AMENDMENT NO.1TO
CONSULTING SERVICESAGREEMENT

This Amendment No. 1 (“Amendment No. 1”) to the Consulting Services
Agreement dated January 17, 2019 (“Agreement”), is by and between York County,
Pennsylvania (*“County’’), with an address of 28 East Market Street, Y ork, PA 17401, and
IXP Corporation (“Consultant™), with an address of 103 Main Street, Princeton, NJ
08540.

Consultant and County desire to amend the Agreement, pursuant to Section 18.0,
effective as of the date this Amendment No. 1 is signed by authorized representatives of
the parties, to modify the terms and conditions of the Agreement as more particularly set
forth herein.

In consideration of the mutual obligations, promises and covenants set forth in this
Amendment, the parties agree as follows:

1. New Schedule A (the “Statement of Work™ or “Services”) is attached to this
Amendment 1.

2. New Schedule B (Fees and Payment Terms) is attached to this Amendment 1.

3. Section 2.0 entitled “TERM _OF AGREEMENT?” is deleted in its entirety and is
amended as follows: The term of this agreement will commence on January 17, 2019 and,
unless earlier terminated pursuant to Section 6, will terminate on March 23, 2020 (the
“Term”). During the Term, Consultant agrees to provide Services as required by County
within the scope of this agreement. The parties have the option to extend for additional 6-
month terms.

4. Section 4.0 isdeleted in its entirety and is replaced with the following:

4.0 NO JOINT EMPLOYER RELATIONSHIP. Notwithstanding anything in
this Agreement to the contrary, Consultant shall provide the services under this
Agreement as an independent Consultant/vendor to the County. The County and
Consultant shall not be considered or deemed a joint employer or ater ego
employer of the County’s employees for any purpose or reason whatsoever.
Consultant shall have no authority to contract for, or to otherwise obligate, the
County in any way for any purpose; similarly, the County shall have no authority
to contract for, or to otherwise obligate, Consultant in any way for any purpose.
Consultant shall not be liable for any debts or obligationsincurred by the County;
similarly, the County shall not be liable for any debts or obligations incurred by
Consultant.  Neither the County nor any of its employees, agents or
representatives shall be treated as an employee of Consultant for any purpose,
including, but not limited to, federal, state or local wage and hour and/or tax laws
and none of them shall have any claim against Consultant for any benefit or policy
applicable to the County employeesincluding, but not limited to, wages, any paid
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time off, retirement, pension or 401(k) benefits, FICA (Social Security), medical,
dental, long-term disability, short-term disability, workers’ compensation or
unemployment compensation insurance benefits of any kind or otherwise whether
by County policy, practice or contract (including, but not limited to, any collective
bargaining agreement covering any County employee). The County will be and
remain the sole employer of al Call Center employees and to retain and
exclusively exercise that authority and responsibility to hire, discipline and/or
discharge, and to recognize and bargain with any labor organization representing
such employees.

5. Section 6.0 isdeleted in its entirety and is replaced with the following:

@

6.0 TERMINATION/CURE PERIOD

This agreement may be terminated or modified prior to its expiration as follows:

Either party may terminate this agreement upon issuance of 30 days written notice
for Materia Breach of any term of this agreement and the failure to cure such
breach within 15 days of receipt of written notice. “Material Breach” is defined
as either party’s failure to perform based upon the SOW and/or timelines
provided. It is agreed that such failure must be based upon the direct actions,
inactions, or omissions of Consultant or County to be grounds for termination.
Consultant’s failure to perform under this agreement due to County’s failure to
implement necessary recommendations given by Consultant or County’s failure
to not meet required timelines do not constitute a breach by Consultant.

(b) Consultant may terminate this agreement or suspend work by giving 30 days

(©

6. Section 7.0 is modified to include the identification of the Project Manager as Kevin
Kearns, who will be the point person for the Center Staff and County Leadership Team

written notice to County if County fails to make timely payments pursuant to
Section 3.0. Termination for this purpose will be after County has been provided
written notice and an opportunity to cure the breach within 15 days after the
receipt of written notice from the County.

Either party may terminate this agreement for convenience upon 60 days written
notice, which shall include a termination plan for the winding down and
completion of some activities during the termination period. All payments due
through the end of the 60 days shall be due and owing as long as the work is
continuing during the termination period. Such activity will include atermination
plan agreed to by the parties.

regarding the implementation of the services as included herein.

7. Section 8.0 is modified to include that any independent contractors employed by
Consultant shall be so employed for this project after disclosure to and with the

authorization of the County.
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8. Section 10.0 isdeleted in its entirety and is replaced with the following:

10.0 INDEMNIFICATION.

10.1 Indemnity by Consultant. Consultant will indemnify, defend, and hold
harmless the County and its officers, employees, agents, successors and assigns
from and against any third party claims, to the extent caused by the negligent acts,
errors or omissions of the Consultant or anyone for whom the Consultant is
responsible, proven by a court of competent jurisdiction that has entered a final
unappeal able judgment on a Claim adjudging Consultant liable for a monetary
judgment. Consultant’s obligation to indemnify the County as set forth above is
conditioned on the County providing reasonable cooperation, in their
investigation and defense. Notwithstanding the above, Consultant will not be
required to defend or indemnify County with respect to any loss, damage,
expense, demand, claims or cause of action arising out of, or caused by the
negligence of County, individualy or collectively, its subsidiaries or officers,
agents, servants or employees of County. Consultant will have no obligation to
indemnify, defend nor hold harmless the County for the County’s acts, omissions
or negligence, regardless of whether the County’s acts, omissions or negligence
are independent of, in addition to, or coincide with any acts, omissions or
negligence of Consultant. Each party shall be liable for third party claims made
against such party for its own individual acts, omissions, or negligence without
joint and severd liability.

10.2 No Consultant Liability.  Consultant will not be liable to the County
pursuant to this Section 10 or otherwise if its ability to provide Services is
frustrated due to the fault of County’s tenancy/relationship with the Facility or
utility or other service providers or due to other conditions beyond Consultant’s
reasonable control. In addition, Consultant will not be liable to the County
pursuant to this Section 10 or otherwise for degradation of performance levels or
reductions in functionality under this Agreement if the degradation of
performanceisdue, in whole or in part, to the function (or lack of function) of any
of the technology, County Software, Software, Systems or equipment provided to
the Consultant, by the County, it being understood and agreed that the Consultant
will have no duty to maintain, monitor, test or otherwise determine whether the
technology, County Software, Software, Systems or equipment is properly
functioning. Moreover, Consultant will not be liable for any action, omission, or
negligence, which takes place or is alleged to have taken place at any time after
the dispatch of such call from the Emergency Call Center that is caused by athird
party who acts independently of and outside of Consultant’s control and
supervision, unless such act is a direct result of the actions or omissions of the
Consultant. Additionally, if County cannot meet its staffing levels, Consultant is
not responsiblefor failing to meet the performance standards set forth in Schedule
B, which rely upon a full staffing of that department, unless such failureis as a
direct result of the actions, inactions or omissions of Consultant, but where full
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staffing is not amaterial aspect of meeting performance standards those standards
are required to be met. Lastly, Consultant will not be liable for any action,
omission, or negligence, which results from the County’s failure to follow
Consultant’s advice.

