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1 EXECUTI VE SUMMARY

Elert & AssociategE&A) was retained to study the possible consolidatiothethree existing
dispatch centers for théllagesof Kenilworth, Northfield, and Winnetkéhe Villages). The
objectivewas to assess the feasibility of consoloatnd its impact onperationdo determine
thebest and most cost effective means of providigge essential services.

Based on our resezn, Elert & Associates is recommending approval of this consolidated

dispatch center. Although the day to day operational costs of the combined center will be very
similar to the Villagesd current opeutmti onal
long term capital expense savings while providing the communities with superior emergency and
catastrophic 911 emergency services.

1.1 Background and Process

Many government entities across the country are consolidating their Public Safety
AnsweringPoints (PSAPS). These centers are required to be staffed with highly trained
individuals and equipped with sophisticated systems that require frequent and costly
maintenance and upgrades. Through consolidation, communities are often able to reduce
costs ad increase the level of service they provide.

This reportis the result of the information E&A gathered, analyzgidcussed, and
documented. Ouecommendations are basedprnject specific data, ow@xtensive
experience in the area of dispatch gogernment consolidatioand the keydctorsfor
consolidation success.

The project included the following work:

1 Project meetings to gather informationn e a c h muideascmeth@dsaf t i e s 6
operations, functions, areaf responsibiliy, and politi@l climate.

T Onssite interviews with various personnel, including dispatch supervisors, dispatchers,
staff officers, police chiefs, patrol officers, investigatarsgvillage managers

1 Documentation of existingrocedures and technolagihephysicalcorfigurations of
thecenters, including security, safety, and environmental condit@ndelephone
recording statistic

1 Data evaluation and the development of a project recommendation.

1.2 KeyFactors toConsolidation

When considering consolidation, the fnlling three areas must be carefully considered
and addressed:

1) What effectwill consolidation have on the ability of the PSARptovide
essential services?

2) How will the day to dayoperating costs compare to existgeratingcost®
3) How will the long terncapital costs compare to existing capital costs?
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1.2.1 Effect on Services

To assesBnpact onservices, it is important to understarible various tsksbeing

performed bythe dispatchersParticularly in smaller operations, such as thase
dispatcher isequired to domore tharjust act as phone andadio operatarTheymust
alsoobtain informatiorto assist officers in the field, operate complex computer systems,
handle noremergency calls from the public, handle walk in customers to the station,
process records and tickets, provide emergency instructions to callepsicaiide

requests for sgice based oemergency responss. noremergency needs

Generally, this PSAP work is grouped into onéhoée categoriesThe following is a
brief description of each of these and how each will likely be impactedsotidation:

1 Routinel Routine vork for each of the communities generally includes handling
norremergency phone calls and requests for service, walk in customers,
processing of tickets and records, administrative support, and licenses checks.
Many of these functions will be able to banldled by the combined center, but
others, such as handing walk in customers and records, will need to be covered by
the individual community. Each community will need to determine how they
want to address these tasks and how many hours they wantatiem 88 be open
for walk in requests. In the off hours, when stations are closed, it is being
recommended the combined center handle theenagrgency requests for
support (overnight parking requests, lock outs, and premise checks). Personnel in
the conbined center will also remotely handle emergency walk in situations for
individuals who seek service at each existing pdacdity. To do this, each
department would have to have a phone installed in their lobby that automatically
calls the 911 combimkdispatch center. The call taker would then immediately
dispatch the closest officer to the scene.

The only other area of adjustment anticipated with routine work is relative to call
taker relationships. Because the towns are small, many residents have developed
personal relationships with tlispatchers. Additionally, each community

currently provigs an extremely high level of service to its residents and E&A
anticipates that continuing under the combined model. To help ensure this, our
firm recommends that the staffing of the new center include at least some staff
from each existing community. H®will help ensure that the standard operating
procedures and policies get transferred over efficiently and effectively.

1 Emergencyi Emergency events are the major area of emphasis in a PSAP center
and include all of the calls for services that involaiene in process or the life
and safety of the public or a police officer. Currently, each of the three centers is
only staffed by one dispatcher. In a combined center, a minimum of two
dispatchers would be working at all times. This would be a treousnoenefit
during emergency situations as one dispatcher could serve agakeall
(receiving information and updates from callers) and a second dispatcher would
be able to handle the radio (communicating and coordinating field activity). This
enhance@mergency response and the associated life safety implications are two
of the most compelling reasons for recommending consolidation.
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9 Catastrophi¢ Catastrophic events can include things like terrorist attacks and
chemical spills, but in this area amst likely to occur as a result of severe
weat her . Communities do not regularly
instead develop emergency operation plans to mobilize when they occur.
Although these events coutdoss village boundariesie still believe a
consolidated centavould likely be better equipped to handle them tlnmad
separatéSAPs. The improved catastrophic response capabilities result from
having a minimum of two dispatchers on duty, a larger number of extra dispatch
statins that could be manned, and a larger pool of employees to draw from
during extended operations. If the communities decide to move forward with a
combined center, we recommend that specific guidelines and staffing plans be
developed to address these famé complex situations.

Overall, E&A believes thé/illages would be able to maintain their existiegels of
routineservices in a consolidated center while experiencing improved services during
emergency and catastrophic operations. We recoghiteee entitiesurrentlyprovide
amuch higher thaaverage level ofoutineservice and that the bar has been set high.
Maintainingthathigh level of service isnportant to bothhe citizens and employees.

To ensure residents understand and feel coafitertwith the new program, we would
recommend the Villages undertake a public information initiative and include
information on:

T Emergency and catastrophic operations enhancements
T 24/7 staffing model and 2 dispatcher minimums benefits
1 Details on the centtéocation benefits
l

Assurance that neemergency calls for service support will still be available via
telephone 24/7

1 Details on the hours of operations and services available at each local facility
T Cost benefits of consolidation

1 Assurance that aimergacieswill be handled as they have been in the past and that
communicationgonsolidatiorgenerallydoes notaffect the staffing or level of patrol
officers availabléo the community.

1.2.2 Operating Costs

Themost significant annual operating expensa &SAP is labor. With the size and

traffic load in the current facilities, the dispatchers are able to perform many non

traditional PSAP tasks such as handling walk ins aneemogrgency police calls. (A

complete list of these tasks is included in Apper@lxNot all of these tasks will be able

to be transferred to a consolidated center; therefore, it was very important to accurately
determine the cost of the fAbackfill o neces
are included, E&A projects annugberating costs of $1,433,427 for a combined center
compared to the $1,591,757 for the current individual dispatch operations. This is an
anticipated annual savings of $158,331 or approximately 10 percent.
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1.2.3 Capital Costs

E&A projects an initia$1,190,0560f capital costs are necessarys&iup the new
consolidated dispatch cent@hisincludesall of thecostsassociated with equipment,
professional services, contract management, transitional labor, remodeling of legacy
locations, and the equipment necegda operate ithe new environmentAlthough

there are several ways to reduce these costs, they generally will result in an increase in
operating expenses. For example, E&Adsommending microwaenks be installed to
connect the three facilities. #&krnatively, circuits could be leased from AT&T. This

would reduce the ufront costs but would increase the annual operating costs. Most of
the capital costs are associated with building improvements, computer aided dispatch
(CAD), 911 equipment, and aicnowave system to connect the villages.

911 centers are very technologically based and there are often upgrades and/or mandated

i mprovements required. G@Geaxtrgeeeationdlly WOHNIGKR 1113 , u
which includeghe ability to use other edia(such as text and vidgto contact the 911

center Once available, communities may be required to invest in this new equipment

and training. Having the ability to implement these sorts of changes in a combined
environment will likely result in redred capital costs for all involved.

1.3 Financial Summary(detail available in section 8.3)

Combined Costs Consolidated Costs
without Consolidation

Capital Costs $ 1,190,056
Annual Operating Costs $ 1,591,757 $ 1,433,42%
Total FiveYear Cost $ 8,205,397 $ 8,357,190

(2.5% Present Value)

1.4 Recommendation

This project ¢ different frommanyodE&A6s ot her projects in that
the conclusion fAon the fenceo relative to
situation, the Villages could decide to consolidate their dispatch centers now or wait until

the next series of capital iagtments are necessary, making consolidatiore

financially beneficial. Over the next five years, the economic analysis shows the cost of

the two options within a few percent of each other. This situation changes if/when there is

a technology advancemehfat requires a major capital investment. E&A believes it is

very likely that Next Gen 911 will be th&lvancement. The timing and actual cost are

difficult to project at this time, but it is reasonable to assume it will be less expensive to

!See 8.3.2 YearOline 7
*See 8.3.1 Year 1 line 12
®See 8.3.2 Year1line 7
*See 8.3.1 Total Line 12
®See 8.3.2 Total line 7
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implement ne technologies in a consolidated environment. That being the case, the
financial benefits to consolidation will be realized at some point in the future. The
guestion, then, is natt the Villages should consolidate, wihen.

E&A believes that KNW has twoptions: 1) consolidate now to position the Villages
properly for changes in the future, or 2) consolidate lateiting for a capital trigger
event to create a more favorable financial benefit.

1 Consolidate Now. The case for consolidating now is thé E&ancial analysis is
based on worstase estimates and includes a contingency. If the project is managed
well and actual bid costs come in favorably, the cost savings could increase.
Consolidating now would also allow the dispatch center to preparstaitize prior
to an implementation of multimedia NG911. Finally, as this report outlines, there are
a number of nomonetary benefits associated consolidation particularly the enhanced
service levels we feel would be achieved relative to emergencyasastrophic
events.

1 Consolidate Later. The Villages may also want to wait and consolidate when a
Atrigger evento is identified that would
possibilities are listed below:

1 An additional partner The operating costs wouttbt increase significantly by
adding a partner, but the costs would be shared by another entity, which would
reduce the overall costs to the Villagéssed on current radio technology
Wilmette and Glencoe are the only prospective partners)

1 Migration o NG911i Although standards are not yet clear, it is reasonable to
assume there will be capital and training costs associated with this upgrade. This
investment would be less significant with a consolidated center. The consolidated
center would save mon@yerall, because the costs of the upgrade would be
incurred only once, rather than three times.

1 Other norpublic safety initiative$ Gi ven t he Vill ages have t
cooperative environment to consolidate, a consolidation could produce savings
other areas. IT services such anail servers, file servers, backup software, and
telephone systems could be consolidated and could use the microwave as the
connectivity, thereby sharing the costs of the system over other technologies.

1.4.1 Conclusion andSummary

Based on our research, E&A is recommending approval of this consolidated dispatch

center now. Although the day to day operational costs of the combined center will be

very similar to the Villagesd curdcentet oper
will result in long term capital expense savings while providing the communities with

superior emergency and catastrophic 911 emergency services
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The NG911 and other future capital expenses are significant factors in this
recommendation. It idifficult to predict the exact timing and costs of these systems, but
E&A believesthe NG911 upgrade is likely to occur within the next two to three years.
This has a significant positive impact on the economics of this project. If the Villages
anticipate implementing this technology, we believe they should proceed with
consolidatiomow to better position themselves for this upgrade.
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2 SUMMARY OF RECAOMMEND

2.1 Consolidation

Elert & Associates6 recommendation is for
functions into one center with a joint powers agreement. Provisions sheuld b

incorporated within the agreement so other public safety entities may join in the
consolidation. The staff recommendation was to allow only new entities that are currently
on the same radio network. This would limit the partners to either Glencoe oetéilm

2.2 Mission Statement and Goals
Mission Statement

CONSOLIDATED DISPATCH CENTER MISSION STATEMENT :

To provide professional dispatch and emergency communications functions for
emergency services to protect and serve the citizens and visitors of our comriigs.

The Communications Center will serve as a vital link between the citizens and
emergency services and between public safety personnel and other information and
resources.

Goals

COMMUNICATIONS CENTER GOALS:

1. Provide the most efficient and cost effeetemergency communications for the
citizens and visitors of our communities

2. Provide public safety personnel with professional communication services that
consist of accurate information, safety considerations, and cooperation.

3. Maintain a high level ofreining and professional standards.

4. Promote trust and cooperation with citizens and public safety personnel.

o

Maintain existing equipment and improve our abilities with changing resources and
technology.

