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Executive Summary

It is important to the public, law enforcement agencies, and elected officials thet 8enters function
effectively and efficiently. lpublic safety, seconds often mean the difference between life and death.
As the 1998 Investigative Report on the Washington, D:CmM9 & & & G S Y 9214 & ®ddi%eRal  a
number recognized as a lifeline for individuals in distress.The hallmageaberly functioning

emergency telephone system is immediate connection wii-4 operator and a quick response from a
police office ¢

With this charge in mindhe LESA Executive Board commissionrédl SME Consulting to conduct an
independentperformance audit of the LESA Communications Center with the overall purpose of

assessinghe performance, responsiveness, capabilities, efficiency, and requiremetite bESA

Communications DivisioQf specific concern wgs 9 { lev@l &f performancen meeingcall taking

standards suchas KS bl GA2ylf 9YSNHSYO& bdzYoSNI ! 88520A1 GA2YC
particularly with respect to the standard of answering 90%-tf®Ocalls withinlO seconds Also of

direct interest was an assessmentspaffingand overtimelevels, PSAP structure and organization,

training, and quality assurance

This study is just one of the components of the LESidn ONE strateglan adopted in September
2006. Vision ONgoalsincluded assurinthat LESA provides world skaservices 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 Generatibi @equirements; and that
its personnel, facilies, 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 lewasld to be prepared foihe
requirements of Next Generation®1. When compared to other@-m OSY G SNEZ [ 9{! Qa Ol f
dispatchers have double the average call load and triple the averageatzffzen ratio. Until January
2008, LESA had not had a staffing inseesirte 1995. Unless addresselis presents a reglossibility

that 9-1-1 and emergency communications services in Pierce Caouitd be significantly compromised
particularly during peak periodét present, any significant regional event or major crimethas

potential to render LESA incapable of providing adequatelS%erviceln 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 volumeThis presents annacceptable risk to public safety when secondsroaganthe

difference between life and death.

[ 9 { lbwsiaffing levelsare theJNA Y NB NBIF a2y GKFdG [9{! Qa OFff I yag
lowest tier in the state and natiorBimply put, citizenswho c&i1-1A Yy [ 9{ ! Qa &ASNBAOS | NB
longer response times than nearly anywhere else in the state and natitHA has not met the NENA

standard since at least 199Since 2006, however, LESA has not only reversed aeivesignificant

downtrend in performance (from 83.30% in 2001 to 74.20% in 2@fifklso has shown an ever

increasing significant improvement in performance (from 74.20% in 2005 t@%®0r62008)This
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dramatic turnaround in such a short period is prithadue to Vision ONE performance improvements

with the key improvement being the addition of the Telephone Report (IiU) and the

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

pendency of this auditAlthough incremental further improvements in performance can be expected,

[9{! Q& AaATAYATFTAOIY(d adGlFFFAYy3I &K2 NI T IIdcdl and hatiBal (G KS  LIN.
standardsUntil LESA staffing lmoughton par with 91-1 centers okimilar size and volume, LESA will

not be able to meet these standard&dditional significant improvements can be made by metbased

call center management and establishment of-& 3 system.

[9{! Qa I 01 27F TdzyRAY 3 epandis Bavela dirkct ngl@ionshypRierce S NIDIA OS
| 2 dzy (i & Q anacbrdoiESXRistructurdhe confusing array of PSAPs can lead to the misdirection

of a 91-1 call to the wrong 4-1 center thereby inducingdelays in call processing time, and, in terfs

costs, results in nearly $2.5 million in additional costs cownitle. By consolidating imt a single PSAP

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

times the same call is processétr examplethe Cityof Tacomacould conservatively realize a savings

of $1.5 millionin its total annual budget for communication services

This audit recommends against thelogation option currenthsupportedby LESA anagement and
other PSAP<alocation gans no efficiencies in terms of personnel, administrative and other costs.
Further, the costs of constructing a-tacated facility for all police PSAPs, and another facilitfirer
PSAPs would significantly outweigh any other saviigseover, celocation would not solve the
inherent transfer problem caused by the existence of so many PEiRHy, anfficiencieso be

gained from cdocationcan 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 providérexample] 9 { ! Q& G2 G  ir€eddemerger®WNI K Yy Rf Ay
medical servicdEMS) alls where no police response was required wasisimum of $25,152.00At
LINSASYyds [9{! Qa YSYOSNI LRf{AOS | ISyOASa INB LI e&Ay3
required.This is equivalent to at least six of th@call takerFTEs that LESA needs to reach the staffing

levels recommendedy 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 PSARVimshington stateAs demonstrated by the decline in available

G2N)] K2dzZNE YR AAIYATFTAOFLYd NR&AS Ay 62N] SNRa O2YLIS
evidendng signs of burout and stress associated with the significant overtime that hadezkier many

years.In turn, these factors have had a significant influence on morale and cultlf®A has been

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

conditions and become a national model ofsberactices.
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Thisa 1 dzZReé FTAYRa GKFG [9{!Qa OFfft dGF1SNA YR RA&LI GO
telecommunicators in Washington state, and second highest paid amongst the surveyed national PSAPs.
The focus on salaries and benefits alonexbweer, can be very misleadingather, it is important to

FaaSaa yR O2YLI NB SIFOK OSyidSNna SyThusMBough?z ad 2 NJ
LESA has thElth highest cost per staff member it is below its closest comparators includingé&seatt

Valley Comm, SNOPAC, and CAPCGMever, even with the focus just on salary and bendtits,
studyrecommends that LESA expand pé@rte employment, continue its excellent recognition

program, conduct a class and compensation study, and careftdlyate any proposed changes in its
placement on the highest tier of compensation until such time as LESA is fully staffed.

(@]

I FI Af dzZNB 2 and/r eadilitie@puldireS Ntid & GeBidl of-2-1 call answering service to a
minimum of 87% of PNXOS / 2dzy 1@ Qa L2 LIz I GA2Y YR (GKS RSYyAIf 2
digital compuer services to the estimated 108 law enforcement officerand usergdependent on LESA
dispatchers, software, equipment and infrastructure for their safety and thktyato respond to calls

forservice] 9{ ! Qa FTIFIOAftAGASEA | YR Sl dzA LIVSBIgteiwith ieBuppgedt G SR | y F
fromthevendor[ 9{! Qa FI OAf AGASA ¢ S Narnedlsgoadimdzeéns such@as$ T 2 NS
9/11,HurricaneKatrina, and the Greensboro, Kanssnado.[ 9 { ! Q& / 2YYdzyis Ol G A2y & [ ¢
responsible for aaunty that is consistently identified as a significant terrorist target due to the

presence of significant mitity bases, petrochemical plardsad major port facities. In addition, Pierce

County hagwo major earthquake faults, a major active volcano, @dlso at risk in a pandemic or
biochemicalevenf 9 { ! Q& OdzNNBy (i FFOAtAGASAa 6SNB y20 02yaidN
are therefore vulnerald to these types of threat#\t present, there is limited but inadequate backup to

[ 9{! Q& / 2 YY dzy b ltoldatkdffunding3FIA Sakfthues to rely on systems and software

that are at end of lifeLESA should be planning now to obtain finantingonstruct a new redundant

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

LESA has taken significant steps to address these concerns. In De26@hahe LESA Executive Board
chartered a new direction for LESA with thieng of the current DirectorThe 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 peple of Pierce County that they were receiving the very best service at the lowest
possible costSince that time, as exemplified by the Vision ONE strategic plan and the consequent
commissioning of this performance audit, current LE@#wagemenhas demostrated a clear

commitment to that charge.

Throughouthis audit, LESfanagemenhas facilitated and encouraged an open and transparent
FaasSaaySyid 27 [9{! Qa LISNF2NXIyYyOSZ YR Kanda RSY2yai
reforming LESA into adh-performance organization that models best practices in the emergency
communications fieldTheir efforts have not gone unnoticedeven on the national level.he decision

of the international Association of Public Safety Communications Off@&€Qto award the LESA

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

LESA managemeitS | YQ& 3INRP dzy RONBIF {Ay3I STFF2NIa ygaRoldKI NI SNJI |
organization LESAnanagementill continue toneed financial and political suppdur its efforts.
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Vision ONE z Driver for the Performance Audit

In January 2006, LESA initiated an ongoindeijth strategic analysis and zebbased review of all three
of its operational divisions (Commigations, Records and Information Technology) and the
Administrative DivisionA 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 efért culminated in the Septemb&006 adoption of Vision ONJa four-phased strategic

action plan for assuring LESA continued its development into apeijbrmance organizatiorSince

that time, the initial fourphased plan has added two additional phasésion 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 vidw heit practices

in a positive and supportive culture.