10.3 Indemnity by County. County will indemnify, defend, and hold harmless the
Consultant and its officers, employees, agents, successors and assigns from and
against any third party claims, to the extent caused by the negligent acts, errors or
omissions of the County or anyone for whom the County is responsible, such
responsibility proven by a court of competent jurisdiction that has entered a final
unappealable judgment on a clam adjudging County liable for a monetary
judgment. County’s obligation to indemnify the Consultant as set forth aboveis
conditioned on the Consultant providing reasonable cooperation, in their
investigation and defense. Notwithstanding the above, County will not be
required to defend or indemnify Consultant with respect to any loss, damage,
expense, demand, claims or cause of action arising out of, or caused by the
negligence of Consultant, individually or collectively, its subsidiaries or officers,
agents, servants or employees of Consultant. County will have no obligation to
indemnify, defend nor hold harmless the Consultant for the Consultant’s acts,
omissions or negligence, regardless of whether the Consultant’s acts, omissions
or negligence are independent of, in addition to, or coincide with any acts,
omissions or negligence of County.

Additionally, the County shall defend, indemnify and hold harmless Consultant
and all of its divisions, parents, subsidiaries, affiliates or related entities, its and
their, present and future officers, directors, trustees, members, shareholders,
partners, insurers, attorneys, legal representatives, employees and agents and all
of itsand their respective heirs, executors, administrators, successors and assigns
(collectively, the “Consultant Indemnified Parties”) from any and al claims,
demands, liability, loss, damages, costs or expenses, including, but not limited to,
attorneys’ fees and costs, arising from the County’s or Consultant’s failure to
make the payments, withholdings or benefits, if any with respect to any County
employee under any statute, legal theory (including, but not limited to, joint
employer and/or ater ego) or contract including, but not limited to, any collective
bargaining agreement covering the County employees. If any court or
administrative agency deems the relationship between Consultant and the County
employees as an employer-employee relationship, either directly or indirectly,
under any contract (including, but not limited to, any collective bargaining
agreement covering any County employee), statute, legal theory (including, but
not limited to, joint employer and/or alter ego) or otherwise, then in such event,
the County shall defend, indemnify and hold harmless Consultant Indemnified
Parties from any such determination and the County shall bear any and all costs
associated with such determination including, but not limited to, wages, any paid
time off, retirement, pension or 401(Kk) benefits, FICA (Social Security), medical,
dental, long-term disability, short-term disability, workers’ compensation or
unemployment compensation insurance benefits of any kind or otherwise whether
by County policy, practice or contract (including, but not limited to, any collective
bargaining agreement covering any County employee), and any penalty or


1189
Typewritten text
4


admintstrative fee or related cost. Should Consultant terminate this Agreement or
should this Agreement terminate by its terms, said termination shall not trigger
any obligation on Consultant under any federal, state or local law including, but
not limited to, the Worker Adjustment and Retraining Notification Act of 1988
(the “WARN Act”) and/or any state or local equivalent and, fo the extent any
claim is made against Consultant under the WARN Act and/or any state or local
equivalent, the County shall defend, indemnify and hold harmiess Consultant
Indemnified Parties from any such claim.

9. Except as expressly amended herein, all other terms and conditions of the original
Agreement for Consulting Services remain in full force and effect without modification.
The parties agree that Schedule C, attached hereto is the Final Report of IXP dated June
17, 2019 and that the information and recommendations as outlined in Schedule € shall
become part of the SOW and review process of the Agreement and will be referenced and
implemented as the goals of the parties as intended by this Agreement. The parties agree
that the Schedules attached hereto are incorporated herein by reference and are part of the
agreement. To the extent any inconsistencies exist between the terms and conditions of
this Amendment No. 1 and the terms and conditions of the original Agreement, the terms
and conditions of this Amendment No. 1 will prevail.

This Amendment will become effective when all the parties have signed it. The
date this Amendment is signed by the last party to sign it (as indicated by the date
associated with that party’s signature) will be deemed the date of this Amendment.

Each party is signing this Amendment on the date stated below that party’s

signature.

YORK COUNTY +IXP CORPORATION

By: By:o%f-’uwf-&- B '(U\r—w‘:- N

Susan Byres, President Commissioner

Title: 'Pm'):c&emt + C.606

By: Name:Lc&w renee D Consalvos

Doug Hoke, Vice President Commissioner

By: Date: __ ! 1 \-. 19

Chris Reilly, Comnmissioner

Mark Derr, Chief Administrator
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SCHEDULE A

STATEMENT OF WORK WITH RESOURCESAND TIMEFRAMES

IXP will provide Y ork County with the following management and operational

consulting services in support of the County’s initiative to transform the 9-1-1 emergency
communications center into a high-performance organization. Thiswill be accomplished
through a series of coordinated business process reengineering activities coupled with
oversight and coordination of the change management process as outlined below.

1. Customer Engagement and Definition of Customer Agency Requirements
and Expectations— IXP will provide onsite support and full-time engagement for
aprocess of gathering information regarding the specific operational requirements
and expectations of each of the law enforcement, fire service and emergency
medical agencies served by the Center. Thiswill be conducted through a
combination of direct interviews with the leadership of each agency and then
migrated to a well-defined process for ongoing communications with each
agency, and these disciplines collectively. County staff will be integrated into this
process to build a stronger foundation for sustaining the process going forward.

Through this process, each customer agency will have a clear and direct path to
assure that their needs have been identified while also gaining a deeper
understanding of how their individual agency needs align or differ from the other
organizations being served by the Center. The process will also provide a
mechanism for the Center to routinely and directly inform the customer
communities of the needs and requirements at the Center so that well-coordinated
services can be delivered to all agencies being served. |XP anticipates this change
management process can be completed in 4 months from the commencement of
agency interviews.

IXP Resources— Three members of IXP’s team will be engaged in this body of
work:
Kevin Kearns will spend an estimated 220 hours on this work. In addition
to his overall role as IXP’s onsite lead for the duration of this project,
Kevin will aso focus much of his early time working with the Fire and
EMS user agencies.
Joe Estey will spend an estimated 160 hours on this work with a
combination of 4 onsite cycles of 2 weeks each and work offsite between
these cycles. Joe’s focus will be with the law enforcement user agencies
and the processes supported by the SCOPE unit.
Michelle Kessler will spend an estimated 120 hours on this work with a
combination of 5 onsite cycles of 2 weeks each and work offsite between
these cycles. Michelle’s focus will be on operations at the communications
center, working with the center staff.
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2. Alignment and Management of Operational Policies and Procedures —
Concurrent with the activities in #1 above, | XP will conduct a thorough review of
the current operational policies and proceduresin use at the Center and the policy
and operational mechanisms currently in place to keep these current. Then, as
information emerges from the customer agency engagement process, IXP will
work with the customer community, Center staff and County leadership team to
define specific additions, deletions or changes needed to align the formal policies
and procedures of the organization to the desired outcomes needed by the
customer agencies. This process will also include supporting the process of
defining and putting in place the ongoing mechanisms that will be used to keep
these in alignment over time as operational needs evolve or external factors force
change on the organization. I XP anticipates this change management process can
be completed in 6 months from the commencement of agency interviews.