Assist other communities and agencies in timeseef or disasters.
Keep abreast of constitutional and legal requirements.

Protect confidential information of the citizens of our communities.

© © N O

Consistently strive to improve the level of service.
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2.3 Summary of Information and Recommendations

1 Positive Impacbn Service Summaiiy The three departments are providing a
high level of service to their communities at this tithkhoughit is difficult to
increase level of service during normal operati&@®A feels thatthe current
service level can be maintainet. night there will be a change with the closing
of the Northfiéd, Kenilworth, and Winnetka police lobby servic#s.
communicated appropriatelthe potential negativeffect can be mitigated.he
mostnotableimprovement will be when there is a sigoént emergency and
there are more individuals in a consolethtenter to handle the event.

1 FEiscal Benefit Summary Using conservative numbetie comparative cost
analysis between consolidation and current costs is within a few percentage
points.KNW should look at some of the mitigating factors that can assist in
providing a clearer fiscal benefithese could include the addition of another
partner, addressing the workload for backfill to lower those cobtsfiscal
benefit for consolidation will besalized when there is a new technology the
centers need to invest in. Next Gen 911 is likely to be that technology. Significant
investments will be required in order to implement this new technology, and it
will simply be less expensive to do this onediws. three times.

1 Effective Governance Plan Summargiventhe good relationship between the
involvedentities E&A believes thakNW will be able to work out a mutually
beneficial governance plan that will include each entity having a stake in the
oversightof the consolidated center.

91 Track Record of Cooperation between Agencies Sumina&he villages have a
good track record of cooperation between them.

9 Trust and Leadership Summaryt is important that each entity support not only
their own needs liuhe needs of the other parties in this consolidation. E&A feels
that the entities are in a position to do so.

1 Shared Perception of Need Summaig&A observed that all three entities are
supportive of the project.

1 Community Support SummaiyWith the gpropriate communications process,
E&A believes that the community will support this project.

1 Types of Consolidation SummaiyE&A recommends a futonsolidation

1 CostAllocation Summary The entities have agreed upon an initial cost
allocation method of Kenilworth 22%, Northfield 33%, and Winnetka 45%.

91 Dispatch Center Location Recommendatiorhe dispatch center should be
located at the Winnetka Police Department. Winnetka has more aysitable
for remodeling and accommodating more dispatcliessmated facility startup
costs are $206,300, with annual costs48,$00. Thecurrent facility would have
the capacity to add on two additional partners before an additional facility would
berequired.
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1 Call Volume Summary Each entity currently has a low volume of 911 emergency
calls. The dispatchers fill their time with additional tasks such as answering
administrativénonemergencyalls. A combined center would still have a relatively
low volume ofemergency calls, so the consolidation should not result in any
delays in answering 911 calls. The reason we recommend having two dispatchers
on duty is not due to the volume of emergency ore&mergency calls; it is for
backup purposes. Incluty partners (Wilmette, Glencoe) would allow for this
backup without adding more staff. The r
the backfill required for each entity to handle the tasks currently performed by the
dispatchers who will not be moving the combined center.

1 911 System Recommendatidbie&A recommendshat an RFP be developed for
a new NG91dready 911 system. This RFP will include hardware, software,
installation, and maintenance service.

1 CAD/RMS RecommendationHave all three entitiesigrate to the New World
system currently used by Winnetka aNdmette. The estimated cost is $124,000.

1 Wide Area Network\WAN) Recommendation Elert & Associates recommends
a microwave wide area network (WAN) to connect the facilities for the purpose
of transmitting voice, data, and video between the facilities.

o In addition the villages should look for opportunities for other services
that can operate on the WABharing services such aswail, operating
software andtelephone servisecould result in overall savings while
taking advantage of the WAN.

o KNW should also look to see if the other entities that could be involved in
the option 2 microwave hawaninterest is partnering in the projechis
would entail identifying all partner6 needs and current ¢
be able to be eliminated and put on the microwave.

o Elert & Associates prefers a ring design (detailed in section 7) for reliability
reasons, and partners could offset the additional cost. Initial financial
models intude direct connections from Northfield and Kenilworth to
Winnetka. Additional paths to create a ring could be done initially or over
time. The additional cost for the ring is estimated at $200,263.

0 A detailed site survey must be conducted to ensureathegpnot obstructed.

o Although not recommended, if there is a desire to reduce the initial capital
costs KNW could lease a WAN. This would reduce the capital costs by
$150,000 and raise the operating costs by an estimated $45,360 annually.
The bandwidth bthis leased service would be sufficient for the next three
years or so, but when NG911 is implemented it will require a higher
amount of bandwidth.

1 Recommendatiofor Administrative Telephone LinésElert & Associates
recommends that KNW utilize cdtbrwarding from AT&T initially and migrate
to VolIP using the 911 consoles or the administrative telephone system when
Winnetka is upgraded to handle VolP.
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3 CONSOLI DATI ON

3.1 To Consolidate or Not to Consolidate

Consolidation of dispatch centers has occurredvar the country and world for many
years. Most succeed, some have studied the possibility and decided not to proceed, and
some have failed. What are ttieving factors that lead organizations to consider
consolidation? Technological advances, incregegulilations, advanced training and

skill requirements, regional cooperation, and higher costs impact all villages, cities, and
counties. Will a consolidation work? Would it benefit our residents? Will it improve
service? Will we still provide the level stipport we currently provide? What duties will
the dispatchers have? How will the remaining duties be handled? Where is the best
location for the consolidated center? Which CAD/RMS solution will we use? Will there
be a cut in pay for dispatchers? Will pigchers lose some of their benefits? What will be
the startup costs, shedrm costs, and longerm costs? These are some of the questions
that were asked during interviews.

Throughout this study, we heard numerous concerns about the impact a consolidati
may have on the high level of service currently being provided to the residents of the
villages.

At the start of this consolidation study, we outlined a numb&adbrsthat are needed
for a successful consolidation. They are as follows:

1 Positive impat on service delivery

Clear fiscal benefit

Effective governance plan

Track record of cooperation between agencies

Trust and leadership

= =2 =/ 4 -2

Shared perception of need
1 Community support

It appears thatix of thesesevercritical factors are met in this situatiorhe seventh
factor, community support, can be developed and managed.

With the proactiveeffortsof the staff from the three villageSlert & Associates is
confident that a consolidation of the three dispatch centers carctessful and
sustainableAs will be demonstrated in this report, there is a clear business case for
consolidation of all PSAPs into one center.

Below is our assessment of each of the success factors as they pertain to the potential for
consolidation between the entities in teigdy.
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3.2 Positivelmpact onServiceDelivery

The Villages of Kenilworth, Northfield, and Winnetka h&®8APs that provide

emergency dispatch operatioAdl. of the dispatcherbave other functions, suets

answering administrative phonestering records da etc. All appeato function well

within the normal daily activities. During our visit to the dispatch centers, no major
emergency or event occurred. It is very appattesita major event would quickly

overwhelm the one dispatcher on duylong-lasting event would also require the
dispatchers to work long hours with little reliefach of the dispatch centers can call in
extra help when needed and also receive extra help from patrol staff if available. Each of
the PSAPs has personnel on d2dyhoursa day, 365 days a year.

Kenilworth employs three staff members who serve as dispatch and records personnel.
The remaining time, including vacation, sick days, training time, etc., is filled by
dispatcher overtime, CSOs, police officers, the sergeantjertanant.

Northfield employs one supervisor and four Htithe dispatchers/records personnel and
two parttime records persons.

Winnetka currently employs six Records and Communications employees. Four of those
empl oyeesd dut i e stodspach.dhecemainng twedmployees | at e d
share duties between records and communicationssiXlee supervised by a Sergeant

who dedicates between ctterd and onehalf of his time to overseeing the

communications function.

Each of the dispatch centgnovides the essential services of answering emergency calls
and seeing that the required services are provided. In addition, they answer administrative
lines providing village information, parking permissions, vacation watches, senior calls,
walk-in traffic, and many other services not normally associated with a 911 center. In
essence, they are providing a high level of emergency services and administrative support
to their respective communities.

From all appear ances durilibedfficitifoea t & Associ
consolidated center to improve the quality of service on a normal daily basis. However, a
consolidated dispatch center normally has more personnel on duty to handle the initial
volume of calls from an emergency and also has grezgeurces to call in additional

personnel and distribute the long hours among them. For emergency services, a larger
resource pool can provide better service to law enforcement and improve safety
considerations.

A larger dispatch center also has the comigaiions in place and the knowledge of
regionwide resources of more public safety entities and assets, thus having an increased
ability to get the right resources on site more quickly. The employees in a centralized
dispatch would have knowledge of all¢brvillages and not three separate dispatch
agencies only familiar with their own region. In addition, a consolidated dispatch center
can provide more effective call handling, given their ability to spread out more calls over
the same number of staff memband their ability to have more than one staff person

pick up calls in the queue. Due to the low volume of emergency calls within the villages,
however, a consolidated dispatch center will normally have only two staff members on
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duty. The villages receeva high number of administrative calls. It may be difficult for
t wo di spatchers to handle all of the villa

Positive Impact on Service SummaiyThe service level for routine events should be
maintained.Emergencyin-progress events will benefit from having two dispatclters
one dispatcher would serve as a etdker (receiving info and updates from callers),
and a second dispatcher would be able to handle the radio (communicating and
coordinating field actvity). Catastrophic eventsften cross village boundariesand a
consolidated center could handle tbe eventbetter than three separate PSAPs could

3.3 ClearFiscal Benefit

In most of the proposed consolidations E&A has studied, the economics present a clea
fiscal benefit. In this case, however, the economic benefits are not as straightforward.
Over five years, the costs to set up the new facility will reach an approximatecwezak
point.

This is not to say the economics do not support a consolidatameMer. In the future as
NG 911 is implemented, there are likely to be significant capital and training costs
associated with its implementation. Obviously it would be less expensive to implement
these services at one center rather than three. It ismgh&stant to note that while the
current costs are based on actual costs, the projected costs are all conservative.

Elert & Associates also believes that once a consolidation takes place, the individual

departments can | ook adfustidtherewaenvironenent. E&RAg 0 t h
has not predicted or included any savings in this area because there is no guarantee that
this wil.l result in significant savings. W

conservatively, but the departments may be abted¢ngineer themselves after a
consolidation to save additional costs.

When the initial costs result in just a AfAb
implement the system quickly. This means KNW can take a slow, methodical approach,
examining dlcosts carefully in order to identify and realize any additional savings.

Clear Fiscal Benefit Summary Using conservative numbeys t her e is no ficl
benefit based on current technologies. As new technologies are deployed, however
(specifically NG 911), the likely savings should be significant enough to support a
consolidation. This does allow KNW to be more methodical oa place of a
consolidation so that any additional savings can be looked at during the
implementation process.
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3.4

3.5

3.6

3.7

Effective Governance Plan

From interviews with the management stéffs clear that shared governance with an

eqgual voice from each of the agargis a necessity. This type of governance provides
methods to improve services and correct problems and share in the decision making of all
functions and major expenditures. Governance plans are discussed further in section 4 of
this report.

Effective GovernancePlan Summaryi Giventhe good relationshighat existsbetween
the entities E&A believes that the entities will be able to work out a mutually beneficial
governance plan that will include each entity having a stake in the oversight of the
consoldated center.

Track Record of Cooperation between Agencies
The villages have a good track record of cooperation between them.

Track Record of Cooperation between Agencies Summniafhe villages have a good
track record of cooperation between them.

Trust and Leadership

The three police agencies have qualified staff to provide for public safety in each of their
communities. All of the management staff were falbpperative. They alave trust in

the leadership of each of the departments and fully unddrgtaresponsibilities they

have in order to best serve their respective communities. lndberative effort, each

wants to ensure that the needs of their departments and the public they serve are attended
to as well as their neighborsé needs.

Trust and Leadership Summary It is important that each entity support not only their
own needs but the needs of the other parties in this consolidation as well. E&A feels
that the entities are in a position to do so.

SharedPerception ofNeed

Throughout the interviews with personnel from the villages, we found support for a
consolidated dispatch center. Everyone understands the needs and circumstances and
costs ofoperatingthree separate dispatch centers. Some commented that a consolidation
may be a good idea in order to save on capital costs by sharing technology, but they were
not convinced that a consolidated center would improve service. There is also concern
over differences operational procedures.

