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Executive Summary
The Skagit 9-1-1 Communications Center “Skagit 9-1-1” was established in 1998 to
provide consolidated answering of Enhanced 9-1-1 (E9-1-1) telephone calls and to
provide a higher level of service to first responders and citizens. To ensure the
community and first responders are receiving the most efficient and high-quality
communications services, the Skagit 9-1-1 Board of Directors contracted with The
Association of Public-Safety Communications Officials, (APCO) International to
conduct a functional study of their Emergency Communications Center (ECC).
APCO Consulting Services (ACS) is pleased to present the Board of Directors and
staff with the results of that study.
According to the Commission on Accreditation for law enforcement Agencies
(CALEA), Skagit 9-1-1 is a medium size center that has an authorized staffing level
of 50 employees. Skagit 9-1-1 serves a population of approximately 128,206 and
covers 1,731 square miles. Skagit 9-1-1 is the primary answering point for all 9-1-1
and non-emergency calls in Skagit County. Skagit 9-1-1 provides police, fire and
Emergency Medical Services (EMS) dispatch services for nine police agencies,
including the National Parks, seven fire departments, 17 fire districts, and the
Skagit County Fire Marshal’s office. In 2018, Skagit 9-1-1 Public Safety
Telecommunicators (PSTs) handled 103,953 9-1-1 calls, 78,185 calls on the nonemergency line and they made 55,368 outgoing calls. Table 1 is a list of police, fire,
and EMS agencies that Skagit 9-1-1 serves.
Law Enforcement Agencies
Anacortes
Burlington
Mount Vernon
National Parks Service
Sauk-Suiattle Tribal
Sedro-Woolley
Skagit County Sheriff
Swinomish Tribal
Upper Skagit Tribal
Fire/EMS Agencies
Anacortes
Burlington
Concrete
Fire Districts 01, 02, 03, 04, 05, 06, 07,
08, 09, 10, 11, 12, 13, 14, 15, 16, 17, 19
Hamilton
LaConner
Mount Vernon
Sedro-Woolley
Skagit County Marshal
Table 1: Police, Fire, and EMS agencies that Skagit 9-1-1 Serves
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Skagit 9-1-1 operations are governed by the Board of Directors. The Board of
Directors determines the specific services to be rendered, approves policies and
procedures related to the operation of Skagit 9-1-1, determines financial
responsibility and participating agency costs, approves the Skagit 9-1-1 budget,
and appoints/terminates the Director. The Skagit 9-1-1 Board of Directors
includes three County Commissioners and City Mayors from Skagit County,
Anacortes, Burlington, Mount Vernon, Sedro-Woolley, Hamilton, Concrete,
Lyman, and La Conner. A Communications Advisory Board (consisting of two
representatives of the law enforcement agencies, two representatives of the fire
agencies, and one representative of the EMS agencies), work with the Director
to direct the operations of Skagit 9-1-1. Two technical committees (i.e., law
enforcement Technical and Fire/EMS Technical) assist Skagit 9-1-1 in
developing, reviewing, and recommending protocols regarding the operation
of Skagit 9-1-1 pertaining to each committee’s specific discipline.
According to the FY2019 budget, the ECC has an annual operating budget of
$6,769,680.00 and according to the 2018 Treasurer’s Report the reserves at
the beginning of 2019 were $2,560,256.00 Skagit 9-1-1’s main revenue sources
are a 1/10th of 1% sales tax, user agency fees, and a landline phone tax. Other
funding sources include a portion of the Skagit County EMS levy, grants, State of
Washington Emergency Services Internet Protocol Network (ESInet) revenues, the
Washington State Military Department, utilities, refineries, and public works.
At a high level, the primary goal of the functional review is as follows:
•

Provide stakeholders with a holistic overview of the entire organization
and operation.

•

Provide objective recommendations based on industry best practices
and standards.

•

Provide stakeholders with enough information to develop a
comprehensive strategic plan and recommendations that will increase
the stability and sustainability of the organization.
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Key Findings
The review team identified the following seven key findings. Recommendations
related to key findings and additional conclusions are located throughout the study
and more specifically, in section 8 of this report.
1. Skagit County 9-1-1 faces significant challenges related to mandated
overtime, sick leave usage, specialization versus cross-training, collective
bargaining agreement enforcement, and finally recruitment, training, and
retention.
2. There have been no formal short or long range strategic plans developed by
the Skagit 9-1-1 Board of Directors, staff and other stakeholders to prioritize
finances, facilities, technology, staffing, and other needs.
3. The center lacks geo-diversity, including both phone and radio services. The
ECC has very limited backup capabilities.
4. Skagit 9-1-1 has no formal succession plan in place for key positions.
5. Administrative staff need additional support and training in labor
management, human resources (HR), and financial management.
6. Projects are not always effectively planned and implemented with basic
project management techniques and tools.
7. Skagit 9-1-1 Committees need restructuring; committees and staff need
more clearly defined roles, responsibilities, and delineation of authority.
In addition to these findings, the review team found that Skagit 9-1-1 PSTs
have an average of five years and three months of service. A review of
turnover from the past five years indicated that Skagit 9-1-1 has an average
turnover rate of 24.26%.
63% of the ECC employees have five years or less experience and 30% have
less than two years’ experience. It can reasonably be concluded that a
decline in longevity will continue if Skagit 9-1-1 does not reduce the
turnover rate.
The ECC is equipped with modern technology; however, the facility is
outdated, at capacity, and lacking adequate backup, redundancy and geo diversification.
Based upon the findings, and recommendations, in this report Skagit 9 -1-1
has an opportunity to make significant improvements in the operations and
capabilities of the center. The employees of Skagit 9-1-1 represent a
dedicated group of professionals who, with the right tools, training and
guidance can become more cohesive and productive and provide even better
service to agencies and citizens alike.
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Introduction
Acknowledgements
APCO International would like to thank the following personnel for their
contributions to this report:
•
•
•
•
•

Skagit 9-1-1 Board of Directors
Director Helen Rasmussen
Skagit 9-1-1 Staff
Member Agencies Personnel
Skagit County IT staff

Program Goal
ACS builds on APCO International's commitment to member services. The focus of
a review is to provide findings and recommendations for key officials about a
specific and pre-defined scope of work.

Peer‐to‐Peer Review
As peers in the public safety and public service realms, experienced public safety
communications officials and APCO members who have successfully managed
ECCs are selected to perform reviews. The skill set of the review team is matched
with the jurisdiction’s needs and the scope of work desired.
The review team for this project was selected from a wide range of public safety
professionals. The goal of selecting a team specific to each review is to ensure that
they have the skill set and experience level that match the objectives of the review
as articulated in the scope of work.

APCO Team Members
The APCO Consulting Services team, herein referred to as the “review team,”
consisted of three members with a notable amount of ECC operational and
technical experience:
•

Stacy Banker, RPL, ENP
Standards Program/ACS Manager
APCO International

•

Steven Sharpe, EdD
Director of Emergency Communications
Genesee County Sherriff’s Office, New York

•

Robin Tieman, RPL, CPE
Executive Director
Cass County Emergency Services Board, Missouri
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Scope of Work Summary
The scope of work for this functional study includes the following topic areas:
1. Analysis of Organizational structure
a. Fire/EMS Tech and Law Tech committees, Law Ops, Labor
Management Committee (LMC), Financial Planning Committee,
Advisory Board, Board of Directors
b. Stakeholder Input
c. Expectations of user agency partners
i. Identify service level expectations
ii. Identify and recommend any organizational improvements
d. State and Federal Partners
i. Analysis of Skagit 9-1-1 current position in meeting state and
national standards (APCO/NENA)
e. Public Outreach
f. Forecasting Population Growth
2. Analysis of Financial Elements
a.
b.
c.
d.

Funding sources
Utilization of funds
Funding model
Level of Service Cost

3. Analysis of Succession Planning
a.
b.
c.
d.
e.

Administration
Operations
Technical Services
Leadership
Supervisory

4. Review of Emerging Technologies and Services
a.
b.
c.
d.
e.

Define critical issues facing Skagit 9-1-1 over the next five years
Provide an analysis of the impact
Provide a projection of future workload and service demands
Identify resources that would be required to meet additional workload
Recommend ways to address these demands

5. Administration
a. Analysis of Administrative Support
i. Human Resources
7

ii. Project Management
iii. Financial Management
iv. Roles and responsibilities
b. Analysis of Hiring
i. Review of current hiring process
ii. Marketing
iii. Testing
iv. Reviewing
v. Interviewing
6. Operations
a. Analysis of Dispatch Staff
i. Review Staffing and make recommendations
ii. Retention: historical data to determine projected attrition at 5and 10-year marks
iii. Recommended staffing levels to manage current and future
workload
iv. Analyze services provided
v. Analyze 9-1-1 call data
vi. Analyze radio saturation
vii. Recommended schedules (multiple options)
viii. Employee engagement and participation
ix. Employee recognition
x. Wages and compensation
xi. Metrics for employee evaluations
b. Analysis of Leadership Staff
i. Workload
ii. Union vs Non-Rep vs Separate Union from Dispatchers
iii. Recruitment
iv. Procedures (i.e., consistency between Leads)
v. Performance and Evaluation
c. Analysis of Supervisory Staff
i. Workload
ii. Span of Control
iii. Performance and Evaluation
iv. Quality Assurance (QA) Process
v. Disciplinary Process
d. Analysis of Training processes
i. Review of current training curriculum for new hires
ii. Review of training curriculum for continuing education
iii. Dispatchers
iv. Records
v. Leads
8

vi. Supervisors
vii. Administration
viii. Review current performance plan process
e. Analysis of records
i. Workload
ii. Revised Code of Washington (RCW) Requirements
iii. Procedures
iv. Performance and Evaluation
7. Technology Assessment
a. Public Safety Radio Infrastructure
i. Review of Public Safety Radio System
ii. Current
iii. Planned
iv. System Integration
v. Future Needs
vi. Ownership
b. Public Safety Technology
i. Review of 9-1-1 Phone System
ii. Review of Computer Aided Dispatch (CAD) System
iii. Ownership
c. Information Technology (IT) Infrastructure
i. Cyber Security and System Security Policies
ii. Staffing and recommendations
8. Analysis of Facility
a.
b.
c.
d.

Space requirements
New positions
New/expanding technology
Emerging Technologies and Services

9. Administration
a. Analysis of Administrative Support
i. Human Resources
ii. Project Management
iii. Financial Management
iv. Roles and responsibilities
b. Analysis of Hiring
i. Review of current hiring process
ii. Marketing
iii. Testing
iv. Reviewing
v. Interviewing
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Methodology
Several processes were utilized to solicit candid feedback on the issues and the
challenges facing the organization in order to understand the current workplace
environment, learn what improvements would provide the best level of service, and
identify available resources. Stakeholders and staff were interviewed to determine
service levels, operational factors, prioritization of goals and the willingness of the
agency to incorporate recommended solutions. The findings and subsequent
recommendations are based on industry best practices, standards, and feedback
from staff, stakeholders, and first responders.
In addition to interviews with staff and stakeholders, the methodology of this study
included the following components:
• Documentation Review
• Skagit 9-1-1 Tour and Observations
• Web-based Employee Satisfaction Survey
• Staffing Assessment
• Technology Assessment
• Report Development

Report Organization
This report is organized into the following eight sections:
• Section 1: Organizational Structure
• Section 2: Financial Elements
• Section 3: Succession Planning
• Section 4: Administration
• Section 5: Workforce Analysis
• Section 6: Operations
• Section 7: Technologies and Facilities
• Section 8: Recommendations

10

Section 1: Organizational Structure
Board of Directors
The Skagit County 9-1-1 Board of Directors has oversight of the Skagit 9-1-1
Communications Center and committees as authorized by the RCW, Articles of
Incorporation, Interlocal Agreement, and Bylaws. The Board of Directors is made up
of the three Skagit County Commissioners and Mayors of six Skagit County
municipalities.
Recommendations of the Executive Director and the Advisory Board assist the Board
of Directors to make financial and policy decisions that impact the Communications
Center. RCW 39.341 permits local governments to cooperate with other local entities
to provide services and facilities. The code further establishes the basis of Articles of
Incorporation, which defines the purpose of the established entity. The agencies
wishing to participate in Skagit County 9-1-1 drafted the Articles of Incorporation
based on the RCW26.06.0252. Skagit participating agencies, include Skagit County
Commission and the municipalities of Anacortes, Burlington, Mount Vernon, SedroWoolley, Hamilton, Concrete, Lyman, and La Conner. The three County
Commissioners and City Mayors comprise the Skagit 9-1-1 Board of Directors.
Governing Documents
The Board is guided by the Articles of Incorporation3, which state the purpose of
Skagit 9-1-1 is “to provide law enforcement, fire and emergency medical services
communication support to the members of the Skagit 9-1-1 Interlocal Agreement
and other contracted agencies and to exercise essential governmental functions
within section 115 of the Internal Revenue Code (“the Code”)”. Additionally, “Skagit
9-1-1 shall provide services by telephone, radio, or other communication
technologies as they become available.” The Articles of Incorporation are updated
each time a new County Commissioner or Mayor is elected, because their names and
addresses are included in the Articles.
The Articles of Incorporation identify two additional governing documents: the
Skagit 9-1-1 Interlocal Agreement and the Bylaws of Skagit 9-1-1. The Skagit 9-1-1
Interlocal Agreement identifies purpose, board composition, board powers,
committees, day to day oversight, and other legalities for Skagit 9-1-1. Confusingly,
the Bylaws also define the makeup and responsibilities of the Board of Directors. The
Agreement and the Bylaws contain overlapping categories thus creating
contradictory definitions of the Board of Directors. The Articles of Incorporation
state there are eleven members of the Board of Directors consisting of the three
1

app.leg.wa.gov/RCW/default.aspx?cite=39.34.010

2

app.leg.wa.gov/RCW/default.aspx?cite=24.06.025

3

app.leg.wa.gov/RCW/default.aspx?cite=24.06.025
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Commissioners and the mayors from each of the eight municipalities. The Interlocal
Agreement states there are nine members of the Board of Directors consisting of the
three County Commissioners, the mayors of Anacortes, Burlington, Mount Vernon,
Sedro-Woolley, and two of the cities of Concrete, Hamilton, La Conner, or Lyman.
The current Board of Directors operates under the Interlocal Agreement definition.
The makeup of the Board of Directors should be uniformly defined in both
documents.
The Board of Directors conducts business in accordance with the Bylaws. Bylaws
sections 4.10.1 and 4.10.2 should be updated to more accurately reflect the number
of members on the Advisory Board and both Technical Committees. (See
recommendation #1)
Communications Advisory Board
The Communications Advisory Board was established to review the operations and
procedures of the 9-1-1 Center, partner with the Director, and report operational
issues to the Board of Directors. However, according to the organizational chart
(Appendix C), the Director and the Advisory Board report to the Board of Directors
separately, which contradicts the established Bylaws. The Bylaws and the
organizational chart should be updated to accurately reflect the organizational
structure. (See recommendation #2)
Technical Committees
The Fire/EMS and Law Enforcement Technical Committees were developed to
review and recommend all operational policies, procedures, regulations and
methods to be used by employees. The Fire/EMS and Law Enforcement Technical
Committees meet separately. The Board of Directors should consider combining the
two subcommittees into one “operational subcommittee” because both committees
are making separate recommendations on operational policies and procedures
rather than technical issues. Combining the two committees will create a cohesive
voice for the system users and the ECC to discuss all operational procedures,
processes and workflows. Although the committee will interact directly with Skagit
9-1-1 operational staff, they should report to the Advisory Board. (See
recommendation #3)
The Board of Directors should consider creating a technical subcommittee made up
of staff and agency representatives to collaboratively address current and future
technology and cybersecurity needs and issues. This subcommittee would report to
the Advisory Board. (See recommendation #4)

