŀǾŜǊŀƎŜŘ 75.83% from 1995 through 

2006 with a low of 65% in 1995 and a high of 83.30% in 2001. Thus, LESA has not met this 

standard since at least 1995. 

 {ǘŀǊǘƛƴƎ ƛƴ нллсΣ [9{!Ωǎ ±ƛǎƛƻƴ hb9 ǎǘǊŀǘŜƎƛŎ Ǉƭŀƴ ŜƳǇƘŀǎƛȊŜŘ ŀǎǎŜǎǎƳŜƴǘ ƻŦ ǇŜǊŦƻǊƳŀƴŎŜ 

based on national standards and best practices. Vision ONE emphasized the importance of 

meeting local and national standards regarding the call answering percentage, but also added 

important other national measures or metrics to include Average Speed of Answer, Average 

Talk Time, Average Hold Time, Abandonment Rate, and Average Occupancy Rate. These 

efforts by LESA model best practices and are consistent with those seen in high-performance 

9-1-1 centers.  

The national standard for percent of calls answered has been set by the National Emergency 

bǳƳōŜǊ !ǎǎƻŎƛŀǘƛƻƴ όb9b!ύΦ b9b!Ωǎ ǊŜŎƻƳƳŜƴŘŜŘ ǎǘŀƴŘŀǊŘ ƛǎ ǘƘŀǘ фл҈ ƻŦ Ŏŀƭƭǎ in the busy 

hour should be answered within 10 seconds and 95% within 20 seconds. Historically, LESA has 

not met this standard since at least 1995.  

Since January 2006, however, LESA has not only reversed a five-year significant downtrend in 

performance (from 83.30% in 2001 to 74.20% in 2005), but also has shown an ever increasing 

significant improvement in performance (from 74.20% in 2005 to 80.60% in 2008). This 

dramatic turnaround in such a short period is primarily due to Vision ONE performance 

improvements with the key improvement being the addition of the TRU and the 

implementation of performance improvements identified both by this consultant and LESA 

during the pendency of this audit. Although incremental further improvements in 

ǇŜǊŦƻǊƳŀƴŎŜ Ŏŀƴ ōŜ ŜȄǇŜŎǘŜŘΣ [9{!Ωǎ ǎƛƎƴƛŦƛŎŀƴǘ ǎǘŀŦŦƛƴƎ ǎƘƻǊǘŦŀƭƭǎ ŀǊŜ ǘƘe primary cause for 

[9{!Ωǎ ƛƴŀōƛƭƛǘȅ ǘƻ ƳŜŜǘ ŜƛǘƘŜǊ ǘƘŜ b9b! ƻǊ ǘƘŜ tƛŜǊŎŜ /ƻǳƴǘȅ ǎǘŀƴŘŀǊŘǎΦ ¦ƴǘƛƭ [9{! ǎǘŀŦŦƛƴƎ ƛǎ 

on par with 9-1-1 centers of similar size and volume, LESA will not be able to meet these 

standards. 

2. Personnel : As a whole, the Communications Center staff are dedicated professionals whose 

performance is outstanding despite chronic and longstanding significant understaffing and 

heavy overtime in arguably the busiest and most demanding PSAP in Washington state. As 

demonstrated by the decline iƴ ŀǾŀƛƭŀōƭŜ ǿƻǊƪ ƘƻǳǊǎ ŀƴŘ ǎƛƎƴƛŦƛŎŀƴǘ ǊƛǎŜ ƛƴ ǿƻǊƪŜǊΩǎ 
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compensation rates, LESA communications staff is already evidencing signs of burnout and 

stress associated with the significant overtime that has existed for many years. In turn, these 

factors have had a significant influence on morale and culture.  

LESA has been outstanding in its proactive efforts to involve and invest employees in its 

effort to change these conditions and become a national model of best practices. For 

ŜȄŀƳǇƭŜΣ [9{!Ωǎ ƳƻǊŀƭŜ ŀƴŘ ŀǿŀǊds program is one of the most extensive, providing for 

recognition of both individual and team performance. [9{!Ωǎ ǘƻǿƴ ƘŀƭƭǎΣ ŀƭƭ Řŀȅ ǊŜǘǊŜŀǘǎΣ 

internal corporate communications program, and ongoing involvement of a skilled workplace 

consultant have been very effective in beginning to address culture and morale. LESA 

management will need to continue to demonstrate to personnel its commitment to 

alleviating staffing shortages and the varied attendant issues that accompany the associated 

stress and overtime including occasional, minor, and more serious violations of workplace 

rules.  

3. Staffing Levels : LESA and its funding agencies must take immediate action to avert the 

potential for call volume and call loads to overwhelm current staffing levels. When compared 

to other 9-1-м ŎŜƴǘŜǊǎΣ [9{!Ωǎ Ŏŀƭƭ ǘŀƪŜǊǎ ŀƴŘ ŘƛǎǇŀǘŎƘŜǊǎ ƘŀǾŜ ǘǿƛŎŜ ǘƘŜ ŀǾŜǊŀƎŜ Ŏŀƭƭ ƭƻŀŘ ŀƴŘ 

triple the average staff-to-citizen ratio. Comparative and statistical analysis using standard 

methodologies makes it clear that LESA needs a total of 45 dispatchers, 44 call takers, and 7 

supervisors. Until January 2008, LESA had not had a staffing increase since 1995. The staffing 

increases in 2008 were an improvement, but still leave LESA short of recommended levels by 

8 dispatchers, 10 call takers, and one supervisor.  

Unless addressed, this presents a real danger of compromising 9-1-1 and emergency 

communications services in Pierce County. At present, any significant regional event or major 

crime has the potential to render LESA incapable of providing adequate 9-1-1 service. In 

addition, during peak periods of the year, LESA is also at risk for not having sufficient 

dispatchers and call takers available to handle routine call volume. During routine LESA 

operations, LESA is frequently right at the edge of being unable to respond to the current call 

level or to have sufficient dispatchers to staff all stations. This presents an unacceptable risk 

to public safety when seconds can make the difference between life and death.  