Shared Perception of Need SummanE&A observed that all three entities are
supportive of the project.
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3.8 CommunitySupport

Now that this report is completed, it is important to provide more information to the
general public of the communities involved. To gather community support, the villages
would need to make an effort to educate community members on the benefits and risks of
consolidation and to ensure that there is a clear understanding of the changes. In general,
the communities should develop a strategy to ensure community suppostratagy

should involve the following:

1 Identifying stakeholders most likely to have concerns with a proposed
consolidation and, to the extent possible, anticipating their objections.

1 Getting agreement on the fiscal and service delivery impacts from itillen
opinion leaders in the community, including members of the local business
community.

1 Potentially conducting a series of public meetings to educate and inform the
community about the benefits and impacts of a consolidation effort, and providing
a mechaism for public input.

1 Developing a media plan that features a consistent message and that includes
traditional media outlets as well as emerging social media (as appropriate) and
community interest websites to provide a platform to inform the community.

Community Support Summary With the appropriate communications process, E&A
believes that the community will support this project.
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4 CONSOLI DATI ONS OMNID GNOVERNANCE

4.1 Types of Consolidation

Elert & Associates investigated several consolidation optiodsetommends a full
consolidation. Based upon the size of the villages and dispatch operations, the only
consolidation that would benefit the communities is a full consolidation with an
agreement with another center for backup purposes.

In normalconsolidation studies, we focus analysis on the most feasible options that take
into account the operational deployment of dispatch staff relative to other assigned duties,
facility capacity, track record of working with other agencies, and technology
infrastructure of each dispatch center. To select the most appropriate options, we
considered the following factors:

1 Does the entity operate a sta@dne dispatch center, which creates the
opportunity to avoid significant staffing costs?

1 Is the PSAP equippddom a facility, infrastructure, and staffing standpoint to
absorb additional cateking duties from potential partners?

1 Based on the current trunk system, what geogrampsed configurations make
the most sense from a reliability and backup standpoint?

1 Are potential partners in relative geographic proximity and/or bordering one
another to build on existing track records of operational cooperation?

At one point, there were other villages involved in preliminary discussions, but the
consolidation plannings now narrowed to the three villages in this study. Another
village offered to provide contract services, but this was rejected because the villages
desired shared control with equal input of all partners. The consolidation option
considered in this studg a full consolidation. The villages must keep an open mind
about adding additional communities in the future. The villages may consider adding
more members to the consolidation or providing contract services to other entities at
some future time.

Typesof Consolidation Summary E&A recommends a fultonsolidation
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4.2 Consolidation Discussion

Sincethe three villagedispatch only law enforcementhile fire and EMS calls are
managed by the Red Centtinis reduces the number of tasks to be managed for a
consolidation. The decision factors remaining are as follows:

1 Sharing of capital startup costs (includes construction/remodeling, equipment
moving, networks, etc.)

1 Sharing of ongoing costs (includes equipment maintenance contracts, telephone
and data lineggradio equipment, recorders, furniture, office equipment, etc.)

1 Network configurations (includes network links between the three entities with
redundancy built in)

1 Equipment

=

Developing a capital plan to provide funding for future needs based upon
scheduld replacement

Trainingrequirements for startup and ongoing costs
Standardizing procedures for police to strive to resolve differences in call handling

Standardizing dispatcher data entry for uniformity and consistency

= =2 =4 =

Developing reports as necessarydtaff

91 Duties and assignments of personnel

Generally when a consolidation occurs, the administrative duties remain at the originating
agencyTo handl e t h e snegefch may paly & lbwercamdumat folkas a
receptionist than a dispatchbut the baiobmtline isthatthey still need one person to
answer the telephones for more than eight hperglay Some agencies have opted for
automated phone services providing more information, and some have added kiosks in
their lobby for further assistance. Gatklated to water, sewer, and electrical service
when the utility is owned by thellage requirethat there be somebody the caller talk

to. If the utility does not have staff on duty 24/7 who can answer the phone, then the
phone line needs an answering po@urrently, there are large number of
administrativephone calls during the dasome into the earlgvening andfewer in the

late nght hours. The three villages are customer ceetand prefer to handle the calls as
they come irrather than use messages and automated features

4.3 E911

In 1975, the State of lllinois passed legislation giving oversight authority of the 911

system to thellinois Commerce Commission. The commission administers all of the 911
programs and the implementation and upgrading of systems. Each agency has on file with
the Illinois Commerce Commission a form for the operation of the 911 system. This will
require a modification for a consolidation. Further information on this topic will be

provided later.
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4.4 CostAllocation Approaches

A key component to any consolidated approach is the manner in which participating
entities pay for their share of services receil@etemining the method used is an
imperfect science; the only known factor is that it really needs to work for all partners.
Any method that results in two entities seeing a financial benefit while the third entity
sees costs increase will makes the entireeptajnworkable. To date, the Villages have
had discussions that have resulted in the following percentage allocation as a starting
point:

1 45% Winnetka
1 33% Northfield
1 22% Kenilworth

All of the villages are comfortable with these percentages as a sfaotimtgOver time, it
would be prudent to look at other variables to make sure that these variables are still
relevant.

The followingsectionsoutline a variety of approach#sathave been used successfully
in other public safety communications answeipogt consolidation situations.

4.4.1 Best Practice Insights on Cost Allocation

One of the most significant issues faced by public sector collaborations is agreement as to
the cost allocation methodology. The three villages discussed the difficulties of an
appr@riate cost allocation method and have agreed upon the following cost allocations
percentage:

1 Winnetka 45%
1 Kenilworth 22%
1 Northfield 33%

Since the initial percentage has been agreed upon, Elert & Associates recommends that
the subject be reviewed periodlly to ensure it is working for all entities. Some alternate
methods are described in Appendix B.

The following are some specific best practices that we recommend regardless of the
actual cost allocation methodology:

1 Include the tenets of the cost abidion methodology in the bylaws or an
addendum to the bylaws (i.e., to be based on percentage of calls, population, or a
combination of factors including but not limited to call volume, equalized value,
population, etc.).

1 Appoint a representative groupmkembers to be responsible for reviewing the
methodology on an annual basis.
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1 Agree upfront on whofrom each entitgan approvenycost allocation
modifications theVillage Finance Director/Committee, Police Chief, Village
Manager, etc.).

1 Ensure that thentity responsible for the cost allocation employs transparency in
all cost allocation activities and allowseview of these procedures at any time.

1 Ensure that members receive a forecast of their required payment well in advance
of the expected paymerfiNote: This should correlate with member budget
cycles.)

1 Require advance notice of decisions to discontinue membership in the consortium
in order to ensure that cost allocations can be revised and communicated in
advance of the next annual budget planmraress.

Cost Alocation Summaryi Management for the three entitidsave agreed upon a
cost allocations method. It is recommended that this allocation be reviewed
periodically to ensure it works for all partners.

45 AEmpl oyer Aut horityangStMiamgpnagement Ri gh

A key concern for implementing any consolidation option for the entities that would

eliminate their dispatch function is the authority to change their staffing complement

through a reduction in force. Generally, labor contracts and villageyaules or
procedures for most areas include a sectio
provides blanket management rights to provide or cease providing specific services and
functions, and grants the ability to either increase or decrease staffatgaccordingly.

Nevertheless, layoffs that would be contemplated under a consolidation do involve very
difficult decisions regarding valued and often l@egured staff. Further, most of the
consolidation options do not envision a large staffing irsed the host site, limiting the
ability to offer laidoff staff employment in another agency. The business case for
consolidation is clear within the three villages. This means that the policy makers in the
villages will have to balance the potential is@& against other factors, such as the desire
to retain dispatch Hmouse and continue to employ current staff.

4.6 Governance Structure o€onsolidated Dispatch Centers

4.6.1 Current State

Currently, each dispatch center is managed through the Village govertactars

reporting directly to the Chief of Police. This structure is indicated to work well in that it
aligns the center with the entity most often coordinating emergency response on behalf of
the local, regional, and/or state agencies involved in sggonse. This method has also
allowed for optimization of resources through the performance of dual roles. Budgeting
and expenditure management is the responsibility of the Chiefs, with oversight provided
by the Village Manageiand Council andpecialcommittees overseeing capital projects
and/a intergovernmental cooperation.
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4.6.2 Governance Structure Recommendation

All of the interviewees noted their preference for a joint powers structure for the
consolidated dispatch center. Several indicated that wito equal voice for each

entity, consolidation could become more difficult. E&A recommends that KNW establish
a dispatch center consolidation board. This board may comprise one or two members
from each village, with an alternate named in case of a cobaflschedules. It should
include law enforcement as well as administrative representation.

4.6.3 Governance Structure Implementation Factors

Regardless of which governance structure is implemented, responsibility and
accountability for each of the following rsiube outlined in specific terms within a
contractual agreement to be signed by each participating entity.

Governance Board composition and membership

Voting requirements and results parameters
Meeting frequency

Officer selection protocol
Committeestructure and membership

Board authority

Compensation

Financial Management Funding parameters

Cost allocation methodology

Designated fiscal agent authority and responsibilities
Expenditure authority

Ownership of assets

Borrowing policy

Budgeting procesand authority (capital and operations

Operations Managemer Appointment authority for Director/Manager
Span of control and overall operational authority
parameters and limitations

Employee designation

Facility ownership

Insurance requirements and resploiiisy

Records ownerships

Standard operating procedure approval process

Participant complaint resolution and input

= -4 E E N ]

Agreement (Initiation
and Termination)

Duration of agreement

Minimal participation terms
Participation withdrawal terms
Grounds fomparticipant termination
Distribution of assets upon termination

E R E
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Additional participant parameters

Hold harmless and liability language
Listing of participating entities

Full description of funding methodology

= =4 =4 =4
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S FACILITIES

5.1

5.2

5.3

Considerations for &Consolidated Dispatch Center

Building costs are consistently rising. They leveled out for a few years during the
economic slowdown, but increased energy prices are driving up the costs for steel,
concrete, and other materials. The cost of copper is hijsaxpected to continue to

rise. With the economic conditions, high unemployment, and current level of taxes, it is
unlikely that citizens would vote for any type of tax increase, including an increase in 911
tax. We have also not found any grant momaegilable for construction projects for

public safety.

Remodeling

Winnetka Police Department has considered remodeling to provide a larger dispatch
room and improve other areas such as bathrooms and locker rooms. The remalieling
allow for three dispah positions.

New Facility

At this time, a new facility is not recommended, but it may be necessary in the future if
the consortium adds additional partners that exceed the remodeled space requirements.
Adding partners without increasing equipment costslivprovide a greater fiscal

benefit to consortium members. Entities in the same radio network could be added with
little cost. Adding members outside the radio infrastructure would add additional costs to
support another radio network. It is anticipatealt the remodeled Winnetka facility

would support two additional partners. A new facility can be viewed from many different
perspectives. The building could be only a dispatch center, with a dispatch room with
some expansion capability and an office fon@nager and training personnel, as well as
bathrooms, a kitchen/break room, locker room, mechanical room, and equipment room.
The estimated cost for a facility with 3,500 square feet would be $2,971,000 for the
building and all the technology equipmentuigd.

The expected range for a larger building that includes a large training room and EOC,
emergency manager, and possible other services would be approximately 7,000 square
feet.

Dispatch Center Location Recommendatidnlhe dispatch center should blecated at
the Winnetka Police Department. Winnetka has more spagailable for remodeling
and accommodating more dispatcheta.the future, it may be worth considering
dispatching for EMS. Also, ithe dispatch center expands beyond the space
requiremert at the Winnetka Police Department, a new staaldne facility should be
consideredThe estimated facility startup cost is $206,300; the annual cost is $43,150.
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6 STAFFI NG ANDORFSEERYVYI CE

6.1 Staffing

The staffing requirements for a 24/7 tpositiondispatch center would be 9.4 dispatchers
and one manager contributing 20% of their time to dispatching. The staffing requirement
may be filled by both fultime and partime employees in multiple combinations. E&A
recommends a minimum of seven ftithe dspatchers and preferably eight, with two or
three partime dispatchers. This maintains a manageable number dfrparemployees

and will reduce the turnover of personnel.