12

Labor Management Committee (LMC)
The LMC is an internal labor/management and accident/safety committee that,
according to the Collective Bargaining Agreement (CBA), creates a communication
process for the purpose of mutual planning and initiating discussion regarding
matters of general concern to employees of Skagit 9-1-1 as opposed to grievances and
negotiation. The CBA allows for three representatives elected by the union, and three
representatives appointed by the employer. The current makeup of the committee
consists of three union members, the union Representative, Director, Operations
Manager, Technical Services Manager and a supervisor. It is recommended that the
Board of Directors consider balancing the group according to the CBA with six total
members: two union members and the union representative and three members of
management representing the ECC. It is also recommended that the Board consider
expanding membership to include labor counsel and HR. Leadership must clearly
understand management rights under the CBA and should be provided the proper
training and support (e.g., legal counsel and HR) to effectively work through labor
management issues. (See recommendation #5).
Financial Planning Committee
The Financial Planning Committee is a workgroup that meets every other month or
as needed. The current committee participants are primarily involved due to their
professional interests rather than a defined membership. Regular attendees include
Sedro-Woolley Financial Director, Assistant Financial Director of Mount Vernon,
Mayor of Burlington, City of Anacortes Assistant Fire Chief, a Skagit County
Commissioner, and the Skagit 9-1-1 Director, Technical Services Manager,
Operations Manager, Accounting Administrator, and Executive Assistant. This
workgroup should play an integral role in long and short range financial planning.
Stakeholder Input
The member agency stakeholders have an effective communications forum by
actively participating in the above noted committees and workgroups. Skagit 9-1-1
maintains a hierarchy of authority and oversight. During interviews conducted by
the review team, Stakeholders reported that communications are occasionally stifled
by staff input or influence. The Director advised she individually meets with Board
members prior to standing meetings to discuss various topics and answer any
questions Board members may have ahead of the board meeting. The Advisory
Committee is structured to report directly to the Board of Directors and should have
an opportunity to engage in open, objective discussions with the Board.
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User Agency Service Level Expectations
Agency members interviewed by the review team consistently expressed concerns
with the ECC’s turnover rate, the current issues related to emergency medical
dispatch, CAD, and inconsistencies between the PST’s performance. The Fire and
EMS complaints were focused on dispatching EMS apparatus according to the King
County EMD criteria and the current CAD system not having the capabilities needed
for Fire/EMS dispatching. Law and Fire agencies all expressed concerns regarding
the consistency of PST’s performance. Expectations of the user agency partners
should be better defined in the Interlocal Agreement. The Interlocal Agreement
should define roles and responsibilities for both the user agencies and Skagit 9-1-1.
The revised Interlocal Agreement should also address conflict resolution, budget,
and financial expectations. The committees are tasked with defining policies and
procedures for the ECC. Law, Fire and EMS expectations are defined in their internal
operating procedures, which should be shared with the ECC to ensure mutual
understanding of roles, responsibilities and expectations. Identifying roles,
responsibilities and expectations of all stakeholders will enable staff and agencies to
develop a more effective plan for collaborative delivery of public safety
communications services. (See recommendation #6)
State, National and Federal Participation
The State of Washington has a very active 9-1-1 advisory board, which supports the
9-1-1 center initiatives throughout the state. Skagit 9-1-1’s involvement with the
state on Next Generation 9-1-1 (NG9-1-1) initiatives is discussed in the technology
section of this document.
Skagit 9-1-1 staff is engaged at the local, state, and national levels. The Director is
the 9-1-1 Coordinator for Skagit County and the IT Manager is the backup 9-1-1
Coordinator for the County. The Director represents medium counties on the west
side of the state on both the 9-1-1 Authorities Subcommittee and the Policy
Committee. The Director or the IT Manager attend three statewide training forums
annually.
The Director and Operations Manager are both members of APCO and National
Emergency Number Association (NENA) and the center maintains a group APCO
membership. The IT Manager is the State of Washington and State of Alaska
frequency coordinator and attends the national APCO conference annually. The
Director or an alternate routinely attend the annual national APCO
conference. This level of engagement at the state and national level provides the
staff with access to expertise, professional development, technical assistance,
advocacy, and outreach.
APCO ANS 3.109.1-2014 Core Competencies and Minimum Training Standards for
Public Safety Communications Manager/Director requires the Agency to encourage
and support professional development of the Manager/Director through the
14

identification and provision of networking opportunities within the public safety
community, as well as the community within which services are provided.
The same Manager/Director standard noted above recommends that the
Manager/Director be cognizant of all relevant standards and regulations governing
public safety Systems including those of APCO, the Federal Aviation
Administration (FAA), Federal Communications Commission (FCC), National Fire
Protection Association (NFPA), Occupational Safety and Health Administration
(OSHA), and CALEA. Skagit’s current position in meeting state and national
standards and best practices will be discussed throughout this report.
As ECCs enter a new era with NG9-1-1, staff are encouraged to be engaged and
connected with local, state, and federal partners. Proper planning to effectively
navigate through the challenges ahead, will require short and long range strategic
planning with engagement from all levels of the organization.
Public Outreach
Public outreach is a secondary job duty assigned to a working supervisor. Attending
outreach events offsite has been more difficult to accomplish because of the current
staffing shortage. If available, staff will conduct outreach activities at county fairs,
schools, and other community events. Most of the outreach activities are conducted
by volunteer staff members.
Skagit 9-1-1 does not currently have a social media program. Staff have been
participating in a local Public Information Officer (PIO) workgroup in Skagit
County in preparation for developing social media policies, procedures, and
training programs. Skagit 9-1-1 is encouraged to reference APCO ANS 1.112.1-2014
Best Practices for the Use of Social Media in Public Safety Communications. The
standard is currently under revision but there is useful information contained in
the document to assist Skagit 9-1-1 with developing their internal social media
program. There are some excellent resources and model programs that are in place
throughout the country in ECCs. This is another area where the staff can rely on
organizations such as APCO for networking, education, and support.
Forecasting Population Growth
As illustrated below in Figure 1, the United States Census Bureau provides
population estimates at the county and municipal level. 4 Forecasting population
growth could be beneficial in a long-range strategic plan if other factors are
considered. Population growth projections can assist local and state agencies with
preparing for infrastructure needs, including mission critical services like public
safety communications. Figure 1 illustrates projected increases in the population as
well as an aging population, which is a national trend and an issue that may impact
first responders.

4

factfinder.census.gov/faces/tableservices/jsf/pages/productview.xhtml?src=CF
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Figure 1: Skagit County Census Projections
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Skagit 9-1-1 can also conduct a historical comparison between population growth
and calls for service. As shown in Figure 2, the population has increased; however,
the call volume and calls for service have declined or remained stagnant. Although
there has been minimal change in call volume, Skagit 9-1-1 should consider other
factors that may impact staffing and operations, such as job complexities and
workload (e.g., NG9-1-1). NG9-1-1 factors will be more complex in the future as
more data is integrated into the ECC. What is more critical than population growth,
but has direct ties to population, is the future funding of Skagit 9-1-1 and how
changes in the sales tax revenue and revenue from the state may impact the ECC’s
ability to provide services. Factors discussed in this section should be assessed
through ongoing short and long term strategic planning and financial forecasting.
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Figure 2: Skagit County 9-1-1 Population and Call Volume
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Section 2: Financial Elements
Planning
Skagit 9-1-1 has had some difficulties with managing financial oversight and
planning. Prior to 2012, the Board of Directors drastically reduced user agency fees,
subsidized operational budgets with surplus revenue, and relied heavily on 9-1-1
phone surcharges to support the ECC. Reducing the user agency fees was a
devastating financial decision and negatively impacted future Skagit 9-1-1 budgets
for many years (e.g., adequate capital improvement fund and operating reserves).
Aside from the Technical Services Manager’s Capital Improvement Plan (CIP), there
has been very little proactive long-term financial planning conducted by staff or
stakeholders.
The CIP dated 2016-2021 was developed for the following purposes:
•

•
•
•

Strengthen the linkage between the technology reinvestment that is needed
internally at Skagit 9-1-1, communications infrastructure needs, and the
financial capacity of the user agencies to fund the needed improvements
Outline Skagit 9-1-1’s plan for achieving goals, objectives, and service delivery
levels desired by user agencies and the Board of Directors
Forecast the costs to Skagit 9-1-1 and the User Agencies
Outline the capital investments that will achieve the desired service delivery
levels

The plan includes a detailed budget and project information for current and future
technology expenses. The CIP is an integral document that staff and the Board of
Directors should continually maintain and reference throughout short and long
range strategic planning sessions.
Short and long range strategic planning would enable the Board of Directors and
staff to determine current and future capital and operational needs, prioritize needs,
establish timelines, and prepare budget plans. The Board of Directors should factor
in all potential issues and factors that may impact Skagit 9-1-1 in the future (e.g.,
NG9-1-1, facilities, technology, staffing, support, growth, workload, tax revenue,
etc.). The strategic plan should be developed with all staff and stakeholders involved
with Skagit 9-1-1. (See recommendation #7)
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Wages

Total Compensation Comparisons
Information is based on nine (9) year employee
Hourly

Annual

Vacation

Hours

Skagit 911

$24.52

$51,001

$3,923

160

Holiday
$2,158

Hours

Sick Leave Insurance Retirement

L&I

Veba Longevity Total Compensation

88

$2,354

$13,740

$6,630

$275

$420

$80,501.46
$87,044.04

ICOM 911

$28.05

$58,344

$3,983

132

$673

24

$2,693

$17,268

$3,168

$315

$600

WHATCOM 911

$29.67

$61,713

$4,272

144

$3,323

112

$2,848

$15,660

$8,023

$333

$0

SNO911

$34.65

$72,072

$8,316

240

$3,603

104

$3,326

$15,984

$3,914

$389

$0

COWLITZ 911

$24.93

$51,854

$2,193

136

$2,194

88

$2,393

$17,400

$6,741

$280

$0

$96,172.26
$3,240

$110,844.10
$83,055.31

Figure 3: Skagit 9-1-1 Total Compensation Comparisons
Skagit 9-1-1 recently completed a salary comparison to neighboring ECCs (Figure 3).
The comparisons are always a challenge when dealing with disparate agencies, job
responsibilities, and salary structures. Skagit 9-1-1 Employee’s rate of pay is based
on the number of hours worked rather than the more traditional approach, years of
service. Both the union representative and the represented employees have
expressed a desire to renegotiate the current salary structure. This is an issue that
the Board of Directors and staff should consider during contract negotiations. The
Board of Directors should continue to evaluate salaries and benefits of the Skagit 91-1 employees and consider steps to ensure Skagit is competitive with comparable
ECCs. Skagit is in an area where staff members have employment options, and they
are losing staff to other centers that have more stable staffing, more desirable work
hours, and higher rates of pay and benefits. (See recommendation #8)
Funding Sources
Skagit 9-1-1’s main revenue resources are the 1/10th of 1% sales tax, user agency fees,
and phone taxes. The two phone taxes (i.e., wireless and wireline) are intended for
“9-1-1 purposes only,” so funds are used to offset salary and training expenses. Other
funding sources include state and federal grants, state of Washington revenue for
the ESInet, Washington State Military Department, utilities, refineries, and public
works. The EMS Levy pays for the EMS calls for service, which are billed by Skagit
County 9-1-1, and consist of 85% of all Fire/EMS calls for service. The Washington
State 9-1-1 Office reimburses a portion of certain expenses related to training,
conferences, Geographic Information Systems (GIS) salary and training,
Information Technology (IT) salaries, public education, and Master Street Address
Guide (MSAG) maintenance.
Engrossed Substitute Senate Bill 5272 passed in 2019, which allows for 9-1-1 Boards
to request an additional 1/10 of 1% percent sales tax. This additional 1/10th of 1%
percent would enable Skagit 9-1-1 to bring their operational reserves and capital
improvement fund up to preferred levels. There has been some high level, informal
discussions with the Board of Directors regarding this topic but, as noted above,
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more discussion through a formal strategic financial planning session is highly
recommended.
Funding model
The current funding model is a fair and equitable method to distribute the costs to
each agency based on use. The “costing methodology” determines the costs
attributed to each law enforcement and fire agency. The fire and law enforcement
agencies split the administrative costs at a 63/37 percent, respectively, based upon
the calls for service. Law enforcement agency fees are based on 50% of their agency’s
CAD incidents from the previous year and 50% of the agency’s number of funded
officers. Fire agency fees are based upon 50% of their CAD incidents from the
previous year and 50% of the assessed property values for their tax base.
The funding model appears to be a fair and equitable method; however, the agencies
maintain they do not have enough of a voice for the amount they pay, and the larger
cities contend they finance the smaller cities too much. The funding formula should
continue to be assessed during future strategic financial planning sessions.
A comparison of expenses and revenues from years 2015 to 2018 is illustrated in
Figure 4. Building up the reserves has been a concern for the Board of Directors, the
financial workgroup, and administration since the drastic reduction of user fees
depleted the fund balance. The reserves increased 150% according to the Treasurers
Reports 2014 through 2018. Approximately 30% of the reserve funds are designated
for equipment replacement and infrastructure improvement. The reserves are
placed in six separate accounts at Banner Bank. These accounts are: General
Revenue, Fire Mobile, Fire Infrastructure, Law Infrastructure, Temporary
Investments, and Advanced Travel. The Temporary Investments are invested with
the Local Government Investment Program earning 2.48%. It is a liquid investment
which can be increased or decreased without penalty. It is financially savvy to invest
the reserve funds to earn such a high rate. Future reserve discussions should focus
on the target percentage amount based on the current and future needs of the center.
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Figure 4: Skagit 9-1-1 Revenue and Expenses
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Section 3: Succession Planning
Succession planning addresses the efficient placement of individuals into jobs in
response to current needs and anticipated future needs.5 Skagit 9-1-1 has no formal
succession plan in place for any position within the organization. Individuals
interviewed regarding succession planning had no direction and very little
information on how to establish an effective succession plan. Staff members
interviewed said they were in a better position to be promoted if they took the
initiative to request more training and professional development opportunities.
David V. Day, Ph.D. of the Society for Human Resource Management (SHRM)
Foundation published an article titled Developing Leadership Talent: A Guide to
Succession Planning and Leadership Development. 6 The article highlights the
crucial reasons for succession planning in any sector. Those reasons include the
following:
• Speed and type of change
• Complexity of challenges
• Task migration
• Recruitment and retention
The rate at which change is occurring in our industry, the complexity of the change,
and the amount of work it takes to effectively plan and manage the change, illustrates
the need for shared leadership within the organization and proper succession
planning. Task migration occurs when tasks that were previously handled at top
leadership positions are passed down to lower leadership positions. Given the
limited resources that Skagit 9-1-1 is working with, passing down tasks from top
leadership positions to lower leadership positions is a regular occurrence.
NFPA professional qualifications standard 1061 identifies the minimum job
performance requirements (JPR) for specific emergency services positions.
Standards and/or JPRs can be used for training design and evaluation, certification,
measuring and critiquing on-the-job performance, defining hiring practices, job
descriptions, and setting organizational policies, procedures and goals.7 NFPA 1061
highlights the importance of considering APCO’s national occupational training
standards when establishing JPRs for key positions in the ECC. APCO has core
competency and minimum training standards for PST, Instructor, QAE,
Manager/Director, Supervisor, Technician, Training Coordinator, and Certified
Training Officer.
Ensuring that the JPRs are current in each job description and in alignment with
nationally recognized standards is an integral first step in developing a succession
5

NFPA 1061 Standard for Public Safety Telecommunications Personnel Professional Qualifications

6

shrm.org/hr-today/trends-and-forecasting/special-reports-and-expert-views/Documents/Developing-LeadershipTalent.pdf
7
NFPA 1061 Standard for Public Safety Telecommunications Personnel Professional Qualifications
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plan. Job descriptions should include all essential JPRs, qualifications, education
and credentialing requirements or recommendations (e.g., Certified Public Safety
Executive, Registered Public Safety Leader, Emergency Number Professional, etc.).
As stipulated in the above mentioned APCO national occupational training
standards, both the agency and the employees are responsible for professional
development within the organization. Employees seeking to develop their careers
must be aware of the knowledge, skills, abilities, qualifications, education, and
experience needed to advance their career and be able to move up the ladder. There
are direct links between retention and opportunities for personal and professional
growth. “The structure of opportunity within an organization – that is, its provision
of job ladders or policies involving promotion from within – has often been found to
have a significant bearing on attitudes and behaviors toward work, including
retention, motivation, and even physical well-being and longevity.”8
A formal succession plan is methodical and would go beyond looking at potential
successors for key positions within the organization. As illustrated in Figure 5, the
program would also enable Skagit 9-1-1 to develop those potential successors at all
levels of the organization.