IXP Resources— Three members of IXP’s team will be engaged in this body of

work:
- Kevin Kearns will spend an estimated 220 hours on this work. In addition

to hisoverall role as IXP’s onsite lead for the duration of this project,

Kevin will aso focus much of his early time working with the Fire and

EMS user agencies.

Joe Estey will spend an estimated 160 hours on this work on the same

onsite/offsite pattern identified in #1 above.

Michelle Kessler will spend an estimated 160 hours on this work on the

same onsite/offsite pattern identified in #1 above.

3. Evaluation of Technology Systems and Change Management Support — IXP
will conduct athorough review of the capabilities and configurations of the
current technology systems, as well as the system operation, system support,
customer support and lifecycle models in place for each system. This information
will establish a baseline understanding of current capabilities and constraints that
could be impacted as potential operational and process changes get defined
through the customer engagement process. With the Computer Aided Dispatch
(CAD) system being the most likely system impacted by potential operational
changes derived through the customer engagement process, IXP’s team will
prioritize the reconfiguration of this system and will work closely with county
staff and the CAD system vendor to identify how the system’s capabilities can be
aligned with the user needs. IXP will also then work closely with the county staff
and vendor to provide management and oversight of any system changes needed
to achieve this alignment.

The review of these systems will also provide information needed to allow IXP to
identify recommended changes (if needed) in organizational structure, contracted
services, lifecycle planning or other aspects of providing a sustainable technology
environment for the center. | XP expects the initial systems review to be
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completed in the first 2 months of the engagement and recommendations for
changes to run concurrently through the remainder of the change management
process.

I XP Resources — Four members of IXP’s team will be engaged in this body of

work:

Kevin Kearns will spend an estimated 80 hours on this body of work and
coordinating other IXP resources.

Paul Heaton will spend an estimated 440 hours on this body of work with
acombination of 5 onsite cycles of 2 weeks each and work offsite between
these cycles. While planning and coordinating CAD and GIS changes will
occupy much of histimein this engagement, he will also support the IXP
team in planning and coordinating any other technology adjustments
needed as revised operational models evolve.

Neal Bowen will spend an estimated 104 hours on this body of work with
a combination of onsite and offsite activities. Neal’s focus will be working
with the Radio and MDC groups to analyze existing operations, identify
key lifecycle issues needed for long-term financial planning, and
evaluation of maintenance and operational process, including outside
vendor contracts and performance.

Jeanette Messer will spend an estimated 40 hours on this body of work, all
conducted offsite. Jeanette coordinates all of 1XP’s technology support for
our Managed Services clients and will supporting Kevin, Paul and Neal as
needed during this work.

4. Alignment of Training and Quality Assurance Processes — | XP will work with
county leadership team, and center staff to gain a complete understanding of the
Center’s current training and quality assurance (QA) practices and identify
changes needed to meet already-identified requirements, as well as meeting and
exceeding the newly adopted requirements of the Commonwealth which go into
effect on 1/1/2020. (This includes changing PEMA requirements and the need for
more cross-training across the entire staff). IXP will then integrate this
information with any other operationa needs or changes that emerge in the
customer engagement process, and outline a restructuring plan for the training,
complaint process and QA programs as needed. I XP will then provide oversight
and coordination and implementation of the change management process to
implement all revised training, complaint process and QA activitiesin the
organization and integrate these into the ongoing policies and procedures of the
organization. IXP expects this change management process will require at least 6
months to transition into a sustainable model for continued operations.

IXP Resources— Three members of IXP’s team will be engaged in this body of

work:
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Kevin Kearns will spend an estimated 80 hours on this work across the 6-
month span of his onsite leadership of the project, coordinating the
activities of IXP and center staff to achieve the required outcomes.

Joe Estey will spend an estimated 124 hours on this work on the same
onsite/offsite pattern identified in #1 above.

Michelle Kessler will spend an estimated 120 hours on this work on the
same onsite/offsite pattern identified in #1 above.

5. Organizational Structureand Workload Analysis— IXP will conduct a
thorough review of the responsibilities and workloads for each position/function
in the Center to establish a clear understanding of current conditions. This
information will then be used as information is devel oped from Items #1-4 above
to allow I XP to make recommendations needed to transform the organization
(whether in structure or staffing levels) to support the desired operational
outcomes and performance. This work will include working with the County staff
to identify potential staffing or shift scheduling changes needed to align with
workload flows through the Center. Thiswork will include evaluating processes
used in recruiting, testing and hiring and recommendations formulated to align
these processes to the characteristics needed to sustain the desired operational
performance and personnel work/life balance. I XP expects any recommended
changes to begin emerging in the first 2 months of the engagement and continue
as needed throughout the change management process.

I XP Resources — Two members of IXP’s team will be engaged in this body of
work:
Kevin Kearns will spend an estimated 120 hours on this work across the
span of the project.
Michelle Kessler will spend an estimated 84 hours on this work on the
same onsite/offsite pattern identified in #1 above.

6. Routine Reporting and Operational Metrics— IXP will evaluate current
systems and current operational reporting process and develop a new proposed
reporting structure based on best practices that includes operational statistics and
analytics targeted at providing County administration and the customer agencies
with a broader understanding of the Center’s performance. Then, as further
definitions of performance expectations are formulated through the customer
engagement and operational restructuring work, IXP will work with the center
staff and the County Leadership team as is necessary, to integrate these into what
will be aroutine reporting structure on an ongoing basis. IXP will produce the
first example of a new reporting structure, based on data available from current
systems and configurations, at the close of the first full calendar month of this
engagement. IXP will then work with county staff to produce subsequent monthly
reports that further integrate the data needed to alow County administration and
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the customer agencies to monitor and track the activity and performance of the
Center.

I XP Resources — Three members of IXP’s team will be engaged in this body of
work:
Kevin Kearns will spend an estimated 80 hours on this work across the 6-
month span of the project.
Paul Heaton will spend an estimated 68 hours on this work, during the
combination of onsite/offsite work described in #3 above.
Jeanette Messer will spend an estimated 20 hours on this work. Jeanette’s
team develops and manages routine statistical reporting for all IXP’s
Managed Services customers and she will bring this experience to assist
Paul as needed.

7. Routine Project Reporting and Coordination — IXP will provide an onsite
project manager for the duration of this engagement. The project manager will
provide weekly status reports and briefings to the County’s designated leadership
team, so they are kept fully abreast of the activities and accomplishments
throughout the change management process. The project manager will also work
onsite with the Center and other county staff to provide a consistent 1 XP presence
to keep the process on track and moving forward. In addition, IXP’s Chief
Operating Officer will arrange to be present for monthly status meetings with the
County Commissioners and executive leadership and work with them as needed
to further align the projects goals, reporting systems and accomplishments with
County needs.

I XP Resources — Two members of IXP’s team will be engaged in this body of
work:
Kevin Kearns will spend an estimated 84 hours on this work across his 6-
month onsite role in the project.
Larry Consalvos will spend an estimated 40 hours on this work across
the span of the project.