To avert such circumstances, this study recommends a number of specific measures including 

that LESA continue to aggressively fill all authorized positions, to make greater use of part 

time positions, and to use overhire authority to counterbalance its 18% turnover rate. LESA 

should also seek reimbursement from other non-contributing agencies that benefit from the 

work of LESA call takers or dispatchers. For example, [9{!Ωǎ ƳŜƳōŜǊ police agencies are 

currently paying LESA to process and handle fire/EMS calls even when no police response is 

required. Were LESA and its agencies to be reimbursed for these costs, LESA could gain six of 

the 10 additional call taker FTEs recommended by this audit. 
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4. Facilities and Equipment Υ [9{!Ωǎ ŦŀŎƛƭƛǘƛŜǎ ŀƴŘ ŜǉǳƛǇƳŜƴǘ ŀǊŜ ŘŀǘŜŘ ŀƴŘΣ ƛƴ ǎƻƳŜ 

ƛƴǎǘŀƴŎŜǎΣ ŀǘ ŜƴŘ ƻŦ ƭƛŦŜΦ [9{!Ωǎ ŦŀŎƛƭƛǘƛŜǎ ǿŜǊŜ ŎƻƴǎǘǊǳŎǘŜŘ ōŜŦƻǊŜ ǘƘŜ ƘŀǊŘ-learned lessons 

from events such as 9/11, Hurricne Katrina, and the Greensboro, KansasΣ ǘƻǊƴŀŘƻΦ [9{!Ωǎ 

Communications Center is responsible for a county that is consistently identified as a 

significant terrorist target due to the presence of significant military bases, petrochemical 

plants, and major port facilities. In addition, Pierce County has two major earthquake faults 

and a major active volcano. As a major population center, Pierce County is also at risk in a 

ǇŀƴŘŜƳƛŎ ƻǊ ōƛƻŎƘŜƳƛŎŀƭ ŜǾŜƴǘΦ [9{!Ωǎ ŎǳǊǊŜƴǘ ŦŀŎƛƭƛǘƛŜǎ ǿŜǊŜ ƴƻǘ ŎƻƴǎǘǊǳŎǘŜŘ ǿƛǘƘ ǘƘŜǎŜ 

considerations in mind; therefore, current facilities are vulnerable to these types of threats.  

!ǘ ǇǊŜǎŜƴǘΣ ǘƘŜǊŜ ƛǎ ƭƛƳƛǘŜŘΣ ōǳǘ ƛƴŀŘŜǉǳŀǘŜΣ ōŀŎƪǳǇ ǘƻ [9{!Ωǎ /ƻƳƳǳƴƛŎŀǘƛƻƴǎ /ŜƴǘŜǊΦ ! 

ŦŀƛƭǳǊŜ ƻŦ [9{!Ωǎ ǎŜǊǾƛŎŜǎ ǿƻǳƭŘ ǊŜǎǳƭǘ ƛƴ ŀ ŘŜƴƛŀƭ ƻŦ ф-1-1 call answering service to a minimum 

of 87% of tƛŜǊŎŜ /ƻǳƴǘȅΩǎ ǇƻǇǳƭŀǘƛƻƴΣ ŀƴŘ ŘŜƴƛŀƭ ƻǊ ŘƛǎǊǳǇǘƛƻƴ ƻŦ ŘƛǎǇŀǘŎƘ ŀƴŘ ƳƻōƛƭŜ ŘƛƎƛǘŀƭ 

computer services to the estimated 1,500 law enforcement officers dependent on LESA 

dispatchers, software, equipment and infrastructure for their safety and the ability to 

respond to calls for service.  

Due to lack of funding, LESA continues to rely on systems and software that are at end of life. 

CƻǊ ŜȄŀƳǇƭŜΣ [9{!Ωǎ ŎƻƳǇǳǘŜǊ-aided dispatch (CAD) system is at end of life and should be 

ǊŜǇƭŀŎŜŘΦ !ƭǘƘƻǳƎƘ [9{!Ωǎ ǘŜƭŜǇƘƻƴȅ Ŝǉǳƛpment is functioning and currently meets call taking 

and dispatching requirements, it is also near end of life. LESA should be planning now to 

obtain financing to construct a new redundant and survivable center with state-of-the art 

dispatching and call taking equipment.  

5. LESA Communications Center Salary, Wages, and Benefits: Historically, LESA has 

had difficulty recruiting dispatchers and call takers in sufficient numbers, and has 

experienced an approximate attrition of 66% of candidates during the first year of training. 

Of those candidates who successfully complete their first year, LESA has a high retention rate. 

Although the attrition of new hires during the first year is similar to the experience of 9-1-1 

call centers throughout the country, it is more pronounced at LESA due to the complexity of 

its operations, the wide diversity of protocols for each of its agencies, and the demanding 

ƴŀǘǳǊŜ ƻŦ [9{!Ωǎ ŜƴǾƛǊƻƴƳŜƴǘ ς including its well-known reputation for understaffing and 

high overtime levels.  

Historically (prior to 2006), LESA has sought to offset these aspects and compete for talented 

personnel in a highly competitive market by paying the highest compensation for dispatchers 

and call takers. Although this strategy has helped, it has not been sufficient to recruit, train, 

and retain sufficient numbers of qualified personnel.  LƴŘŜŜŘΣ [9{!Ωǎ ǳƴƛǉǳŜ ŀƴŘ ǿŜƭƭ-

advertised lateral hire incentive bonus of $5,000 plus $2,000 in relocation costs had not 

proven effective and was discontinued at the end of 2008. Although a number of lateral hires 
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were hired as part of the program, most have either resigned during the first year citing the 

complexity of the operations and high-level of violent calls, or have not satisfactorily 

completed training. Until staffing levels reach required levels and overtime is significantly 

reduced, LESA will likely need to continue to pay compensation at the top end of the higher 

tier of compensation in order to attract and retain personnel. Key strategies to help reduce 

chronic overtime include expanded use of part time employees, continued aggressive efforts 

to fill all authorized positions, and use of overhire authority to compensate for the 18% 

attrition rate.  

6. PSAP Organization and Cost Recovery: tƛŜǊŎŜ /ƻǳƴǘȅΩǎ ŎǳǊǊŜƴǘ t{!t ǎǘǊǳŎǘǳǊŜ ŀƴŘ 

services are an anachronism. The confusing array of PSAPs can lead to the misdirection of a 9-

1-1 call to the wrong 9-1-1 center thereby inducing delays in call processing times as the call 

is initially triaged and then transferred to the correct 9-1-1 center only to be triaged again. 

This is particularly true for wireless calls which route to the nearest tower that, in many 

cases, does not correlate to the correct PSAP having responsibility for that area. Even when 

calls are correctly routed to the primary PSAP, there is a built-in delay in Pierce County 

because of the need to transfer to secondary PSAPs. Indeed, the Tacoma Fire Department 

PSAP has publicly expressed concerns about transfer times for calls transferred from LESA. 

The solution to such issues is consolidation into one PSAP.  

The benefits to consolidation, however, are much more than improved answering times.  

There is a significant cost to the present multiple PSAP structure that may not be readily 

appreciated. This pertains to any governmental agency that funds more than two PSAPs. For 

example, the City of Tacoma not only funds LESA for primary PSAP 9-1-1 communication 

services, but also funds the Tacoma Fire Department for secondary PSAP 9-1-1 

communication services. The same applies to any LESA participating municipality that also 

contributes funds to the Lakewood FireComm secondary PSAP. In these situations, the 

municipality is paying to handle the same call twice.  