Replacement
Planning

• Identify
Successors

• Identify
Successors
• Develop
Successors

Succession
Planning

• Identify
Successors
• Develop
Succession
Succesors
Management
• Include all
Organization
Levels
Figure 5: Continuum of Succession Processes9

8

Cambois, Emmanuelle. 2004. “Careers and Mortality: Evidences on How Far Occupational Mobility Predicts Differentiated
risks.” Social Science and Medicine 58: 2545–2558.
9
www.shrm.org/hr-today/trends-and-forecasting/special-reports-and-expert-views/Documents/Developing-LeadershipTalent.pdf
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Skagit 9-1-1 should consider employing several tools contained in the NENA
Informational Document (INF) 010.2-2018 Succession Planning document.10 The
Succession Readiness Overview, Candidate Targeting Initiative and Professional
Development exercises are all excellent tools to assist the agency with assessing
profiles of potential candidates for key positions within the organization and
identifying gaps between employee competencies and ECC needs (see succession
planning templates in Appendix C). This will enable the center to prepare for
planned and unplanned vacancies now and in the future and ensure continuity of
operations for their mission critical operation.
As highlighted in the NENA INF 010.2-2018, “agencies should be aware of potential
issues resulting from identifying and training potential successors. Common pit falls
include: the appearance of favoritism, entitlement, and stifling incentives for staff to
exert effort or apply for consideration.” It is highly recommended that Skagit 9-1-1
develop their succession program with direct support from HR and labor counsel to
ensure that the program is in alignment with employment laws and management
rights.
Another excellent tool Skagit 9-1-1 could utilize to develop their succession plan is
included in the book titled Career and Succession Management (Rothwell, Jackson,
Knight, Lindholm, Wang & Payne, 2005, Chapter 1, Table 1). 11 The book includes a
self-assessment questionnaire about the organizations employee development
program (see Appendix C). (See recommendation #9)

10

cdn.ymaws.com/www.nena.org/resource/resmgr/standards/NENA-INF-010.2-2018_Successi.pdf

11

Rothwell, J., Jackson, R., Knight, S., Lindholm, J., Wang, W., Payne, T. (2005) Career and Succession Management
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Section 4: Administration
Administration/Management
Job descriptions and JPRs for both the Director and the Operations Manager should
be aligned with APCO American National Standard (ANS) 3.109.1-2014 Core
Competencies and Minimum Training Standards for Public Safety Communications
Manager/Director. There will obviously be some differences between the two
positions, but this standard covers applicable core competencies and minimum
training standards for both a management level and a Director level. The standard
should be used to not only update and align job descriptions and performance
appraisals, but it should be used to establish a benchmark of core competencies for
both positions. (See recommendation #10)
Overall, staff interviewees believed the administration genuinely cares about the
center and the review team believes this assessment is accurate. There does appear
to be some frustration on behalf of the line staff with the administration’s perceived
inability to staff the center, make certain timely decisions, execute and manage
projects effectively, and ensure that rules, policies and procedures are consistently
enforced at every level of the organization. These issues and others will be discussed
in greater detail throughout this report.
Human Resources (HR)
HR support is vital to any organization. Skagit 9-1-1 has no formal HR support and
none of the present employees in the organization has HR experience, training, and
education. The Operations Manager is primarily in charge of personnel matters and
does try to take advantage of as much HR training as possible, but that is limited.
Staff may contact an outside HR firm through their insurance company if the need
arises. They will occasionally solicit help from the HR departments at the agencies
served by the ECC. Staff has no trusted employee to discuss benefits, work through
other HR issues (e.g., Employee Assistance Plan [EAP], Family Medical Leave Act
[FMLA], Workman’s Comp, Labor Management issues, etc.) or assist with issues
such as an exit interview.
The Director and Operations Managers are members of the National Public
Employer Labor Relations Association (NPELRA), which is a non-profit association
focused on providing education, advocacy, networking, and resources to public
sector labor relations and HR professionals. Administrative staff have an attorney
available through their insurance company and labor counsel they can consult
regarding collective bargaining issues. Labor counsel is part of the negotiating team
when labor contracts are negotiated.
In addition to no qualified HR support, there is no subject matter expert on benefits.
The Accounting Administrator has a very basic knowledge of benefits (e.g., FMLA,
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workman’s comp, EAP, etc.) and no formal training or education in HR. Although
knowledge of state and federal laws and regulations regarding compensation and
benefits is a required knowledge of the Accounting Administrator, employees are
regularly referred to websites to research on their own or they are referred to various
staff members for advice. The Board of Directors should consider hiring HR support
services for the ECC. There are several options the Board would have for the support
needed, which include but are not limited to: creating a full-time or part-time HR
position, contractual HR support with a private firm, or a shared services interlocal
agreement with one of the local municipalities or Skagit County HR. (See
recommendation #11)
Project Management
There is no project manager in the administrative support area. A Project
Coordinator has been assigned to complete a large Fire/EMS CAD project. The
Project Coordinator is a temporary Fair Labor Standards Act (FLSA) exempt, nonrepresented, salaried assignment.
Project management is an area of deficiency consistently noted during stakeholder,
staff, and user agency interviews. The current Fire/EMS project is an excellent
example of unstructured project implementation and the detrimental impacts on
both the ECC and user agencies served. These types of projects must be properly
planned and executed, or staff runs the risk of not meeting deliverable expectations.
Some factors contributing to a lack of structured project management processes and
procedures at Skagit 9-1-1, include but are not limited to the following:
•
•
•
•
•
•
•

Lack of collaborative planning with all impacted parties
Lack of resources (e.g., staffing and support staff)
Lack of training
Lack of experience
Lack of basic project management techniques
Lack of prioritizing projects and workload
Financial constraints

Interviews and feedback from staff and stakeholders revealed that the Technical
Services Manager does engage in more formal project management than operational
and other administrative staff but often, projects between departments are
interrelated. Project management is a required JPR for the Technical Services
Manager position, as noted in the job description dated 2014.
Effective planning and execution of projects by the staff is imperative. Staff members
in key positions should receive formal project management training (e.g., Project
Management Institute) in order to have a better understanding of how to manage a
team, how to develop an effective communications plan, how to manage
expectations, and how to avoid costly mistakes and mitigate risk.
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According to APCO’s national occupational standards, project management is a
required core competency skill for both the Director/Manager and the Technical
Services Manager positions.
The Board of Directors should ensure that staff in key positions, especially the
Director, Operations Manager, and Technical Manager, possess, or obtain, project
management skills and abilities and that staff are provided related professional
development opportunities accordingly. JPRs for the Director and Operations
Manager should include project management skills and/or certifications (e.g.,
Project Management Professional [PMP]). (See recommendation #12)
Financial Management
Financial Management is balancing the revenue resources and operational and
structural needs of an organization. Utilizing public funds is a delicate balancing act
of demonstrating to citizens that funds are utilized in the most economically efficient
manner while meeting the operational needs of the ECC. Financial management is
the responsibility of the Board of Directors, the ECC Director (who is the Board’s
Finance Officer), and the Accounting Administrator. The Accounting Administrator
is responsible for the financial tasks and management of budget revenues and
expenditures according to the personnel policies and procedures. Through
observations and interviews, the review team determined that the Executive
Assistant conducts more financial forecasting and budget document preparation for
various committees, the Director, and Board of Directors than the Accounting
Administrator. Skagit 9-1-1 Board of Directors should consider hiring a financial
manager that can more effectively meet the needs of the organization. In addition to
current Accounting Administrator JPRs, additional responsibilities may include but
are not limited to:
•

•
•

Overall management and supervision of Skagit 9-1-1 financial operations and
functions, including:
o General accounting
o Investment portfolio management
o Budget preparation and monitoring
o Payroll and benefits
o Accounts payable and receivable
o Fixed asset control
Accurate recording, reporting, and auditing of financial activities.
Short and long term financial forecasting (including budget documents) and
budget planning support for staff and the Board of Directors.

Like HR, this is another area where Skagit 9-1-1 has options regarding full-time or
part-time financial management support, contractual services with a private firm or
a shared services interlocal agreement with the county or one of the cities served.
The Board of Directors and staff should assess the workload of the position and
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related JPRs to accurately assess the needs of the center for financial management
support. (See recommendation#13)
Roles and Responsibilities
The roles and responsibilities are properly defined in job descriptions for most
positions. The Director’s job description is dated 1999 and in need of an update to
accurately reflect JPRs and other essential duties. There are several other job
descriptions that are more than ten years old that should be updated to reflect
current JPRs.
The administrative job descriptions consistently require 4 to 5 years’ experience in
lieu of a degree in the field, except for the Technical Services Manager, which
requires 15-20 years’ experience in lieu of a specialized degree. The years of
experience are out of sync with the other administrative positions. Although it is
understood this position is highly technical, requiring three to four times more years
of experience is excessive. Staff and the Board of Directors should update existing
job descriptions to ensure JPRs are accurate and qualifications, education, and
training are in alignment with other positions and industry standards. (See
recommendation #14)
Employees should be held accountable for their roles and responsibilities as defined
by their job descriptions. Staff interviewed by the review team noted significant
issues with an unusually high tolerance of poor performance. This occasionally
resulted in other staff members having to work harder to fill the gaps in order to
meet organizational needs. Interviews consistently noted concerns with the
decision-making and responsiveness of administrative staff leading to low morale.
The administration’s perceived lack of candor has led to criticism by staff,
stakeholders, and user agencies while simultaneously posing a risk to the
organization due to ineffective personnel management. Roles and responsibilities of
staff members should be strictly enforced to ensure employees are meeting
minimum expectations. Employees should be held accountable for their actions and
performance through quality training, quality assurance, corrective action, and
progressive discipline. (See recommendation #15)
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Analysis of Hiring
Table 2: Hiring Statistics
Academy #

29

30

31

32

33

34

Applications Received

56

90

69

103

165

127

Application Review

44

72

40

69

72

50

Critical®

21

36

20

28

30

31

Assessment Center

NA

NA

NA

NA

NA

21

1st Interview (Oral
Board)

7

11

7

12

8

10

Pre-Employment
Screen

6

5

5

3

4

6

Second Interview

6

4

5

3

4

6

Trainees Entering
Academy

6

4

5

3

4

6

Completed Training

3

2

2

1

1

5

Application to
Successful
Completion of
Training

6.8%

2.8%

5%

1.4%

1.4%

10%

(Leadership)

On average, 96% of applicants fail to make it through the hiring process and training
from the point their application is accepted (application review) for the position of
PST to completion of training (see Table 2). This illustrates the depth of the staffing
crisis that Skagit 9-1-1 is facing, along with much of the industry.
Skagit 9-1-1 conducts two formal hiring processes followed by two training
academies annually. The hiring process takes approximately four months to
complete. Marketing for hiring begins about thirty days in advance. The ECC
advertises on their website, on local websites, social media (e.g., Facebook,
LinkedIn) outlets, local colleges, and media outlets. The process is handled through
electronic applications.
Following an initial review of the applications to ensure minimum qualifications and
requirements are met, Skagit 9-1-1 utilizes CritiCall® pre-employment testing
software, which is a common testing tool for public safety communications that
measures the candidate’s knowledge, skills, and abilities against incumbent PSTs.
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Based on the previous six tests that were administered, CritiCall® reduces the
applicant pool by approximately 51%.
Following the CritiCall® step, remaining candidates go through an assessment
center that was designed by staff. The assessment center is a series of exercises
designed to evaluate the candidate’s problem-solving ability and interpersonal
communications style. Given that the assessment center is a newly added step in the
process, there is very little data on the impact of it on the overall screening process.
The last assessment center that was administered, reduced the applicant pool
remaining after CritiCall® by 32%.
Upon successful completion of the CritiCall® test and the assessment center,
candidates are then interviewed by an oral board (i.e., applicant interviews with key
staff members). The remaining applicant pool is reduced by an average of 64% after
the oral board interview process.
Remaining candidates are provided a conditional offer pending results from a drug
test, hearing test, fingerprinting, polygraph, background check, and a second
interview with the Director and Operations Manager. The second interview is
unstructured and based on a review of the applicant’s resume and application,
background check and polygraph results. The candidate pool is reduced by
approximately 44% after the pre-employment screen and second interview is
complete.
Staff should consider reviewing the hiring process, including the interview questions
and the assessment center, with qualified human resources support and a labor
attorney to ensure that all steps are legally defensible if challenged in court. (See
recommendation #16)
The hiring statistics outlined in this section provides compelling justification for
Skagit 9-1-1 to adopt a continuous recruitment regimen. Staff should consider
advertising for vacancies until all positions are filled and conduct the hiring process
and academies more frequently than twice a year. This recommendation will be tied
to additional recommendations related to training and the workforce. (See
recommendation #17)
Skagit 9-1-1 does occasionally allow lateral transfers from other ECCs. The lateral
move is based strictly on pay and does not include any other incentives (e.g., paid
time off, seniority, etc.). The CBA includes a fixed dollar amount that may be
allocated toward lateral moves. The money allocated for lateral moves in the current
contract has already been depleted. A review of training records indicated that lateral
transfers reduce training time in the academy by as much as 50%. The Board of
Directors and staff should consider bargaining additional salary and benefits
incentives for lateral transfers, as it is likely that training time for a lateral transfer
is much less than a traditional new hire with no experience.
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Lateral transfer candidates do not participate in the normal testing process. The
Director and Operations Manager review the lateral transfer applications and
conduct an informal interview. Staff should consider a structured, multi-step hiring
process for lateral transfers that is more in alignment with the normal hiring process,
as not every lateral transfer possesses the skills to do the job at Skagit 9-1-1. (See
recommendation #18)
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Section 5: Workforce Analysis
Workforce analysis is a complex task that requires both quantitative and qualitative
data. While some analyses focus primarily on quantitative data, the reality is that
people stay in an organization for qualitative reasons (i.e., identification with the
organization’s mission, reinforcement of the employee’s value to the organization in
both compensation and recognition of effort, and work-life balance12). The analysis
narrative below will represent a significant number of qualitative findings with
quantitative data that either supports the lived experiences of the employees or
demonstrates perception gaps. The followings sections describe current core issues
with workforce efficiency, current workloads, staffing requirements to meet current
workloads, and a discussion of potential scheduling options. The topics are
inextricably entangled and cannot be described as mutually exclusive items on a
checklist. Nevertheless, the topics were organized in a way that would help an
outside lay person to grasp the complex issues facing Skagit County 9-1-1 using a
building block approach. As noted in the methodology section of the report, the
review team administered an Employee Satisfaction survey to the PSTs, which was
submitted to the client as a separate document.
Core Issues:
Skagit County 9-1-1 faces significant challenges related to mandated overtime, sick
leave usage, specialization vs. cross-training, CBA enforcement, recruitment,
training, and retention. Some of these challenges are self-inflicted as a result of
frequent changes in management and challenges with labor-management
relationships. Both interviews and survey results indicated there was a deep desire
by the current administration, the union, supervisors, and employees to address
these challenges.
Mandated Overtime:
Excessive mandated overtime represented the single most prevalent concern raised
by both interviews and survey results. Administration members expressed sincere
exasperation and felt “we are not taking care of our people.” Employee survey results
showed that 82.5% of respondents were unsatisfied with the current overtime
situation. In both interviews and survey comments, employees expressed feelings of
being “trapped,” “burnt-out,” and “exhausted.”
Employees felt the administration failed to address root causes to overtime (e.g., sick
leave abuse, etc.) since overtime was a “year-in year-out problem,” the agency was
“killing us employees,” and administrative members were unresponsive when
excessive overtime was brought to their attention. APCO Responsive Efforts To
12

George Mason University Center for Social Science Research. Staffing and Retention in Public Safety Answering Points
(PSAPs): A Supplemental Study. July, 2018.
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Address Integral Needs in Staffing (Retains) studies showed excessive overtime
negatively impacts retention and workforce efficiency as tired PSTs make more
errors.13 To support claims that the hours are “killing us employees,” a 2018 study
found that long working hours ( more than 55 hours a week) has been associated
with an increased risk of cardiovascular disease “including coronary heart disease
and stroke.”14
The long-term detrimental impacts of excessive overtime to both employee physical
health and organizational wellbeing contribute to why Skagit 9-1-1 is currently
experiencing a workforce crisis. It is recommended Skagit 9-1-1 develop a
multifaceted approach using the recommendations described in the following
sections to significantly reduce excessive overtime in the next 12 months or risk
continuing harm to the organization.
Sick Leave Abuse:
Employees, union leadership, and administrative members consistently identified
“sick leave abuse” as the primary driving factor of excessive mandated overtime, yet
none of the parties described a comprehensive plan to address the problem.
Employees described “repeat offenders that are calling out sick or leaving sick
multiple times a week…and there are no repercussions.” According to one
respondent from the employee satisfaction survey, in July 2019 “19 employees called
out sick 43 times.” Based on aggregated data spanning the past five years, employees
are averaging over 167 hours of annual sick leave usage despite only earning 96 hours
of sick leave per year.
The rate of sick leave usage is unsustainable. Multiple interviews and survey results
indicated that the administration is responsible for the rampant use of sick time
because there are “no consequences.” In one example of abuse, a “person that called
out sick was seen posting on social media about going out and having fun during the
same time they would have been working.” Administration members believe they
have no authority to change behavioral patterns and blamed “Washington state
laws” and workforce “culture” despite having remedies within the CBA to battle
abuse.
Both respondents and interviewees suggested that “everyone abuses sick time”
knowing there are no consequences. Both the Americans with Disabilities Act and
FMLA provide protections for employees and their families who are ill. Those same
laws also have reasonable limits to those protections to ensure employers can
perform organizational functions.