6.2 Administrative Functionlmplementation Factord Backfill

Prior to implementingray of the options presented in this report, careful consideration
must be given to the nedlispatch functions and the methods of continuing the functions
and other duties as currently assigned.
the economicmal ysi s. E&AOGs analysis concluded
3.5FTEs would be needed to handle the backfill. Each village will need to look at their
overall operations and investigate the most efficient way to handle these functions and
duties.

~
jm s

The villages initiated a study of current dispatcher duties, included in Appendix C. Many
duties will be moved to the consolidated center, and some need to remain the
responsibility of each village. There may be other changes implemented to modernize
operaions and reduce task loads in the future.

We reviewed the breakdown between administrative and support tasks and dispatch
operations, but there was not clear data to separate the time involved in administrative
duties versus 911 center operations. Thg wviable data was the number of 911 calls
separated from the administrative calls. Each village has an idea of the time required for
administrative duties and expressed those
remarks varied greatly based upon theviadial and time of day the employee worked.
Estimates ranged from 10% of their time to 90% on administrative functions.

There may be other means of supporting or reducing the number-efmengency tasks

that would be brought to a consolidated centén wie use of technology. Currently the

budget includes ringown phones for each facility that will automatically dial the

dispatch center. Over time, the villages should look at additional technologies such as
telephones, video cameras, video conferanand electric door locks, which can all be
controlled at a remote location to serve and assistindhaffic after hours. Winnetka

has a kiosk in the lobby but found that as long as people see staff in the facility, the kiosk

is largely ignored. Whemiplementing technologies, it is important to consider how and

why individual s wil|l choose to use the tec
up but not used because the public is presented an easier option.
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6.3 Benefits

The current employee bensfpackages differ from one village to the next. KNW would
need to determine a benefits package that is competitive, to attract employees, but is also
reasonable to maintain.

6.4 Call Volumei Considerations

Analyzing the duties of dispatchers and teleph@eerding records revealed one
compelling factor that requires extra staffing. That is the number of administnative
emergencyalls arriving at all of the PSAPs. We found ttiesecalls are heavy during
the day and into the evening hours.

The totalnumber of 911 calls received by the three PSAPs could be handled by one
dispatcher the majority of the time. Due to lunch breaks and the probability of receiving a
second 911 call at the same time as administrative type calls, however, a second
dispatchemwould be required 24 hours a day. Also, when an individual is incarcerated,
physical c¢checks on that person are require
responsibility while officers are not present.

Delivering all the administrative calle the dispatch center may overburden the center
during certain times of the day. Thus, we developed a load sharing plan between the
dispatch center and administrative personnel at the villages that will provide an excellent
service to the public and be affective use of free time in the dispatch center. This will
also accommodate the administrative personnel when busy. We found a balance in
programming up to 50% of the administrative calls to go to the dispatch center during the
daytime hours and all ohé calls during the evening and weekends. We developed two
sets of tables to demonstrate the impact and differences of all calls going to the dispatch
center versus 50 percent of the calls going to the center.

6.4.1 Administrative Calls

The level of service fomdministrative calls is less than the level of service for 911 calls.
Normally, we would use the following specifications to calculate the number of agents
required for a given time period.

1 Talk duration specified: 60 seconds

1 Wrap-up time specified: 30 sends

1 80% answered within 25 seconds

T Lost or busy call s: Less than 2% wil|l

What this means is that 911 calls should always have the priority, but the administrative
calls should be answered as soon as possible in case it is arcalttiealservice. In this
consolidation, the dispatchers will be answering administrative calls, and the time
requirements used for administrative are the same as noted below for the 911 calls.
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6.4.2911 Calls

To calculate the number of agents (dispatchrexgired for a given time period, the
following specifications were used:

1 Talk duration specified: 96 seconds
1 Wrapup time specified: 30 seconds
1 95% answered within 20 seconds

T Lost or busy call s: Less than 1% will

6.4.3 Summary

The tablesand charts in Appendix F were constructed for each day of the week based
upon the gathered information apibvide staffing leveland efficiencies. Again, the

first set of tables and charts are for all calls going to the dispatch center. You will notice
lower than normal rostering efficiencies and coverage shortages.

Looking at the statistics even if we send all administration calls to the consolidated center
we have a 92.9% level of service on the busiest day. That means that 92.9% of all calls
are answred within 20 seconds. If we reduce the number of administration calls that the
consolidated center to 50% all calls would be answered in less than 20 seconds. KNW
will need to look at options to share call answering between facilities these options are
described in section 7.4.

Call Volume Summaryi Each entity currently has a low volume of 911 emergency
calls. The dispatchers fill their time with additional tasks such as answering
administrative calls. A combined center would still have a relatively volume of
emergency calls, so the consolidation should not result in any delays in answering (911
calls. The reason that we recommend two dispatchers is not due to the volume of
emergency or noremergencycalls, thereare two so they can baekp each ober. This
does provide an opportunity to add additional partners (Wilmette, Glencoe) without
adding more staff. The real issue with the workload of the dispatchers is the backfill
required for each entity to handle the tasks currently performed by theatshers who
will not be moving to the combined center.
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7 TECHOLOGY RECOMMENDATI ON

7.1 911 System
Each of the dispatch centers has 911 systems that are functional in their current state

T Winnetkads ModUcom 911 system ks | P cap

computer as the radio console.

T Northfieldds Positron system i s not nex

offered an upgrade path to the next generation capable VoIP system

1 Kenilworth employs a TCI systethat is IP. TClwas purchased by Positron
which has changed its nan@ Cassidian Communication8assidian has
discontinued the produand there is no upgrade path.

Although all of these systems could be moved to the new center, none are a clear choice.
With NG911 on thénorizon it is prudent to implement a system that can upgrade to

handle the new capabilities. This would make more sense than moving one of the existing
systems and having to replace it within a couple of years.

Elert & Associates recommends that KNW prepare a ctitiveeRFB/RFP (Request for

Bid or Request for Proposal) for a new 911 system. This system should be NG911
compatible, be fully redundant for stability, and conform to NENA (National Emergency
Number Association) and NFPA (National Fire Protection Associpstandards. The
system should consist of redundant application servers, soft switches, gateways, and
power supplies, and it should support remote sites and work in anod#ienvironment.
Having a highly reliable system is a requirement when dispatdbr multiple agencies.
The RFB/RFP should leverage the marketplace to get the best price and service for
KNW. It is important that price not be the only item evaluated. Service and technical
capabilities should also be a part of the evaluation.

911 Sytem Recommendation E&A recommends that KNW prepare an RFB/RFP for
the purchase and installation o new911 systemThe estimated cost is186,600.

7.2 CAD/RMS (Computer Aided Dispatch/Records Management Systems)

In a consolidated environment, all entitigdl need to be on the same CAD/RMS system.
(Additional Background information on CAD/RMS is included in Appendix E.)

7.2.1 Present Systems

Currently, the Wilmette and Winnetka Police Departments have New World Systems for
computer aided dispatch (CAD) and retdmanagement system (RMS). The Village of
Northfield uses Clsand Kenilworth does not have a commercial CAD or RMS system.
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7.2.2 CAD Recommendation

Consideration was given to both CIS and New World System for CAD and RMS. Both
have good attributes, and whdee may seem more difficult to use to some people, the
reverse may be true for others. Both systems could function under the existing conditions,
but the New World product has more functionality and offers the possibility of future
expansion. Hence, we wiorecommend New World products. That said, the key success
factor will be in the training of not only dispatchers but administrative staff and all the
other users. This must also include refresher training for existing users and consistency in
the methodmgy used for data entry. A law enforcement system is one of the most
complex programs because of the large number of-thbhien fields and interrelating

data that is cross referenced.

New World does offer a lot of canned reports and a report writeh iiikecCrystal
Reports where you map the fields (data) that you want in the report. Virtually any report
with any data can be created, saved, and run automatically if desired.

At every agency we have been to in the past 12 years to review CAD/RMS systems,

have observed a lack of or inconsistent training and/or personnel not understanding the
full functionality of how the systems can and should be used. In some cases, decisions are
made not to use certain functionality, and in other cases, there iy sitggk of

discipline to enter the data necessary for full functionality.

7.2.2.1 Training

We have noted training as a key issue in the success of any CAD / RMS system, and
we cannot stress that factor enough. In addition, the data entry and dispatcher staff,
along with decision makers, must develop guidelines for what data gets entered, so
the data is usable for others who search or use the system.

7.2.2.2 Parking Permissiong New World Solution

Each of the departments discussed parking permissions as a time consliffrcat

to manage area. With that in mind, E&A had a discussion with New World about
using the CAD system to record parking permission details and make that information
available to the officers on the street. This information can be entered inghagexi
system in three wagsby name, location, or vehicle. The most practical would be by
vehicle license (which would show up as an alert) or by address (which would also
show up if queried). This would streamline the process, saving time for the
dispatches, the officers in the field, and the general public.

7.2.2.3 Records Management

E&A recommends that Kenilworth and Northfield move to the New World records
management system that is integrated with the CAD system. Northfield currently uses
CIS for records managnent. If desired, Northfield could continue to use CIS, but an
interface would be necessary from the New World CAD system. Interface development,
testing, and implementation would cost in the range of $20,000 to $30j0®budget

does not include an @state to convert existing Kenilworth and Northfield records

data, it is not recommended that existing data be converted. The success level in these
types of conversions proves expensive and unreliable. Maintaining read only access to

Presnted by Elert & Associates Page28



Kenilworth, Northfield, and Winnetka Consolidation Study

existing records datis a viable option and is what Winnetka and Wilmette did during
their implementation of the New World system.

CAD/RMS Recommendation Have all three entities migrate to the New World system
currently used by Winnetka and Wilmett&he estimated cost i$124,000.

7.2.3 Logging Recorders

Each police department has a recorder for radio, 911, and administrative telephone lines.
E&A recommends that each department maintain the recorders for administrative lines as
necessary and the consolidated center purchase aecorder for 911, radio, and

administrative lines. Although a new logging recorder is included in the budget, during
detail design the possibility of wusing Win

7.2.4 Mobile Data

New World Mobile data software would be installeciihthe mobile units, and the
current wireless provider would continue to be used.

7.2.5Radio Systems

In general terms, the existing radio systems of the three villages are UHF conventional
systems with shared channels, using two primary transmitter sitesudtiole receive
sites.

For radio system details, see the re@0@2 System Rehabilitation of Norcom Network
24BandTac6 Wi nnet kadés radio consoles are dir
and receiving, as i s Wi |l usethetraaid consoldsasni | wor
control stations and connect to the transmitters via telephone wires. Telephone lines
connect receiver sites of the Network 24 B to Winnetka and from the Tac 6 receivers to
Wilmette. The police departments also have backup tratesmin place. Currently, the

Group 24B and Tac 6 network consists of telephone lines, some of which could be
converted to microwave, saving annual costs for the telephone lines.

e
t

7.3 Wide Area Network (WAN)

In the past there has been no reason to have retwadiata connections between the

three facilities. In a consolidated environment, there is a need to connect the three
villages so that data can be shared. CAD data, radio communications, and voice services
are some of the applications that would run ai&N. The villages currently have WAN
connections tohe state and other agess, andWinnetkahas a WAN connection to

Wilmette for the CAD backup system.

There are several methods to connect the facilities, each with varying speeds, reliability,
and blend of operating and capital costs. The physical connection could be copper, fiber,
or radio, and the WAN could be owned or leased. Decisions over what is the best
topology have to do with speed and reliability as well as capital vs. operating costs.
Leasedservices typically have a low initial cost but higher operating costs, while owned

Presnted by Elert & Associates Page29



Kenilworth, Northfield, and Winnetka Consolidation Study

WANS have a higher initial cost but reduced operating costs. Leased services often offer
less bandwidth, while owned services are typically faster.

7.3.1 Microwave

Microwave isa radio transmission with a very short wave length for high frequency, used
for transmitting voice or data. Modern microwave systems are built with a high level of
reliability and should not fail during rain or snow storms. Backup power supplies are
required on both ends of treystem. The microwave should be on a UPS to prevent
restarting in the event of a powfarlure. It is always recommended for emergency
communications that a backup or redundant path be created for reliability. Currently,
there is ony one microwave link between Winnetka and Wilmette.