¢ƘŜ ǘƻǘŀƭ Ŏƻǎǘ ŦƻǊ ŦǳƴŘƛƴƎ ǘǿƻ t{!tǎ ƛǎ ƴƻǘ ǘǊƛǾƛŀƭΦ CƻǊ ƛƴǎǘŀƴŎŜΣ ǿƘŜƴ [9{!Ωǎ ϷуΦфт Ŏƻǎǘ ǇŜǊ 

Ŏŀƭƭ ƛǎ ŀŘŘŜŘ ǘƻ ¢ŀŎƻƳŀ CƛǊŜΩǎ ϷонΦсм Ŏƻǎǘ ǇŜǊ Ŏŀƭƭ ƻǊ [ŀƪŜǿƻƻŘ CƛǊŜ/ƻƳƳΩǎ ϷноΦмф Ŏƻǎǘ ǇŜǊ 

call, the total cost to the City of Tacoma for handling each call becomes $41.58 per call or 

$1,188,855 annually (28,592 total 9-1-1 fire/EMS calls transferred to TFD x $41.48 per call). 

Similarly, the total cost for calls processed by both LESA and Lakewood FireComm is $32.16 or 

$1,270,127. Although Fire-EMS trained FTEs would need to be included on the staff of a fully 

consolidated operation, there would be significant savings in efficiencies gained not only 

through shared infrastructure, facilities, and equipment, but also through a reduced total 

staff of a combined organization.  

This would be particularly true were the center to follow the prevailing national model of 

civilianizing all positions. For example, the City of Tacoma presently pays a total of 

approximately $6.5 million to LESA for PSAP services and another approximate $2.5 million to 
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fund the Tacoma Fire PSAP for a total cost to the City of approximately $9 million. By 

consolidating into a single PSAP throughout the County, the City could conservatively realize 

a savings of $1.5 million ($9 million total current PSAP costs less current $6.5 million paid to 

LESA plus $980,000 in estimated costs of adding 14 civilian FTEs equals a total budget of $7.5 

million).  

This audit recommends against the co-location option currently being considered by LESA 

management and other PSAPs. Co-location gains no efficiencies in terms of personnel, 

administrative and other costs. Further, the costs of constructing a co-located facility for all 

police PSAPs, and another facility for fire PSAPs would significantly outweigh any other 

savings. Moreover, co-location would not solve the inherent transfer problem caused by the 

existence of so many PSAPs. 

 If there is no consolidation, Lƴ ǾƛŜǿ ƻŦ [9{!Ωǎ ŎǊƛǘƛŎŀƭ ǳƴŘŜǊǎǘŀŦŦƛƴƎ ŀƴŘ ǎƛƎƴƛŦƛŎŀƴǘ ƻǾŜǊǘƛƳŜΣ 

this audit recommends that LESA should seek cost recovery for uncompensated services it 

provides. For example, 8.7% of all LESA CAD events were for fire/medical only. This means 

that of the 68,096 fire/EMS 9-1-1 calls received by LESA and transferred to a fire PSAP; 47,297 

(69%) required a fire/EMS response, but no corresponding police response. These 47,297 calls 

represent actual work being done by a LESA call taker in response to a call. As with any call, 

there is a cost associated with that call. In 2007 dollars, LES!Ωǎ ǘƻǘŀƭ Ŏƻǎǘ ŦƻǊ ƘŀƴŘƭƛƴƎ ŦƛǊŜ ŀƴŘ 

EMS calls where no police response was required was a minimum of $425,152.00 ($8.97 cost 

per call). At preseƴǘΣ [9{!Ωǎ ƳŜƳōŜǊ ǇƻƭƛŎŜ ŀƎŜƴŎƛŜǎ ŀǊŜ ǇŀȅƛƴƎ ŦƻǊ ǘƘŜǎŜ Ŏŀƭƭǎ ŜǾŜƴ ǘƘƻǳƎƘ ƴƻ 

police response was required. This is equivalent to at least six of the 10 call taker FTEs that 

LESA needs to reach recommended staffing levels 

7. LESA Management: In December 2005, the LESA Executive Board chartered a new 

direction for LESA with the hiring of the current Director. The Director was given the specific 

charge to examine all aspects of LESA, to challenge the status quo, and to assure the 

Executive Board and the people of Pierce County that they were receiving the very best 

service at the lowest possible cost. Since that time, as exemplified by the Vision ONE strategic 

plan and the consequent commissioning of this performance audit, current LESA 

management has demonstrated a clear commitment to that charge. Throughout this audit, 

LESA management has facilitated and encouraged an open and transparent assessment of 

[9{!Ωǎ ǇŜǊŦƻǊƳŀƴŎŜΣ ŀƴŘ Ƙŀǎ ŘŜƳƻƴǎǘǊŀǘŜŘ ƻǳǘǎǘŀƴŘƛƴƎ ƭŜŀŘŜǊǎƘƛǇ ƛƴ ǊŜǎƘŀǇƛƴƎ ŀƴŘ 

reforming LESA into a high performance organization that models best practices in the 

emergency communications field. Their efforts have not gone unnoticed ς even on the 

national level. The decision of the international Association of Public-Safety Communications 

Officials (APCO) to award the LESA Director its 2008 Director of the Year Award is a clear and 

ƛƴŘŜǇŜƴŘŜƴǘ ǊŜŎƻƎƴƛǘƛƻƴ ƻŦ ǘƘŜ ǎǳŎŎŜǎǎ ƻŦ ǘƘŜ [9{! ƳŀƴŀƎŜƳŜƴǘ ǘŜŀƳΩǎ ƎǊƻǳƴŘōǊŜŀƪƛƴƎ 

efforts to charter a new course for a stagnant 34-year old organization. Just this month 

(March 2009), LESA received additional recognition for its innovative recruiting program in a 
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feature article of the APCO Public Safety Communications journal.2 ²ƛǘƘƻǳǘ ŜȄŎŜǇǘƛƻƴΣ [9{!Ωǎ 

new management team, formed in 2006, faced long-standing and systemic problems having 

their roots in inadequate funding for personnel, equipment, and facilities over a long term. In 

turn, these led to low morale. As is common, low morale can also manifest itself in such 

symptoms as a lack of compliance with workplace rules and other disciplinary matters. At the 

outset of Vision ONE, LESA management established a high expectation for compliance with 

workplace rules, internally audited that compliance, and followed through with 

consequences when rules were not followed. Simultaneously, management demonstrated its 

concern for employees via one-on-one meetings with the director, employee town halls, all 

day retreats, the involvement of a workplace consultant, and a new incentive, recognition, 

and awards program. Over time these efforts have helped to overcome the initial friction 

with the enforcement of workplace rules, and management enjoys a largely positive 

relationship with represented employees. 

                                                           
2
 See wŜŎǊǳƛǘƳŜƴǘ hǾŜǊƘŀǳƭΥ hƴŜ !ƎŜƴŎȅΩǎ aǳƭǘƛŘƛƳŜƴǎƛƻƴŀƭ {ƻƭǳǘƛƻƴ ǘƻ /ƘǊƻƴƛŎ ¦ƴŘŜǊǎǘŀŦŦƛƴƎ, PUBLIC SAFETY 

COMMUNICATIONS, March 2009, pp. 28-32. 
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Understanding PSAPs 

PSAP ς Public Safety Answering Point: Generally defined as a set of call takers authorized by a 

governing body which receives and processes 9-1-1 calls for a defined geographic area. There 

are two types of PSAPs: primary and secondary. 