13

George Mason University Center for Social Science Research. Staffing and Retention in Public Safety Answering Points
(PSAPs): A Supplemental Study. July, 2018.
14
Virtanen, M., & Kivimäki, M. (2018). Long Working Hours and Risk of Cardiovascular Disease. Current cardiology reports,
20(11), 123. doi:10.1007/s11886-018-1049-9
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It is recommended that Skagit 9-1-1 fully exercise management rights contained
within the existing CBA, along with limits contained in existing labor law to correct
the negative impact of sick leave abuse. (See recommendation #19)
Specialization vs. Cross-Staffing:
Skagit 9-1-1 has multiple job classifications within its ECC and no requirement to
cross-train dispatch disciplines. While there are financial benefits for employees
who cross-train, many do not because they expose themselves to greater overtime
mandates. One respondent bluntly stated, “people who step up for leadership and
being cross-trained get screwed with overtime because of the lack of consistent
coverage.” Research conducted by APCO and other organizational leadership studies
showed that cross-training is an effective practice for successful organizations. 15
In a previous study conducted in 2007, consultants recommended that Skagit 9-1-1
cross-train all employees to improve workload management during operations and
to reduce mandated overtime. Those recommendations were largely ignored leading
to a deficit in fire-dispatchers and a reluctance by employees to seek advancement.
This results in a leaner leadership pool, and potentially exacerbates the current
issues regarding the relationship between administration and employees. Skagit 91-1 should make it a priority to cross train all employees and establish a reasonable
and realistic timeframe to accomplish the cross-training goal. (See recommendation
#20)
Collective Bargaining Agreement (CBA) Enforcement and Reform:
Skagit 9-1-1 administrations have been making concessions impacting management
rights over the past 15 years with little return on those concessions. The current
administration expresses a desire to improve the situation yet claim they are
restricted due to labor -management past practices. As mentioned above, there are
remedies available within the existing CBA. The Administration must recognize that
their purpose is to lead the organization which includes enforcing good order and
discipline within the organization. It is recommended that Skagit 9-1-1 seek labor
counsel to assist in asserting control of management rights and seek CBA reform
with the union leadership through strategic negotiations. (See recommendation #21)

15

George Mason University Center for Social Science Research. Staffing and Retention in Public Safety Answering Points
(PSAPs): A Supplemental Study. July, 2018. Ton, Zeynep. (2014). The good jobs strategy: How the smartest companies
invest in employees to lower costs and boost profits. New York, NY: New Harvest.
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Recruitment, Training, and Retention:
As noted above in the hiring analysis section of this report, having only two
recruitment cycles will not on-board new employees fast enough to resolve the
staffing issues currently facing the center.
To make matters worse, the training program is taking too long to certify employees
thus burning out both trainers and trainees. One respondent stated “One trainee
working with multiple trainers or paired with someone who works part time is not
conducive to that person. The back and forth is hard since everyone has their own
way on how they do things.” While the training program is discussed elsewhere in
this report, it is important to note that taking too long to train increases the time to
reach appropriate staffing levels and reduces retention.
Skagit 9-1-1 has a 24.26% turnover rate which is having a long-term deleterious
impact on staffing. Comparatively, the Skagit 9-1-1 turnover rate is within norms as
the national turnover rate among ECCs was 29% according to a 2018 study (this
figure was up from 19% in 2009 showing a national retention crisis).16
The turnover rate was calculated using the following method:
Step 1: Turnover Rate = Number
÷ Total number of current employees

of

staff

that

left

last

year

Step 2: Retention Rate (expressed as a percentage) = [1 – Turnover Rate] x
100
Multiple interviewees and respondents indicated that low pay, mandated overtime,
and poor training outcomes are driving the poor retention rate. Survey results show
that 27% of respondents do not plan to stay at Skagit 9-1-1 for the rest of their
career. An additional 23% are unsure if they want to stay. On the immediate
horizon, 24% of respondents plan to leave within the next five years.
The combination of all three negative factors created the current staffing crisis
where 90% of respondents indicate the ECC is understaffed. Interviews with
administration, supervisors, union leadership, and employees all echoed the same
concern. Unless things turn around quickly, the ECC will not have sufficient staff to
perform basic functions within five years based on both interviews and survey
results.

16

George Mason University Center for Social Science Research. Staffing and Retention in Public Safety Answering Points
(PSAPs): A Supplemental Study. July, 2018.
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Public Safety Telecommunicator (PST) Workloads:
Workforce analysis requires three interwoven tasks: workload, staffing, and
scheduling.17 In order to determine the appropriate number of staff, analysts must
first identify the work to be completed. From there, analysts determine the number
of staff required. Finally, administrators and employees work together to determine
the schedule that most effectively utilizes the staff to meet organizational goals while
attempting to achieve work-life balance for employees.
Skagit 9-1-1 currently has three major positional roles within the operations center:
law enforcement dispatcher, fire/EMS dispatcher, and supervision. Calltaking is a
shared role among all ECC personnel. Lead or temporary lead dispatchers fill in for
supervisors when they are not on the operations floor. If an individual is not
specifically assigned to a console they are treated as a “breaker” relieving personnel
assigned to one of the three roles, or they serve as a de facto calltaker allowing
dispatchers to focus on radio communications. Interviews and survey results
indicate there is a desire for a dedicated calltaker role within the center, but the
current staffing situation makes such a position untenable in the near future.
Therefore, this report will focus on the three major roles within the center regardless
of the title of the person performing the function.
Law Enforcement Dispatching:
Skagit 9-1-1 currently staffs four law enforcement console positions year-round with
a fifth position staffed for 12 hours during the warm half of the year due to activity
in the national parks and to help with calltaking duties during slow radio traffic. The
current distribution of workload is based largely on the consolidation plan that
created the independent center and the myriad contracts established with user
agencies which fund the center. The current workload is also largely defined by the
radio coverage of the independent user agencies’ radio systems which are tied
together at the console. Any changes to the current workload would require a
significant evaluation of technical capabilities, identification of overlapping
functions, and the willingness of user agencies to consolidate radio traffic. While
there are likely many economies of scale and efficiencies to be found in such an
endeavor, the current environment indicates the public safety community is not
prepared to deal with this level of change based on interviews, survey results, direct
observations, and past history implementing evidence-based communications policy
(e.g., criteria-based dispatching). Until such evaluation takes place, the current
workload of 4.25 law enforcement console positions will be used for the staffing
portion of the analysis: 4 consoles year-round plus 12 hours for six months (equal to
.25 console positions).
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Fire /EMS Dispatching:
Skagit 9-1-1 currently staffs one fire/ EMS dispatch console position 24 hours a day
and adds a second fire dispatch console position for 12 hours each day to deal with
busy hours radio traffic and to assist in calltaking. Similar to the law enforcement
console positions, this workload is again driven by radio system coverages, user
agency defined contracts, and public safety responder community expectations of
“dedicated” dispatchers. Given the growing demands on EMS systems, the current
staffing model is prudent. Therefore, the current workload of 1.5 fire/ EMS console
positions will be used for the staffing portion of the analysis.
Supervision:
Skagit 9-1-1 currently employs four floor supervisors, a training supervisor, and two
lead dispatchers to meet supervision requirements in the ECC. In any public safety
agency, having a clear chain of command is critical. A recent study of ECC leader
perceptions of quality improvement specifically highlighted the critical role first-line
supervisors play.18 Interviews, survey responses, and direct observations suggest a
great deal of concern regarding whether supervisors should be considered “part of
the count” (meaning they count as fulfilling one of the console position roles) or “out
of the count.” Instances where front-line staff were mandated overtime despite
having supervisors available to fill a dispatch console position have caused tension
between staff and administration.
During floor observations, supervisors were often seen providing breaks, performing
calltaking duties, and covering radio traffic while dispatchers were tied up on
phones. Ideally, supervisors should be considered out of the count for staffing
purposes to provide just in time correction, answer PST questions, perform quality
improvement reviews, and provide one-on-one coaching to employees.19 Therefore,
for the purposes of the staffing analysis, the supervisor role is treated as a 1.0 console
position regardless if that role is fulfilled by a supervisor, lead, or temporary lead.
That said, it is recommended that supervisors be considered “part of the count” and
expected to fulfill those dispatch consoles until staffing reaches a minimum of 30
cross-trained PSTs who are not supervisors.
Staffing Analysis:
The review team performed a staffing analysis considering core issues,
retention/turn-over rates, workload, net available work hours (NAWH), and
coverage requirements. The review team utilized industry standards including the

Sharpe, Steven C., "9-1-1 Leadership: Perceptions of Evidence-Based Quality Improvement" (2018). Education Doctoral.
Paper 353. https://fisherpub.sjfc.edu/education_etd/353
19
Sharpe, Steven C., "9-1-1 Leadership: Perceptions of Evidence-Based Quality Improvement" (2018). Education Doctoral.
Paper 353. https://fisherpub.sjfc.edu/education_etd/353
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industry-accepted instrument, APCO Project RETAINS. 20 In order to meet public
safety and responder agency needs, Skagit 9-1-1 needs to be appropriately staffed.21
NAWH per employee:
The NAWH calculation is an integral component of the RETAINS assessment
because it determines the actual time that an employee is “available” to fill a position.
NAWH is calculated by subtracting any time spent away from the console from the
scheduled work hours for each position. Time away from the console includes
vacation, sick leave, FMLA, training, and meal or other breaks. Numbers are based
on annual averages earned and used by all current employees.
NAWH for Skagit 9-1-1:
Position
Dispatchers (all titles)
Supervisor

Total Scheduled Total Unavailable
Hours
Hours
2080
605
2080
701

NAWH per
person
1475
1379

All PST titles (i.e., call-taker, law enforcement dispatcher, fire dispatcher, and lead
dispatcher) were averaged together since the administration did not have the HR
data to breakdown NAWH by title. As such, this represents a limitation of the staffing
analysis. Another limitation is that sick leave was calculated regardless of the actual
leave charged (e.g., FMLA, sick, vacation, holiday, etc.). Should Skagit 9-1-1 receive
HR support that provides more detailed data, this analysis should be modified.
The review team utilized the coverage requirements based on the workload
described in the previous section. As a result of combining all the factors listed, the
APCO RETAINS Staffing summary shows that Skagit 9-1-1 is currently understaffed
to meet current demands.

20
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Position
Law Dispatcher

Skagit 9-1-1 Staffing Summary
Current
Recommended
Authorized
19
31.36

Difference
12.36

Fire Dispatcher

6

11.07

5.07

Cross-Trained Dispatcher

5

0

-5

0

-7

Lead Dispatcher

7

Supervisor

5

7.89

2.89

Total

42

50.3

8.3

It is important to note the dispatch console roles and associated workload did not
match equally with the titles used at Skagit 9-1-1. For instance, both cross-trained
dispatchers and lead dispatchers can fill either the fire or the law dispatch console
positions. Lead dispatchers can also perform limited supervisory functions. A final
note is that a training supervisor, who does not normally cover floor operations, was
considered as part of the authorized supervisor positions which may show more
availability than actually exists. Cross training all PSTs and determining total
workload requirements using actual radio and phone occupancy rates (vs. myriad
titles) would allow future staffing analysis to provide more detailed
recommendations. (See recommendation #22)
Scheduling:
Ideally, a schedule should be designed to create maximum efficiency based on
appropriate staffing levels. Staffing levels should be driven by detailed workload
analysis. When developing schedules, employee work-life balance should be
considered, but is secondary to the purpose of the organization. Public safety
scheduling is often difficult due to the combination of constant coverage
requirements and the unpredictability of incident demands. Because of the 24/7/365
nature of ECCs, work-life balance is difficult to achieve, especially when faced with
mandated overtime, sick leave abuse, and staffing shortages. ECCs utilize a number
of schedules to meet organizational requirements while trying to balance employee
needs.
Interviews, survey results, and review team observations showed Skagit 9-1-1 is
experiencing a scheduling problem, yet many feel favorable towards the current 4 on
– 3 off, 10-hour format. When asked if “the center is broken because of the schedule”
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or if “the schedule is broken because of center,” many could not adequately
determine which was the root cause and which was the symptom. The review team
observed cumbersome processes to fill scheduling vacancies, especially when
mandated overtime was required. There were many instances where supervisors had
“no union options” available and the ECC either ran short or a supervisor had to
volunteer for overtime. Interviewees relayed how the schedule was often wrong due
to the complex mandated structure and supervisors spent hours fixing errors.
This report will detail the pros and cons of three different scheduling options: the
current 4 on – 3 off, 10-hour format; the traditional 5 on – 2 off, 8-hour format; and
the Pittman 12-hour schedule. None of these schedules will be effective until core
issues are addressed, workload efficiency is maximized, and authorized staffing rises
to appropriate levels. As a side note, staff has samples of the three schedule options
(i.e., 8-hour, 10-hour, and Pittman 12-hour).
Current 4 On – 3 Off, 10-Hour Format:
According to the 2007 ADCOMM Engineering study, Skagit 9-1-1 employees differed
on how the current schedule was adopted. Unlike the 2007 study, interviews and
survey responses indicated most employees expressed a desire to keep the 10-hour
schedule even though it was clearly not meeting the ECC’s needs. The primary reason
employees wanted to keep the current schedule was the three days off each week.
That said, many admitted they did not receive three days off regularly due to the
staffing shortage.
The 2007 study showed the schedule was not only a viable option but could be used
to create “powers shifts” thus maximizing efficiency. Unfortunately, many of the
2007 study recommendations were not implemented thus leading to the current
situation. For example, the study showed a 15% turnover rate in 2007 vs. the current
24.256% turnover rate over the previous five years. The other major issue with the
current schedule format is that Skagit 9-1-1 covers their 10-hour shifts in 2-hour
increments so one employee vacancy can result in up to five different employees
being mandated to cover the shift. In addition, past union and management
negotiators have created a very difficult set of rules and procedures for filling
vacancies.
Pros:
•
•
•

Good work /life balance with 3 days off each week
Schedules can be organized to meet busy hour demands
Predictability for families
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Cons:
•
•
•

One 10-hour vacancy creates five 2-hour blocks of overtime
Constant changeover of staff
Complex scheduling rules and procedures

Traditional 5 On – 2 Off, 8-Hour Format:
There is a reason the traditional format has been adopted as the primary work
schedule since the enactment of the Fair Labor Standards Act in 1938. The primary
origins of the 8-hour day were based on the efficacy of assembly line workers to
perform their duties without mistake. From the employee perspective, the symmetry
of “eight hours labor, eight hours recreation, eight hours rest” espoused by Robert
Owen in the nineteenth century was appealing.22 The schedule recognizes the limits
of human behavior regarding attention spans, needed rest, and maximizing
efficiency. A single vacancy results in only two potential family disruptions (i.e., 4hour blocks of overtime) vs. the current five 2-hour blocks of overtime.
The traditional schedule remains an option within the CBA. The executive director
has discretion regarding the implementation of such a schedule. Resetting the
schedule would also allow the management staff to reset the procedures used to fill
vacancies. The schedule may allow the center to achieve manageable staffing in a
shorter period of time than the current schedule. Employees expressed significant
doubts about the traditional schedule. One employee stated a concern that the
current staffing situation would force them to “work five twelves [five 12-hour shifts
in a row] and still not get my pass days off!” If poorly and unilaterally implemented,
this schedule can have very serious, and negative, ramifications. The current staffing
situation, however, may require such drastic action though it should be a last resort.
Pros:
•
•
•
•

Traditional work-life balance
Power shifts still available
Predictability for families
Less impact for filling vacancies

Cons:
•
•
•

22

Employees have not yet accepted this format as viable option
Employees may get less days off if staffing crisis continues
May require unilateral implementation with poor morale outcomes

cnbc.com/2017/05/03/how-the-8-hour-workday-changed-how-americans-work.html

40

Pittman 12-Hour Format:
Members of administration, supervision, and union employees have been
contemplating the implementation of the Pittman schedule, specifically designed for
24/7/365 operations. The design of the schedule for public safety agencies is
appealing due to the “squad” design promoting team identification and the ability to
meet operational needs of the agency.23 Since this option is not currently in the CBA,
both management and the union have the ability to renegotiate the schedule from
the beginning thus creating a “fresh start” provided both sides negotiate in good faith
with the efficient operation of the center and reconciliation as their primary goals.
The Pittman schedule is self-admittedly designed for mid-large sized agencies and
requires an appropriately staffed center.24 The schedule is very hard on the health of
the employees and may lead to long-term health issues thus compounding the
already out of control sick leave usage.25 As stated above, if union negotiations are
not successful or if the administration unilaterally imposes the non-Pittman 12-hour
schedule already outlined in the collective bargaining unit, the results could be
negative for the center. Any consideration of the Pittman schedule should be
accompanied by facilitated dialogue discussions between all interested parties.
Pros:
•
•
•
•

Good work / life balance: no employee works more than 3 consecutive days;
3-day weekends, every other week
Workdays = approx. 15 days a month, 182 days a year (not including time off,
personal, etc.)
If switching between night and day shift on 4-week rotation, employees have
3-day break prior to the switch
Opportunity for joint development and reconciliation

Cons:
•
•
•
•
•

Long 12-hour workdays
Hard on employee's health
Depending on type of work that arises, may be exhausting some days more so
than others
Does not account for malicious behavior (e.g., sick leave abuse)
Requires more employees to reach appropriate staffing levels26

23
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Virtanen, M., & Kivimäki, M. (2018). Long Working Hours and Risk of Cardiovascular Disease. Current cardiology reports,
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Workforce Analysis Summary:
In the end, the schedule and procedures to fill vacancies must be developed to meet
the needs of the organization while ensuring employees have appropriate rest to
accomplish the tasks. As millennials become the primary segment of the workforce,
considerations regarding work/life balance are critical to recruiting and retaining
employees in a public safety dispatch environment. 27 Interviews and survey
responses showed perceptions of bad faith by previous administrations and union
representatives. The current administration and union representatives showed a
unique willingness to forget the past and move forward towards resolution. Both
parties have the opportunity to reverse the current course and forge a better future
for the organization. Although mistakes have been made, the current staff have the
ability and desire to overcome differences. Ultimately, both sides must demonstrate
leadership by addressing the core issues facing this center.