Vision ONE is articulated in a Strategic Plan which describeplaasied effort and a $1.3 million initial

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

halls, group meetings, LESA employee retreats aneborene employee meetings with the Director,
YSSGAYy3Ia 6AGK [9{!Qa LI NIHAOALI GAYy3I | ISyOArASaz aLkRy
andthemediat A &A 2y hb9 W& atanbon prifdryza®ads refuiritydeentibhitivigh

the recognition that all phases are interrelatedten requiring action in one or more phas to achieve

a desired result.

Phase |. Communications Division Performance, Staffing and Operations

Phase IlI. Facilities

Phase lll.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 Opereti
¢KS 3ISySara 2F GKAaAa t{!t !taaSaavySyid {GdzRe gl a [9
of current Communications Center operations and management was integral to PhaSe{l.! Q& S E LINB
desire was to retain an outside, neutral consultanbminent 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 recomnidmnsl study is the result.

{
a
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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 olLESACommunications to meet the Vision ONE strategic goals of assuring that
LESA provides world class services thed 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 91-1 requirements ; and that its personnel, facilities, and equipment are fully survivable
and redundant in the event of natural disaster or manade threat.

Through comparative analysis, review of existing data, and other appropriate meensfiesany
deficiencies that deviate from the foregoing goals, evaluate changes currently being implemented as
part of Vision ONE, and make recommendations for additiohahges necessary tmplement best
practices andichieve theforegoinggoals

2. Assess current LESA Communication Center performamoeeeting theNational Emergency

bdzYo SNJ ! 8a20A1 GA2y Q& 0 b paticularly MEW@BPECY 16 tfidstafardaf | Y Rl NR &
answering 90% of 9-1 calls within 10 secondsaind determine methodologisto enhance

performance

The goal includedientification of measures to enable LESArteet the NENA recommended standard

of answering in the busy hour 90% 614 calls within 10 seconds and 95% within 20 seconds.

Historically, LESA has not met thiandard] 9 { ! Qa Ol ff | yagSNAyYy 3 LISNOSy il 3
1995 through 2006 with a low of 65% in 1995 and a high of 83.30% in 2001.

3. Assess current LESA Communication Center performamctihe Pierce County Contract, and
determine methodologiego enhance performance

LESA has a contract with Pierce County fiwl9service thaincludes the criterion thatto the extent of

available resource®-1-1 calls be answered within 12 seconds 90% of the time and within 36 seconds

100% of the timeln 2007 LESA answered 76.9% ef-9 callswithin 12 secondsHistorically, LESA has
notmetthisstandardf 9 { ! Qa4 OFftf FyagSNAYy3I LISNOSydal3IsS I gSNF 3S
a low of 65% in 1995 and a high of 83.30% in 2001.

4. Analyze factorsand variablesinfl§ y OAy3 [ 9{! Q& / 2YYdzyAOlI GA2y [/ Syids
respect to the NENA and Pierce County standards with particular focus on call answering tirmes
worked, transfer times, and service levels.

This project examined the workload péaton the telecommunicators (i.e., eshift personnel who
answer or dispatch calls) and factors affecting their ability to meet the workitaid.required an
examination of a significant number of variables to include the numberlet @alls offered, th

percent of calls answered within certain seconds, the call answering equipment, the configuration of
primary and secondaryublic Safety @swering Points (PSARsjthin Pierce County, the effects of the
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number of incoming trunks and lines available tdivkr the calls, and a variety of other factors affecting
performance such as culture, workplace organization and facilities.

4. SurveyPSAPs in Pierce County, Washingtand nationalagenciesof an approximate similar size
or workloadto developa comprenensivecomparison baselin@n performance, staffing, and funding;
andto identify best practices with particular focus on:

e telecommunicatompay
e cost per call taken
e cost per call dispatched

e percent of calls answered within contractual and standard reqoéets

5. Provide concrete and practical recommendations for change and improvemant identify
necessary improvements for LESA to achieve accreditation through the Commission on Law
Enforcement Accreditation (CALEA).

The recommendations must enable LES#agement 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 performameelundancy, 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) cumefacilities, 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 bl th
agencies for which LESA providet® call processing and dispatch.

8. Assessand evaluate the initialhire training, crosgraining and inservice training programs and
plansfor consistency and effectiveness, and make recommendations for any nescgsshanges to
improve retention through the first year of trainingensuretop performance; and establish positive
morale.

Determine whether training provided to the telecommunicators is meeting the needs of the
Communications Center and recommend changhsre appropriate.

9. Assess and evaluate practices and procedures for Quality Assutance

Assess current capability to conduct quality assurance and make recommendatEmsuteL ESA
conducts quality assurance within standards.
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Methodology

Workingwith LESA Director Thomas @md other key members of LESA Siatfuding Assistant

Director ofAdministration Kelly Bo@nski and Assistant Director Gbmmunications Diana Lock]19l

SME ConsultinB S@Sf 2 LJSR I LINRP2SOG LI Isigh ONE gu&tionsayd I YA 6 SNA Y =
examining all other aspects of the LES#inmunications Centehat could have an effect on

performance Additionally, the plan includedeveloping a comprehensive baseline of performance,

funding, and staffing dattkom other Washingon statePSAPs and several PSAPs outsitféashington

statethat were of size similar to the LESA CaminationsCenter.

Jerry Foree of the local exchange carrier, Qwest, was very cooperative in providing extensive traffic
studies.Visits toWashingtonPSAPs were made to get fisind information on their performance and
factors that are considered outstanding and of value to the LE®AMuUnications CenteData gathered
from these visits was subsequently supplemented by a comprehensive written safri\gshingto a
57 primary PSAPs to which 49 PSAPs responded with substantial inforrniagomational PSAPs were
contacted by phone and email to obtain statistics on their performaAcgurvey of LESA
Communications Centgrersonnel provided insight fra the newest trainee t&ommunications Center
managementStandard telephone queuing theory was used in calculating trunking requirements.
Standard staffing formulas including the widelgcepted and universitgevelopedAssociation of
PubliecSafety Commuigations OfficialsAPCQProjectRETAIN®rmula 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 Enhand 91-1 PSAP Participation Agreemeaqtor general 4-1 public service agency
responsibilities and for the call answering requiremtmanswer 91-1 calls within 12 seconds 90%
of the time and within 36 seconds 100% of the time.

NENA Technical Informath Document on Netork Quality Assurance, NEN?8-501¢ For
requirement for no single point of failure and for-E4 trunking to meet P.01 Grade of Service (the
probability that one call out 0£00during the average busy hour will be blocked)

NENAStandards for E4-1 Call Congestion Management, NENA®@36 ¢ For requiring all trunk groups
to individually meet the P.01 Grade of Service requirement.

NENA Call taking Operational Standard/Model RecommendatiNiENA 58)05¢ For requirement for
ninety percent (90%) of all®-1 calls arriving at RSARs answered within ten (10) seconds during
the busy hour.

CALEA (Commission on Accreditation for Law Enforcement Agencies), Public Safety Communications
Standardsg/ ! [ 9 ! blr&afetydZommunications Accreditation Program was developed in
conjunction with APCO Internationdlhere are 218 standard categories containing over 400
specific standards that-21 centers desiring accreditation must meet.
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APCO (Association of Pubafety Communications OfficiglsPSAFService Capability Criteria Rating
Scale- APCO/NENA ANS 1.102008- This standard is intended to asgBSAP Mnagers and their
governing authorities to identify their current level of service capabiityassesment 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 andnada events

APCO Project 40RETAINfResponsivefiorts to Address Integral Needs in Staffing)Staffing

practices and guidelines developed by exhaustive independent research conducted by the University of
Denver and George Mason University. Inclutesiulas 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 factars

NENAZ National Emergency Number Association

As referenced above, the National Emergency Number Association (NENA) is a primary authoritative
source for performance standards for communications center8.b ! Qa NR2dGa @GN} OS o6
decades to whethe National Telecommunitians Information Administration (NTIA) sponsored the

first three national 91-1 meetings in an effort to create industry awareness-afBand collect

information on emergency systems already in udee incorporation oNENAasa notfor-profit

corporationin 1982 was a direcesult of these meetingg b 9b! Qa adl 4GSR YA&aairzy
facilitatethe goal of "One Natin ¢ One Number." At presentNENA is a 7,06@ember, 47chapter
organization with the specific mission of fostering thehteclogical advancement, and availability and
implementation of a universal emergency telephone number syster® 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 certifiesl9l professionalsThroughout its history, NENA has
beenrecognized as an authority on performance standards for the deliverylef 8ervicesThe author
of this report, Russ Russell 619 SME Consulting, is a NEbktified ENP and has previously been
commissioned by NENA to conduct several prior nationaliss.