Primary PSAP: A primary PSAP receives 9-1-1 calls routed directly from a local telephone 

ǎŜǊǾƛŎŜ ǇǊƻǾƛŘŜǊΩǎ ф-1-1 Central Office via a selective route to the PSAP. The primary PSAP has 

responsibility to triage all calls and route them to the appropriate agency for dispatch. The 

majority of primary PSAPs also serve as the dispatch provider for the agencies for which they 

receive 9-1-1 calls. In a minority of areas, there are multiple primary and secondary PSAPs. In 

such situations, calls may need to be transferred to other agencies for dispatch. In Pierce 

County, Qwest routes 9-1-1 calls to nine primary PSAPs. Those PSAPs are LESA, Puyallup, Fife, 

Sumner, Buckley, McChord Air Force Base, Ft. Lewis Army Base, Washington State Patrol, and 

Puyallup Tribal. With only a few exceptions, this study focuses on a comparative assessment of 

performance for the Pierce County-funded primary PSAPs in Pierce County (i.e., those PSAPs 

receiving allocations of 9-1-1 excise taxes collected in Pierce County). Those PSAPs are LESA, 

Puyallup, Fife, Sumner, and Buckley. The study also includes comparative data and analyses of 

57 primary PSAPs in Washington state, and a number of national primary PSAPs. 

Secondary PSAP: A secondary PSAP does not receive incoming 9-1-1 calls. Instead, it receives 

calls transferred from a primary PSAP. Secondary PSAPs in Pierce County are Lakewood 

FireComm and the Tacoma Fire Department Communications Center.  
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Findings and Recommendations  

All findings and recommendations are listed and discussed in detail in the following table. With respect 

to some specific findings, additional detailed discussion specific to those findings can be found at the 

page number noted. Where no page number is noted, discussion is confined to the section in the table 

below. 

No. Category Vision ONE objective Findings and Recommendations Page(s) 

1 Responsiveness 
in Answering 9-
1-1 Calls 

Did the percent of 9-1-1 
calls answered meet the 
NENA Standard of 90% 
within 10 seconds and 
95% within 20 seconds? 

The responsiveness did not meet the Standard. [9{!Ωǎ 
14-year average calculates to 75.83% of calls answered 
within 10 seconds. This is well below the 90% standard 
and places LESA in the lowest tier in Washington state 
and the nation. Significantly, LESA achieved a 6% 
performance improvement to 80.6% in 2008 due largely 
to the Vision ONE pilot Telephone Report Writing 
Initiative. The ŦǳƴŘŀƳŜƴǘŀƭ ŎŀǳǎŜ ŦƻǊ [9{!Ωǎ ǇƻƻǊ 
performance is that there are an insufficient number of 
call takers for the workload. 9ǾŜƴ [9{!Ωǎ ƻǳǘǎǘŀƴŘƛƴƎ 
and professional call taking staff cannot compensate for 
the sheer volume of calls. Based on current call 
volumes, LESA needs 44 call takers. At the outset of this 
study, LESA had only 31 call takers but had begun a pilot 
Telephone Report Unit (TRU) of eight report writers to 
shift the report writing duty away from call takers. As a 
result of an initial staffing analysis performed by this 
consultant at the outset of this study, LESA received 
authority to hire two more call takers in January 2008. 
For 2009, LESA had sought an additional increase to 
bring LESA call takers to the recommended level of 44, 
but the staffing increase was not approved due to the 
economic downturn. However, LESA was able to 
preserve the eight telephone report writer positions for 
the 2009 budget and these positions should help 
consolidate the 2008 gains in performance. LESA should 
explore every opportunity to bring call taker staffing to 
the full authorized level, and should expand TRU 
operations to 24 hours per day. 

62 

2 Telecommuni-
cator 
Performance 
Efficiency 

How do the LESA call 
takers and dispatchers 
compare to other PSAPs 
in terms of number of 
calls handled per shift 
worker? 

LESA handled more calls per shift worker than any other 
PSAP in Washington state and was third highest among 
the national PSAPs. Based on an average of call loads 
handled by 50 Washington state PSAPs (49 out of 56 
responding to survey), LESA ranked 49

th
 for staff to call 

ratio with a call load that was double the average, and a 
staff-to-citizen ratio that was triple the average. 
Specifically, call takers at LESA handle 24,865 calls 
annually as compared to the average of 9,460. In terms 
of staffing, LESA has one Communications Center staff 

66 
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No. Category Vision ONE objective Findings and Recommendations Page(s) 

member for every 9,525 citizens as compared to the 
average which is 1 to every 3,697 citizens. Because of 
limited staffing, significant overtime is required to 
handle the heavy workload. Since 2006, LESA has 
experience a 35% increase in dispatcher overtime and a 
24% increase in call taker overtime. These and the 
personal observations of this consultant demonstrate 
that the staff is very efficient, capable, and professional. 
The volume of overtime and heavy workload do affect 
morale, but the staff continues to deliver professional 
and quality service. 

3 Telecommuni- 
cator Cost 
Efficiency 

How do the LESA call 
takers and dispatchers 
compare to other PSAPs 
in terms of cost per call 
handled? 

Cost per call is determined by dividing the total 
communications center budget by the total calls 
received the center. Based on a survey of all 
Washington state PSAPs (49 out of 56 responding to 
survey), LESA has the ninth lowest cost per call at $8.97 
per call in 2007 (state average was $30.18 cost per call). 
aƻǊŜ ǎƛƎƴƛŦƛŎŀƴǘƭȅΣ [9{!Ωǎ ϷуΦфт Ŏƻǎǘ ǇŜǊ Ŏŀƭƭ ǿŀǎ ƴŜŀǊƭȅ 
50% of the $16.07 cost per call average of its five 
closest counterparts in call volume, population served, 
and total budget (Seattle PD, Valley Comm, SNOPAC, 
King County, and EPSCA). 

This consultant also analyzed cost per 9-1-1 call based 
ƻƴ ǎƘƛŦǘ ǿƻǊƪŜǊǎΩ ǿŀƎŜǎ. This analysis showed that LESA 
is third lowest of the 11 Washington PSAPs and fifth 
lowest of the 10 national PSAPs participating in the 
ŎƻƴǎǳƭǘŀƴǘΩǎ ƛƴǘŜǊǾƛŜǿǎ (LESA counted in both studies).  

Conclusion: Although LESA pays the highest wages in 
Washington state and is in the upper tier in the nation, 
it is among the most efficient in Washington and 
around the nation. 

84 

4 Factors 
Influencing Call 
Answering 
Times and 
Hours Worked 

What factors affect call 
answering times and 
hours worked? 