I XP Resour ce Summary — I XP will have one or more members of our team onsite

and working with the center staff for the full duration of the 6-month engagement.
Kevin Kearns will be onsite for the duration of the project. While a normal
work week is often characterized as 40 hours, we have found that in projects
of this nature our project lead often experiences work weeks of 50-60 hours
per week. Thisis necessary to address the scope of work being undertaken and
allow for scheduling of evening and weekend work sessions to accommodate
the scheduling needs of the user agencies and the comm center staff. Kevinis
planned for atotal of 884 hours for this 6-month project.
Michelle Kessler will be onsite 5 times during the project and is planned for a
total of 484 hours. Aswith all the IXP team, the onsite work periods will
typically involve more than atraditional 40-hour week.
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Joe Estey will be onsite 4 times during the project and is planned for atotal of
444 hours. Aswith all the IXP team, the onsite work periods will typically
involve more than atraditional 40-hour week.

Paul Heaton will be onsite 5 times during the project and is planned for atotal
of 508 hours. Aswith all the I XP team, the onsite work periods will typically
involve more than atraditional 40-hour week.

Nea Bowen will be onsite 1-3 times as needed during the project and is
planned for atotal of 104 hours. His focus will be supporting the analysis and
recommendations related to the radio and MDC systems.

Jeanette Messer is planned for atotal of 60 hours on the project and will
oversee and support the work performed by Paul Heaton and Neal Bowen.
Larry Consalvos will provide IXP Executive oversight of the project and is
planned for atotal of 40 hours on the project for routine monthly oversight
meetings.
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York County Management Services (by SOW element) v09-09-2019.mpp

ID

Task Name

‘ Duration  |Work

Start

Finish

1

20

21

22

23

24

25

26

27

28

29

York County Management Services (by SOW element)
Notice to Proceed
1. Customer Engagement and Definition of Customer
Agency Requirements and Expectations
Kevin Kearns

Joe Estey

Michelle Kessler

2. Ali and of O

. Policies &
Procedures

Kevin Kearns

Joe Estey

Michelle Kessler

3. Evaluation of Technology Systems and Change
Management Support

Kevin Kearns

Jeanette Messer

Paul Heaton

Neal Bowen

rS

. Alignment of Training and Quality Assurance Processes

Kevin Kearns

Joe Estey

Michelle Kessler

w

. Organizational Structure and Workload Analysis

Kevin Kearns

Michelle Kessler

o

. Routine Reporting and Operational Metrics

Kevin Kearns

Jeanette Messer

Paul Heaton

~

. Routine Project Reporting and Coordination

Kevin Kearns

IXP Executive Oversight

IXP HR and Legal Support

131 days 2,564 hrs

0days0 hrs

131 days 500 hrs

131 days 220 hrs

70 days 160 hrs

120 days 120 hrs

131 days 540 hrs

131 days 220 hrs

70 days 160 hrs

120 days 160 hrs

131 days 664 hrs

131 days 80 hrs

80 days 40 hrs

80 days 440 hrs

60 days 104 hrs

131 days 324 hrs

131 days 80 hrs

70 days 124 hrs

120 days 120 hrs

131 days 204 hrs

131 days 120 hrs

60 days 84 hrs

131 days 168 hrs

131 days 80 hrs

40 days 20 hrs

40 days 68 hrs

131 days 84 hrs
131 days 84 hrs

131 days 40 hrs

131 days 40 hrs

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/30/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/30/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/30/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/30/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 10/14/19

Mon 10/14/19

Mon 09/23/19
Mon 09/23/19

Mon 09/23/19

Mon 09/23/19

Mon 03/23/20

Mon 09/23/19

Mon 03/23/20

Mon 03/23/20

Fri 01/03/20

Fri 03/06/20

Mon 03/23/20

Mon 03/23/20

Fri 01/03/20

Fri 03/06/20

Mon 03/23/20

Mon 03/23/20

Fri 01/17/20

Fri 01/10/20

Fri 12/13/19

Mon 03/23/20

Mon 03/23/20

Fri 01/03/20

Fri 03/06/20

Mon 03/23/20

Mon 03/23/20

Fri 12/13/19

Mon 03/23/20

Mon 03/23/20

Fri 12/06/19

Fri 12/06/19

Mon 03/23/20
Mon 03/23/20

Mon 03/23/20

Mon 03/23/20

York County Management Services (by SOW element) v09-09-2019.mpp
Mon 09/09/19
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SCHEDULEB

FEESAND PAYMENT TERMS

County will pay IXP aflat fee of $750,000.00 for all work associated with Amendment
No. 1.

I X P anticipates work will start on September 23, 2019 and continue for 6 months from
that date. IXP will submit invoices according to the schedule below:

20% ($150,000.00) due upon the execution of Amendment No. 1
16% ($120,000.00) due October 23, 2019 (beginning of month 2)
16% ($120,000.00) due November 23, 2019 (beginning of month 3)
16% ($120,000.00) due December 23, 2019 (beginning of month 4)
16% ($120,000.00) due January 23, 2020 (beginning of month 5)
16% ($120,000.00) due February 23, 2020 (beginning of month 6)

All prices areinclusive of travel and living costs and other customary business expenses
such as printing, and telephone charges. All prices are exclusive of any local, state, or
federal taxes or business fees that may be required to conduct business within Y ork
County, Pennsylvania.

Payment terms are Net 30 days from date of invoice. Failure of County to pay the
invoice by the 45" day after date of invoice will accrue interest at the rate of one and one-

half percent (1 ¥2 %) per month until paid. Payments will be credited first to interest and
then to principal.
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SCHEDULE C

FINAL REPORT DATED JUNE 17, 2019
(Attached)
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YORK COUNTY
DEPARTMENT OF EMERGENGY SERVIGES
3-1-1 GOMMUNIGATIONS GENTER
REVIEW PROGESS

FINAL REPORT
June 17,2019

Conducted by:

R IXP Corporation
IXP Princeton Forrestal Village
ssssssssssssssssssss 103 Mﬂ.ln Street
Princeton, NJ 08540
609.759.5100 phone
609.759-5099 fax