CALEAz Commission on Accreditation for Law Enforcement Agencies

Similar to NENAhe Commission on Accreditation for Law Enforcement AgenCiBkE was created

in 1979 as a credentialing authority through the joint efforts of law enforcemend@nexecutive
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 CAKEA | O ONXB R A isltolinfpué thée ie/ehyNaF pybliai
safety services, primarily by: maintaining a body of standards, developed by public safety practitioners,
covering a wide range of tip-date public safety initiatives; establishing and adstiging an

accreditation process; and recognizing professional excefleace

01
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The go#s of Vision ONE and the CALEA accreditatioogss are entirely consistent in that the CALEA
standards provide a proven and tried method érdzNJ tifezeffidient use & resources and improve[d]
service deliveryregardless of the size, geographic location, or functional responsibilities of the dégency
Accreditation standards provide the means to implement a continuous improvement process by which
reports and analyseare in place to make fadtased, 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 facilaatagency's pursuit of
professional excellence.

APCOQOz Association of Public Safety Communications Officials, International

The world's largest organization dedicated to public safety communications is the Association of Public
Safety Communications Qffals International (APC@stablished 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 standadipravides

education and serviceaPCO is an American Nati Standards Institute (ANS\gcredited Standards
Developer (ASD), and its standards development activities have a broad scope, ranging from the actual
development of standards to the represetitan 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 ta $ight on the urgent

O2YyiNROdzAZ2Y & BKAOK LlzofAO al FSGe -02YYdzyAOF (A2
being.During more routine moments, public safety professionals labor well out of the

public eye; and often, with limited resources and insufficient goit. Typically

employees in communications centers confront difficult-pasted, and emotionally

trying conditions of employment under conditions of chronic understdffing.

't/ h LYGSNYyraaAz2zyrtQa tNraSOG w9 iNeddbid Staffimgp 4 L2y aAi @S
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 mettiodsng the

completion of the exhaustive studpPCO 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
gueuing theory, and set out to design a process that could be used andsiodeé not only by

' APCO Proje@®@ETAINEXxecutive Brief: Staffing and Retention in Public Safety Communication Centers: A Follow
up Study July 2008, page 1; see alstp://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 RECAINFoolkit

was the result. It provided toolgecifically 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. Tthelecontain 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 toe covered and call volume among other factors.

In July 2009, APCO released the preliminary results of a second follow up study onFIEQGjAENS

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 too[The toolkit is available to authorized usershép://p40.teq-
services.com/managertool/manager/index.jsPCO 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 colletion of data for this report followed several standardizadthods.Document reviews were
made ofthe organizational chart, standard operating procedu(@8®Ps)awards and recognition
programs shift schedules, pay scalesll statisticsand numerous ther documentsOnssite learning
included interviews with management and shift workesiting in with telecommunicators to
experience performance firdtand,visual inspection of equipment, facilities (quiet room, kitchen,
parking) review of Standard Guating Proceduresnd takingphotographic documentation of layout,
workspace, and facilitieg\dditionallya survey was created using suggestions from management and
shift staff to collecanonymousopinions on morale, performance and recommendationscluange.


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

Special recognition and gratitude is hereby givethe followingPSAP$or their outstanding
contributions to this reporaaind their remarkable patience and cooperation throughout the procgsg
subsequent seabins for comparative statistics and lessons learned from them.

Washington stateparticipants CAPCOMf Thurston CountyCENCOMf Kitsap CountyCRES#f Clark
County Eastside Regionaf King CountyFife Police Departmeriing County K S N&1-L, P@alup
City Comm, SNOCCMd SNOPE& 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 12PSAPs, another 39 Washington PSAPs provciniegrehensive data sets which provided a
statistically valid basis for comparis@afull report on all data provided will be found later in this report.

National survey participant®\nne Arundel Countiaryland Columbus Division of Policehi@; El Pas

Pdice Department, TexaMetroSafeConsolidated Communications, Louisyilentucky; Minneapolis

ECC, Minnesota; Portland BOEC, OreRateighiVakeCounty, North Carolin®8y 5A S32 { KSNA FTC
Department, CaliforniaSan Francisco Deparént of Emergeay Management, Californidhe Portland,
OregonBureau of Emergency Communications (B@EOparticipatedby permitting several site visits

by LESA staff

National site visit participantsChicago 9-1 and 31-1 Centers, Chicago, lllinoisCemm, Vanauver,
BC;Department of Public Safety®1 Communications Center, Fairfax, ¥lsborough County

{ KSNATFQE hTFAOS [/ 2 YMEHASACOUNP-1-PCErter, FIQigaliy ETamPd&ird NA Rl T
Rescué-1-1 Center, Tampa, FL; Virginia BeadhlOCenter, Virginia Beach, Vaxd Unified

Communications Center, Washington,.DC

Lisa DodsorENP,d-m / 22 NRAYF 02NE / 2YYdzyAOF GA2ya 5AQBAaA2YZ
Texas, is thanked for granting us permission to include parts d{B&IA National Survey presentation
on Call Center Performance.

Lori Gifford E911 Program Manager for the Washington State Emergency Management Division, and
Kim Wilsorof the same office are thanked for their efforts in facilitating and initiating theesuof
Washington state PSAPs.

TheWashington State Chapter of the Association of Public Safety Communications @ffitiédsmany

individual members, particularly theirgctors and staff of nearly every Washington stat&-9 PSAP are

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

exchange data critical to this report; and their gracious hospitality in permitting site Waitscular

thanks is expressed to Tom Griffiths, CRESA Director; Jim Quaske@APCOM 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 Diractoeb Welsh, SkagitB1; CaptairNate Elledge, King County Regional
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ommunications Center Director; Peggy Fouts, Grays HarbdrDirector; and.ieutenantGreg Smith,
Seattle Police Department Communications Director.

LESA is forever indebted agdhteful 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

Puwlic Safety Answering Point (PSAP) in Washington state with 1.3% (10,432) less calls and 18.62%
(209,100) more in total population in 2007 than its closest counterpdue Seattle Police Department
Communications Center. As a PSAP, LESA provides8l taking, emergency dispatch, and a

records/data channel for 11 police agencies servicing a 2007 population of 625aB65hit 88% of

t ASNODS /2dzyGeQa LRLJzZ I iA2y> 2| 4aKABSHA&E grovdleasl 1 SQa a
comprehensive records magament 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

t ASNODS /2dzyieQa LRLMzAFIGA2Yy d

Geographically diverse and demandisgrvice ared [ <OPjetcXCounty 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 commeregvia the Port of Tacoma, the largest transportation corridor

in the gate (I5), Puget Sound, its proximity to the Canadian border, and its position as a Pacific Rim
adrasSe LG Aa Ffaz2z | YFE22NI LI NG 2F GKS adlrdsSqQa YA
f20F0SR gAGKAY (KS O2unéinfesdinclude & tidsid maidajh liadg@ withm = T n
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 tthaeventh

largest containeport in North America and ranks in the top 25 for worldwide container trade. The port
serves aamajor gateway to Asia and Alaskad isaleading North American seaport that handled

more than $36 billion in annual trade and néaf million TEUs (Twenfgot Equivalent container Units)

in 2007 Pierce County'sther notableunique sitesnclude Commencement Bay, Tacoma Narrows

Bridge (at 5,979 feet, one of the longest suspendridges in the world), Crystal Mountain Ski Regort

2 AKAY 3G 2y Qa withlathtE & 2,600 acfesh (2,300 serviced acres) and over 50 named

runs, Camp Murray, the Tacoma Dome (the largesbden dome arena in the world,oint Defiance

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

the Western Washington Fair grounds in Puya(kife of the annual Washington State Faamd the

600-acre Northwest Trek wildlife preservEhere are 265.09 miles of state routes, 26.06 miles of

interstate highway, andpproximately570,761 registered vehicles.

Widely Varying Population Density and Service Expectations/Proceddred 9 { ! Q& I NBI 2F &
includes a wide mix of population density types including major cities such as Taberaal | thifl Q &

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 Padcated in Tacoma, LESA provides

emergency communications services to the Pierce CourfyNsh T F Q& 5S LI NI YSyd | yR
departments for Tacoma, Lakewood, University Place, Gig Harbor, Fircrest, Edgewood, Steilacoom,
DuPont, Ruston and RAyESA also monitors and facilitates communications on their frequencies for
organizations like Piercednsit, 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

S
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LESA, LESA follows unique protocols and procedures established by eactoagamagipality with
respect to the delivery of emergency servic€bis 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 opéiag procedures in a higdemand multitasking environment.