7.3.1.1 Microwave Optioni 1

There is an existing microwave link between Winnetka and Wilmette for sharing
CAD/RMS data. In addition, there is a backup T1 line and a VPN. Links need to be
established between Wiatka and Kenilworth and between Winnetka and Northfield.
Because of elevations of existing conditions at Kenilworth and Northfield, each will

require two links to complete a microwave path. For Kenilworth, a link is required
between the police departmenn d Keni | wort hés water tower
tower to Winnetka. For Northfield, a link from the police department to the County

Tower and from the tower to Winnetka.

There are potential obstacles with this option. KNW needs to receive permission to
install on both the County tower and Kenil
site path study has not been conducted and would be necessary to know if this option

is viable. Elevation studies antsualverification show that the detailed site path

study would likely be positive.

Budget Estimate I

Winnetka to Kenilworth $75,000
Winnetka to Northfield $75,000
Total Estimated Cost $150,000
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7.3.1.2 Microwave Optioni 2
Option 2 includes a ring rather than a spur design. A ring design would include paths
from Winnetka to Wilmette, Wilmette to Kenilworth, KenilworthNwrthfield, and
Northfield to Winnetka, with an option of going to Glencoe and then to Winnetka.
This miacowave
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In addition to the additional redundancy, there could be some advantages to KNW
and other entities (Wilmette and Glencoe) in replacing existing leased circuits with
microwave. If this option is considered, Elert & Associates recommeat KWV
engage the other facilities in a process to identify what potential circuits could be
eliminated and what the savings would be in the prospect of gaining partners in the
microwave project.

Estimated Cost (more detail available in Aopendix A): $326,M0

7.3.2 Owned Fiber Optics

Many municipalities have installed their own fiber. This can be buried or aerial. Arial is
less reliable and subject to damage, while buried is more stable but can be expensive to
move if there is construction in the path. Fiber igally installed when there is a good

path between locations. The installation costs can be significant and fiber should be
installed only to locations that are certain to be in service for 10 years or more.

It is approximately 1.7 miles from Winnetka t@kilworth and 2.3 miles from Winnetka

to Northfield. Estimated costs for installation would be $600K to $760K. It is also
important to note that there are costs involved with location and potential moving of the
fiber due to construction.
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Elert & Associaés has been successful in putting together public and private partnerships
that can bring these costs down. If these paths are also valuable for a private enterprise,
county, or school district, costs can be shared.

Elert & Associates does not recommeiiikf at this time unless there are additional
services such as data or voice or other partners identified to bring the overall cost down.

7.3.3 Leased Fiber or Copper Services

Many companies such as AT&T will lease data circuits. Fil@ered services are much
faster than copper based. Coppased services are built orlTspeed or 1.5 Mbps.

These circuits can be bonded together to provide additional bandwidth. Four is typically
the maximum speed (6 Mbps). While fiber services start at 10 Mbps, they can réach 10
1,000, and 10,000 Mbps.

As a leased service, copper and fiber can be mixed. Currently there is fiber installed in
Winnetka. A viable option would be a service that includes 10 Mbps at Winnetka and
3 Mbps at both Kenilworth and Northfield.

The leasedeyvice financial model is a threear service and could be installed initially
and serve KNW until services such as video stress the bandwidth.

. . Annual Operating
Type of Service Capital Costs Costs

MPLS servica 10 Mbps at Winnetka Waived $45,360
(Winnetka currently has fiber); @bps to
Northfield and Kenilworth

7.3.4WAN Summary

Wide Area Network\WAN) Recommendatiofi Elert & Associates recommends a
Microwave WAN (wide area network) to connect tfaeilities for the purpose of
transmitting voice, data, and video between the facilities.

In addition, the villages should look for opportunities for other services that can
operate on the WAN. The villages could look at sharing services suchraaig
operating softwareand/or telephone servigenvhich could result in overall savings
while taking advantge of the WAN.

KNW should also look to see if the other entities that could be involved in the option 2
microwave haven interest n partnering in the projectThis would entail identifying
al |l par t nethexw@renhorcaits thatibnmgtht be pasible to eliminatend
put on the microwave.

\"24

Elert & Associates prefers a ring design (detailed in section 7) for reliability reason:s
and partners could offset the additional costitial financial models include direct

connections from Northfield andKenilworth to Winnetka. Additional paths to create a
ring could be done initially or over timelhe additional cost for the ring is estimated at
$200,263.
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A detailed site survey needs to be conducted to ensure the path is not obstructed.

Although not recanmended if there is a desire to reduce the initial capital coktsW
could lease a WANThis would reduce the capital costs by $150,000 and raise the
operating costs by an estimated $45,360 annudllye bandwidth of this leased service
would be sufficiem for the next three years or sbut when NG911 is implemented
will require a higher amount of bandwidth.

7.4 Administrative Telephone Lines

Each entity will need to retain its n@mergency administrative telephone lines. These
lines will ring at eaclindividual center during the day. There is a need to have the calls
answered at the PSAP in the evening, and also during the day if calls are unanswered at
the individual center.

There are several different ways to accomplish this. One of the easiess wayse call
forwarding features from AT&T. KNW would use two separate call forwarding options:

1 Inthe evening, all calls would be forwardéthch evening when the
administrative personnel close the offiteey would need to enaatmanual
process todrward all calls. When the employeesre back in the morning, an
additional manual process would be used for the phone calls to ring back at the
office.

1 The second option would be call forward no answer (CFNA). This feature
forwards unanswered calto apredetermined location. This would not require
any kind of manual intervention and would also act as a safety net if the
administrative employee forgets to manually forward the telephone lines. In this
casecallswould ring three or four times at the imlual center before thegre
forwarded to the P&P.

This is a relatively inexpensive feature and typically add$Xbper line per month.

An additional option would be to use VolP (voice over Internet protocol). With either an
upgraded telephone systeman upgraded 911 console (VolP enabled), the PSAP would
be able to control when and where the administrative calls would ring. The telephone
numbers that actually run through the Winnetka PSAP would be forwarded to the
individual entities during the dayhere are two main advantageghis method. First, it
reduces the operating costs at the individual entaied second, it provides the
dispatchers more control over where and when calls are forwarded. With an upgraded
console or telephone systeme thdditional cost for this functionality woultet $300

$400 per location and would reduce operating costs approximately $960 annually.

Administrative Telephone LineRecommendation E&A recommends that initially
KNW utilize call forwarding from AT&T andmigrateto VolP using the 911 consoles
or the administrative telephone system when Winnetka is upgraded to handle VolIP.
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8 FI NANCI AL

8.1 Employee Costs

In terms of annual operating costs personnel are by far the largest expenditure. Therefore,
the greatest opportunity for fiscal benefits emerges when the villages are in a position to
reduce staffing levels through a consolidatibor comparison actualldar costs were

used for cash flows to represent existing costs. The following assumptions were made
for a consolidated center:

1 Salary and benefits of $91,848 fmchDispatcher(current average of all full
time dispatchersBalary and benefits §121,59 for theManager.

i Total annual estimated personnel costs for the recommended 10.4 FTE
(Dispatchers and Manager) &@84,908.

1 A dispatch center operating with two positions 24/7 will require staffing of
9.4dispatchpersonnelln additionto the 9.4dispatchpersonnelthe managers
expected taontribut 20% of his/her time to dispatching and 80% to
management

Administrative assistance currently provided by the villages is not factored in.

8.2 Employee Cost Difference between Three Dispatch Centers and a
ConsolidatedDispatch Center for2010

One of the key elements of loigrm financial success is how consolidation affects labor
cost s. Each entity wil!/ need to have posit
not be handled by a consolidatezhter. A good example of this is administrative phone
answering during the daytime hours. A complete list of tasks that will remain can be

found in Appendix C. A further discussion of backfill is included in 6.2.

E&A believes that this role would be fitlewith a clerical position with a salary and
benefits of $75,000. With an estimated 3.5 FTE requirement, the total cost for backfill
will be $262,500. The following chart shows the how the rate of pay will reflect the total

savings.
Dispatch Centewage and Benefi€osts $1435,20% $984,908
Backfill Wage and Benefi€osts $262,500
Total EstimatedVage and Benefi€osts $1,435,201 $1247,408

® Section 8.3.1 Total of year 1 lines 2, 5, and 8. Sum of current village labor expense.
" Section 8.1 Estimated annual labor costs foc@nsolidated center.

8 Section 6.2 and 8.2 Estimated cost for backfill
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Estimated Annual Savings $187,793

8.3 Estimated Five Year€omparison @sh Flow

The following are the cash flows that summarize the capital and operating expenses to
compare the different options. Each line item indicates where within this report the detail
can be found. The following assumptions

1 2.5% present value

1 2.5 percent ir&tion factor for operating costs

8.3.1 Cash Flow- Without Consolidation

Cash Outflows Year 0 Year 1 Year 2 Year 3 Year 4 Year 5 Total

1 |Kenilworth Annual Operating Cost (Appendix F) 0 23,550 24,139 24,742 25,361 25,995 123,787
2 [Kenilworth Annual Labor Costs (Current Labor Cost) 0 358,889 367,861 377,058 386,484 396,146| 1,886,437
3 |Kenilworth Annual Projected Capital Costs (Section 8.4) 0 16,000 0 110,000 0 0 126,000
4 |Northfield Annual Operating Cost (Appendix F) 0 55,500 56,888 58,310 59,767 61,262 291,726
5 |Northfield Annual Labor Costs (Current Labor Cost) 0 561,402 575,437 589,823 604,569 619,683 2,950,914
6 [Northfield Annual Projected Capital Costs (Section 8.4) 0 7,000 0 0 0 125,000 132,000
7  |Winnetka Annual Operating Cost (Appendix F) 0 94,300 96,658 99,074 101,551 104,090 495,672
8 [Winnetka Annual Labor Costs (Current Labor Cost) 0 514,910| 527,783 540,978 554,502 568,365 2,706,537
9 |Winnetka Annual Projected Capital Costs (Section 8.4) 0 0 0 0 0 140,000 140,000
10 |Net Cash Flow 0| 1,631,551| 1,648,765| 1,799,984| 1,732,234| 2,040,540 8,853,073
11 |PV Factor (2.5%) 1 .9756 .9518 .9286 .9060 .8839

12 |Present Value 0| 1,591,757 | 1,569,318] 1,671,464 1,569,318| 1,803,540| 8,205,397

8.3.2 Cash Flow- With Consolidation

Cash Outflows Year O Year 1 Year 2 Year 3 Year 4 Year 5 | 5year Total
KNW Consolidated Annual Operating Cost (Section 8.8) 0 221,855 227,401 233,086 238,913 244,886 1,166,141
KNW Consolidated Annual Labor Costs (Section 8.8) 0 984,908| 1,009,530| 1,034,769| 1,060,638 1,087,154| 5,176,998
Backfill Labor (Section 8.2) 262,500 269,063 275,789 282,684 289,751 1,379,786
KNW Consolidated Annual Projected Capital Costs (Section

4 18.7) 1,190,056 0 0 0 0 0| 1,190,056

5 [Net Cash Flow 1,190,056| 1,469,262| 1,505,994| 1,543,644| 1,582,235| 1,621,791 8,912,982

6 [PV Factor (2.5%) 1 .9756 .9518 .9286 .9060 .8839

7 |Present Value 1,190,056 | 1,433,427 | 1,433,427 1,433,427| 1,433,427| 1,433,427 8,357,190

8.4 Planned FiveYearCapital Costs
The following items are planned capital costs that are used in the cash flows.

1 Kenilworth: Logging recordeir $16,000 in year one
1 Northfield: Redundant server for their CAD and RM$7,000 in year one

1 Kenilworth: Upgrade of 911 system that is at manufacturer end 6f $fe10,000
in year three
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1 NorthfieldT due to the age of the @ quipment it is reasonable to assume within
five years there would be an upgrade or replacement of the 911 equipment.
$125,000 in year five.

1 Winnetkai due to the age of the 911 equipment it is reasonable to assume within
five years there would be aipgrade or replacement of the 911 equipment.
$140,000 in year five.