A wide array of factors impact call answering times 
including the number of staff, PSAP organization, 
trunking, facilities, and equipment. The primary factors 
at LESA influencing call times are staffing levels and 
PSAP Organization. In addition to seeking much needed 
staffing increases, LESA has adopted Lean Six Sigma 
business concepts successfully used by Fortune 100 
companies to achieve significant improvements in 
performance through a systematic application of 
analysis and statistical tools. LESA has formed a Lean Six 
Sigma team known as CAPP (Call Answering 
Performance Project) to target Call Answering for 
significant performance improvements. 

94 

5 Factors 
Influencing Call 

Are there a sufficient 
number of call takers to 

No. As fully explained in Finding Nos. 1 and 2 above, 
LESA needs a total of 44 call takers to handle historical 

104 
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Answering 
Times and 
Hours Worked 

handle the workload? call loads. At present, LESA has 34 authorized call taking 
positions. Therefore, LESA needs another 10 call takers. 
A variety of statistical and staffing methodologies were 
utilized to calculate the appropriate staffing levels for 
LESA call takers. These methods included use of the 
widely accepted Erlang statistical calculations and the 
APCO RETAINS formula, an analysis of incoming call 
volume by day and hour, average available working 
hours, overtime levels, and calculated staffing ratios. All 
five staffing methodologies yielded a result of 43 to 44 
communication officers needed. 

6 Dispatching Were there a sufficient 
number of dispatchers to 
handle the workload? 

After a full detailed analysis using four different staffing 
allocation models (including the APCO RETAINS 
formula), it was determined that 45 dispatchers and 7 
supervisors are required. LESA is currently authorized 
37 dispatchers and 6 supervisors. LESA will therefore 
need to add 8 dispatchers and 1 supervisor. 

113 

7 PSAP Structure 
& Organization 

Is the LESA PSAP 
organized as efficiently 
as possible to deliver the 
best call processing 
times at the least cost? 

[9{!Ωǎ ƭŀŎƪ ƻŦ ŦǳƴŘƛƴƎ ŦƻǊ ǎǘŀŦŦƛƴƎ ŀƴŘ its service level 
discrepancies have a direct relationship to Pierce 
/ƻǳƴǘȅΩǎ ŎǳǊǊŜƴǘ ŀƴŀŎƘǊƻƴƛǎǘƛŎ t{!t ǎǘǊǳŎǘǳǊŜΦ The 
confusing array of PSAPs can lead to the misdirection of 
a 9-1-1 call to the wrong 9-1-1 center thereby inducing 
delays in call processing time, and, in terms of costs, 
results in nearly $2.5 million in additional costs county-
wide.  By consolidating into a single PSAP throughout 
the county, a number of jurisdictions could realize 
savings by eliminating the number of times the same 
call is processed. For example, the City of Tacoma could 
conservatively realize a savings of $1.5 million in its 
total annual budget for communication services. If 
there is no consolidation, this audit recommends that 
LESA should seek cost recovery for uncompensated 
services it provides. For example, [9{!Ωǎ ǘƻǘŀƭ Ŏƻǎǘ ŦƻǊ 
handling fire and EMS calls where no police response 
was required was a minimum of $425,152.00. At 
ǇǊŜǎŜƴǘΣ [9{!Ωǎ ƳŜƳōŜǊ ǇƻƭƛŎŜ ŀƎŜƴŎƛŜǎ ŀǊŜ ǇŀȅƛƴƎ ŦƻǊ 
these calls even though no police response was 
required. This is equivalent to at least six of the 10 call 
taker FTEs that LESA needs to reach the staffing levels 
recommended by this study. 

Thus, as a best practice, LESA could realize significant 
improvements in call answering times and attendant 
significant reduced operating cost by considering 
consolidation of its operations with other primary and 
secondary PSAPs in Pierce County. Whether 
consolidating or not, LESA should consider either 
installation of a common CAD system between PSAPs or 
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the development of an interface that will allow all 
PSAPs within Pierce County to exchange CAD data in 
real time between their disparate CAD systems. The co-
location option currently being considered by LESA 
management and other PSAPs in Pierce County, 
although offering potential improvements over the 
status quo, is cost prohibitive and the same efficiencies 
can be achieved virtually at much less cost through 
installation of a common CAD system or interface. As 
set forth in Recommendation 13, it is not 
recommended that LESA install a voice messaging 
system that would prompt callers to indicate the service 
they desired by inputting numbers, text, or voice 
commands. Such systems are not a best practice, have 
received negative public reaction in the few instances 
where used, and have induced increased call processing 
times owing to a specialized dispatcher (e.g., fire) 
having to communicate with another specialized 
dispatcher (e.g., police) ς when if the call had gone 
straight to the 9-1-1 call taker, both dispatchers would 
have been notified simultaneously. 

8 Adequacy of 9-
1-1 Trunking 

Was the number of 
incoming trunks 
sufficient so that callers 
were not being blocked 
beyond the NENA 
Standard of P.01 Grade 
of Service? 

Wireline and VoIP trunks met the standard. Cellular 
trunks required an increase from four to nine to meet 
the requirement. Looking to be proactive with the 
trending increase in cellular calls, LESA installed 15 
trunks with most of the cost borne by the State 9-1-1 
office for the state of Washington (utilizing State E9-1-1 
taxes collected for such assistance). The number of 
offered 9-1-1 calls and their average busy hour duration 
defined the offered workload. [9{!Ωǎ ŎŜƭƭǳƭŀǊ ǇƘƻƴŜ 
trunk lines were not sufficient ς meaning there were 
more call attempts to the center than captured by 
[9{!Ωǎ ƳŜŀǎǳǊƛƴƎ ŜǉǳƛǇƳŜƴǘΦ The added trunking 
proved sufficient when comparing the number of 
rejected calls during July 2007 (over 2,500) to those of 
July 2008 (just 1 call). As indicated by these numbers, 
LESA is now handling a higher volume calls in peak 
periods due to the reduction of rejected calls for lack of 
adequate trunking. This factor likely will mean 
additional workload for an already over-taxed staff. 
LESA management, however, determined it was more 
important to ensure that every 9-1-1 call is received and 
handled. 

157 

9 Fire/Emergency 
Medical Service 
Transfers 

Assessment of the 
amount of fire and EMS 
calls (fire/EMS) that LESA 
receives, the adequacy 
of transfer times 

¢Ƙƛǎ ǎǘǳŘȅ ŦƛƴŘǎ ǘƘŀǘ ур҈ ƻŦ [9{!Ωǎ ƛƴŎƻƳƛƴƎ Ŏŀƭƭǎ ŀǊŜ 
law enforcement-related. Of the remaining 15% of 9-1-
1 calls, 6.34% were transferred to Tacoma Fire, and 
8.75% were transferred to Lakewood FireComm. Of the 
68,096 fire/EMS 9-1-1 calls received by LESA and 
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associated therewith, 
the cost associated with 
the handling of these 
calls, and technical issues 
regarding call transfers. 

transferred to a fire PSAP; 47,297 (69%) required only a 
fire/EMS response.  