Significant Crime Ratend HighThreat Area Pierce County is consistently listed by the Department of

Homeland Security asa highK NS I G | NS ® Ly | 3 ¢iniies, Pigree Catf had thed KA y 3 (
highest violent crime rate in Washington state, the fifth highest property crime rate, and the fifth

highest total crime rateThe high volume of violent crime calls can increase call handling times and has
impacted retention of even experiendalispatchers who transfer from other jurisdictions.

High Call VolumeDuring 2007, LESA call takers answered 451,267 €alls plus 344,407 nen

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, an@arincidents reported by officers.

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

PSARN Washington stateThe closest counterparts to LESA in Washington state in terms of population

served andotal 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. Althoughriia®$foka

center handles a similar level of calls and can be compared for that purpdsesi not dispatch any

calls; herefore A i R2Sa y20G LINRPOGARS | FdzZt O2YLI NRazy G2 [ ¢

Large Number of other PSAPs in Pierce CouAsy gprimary 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 CountyOther 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 C&geondary PSAPs in Pierce County

are the Tacoma Fire Department Communications Center, andakew@d FireComm Center
(FirecComm).LY HnAanTXZ yn®ddhpm: -ld callsomErs fpra law énforcdment resQan€d o

the 15.09% of 4-1 calls foffire or EMS services, 8.75% (39,494) were transferred to Lakewood
FireComm, and 6.34% (28,592) were transfe to the Tacoma Fire Department.

Organization and StructureFormed in 1974 by an Interlocal Agreement between the City of Tacoma

and Pierce County, LESA is a joint-Caunty agency governed by an Executive Board consisting of five
voting members (tk Pierce County Executive, the Mayor for the City of Tacoma, the Tacoma Police
Chief, the Pierce County Sheriff, adHaige representative), and two advisory members (Mayor of City

of Lakewood and a Pierce County Contract Cities representalivejnas ROrr 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 ananAssis
Director of CommunationsDiana Lock.
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Staffing Levelsin 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, asigtant 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 inarease ea
year with a 26% increase just in the period from 2006 to 2007. In terms of total staff, although LESA is
the largest or seconthrgest PSAP in Washington state, it ranked ofilgu& of the 49 PSAPs surveyed

AY 21 &aKAYy3G2y &0l G EBaker &fiNg réhked 470t obthe 49 Quifveye@d RSABY f
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, thithatéa 2007

LESA had tripldhe average stfi-to-citizen ratio, and doubléhe average staffo-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 8% increase in call taker overtime from 2006e
significant and chronic overtime is also a symptom of a need to fill sltie ischedule that no longer

can be filled by regular hours due to a significant decline of available work hours per call cente
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 d728s the APCO Project RETAINS research verified,
employees will try to control significant overtime through other forms of leave.

l'd | NB&adzZ G 2F *A&A2Y hb 9ears ¢amd in 2068 with/awtdrizatiénidol ¥ A y 3
hire for seven newdispatch 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 dispatchedstao 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 mettdology 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 qualifieommunications officers (call takers). For 2008, LESA
averaged 31ully qualified dispatchers and 30Qlly qualifiedcommunications offices (call takers)As of
December 31, 2008, 29 of 34 funded call taker positions were filled with 29 fully traiaed. A
dispatchers, 34 out of 37 funded positions were filled with 30 dispatchers fully tradiBRiA retention
rates meet or exceed thAPCORETAINBorms with a retention rate past the first year of 94% for call
takers and 82.3% for dispatchers.

The followng chart is a snaghot of LESA Communications Center authorized staffing levels and
organization in 2007, the initial period of this performance audit:
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EXECUTIVE
BOARD

Thomas R. Orr

Director
Kim Gerhardt Mike Carson
LESA Legal Advisor Program Manager
Kris Dessen
Public Relations Officer
and Graphics Design
Tina Huber Diana Lock Mark Knutson Kelly Bochenski
tant Director, Assistant Director, Assistant Director, Assistant Director,
Records Communications Information Technology Administration
@
Chad Bennett q© Cpmm Center Communications
Communications g Authorized Personnel 2007 Supervisors
Maintenance Manager 6
Nicholas Blum Communications Dispatchers Denise Severson
Communications Officers 30+ 7pover—hires Tape Research
Maintenance Technician 31 + 2 over-hires Analyst

Hiring & RecruitingFrom 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 servicedvailable history indicates that up through 2006, working with the City of
Tacoma, LESA tested for positions annually or-semially. 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 recruitinijial testing included the
requirement for a typing certification of 45 words per minute (WPM) and a 70% or greater score on the
widely-accepted commercidlritiCall Dispatcher & Catiker Preemployment Testing Software
program.Those successful on the written test were intervievegdlly. Those passing the oral interview
were placed on an initial hire list regulated by the City of Tacoma Civil Service Bpahdough 2006,

Civil Service Rules allowed LESA to consider only the top three candidates on the list at any one time.
Thisrequired 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 Vish ONE, LESA was able to institute numerous hiring and recruiting improvements
starting in 2007 and continuing throughout 20Q&ESA was successful in gaining Civil Service Board and
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Executive Board approval to move to continuous testing and to considdoth10 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 magdtendee 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 institutedrallire incentive in 2008

offering a$5,000 bonus and $2,000 relocationallowanceto qualified lateral ires. LESA consulted

with CritiGll to revalidate its testing methods and procedures which resulted in increasir@riti@all

passing score to apverall 83% and requiring that all modules are passed. LESA contracted with the City
of Tacoma for a fulime human resource analyst to focus exclusively on LESA hiring and testing. LESA
also revamped its background checking process to include additiaskbround 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 Assurancé ESA does ndiave 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 K8y O2 YLJX I Ay dia |+ NB NBOSAOSF
dzy RSNRGI FFAY3I YR YySSR T2N) O2yliAydzzdza GNIX AYyAy3d | N
recent yearsDuring the period of this study, 33% those hired successfully completed training and

passedhe oneyear probationary period.

Performance and Call Loa&or the last 14ears, the key metric tracked by LESA for call center
performance has been the percent ofl9l calls answered within 12 second#is was done to meet

[ 9{! Q& O2y (i NnhtOrideizthé Pietz@ GoMnky-B Y cBntract to answer 90% ofB1 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 19@8domo 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 thtelephone. With respect to total call load in 2007, the Communications
Center processed 451,267191 calls; and 344,407 neemergency calls for a total call processing load of
ThpZcTnd [ 9{ lomddncersihcd H9NSAsimarizadS\ifie neage
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CALLS % OF CALLS FUNDED POSITIONS
911 TOTAL FOR PHONE ANSWERED CALL

CALLS CALLS CALLS SERVICE REPORTS <12seconds 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

Phone Service and Equipmer@west is the 4-1 service provider with incoming®B1 trunk groups

from two selective routers. Each selective router provides three trunk groups, one for each category of
call: Wirelinecellular and VolP (Voice over Internet Protocol). The Communications Center uses a
Northern Telecom Meridian | automatic call distributor feeding into a Positron Life Line-1-00 9

system and Tiburon CAD (computer aidéspdtch).

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

lessons learneffom 9/11, HurricaneKatrina, and the Greensboro, Kans&snado.As part of Vision

hb9x [9{! Q& 5ANBOG2NI I YR 9 ESOdsiudy@md needslagdd®smensitb NR S R
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 andPoints of ContactThe center is located at 2415 SoutH"®&reet, Tacoma, Washington
98409. Thomas Orr, Director, may be reached at2834029. Diana Lock, the Assistant Director, may
be reached at 253798-6645. Their webite iswww.lesa.net
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Key Findings and Recommendations

Overall, nany points othe performance audit determinethat the LESA Communications Center was
performing well to excellentA few key findings are summarized and highlighted below and then
followed by a table setting forth all key findings and recommendations

1.

Performance : LE ! @iégnary performance measurdrom 1995 into 2006 was the percent

2F OFfta yagSNBR gAGKAY mMH aSO2yRa LlzNEdzZ yi
County 91-1 office.] 9{ ! Qa Ol ft I yag SNEK58H frhds1993Ehyoigh 3S  FS N
2006 with a low of 65% in 1995 and a high of 83.30% in 20bilis, LESA has not met this

standard since at least 1995.

{GFNIAY3I AY HAancX [9{! Qa xAaA2y hb9 &GN} {GS3AO0
based on national standards and best practices. Vision ONE emphasized the importance of

meeting local and national standards regarding the call answering percentagealso 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 practis and are consistent with those seémhighperformance

9-1-1 centers.