York County Final Report

TABLE OF GONTENTS
EXECUTIVE SUMMARY. ... 1
SEGTION 1- USER AGENCY LISTENING SESSIONS ........coovurririsiccssss s 3
SUMMARY OF LISTENING SESSION INPUTS ......ooovvvvvvvvssssssssssssssssesssssssssssssssssssssssssssss s sssssssssssssssssssssssssssssssssssssssssssssssnns 3
SPECIFIC OBSERVATIONS FROM THE LAW ENFORCEMENT SESSION ...cooooovvvvvvvvvmssnsssssssnnssssssssssssssssssssssssssssssssssssssssssssssssnns 4
SPECIFIC OBSERVATIONS FROM THE FIRE/EMS SESSION ...oooovvnnnmnnnrirscvcssssssssssssssssnssssssssssssssssssssssssssssssssssssssssssssssssssssnns 5
SECTION 2 - ORGANIZATIONAL GOVERNANGE AND STRUGTURE .....ovvercriticisscsisssssss s 8
SEGTION 3 — SPECIFIC AREAS OF IXP REVIEW ... 10
G-11 BALL TAKING w.cevvvvvvvvvvvssssssssssssssssss s ssssssssssssssssssss s 10
ABENCY DISPATEH .oovvvvvvvvvvesssssssssssssss s sssssssssssssssssssss s AR AR AR 10
TRAINING ... sesssssssssssssssss s R R RS 1
QUALITY ASSURANCE ....ovvvvvvvvvvsssssssssssssssnessssssssssssssssssssssssss s s s s AR RS 1
T BUPPORT ...oooooeirssssssssssssssssssssss RSB RSEEEEE R 12
BIS SUPPORT.....ocireesessssssssssssssss s sssEERRRRS AR RR SRR S 13
RADID AND MOBILE DATA .oovvvveueessssssssssssens s ssssssssssssssssssssss s SEESRR 13
SDOPE coooeeeesstsees s s s AR RR L LRRRRR RS 14
SCHEDULING ....ooooeeeeeesssssssssssssssssssssssss s s s s AR 14
ADMIN & SUPPDRT «...covvvvvvvvvssssssssssssssss s s sssssssssssssss AR 14
SEGTION 4 - RECOMMENDATIONS. ..o e 16

Page | 1 submitted by: IXP CORPORATION 609.759.5100 phone  609.759.5099 fax: wiww. IXPCORP.com



York County Final Report

EXEGUTIVE SUMMARY

IXP has appreciated the opportunity to work with the leadership of York County to conduct an
organizational and operational review of your 9-1-1 Communications Center. This work encompassed
several information gathering activities including detailed discussions with York County’s elected leaders and
senior administration officials, listening sessions with the public safety agencies that are serviced by the
Communications Center, and direct on-site observations and interviews with the Communications Center
personnel.

This report provides the results of our examination in more detail, but the key findings are summarized here
to set the stage for the material that follows.

The current organizational structure is not suitable for an operation of this complexity. — The
organizational structure of an emergency communications organization has a direct correlation to the ability
of that organization to be successful. The current structure and governance mechanisms are not well suited
to working with such a large and diverse community of law enforcement, fire service and emergency medical
organizations. They also don’t build the levels of collaboration with those agencies needed for successful
operations.

Relationships, trust and confidence with the public safety customer agencies are largely broken,
with Fire/Emergency Medical Services (EMS) relationships deteriorated to a greater degree than
Law Enforcement. — With such a large number of individual public safety agencies to serve, it is extremely
important that strong relationships are sustained with the user community. These relationships are at or past
the breaking point and a concentrated change-management strategy is needed to rebuild these relationships.

Leadership perception. — Emergency communications organizations require strong leaders who can tailor
their activities and interactions to accomplish two simultaneous outcomes: leading a strong organizational
team that sustains quality service delivery, and doing this while simultaneously nurturing a collaborative
relationship with the customer agencies being served. The leadership of the Center is not perceived as
having the experience and strength to accomplish this outcome.

Current training processes work on paper but are not meeting the needs of the organization which
has a direct impact on performance. — While the organization is meeting or exceeding the minimal
training requirements established by the Pennsylvania Emergency Management Agency (PEMA), the
training program is not aggressively advancing personnel through the process, so they are able to work any
position in the Center as needed. This creates the need for more overtime utilization of the more broadly
trained staff to meet minimum staffing needs. Further, supervisory training needs to do more to develop
leadership and management skills to improve the capacity and quality of the mid-management layer of the
organization.
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Current dispatch processing for Fire/EMS is overly complex which results in the possibility of
dispatch errors and omissions of required data. — Over time, the agency has allowed an exceptionally
high degree of process tailoring to meet the individual needs of the multitude of fire and EMS agencies they
serve. This is always a reality in centers serving a broad range of agencies ranging from agencies fully staffed
with career personnel to ones relying entirely on volunteers. In IXP’s experience, the levels of tailoring
currently in place at York far exceeds what is typically seen in multi-jurisdictional centers. This creates too
complex a process even for the best Computer Aided Dispatch (CAD) system operated by even the best
communications center staff. Significant change management work is needed with the fire and EMS
communities to develop call processing and dispatching protocols that can be executed with both speed and

accuracy.

Lack of full cross-training creates multiple opportunities for personnel to ‘game the system’ and
create opportunities for overtime. — There are numerous work rule issues, which coupled with lack of full
cross-training, creates multiple opportunities for personnel to “game the system” and create opportunities
for overtime. As noted above, by not having all personnel fully cross-trained to work any position in the
center, management needs to post high levels of overtime to keep critical positions staffed. When this is
coupled with work rules that allow personnel to both strategically and tactically plan their leave requests, it
creates opportunities for the workforce to manipulate the system and create more overtime opportunities
than may otherwise occur through normal scheduling. Not only does this increase the overall cost of
running the agency, it can create levels of overwork that are stressful to the workforce, increase the potential

for errors in their work, and increase employee burnout.
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SECTION 1- USER AGENCY LISTENING SESSIONS

IXP coordinated with the Center and the lead representatives from the law enforcement community and the

Fire/EMS community to atrange single sessions for each discipline. These representatives expressed that a

single session with each discipline would increase the level of interaction and sharing of information, and

would benefit from all those participating being present in a focused discussion with their peers.

Two listening sessions were conducted:

8 representatives from 8 separate agencies participated in the law enforcement session

9 representatives from 8 separate agencies participated in the fire/EMS session

SUMMARY OF LISTENING SESSION INPUTS

1.
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The public safety agencies that participated stated that the center treated them with “No sense of
being thought of as a customer”.

The agencies thought that at best the relationships was considered as “coordinative” but fell short of
being “cooperative” and far short of being “collaborative”...which is really what’s needed for a
successful relationship between a multi-jurisdictional and multi-disciplinary comm center.

The agencies stated that there was a strong sense of “the County” (as an abstract concept including
the Commissioners and the Comm Center management) making decisions that the agencies just had
to live with (radios, Mobile Data Computer (MDC), CAD, Comm Center polices/practices, etc.).

The agencies stated that efforts to improve the relationship have produced mixed results.
a. Things feel better with the LE agencies.
b. Fire/EMS relationships struggle, with a strong sense that nobody at the Comm Center
understands their world (and needs).

The agencies stated that much of the interaction between the Comm Center and the agencies ends
up funneled through the “complaint system”. While complaints are documented and tracked
internally, follow-ups with reporting parties aren’t used as effectively as they should be.

Comments related to the Radio and MDC were positive and indicated consistently good
communications/follow-up and an understanding/appreciation of the needs of field agencies (with a

slight advantage to LE vs. Fire/EMS).

The Law Enforcement agencies perceive that the Deputy Director is a direct conduit and advocate
into the Comm Center when needed (even for issues beyond Radio and MDC) for open issues.

The Fire/EMS agencies feels like they have no direct conduit for their needs/interests.
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9. The agencies are very tired and fatigued by continuing to report issues or to participate in meetings
that may provide mechanisms to address issues with little to no results. This makes any of the
processes that are taking place less effective than they could be, and reduces the level of feedback to
the agencies for productive dialog or solutions.