These 47,297 calls represent actual work being done by 
a LESA call taker in response to a call. As with any call, 
there is a cost associated with that call. In 2007 dollars, 
[9{!Ωǎ ǘƻǘŀƭ Ŏƻǎǘ ŦƻǊ ƘŀƴŘƭƛƴƎ fire and EMS calls where 
no police response was required was $425,152 ($8.97 
cost per call). At presenǘΣ [9{!Ωǎ ƳŜƳōŜǊ ǇƻƭƛŎŜ 
agencies are paying for these calls even though no 
police response was required. This is the equivalent to 
at least six call taker FTEs (salary and benefits of 
$70,000) without accounting for any overtime. In view 
ƻŦ [9{!Ωǎ ŎǊƛǘƛŎŀƭ understaffing and significant overtime, 
this audit recommends that LESA should seek 
reimbursement for these costs in order to obtain 
sufficient funds to fund six of the 11 call taker FTEs that 
LESA needs to reach recommended staffing levels. 

 This audit also sought to assess the performance of 
LESA call takers with respect to calls transferred to 
fire/EMS secondary PSAPs. Call transfer time data can 
be misleading as it is only a measure of the time of the 
initial call to the time of transfer. Call transfer times do 
not capture when the need for transfer was first 
identified or requested. In many cases, calls start as 
non-injury, but later change (e.g., accidents, fights, 
assaults, domestic violence). In other cases, there is a 
need for police to control and render a scene safe for 
fire/EMS personnel to respond (e.g., homicide, assault, 
in-progress violent crimes). Transfer times also do not 
account for delays caused by 9-1-1 hang ups and 
subsequent call back, and miscommunication of 
location or verification of location from cell phones. 
Because transfer times do not take these and other 
factors into account, it is nearly impossible to assess 
performance without listening to a statistically valid 
sample of 68,086 fire/EMS related calls and reviewing a 
statistically valid sample of their corresponding CAD 
entries. The cost of such a review would be prohibitive 
and is well beyond the scope of this audit. 

In lieu of such a costly analysis, this consultant 
examined SOPs governing fire transfers, interviewed 
call takers, personally observed call taker operations, 
and examined and reviewed metrical data regarding 
transfer time performance LESA call takers follow best 
practices with respect to obtaining BID (basic 
information for dispatch) and promptly transferring 
calls for fire or medical aid at the first indication. In 
many instances both a law enforcement and a fire/EMS 
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response are required for a particular call. In such 
instances, LESA call takers routinely bring fire/medical 
dispatch online with the caller with both centers able to 
hear the caller.  

This discussion also underscores how performance 
efficiencies can be gained through consolidation or co-
location of police and fire PSAPs. As a primary PSAP, 
[9{!Ωǎ mission is to triage all 9-1-1 and non-emergency 
calls. Unlike LESA, most primary 9-1-1 centers in 
Washington state, the nation, and those participating in 
this study also dispatch all calls (police, fire, EMS) (see 
Washington state PSAP map). Both Pierce County and 
King County are in the minority because they have 
secondary PSAPs that dispatch fire/EMS calls. (See King 
County and Pierce County PSAP maps.) In King County, 
the trend has been towards consolidation with most 
recent example of the formation of NORCOM for the 
eastside of the Seattle Metro area beginning July 1, 
2009. Pierce County should consider following this 
trend. 

10 Options to 
Improve Call 
Answering 
Percentage 

Adoption and modeling 
of best practices 
designed to improve 
performance 

LESA has already implemented a number of options to 
improve call answering performance and currently has 
a Six Sigma focus group conducting additional analysis 
with respect to the complete call transaction process to 
identify areas for process or equipment improvements. 
[9{!Ωǎ TRU is a model of best practices, and should be 
expanded to a full 24x7 operation with expanded 
authority to handle other types of police reports. LESA 
should continue to pursue staffing increases and should 
participate in any efforts to consolidate or co-locate 
existing PSAPs within Pierce County. As detailed in 
other findings, LESA should pursue establishment of a 
3-1-1 Center and a Real Time Crime Center as a further 
means to significantly reduce call answering times, 
improve police response times, and enhance the 
effectiveness of the entire emergency response system. 
LESA should upgrade its existing and dated CAD system 
and should initiate and/or support efforts to develop a 
common CAD system for all Pierce County PSAPs. If 
unable to achieve a common CAD system, LESA should 
initiate or support efforts to develop a common 
interface that allows free exchange of data between all 
Pierce County PSAPs. LESA should also consider 
implementation of any best practices identified in the 
section of this report entitled Key Insights from Other 
PSAPs that are not already implemented at LESA. 

94 

11 Telephone Adoption and modeling Beginning July 2007, LESA implemented the first stages 101 
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Report Unit 
(TRU) 

of best practices 
designed to improve 
performance 

ƻŦ ŀ ƴŜǿ Ǉƛƭƻǘ ǇǊƻƎǊŀƳ ŘŜǎƛƎƴŜŘ ǘƻ ƛƳǇǊƻǾŜ [9{!Ωǎ 
service level (i.e., meeting the national goal of 
answering 90% of all calls in the busy hour within 10 
seconds). tǊƛƻǊ ǘƻ ǘƘŀǘ ǘƛƳŜΣ [9{!Ωǎ ǎŜǊǾƛŎŜ ƭŜǾŜƭ 
averaged 75.83% for the prior 14 years placing it in the 
lower tier of communications center performance in 
the state and nation. The TRU is similar in design and 
concept to TRUs in 9-1-1 centers throughout the 
country including the Washington, D.C. Unified 
Command Center and the Seattle Police Department. It 
is designed to limit or eliminate the number of police 
reports being taken over the phone by 9-1-1 call takers 
thereby freeing them to focus only on answering 9-1-1 
calls. The first two telephone report writers were hired 
and began operations in July 2007. By March 2008 all 
eight telephone report writers had been hired and 
trained, and had begun day and swing shift coverage for 
taking police reports. Even though the TRU was not 
operational on a 24x7 basis nor operational throughout 
all of 2008, it had an immediate and positive impact 
with the call answering percentage for 2008 raising six 
points to 80.6%. It is highly recommended that LESA 
continue this as a permanent program and expand the 
unit to 24x7 operations. The TRU should also seek to 
expand the types of police reports it is authorized to 
take.  