The national standard for percent of calls answered has been set by the National Emergency
bdzYoSNJ ! 38a20AFGA2Y O6b9b! 0d b9b! Qa iMNEBROGBYYSYRSR
hour shouldbe answeredwithin 10 second and 95% within 20 seconddistorically, LESA has

not met this standardsince at least 1995

Since January 2006, however,24& has not only reversed a fiwear significant downtrend in

performance (from 83.30% in 2001 to 74.20% in 2005), but also has/a 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 ohe 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
LISNF2NXYIyOS Oly 6S SELISOGSRI [ 8frim@ycauderfd y A FA OF y
[9{! Qa AyloAfAde (2 YSSOi SAGKSNI GKS b9b! 2NJ (F
on par with 91-1 centers of similar size and volume, LESA will not be able to meet these

standards.

Personnel : As a whole, he Communicatios Center staff are dedicated professionals whose
performance is outstanding despite chronic and longstanding significant understaffing and

heavy overtime inarguablythe busiest and most demanding PSAPAfashington state As

demonstrated by the declineyf | @F Af I 6f S $2N] K2dzZNB |yR aAiA3ayaF
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compensation rates, LESA communications stafflieady evidencing signs of buout and
stress associated with the significant overtime that has existed for many yebrsurn, these
factors have hd 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 practi€es.

SEFYLX ST [ 9{! Qdsproganlisfors oflthg Rost erténdiie, providing for

recognition of both individual and team performancé. 9 { | Qa @(2¢y KI €t ax | f ¢
internal corporate communications program, and ongoing involvement of a skilled workplace
consultant have beervery effective in beginning to address culture and morald&=SA

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 overtimencluding occasional, minor, and more serious violations of workplace

rules.

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 levaléghen comparel

toother31-m OSYGSNEX [9{! Q& OIFfft GF{SNE FyR RA&LI G
triple the average staffto-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
supervisorsUntil January2008, LESA had not had a staffing increase since 1B86& staffing

increases in Q08 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 compromisiigloand emergency
communications services in Pierce Counfjft.present, any significant regional event or major
crime has the potential to render LESA incapable of providing adequatel9serviceln

addition, during peak periods of the year, LESA is also at risk for not having sufficient
dispatchers and call takeravailable to handle routine call volumeéDuring 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 stationiBhis 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 positidnsmake grater use d part

time positions,and to use overhire authority to counterbalance its 18% turnover rat&SA
should also seek reimbursement from other narontributing agencies that benefit from the

work of LESA call takers or dispatcheFar example[ 9 { | Q& poliSevageBdies are

currently payingLESA to process and handis2/EMS calls even when no police response is
required. Were LESA and its agencies to be reimbursatiiese costs LESA could gain gix

the 10 additional call takeFTEsecommended by his audit.
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Facilities and Equipment Y [ 9{! Q& FFOAfAGASAa IyR SldzALIYSyYI
AyadalryoSaz i SYyR 2F tATSO [ 9{ ! -lanedfdss0orist A 1 A Sa ¢
from events such as /1, HurricneKatrina, and the Greensboro, Kansa G 2 Ny R2® [ 9{ ! C
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, Pierceo@nty has two major earthquake faults

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

LI YRSYAO 2NJ 0A20KSYAOLFt S@Syiaod [9{! Qa OdzZNNBy i
considerations in mind; therefore, wrrent facilities are vulnerable to these types of threats.

G LINBaSydz GKSNBE Aa fAYAGSRI o6dzi Ayl RSljdzr Sz
FILAfdZNB 2F [9{! Qa &S NDA-O&Mhansiveridg s&vicHId & mafindumA y | F
of 87%oft A SNODS / 2dzyieQa LRLMzZ I GA2yZ YR RSYAFf 2NJ
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 aredabglife.
C2NJ SEIl YLX S3 -dideddspatsh (CAD)SYskdrii iS alend of life and should be
NBLX I OSRd | f (i K2 dz3 pmdntIs{funcichingiafdfc@redkyzmééts c8llljakirig
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 statethe art
dispatching and call tking equipment.

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 theisfiyear, LESA has a high retention rate.
Although the attrition of new hires during the first year is similar to the experience ef4

call centers throughout the country, it is more pronounced at LESA due to the complexity of
its operations, the wide dersity of protocols for each of its agencies, and the demanding
Y6 GdzNE 2F [ 9 {cinfudingSty wWerkNEvy r¥p8tstion for understaffing and

high overtime levels.

Historically (prior to 2006), LESA has sought to offset these aspects and etenfigr 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 persoel. LY RSSRX [ 9{ ! Q& dzy AljdzS |
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, st have either resigned during the first year citing the
complexity of the operations and highevel of violent calls, or have not satisfactorily
completed training. Until staffing levels reach required levels and overtime is significantly
reduced, LESAiWlikely 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 aggressiveteff
to fill all authorized positions, and use of overhire authority to compensate for the 18%
attrition rate.

PSAP Organization and Cost Recovery:t A SNOS / 2dzyie Qa OdzZNNBy i t {
services are an anachronisnihe confusing array of PSAPs caadeo the misdirection of a 9

1-1 call to the wrong 91-1 center thereby inducing delays in call processing times as the call

is initially triaged and then transferred to the correct-2-1 center only to be triaged again.

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

cases, does not correlate to the correct PSAP having responsibility for that &een when

calls are correctly routed to th@rimary PSAP, there is a builh delay in Pierce County

because of theneed to transfer tosecondary PSARIndeed, 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 consolidationhowever, 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 offacoma not only funds LESA for primary PSARI9%communication
services, but also funds the Tacoma Fire Department for secondary PSIAP 9

communication services. The same applies to any LESA participating municipality that also
contributes funds to theLakewood FireComm secondary PSKPthese situations, the
municipality is paying to handle the same call twice.

¢KS G2GFt O2ald F2N) FdzyRAy3 (g2 t{!ta Aa yz2a4 aN
Ortf A& IFRRSR (2 ¢l ORtVt ENNPRaESHPRARCAARBAD Y VYIS
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 totatB1 fire/EMScalls transferred to TFD x $41.48 per call).

Similarly, the total cosffor calls processed by both LESA and Lakewood FireComm is $32.16 or
$1,270,127 Although FireEMS 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 exampléje City of Tacoma presently pays a total of
approximately $6.5 million to LESA for PSAP services and another approximate $2.5 million to



PSAP Assessment Study

fund the Tacoma Fire PSAP for a total cost to the City of approximately $9 million. By
consolidating into a single P$Athroughout 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 4ocation option curently being considered by LESA
management and other PSAPSglocation gains no efficiencies in terms of personnel,
administrative and other costsk-urther, the costs of constructing a docated facility for all
police PSAPs, and another facility fire PSAPs would significantly outweigh any other
savingsMoreover, calocation would not solve the inherent transfer problem caused by the
existence of so many PSAPs.

If there is no consolidationL, y @A Sg 2F [9{! Qad ONARGAOIFf dzy RSNXEI
this audit recommends that LESA should seek cost recovery for uncompensated services it
provides.For example, 8.7% of all LESA CAD events werérégdm edical only. This means
that of the 68,096fire/EMS 9-1-1 calls received by LESA and transferred tir@ PSAP; 47,297
(69%) required dire/EMSresponse, but no corresponding police responddese 47,297 calls
represent actual work being done byl2ESA cathker in response to a call. As with any call,
there is a cost associated with that call. In 2007 dollars,!LEBa G2 G+t O2ad F2NJ Kl
EMS alls where no police response was required was a minimum of $425,152.00 ($8.97 cost
percall). Atpres¢) 12 [ 9{! Qa4 YSYOSNI LRtAOS I 3SyO0OASa | NB
police response was required. This is equivalent to at leastadithe 10call taker FTEs that
LESA needs to reach recommended staffing levels

LESA Management In December 2005%he 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 &fierce County that they were receiving the very best

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

plan and the consequent commissioning of this performance audit, currer8AE

management has demonstrated clear commitment tathat charge. Throughout this audit,

LESA management has facilitated and encouragadpen and transparent assessment of

[ 9{! Q&4 LISNF2NXIYyOS> YR KIFa RSY2Yy&aAGN} 0SSR 2dzial
reforming LESA into a high perfimance organization that models best practices in the

emergency communications field heir efforts have not gone unnoticed even on the

national level. The decision of thmternational Association of PubliSafety Communications
Officials(APCOjo award the LESA Director its 2008 Director of the Year Award is a clear and
AYRSLISYRSYy(G NBO23IyAlGA2y 2F (GKS &adz00Saa 2F GKS
efforts to charter a new course for a stagnant 34ar 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 joufdald (G K2 dzi SEOSLIIiA 2y >
new management teamformed in 2006 faced longstanding and systemic problemsalring

their roots in inadequate funding for pexmnel, equipment, and facilities over a long ternm
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 othisciblinary 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. Simultaneoushamagement demonstrated its
concern for employees via oren-one meetings with the director, employee town halls, all

day retreats, the involvement of a workplace consultant, and a new incentive, recognition,
and awards programOver time these efforts havéelped to overcome the initial friction

with the enforcement of workplace rules, and management enjoys a largely positive
relationship with represented employees.