27
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Section 6: Operations
Analysis of Dispatch Staff
In addition to their primary duties of processing emergency and non-emergency
calls from the public and dispatching first responders, Skagit 9-1-1 PSTs conduct
numerous records functions and other job-related ancillary tasks (this list does not
include leadership-related ancillary duties which are extensive):
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Entering and clearing stolen vehicles, runaway juveniles
Entering protection orders on the weekends
Warrant confirmations and clearing warrants
Handling requests for permission to book from the jail from user agencies and
agencies outside the County
Telephonic search warrants
Providing recordings on emergency basis to File Transfer Protocol (FTP) site
if records tech is not on duty
Processing calls from the courts requesting a response from law enforcement
Contacting tow companies
Handling emergency radio traffic from the jail
Specialty teams’ callouts using CodeRed (e.g., negotiators, search and rescue)
Monitor cameras from the Mt. Vernon School district schools
Handle emergency button activations from the Mt Vernon school district
cameras
Answering the National Warning System (NAWAS) phone
Monitoring for OMNIXX terminal alerts and posting alerts to Skagit County
Coordination with public works and the County Coroner
Burn permits records for the fire marshal's office
Handle phone messages for law enforcement officers

Skagit 9-1-1 should evaluate ancillary duties to determine if they are necessary, the
potential to automate tasks (e.g., CAD, software applications or other electronic
resources), priority of the tasks (e.g., records tasks) and confirm that the job is
assigned to the proper staff members. All duties should be factored into workflows
and job descriptions of the staff members. This is applicable to all members of the
staff but especially those handling emergency calls for service.
According to the RETAINS Effective Practices Guide, job complexity is defined as the
number of tasks that are a regular part of the job (i.e., the number of services that
each employee provides for citizens). Research has found higher retention rates
when employees viewed the distribution of work as fair and the tasks were
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manageable. The Effective Practices Guide offers key recommendations28 that Skagit
9-1-1 should carefully consider and plan for accordingly (see appendix D).
Analysis of 9-1-1 call data
In 2018, Skagit 9-1-1 PSTs handled 103,953 9-1-1 calls, 78,185 calls on the nonemergency line and they made 55,368 outgoing calls. Skagit 9-1-1 has established
the following benchmarks for call processing (Table 3):
Incident Type/Task
Call Answer
Call Intake
Fire/EMS Call Processing
Imminent Threat to Life Calls
Urgent Circumstance Calls

Non-emergent/Low Priority Calls

Benchmark
Answer calls within 3 rings 90% of the
time
Receive, log, and disseminate
information to field units within 60
seconds 80% of the time
Fire/EMS calls must be toned and
voiced within 90 seconds 90% of the
time
Emergency calls must be dispatched in
under one minute for imminent lifethreatening circumstances
Emergency calls must be dispatched in
under 5 minutes for urgent
circumstances with the potential for
harm to life or property where the
threat is not perceived to be imminent
Non- emergency calls must be
dispatched or at least the Sgt. or Lead
Officer advised within 15 minutes or
sooner if there is a unit available.

Table 3 – Call Processing Benchmarks

In order to meet the timed benchmarks noted above, the call processing protocol
requires the calltaker to obtain call nature (i.e., chief complaint), type, priority, and
location in order to make the call "dispatchable." All supplemental (or secondary)
information is added after the incident is created in CAD. Units are updated with
supplemental information (i.e., verbally over the air or electronically through the
Mobile Data Terminal [MDT]) after they are initially dispatched and as comments
are added to the CAD incidents. This call handling process is in alignment with
national standard APCO ANS 1.113.1-2019 Public Safety Communications Incident
Handling Process, which outlines the steps involved in proper call processing. Skagit
staff should ensure, through the quality assurance process, that they are able to meet
the timed benchmarks while effectively processing the call and that they are not
sacrificing time for quality. PSTs must be able to get the right resources dispatched
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to the right location without correcting the call multiple times because of additional
information obtained post-dispatch.
A review of call processing statistics indicates that Skagit 9-1-1 is consistently
exceeding NFPA 1221 Standard for the Installation, Maintenance, and Use of
Emergency Services Communications Systems section 7.4.1 for answering
emergency calls for service. The standard requires that 90% of events received on
emergency lines shall be answered within 15 seconds, and 95% of alarms shall be
answered within 20 seconds. Skagit 9-1-1 is consistently answering calls in under 10
seconds:
• 2016 – 82.14%
• 2017 – 92.06%
• 2018 - 95.69%
A review of call processing statistics indicates that Skagit 9-1-1 is consistently
compliant with their internal benchmark of dispatching EMS calls within 90 seconds
or less, 90% of the time. Skagit 9-1-1 is not consistently compliant with their internal
benchmark of dispatching fire incidents in 90 seconds or less, 90% of the time.
Administrative staff noted that some fire call types are not assigned to units
immediately for various reasons. Staff has identified this issue as an area that
requires additional improvement. Staff believes that strengthening the foundational
training for new hires and cross training the PSTs would improve overall
performance with fire and EMS call processing. The review team concurs with staff
and suggests that staff work through an effective quality assurance program and
continue to actively review call processing techniques and times, taking corrective
action as needed. Skagit 9-1-1 should also align with best practices and standards,
such as NFPA 1221 Standard for the Installation, Maintenance, and Use of
Emergency Services Communications Systems and APCO ANS 1.113.1-2019 Incident
Handling Process. Aligning with industry standards and best practices should be a
joint effort between Skagit 9-1-1 staff and the agencies that will be impacted (e.g.,
fire and EMS). (See recommendation #23)
Radio Saturation
PSTs working the primary law dispatch channels are managing approximately 40
law enforcement officers between four primary law enforcement channels.
However, that number does fluctuate, and it does not include administrative staff
and detectives, who may occasionally respond to calls too. There is one primary fire
channel and nine tactical channels that units are routed to, depending on the
location of the incident. The number of fire/EMS personnel on the air at any given
time is dependent on the nature and location of the incident. In addition to
dispatching emergency and non-emergency calls for service (e.g., billable calls), the
PSTs field many administrative messages for the officers. As of August 2019, Skagit
9-1-1 has already logged more than 9,000 agency messages. The dispatchers also
make hundreds of outgoing calls for tow trucks, warrants, etc. All these interactions
can impact radio traffic, phone traffic and the overall workload of the staff.
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Based on a review Push to Talk (PTT) data provided by staff and interviews with
staff, radio traffic is consistent throughout the day and at times congested.
Interviewees consistently noted that some field units and staff engage in more low
priority traffic on the channel than what is necessary. This is largely an operational
concern that can be primarily addressed through radio discipline, utilization of
MDTs to reduce non-priority radio traffic, and proper radio usage training for both
responders and PSTs. This activity should be monitored for growth while exercising
all appropriate operational procedures to reduce unnecessary radio traffic. These
topics are expanded in the workforce and technology sections of this report.
Employee Engagement and Participation
Employee engagement and participation is an area that appears to be impacted by
current staffing levels. Interviews suggest there is a need and desire by the line staff
and supervisors to be more directly engaged with the administrative staff, especially
the Operations Manager. Skagit 9-1-1 administrative staff need to continue to seek
balance between the work at hand and remaining engaged with employees. It would
be difficult to measure how much recognition and support supervisors are
providing to subordinate employees without being on the floor, observing, and
engaging with staff. The employee feedback survey and interviews suggest issues
with low morale and a perception of lack of support and understanding between the
administration and line staff. Employees need to be engaged and encouraged to
participate in appropriate organizational activities and tasks. Any opportunity to
involve staff with operational decisions that will directly impact their jobs may
assist in satisfying their desire to be involved and feel valued.
Employee Recognition
Skagit 9-1-1 has a commendation program where staff is recognized by the Director
or the public. The ECC also offers a quarterly and annual award program for an
individual employee or groups of employees. Employees may be nominated for most
improved performance, going above and beyond the call of duty, handling a critical
incident or a major project, or for outstanding sustained performance. Staff reported
that they receive two to six nominations annually and most employees vote on the
nominations. The winners are added to a plaque located in the center and they
receive an acrylic award to take home. “The Human Relations tradition within
management theory has long stressed the need for organizations to provide
employees with symbolic gratifications, including a sense of appreciation,
recognition, and belonging.”29 70% of staff surveyed reported that they feel they are
regularly recognized for high quality work.
Skagit 9-1-1 recently implemented Guardian Tracking software to track
performance, provide feedback, and facilitate employee recognition and positive
29
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reinforcement. The software program enables supervisors and peers to comment on
exemplary performance which creates a performance record for the employee. If
properly leveraged, Guardian Tracking is an excellent tool for creating a desirable,
productive workplace environment.
Skagit 9-1-1 celebrates National Telecommunicator Week as well as a “halfway to
Telecommunicator Week.” Surveyed employees noted that they appreciate the BBQs
and holiday parties and being able to bring their children and dogs into work
occasionally. The Skagit Operations Manager and supervisors have several
incentives where they use personal funds to award employees for good performance
(e.g., 100% for coding calls, most 9-1-1 calls handled in a quarter) and for other
special events (e.g., holidays). Although Skagit 9-1-1 budgets approximately $3,500
annually for employee recognition, they are somewhat restricted by the state of
Washington limitation on gifts law (RCW 42.52.150), which restricts what “gifts” can
be provided to public sector employees.
Overall, Skagit 9-1-1 does an outstanding job with a robust employee recognition
program. “Perceived recognition for the work the PSTs do predicts their levels of
psychological distress, and any gains organizations can make in improving this
aspect of the job will likely pay off – not only in terms of worker commitment and
effectiveness, but also in employee’s personal wellbeing.” 30 Skagit staff and
stakeholders are encouraged to continue the practice of employee recognition
through the current programs and to ensure they are in alignment with local and
state laws. Skagit staff should consider expanding the employee recognition
programs and seek alternatives to employees using personal funds to support the
program, with input and direction from experienced human resources and labor
management support.
Metrics for Employee Evaluations
Skagit 9-1-1 does have a structured employee evaluation program. The training
supervisor is responsible for conducting appraisals on probationary employees at the
three- and six-month marks. Appraisals move to the shift supervisors at about the
nine-month mark. Employees off probation are evaluated annually by their shift
supervisor. Non-represented employees are evaluated annually by their respective
supervisors (i.e., Director, Operations Manager, or Technical Services Manager).
Interviewees reported that performance appraisals this year are running seven
months late because of a change to the form that management is working on with
the union. These issues should be resolved as quickly as possible and performance
appraisals should be administered on time.

30

George Mason University Center for Social Science Research. Staffing and Retention in Public Safety Answering Points
(PSAPs): A Supplemental Study. July, 2018.

47

Staff utilizes a one to five rating scale for performance appraisals, with each of the
five potential scores defined. The represented employees are evaluated in nine
categories.
According to staff, the evaluation process is meant to be a collaborative reflection of
the evaluation period. The evaluation form includes a section for the employee to
actively participate in the evaluation process by answering two questions: “What do
you see yourself achieving professionally within the next three years” and “What, in
your opinion, do you feel your Supervisor/Director can do to help you achieve these
goals?” This part of the evaluation process is in alignment with the employer
responsibilities section of the APCO ANS 1.103.2-2015 Minimum Training
Standards for Public Safety Telecommunicators.
Staff should ensure that performance appraisals are up to date and reflect current
job descriptions and JPRs. (See recommendation #24)
Analysis of Supervisory Staff
Skagit 9-1-1 employs five working supervisors who have general responsibility for
training, operations and maintenance during any given shift in addition to working
a calltaking or dispatch position. All supervisors have secondary responsibilities that
include such tasks as quality assurance, training, and scheduling. Interviews with
the supervisors suggested they spend an excessive amount of time managing the
schedule and working through unscheduled time off and overtime coverage. The
supervisors also spend a significant percentage of time working a position to cover
breaks. Interviewees expressed a desire and need to spend more time “supervising.”
It is always a challenge in an organization where the supervisors are part of the count
with primary responsibilities for processing calls and dispatching units. Given the
current staffing situation at Skagit 9-1-1, the supervisors rarely have an opportunity
to disconnect from the console to conduct supervisory duties without distractions
and interruptions. Though this is a common arrangement in ECCs across the
country, it can be a challenge to get supervisory work completed in a timely fashion.
There are indications at Skagit 9-1-1 that supervisory work sometimes suffers due to
other priorities and dispatch responsibilities. For example, some of the supervisors
interviewed were behind on their quality assurance reviews for the month and some
reported falling behind on annual performance appraisals. The organization will
need to continue to assess workload and determine what, if any, additional positions
may be necessary to support organizational and operational related services.
Specifically, the center may need to consider staffing a Quality Assurance Evaluator
to perform call reviews and produce a higher sampling of call reviews in a timelier
fashion. These types of challenges should be assessed by the agency and planned for
accordingly. (See recommendation #25)
According to the National Incident Management System (NIMS), “maintaining an
appropriate span of control enables management to direct and supervise
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subordinates and to communicate with and manage all resources under their
control.”31 NIMS recommends an average span of control ratio of one supervisor to
five subordinates. This ratio is a guideline; staff and stakeholders must determine
the most appropriate ratio for supervisors to subordinates. Skagit 9-1-1 has a
standing policy for a span of control of 4 to 8 employees per supervisor. Given the
current organizational structure (Appendix C), the span of control is reasonable for
the Director, Operations Manager, and Technical Services Manager.
Depending on how staff is allocated to each shift, the supervisors are responsible for
nine to 11 employees each when up to staff. Although that number exceeds the 1:5
ratio, the subordinate employees are not all on duty at the same time but this is an
area that needs to be closely monitored by Skagit administrative staff, especially
given that the supervisors are part of the count with other primary job duties.
Administrative staff needs to ensure that supervisors can actively oversee and
complete their job duties (e.g., QA’s, performance evaluations, investigation,
performance improvement, discipline, etc.).
The review team found a supervisor job description that was last updated in April of
2015. The job description and essential JPRs should be aligned with APCO ANS
3.102.2-2015 Core Competencies and Minimum Training Standards for Public
Safety Communications Supervisor. Upon updating the job description and JPRs,
the annual evaluation should be updated to reflect any changes to JPRs. Skagit 9-11 is encouraged to work through this process with a qualified human resources
manager and labor counsel.
There should be additional onboard training and continuing education for
Supervisors and Leads. (See recommendation #26) Interviewees expressed
considerable frustration with the current structure and there appears to be a fair
amount of confusion regarding certain supervisory policies, procedures and
practices. There is a need for stronger lines of communication from the top down.
There should be more regular supervisory meetings and direct engagement between
the Operations Manager and the supervisors, especially given the fact that the
supervisors do not attend the committee meetings with the Operations Manager.
Administrative staff should determine if there is a need for Supervisors and Leads to
play a more active role in operational committees that directly impact operations
and the operational workforce. (See recommendation #27)
Analysis of Leadership Staff
Skagit 9-1-1 has Lead Dispatcher and Acting Lead Dispatcher positions that assist
the Supervisors with day to day operations. They are in charge when there is no
supervisor on duty and have many ancillary duties. Unlike the Supervisors, Leads
are in the bargaining group. Leads have mostly the same operational responsibilities
31
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as the Supervisor but the Supervisors cover discipline, performance appraisals, and
conduct quality assurance reviews. Like the Supervisors, the Leads spend significant
time managing the schedule when there is unscheduled time off that needs to be
covered.
Skagit 9-1-1 has an authorized staffing level for six Leads; however, they have
experienced significant turnover in the Leads positions, which they are having a
difficult time filling. The Leads are pooled with the dispatchers and not the
supervisors. The Leads are often mandated for overtime, but the Supervisors cannot
be mandated. Based on interviews, some employees hesitate to pursue a lead
position because it would require them to be cross trained, which makes them more
susceptible to overtime mandates. The center is covering the Lead positions with
Alternative Leads instead of filling the position. Skagit should evaluate span of
control needs and whether the Supervisor pool needs to be expanded and Leads
reduced.
Quality Assurance/Quality Improvement (QA/QI)
Quality Assurance/Quality Improvement (QA/QI) is a critical component of any
public safety communications system, as it is designed to ensure a consistent level
of service to all customers, across all shifts, and by all employees. According to
APCO/NENA ANS 1.1.07.1-2015 Standard for the Establishment of a Quality
Assurance and Quality Improvement Program for Public Safety Answering Points,
the process is intended to adequately measure the quality and performance of the
service provided. The process includes but is not limited to the following
procedures:
• Analysis of performance trends
• Compliance to protocols and standard operating procedures
• Customer service
• Optimizing the use of agency resources
• Overall performance of each employee
• Review the operation as a whole
Skagit 9-1-1 has a structured QA program with no dedicated Quality Assurance
Evaluator. Skagit 9-1-1 reported an overall passing average of 97% for 2018, which
is very impressive, however reviewers are not reviewing all aspects of PST
performance. This concern is discussed in further detail below.
The Operations Manager supervises the QA/QI program and the reviews are
conducted by the working supervisors. Each supervisor is required to review a
minimum of three calls per trained employee per month. The Training Supervisor
completes call reviews for all trainees who are signed off on phones but not fully
trained on radio. A call review form is used to conduct QA which is then integrated
into the Guardian Tracking program where employees review and digitally sign the
form. Supervisors also include the call reviews in a monthly report that is
maintained on each employee. The monthly report is one criterion used to conduct
annual performance appraisals. Supervisors discuss call reviews with employees in
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person when the call review is below an established compliance level. Patterns of
failed call reviews may trigger a Performance Improvement Plan (PIP).
Some components of the Skagit 9-1-1’s QA policy are not in alignment with
APCO/NENA ANS 1.107.1-2015 Standard for the Establishment of a Quality
Assurance and Quality Improvement Program for Public Safety Answering Points.
Although the feedback and escalation protocols are in alignment with the standard,
the QA program is not fully capturing or correcting non-compliance and poor
incident processing for several reasons. It is imperative that the agency develop a
QA program and adhere to industry standards of best practices. A weak QA/QI
review program can be more hazardous to an agency than not having a program at
all.
The following specific areas of the QA/QI program are not in alignment with
APCO/NENA ANS 1.107.1-2015:
Number of Calls Reviewed
The supervisors are required to perform audits on approximately three incidents
per PST (i.e., one law enforcement nature code, one medical nature, one fire nature
code) and 15 minutes of radio traffic monthly. APCO/NENA ANS 1.107.1-2015
requires ECC agencies, in the normal course of business, to review at least 2% of all
calls for service. Where the 2% factor would not apply or be overly burdensome due
to low or excessively high call volumes, agencies must decide on realistic levels of
case review. The center handles roughly 103,950 emergency calls for service
annually (10-digit and 9-1-1). Two percent of all calls for service would be
approximately 2,010 calls reviewed annually or 173 per month. The agency
reviewed 926 calls in 2018, which is below the 2% standard. The 2% goal may be
difficult to attain given their current staffing situation and given that the
supervisors are part of the count. Regardless of this fact, ECC management should
consider increasing the number of calls reviewed to come into compliance.
The above noted standard requires “all components of the incident” to be evaluated,
including but not limited to, call-taking, data-entry, dispatching, status keeping,
etc., which means the radio traffic should be included with calls reviewed.
•