10. There is also a sense that even when the leadership have good interactive discussions with the
customers, initiatives/ideas surfaced in those discussions can get “killed” by the “old guard” within
the Comm Center staff.

11. There is a strong perception that the overall level of quality and accuracy of the services being
provided is declining. The prevailing perception is that this is due to high turnover and burnout of
staff. This leads to weaker performance on some shifts compared to others, or variations of the
service levels being provided between agencies depending on who is working which position in the
center.

SPECIFIC OBSERVATIONS FROM THE LAW ENFORGEMENT SESSION

1. Method of input to Comm Center operations and policy

a. Monthly Chief’s meeting becomes a routine place to express concerns/issues within the
discipline, and formulate how to raise them

b. The bi-monthly 9-1-1 Policy Committee meetings are then a way for the LE perspective to
be discussed in the context of the full comm center operation

c. There isn’t a formal charter for this process so there are mixed understandings about the
scope and authority of the process nor the methods for surfacing issues and making
decisions.

d. Both of these together are generally considered a reasonable approach if the relationship was
collaborative.

e. Leaves much of the interaction revolving around the “complaint process” (desctribed below

in #3)

2. Even though the previous Director has been gone for some time, there are still a number of legacy
issues/frictions that permeate the current relationship.

3. The formalized complaint process could be a good tool, but in its current operation it often
becomes more of a mechanism to document why the reporting agency was wrong on something
rather than a collaborative tool to drive continuous process improvement.

4. Even the concept of collaboration is missing in the interactions with the user agencies.
a. They don’t feel like customers
b. The don’t feel like their input is sought
c. At best the relationship with the agencies is “coordinating”
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5.

An exception to this is the relationships with both the radio system group and the mobile computer
group.
a. 'The Deputy Director’s responsibilities appear to be tightly constrained to these functional
areas
b. Further, most of the problem or issue reporting related to radio or MDC issues appears to
be handled directly with these teams so the users perceive things as fairly responsive
(particularly when compared to interactions that relate to dispatch operations).

Concern that there is far too little coordination or collaboration as many agencies work through
decisions related to changing Records Management Systems (RMS). The history here is part of the
problem, with a perception that “the County” tried to tell the agencies which RMS to use (founded
on the concept that since “the County” was paying for it they should all welcome just getting on-
board with a “free” solution just like dispatch). Many comments reinforce the perception that the
agencies are not viewed as partners or customers, whether in decision-making or in operations.

There was a general expression of a perception that overall service quality is on the decline.

There is a strong perception that too few of the comm center personnel (particularly those with <5
years on the job) have a good understanding of the LE discipline from a field perspective. There
appears to be support for a well-structured ride-along program to get more comm center personnel
aware of how things go down in the field. Further, there appears to be support for a well-structured
process for LE personnel to do more sit-along time in the comm center. If either of these are done,
the key to success will be that it is well-structured so that participants know their roles and
expectations from the experience and are then held accountable for those.

Specific Technical or Operational Observations
a. 'The layout of dispatch information on the MDC screen is not conducive to effective usage
in the field. Apparently, a large volume of the narrative information entered by Call
Receivers and Dispatchers end up at the top of the display requiring scrolling through to get
at key info. Often this information is Emergency Medical Dispatch (EMD) related and of
little/no use to law enforcement responderts.

b. There is not a clearly and mutually understood Concept of Operation (ConOp) for the
various talkgroups used by law enforcement, particularly the ones used for specialized
circumstances (task forces, major ops, etc.). So sometimes Dispatch will participate with
units on the talkgroup and other times they require them to switch back to Primary to
interact with Dispatch.

SPECIFIC OBSERVATIONS FROM THE FIRE/EMS SESSION

1.
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There is an ‘informal’ Communications Working Group, with routine participation by 5 Fire
representatives and 5 EMS representatives (N, S, E, W and Metro for each). This group focuses on
dispatch operations, radio, and CAD issues (MDC not a patt of it yet since Fire/EMS are not yet
MDC equipped — examining the use of CrewForce in addition to Active 911 and I AM Responding.
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The Comm Center participates with the Director, Deputy Director, CAD Administrator and Radio
Administrator.
a. 'This group and process does not operate with a formal charter so there are mixed
understandings about how issues are surfaced, debated, and decided upon.
b. Further, many of the small (and purely volunteer) organizations don’t attend the meetings,
so they don’t have an effective mechanism for conveying information back to their agencies.
c. They also experience some agencies that participate, but still don’t disseminate information
back to their members.

2. While there continues to be some issues that spawn from the prior director, there was an expression
of willingness to recognize that the past is passed. There was acknowledgement that the Directors
were making an effort to try and improve relations with the Fite/EMS community.

3. There is an increasing sense of fatigue in reporting issues since nothing seems to ever change (and if
it is changing it is not being communicated back effectively).

4. 'They identify many of the same concerns as expressed by law enforcement, there is not
“collaboration” and little “coordination”. They don’t feel like a customer. No shared decision-
making or designated liaison. The general sense is that the comm center has policies and operational
practices that the user agencies have to follow, rather than those policies and practices being
developed in cooperation.

5. There is a sense that the ‘old guard’ at the comm center (sometimes characterized as “the Union”)
have too much influence on operations, and even management decision-making. Several comments
implied that even if the Directors may react positively to something in one of the coordination
meetings, it may get “killed” by the Supervisors (or others) once it gets back to the comm center.

6. All this leads to the formal Complaint System not being utilized as a mutual improvement
mechanism. I'T is perceived as being used to defend actions as opposed to being used to effect
change and resolve issues.

7. Specific Technical or Operational Observations
a. Considerable concern about CAD, and the manner in which the system has been organized
results in difficulty of use.

i. The normal CAD process of trying to fill a run compliment in some form of
proximity-based methodology doesn’t work well for them since so many of their
agencies are volunteer. The closest station may have multiple apparatus showing as
‘available for dispatch’ in CAD, but there is little likelihood all of them will respond
with the limited number of volunteers at that station.

ii. Therefore, 1* and 2* Alarm run lists are used to force CAD to look to specific
station orders to fill their dispatch compliment.

iii. Sometimes these lists are not ‘proximity based’ and step around closer agencies due
to inter-departmental relationship problems.

b. Call processing times
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1. They understand that EMD protocols can be time consuming, but a “pre-alert”
would allow the turnout time to commence while call processing was being
completed. Having all the detailed info prior to dispatch is not as important as
getting units rolling.

ii. Concerned that if PEMA (or local) decisions require adding use of the Emergency
Fire Dispatch (EFD) protocols, processing times will be further affected.

iii.  Feel like the CC has no appreciation of national standards and best practices, only
focus on meeting the PEMA targets.

c. Processing and handling of out-of-jurisdiction incidents raises multiple concerns.
1. CAD processing sometimes fails (or is a barrier) when they can’t get an out-of-

jurisdiction address to verify.

ii. When out-of-jurisdiction agencies coming in, patching is complex and ineffective.
For example, they describe a situation with Lancaster County where both comm
centers have to activate a patch to “intercounty’ to allow their users to talk. Either
comm center failing to do it right results in lack of Interoperability.

iii. Frustration extends to lack of compatibility with subscriber radios of different
vendors on each-other’s systems.

d. Several observed that even when training aligns with policy, there are still individual
differences between personnel working the Fire/EMS positions.
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SECTION 2 - ORGANIZATIONAL GOVERNANCE AND STRUCTURE

IXP often finds that the underlying organizational and governance structure of an emergency

communications agency can have a profound impact on the ability of the agency to perform their mission

and sustain quality relationships with the agencies that utilize their services. Through the course of this

engagement, IXP has formulated several observations/recommendations on the structures in place for the

York County Communications Center.