No other planned major expenses were disclosed or identified. Upon completion of the
construction, moving of equipment, and upgrade of the 911 system, there should be no
major capital egenditures for five to seven years with the exception of NG911. When
next generation 911 becomes a reality in the State of Illinois, there will be significant
costs for the upgrade. In a consolidated environment, there will be an upgrade of a single
facility vs. three facilities if a consolidation does not occur.

8.5 Estimated Startup Costs

The table below lists the estimated shared startup costs as a consortium irsstading
specificexpenses for Kenilworth and Northfield.

Cost Allocation

Percenf
Kenilworth $261,812 22%
Northfield $392,718 33%
Winnetka $535,525 45%
Total Startup Costs $ 1190,056 100%

8.6 Grants

In May of 2011, the Department of Homeland Security announced 12 grant programs for
a total of $2.1 billion. Much of this funding is directed at security, to prevent and protect
against terrorist attacks and major disasters and emergencies. From thattheSégte

of lllinois received approximately $9.5 million through the Department of Justice for the
Edward Byrne Memorial Justice Assistance Grant program for 2011. This grant can be
used for communications, but the only information found was thateaditer $800,000

was used to purchase vehicles. Further inquiry may be necessary to determine what the
remaining money is slated for. See
http://www.illinois.gov/pressreleases/ShowPressRelease.cfm?SubjectiD=1&RecNum=9316

In addition, the Department of Justice webditigp(//www.justice.gov/10granisrtefers

to the Office of Justice Programs for grants, amil tivebsite at
http://www.0ojp.usdoj.gov/funding/funding.htme also a good place to check for funding
programs. Current grants are listed under Fiscal Year 2011 OJP Funding Opportunities.
Anotherwebsite to check isww.motorola.con(search for Grants). As of this time, the

% See section 4.4
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only funding found is the grant to the State of lllinois. Further information on the
Homeland Security grants can be found in AppediGrants.

The project manager and PSAP manager should be tasked with looking for any grant
opportunities as they arise.

8.7 Estimated Capital Costs

Consolidated Dispatch Center

KNW

Startup Costs

Facility

Total

Notes

Winnetka Facilitiedmprovements $ 203,000
Low Voltage Wiring- (Cat5, patch $ 1,800
panel, cables, installation)
Electrical Work for Consoles $ 1,500
Total Facilities $ 206,300 $ 206,300
Accounting and Setup \ Cost Total \ Notes
Accounting Fees $ 2,500 Set up accounting for Payrpll
etc.

Accounting and Setip $ 2,500 $ 2,500
911 System \ Cost Total \ Notes
911 System Upgrade of Positron $ 136,600 Three Positions
System & Move
Total 911 System $ 136,600 $ 136,600

O 0 C O Ola Ol€C
Miscellaneous Equipment $ 5,000
Purchase Copier $ 4,500
Purchase Recording System $ 67,000
Total Equipment $ 76,500 $ 76,500

AD/R oblle e oria 0 Ota ote
CAD - Vehicle Rotation
CAD - Pager Interface (Optional)
RMS Reporting and Scheduling
Demographic Profile Reporting
Field Investigation
Orders of Protection
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Web Briefing- Includes BOLOs

Mobile Client Field Investigation
Field Reporting

Demographidrofiling
Questionnaire

SoftwareDiscount

Implementation Services

Training

Interface Installation

Travel

Total - CAD/RMS/Mobile - New
World

$ 124,000

$ 124,000

Radio System & Wireless

Cost

Total

Notes

Move Radio Consoles from $ 45,000 Range of $30,000 to $45,000
Northfield to Winnetka

Radios $ 3,000

Public Works Radio Setup for $ 2,000

Kenilworth and Northfield

Conference Bridge $ 1,000

Radio Total $ 51,000 $ 51,000
TelephoneSystems Cost Total Notes

911 Trunk Line Seip $ 3,200

Administrative Phone $ 500

Programming

Lobby RingDown Phones for $ 1,800

Kenilworth & Northfield

Telephone Systems Total Costs $ 5,500 $ 5,500
Miscellaneous Costs Cost Total Notes
Video Monitoring (Gold Sield No $ 20,000 $ 20,000| Placeholder until detail design
Cost)

Printing and Forms $ 1,000 $ 1,000

Dispatcher and Manager Selectic $ 4,500 $ 4,500 Initial hiring
Testing and Placement

Interim Manager $60,000 $ 60,000

Consulting FeesHoject $ 72,000 $ 72,000
Management)

Miscellaneous Cost Total $ 157,500 $ 157,500
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Item \ Cost Total \ Notes
Sultotal $ 917,400
Contingency 10% $ 91,740
Total Estimated New SiteCosts $ 1,009,140

Kenilworth 1 Site Specific Costs

Startup Costs

Radio System & Wireless

Cost

Total

Notes

Remove Kenilworth's Radio $ 8,000 Range of $6,000 to $8,000

Console

Microwave Link to Kenilworth $ 75,000 Two links for VoIP, video,
CAD/RMS, radio, and other
data

Desktop Control Stations 3 $ 4,500 Includes desktop units and
installation

Warning Sireri Kenilworth - New $ 13,116 Option for just radio controller

Radio Controlled $1780 plus installation

Siren Installation $ 800

Estimated Kenilworth Site $101,416 $ 101,416[ Kenilworth cost

Specific Costs

Northfield i Site Specific Costs

Startup Costs

Cost

Radio System & Wireless

Total Notes

Desktop Control Stations 3 $ 4,500 Includes desktop units and
installation

Microwave Link to Northfield $ 75,000 Two links for VolP, video,
CAD/RMS, radio, and other
data

Estimated Northfield Site $ 79,500 $ 79,500

SpecificCosts

Startup Costs

Total Capital Costs

Costs

Estimated\New SiteCosts $1,009,140
EstimatedKenilworth Site Specific $101,416
Cost

Estimated\orthfield Site Specific $ 79,500
Site SpecificCossk

Total Estimated KNW Capital $ 1,190,056
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Optio O ota ote

Option 1

4M911 Position $24,263 $ 24,263| This is not final and best offer
price.

Option 2

Ring Microwave Network $ 326,000 See details in appendix

Deduct for Microwave Included il ~ $ (150,000)

Total Above

Ring MicrowaveTotal $ 176,000 $176,000

In Kind Donations

Options Total \ Notes
Purchase furniture from Winnetke $ 8,000

Purchase furniture from Northfiels $ 8,000

Purchase radio console from $ 30,000

Winnetka

Purchase radio console from $ 30,000

Northfield
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8.8 Estimated Annual Cost

The department estimated annual costs for the consolidation is indicated in the table
below, with supporting data in ttiellowing table. It should be noted that these estimates
do not include a reduction in telephone line chargegdanbt include any income from
911 revenues.

KNW
Annual Operating Costs

Annual Cosis

Facility

Rental at Winnetka $ 28,750 $25/sq ft for 1150 sq ft fo
dispatch center and 1/2 o
dataroom

Utilities - Electric & Water $ 14,400 $1200 / month

Total Facility $43,150 $43,150

Accounting and Insurance

Accounting $ 13,500

Liability Insurance $46,000

Total Accounting and $59,500 $59,500
Insurance

Equipment Maintenance

and Miscellaneous

911 Help Desk 24/7 $5,000
911 Maintenance $8,000
911 Trunk lines $9,600
Voice Recorder $4,020
Conference Bridge $4,900
(NORCOM)

DispatchCenter Phone Lines $8,000
Ring Down Lines from $1,440
Kenilworth and Northfield

New World CAD $12,256
Maintenance

Member ships $500
Professional $10,000
Services/Maintenance

Equipment Maintenance an $4,500
misc. replacement

LEADS $3,300
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Cellular Phone $1,020 Manager only
Uniforms $6,500

Office Supplies $5,000

Training $ 7,000

Personnel Selection $ 3,000

Office Furniture and $2,500

Equipment

Software- Misc. $2,500

Sub Total Equipment and $99,036 $99,036

Miscellaneous Costs

Item Cost Total Notes
Subtotal Operating Costs $201,686| Total From Above
First year contingency 10% $20,169
Total Equipment and $221,855
Miscellaneous Costs

Item Cost Total Notes
Personnel
Manager Salargnd Benefits $121,539
Dispatcher Salargnd $ 863,369
Benefits
Total Salary and Benefits $984,908 $984,908
Backfill Labor Costs | | $262,500|
Total Estimated Operating $1,469,262

Costs

Reserve and equipment
Replacement Funds
Capital Improvement /New $50,000
Facility Reserve Fund
Equipment Replacement $ 30,000
Fund
Total Reserve and $80,000 $80,000
equipment Replacement
Funds
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9 CONSOLI DATI ON PLAN

A multitude of steps and actions must be taken for an actual consolidation to take place. The
Villages have taken major steps already in discussions and documentation. There are still
concerns about costs, and about whether the consolidation will prouiae public and law
enforcement community the level sérviceneeded (equal to or better than what is currently
being provided). With a good governance plan, training, computer aided dispatch, mapping,
shared data, good communications, clear roles apbnsibilities, operational feedback, and

good management and support staff, the consolidation will be successful. Nonsupport by staff
members, including chiefs of police and upper management, can harm or prevent a successful
consolidation.

The Villages ompleted the first step by compiling data and producing a report. The second step
is confirmation of the first step and refinement. The next step is final planning and
implementation. The following is a list of steps for implementation. (This list islnothsive.)

1 Discuss consolidation withieachvillage andthe Village Board
1 Make a @cision to participate.

1 Make a public announcement and seek support for consolidation. The announcement can
be published on the websites and local newspapers.

Make a fhal decision orthegovernance plan for the consolidated dispatch center
Make a fhal decision on cost sharing between entities.

Review budget needs.

= =2 =4

Work on contract between the four entities (Kenilworth, Northfield, Wilm@&ieCAD),
and Winnetka).

=

Ensure thaWinnetka firms up the bids for construction.

1 Form a committee of dispatchers from each village to discuss dispatch policies and
procedures. The findinggeto be reviewedby police staff.

1 Develop new standards for policy and procedures.

1 Reviewand revise radio consoles decisions and install consolettes for radio
communications in each police department.

1 Establish the wide area network.
3 Look for additional partners or applications for WAN services.
3 Decide on which for initial implementation.

1 Provide connections for CCTYor the three villages.

1 Upgrade CAD/RMS and mobile data for the additional agencies.
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1 Decide upon radio design for paging and siren control.

=

Ensure adequate facilities and working conditions, including lighting, bathrooms, break
rooms, and HVAC.

Provide dispatcher training, including training on new systems and geography.
Organize dispatcher visits and tours of unknown areas or provide-@aifg program.
Provide field personnel training on mobile data and RMS features.
Coordinatewith Wilmette as a backup facility.

Make decisions on personnel iss@@ddition or reduction of employees

Publish and release an RFP for upgradivepl1l system.

Install new equipment and conduct testing and acceptance.

= =4 =/ 4 A -4 -5 -2

Managetheimplementation.
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10APENDI CES
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10.1 AppendixA: Microwave Ring Network @sts
Quantity

Microwave Ring Network

Winnetka to Wilmette 1 $ 45,000.00 $ 45,000.00
Wilmette to Kenilworth Water Tower 1 $ 45,000.00 $ 45,000.00
Kenilworth Water Tower to Kenilworth PD 1 $ 30,000.00 $ 30,000.00
Kenilworth Water Tower to Cook County Radio 1 $ 45,000.00 $ 45,000.00
Tower
Cook County Tower to Northfield PD 1 $ 30,000.00 $ 30,000.00
Cook County Water Tower to Glencoe 1 $ 45,000.00 $ 45,000.00
Glencoeto Winnetka 1 $ 30,000.00 $ 30,000.00
Spanning Tree Router 5 $ 5,600.00 $ 28,000.00
Intraplex Mux 8 $ 1,000.00 $ 8,000.00
Grounding Improvements 4 $ 5,000.00 $ 20,000.00
Total Cost $ 326,000.00

Note: The above prices asabject to change during detail design.
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10.2 Appendix B:Options for Cost Allocation of Consolidated Centers

Initial cost allocation percentages have been agreed upon by the villages. The following

are some additional methodologies for cost allocations. These may need to be considered

if an additional partner is identified. It is important that any allocatiomatketvork for

al |l partners. A situation where one partne
will not work.