12 3-1-1 Call 
Center 

Adoption and modeling 
of best practices 
designed to improve 
performance 

Implementation of a 3-1-1 system offers two primary 
benefits: (1) reduced call answering times for true 9-1-1 
calls, and (2) improved responsiveness to citizen 
complaints such as street and traffic light outages, 
potholes, unsightly debris or junk in neighborhoods, 
and similar matters. For example, after becoming the 
first agency in the nation to implement 3-1-1, the 
Baltimore Police Department experienced a 50% 
reduction in 9-1-1 call answer time, a 50% reduction in 
abandoned calls, and a 12% reduction in police calls 
dispatched to field units. Since then, the police 
communications centers of Washington, DC; San Jose, 
California; Bethel, Alaska; Oklahoma State University; 
Detroit, Michigan; Las Vegas, Nevada; and over 80 other 
cities have implemented 3-1-1 call centers to reduce 9-
1-1 backlogs and provide better service for non-
emergency calls. A number of cities including Chicago, 
New York, Houston, Dallas, and Washington, D.C. have 
also implemented 3-1-1 centers with the specific goal of 
ƛƳǇǊƻǾƛƴƎ άŎƛǘȅ ǎŜǊǾƛŎŜέ Ŏŀƭƭǎ όŜΦƎΦΣ ǇƻǘƘƻƭŜǎΣ ŦŀƭƭŜƴ 
trees, noise complaints, street or traffic signals not 
working, etc.). A 2005 Pierce County Telephony study 
recommended that Pierce County adopt a 3-1-1 system 
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and that it should be operated by LESA. This consultant 
ŎƻƴŎǳǊǎ ǿƛǘƘ tƛŜǊŎŜ /ƻǳƴǘȅΩǎ ǊŜŎƻƳƳŜƴŘŀǘƛƻƴΦ ¢Ƙƛǎ 
consultant also recommends that the LESA 3-1-1 center 
include the capability to process and handle non-
emergency calls as a significant means to improve call 
ŀƴǎǿŜǊƛƴƎ ǊŜǎǇƻƴǎŜ ǘƛƳŜǎΦ !ǎ ǘƻ άŎƛǘȅ ǎŜǊǾƛŎŜέ ǘȅǇŜ 
calls, this would be a logical area for LESA to handle 
because of its established call center expertise, staff, 
equipment, training and procedures. Adding this 
capability to LESA would cost significantly less in terms 
of infrastructure, facilities, equipment, and personnel.  

13 Alternative 
Answering 
Systems 

Adoption and modeling 
of best practices 
designed to improve 
performance 

This consultant analyzed whether LESA could achieve 
performance improvements through utilization of some 
form of automated call answering system for 9-1-1 
callers which would prompt callers to key in numbers or 
respond by voice to prompts to help transfer calls to 
the appropriate PSAP and/or call taker more efficiently. 
Automated systems are not a best practice, have been 
utilized in only a few PSAPs and, where implemented, 
have not only failed to improve performance, but also 
have caused additional cost and negative public 
reaction. Automated responses do not meet the Call 
Answering Standard which, according to Rick Jones at 
NENA, requires that 90% of all 9-1-1 calls must be 
answered by a person. Therefore, it is not 
recommended that LESA install a voice messaging 
system that would prompt callers to indicate the service 
they desire by inputting numbers, text, or voice 
commands. Also, it is too much to expect a citizen to 
make the correct choice in certain circumstances. For 
example, is an automobile accident a police call, a fire 
call or an EMS call? It usually will be all three, but if the 
caller just selects EMS, the EMS dispatcher (who is also 
the fire dispatcher) will not easily transfer the call back 
to the LESA Communications Center so that police may 
also be dispatched. Overall, such systems are not a best 
practice, have received negative public reaction in the 
few instances where used, and have induced increased 
call processing time The use of music or voice messages 
for calls have been triaged and placed on hold is 
acceptable. 
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13 Wireless 
Location 
Accuracy 

Adopting & modeling of 
Best Practices 

It is well-established that wireless carriers have 
generally met Federal Communications Commission 
(FCC) requirements for Wireless E9-1-1 Phase II location 
accuracy on a national basis. That is, they have 
conducted representative tests in several parts of the 
United States that demonstrate that in a Phase II 
ǎȅǎǘŜƳΣ ǘƘŜ ŎŀƭƭŜǊΩs location is reported to the PSAP 
ƳŜŜǘƛƴƎ ǘƘŜ C//Ωǎ ǊŜǉǳƛǊŜƳŜƴǘΦ However, a national 
average does not mean that the smaller, specific 
county-ǿƛŘŜ ƭƻŎŀǘƛƻƴǎ ƳŜŜǘ ǘƘŜ C//Ωǎ ŀŎŎǳǊŀŎȅ 
requirements. In recognition of this the FCC Order 07-
166, Wireless E911 Location Accuracy Requirements, 
has the following requirements: 

1. The Order requires carriers to meet interim, annual 
benchmarks over the next five years in order to ensure 
that they achieve PSAP-level compliance no later than 
September 11, 2012.  

2. Toward meeting the PSAP-level compliance there are 
interim requirements: 

a. Within Economic Area by 11 Sep 2008 

b. Within Metropolitan Statistical Area and Rural 
Service Area by 11 Sep 2010 

c. Within PSAP-level by 11 Sep 2008 

While this requirement has subsequently been held in 
abeyance, it documents the validity of the issue: Local 
performance may not meet the FCC requirement. 

!t/hΩǎ tǊƻƧŜŎǘ [ƻŎŀǘŜ ǎǳǇǇƻǊǘǎ ǘƘŜ C//Ωǎ ǊŜǉǳƛǊŜƳŜƴǘ 
and calls for wireless location accuracy testing. Their 
Final Report: An Assessment of the Value of Location 
Data Delivered to PSAPs with Enhanced Wireless 911 
Calls of April 2007, provides additional detail and 
documentation on these requirements. 

This is a concern for LESA because there is a trend for 
Americans to disconnect their landline phones and rely 
solely on a cellular phone. The CTIA reported that as of 
June 2008, there were 262,720,165 cell phone 
subscribers in the US out of a population of 306 million. 
That means the nearly 93% of the population has cell 
phones (after adjusting for age and jail populations). A 
Harris Interactive survey of 7 April 2008 reported that 
14% of Americans use only a cell phone. 

King County, Washington, has been conducting location 
accuracy testing for a few years and is very satisfied 
with the results. LESA and Pierce County should follow 
that model. 

LESA should establish a budget to do an initial study and 
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then conduct periodic on-going studies. The cellular 
customers are becoming more and more important to 
quality 9-1-1 response making this vital to assuring the 
ability to respond to the correct location. 