The Comm Center organization lacks a governance and customer engagement model typically seen in

successful multi-jurisdictional and multi-disciplinary communications centers. This should include:
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Formalized structures for engaging with the customer agencies are needed.

These structures need to be tailored to the unique challenges of the agency requirements and led by
designated internal liaisons with credibility within the discipline.

The processes used need to strive for ‘collaboration’ whenever possible, and rely on ‘cooperation’ or
‘coordination’ only when absolutely needed. Even at the lowest ‘coordination’ level the agencies still
need to be treated like “valued customers”.

As much as possible, anything initiated to engage these agencies, including routine updates to
policies and practices, new initiatives, planned upgrades, etc. need to be planned and communicated
in advance with the agencies so there are no surprises.

The Comm Center leadership needs to be actively engaged in all of the planned change processes
(particularly in the early phases) to demonstrate that they care, and to really learn and understand the
agency needs/interests being expressed and impacted.

The overall organization structure (see org chart below) is much flatter than is normal for this type
of center.
* The Director has a total of 15 direct-reports. This is far too many for the position to
function effectively, keeping the focus primarily on dealing with far too many day-to-day
issues and not spending enough time/energy on strategic issues and interactions with the

customers.

* In contrast, the comm room operation is somewhat more vertically oriented than often
encountered. The combination of multiple Lead Shift Supervisors and having 2 Shift
Supervisors routinely on duty is a heavier supervisory structure than typical for the current
workload.

* The Deputy Director has a much narrower portfolio of responsibilities than is typical in a
center of this size and complexity.
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*  Collectively, this creates a problem for the individual unit leaders (GIS, CAD, Training, QA,
SCOPE, and comm room operations) to become siloed among each other (or from senior
center management) and increase the risk of being perceived as an uncoordinated

management structure to the customer community.
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SECTION 3 - SPECIFIC AREAS OF IXP REVIEW

York County’s Statement of Work requested IXP’s review of a variety of specific functional aspects of the

Communications Center, and each of these is covered in the subsections below.

9-1-1 CALL TAKING

The State of Pennsylvania PEMA February 2018 review process found current practices to be within
State requirements, with 96% of 9-1-1 calls answered within 10 seconds. IXP observed both 9-1-1
and 10-digit calls being processed by multiple call receivers and dispatchers, and all appeared to be
handled within industry norms.

IXP observed that not all call receivers are trained to handle Emergency Medical Dispatch (EMD)
call processing. This could create performance and response time bottlenecks, since the caller must
be re-routed by the initial call receiver to a call receiver that is appropriately trained for EMD. This is
often one of the working positions within the Fire/EMS pod.

The functioning of the “Switchboard” position is a very unique adaptation that is not typical for
centers of this size.

While it serves as a function for answering calls that overflow when all call receivers are
busy, it does not handle any call processing for EMD or CAD entry. Rather, the caller is
transferred to the most appropriate resource depending on what they are reporting, fire EMS
or Law Enforcement but complicates the call triage process and can increase response times.

This then transfers call processing responsibilities to dispatchers which may be distracting
from their radio-focused work.

This can also create delays in the overall time it takes to process a call in CAD for dispatch
& response.

The number of potential call types that call receivers select appears to be complicating call
processing, particularly in the Fire/EMS domain. This creates opportunities for etrors,
delays & complaints.

AGENCY DISPATCH
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The dispatching and radio protocols in the law enforcement domain appeared consistent with
industry norms. Several different positions were observed, and each interacted with field units in a

timely and effective manner.

The Fire/EMS dispatching is much motre complex.

The larger departments with career personnel present few challenges, having apparatus that
are routinely staffed and able to respond to dispatch assignments identified in CAD. These
departments also have the staffing depth to handle more of their responses with their own

resources, so dispatching outside units into their areas is less frequent.
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* The major challenge is with the large number of small and volunteer departments. Each has
been allowed to adapt their response allocations to fit their local needs, and often these
responses do not directly align with the inherent logic in the CAD system to fill a dispatch
assignment thru concentric proximity search algorithms.

* With the agencies unable or unwilling to establish more standardized response patterns, the
Center must adapt by maintaining an extraordinarily large number of individualized response
and resource allocations in CAD to meet the unique wishes of each agency.

TRAINING

PEMA’s February 2018 review process found that the training program met the state requirements.
The program is also certified as meeting the Minimum Training Standards for Public Safety
Telecommunicators developed by the Association of Public-Safety Communications Officials
(APCO).

The training program is supported by a team of 5 training supervisors who handle program content
and classroom training. They are supplemented by a group of Communications Training Officers
(CTOs) that handle on-the-job training as personnel move through the training and checkoff
process for the individual disciplines in the center. This is a far larger training team than IXP
typically finds in centers of this size with only 57 positions identified for call taking and dispatch
functions.

IXP found, that even with all these resources, not all call receivers are EMD trained, creating the call
taking challenges mentioned earlier. Given the high personnel turnover rate and the lack of EMD
trained call receivers, EMD training needs to be brought in-house and prioritized. Further
compounding the issue is that there appears to be disconnects as a new hire moves out of initial
classroom training and into CTO training on the floor.

Floor personnel are not being aggressively moved through training and check-off on all positions in
the center. This creates situations where a shift may have enough people report to work to fill
minimum staffing count requirements but lack enough people with the correct qualifications to fill
all positions. This results in having Supervisors work an unfilled position and overtime being used to
hire-back personnel with a sufficient skill set.

While Supervisory training conducted is noted in the PEMA review, this training is more
operationally/functionally oriented rather than on supervisory skills such as leadership, coaching,
performance monitoring, etc., all of which are critical to being a successful supervisor.

QUALITY ASSURANGE
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PEMA’s February 2018 review process found that the Quality Assurance (QA) program met state
requirements. Staff advised IXP that EMD QA requirements are also being met. All of these
requirements are consistent with industry norms.
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The QA program is supported by a team of 4 personnel who review telephone calls and radio traffic
workload distributed across the group. Formal QA reviews for personnel are also performed and
feedback to the EEs is provided with coordination to the Shift Supervisors and Training group. The
team also supports other functions such as public education and recruitment for the current
workload.

This is a much larger team than IXP typically encounters for agencies of this size. Further, we often
see a tighter linkage and cross-functionality in Training and QA teams being combined. These
blended teams often achieve better outcomes in both functional domains and accomplish the
mission with a smaller number of personnel.