Method A: Call Volume and Population or Sworn Officers Formula

Participating entities currently employing cost sharing arrangements with others have

adopted varying approaches to cost allocation. We typically recommend a blended
approach that balances a partneros ability
within a consolidated entity, with a service delivery variable such as calls for service or
number of sworn officers. The primary advantages of this cost allocation approach are

that it isrelativdy simpleto calculate and communicate, and that it badarservice

utilization with potential service demands and general ability to pay.

For estimating potential fiscal impacts of the options, a good allocation formula that is
weighted equally should be used: 50% based on population and 50% on calls éer servi
or number of sworn personnel. Other service utilization measures could easily be used,
however, such as total number of calls for service (irrespective of call duration).

We recommend this approach because it represents a balance between easatadrcalcul

and metlbdological rigor.Since there are an unbalanced number of calls for service vs.
popul ation, there may be substanti al di ffe
documentation of calls for service. We recommend a balanced apphnasicicludesthe

population and number of sworn officers.

Method B: Equal Share and Population Formula

One often used and simple formula is to distribute costs based on a fixed equal share,
plus a proportionate share based on population. There are certain fixegissosiated

with operating a dispatch center that are required regardless of the size, call, apldme
location of a center. For example, a base radio and oredelmunicator are required
regardless of the number of calls dispatched. On avetagge fked costs equate to
approximately 20% of operating costs. The balance of the costs is then distributed on a
per capita basis. The theory that supports this formula is that the primary responsibility of
police, fire, and EMS departments is to protect peapid people generate calls.
Therefore, on average, the larger the municipajpspulation, the more calls it is likely

to generate. The equal portion (20% of operations) and the per capita portion

(% of population to the total county) are combined ttedaine the total cost to the
municipality.
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Method C: Equal Share, Population, and Equalized Value Formula

A third option used by many consolidated dispatch centers includes equalized value in
the formula. Typicallythe costs are distributed based onftrewulaused in the example
below.

20% equal share + proportion of population x 80% of costs divided by 2 + proportion
of equalized value x 80% obsts divided by 2 = cost share

In this case, eackntity would be charged a 20% equal share. The balano&hke
divided equally betweea a ¢c h v i | Itiangte share op populption and equalized
value.

Method D: Equal Share, Population, Equalized Value, and Call Volume Formula

A fourth option is to include call volume in the formutaether with equal sine,

population, and equalized valughe primary advantage of this approach is that it brings

in a number of cost drivers for the operatitiis more difficult to use this formula at the
outset of a new system, because few PSAPs record calls in théasaima. However,

once a consolidated center is operating and a uniform system of determining call volumes

is established, this method represents the
systemand along with a 20% equal share may be the most btpuitay of distributing
costs.

An examplegformula for this approach s follows

20% equal share + proportion of population x 80% of costs divided by 3 + proportion
of equalized value x 80% of costs divided by 3 + proportion share of calls (with fire
EMS calls doubled) x 80% of costs divided by &ost share

There are a number of other funding formulas that weigh various factdtake into
consideration such things as high concentrations of retail or industrial properties that may
have an impact on fioe and fire call volumes. These factors should be taken into
consideration at the time a methodology is developed.
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10.3Appendix C: Table of Duties and Tasks
The following tabldists duties and tasks currently perform@gdispatchers. Each item

thathas@ YESO i s recommended to be performed w
center. Iltems with a ANOO should stay at t
Task Tasks Moving to the

Consolidated Dispatch
Communications Duties

911 Answering YES
Fire Dispatch YES
EMD YES
Answer PW or VH Phones after Hours YES
Radio Contact with PW or Other Utilities YES
Operate Voice Logger YES

Interoperability Systems

Activate Weather Sirens YES
Answer EMnet Alerts YES
Monitor StarCom21 Radio YES
Wide AreaDatabase

UCR Reports YES
Crash Report Coding and Processing YES

Local Databases

CAD Entries YES

CAD File Maintenance YES
Process Vacation / House Watch Requests YES
Maintain Forms Inventories for Communications Center On YES - Supervisor
Maintain Forms Inventories (Local Forms) NO
Maintain Lost Pets Log YES
Maintain Streetlight Log YES
Maintain Property Inventory NO
Maintain Communications Center Property Inventory YES - Supervisor
Maintain Business Contact Files YES
Maintain Repossession Logs YES
Maintain Personnel Records (Payroll) NO
Maintain Personnel Records (Payroll) for Communications YES
Center

Senior Citizen Program YES
Handicapped File YES
Monthly Reports NO
Monthly Reportg Dispatch Related YES - Supervisor
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Task Tasks Moving to the
Consolidated Dispatch

Daily Log Entries YES
Premises File YES

LEADS

LEADS Inquiries YES

LEADS Entries YES

LEADS Validations YES

LEADS Audits YES
[-CLEAR Admin YES

Administrative Phones

Administrative Telephone Line Answering Overflow andevenings and
weekends
Approximate # of Daily Administrative TX Calls *
Screen TX Calls for Officers NO
Screen TX Calls for Supervisors NO
Screen TX Calls for Staff NO
Alarms
Monitor Alarm Panel YES
Maintain Alarm Panel Info YES
Process/Issue Alarm Permits NO
Monitor Alarm Board (Police) YES
Monitor Alarm Board (Fire) YES
Maintain Alarm Board DB of Key Holders YES
Invoice False Alarms NO

Records Duties

Handle Records Duties NO
Process Expungements NO
Prepare Transfer Sheets NO
Enter Police Reports Data NO
Enter Traffic Citations & Warnings Data NO
Maintain Traffic Stop Data NO
Enter Parking Tickets NO
Create/Maintain CAD Global Jackets NO
Service FOIA Requests NO
Answer SubpoenasDispatchRelated YES - Supervisor
Answer Subpoenas NO
Maintain Warrant Files NO
Order Office Supplies NO
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Task Tasks Moving to the
Consolidated Dispatch
Press Releases NO
Payables Database NO
Court Courier NO
Permits, Etc.
Sell Parking Permits NO
Process Solicitor Permits NO
Sell or Process Permits (Other) NO
Register Bicycles License/Database NO
Register Solicitors NO
Handle FOIA Requests NO
Issue Village Permits (NeRarking) NO
Maintain Village License File NO
Handicapped Permits NO
Parking
Receive Parking Permissions (Daytime) NO
Receive Parking Permissions (Overnight) NO
Receive Parking Permissions Night Time and Overflow of YES
Daytime Calls
Provide Court Dates or Appeals for Parking Tickets NO
Prepare Tickets for Collection NO
Parking Ticket Complaints NO
Process Compliance Tickets NO

Camera Monitoring

Monitor Police Station Cameras YES
Monitor Prisoner Video Cameras YES
Monitor Prisoner Audio Surveillance YES
Access to Security Cameras for Banks YES
Access to Security Cameras for Schools YES
Access to Security Cameras for VH / Public Facility YES
Access to Security Cameras for Other Public Area YES
Access to CC fAGold Shieldbo YES

Prisoners & Arrests
Search or Process Prisoners (or Matron Duty) NO

Search or Process Prisoners: Some Matron Dut&slering YES
and serving food, etc. A search only if opposite sex is requi
and not available within the sworn officer staff.

LiveScan Processing NO

Make Physical Prisoner Checks YES
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a A O J (O -
onsolidated Dispa

Take & Prepare Traffic Bonds NO
Fingerprint Prisoners NO
Prepare Arrest Reports for SA NO
Public Duties

Public Walkin Counter Contact (Face to Face) NO
Fingerprint Services NO
Maintain/Store Village Keys NO
Maintain/Store Private Property Keys NO
Fingerprint School Employees NO
Child Safety Seat Technician NO
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10.4 Appendix D: Job Descriptions

Job Description for Public Safety Dispatcher

The following is a recommended job description for the pidafety dispatchers.

Job Description
Public Safety Dispatcher

Qualifications

1. Must be a US citizen.

2. Must be at least 21 years of age with a high school diploma or GED. Additional
educatiorbeyond high school is preferred.

3. Must have a residencdéphoneg(land line or cellular).

4. Must possess and maintain a valid drivero

5. Must be al#to read, clearly speak, and legibly write the English language and

demonstrate spelling and grammar skills as required to effectively compose

descriptive and summaimgformation.

Proficiency in other languages is desirable.

Must be able to type/keyboard 35 words per minute.

N o

Requirements

1. Must pass hiring examination as established by the Communications Center.

2. Mustpass a hearing test as established by tramunications Center.

3. Must pass @sychological examination and a background investigaitafuding
fingerprint clearance

4. Must have vision correctable to 20/20 and color vision to identify red, green, and
yellow.

5. Must be free of any illicit drug usage.

6. Mustsuccessfullicompletenew employee training and probationary period within 18
months ofdate of hire.

7. Mustobtain and maintain all required state certificates and licenses by the end of the
probationary periodncludingbut not limited taLEADS school certificationBasic
Telecommunicatgrand PR and First Aid certification.

8. Must be abldo work a flexible rotating schedufday shift, evening shift, night shift)
or overtime as necessatry.

9. Must have thelaility to remain calm in emergency situatis and relay that
composurgo callers and field personnel.

10. Must have gcellent listening skills and the ability to communicate clearly and elicit
needed information from emotionally stressed and otherwiéealging callers.

11. Must have the ability to lea dispatching skills and become thoroughly
knowledgeable on the geographic area and boundaries served by polieadfire
EMS agencies
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12. Must have a professional demeanor and sensitivity to maintain effective working
relations with other employees aimtieract tactfully with the public to resolve
situations that may involve high levels of stress or emotions, often in emergency
circumstances.

13. Must achieve acceptable performance ratings when evaluated on appropriate use of
sound community relations andenpersonal skills, ability to make sound decisions
with minimal direction and under stressful conditions, prompt and effective written
communication, completion and submittal of reports, and general observations of
essential responsibilities, duties, atber performance standards.

14. Must have the ability to perform under periods of very high stress.

15. Musthave the ability to process, assess, and react to large amounts of information
quickly and to concentrate during periods of high stress

16. Must have the ality to analyze situations objectively and impartially, and react
quickly and calmly in emergency situations.

17. Must have the ability to effectively deal with a variety of unpleasant circumstances
and unusual human conduct associated with and/or arisimgefinergency
situations, including but not limited to mental and/or physical stress, panic, etc.

18. Must have the ability to learn to enter and retrieve data from computer aided dispatch
software and effectively use other computer systems and software appsicat

19. Must have the ability to learn and understand police terminology, rules, regulations,
policies, procedures, and operations and apply the same.

20. Must have the ability to learn, interpret, and apply appropriate laws, ordinances, and
Communications Centgoolicies in order to provide the public and coworkers with
information or assistance.

21. Must have excellent verbal communication, analytical, interpersonal, problem
solving, multitasking, and decisiemaking skills.

22. Must have the ability to work indepently or as a team member and make sound
decisions with minimal direction and under stressful circumstances.

General Summary/Description

A Communication®ispatcher is a neeworn position under the direction of the
CommunicationdanagerThe Dispatcher isesponsible for operating the police
computer systemand theradio systems for police, fir&MS, and public works
handling inconng telephone emergency and remergency callsaccepting complaints
from citizens both in person and over the ph@mal nonitoring the security and safety
of prisoners. The Dispatcher is also required to complete vastbestasks as asgned
by the Communications Manager

TheDispatchedispatches all requests for emergency andermargency services.
Personnel in thisgsition ®llect appropriate information and relay the information and
instructions to the appropriate responding police unit or fire department Regional
Emergency Dispatch (RED) Center. Thispatcheiassists in collecting, compiling,
processingand maindiningaccurate computer aided dispatch (CA&jords and
provides other police services as needed.

Presnted by Elert & Associates Pageb5



Kenilworth, Northfield, and Winnetka Consolidation Study

Essential Responsibilities and Duties

Essential responsibilities and duties generally include, but are not limjtide to
following:

1.

10.

11.

12.

13.

14.

15.