’Seew SONHzA G YSY i h@SNKIdzf Y hyS 1 3Sy0eQa adAPiBAGKEYSY aA2Y | §
GoMMUNICATIONSMarch 2009, pp. 282.
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Understanding PSAPs

PSAR; Public Safety Answering PoinGenerally defined as a set cdll takers authorized by a
governing body which receives and processdslOcalls for a defined geographic arddere
are two types of PSAPs: primary and secondary.

Primary PSAPA primary PSAP received4 calls routed directly from a local telephone
aSNIAOS 1LNBedtfalFOFideRIA a sglective 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 providédrd@gencies for which they

receive 91-1 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-2-1 calls to nie 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 forthe Pierce Countjunded primary PSAPs in Pierce County (i.e., those PSAPs
receiving allocations of-8-1 excise taxes collected in Pierce County). Those PSAPs are LESA,
Puyallup, Fife, Sumner, and Buckley. The study also includes comparative data lgaesania

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

Secondary PSAR secondary PSAP does not receive incomiixd @alls. Instead, it receives
calls transferred from a primary PSAP. Secondary PSAPs in Pierce Couakeai@od
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 detailedalssion specific to those findings can be found at the
page number notedWhere 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 Answering9-
1-1 Calls

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

The responsiveness did not meet the Standard { !
14-year average calculates to 75.83% of calls answel
within 10 seconds. This is well below the 90% standa
and places LESA in the lowest tier in Washington sta|
and the nation. Significantly, LESA achieved a 6%
performance improvement to 80.6% in 2008 daggely
to the Vision ONE pilot Telephone Report Writing
Initiative. The¥ dzy Rl YSy I f OI dza §
performance is that there aran insufficient number of
call takers for the workloadd @Sy [ 9{ ! Qa
and professional call taking staff gast compensate for
the sheer volume of call&ased on current call
volumes, LESA need4 dall takers At the outset of this
study, LESA had only 31 call takers but had becilot
Telephone Report Unit (TRU) of eighport writers to
shift the reportwriting duty away from call takerss a
result ofaninitial staffing analysis performed by this
consultant at the outsetf this study, LESA received
authority to hiretwo more call takers in January 2008.
For 2009, LESA had sought an additional incremase
bring LESA call takers to the recommended level of 4
but the staffing increase was not approved due to the
economic downturn. Howeveb,ESA was able to
preserve the eightelephone report writer positions for
the 2009 budget and these positions shibtlelp
consolidate the 2008 gains in performant&SA shoulg
explore every opportunity to bring call taker staffing t(
the full authorized level, and should expand TRU
operations to 24 hours per day.

62

Telecommuni
caor
Performance
Hficiency

How dothe LESA call
takers and dispatcher
compare to other PSAPS
in terms of number of
calls handled per shift
worker?

LESA handled more calls per shift worker than any of
PSAP ifwashington stateand was third highest among
the national PSAP®8ased on anwerage of call loads
handled by 50 Washington state PSAPs (49 out of 5€
responding to survey), LESA rankel] #9 staff to call
ratio with a call load that was double the average, an|
staff-to-citizen ratio that was triple the average.
Specifically, dhtakers at LESA handle 24,865 calls
annually as compared to the average of 9,460. In teri

of staffing, LESA has one Communications Center st

66
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Page(s)

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

Telecommuni
cator Cost
Hficiency

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 ofi66 responding to
survey), LESA has the ninth lowest cost per call at $¢
per call in 2007 (state average was $30.18 cost per ¢
a2NB aA3IyAFAOLylGtes [9{!
50% of the $16.07 cost per call average of its five
closest ounterparts in call volume, population served|
and total budget (Seattle PD, Valley Comm, SNOPA(
King County, and EPSCA).

This consultant also analyzedst per 91-1 call based
2y AaKATFTO 4. TS aSaNgis@howdd Bha BES
is third lowest of tle 11 Washington PSAPs and fifth
lowest of the 1hational PSAPparticipating in the
O2yadz (!l y i(CESA doyhteSiNidth Suilias)
Conclusion: Although LESA pays the highest wages |
Washington state and is in the upper tier in the natior
it isamong the most efficient in Washington and
around the nation.

84

Factors
InfluencingCall
Answering
Times and
Hours Wrked

Whatfactors affect call
answering times and
hours worked?

A wide array of factors impact call answering times
including thenumber of staff, PSAP organization,
trunking, facilities, andguipment. The primary factors
at LESA influencing call times are staffing levels and
PSAP Organization. In addition to seeking much nee:
staffing increases, LESA has adopted Lean Six Sigm
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 1a §bg
Sigma team known as CAPP (Call Answering
Performane Project)o target Call Answering for
significant performance improvements.

94

Factors
InfluencingCall

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 histori

104




PSAP Assessment Study

No.

Category

Vision ONE objective

Findings and Recommendations

Page(s)

Answering
Times and
Hours Wrked

handle the workload?

call loads. At present, LESA has 34 authorized call tg
positions. Therefore, LESA needs another 10 call tak
A variety of statistical anstaffing 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
APCQRETAIN®rmula, an analysis of incoming call
volume byday and hour, average available working
hours, overtime levels, and calculated staffing ratios.
five staffing methodologies yielded a result of 43 to 4
communication officers needed.

Dispatching

Were there a sufficient
number of dispatchers tg
handle the workload?

After a full detailed analysis using fadifferent staffing
allocation modelgincluding the APCRETAINS
formula), it was determined tha#t5 dispatchers and 7
supervisors are required. LESA is currently authorize
37 dispatchersand 6 supervisors. LESA will therefore
need to add 8 dispatchers and 1 supervisor.

113

PSAP Structure
& Organization

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

[9{!' Qa I O1 27F Tidaéridejed@l T
discrepancies have a direct relationship to Pierce

[ 2dzyieQa OdzZNNBy G | yITeK NP
confusing array of PSAPs can lead to the misdirectiol
a 91-1 call to the wrong 9-1 centerthereby inducing
delays in call processing time, and, in terms of costs,
results in nearly $2.5 million in additional costs count)
wide. By consolidating imt a single PSAP throughout
the county, a number of jurisdictions could realize
savings by eliminaig the number of times the same
call is processed-or example, the City of Tacoma cou
conservatively realize a savings of $1.5 million in its
total annual budget for communication servicéfs.
there is no consolidation, this audit recommends that
LESAhould seek cost recovery for uncompensated
services it provideszor example] 9 { | Q& (2 i
handling fre andEMS callgvhere no police response
was required was a minimum of $425,152.060.
LINBaSyias [9{! Q& YSYOSNI L
these calls even though no police response was
required. This is equialent to at least six of the 1€all
taker FTEs that LESA needs to reach the staffing lev
recommended by this study

Thus, & a best practice, LESA could realize significar
improvemens in call answering times and attendant
significant reduced operating cost by considering
consolidation of its operations with other primary and
secondary PSAPs in Pierce Couvitiiether
consolidating or not, LESA should consider either

installation of a ommon CAD system between PSAP<

139
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the development of an interface that will allow all
PSAPs within Pierce County to exchange CAD data i
real time between their disparate CAD systeifise co
location option currently being considered by LESA
management anather PSAPs in Pierce County
although offering potential improvements over the
status qugis cost prohibitiveand the same efficiencies|
can be achieved virtually at much less cost through
installation of a common CAD system or interfais.
set forthin Recommendation 1,3t is not
recommended that LESA install a voice messaging
system that would prompt callers to indicate the servi
they desired by inputting numbers, text, or voice
commandsSuch systems are not a best practice, hay
received negativeublic reaction in the few instances
where used, and have induced increased call proces!
times owing to a specialized dispatcher (e.qg., fire)
having to communicate with another specialized
dispatcher (e.g., polic&when if the call had gone
straight  the 91-1 call taker, both dispatchers would
have been notified simultaneously

Adequacy oB-
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 VolP trunks met the standagellular
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 ttgtae 9-1-1
office for the sate of Washingtor{utilizing State E9-1
taxes collected for such assistancEje number of
offered 9-1-1 calls and their average busy hour durati
defined the offered workload, 9 { | Q& OS¢t €
trunk lines wee not suffigent ¢ meaningthere were
more call attempts to the center than captured by

[ 9{! Q& YSI &dzNheydedSrijniimigLJY §
proved sufficient when comparing the number of
rejected calls during July 2007 (over 2,500) to those ¢
July 2008 (just 1 call). Aglicated by these humbers,
LESAs now handling a higher volume calls in peak
periods due to the reduction of rejected calls for lack
adequate trunking. This factor likely will mean
additional workload for an already owsaixed staff.
LESA managementoWwever, determined it was more
important to ensurethat every 91-1 call is received an(
handled.