QA processes also benefit when feedback loops can be established with the customer agencies. As
part of a routine and healthy dialog with the agencies, it is good for them to know that quality
targets/metrics are being met and to identify any opportunities for improvement on the field side to
create better overall QA review outcomes. There also appears to be a lack of reporting or
management documentation on actual efforts of the QA process to gauge effectiveness and
workflow.

IT SUPPORT
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The Comm Center IT support team has been reorganized into the countywide I'T support structure.
This brings a broader mix of skills and experience to IT issues at the comm center, and over time
will create a larger pool of personnel familiar with comm center systems.

IXP has seen similar I'T support relationships work well for centers of this size, but caution is
advised. Supporting emergency communications centers is a very unique challenge and different
even than supporting other 24X7 operations. There is a much tighter operational need for IT
systems to work as expected and this requires support models to be uniquely tailored. The most
prominent area where we have seen challenges in other agencies is in the support of CAD systems.
These systems require unique skill sets combining both IT expertise and operational expertise.

The current center support model for the CAD system has a team of 4 personnel responsible for the
operational and administrative aspects of the CAD system. They also provide the support of
ancillary resource data and docs used by call receivers and dispatchers on the ‘admin’ PC. The
overall IT support model needs to recognize that CAD administrators need to perform tasks within
CAD that often also require “IT” server support. This needs to be accomplished in a timely manner
and with coordination so that the routine work of the CAD team (and sometimes live operations)
are not adversely impacted.

It was also noted that current lifecycle management practices for workstations and back-end
systems/network strategies meet or exceed industry norms.
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GIS SUPPORT

GIS needs are supported by a team of 3 personnel who face a wide variety of challenges.

With 72 municipalities, each in control of their own addressing schemes, it is a constant challenge to
keep the 9-1-1 GIS and related databases up to date as new developments go in or changes are
made.

Work is also getting underway statewide to be ready for Next Generation 9-1-1, which will require
extensive GIS work to establish (and then maintain) the ‘address points’ needed for NG9-1-1
geospatial call routing.

The team also suppotts a wide variety of GIS/mapping needs in CAD and for response map books.
This is particularly challenging in the response zone maps for the multitude of individual LE, Fire
and EMS agencies.

CAD maps are updated every-other week to keep up with all the changes, and this requires
individual loads to each CAD workstation, both at the Center and at the Long Term Backup Facility
(LTBF).

RADIO AND MOBILE DATA
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Support for the radio and MDC systems is accomplished with a blended team:
* The 911 Project Manager (reporting to the Director)
* A 3-person Radio team (reporting to the Deputy Director)
* A 3-person MDC team (reporting to the Deputy Director)

* This group of personnel seems appropriately sized for the mix of responsibilities and the
size of the enterprise. The different reporting relationships coupled with the CAD and other
teams reporting to the Director, limit some of the opportunities for focused leadership and
close coordination. It is more typical in other similar size operations to find a single group of
technical support functions (CAD, GIS, MDC, Telephones, Logging/Recording, facility
systems, etc.) all rolled up under a Deputy Director position specifically focused on
supporting the ‘infrastructure’ that keeps the operation running.

This kind of cross-functional teaming also improves system planning and implementation when new
systems and or modifications/enhancements are installed. One such example is the anticipated
implementation of Crew Force for mobile data functionality in the Fire/EMS domain. Blending
these teams into a cohesive support model also creates better cross-awareness of issues which can be
more responsive to both the needs of the Center and the customers. It also may create an
opportunity to examine overall sizing and skill-sets in the team in the future.

While the MDC program has a pretty well defined lifecycle management approach based on the
lease cycles for devices, the same is not true for the radio system. Long term financial strategies need
to be developed to support lifecycle needs within that particular infrastructure. Even though the user
agencies are responsible for their own devices, IXP’s experience with multiple other clients has
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found that the user agencies seldom plan effectively for these needs. This creates huge political
churn when the inevitable need arises to replace devices to keep the overall system operating
effectively.

SCOPE

The Scope function in the center is the single point of entry and management of all wants, warrants and
related criminal justice process for the entire County. This group provides a unique blending of support for
these functions but still functions in the comm room setting.

* The fact that much of the work in this unit is dictated by independent entities in the legal system
adds to the complexity and demands of staff.

SCHEDULING

* The scheduling and time-keeping for the center is a complex process. The lack of a majority of
personnel fully cross-trained to work any position creates complex mixes of regular-time and over-
time (and occasionally admin staff that have retained dispatch certifications and can work OT)
scheduling to meet desired shift strengths.

* Recent reduction's in minimum staffing levels has helped make scheduling easier and
reduced the need for OT.

A significant amount of supervisors’ time is spent getting vacancies filled and often
mandating overtime or extension of shifts to meet minimum staffing.

* Schedule Express is used to post all schedules, only a month in advance. The Daily
Supervisor Log tracks actual hours and positions worked, which is then used to update
Schedule Express to “actuals” for payroll purposes.

* Schedule Express information is then used to manually populate TimeForce with the

‘schedule’ (which is actually the ‘actual’) and then post hours against that schedule for payroll
processing.

Shift re-bidding is done 2 times per year, which creates its own set of challenges.

ADMIN & SUPPORT

* As noted in other specific functional areas, the organization is extremely flat with Admin and
Support functions separated in discrete functional roles or groups. This increases the risk of things
becoming siloed and decreases opportunities for focused leadership and synergy.

¢ Having an on-site representative from County HR has a significant benefit. Not only does it provide
a neutral person that EEs can go to with benefit or process questions, it also helps integrate the
structure needed for good HR management (structured recruiting, testing, hiring, performance
monitoring, and progressive discipline when needed). It also creates an appropriate separation of
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these processes from any final authority at the Director level to focus on problem resolutions or
rendering decisions on discipline or discharge if warranted.
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SECTION 4 - RECOMMENDATIONS
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The organizational structure needs a thorough review and overhaul. The structure needs to become
more ‘vertical’, and functions need to be grouped under effective leaders that can better focus on
leadership and guidance of the functions under their responsibility.

The training and QA processes need to be better integrated with operations, and a strong emphasis
needs to be placed on getting all call receivers EMD trained, and all of the Telecommunicators fully
cross trained. Training for career advancement also needs to focus more on the leadership and
supervision skills needed.

Formal customer engagement processes need to be established to improve communications with
customer agencies, move away from a complaint-based relationship, and move towards more
cooperative and collaborative styles of interaction.

The revised customer engagement process needs to be used to work with the Fire/EMS community
to arrive at operational models that are easier for the comm center to execute timely and accurately.
This will require adaptations and ‘compromise’ from multiple parties, but it will be the only way to
achieve any lasting outcomes.

Replacement of the CAD system (which may not even be needed) should not even be considered
until a healthy and collaborative relationship is in place between the comm center and the customers
so that they also have a stake in the process.

An improved customer interaction model should also be used to establish mutually acceptable
performance expectations and metrics, so the organization can develop mechanisms to routinely
measure and manage against.

Accomplishing this level of business process reengineering is extremely difficult to accomplish for
incumbent leaders/staff with the restrictions imposed by the current work rules. Being the
functionaries for maintaining routine operations are a totally different set of skills than driving
organizational change. The Comm Center needs to be operationally rebuilt to meet the functional,
performance and financial needs of the community.
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