15 Next 
Generation 9-1-
1 

Readiness for future 9-1-
1 technology changes 

Within the next decade, 9-1-1 services will undergo a 
significant paradigm shift known as Next-Generation 9-
1-1 (NG-9-1-1). The goal of NG-9-1-1 is to create a 
system that enables the transmission of voice, data or 
video from different types of communication devices to 
PSAPs and onto emergency responder networks, and to 
allow complete redundancy of all PSAPs through a 
robust IP-based network. The U.S. Department of 
Transportation, which is responsible for national 9-1-1 
services, is working closely with the Washington State 
Next Generation 9-1-1 task force to begin to implement 
Next Generation 9-1-1. A pilot project underway in the 
Seattle/King County area predicts a 33% increase in call 
volume and work associated with Next Generation 9-1-
1. LESA will need to be prepared to handle the 
projected increase in call volume and workload, and will 
need to accommodate the following key goals of NG-9-
1-1: 

ω Ability to gain access to emergency services occur 
within a broad array of interconnected emergency 
networks 

ω Systems must support the transmission of voice, 
text, images and other data from all types of 
communication devices 

ω Systems must be built on existing IP-based 
functionality already inherent in the Internet and 
similar packet-based infrastructure 

ω Design to allow for new emergency response 
network architecture along with new and 
modified standards 

[9{!Ωǎ ŎǳǊǊŜƴǘ ōǳŘƎŜǘ ŀƴŘ ŦǳƴŘƛƴƎ ƭŜǾŜƭǎ are not 
adequate to incorporate new requirements for NG-9-1-
1 equipment, infrastructure, facilities, and personnel 
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15 Next 
Generation 9-1-
1 

Readiness for future 9-1-
1 technology changes 

LESA management has anticipated the advents of NG-9-
1-1 and has begun assessing requirements and 
ƳŜǘƘƻŘƻƭƻƎƛŜǎ ŦƻǊ ƳŜŜǘƛƴƎ ǎǳŎƘ ǊŜǉǳƛǊŜƳŜƴǘǎΦ [9{!Ωǎ 
proposed Real Time Crime Center and its independent 
Facility Needs Assessment provides an intelligent, 
systemic and methodical approach for assessing 
requirements and developing capabilities to handle the 
increased workload, demands, and expectations that 
will result from NG-9-1-1. Modeled on the New York 
Real Time Crime Center and the Memphis Real Time 
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Crime CenterΣ [9{!Ωǎ ŎƻƴŎŜǇǘ ŦƻǊ ŀ wŜŀƭ ¢ƛƳŜ /ǊƛƳŜ 
Center would provide the staff and equipment 
necessary to timely process and fuse the significant 
increase in information flowing from mixed video, text, 
and telephone reports in time to provide actionable 
information to deployed law enforcement personnel. 
The concept of utilizing a Real Time Crime Center to 
handle NG-9-1-1 workloads is innovative and 
meaningful. This would provide personnel who can 
actively work in-progress crimes by monitoring video 
feeds from banks or other commercial establishments 
and conducting real-time data mining to vector limited 
police resources to potential suspects or to interdict 
actual crimes in progress. It also could allow for the 
monitoring of street activity which includes anything in 
the city and the community from roads to bridges. It 
could include systems that monitor gunshots, locates 
and turns in the direction of the gunshots, detects and 
reads license plates and more. The data collected from 
the various feeds can be stored, analyzed or even sent 
directly to a patrol car in the neighborhood. The system 
could also be accessible to citizens who are able to 
access some of the crime information in real time and 
link their own webcam/security camera to the systems 
crime center to help keep an eye on their 
neighborhood.  

15 Next 
Generation 9-1-
1 

Readiness for future 9-1-
1 technology changes 

LESA management is actively engaged in identifying 
sources of refund to not only fund current needed staff 
increases, but also to fund new facilities and 
compliance with NG-9-1-1. These include supporting an 
increase in the County 9-1-1 excise tax, and a proposed 
ballot measure for a one-tenth of one percent sales tax 
increase. These and other revenue streams will be 
necessary to resolve the performance deficiencies 
noted herein related to understaffing, to construct 
facilities compliant with current standards, and to 
implement NG-9-1-1. 
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16 CAD System Is the LESA computer-
aided dispatch (CAD) 
system current with best 
practices and sufficient 
to handle ongoing 
workload? 

LESA currently utilizes a version 7.32 Tiburon CAD/2000 
series system which runs on a Unix platform with an AIX 
v5 operating system. The hardware for the system 
consists of Series P660 6H1 IBM servers. All hardware 
and software is approximately six years old having been 
installed in the second quarter of 2003. The IBM servers 
will likely be unsupported by IBM in less than 2 years. 
Once that support option runs out, LESA will be 
shopping in the used marketplace for replacement parts 
and will need to develop expertise to conduct their own 
installations. The Tiburon CAD/2000 application should 
continue to be supported by Tiburon for some time to 
come (5+ years); however, it will not be receiving new 
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enhancements. More significantly, LESA will not receive 
general bug fixes that would normally be applied to 
¢ƛōǳǊƻƴΩǎ ŎǳǊǊŜƴǘ ǇǊƻŘǳŎǘ ƭƛƴŜǎΦ !ŎŎƻǊŘƛƴƎƭȅΣ [9{! ǎǘŀŦŦ 
we have to experience the problem and push to have 
these fixes made one at a time as they experience and 
document them. While Tiburon should continue to 
support the v7.32 system software for as long as LESA 
desires to use it, that system will not receive the overall 
level of attention as that ƻŦ ¢ƛōǳǊƻƴΩǎ newer products. 

17 CAD System Is the LESA computer-
aided dispatch (CAD) 
system capable of 
sharing data with other 
primary and secondary 
PSAPs in Pierce County? 

LESA is the only agency in Pierce County utilizing the 
Tiburon CAD/2000 system. Puyallup PD, King County, 
Thurston County, and Lakewood FireComm all have 
Tiburon systems with a similar look and feel to that of 
LESA, but which are based on Microsoft Windows 
server platform. Known as Command CAD, these 
ǎȅǎǘŜƳǎ ǊŜǇǊŜǎŜƴǘ ¢ƛōǳǊƻƴΩǎ ǇǊŜƳƛŜǊ /!5 ǎȅǎǘŜƳΦ From 
ŀ ǳǎŜǊΩǎ ǇŜǊǎǇŜŎǘƛǾŜΣ ǘƘŜ /!5κнллл ǎȅǎǘŜƳ ǘƘŀǘ LESA 
operates and the Command CAD system that these 
other agencies operate are very similar. If LESA were to 
upgrade to the latest version of the CAD/2000 system, 
the look and feel would appear even closer. Although 
the majority of RFPs in the western region of 
Washington are for the Tiburon Command CAD system, 
some PSAPs in Pierce County operate disparate CAD 
systems. For example, the Tacoma Fire Department 
utilizes a Northrop Grumman system and has made 
significant upgrades to that system as recently as 2007. 
All of the foregoing CAD systems are generally designed 
to operate independently from one another. LESA and 
Puyallup do exchange some CAD data as part the LESA 
RMS system utilized both by Puyallup and all the other 
agencies served by LESA. LESA should pursue an 
upgrade to a common system and the development of 
an interface that will allow additional exchanges of 
data, particularly transfers of calls between these and 
any other CAD systems deploying in Pierce County. 
Although the use of the same version of CAD systems 
by all agencies would help facilitate this exchange, 
additional work would be needed on backend database 
structures to allow the free exchange of information 
between systems. Although consolidation of PSAPs 
provides the best means to rapidly funnel information 
to the correct location, there can be some gains to 
interoperability and overall performance via the use of 
a common CAD system or interface. The cost 
(monetary, operational changes, etc.) for providing this 
interoperability should not be underestimated. As an 
example, Snohomish County was awarded an 
approximate $400,000 grant in 2007 to develop an 
interface between the two major consolidated PSAPs 
responsible for all 9-1-1 emergency communications in 

 