Operate public safgtcommunications equipment, providing public safety
communications to the general public and emergency responders (fire departments,
law enforcement agencies, RED Center and emergency medical service providers)
through radio, telephonand interpersonalcéions.

Understand and communicate on the police, éinel public works radio systems
Promptly answer telephones and receive requests for police service; determine
appropriate police response and dispatch personnel.

Obtain all the appropriate informati@md set priorities while receiving and
dispatching requests for emergency and-eamergency police, firand ambulance
service

Adhere to the regulatiorsf the FCC, NORCOM, and otheeplartment procedures
when making radio transmissions

Treat all persns within the scope of his/her authority in a civil manteting such
action to ensure the protection of their civil rights

Provide necessary and relevant information and directions to responding police and
fire units (via RED Center), coordinate efolietween units, and document all
information provided to the units

Operate the various computer systems within the Communications Qé¢astrenter
and retrieve data from LEADS (Law Enforcement Agencies Data System), NCIC
(National Crime Information Geer), PIMS NET (Police Information Management
System Network), and other law enforcement databases, and the \dbaggiar and
fire alarm systems. Run computer inquiri@sgenter stolen property and missing and
wanted person(s) as necessargampliance with procedures and relevant LEADS
and NCIC guidelines

Monitor onduty activities of police officers for purposes of assigning calls and for
officer and community safety. Remain aware of the status and assignments of each
onduty officer, to eable efficient assignment of calls and help to assure the safety of
personnel

Maintain holding cell logs, monitor the prisoner holding facility, and provide
necessary reports to superior officer(s) regarding prisoner security

Maintain the following logsbDaily Bulletin, Patrband Parking Bulletin, Animal &g,
TowedAutosLog, Adult Lockup Log, Senior Citizen Calh Log, and such others as
required by procedure

Conduct prisoner welbeing inspections in the holding facility without physical
interactionwith prisoners or arrestees every Hadiur, and order prisoner food at the
appropriate times, documenting these tasks as required by pracedure

Provide information, directiongnd other services that are not related to the primary
mission of the policand fire departments to members of the public as necessary
Process and respond to remergency telephone calls and take accurate messages
for police personnel when required

Protect the confidentiality of all files, recordsd other written documentssed or
maintained in the Communications Center
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16. Attend and complete various training programs required by policy or government
regulations, such as LEADS and PIMS NET

17. Perform all other duties assigned by the Communications Manager

18. Work different shifts24 hours a day, 7 days a week, 52 weeks a year, including
rotating shifts

19. Sit and remain alert for prolonged periods of time

20. Understand and respond quickly and accurately to written and oral directions,
instructions, inquiries, and requests

21. Maintain onfidentiality in the performance of duties

22. Work independently and effectively within the confines of standard operating
procedure

23. Act quickly, calmly, and decisively in emergencies under stress

24. Updatehouse watch lists.

Disclaimer

The above statemerdse intended to describe the general nature and level of work being
performed by people assigned to this job. They are not intended to be an exhaustive list of
all responsibilities, dutiesind skills required afispatch personnel.
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Job Description for PSAP Manager

The following is a recommended job description for the PSAP Manager

Job Description
PSAP Manager

Qualifications

1. Must be a US citizen.
2. Must have a Bachelor Degree in Public Administration Communications or closely
related field.
3. Must have fiveyears of public safety communications (911 dispatch center)
experience.
4. Must have three years of managerial/supervisor experience in managing a public
safety communications center.
5. Must have Supervision and Management training
6. Must have Emergency Manageméraining to include FEMA: IC800 Expanding
Incidents for Operational First RespondersD®01 Emergency Program Manager,
IS-00100.a and ICS100 Introduction to the Incid€otnmand System, and
IS-00700.a National Incident Management System (NIMSpthuction.
7. Prderence t&Eamergency Number Professional certifications (ENP)
8. Must have basic knowledge of accounting practices and plescip
9. Must have working knowledge of CAD systems.
10. Must have working knowledge of 911 systems.
11. Must have working knowledgof radio systems.
12. Must have basic knowledge of 911 records retention.
13. Must have TAQTerminal Agency Coordinator) Certification to allow the entering
and retrieval of data from state of lllinois NCIC
14. Must have experience drafting policies and procedures
15. Must have knowledge of applicable laws, rules, regulations, and standard operating
procedures related to public safety communications centers.
16. Must have a residence telephone (land line or cellular).
17. Must possess and mai rronatherstataof nesadenced dr i ver 6
18. Must be able to read, clearly speak, and legibly write the English language and
demonstrate spelling and grammar skills as required to effectively cempos
descriptive and summary information.
19. Proficiency in other languages is desie.
20. Must be able to type/keyboard 35 words per minute.
21. Must have basic knowledge of Microsoft Word, Microsoft ExaatjMicrosoft
PowerPoint and the ability to prepare Word documents, Excel spreadsinelets
Power Point presentations.

Responsibilities

1. Attend monthly meetings with the Board for the Consolidated Dispatch Center.
2. Responsible fomaintaining all financial data, includirepnnual budget, purchases,
maintenance fees, monthly fees, payroll etc.
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8.
9.

10.
11.
12.
13.
14.
15.

16.
17.
18.
19.
20.
21.
22.
23.
24,
25.

26.
27.

Develop and maintain a capital plan for equipnreptacement.

Responsible for ensuring communications equipment including radios, computer
consoles, 911 equipment, and telephones are maintained and working properly.
Responsible for overall operations of the communications ¢eartsuring that it
operdesin an efficient manner and that all calls for service are handled in a prompt
professional manner according to policies and procedures.

Plans, assigns, supervises, monitors, and evaluates the work of Public Safety Dispatch
personnel.

Prepares shift sedule, ensuring at least minimum staffing requirement is maintained
at all times.

Develops and maintains policy and procedures for the communications center.
Ensures that operational procedures are followed to minimize liability.

Ensures that data entmyto LEADS and NCIC is properly entered and maintained.
Must be Terminal Access Coordinator certified.

Maintains 911 call statistics and provisieo Board with monthly reports

Performs the duties of a Public Safety Dispatcher when necessary

Assists with o-the-job training of new employees in each work assignment.

Attends regular stafffmanagement meetings, collaborating with other management
staff to identify problems and develop lerajnd shorterm improvement strategies.
Coaches, counsels, and mentorpyees, providing ongoing constructive feedback.
Reviews and addresses roompliance of policies and procedures with employees.
Prepares reports, statistical analysis, and correspondence as required by the Board and
requestdby Police Chiefs.

Provides duplication from the Centsr24hour recording system, while adhering to

all state and federal laws governing dissemination of information.

Must address and resolve public and law enforcement complaints.

Must report to work during inclement weather, and during emergency situations (e.g.,
disasters, severe storms, below minimum staffing until situation is corrected or
minimum manning is maintainable).

Coordinates activities of emergency police serviceb thié Red Center and other
agencies during disaster situations.

Develops and maintains ongoing training for dispatch personnel ashiite plan

for dispatchers.

Evaluates dispatcher performance during the normal course of duties and performs an
annualperformance report on each dispatcher.

Disseminateinformation to the news media in accordance with 911 regulations and
Freedom of Information Act.

Provides testimony in criminal court proceedings

Maintains security of the dispatch facility

Requiremens

1.
2.
3.

4.

Must pass hiring examination as established by the Communications Center.
Must pass a hearing test as established by the Communications Center.

Must pass a psychological examination and a background investigation, including
fingerprint clearance.

Must have vision correctable to 20/20 and color vision to identify red, green, and
yellow.
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No o

10.

Must be free of any illicit drug usage.

Must successfullycompletea probationary period within 18onths ofdate of hire.

Must obtain and maintain all required state certificates and licenses by the end of the
probationary period, including but not limitedttBADS school certificationBasic
Telecommunicator and Emergency Medical Dispatch, and CPR and First Aid
certification

Must have the ability to learn dispatching skills and become thoroughly
knowledgeable on the geographic area and boundaries served by polieadfire

EMS agencies

Must have a professional demeanor and sensitivity to maintain effective working
relations with other employees and interact tactfully with the public to resolve
situations that may involve high levels of stress or emotions, often in emergency
circumstances.

Must understand the essential responsibilities and duties of dispatch personnel and
perform them as necessary.
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10.5Appendix E Computer Aided Dispatch (CAD) Background Information

Computer Aided Dispatch (CADgfers to software residing on a computer to aid and
assist a dispatcher in performing his/her duties. It allows emergency opsgatid
communications to be assisted, augmented, or partially controlled by an automated
software system. The most important part of a dispatch system is the dispatcher or
communications specialist and the tools available to him/her. Dispatchers in amoder
communications center are trained specialists with the ability to do multiple tasks in a
quick, accurate, and complete manner.

In years past, dispatchers were untrained, recorded little information, and provided few
details to a responding person. Asei went by, dispatchers were required to document
more information, provide more details, and handle all types of callers with all of their
problems. Handvritten records were difficult to fill out, difficult to maintain, and
sometimes impossible to findh&n they were needed later. Some, when found, were
illegible. Today, computers assist the dispatchers in recording events, providing
information, maintaining an audit trail, and allowing the dispatchers to access large
amounts of information relating todations, people, events, resources, and-@ten
codes and recommendations.

A computer aided dispatch system must provide statbe-art functions within a
communications center. The system must be functionally friendly, with the ability to
multitak many different processes in a quick action environment. The process of
gathering, verifying, coding, saving, and retrieving information is not simple. This
process must be done quickly and correctly. CAD software is complicated, sophisticated,
highly reiable, and necessary in a modern communications center. The CAD system
must control emergency vehicle dispatching, vehicle status, incident reporting, and
management of information, along with many other tasks.

There are two types of CAD systeinsall taker and dispatch. In a call taker system, a

call taker receives and places information into the computer. The information is
transferred electronically to a dispatcher. The dispatcher then dispatches the call based
upon the information. With a call takerssem, the call taker and dispatcher can work in
separate rooms or areas. Some call taker dispatch systems separate police and fire
dispatchers. With modern CAD systems, both methods are available, and CAD can be
accessed on any networked computer withptioger authority. In cases of major

incidents or disasters, other personnel can enter information into the CAD system from
other areas and the dispatchers can then process the call.

A public safety agency receives information in many ways. Informatignb@aeceived

by mail, telephone (911) (TDD), direct contact at the agency, officer contact, radio,
e-mail, or computer network. The next generation 911 will give access via other mobile
devices. A computer aided dispatch system increases dispatcheneifiend accuracy

by providing more timely and accurate communications and information. Information is
entered into the computer while being received in a systematic and logical format. The
information a dispatcher receives will determine if a responsedsssary and the type of
response. The response may be police, fire, or emergency medical services, or a
combination of these. Correct geographic and supplemental information about a location
is critical.
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The CAD system provides dispatchers with geogjpiiormation and history,
recommends the best response, shows unit status, transmits the data to mobile units or
faxes, and tracks all the information and places it into a record for later retrieval or
review. The record should be an accurate, chronoabgand easily read record of every
incident and unit activity.

A CAD system improves the means of handling calls from the public; provides greater
accuracy, speed, and efficiency; minimizes data handling; provides accurate, up to date
information; incrases officer productivity; and most importantly, provides important
information to officers for their safety.

A sophisticated computer aided dispatch system, as you may well imagine, does not take
care of itself, and a new CAD system does not prepateatsgartup time. It takes an
enormous effort to place a new CAD syst@munning order. Installing a new CAD

system requires a total commitment from the agency to dedicate time from supervisors,
dispatchers, trainers, IT personnel, and the vendors.

Onee installed, a CAD system requires constant updates in data fields, to ensure that
information remains accurate as locations change and new roads, homes, and buildings
are constructed. A key item for a successful installation and smooth running is training
Training is required of all the users, administrators, staff, and IT personnel involved.
Training needs to be a high priority, not minimized.

Most agencies with a CAD system also have a redundant CAD server working in tandem
in the event that one fail$his server should be located at a backup site or another PSAP
that is utilizing the same software.
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10.6 Appendix F
The following table includes 911 calls plus 100% of administration calls.

Sunday

Averaie Delai beforeAnswer 2 Seconds

Rostering Efficiency 91%

Calls by Time of Day

Calls
per 30 minutes
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