Case Evaluation Forms
The audit form that the supervisors are utilizing is an electronic worksheet
for all three types of calls: fire, EMS, and law enforcement. Each tab in the
call review form is specific to the type of call being reviewed. The questions
contained in the evaluation form are yes/no questions with no specifically
defined criteria. See related concerns with scoring criteria noted below.
Sample forms are included in APCO/NENA ANS 1.107.1-2015.

•

Training Supervisor’s Role
At the completion of the monthly reviews, the supervisors send the audit
forms electronically to each employee’s portal in the Guardian Tracker. The
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supervisor is responsible for handling the feedback process with the
employee. There is no workflow in place to require the Training Supervisor
to sign off on the audits of all employees. The Training Supervisor only
conducts feedback and signs off on the reviews that are conducted on new
employees still in training. A policy establishing a working relationship
between the Training Supervisor and the working supervisors to mitigate
any individual and/or agency-wide performance issues identified through
the QA/QI process would benefit the agency training program. This will aid
the Training Supervisor in developing proper refresher/remedial training
for employees. This type of interaction will strengthen the service delivery to
member agencies and the community. See additional information related to
this below in feedback criteria and action plans.
APCO ANS 3.103.2-2015 Minimum Training Standards for Public Safety
Telecommunicators requires the agency to provide PSTs with an overview of
its QA/QI processes used to recognize excellence, identify areas needing
improvement, and ensuring performance measures are met. The Training
Supervisor should work with the supervisors to ensure all employees,
including new hires and veteran PSTs, are trained in the QA/QI program and
clearly understand expectations.
•

Performance Scoring Criteria
There are no established performance-scoring criteria to ensure consistency
in case evaluations. APCO/NENA ANS 1.107.1-2015 requires agencies to
“establish and/or adopt performance-scoring criteria to ensure consistency
in case evaluations.” The same standard recommends that the agency
regularly review, calibrate, and revise as necessary the QA/QI process to
maintain the highest possible level of reliability and integrity. The
calibration step is particularly important because multiple working
supervisors are involved in the audit process and there may be disparity in
the way they rate employees.
It is incumbent upon the agency to establish goals, objectives, criteria and
scoring dynamics for each category of the review, and train employees on the
expected outcomes and purpose of the program. Without such guidelines, it
is very difficult for any member of the agency to understand and strive to
meet the agency’s expectations.

•

Catastrophic Loss/High Acuity Incidents
Skagit 9-1-1 has no established policy requiring the audit of catastrophic loss
and high acuity incidents. APCO/NENA ANS 1.107.1-2015 requires agencies
to “ensure all cases involving catastrophic loss and/or high acuity are
reviewed.”

Staff interviewed noted that there are issues with the current structure of the QA
program not correcting repetitive problems. Performance issues must be properly
addressed (through the QA feedback process or with corrective training and
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progressive discipline when that fails) in a timely fashion. (See recommendation
#28)
Skagit 9-1-1 should continue to assess the need for quality assurance evaluator
support. APCO/NENA ANS 3.106.2-2017 Core Competencies and Minimum
Training Standards for Public Safety Communications Quality Assurance
Evaluators (QAE) may be used as a guide to determine the core competencies and
minimum training required for such a position. (See recommendation #29)
Disciplinary Process
Investigative and disciplinary steps for the represented group are outlined in the
current collective bargaining agreement. There is a formal progressive discipline
policy that clearly outlines investigative processes and progressive discipline steps;
however, supervisors interviewed conveyed that the disciplinary process at Skagit
9-1-1 is very confusing and there are no guidelines on how to administer it. There
appears to be confusion and blurred lines between coaching, counseling and
discipline. The training gap between the established policies and management
rights and the guidance and direction the supervisors are receiving should be
addressed.
It is apparent through interviews that the Skagit 9-1-1 administrative staff does
embrace a culture of “applying less severe corrective action initially and more
severe measurements if the behavior or problem persists.” Management does seem
to try to deal with issues through verbal corrections, training, and performance
improvement plans. However, interviewees consistently reported that
management does not always take progressive action or any action at all when it is
necessary and appropriate.
Rules, policies, and procedures must be uniformly enforced from the top down and
across all shifts no matter who is in charge. This is a culture shift that needs to occur
at Skagit 9-1-1, and it must include proper interaction and engagement with the
union. Staff and stakeholders consistently reported that the union believes they
should be co-managing the ECC with management. Staff and stakeholders provided
several examples where the union had undermined certain actions by management.
Staff provided numerous examples where management’s rights are restricted by the
collective bargaining agreement or simply by the threat of action from the union.
There are numerous findings and recommendations throughout this report related
to this topic.
Analysis of Training Processes
The Skagit 9-1-1 training team consists of one training supervisor, one training lead
and approximately six Communications Training Officers (CTOs). CTOs are certified
through a 40-hour Washington State Criminal Justice Training Commission (CJTC)
certified trainer program. Temporary trainers also assist with academy instruction
and training new hires on the floor when there is a shortage of certified trainers
available.
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The Training Supervisor is a full-time supervisor with the overall responsibility of
the new hire training program and continuing education for the veteran staff.
Employees are pulled off the floor to teach various segments of the academy. The
training supervisor does not instruct during the academy so she can actively
supervise the new hires. This practice is counterintuitive resulting in a strain
between operations and training staff.
New hires receive approximately 860 hours (21 weeks) of structured training, which
consists of a combination of classroom training (academy style) and on-the-job
training (OJT). Lateral transfers normally go through an expedited training program
depending on level of experience.
The academy involves a combination of formal classroom instruction and
simulation/role playing. The duration it takes to complete the training is extended
due to the current staffing situation and lack of available trainers. Some of the new
hires spend considerable time not actively handling emergency calls and
dispatching. In addition to the shortage of trainers to handle the OJT, the current
staffing situation is making it difficult to pull trainers off the floor to teach at the
academy. Table 4 illustrates a total time period for new hires to complete training
from the last 4 academies.
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Training Phase

Description

Hours

Orientation

Introductions, tour, access setup, meet
and greets.

20 Hours

CAD/Geography

Combined modules including 20 hours
of geography drive time. Classroom
training with floor observation included
each day for 2 hours.

120 Hours

Calltaking Classroom

Calltaking classroom includes 80-hours
160 Hours
of instruction and observation on the
Criteria Based Dispatch (CBD) system,
up to two hours of Critical Incident
Stress Management (CISM) training,
deaf and hard of hearing instruction with
floor observation, National Crime
Information Center (NCIC) Access
training, and 30-hours of
Telecommunicator 1 training.

Calltaking OJT

Upon successful completion of a final
exam, the new hires are assigned to a
trainer for 240 hours of active calltaking
on the floor.

240 Hours

Law or Fire Classroom

After successful completion of calltaking
training, new hires are back in the
academy for law or fire dispatch
classroom training.

80 Hours

Dispatch OJT

After completion of calltaking training,
the new hires are assigned to a trainer
for 240 hours of active law enforcement
or fire dispatching on the floor.

240 Hours

Total 860 Hours
Table 4: New Hire Training Hours

There is no maximum extension period for each phase of training. If a new hire
requires an extension because they are not meeting expectations, the training
supervisor may extend their training time by placing the employee on a
Performance Improvement Plan in conjunction with the extension. The
performance improvement plan is usually an 80-hour plan which includes one
week of floor training with a CTO and one week of working independently with
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observation. The plan may be extended by an additional one to two weeks
depending on performance.
Tracking performance while in training is handled through daily observation
reports and journal logs. The daily observation report (DOR) is an Excel sheet with
multiple tabs containing call reviews and a cover sheet. The CTO completes a DOR
for every call during initial calltaking training and then eventually will taper off
non-emergent calls and only complete the DOR for high priority incidents until
mastered, unless there is a performance issue with an incident. The call reviews
contain fields for a CAD call number, nature code, priority, additional comments
and the following seven (yes/no/NA) questions:
•
•
•
•
•
•
•

Voice Dispatch
Dispatch Time
Console Management
Officer Safety
Call Updates
Run/Add Names & Plates
Unit Status/Location

New hires are provided a composition book where they are asked to track their
performance along with the trainers who have been issued their own composition
book. Currently, the trainee and their trainer answer three questions daily:
•
•
•

What went well today?
What didn’t go well today?
What can I do better/work on tomorrow?

The intent of the journal is to ensure that the new hire and the trainer are in sync
with each other and with the DORs that are completed daily. The journals are all
hard copies.
The training that takes place on the floor in both the calltaking phase and the
dispatching phase is unstructured. Trainers conduct one-on-one training as the
trainee answers the phone. The trainers complete a DOR throughout the day and
provide immediate feedback to the trainee. Trainers conduct drills in areas the
trainee is struggling with. The trainers develop “focus points” for areas that need to
improve, and those points are incorporated into the week’s goals. The main
requirement for the trainer is completing the DOR’s and providing constructive
feedback to the trainee.
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The Training Supervisor meets with the trainee and the trainer weekly to discuss
the following areas:
•
•
•
•
•
•
•

Review previous week’s goals, DORs and journals
Focus points
Strongest performance area
Trainee’s weakest performance area
Questions and concerns from the trainee
Questions and concerns from trainer
Feedback from training supervisor

Skagit 9-1-1 utilizes the CJTC CTO course to certify their trainers. The course is
funded by state 9-1-1 funds and is currently not offered. It is staff’s understanding
that the course will be replaced by an equivalent course in the near future, but no
timeline is set.
Staff has stated that the fire academy is out of date and they are working on
updating content.
The training program, policies, and procedures require significant updates.
Candidates should be hired as soon as openings with trainers are available from a
continuous recruitment pool, until the center can regain control of the staffing
situation, Skagit should consider restructuring the academy and assigning more
responsibility to the training supervisor to conduct initial “classroom” training.
Pulling instructors off the floor to teach is causing an additional burden on the
center. The Training Supervisor and training leads should be utilized as much as
possible to supplement vacancies when there are no trainers or instructors readily
available.
Skagit 9-1-1 has a long and intensive training program that is taxing the center and
trainers. The training staff should develop a more streamlined training program,
aligned with national standards. This will reduce the total training time while
providing a quality program for new hires that is more sustainable with the current
staffing situation. (See recommendation #30)
Skagit 9-1-1 does not have a structured mentoring program. They did briefly try to
establish a mentoring program with volunteers, but it has fallen by the wayside with
the current staffing situation. Skagit 9-1-1 may benefit from establishing a formal
mentoring program, given the current climate of the center. Newly certified
employees could be assigned a mentor who is willing to build an alliance with that
employee and offer support and guidance as they begin to charter the waters on
their own. Mentoring can be a combination of exchanges through email and face to
face interaction between the two employees. If there are multiple new hires,
mentoring can also take place in group sessions. It is important, given the current
turnover rate, for new hires to have as much support and ongoing guidance as
possible to ensure they remain committed to the organization and for them to be
successful within their position. (See recommendation #31)
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Veteran PSTs complete a minimum of 24 hours of continuing education every two
years. Eight hours of the 24 must be on EMS topics (provided by King County
online) in order to remain compliant with the King County Emergency Medical
Dispatch (EMD) program. Continuing education is tracked through the Guardian
program. The amount of continuing education is not in alignment with the
minimum requirement of APCO ANS 3.103.2-2015 Minimum Training Standards
for Public Safety Telecommunicators, which requires a minimum of 24 hours of
continuing education annually. (See recommendation #32)
There are no minimum training standards in the State of Washington for PSTs.
There is a state subcommittee developing recommendations for state minimum
training requirements; there is no timeframe for this initiative’s completion.
Although training in the state is not mandatory, Skagit 9-1-1 does certify their
trainers in a structured 40-hour CTO program and they certify their PSTs in TC1
and TC2, which were formerly offered by the CJTC. According to staff, as of July 1,
2019 the Telecommunication Program at the CJTC ended. The Washington State
Military Department Emergency Management Division oversees the E9-1-1 system
and programs, including the training contract with CJTC. The Military Department
has decided not to renew the contract and will be conducting future training
themselves. These courses were paid for by the State of Washington previously.
Skagit 9-1-1 will need to actively monitor this change and ensure that a new
comparable program is developed by the Washington State Military Department
Emergency Management Division and that it is available to staff in a timely fashion.
Considering the current staffing situation, Skagit is encouraged to research
alternative and comparable programs to use in the interim.
Skagit 9-1-1 offers voluntary training if dispatchers and supervisors would like to
attend. Staff can also request to attend training and are normally granted that
request depending on staffing and funding.
Analysis of Records
Skagit employs a full time Records Technician who is responsible for filing warrants
entered by law enforcement agencies, filing restraining orders, clearing warrants and
restraining orders. This position requires compliance with state and local access
laws. The center recently automated the warrants process, which improved
efficiencies. According to interviews with staff, the dispatch staff are still conducting
several tasks that could be absorbed by the Records Technician or the jail staff if the
jail staff completed some local training requirements. See related recommendation
and discussion on page 40 of this document.
Standard Operating Guidelines
Skagit 9-1-1 has a Standard Operating Guidelines (SOG) manual that was originally
written in 1998. Although partially updated in 2010 and 2011, the SOGs are severely
outdated and poorly maintained. Many of the guidelines are lacking content and
there are no references to industry standards. The agency should consider
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referencing national standards and best practices to enhance policies and
procedures. The agency should ensure that the SOGs are up to date, to include all
relevant operational procedures and definitions, and reflect current workflows.
The SOGs are not always consistently followed or uniformly enforced according to
interviews, observations, and a review of applicable documents. Tolerance for any
disregard of policies or procedures countermands the policy. Appropriate
foundational and refresher training on the SOGs, vigilant supervision, effective
quality assurance, and a strict revision and distribution policy will ensure that
procedures are executed as intended.
Change Distribution
According to staff, changes to SOGs are usually initiated through training bulletins
issued by the supervisors. The Fire or Law Tech Committees approve formal
changes depending on what discipline they affect. The training bulletins are
released to the supervisors and leads for internal review prior to being entered into
the Guardian Tracking program. Once entered in the Guardian Tracking program,
employees are required to read and sign off on them before they are archived. Staff
reported that many of the training bulletins issued previously were not translated
into an SOG, which resulted in employees having to search multiple locations (e.g.,
their emails and the Guardian Tracking program) to locate important procedural
and historical information. It should be noted that supervisors have been working
on updating the SOGs over the past two years.
Managing changes in operational procedures, including distribution, was identified
by staff as an area that needs improvement. More input from staff, longer timelines
to implement, and more effective training and documentation (e.g., training,
policies, and procedures) are areas noted by staff and the review team that could be
improved. Failing to effectively manage change orders and maintain up to date
policies and procedures can negatively impact the organization. Training,
supervision and operations, and SOGs need to be effectively managed to limit
liability. The agency should strive to create/modify the SOG before the new task is
assigned or the change takes place.
Approaching change using some simple project management strategies may
improve this area. For example, the administrative staff should develop a project
plan that includes a communications component, defines deliverable expectations,
defines tasks to complete deliverables, communicates assignments to the team,
provides status reports, and works through the change collaboratively as a larger
team to accomplish all of the deliverables. This is particularly important with
significant changes involving mission critical equipment/software and changes to
current workload and workflows. A recent qualitative study involving ECC leaders
showed earning buy-in from PSTs, particularly front-line supervisors, was a critical
factor in successful implementations of new policies.32 The same study showed lack
32
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of supervisor’s support leads to poor results. The results from the ECC study echoed
similar findings in other fields of study including law enforcement, telenursing, and
call centers.
Operational change distribution could be improved by more frequent updates to
the SOG manual following a training bulletin or other policy/procedure
modification. There should be an emphasis on more effective change distribution
throughout the organization. The administrative staff must rely less on emails,
training bulletins, and “cheat sheets” and more on formal policies, procedures, and
training to document and facilitate the change. It is also critical to ensure that
member agencies are aware of the change if it affects them, and that they receive
updated policies, procedures, and training if applicable. (See recommendation #33)
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Section 7: Technology and Facilities
Introduction
A technology assessment of Skagit 9-1-1 was performed. The assessment included an
inventory of existing technologies and a comparison to best practices, standards, and
future considerations. The following assessment covers multiple topics driven by the
assessment, results of both client agency and employee surveys, interviews, and
direct observation of Skagit 9-1-1 operations.
Technology
Alphanumeric Paging, Text Messaging, “rip and run,” and Email
Automatic Vehicle Location (AVL)
Calltaker/Dispatching Mapping
EMD
EMS Mobile Data Terminals
Fire Mobile Data Terminals
Fire Records Management System (RMS)
Fire Station Alerting
Law Enforcement Field Reporting
Law Enforcement Records / Mobile Data Computers
Master Clock
Mobile Mapping
Aerial Imagery
E9-1-1 Phase II Wireless Capable
Staffing Module
Washington Crime Information Center (WACIC)/National Crime
Information Center (NCIC)
Telecommunications Device for the Deaf/Teletypewriter (TDD/TTY)
Tone Alerting (Radio paging)
Web CAD