157

FirdEmergency
Medical Service
Transfers

Assessment of the
amount offire andEMS
calls {ire/EMS that LESA
receives, the adequacy

of transfer times

¢tKA& ailidzRe FAYRa GKIG yp
law enforcemat-related. Of the remaining 1%of 9-1-

1 calls, 6.34% were trafesred to Tacoma Fire, and
8.75% were transferred to Lakewood FireGontx the

68,096fire/EMS9-1-1 calls received by LESAda

147
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associated therewith,
the cost associated with
the handling of these
calls, and technical issue
regarding call transfers

transferred to dfire PSAP47,297 (69%) required only ¢
fire/EMSresponse.

Thesed7,297 calls represent actuabrk being donéyy
a LESA call takan response to a calhs with any call,
there is a cost associated with that c&.2007 dollars,
[9{! Qa (20l t fir€adEMS GawNareK |
no police response was requirechs $425,152$8.97
cost per call)Atpreseiii = [ 9{! Qa YSYo
agencies are paying for these calls even though no
police response was requiredhis is the equivalent to
at least six call taker FTEs (salary and benefits of
$70,000) without accounting for any overtime. view
2F [ 9{ ! undersiaffidly dndl €ignificant overtime
this audit recommends that LESA should seek
reimbursement for these costs in order to obtain
sufficient funds to fund six of th&l call taker FTEs that
LESA needs to reach recommended staffing levels.

This audilso sought taassess the performance of
LESA call takers with respect to calls transferred to
fire/EMSsecondary PSARGall transfer time data can
be misleading as it is only a measure of the time of th
initial call to the time of transferCall transfetimes do
not capture when the need for transfer was first
identified or requestedin many cases, calls start as
non-injury, butlater change€.g.,accidents, fights,
assaults, domestic violencéh other cases, there is a
need for police to control antender a scene safe for
fire/EMSpersonnel to responde(g.,homicide, assault,
in-progress violent crimes).ransfer times also do not
account for delays caused byl9l hang ups and
subsequent call back, and miscommunication of
location or verificatiorof 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 68,086ire/EMSrelated calls and reviewing ¢
statistically valid sample of their corresponding CAD
entries. The cost of such a review would be prohibitivg
and is well beyond the scope of this audit.

In lieu of such a costly analysis, this consultant
examinedSOPs governing fire transfers, interviewed
call t&kers, personally observed ctdker operations
and examined and reviewed metrical data regarding
transfer time performanc&ESA call takers follow best
practices with respect to obtaining BID (basic
information for dispatch) and promptly transferring
cals for fire or medical aid at the first indicatiolm

many instanceboth a law eforcement and dire/EMS
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response are required for a particular call. In such
instances LESA call takersutinely bring fre/medical
dispatchonline with the caller with both centers able ti
hear the caller.

This discussion also underscores how performance
efficiencies can be gained through consolidation or c(
location of police and fire PSARs aprimary PSAP,

[ 9 { mis3ian is to triage a-1-1 and noremergency
calls Unlike LESA,ast primary 91-1 centersin
Washington state, the nation, and those participating
this studyalso dispatch all calls (police, fire, ENE&e
Washington state PSAP map). BBikrce Countand
King County e in the minority becaus¢hey have
secondaryPSAPs that dispatéiie/EMScalls (See King
County and Pierce County PSAP mapsKing County,
the trend has been towards consolidation with most
recent example of the formation of NORCOM for the
eastsideof 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
improve call answering performance and currently ha
a Six Sigma focus group conducting additional analys
with respect to the complete call transaction process
identify areas for process or equipmeintprovements.

[ 9 { TRDiaa model of best practices, and should be
expanded to a full 24x7 operation with expanded
authority to handle other types of police reports. LES,
should continue to pursue staffing increases and sho|
participate in any effort$o consolidate or cdocate
existing PSAPs within Pierce Cousty detailed in
other findings, LESA should pursue establishment of
3-1-1 Center and a Real Time Crime Center as a furt
means to significantly reduce call answering times,
improve policeresponse times, and enhance the
effectiveness of the entire emergency response syste
LESA should upgrade its existing and dated CAD sy¢
and should initiate and/or support efforts to develop g
common CAD system for all Pierce County PSAPs. If
unable b achieve a common CAD system, LESA sho
initiate or support efforts to develop a common
interface that allows free exchange of data between ¢
Pierce County PSAPs. LESA should also consider
implementation of any best practices identified in the
sectionof this report entitledKey Insights from Other
PSAPthat are not already implemented at LESA.

94

11

Telephone

Adoption and modeling

Beginningluly2007, LESA implemented the first stage

101
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Report Unit
(TRU)

of best practices
designed to improve
performance

2F I yS¢g LIAf20 LINBINIY H
service level (i.e., meeting the national goal of
answering 90% of all calls in the busy hour within 10
seconds)t NA2NJ G2 GKIG GAYSS
averaged B.83%for the prior 14years placing it in the
lower tier of communications center performance in
the state andnation. TheTRUis similar in design and
concept to TRUs in®-1 centers throughout the
country including the Washington, D.C. Unified
CommandCenter and the Seattle Police Department.
isdesigned to limit or eliminate the number of police
reports being taken over the phone byl9l call takers
thereby freeing them to focusrdy on answering 9-1
calls.The first two elephone report writers were hired
and begaroperations in July 2007. By Mar2008 all
eight telephone report witers had been hireénd
trained,andhad begu day and swing shift coverage fi
taking police reports. Even though the TRU was not
operational on a 24x7 basir opeational throughout
all of 2008 it had an immediate and positive impact
with the call answering percentage fa008 raising six
points to 80.684.1t is highlyrecommended that LESA
continue this as a permanent program and expand th
unit to 24x7 operationsTheTRUshould 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 3l-1 system offers two primary
benefits: (1yeduced call answering times for truel91l
calls, and (2) improved responsiveness to citizen
complaints such as street and traffic light outages,
potholes, unsightly debris or junk in neighborhoods,
and similar matterskFor example, after becoming the
first agency in the nation to implement31, the
Baltimore Police Department experienced a 50%
reduction in9-1-1 call answer time, a 50% reduction in
abandoned calls, and a 12% reduction in police calls
dispatched to field unitsSince then, the police
communications centers of WashingtddC; San Jose,
California; Bethel, Alaska; Oklahoma State University
Detroit, Michigan; Las Vegas, Nevada; audr 80other
cities have implemented-3-1 call centers to reduce-9
1-1 backlogs and provide better sergitor non
emergency callsA number of cities including Chicago,
New York, Houston, Dallas, and Washingfa& have
also implemented d-1 centers with the specific goal ¢
AYLINPQAY3 aOAGE &ASNWAOSE
trees, noise complaintsireet or traffic signals not
working, etc.)A 2005 Pierce County Telephony study

recommended that Pierce County adopt-d4-3 system
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and that it should be operated by LESA. This consult;
O2y OdzZNBR 6AGK t ASNOS / 2dzy
consultant alsocecommends that the LESAL3L center
include the capability to process and handle non
emergency calls as a significant means to improve cg
FYyaAsSNAYy3a NBalLlR2yaS GAYS]
calls, this would be a logical area for LESA to handle
becauseof its established call center expertise, staff,
equipment, training and procedures. Adding this
capability to LESA would cost significantly less in terr
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 achiey
performance improvements through utilization of somm
form of automated call answering system fold
callers which would prompt dlers to key in numbers ol
respond by voice to prompts to help transfer calls to
the appropriate PSAP and/or call taker more efficient|
Automated systems are not a best practice, have bee
utilized in only a few PSAPs and, where implementec
have not ony failed to improve performance, but also
have caused additional cost and negative public
reaction. Automated responses do noeet the Call
Answering Standard whic¢lccording to Rick Jones at
NENA, requirethat 90% of all 9-1 calls must be
answered bya person Therefore,tiis not
recommended that LESA install a voice messaging
system that would prompt callers tadlicate the service
they desireby inputting numbers, text, or voice
commandsAlso,it is too much toexpect a citizero
make the correcthoice in certain circumstanceBor
example, is an automobile accident a police call, a firq
call or an EMS callPusually will be all three, but if the
caller just selects EMS, the EMS dispatcher (who is ¢
the fire dispatcher) will not easily trafes the call back
to the LESA£ommunications Centeso that police may
also be dispatchedverall, sich systems are not a bes
practice, have received negative public reaction in the
few instances where used, and have induced increas
call processing timThe use of music or voice messag
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 wellestablished that wirelss carriers have
generally met Feder&fommunications Commission
(FCCiequirements for Wireless EB-1 Phase Il location
accuracy on a national basignat is, they have
conducted representative tests in several parts of the
United States that demonstrate that in a Phase |l
aeailSys sioeafon ©tefofted tdXhe PSAP
YSSGAyYy3a GKS C/MHoweer, dNdatiproi N
average does not mean that the smaller, specific
countys A RS € 20 GA2ya YSSiG |
requirements.In recognition of this the FCGdar 07
166, Wireless E911 tation Accuracy Requirements,
has the following requirements:

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

2. Towardmeeting the PSARvel 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 PSARevel by 11 Sep 2008

While this requirement has subsequgnbeen held in
abeyance, it documents the validity of the issuecal
performance may not meet the FCC requirement.

't/ hQa tNR2SOG [20FGS ad
and calls for wireless location accuracy testifigeir
Final ReportAn Assessmermf the Value of Location
Data Delivered to PSAPs with Enhanced Wireless 91
Calls of April 20Qprovides additional detail and
documentationon these requirements

This is a concerfor LESAecause there is a trend for
Americans to disconnect their larmigée phones and rely
solely on a cellular phon&he CTIA reported that as of
June 2008, there were 262,720,165 cell phone
subscribers in the U&ut of a population of 306 million.
That means the nearly 93% of the population has cel
phones (after adjustinépr age and jail populationsh
Harris Interactive survey of 7 April 2008 reported that
14% of Americans use only a cell phone.

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

LESA should establish a budget to do an initial study
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then conduct periodic ogoing studiesThe cellular
customers are becoming more and more important tg
quality 9-1-1 response making this vital t@suring the
ability to respond to the correct location

15

Next
Generation 91-
1

Readiness for future-2-
1 technology changes

Within the next decade,-9-1 services will undergo a
significan paradigm shift known as Nexdeneration 9
1-1 (NG9-1-1). Thegoal of N&-1-1 is to create a
system that enables the transmission of voice, data g
video from different type®f communication devices to
PSAPand ontoemergency responder networkandto
allow complete redundancy of all PSAPs through a
robust IRbased network.The U.S. Department of
Transportation, which is responsible for national-Q
services, is working closely with the Washington Stat
Next Generation 4-1 task force to begin to implemen
Next Generation 94-1. A pilot project underway in the
Seattle/King County area predicts a 33% increase in
volume and work associated with Next Generatéhih-
1. LESA will need to be prepared to handle the
projected increase in call volume amdrkload, and will
need to accommodate the following key gsaif NG9-
1-1:

w Ability to gain access to emergency services 0c(
within a broad array of interconnected emergent
networks

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

w  Systems must bbuilt on existing Ibased
functionality already inherent in the Internet and
similar packetbased infrastructure

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

[ 9{! Q& OdzNNBy{ o0 dzenbti I vy
adequate to incorporate new requirements for NGl-
1 equipment, infrastructure, facilities, and personnel

14

15

Next
Generation 91-
1

Readiness for future-2-
1 technology changes

LESA management has anticipated the advents &N
1-1 and hasegun assessing requirements and
YSGK2R2f 23ASa T2NJ YSSiAy
proposed Real Time Crime Center and its independe
Facility Needs Assessment provides an intelligent,
systemic and methodical approach for assessing
requirements and deveping capabilities to handle the
increased workload, demands, and expectations that
will result from N@-1-1. Modeled on theNew York

Real Time Crime Center and the Memphis Real Time

14




PSAP Assessment Study

CrimeCentex [ 9{! Qa O2y OSLJi 7|
Center would provid¢he 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 utiting a Real Time Crime Center to
handle N&-1-1 workloads is innovative and
meaningful. This would provide personmeho can
actively work irprogress crimes by monitoring video
feeds from banks or other commercial establishment:
and conducting realime data mining to vector limited
police resources to potential suspects or to interdict
actual crimes in progresh.alsocould allow for the
monitoring of street activity which includes anything in
the city and the community from roads to bridgéss.
couldinclude systems thanonitor gunshots, locates
and turns in the direction of the gunshots, detects an(
reads license plates and more. The data collected fro
the variousfeeds can be stored, analyzed or even ser
directly to a patrol car in the neighborbd. The system
could also beaccessible to citizens who aebleto
access some of the crime information in real time anc
link their own webcam/security camera to the system
crime center tohelp keep an eye on their
neighborhood.

15

Next
Generation9-1-
1

Readiness for future-@-
1 technology changes

LESA management is actively engaged in identifying
sources of refund to not only fund current needed sta
increases, but also to fund new facilities and
compliance with N&-1-1. These include supportiram
increase in the County-8-1 excise tax, and a propose(
ballot measure for a ongenth of one percent sales tax
increase. These and other revenue streams will be
necessary to resolve the performance deficiencies
noted herein related to understaffingptconstruct
facilities compliant with current standards, and to
implement NG9-1-1.

14
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CAD System

Is the LESA computer
aided dspatch (CAD)
system current with best
practices and sufficient
to handle ongoing
workload?

LESA currently utilizes a version 7.32 Tibul@&D/2000
series system which runs on a Unix platfosith an AlX
v5 operating systemThe hardware for the system
consists ofSeries P660 6H1 IBM servetdl hardware
and software is approximately spears dd having been
installed in the second quarter of 200Bhe IBMservers
will likely be unsupported by IBM in less than 2 years
Once that support option runs outt,ESA will be
shopping in the used marketplace faplacement parts
andwill need to develogxpertise to conduct their own
installations. Th&iburon CAD/200@pplicationshould
continue to be supported by Tiburon for some time to

come (5+ years); howevgt will not be receiving new
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enhancementsMore significantly, LESA wilbt receive
general bug fixes that would normally be applied to
¢CAO0OdzNRPY Q& OdzNNBy i LINE R dz
we have to experience the problem and push to have
these fixes made one at a time ey experience and
document them While Tiburomshould continue to
supportthe v7.32 system software for as longlasSA
desiresto use it,that system will not receive the overal
level of attentionasthat2 ¥ ¢ A Dedz&lprydQck.

17

CAD System

Is the LESA computer
aided dspatch (CAD)
systemcapable of
sharing data with other
primary and secondary
PSAPs in Pierce County

LESA is the only agency in Pierce County utilizing th¢
Tiburon CAD/2000 system. Puyallup PD, King Count
Thurston County, and Lakewood FireComm all have
Tiburon systems with similar look and feel to that of
LESA, but which are based on Microsoft Windows
server platform. Known as Command CAD, these
aeaitisSya NBLINBaSy(d ¢ A oFdamp
I dza SNR& LISNRBRLISOGA JSLESAI K
operates andhe CommandCAD system thahese
other agencies operatare very similarlf LESAvere to
upgrade to the latest version of the CAD/2000 systen
the look and feeould appeareven closerAlthough
the majority of RFPs in the western region of
Washington are for th&iburon Command CAD systen
some PSAPs in Pierce County operate disparate CAl
systems. For example, the Tacoma Fire Department
utilizes a Northrop Grumman system and has made
significant upgrades to that system as recently as 20(
All of the foregoing CABystems argenerallydesigned
to operate independently from one anothdrESA and
Puyallup do exchange some CAD data as part the LE
RMS system utilized both by Puyallup and all the oth
agencies served by LESA. LESA should pursue an
upgrade to a commo system and the development of
an interface that will allow additional exchanges of
data, particularly transfers of calls between these anc
any other CAD systems deploying in Pierce County.
Although the use of the sameersion ofCADsystems
by all agenas would help facilitate this exchange,
additional work would be needed on backend databa
structures to allow the free exchange of information
between systemsAlthough consolidation of PSAPs
provides the best means to rapidly funnel information
to the oorrect location, there can be some gains to
interoperability and overall performance via the use o
a common CAD system or interfaddwe cost
(monetary, operational changes, etc.) for providing th
interoperability should not be underestimateds 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 4-1 emergency communications in