Used?
Y
Y
Y
Y
Y
Y
N
N
Y
Y
Y
Y
Y
Y
N
Y
Y
Y
N

Table 5 – Technology Inventory

Customer Premise / Call Handling Equipment (CPE/CHE):
Skagit County 9-1-1 currently operates a Motorola Call Works system (4.2.8.5 Build
89847) for its 9-1-1 call handling equipment. The center has four connections to the
State of Washington ESInet with the Skagit County 9-1-1 Center being the only single
point of failure. The current system can support up to 28 concurrent 9-1-1 sessions.
Interviews with administration and telecommunicators revealed no significant
issues with the Call Premise Equipment/Call Handling Equipment (CPE/CHE).
There is no geographically diverse back-up facility for the Skagit 9-1-1 Center which
represents a significant risk to public safety communications for the County. Skagit
County 9-1-1 can call Comtech/State Enhanced 9-1-1 Coordination Office (SECO) to
rollover 9-1-1 traffic to another county but there are no automated rollover
agreements in place nor policies to have calls returned to Skagit 9-1-1 for processing
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and dispatch. It is highly recommended that Skagit 9-1-1 develop automated
rollover-processes, formal interagency agreements, and continuity of operations
plans with neighboring counties to support emergency operations in the event of a
CPE/CHE failure. It is further recommended that Skagit County 9-1-1 create geographically diverse back-ups either through establishing a distinct back-up 9-1-1
center or by engaging other counties to create regional backup options. (See
recommendation#34)
Rapid SOS:
Skagit County recently deployed Rapid SOS integration with Motorola Call Works.
Rapid SOS allows PSTs to receive additional location information data based on
information received from the RapidSOS clearinghouse, by way of the caller’s
handset. The additional location data can provide smaller location footprints,
handset tracking, and subscriber details (e.g., medical alerts, emergency contacts,
etc.) if the users are subscribed to, and provide data for, all the additional
applications. Interviews with administration and PSTs revealed no significant issues
with the Rapid SOS integration.
Text-to-9-1-1:
Skagit 9-1-1 currently does not support text-to-9-1-1 services. Based on interviews
with administrative staff, the center is waiting for the State of Washington ESInet to
support such services which is projected to occur in Q4 2019. According to staff, the
current version of Motorola Call Works is text-to-9-1-1 capable but a CAD interface
to Spillman Flex may be required to receive the full benefit of text-to-9-1-1. It is
recommended Skagit 9-1-1 and Skagit County Information Services develop an
implementation plan, stakeholder requirements, and technical specifications in
accordance with State of Washington 33 and APCO Interim Short Message Service
(SMS) Text-to-911 Information and Planning Guide 34 to ensure a successful
transition to text-to-9-1-1.
NG-9-1-1 Capabilities:
Skagit 9-1-1 is actively working with the State of Washington State SECO to build out
its NG-9-1-1 capabilities. Skagit County GIS is also working with SECO to meet NG9-1-1 requirements which will be discussed later in the GIS section of this report. As
mentioned above, Skagit 9-1-1 has four connections with the state ESInet with the
center representing the only single point of failure. As previously discussed, Skagit
County 9-1-1 should leverage the inherent redundancy capabilities of the ESInet to
create geographically diverse back-ups. Some fundamental advancements proposed
under NG-9-1-1 include better caller location, transportability of calls across
33
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jurisdictional boundaries, and multi-media integration (e.g., video, pictures, etc.). It
is recommended Skagit 9-1-1 continue working with SECO to identify funding,
develop strategic NG-9-1-1 plans, and build out NG-9-1-1 capabilities.35
Additional references for transitioning to NG9-1-1 can be found in the FCC Task
Force on Optimal Public Safety Answering Point (PSAP) Architecture (TFOPA) Final
and Supplemental Reports.36 The TFOPA reports identify considerations, resources,
checklists, and guidelines for NG9-1-1 cybersecurity, optimal PSAP architectures,
and funding sustainment models.
Computer Aided Dispatch (CAD) System:
Skagit 9-1-1 operates on the Spillman Flex 2019.2 system owned by the Skagit
County Sheriff’s Office, administered by Skagit County Information Services (IS),
with County GIS providing mapping support. The current system supports both
production and training databases with plans for a development database now that
a server virtualization project has been completed. PSTs described either a favorable
or ambivalent attitude towards the CAD system although some stated they believe
that the system does not support fire/EMS response plans well. Some administrative
staff have mentioned changing CAD vendors. Interviews with PSTs indicated that
any changes in CAD vendors may be met with significant resistance.
While observing dispatch operations, PSTs had to open and close multiple windows
during both the data entry and dispatching processes. The PSTs showed great
proficiency in moving through the screens quickly. The complexity of the CAD
system may be contributing to the long time it takes to train new employees and
currently inhibits the correct processing of EMD requests for service. Currently,
PSTs are classifying all EMS requests for service as “Aid” and then either upgrading
or downgrading the call resulting in multiple mismatches of response configurations
based on the true needs of the patient.
The recent addition of the EMS GIS layer and EMS response plans has caused
additional issues in the dispatching process. The ECC is currently not performing
the protocols in accordance with best practices (please refer to the operational
analysis). The ECC is currently building out EMS response plans within the CAD
program as a special project to eventually perform true CBD with proper EMD
protocol implementation. Administration stated that the current Spillman product
makes the process cumbersome and has led to delays in CBD implementation. It is
recommended that Skagit 9-1-1 work with the current vendor to develop a better
process for EMD calltaking mapped to a CBD response plan or purchase a software
interface that properly supports both the calltaking and dispatch response plan

35
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processes to reduce unnecessary dispatching of critical EMS assets prior to properly
classifying the EMS request. (See recommendation #35)
The Spillman Flex interface to WACIC / NCIC was broken at the time of the onsite
visit and required duplicate data entry by both PSTs and responders. The broken
interface was the second highest concern raised during interviews with
administration, PSTs, and law enforcement agencies. The issues largely stemmed
from changes made by the Washington State Patrol (WSP). The review team was
informed that Spillman was made aware of such changes months in advance and
failed to complete the changes prior to the cutover date prescribed by WSP. The
duplicate data entry and inability to use a single source for local, state, and federal
subject searches represents a responder safety issue which must be rectified as soon
as possible. It is highly recommended the Skagit 9-1-1 Board and Skagit County
Sheriff immediately intervene to facilitate the repair of the interface. (See
recommendation #36)
To compound matters further, Skagit 9-1-1 has limited access to configuration
applications and relies heavily on County IS personnel for CAD fixes despite having
three technical services personal assigned to the center. While it is appropriate for
County IS to control access to CAD system security configurations, the lack of 24/7
access to technical support combined with the multiple agencies “owning” the
system has led to dysfunction. In a 2007 study, a consultant recommended Skagit 91-1 abandon Spillman as its CAD vendor. Although that study may have been unduly
influenced by responder stakeholders, there should be a full evaluation of the current
Spillman product’s ability to support Skagit County 9-1-1 operations. It is
recommended that clear ownership and technical responsibilities for the CAD
system and operations be established. It is also recommended that CAD projects be
assigned a single project manager with the authority to establish stakeholder needs,
coordinate the activities of the multiple support agencies, manage project budgets,
and ensure project milestones are met. (See recommendation #37, 38, 39)
Geographic Information System (GIS):
Skagit 9-1-1 relies on Skagit County GIS for administration, corrections, and updates
to their mapping systems. Currently, PSTs have access to mapping applications
through both their phone systems and CAD systems. Although both systems
theoretically operate from the same GIS data base, there are some applications
which do not overlap (e.g., AVL is only displayed on the CAD map), therefore
dispatchers must look at two different monitors to achieve full situational awareness.
This is complicated further by CAD mapping failures that lasted months without
resolution; a situation that negatively impacts responder safety. Furthermore, the
mapping solutions for both dispatch and responder vehicles occur on a quarterly
basis which is too long to wait for corrections, new address updates, or
reconfigurations of response plan zones. It is recommended Skagit County GIS work
with responder agencies and provide GIS updates in a timely fashion (at minimum,
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monthly). It is also recommended Skagit County develop a single GIS common
operational picture that supports all telecommunicator needs on a single screen.
(See recommendation #40)
As mentioned above, Skagit County GIS has been working successfully with the State
of Washington to meet Next Generation 9-1-1 GIS data formats in accordance with
SECO policies. 37 According to both Skagit 9-1-1 administrators and the Skagit
County IS Director, Skagit County achieved 98% compliance with the Washington
State NG-9-1-1 GIS requirements which is an excellent accomplishment. As Skagit
County GIS continues its path toward implementing NG-9-1-1, it is important to
meet Washington State requirements and to align with national best practices for
data formats, exchanges, and GIS schemas. Developing GIS locators that allow PSTs
to quickly geo verify caller locations with the least number of keystrokes is a critical
“next step” in the process. It is recommended that Skagit 9-1-1 develop specific GIS
database, geo-verification locator, and PST data entry specifications for its CAD
vendor in compliance with State of Washington to ensure a successful transition to
NG-9-1-1. (See recommendation #41)
Public Safety Radio System Infrastructure:
Skagit 9-1-1 operates multiple very high frequency (VHF) (primarily Fire/EMS) and
ultra-high frequency (UHF) (primarily Law Enforcement) simulcast systems to
support responders at the local, state, and federal levels. The simulcast systems
operate on an IP backbone supported by looped microwave and fiber connections to
20 transmit sites and four voted receivers. Additionally, there are three active
distributed antenna systems (DAS) at Mount Vernon School buildings, in-building
voted receivers at Skagit Regional Clinic and Anacortes High School, multiple
passive DAS systems, and an in-building simulcast site at the Skagit County Jail.
The system currently supports approximately 3,000 public safety subscribers,
however, not all responders are on a single simulcast system so responders and PSTs
must select the appropriate system, frequencies and/or towers based on the radio
system coverage (e.g., a Sedro Wooley officer transporting an arrestee to the jail must
switch frequencies). There are plans to improve the radio system with a $1M grant
with the Skagit County Sheriff’s Office. The purpose of the project is to add two
additional VHF/UHF simulcast sites, upgrade six existing sites to provide fill-in
coverage for the Sheriff’s UHF Simulcast system, purchase an IP-based M-Core for
future P25 Conventional simulcast capabilities, and purchase updated subscriber
equipment.
With any project plan, detailed coverage verification test plans are critical to ensure
expectations are defined and subsequently validated. According to the Technical
Services Manager, the proposed goal for radio system coverage is 95% on-hip, on37

mil.wa.gov/laws-and-regulations and mil.wa.gov/asset/5d02647aa91b7
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street coverage. This coverage goal was based on terrain and funding constraints
combined with updates to International Fire Code requirements that building
owners are responsible for in-building coverage in accordance with NFPA and
Authority Having Jurisdiction specifications. Identifying quantifiable measures of
coverage performance (e.g., -95 dBm) ensures that all stakeholders have a clear
understanding of coverage expectations and that vendors are held accountable to
meet such standards during the procurement process.
Eventually, all Skagit County first responders (including Skagit County 9-1-1) must
develop long range plans anticipating the next county-wide public safety
communications system that will support operations for the next 15 – 20 years. The
current use of frequency pairs is inefficient and will drive increases in dispatcher
workload as community growth will lead to frequency saturation. Although
administration members within Skagit County 9-1-1 are working to consolidate
individual agency systems, questions remain as to who owns the entire system. It is
recommended the county public safety community formally identify a single lead
agency through interagency agreements coupled with county-wide radio operations
policies reflecting best practices. (See recommendation #42) It is also recommended
that Skagit County collaborate with state and federal partners to develop a long-term
strategy to fund and build out interoperable communications networks (e.g., P25
trunked systems) that reduce frequency utilization inefficiencies and consolidate
dispatcher radio console positions. For example, in the State of New York, the
Department of Homeland Security, Office of Interoperable and Emergency
Communications (DHSES/OIEC) administers a grant program to support
interoperable public safety radio systems38; similarly, the State of Ohio administers
the multi-agency radio communications system (MARCS).39 (See recommendation
#43)
Radio System Redundancy
Each site has multiple paths for redundancy via microwave or fiber connectivity.
Currently there is no redundant control point for the radio system. While plans to
purchase an M-Core will set Skagit County along a path towards redundancy, the
system remains at risk until geographically diverse control points are established.
Given the critical nature of public safety communications, the lack of back-up
systems represents a significant public safety vulnerability impacting the entire
community which cannot be overstated. It is highly recommended that the public
safety community (both responders and dispatch operations) establish a continuity
of operations plan in the event of a radio system failure (e.g., identifying simplex
tactical channels for temporary operations until the simulcast system is restored).
(See recommendation #44)

38
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Frequency Loading
According to both responders and Skagit 9-1-1 staff, radio system activity is
consistently “steady” with occasional periods when responders and
telecommunicators feel there is too much traffic. Most interviewees agreed that
better radio discipline and utilization of available technology, such as MDT, would
alleviate congestion. Law enforcement leadership did not want a completely “silent”
dispatch as not all responders have access to MDTs and they wanted to ensure first
level supervision was able to monitor their patrol activity for both officer safety and
supervisory purposes. As stated above, there are significant plans to improve both
VHF and UHF simulcast system coverages.
As mentioned above, Skagit 9-1-1 and the Board should begin long term planning for
the next radio system that would support the growing needs of responders. As part
of that long-term planning, stakeholders should discuss radio system ownership,
administration, and subscriber agreements. Establishing agreements with clearly
defined roles and delineations of responsibilities is critical for the management of
complex and inter-dependent radio systems. It is recommended the 9-1-1 Board
develop a strategic plan for radio system upgrades considering new potential funding
streams balanced against the operational needs of telecommunicator operations. It
should be noted that Skagit 9-1-1 has an infrastructure development plan to provide
public safety grade mission critical coverage in the entire county. The plan was
developed based on a report that was completed by Hatfield and Dawson P.E. in
2010. The 2010 report and current plan should be reassessed during short and long
range strategic planning sessions. (See recommendation #45)
Radio Usage and Mobile Data Terminal Training
Responders and Skagit 9-1-1 staff recently began co-hosting radio usage and MDT
training for field responders which has proven successful. Proper radio discipline
combined with full utilization of available technology can effectively reduce radio
traffic congestion while still maintaining situational awareness. It is recommended
the radio usage and MDT classes continue to be offered on a regular basis.
There is interest among both responders and Skagit 9-1-1 staff for Field Training
Officer (FTO)/CTO collaboration and training exchanges to facilitate mutual respect
and alignment to best practices. Interviewees raised concerns that trainee exchanges
occurred too early in their training process as the trainee did not understand their
own job and therefore struggled to understand how their actions impacted other
portions of the overall response. It is recommended that trainee exchanges should
take place later in the FTO/CTO process when trainees have already mastered the
basics thus allowing them to better understand how their role fits into the larger
response framework. (See recommendation #46)
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Dispatch Consoles
Skagit 9-1-1 uses Zetron Max Dispatch consoles which currently meet the needs of
the center. Responder interviews indicated that dispatch transmissions are clear
when in good coverage areas. Telecommunicator interviews consistently stated that
they have had little to no radio issues for a few years apart from having to switch
zones based on radio coverage. The consoles have “receive only” access to
Washington State Police radios but do not have the ability to transmit thus requiring
PSTs to make a phone call when agencies request mutual aid from troopers causing
delays during in-progress events and creating officer safety concerns as PSTs are
searching for law enforcement back-ups. It is recommended that Skagit 9-1-1 work
with Washington State Police to overcome both procedural and technological
barriers to implement closest car policies regarding in-progress incidents requiring
a multiple officer response (e.g., domestics, robbery in progress, etc.). (See
recommendation #47)
There is currently no back-up to the dispatch center consoles with connectivity to
the public safety radio network. There are plans to upgrade the consoles to Motorola
MCC7500E which would allow integration to an M-Core thus providing a pathway
to a back-up 9-1-1 center in accordance with best practices. There are existing
capabilities to connect the radio system to neighboring county systems to allow for
regionalization of back-up systems, but there has been little discussion regarding the
planning and implementation of such capabilities. It is recommended that Skagit
County create geographically diverse back-up dispatch consoles either through
establishing a distinct back-up ECC or by engaging other counties to create regional
solutions. (See recommendation #48)
Paging and Tone Alerting
Paging and tone alerting for fire and EMS providers is performed through the VHF
simulcast system. The system is currently augmented with a combination of Hiplink
and Active-9-1-1 CAD to Cell interfaces. There are plans to leave Hiplink and
transition to a more robust Spillman CAD to Cell interface called Rapid Responder.
There are concerns about the amount of data going out to fire and EMS responders
that do not have MDTs. Furthermore, administrators at Skagit 9-1-1 have expressed
a desire to purchase and implement a CAD / Dispatch Console interface to automate
the tone alerting process. It is recommended both technical groups work with
County IS, Skagit 9-1-1, and their current CAD vendor to fully vet software
requirements, responder data needs, and IT implementation timelines to ensure
proper project management and manage responder expectations of technical
solutions. (See recommendation #49)
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Logging Recorders
Skagit 9-1-1 utilizes Higher Ground logging recorders for both their radio and phone
recording solutions. All dispatch audio is recorded at the consoles. Additionally,
radio system transmissions are recorded via IP integration to the respective radio
systems. No logging recorder deficiencies were identified during interviews with
telecommunications supervisors, administrative staff, and responder agencies.
Network, Routers, Switches, and Firewalls
Skagit 9-1-1 has multiple information system networks with some overlapping
interfaces. Based on interviews with technical staff and reviews of technical
documents, Skagit 9-1-1 technical services have a firm grasp of current network
designs, future plans, and how the systems interface with each other. The network
mapping efforts of the technical staff should be commended.
Skagit 9-1-1 has 1GB connectivity to the desktop though not all applications take
advantage of such connectivity. The co-location of Skagit County IS equipment on
the same property ensures regular interactions between County IS and 9-1-1
technical staff. During a recent remodel of the Skagit 9-1-1 center internal CAT-5E
wiring added additional positions and access points however the center has quickly
outgrown the facility. Skagit 9-1-1 is protected by a combination of Cisco ASA 5525
firewalls and two-factor authentication which represent industry standards and best
practices. Mobile devices, such as laptops employ encryption to limit vulnerabilities
due to loss or theft of property.
External Network Connectivity
Skagit 9-1-1 has multiple external connections via fiber, microwave, and co-axial
connections. Connectivity follows multiple paths for the purpose of redundancy with
the physical center being the single point of failure. The multitude of connections
shows that redundancy is important, but the lack of geographically redundant
centers represents a deficit. Interviews with administrative staff, PSTs, and
responders indicated there were no significant issues regarding external
connectivity.
IT Security
Cybersecurity will continue to be a primary concern of all public safety operations.
Administrative and technical staff members stated that cybersecurity training
occurred on a periodic basis. Interviews with technical staff and the County IS
Director combined with measures detailed in above sections (i.e., network access
requirements, firewalls, encryption, etc.) demonstrate cyber security is a priority.
(See recommendation #50)
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The use of the Virtual Local Area Network (VLAN) configuration and Cisco firewalls
assists in segregating the Spillman application suite from the rest of the county
information network, but also creates cumbersome processes for users when
changes are required. County IS and responders may choose to continue this design
to ensure proper protection of critical data, but Skagit 9-1-1 technical staff must have
reliable access to such data in order to be effective.
Denial of service attacks (DoS), phishing, malware, hacking, and other malicious
cyber activities will continue to be a concern especially as Skagit 9-1-1 approaches
NG9-1-1 deployment. “It is not if you are attacked, it is when you are attacked,” is
common when discussing cybersecurity in today’s modern environment. The
National Institute of Standards and Technology (NIST) Framework for Improving
Critical Infrastructure Cybersecurity 40 can be used to create a new cybersecurity
program or improve an existing program (see Appendix C). (See recommendation
#51)
Additional references for cybersecurity considerations NG9-1-1 can be found in the
TFOPA Final and Supplemental Reports under the workgroup 1 work.41 This work
includes checklists and self-assessments to help establish a proper cybersecurity
posture specific to NG9-1-1.
IT Staffing
The Skagit 9-1-1 environment is a complex mixture of phone, radio, CAD, GIS, and
related interface systems with mixed responsibilities between Skagit County 9-1-1
technical staff, Skagit County IS, Skagit County GIS, and other responder technical
staff. As stated above, Skagit County 9-1-1 employs three technical service staff
members. Skagit County IS employs 17 members, although there are only two
members primarily assigned to the Public Safety Spillman suite. According to IS
billing documentation, Skagit County 9-1-1 represents only 4% of the IS billing, but
the 9-1-1 Director repeatedly stated that Skagit 9-1-1 funds half of one of the IS
members salary. Additionally, Skagit County 9-1-1 created a project manager to
assist with fire and EMS response plan updates, but it was unknown if the position
would continue after the retirement of the employee for whom the position was
created.
During interviews, staff indicated they had no issues with other agencies and
expressed a desire to work collaboratively. However, there seemed to be a lack of
overall accountability as members pointed to other agencies for delays or
breakdowns in operations (i.e., CAD mapping failures, EMS CBD delays, etc.).
Multiple interviewees expressed frustration with the lack of clear delineations of
authority and/or accountability. With the advent of NG-9-1-1, the blurring of lines
between IS supporting both PSTs and responders will add to the complexity of an
40
41
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already complicated operating picture. Therefore, it bears repeating that the
recommendations from the CAD section (above) require immediate attention.
Additionally, representatives from Skagit County technical services, IS, and GIS
should regularly participate in technical committee meetings to coordinate their
efforts effectively. (See recommendation #52)
Continuity of Operations and Disaster Recovery:
As indicated during multiple sections of this report, there is a distinct lack of
continuity of operations planning and redundant capabilities for critical systems.
Although the Skagit 9-1-1 facility has both a generator and uninterruptible power
supply (UPS) systems, the lack of geographically diverse systems represents a critical
vulnerability to public safety communications. Current plans to build another center
on the same site should be evaluated closely if no other site can be identified for
critical redundant operations. While Skagit County enjoys significant funding with
new sources available in the possible future, the lack of redundancy shows a clear
deficit of strategic planning. It is highly recommended that Skagit 9-1-1 create a
continuity of operations plan in compliance with NFPA 1221, APCO ANS, and other
voluntary accrediting agencies42.
Establishing a back-up facility and plan for the new ECC is vital to ensure continuity
of service and dispatch operations, should the ECC suffer a catastrophic systems
failure or need to evacuate the facility. Two examples of back-up plans include:
1. Maintaining a separate, smaller facility or “cold” back-up that is activated as
needed. These facilities do not generally mirror the primary ECC but are
functional under emergency situations. In some cases, the back-up ECC is
identical to the primary ECC, but smaller. In these cases, the backup ECC can
be used to expand the primary ECC capabilities in major incidents.
2. Maintaining a separate, “hot” back-up ECC that is identical to the primary
ECC, but usually smaller, can be used in an emergency or to expand the
primary ECC capabilities in major incidents.
APCO/NENA ANS 1.102.2-2010 Public Safety Answering Point Service Capability
Rating Scale43 establishes criteria for levels of service from an alternate facility (backup location) during a significant event that precludes the use of the primary facility.
Criteria are defined as follows:
1. Standard Criterion – The ECC can receive and handle calls as voice calls from
the alternate (back-up) facility.
2. Advanced Criterion –The alternate ECC provides the same level of service as
the primary site but may do so at a diminished capacity. The alternate facility

42
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captures call and CAD data and it is available to the primary site when it is
back in service.
3. Superior Criterion –The alternate ECC facility provides a comparable
standard of service as the primary site.
The backup sites can be “hot” or “cold” but regardless, should provide a level of
redundancy and continuity of operations if properly equipped. In a postconsolidation scenario, Skagit 9-1-1 would need to ensure that the site(s) have
adequate space and equipment to support consolidated operations. After the sites
are selected and equipped, Skagit 9-1-1 should develop a Continuity of Operations
Plan (COOP) and exercise the plan on a regular basis. APCO/NENA ANS 1.102.22010 Public Safety Answering Point Service Capability Rating Scale can be used to
develop the COOP and to test the agency’s readiness for a disaster. (See
recommendation #53)
Another document that Skagit 9-1-1 staff can reference is the Department of
Homeland Security (DHS) Public Safety Communications Network Resiliency SelfAssessment Guidebook44, which is a comprehensive guide for government and public
safety entities that:
•

Offers instruction for how
communications networks

•

Describes how common critical resiliency gaps in public safety networks

•

Proposes mitigation solutions for assured communications in stressed
network environments

•

Demonstrates a proven methodology for data gathering, connectivity
mapping and analysis

to

assess

resiliency

of

public

safety

Analysis of Facility
The current Skagit 9-1-1 ECC opened its doors on October 1, 1998. The building and
land are both owned by Skagit County. Skagit 9-1-1 shares the building with the
Skagit County EMS department and the Skagit County Department of Emergency
Management (DEM). A minor remodel occurred in May of 2017. The remodel
included rewiring, cable management, installation of improved sound absorbent
walls, raised flooring, and new dispatch consoles. The remodel was conducted within
the existing walls of the ECC and did not expand the original footprint of the center.
The ECC is adjacent to the administrative offices, breakroom, and rest rooms. There
is an office off the floor that is currently occupied by the project manager and there
is a second desk in the office for supervisors to use if they are able to detach from the
console. On those occasions when the supervisor needs to have a private meeting
44
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with an employee, the project manager’s work is disrupted while they exit the office.
The supervisors generally work on the floor at a dispatch console. Based on
observations and interviews with staff, the supervisors will usually work at consoles
with their backs against the wall for additional privacy.
The center is at capacity and there is no available space for expansion. Office space,
conference rooms and training space is very limited. Acoustics in the center are poor
and lighting is also limited. Due to the space limitations of the main center, the ECC
has expanded to include a mobile trailer “the annex,” which is primarily used for
training. The annex contains office space for the training supervisor, a restroom,
additional office space, a small kitchen and six workstations equipped with CAD,
phones and administrative network access (no radio access). The annex is used for
training classes, academies, and testing equipment. The annex can also be used as
an overflow site for call handling in the event of a significant incident that overtaxes
the main center or in the event of an evacuation of the main facility with CAD and
phone access only.
The ECC is a distinct and very different type of facility, unlike any other in the
locality. Planning for design features specific to its critical mission is necessary.
Various public safety industry standards exist to provide guidance in the design,
construction, equipping and operation of ECCs including: APCO International,
NENA, NFPA, local and state codes.
Ideally, the space chosen for the new ECC provides all industry recommended
features for a critical facility. However, fiscal realities and other restraints sometimes
require compromise. When choosing a facility, as many of the industry
recommended structural features as possible need to be included.
Key ECC facility needs include:
•

•

•

•

Back-up electrical power sources - The ECC needs two types of back-up power
sources. The first type is a diesel or natural gas generator. A generator assures
that the ECC can function without interruption of critical services in the event
of a power outage.
Heating, ventilation and air conditioning (HVAC) –HVAC is particularly
challenging in the ECC environment due to the need to maintain
temperatures within an acceptable range for both personnel and technology.
Lighting and acoustics – Due to the large numbers of computer monitors
present in today’s ECC, the facility’s light plan must minimize glare and
eyestrain, providing a comfortable working environment for ECC personnel.
Acoustic design is also important to reduce the ambient noise level and
provide an optimum communications environment.
Workplace safety and Americans with Disabilities Act (ADA) compliance –
Workplace safety and ADA compliance present significant challenges to the
design and operation of an ECC. Careful consideration of people and
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•

workflow is required to build a facility that functions in an effective and
efficient manner while meeting these goals.
ECC security plan - Due to its critical role in public safety, the ECC needs a
security plan that includes two primary areas. First, a plan that limits access
to unauthorized physical access (i.e., people, vehicles, etc.) is needed. Critical
facility features include blast proof windows and other hardening techniques
that provide protection against severe weather events or man-made threats.
Second, addressing cyber security needs is necessary. As noted above, cyber
threats are becoming more relevant in critical infrastructure. This ECC
security plan should include a thorough risk assessment, as outlined above
and Appendix C.

Deciding where to locate a new ECC involves assessing any potential site for several
key support features. Again, financial and other logistical constraints may prevent
the county from meeting all these requirements. Meeting as many of these criteria
as possible is recommended. These features ensure that the ECC is not only secure
but provides maximum redundancy and protection from single points of failure.
Desired features include:
•

•

•

•

•

•

Multiple main power sources - Two separate power sources that feed the ECC
prevent a single point of failure should one of the sources be lost. For example,
a site that allows the ECC to receive power from two separate power grids is
ideal.
Isolation from transportation facilities - Public safety agencies respond to
many major incidents that involve transportation of people and cargo (i.e.,
aircraft, rail, motor vehicles, pipelines, etc.). These incidents present major
challenges to an ECC through incident and response management. In order
to prevent the ECC from becoming part of the incident, it is important to
locate the ECC away from rail yards and track, airports, tank farms, major
highway interchanges, and industrial areas where hazardous materials are
stored or used.
Flooding - Ideally, the ECC facility is located so that there is a minimal flood
threat. However, if not possible, ensuring that the facility is structurally able
to withstand the potential impact of extreme water conditions is necessary.
High value targets - Avoiding close proximity to high value targets such as key
government, industrial, or entertainment venues is preferred so the ECC is
isolated from any possible attack.
Co-location with incompatible entities – An ECC is a target in and of itself.
Therefore, co-location of the ECC with or near facilities such as nursing
homes, day care centers, schools, etc. would impose inappropriate risk on
those facilities. Conversely, co-locating the ECC in a facility that is also a high
value target imposes unacceptable risk on the ECC.
Dual entrance points for critical utility and communication services.
74

The County Commissioners approached the legislature to commission a study for a
new facility in 2018, which they agreed to. Due to a timing issue, there was no
discussion or solicitation for input with the Skagit 9-1-1 Board of Directors
beforehand. The engineering study for a new facility is still ongoing as of the writing
of this report. Staff has been working with the Skagit County Facilities Manager and
an architect to develop architectural plans for an ECC. The new facility will not
include DEM or EMS. An original set of drawings has been completed and the
County is currently working on mitigating wetlands on the property where the new
facility could potentially be located. There have been high level discussions at the
Board of Directors level; however, it is still unclear how much the new facility may
cost, how the new facility will be funded or when (or if) the new facility will be built.
The Board has had some preliminary high-level discussions on how to fund a new
facility but there is currently no reserve fund that is dedicated to a new facility and
all related expenses that would go into it.
For interim relief, there has been some discussions at the Board level regarding the
possibility of moving EMS out of its current location in order to make additional
space for Skagit 9-1-1. This may be a short-term solution that would provide
additional office space and conference room area. Skagit 9-1-1 Board of Directors
should consider addressing their current and future facility needs through a formal
planning committee that includes Skagit 9-1-1 stakeholders. Given the need and the
fact that the engineering study is underway, plans related to funding should be
organized through structured and strategic financial planning as soon as possible.
(See recommendation #54)
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Section 8: Recommendations
1.

2.
3.

4.

5.

6.

7.

8.

Organizational Structure
The Interlocal Agreement, Articles of Incorporation and the Bylaws should be
updated to accurately define the Board of Directors and the number of
members on the Advisory Board and Technical Committees.
The Bylaws and the organizational chart should be updated to accurately
reflect the organizational structure.
The Board of Directors should consider restructuring the Technical
Committees into one Operational Committee that more accurately reflects
their non-technical nature. The Operational Committee would include
representatives from law, fire and the ECC.
The Board of Directors should assess the need for a technical subcommittee
made up of staff and agency representatives to collaboratively address current
and future technology and cybersecurity needs and issues. This subcommittee
would report to the Advisory Board.
The Board of Directors should consider balancing the Labor Management
Committee according to the CBA with six total members: two union members
and the union representative and three members of management
representing the ECC. It is also recommended that the Board consider
expanding membership to include labor counsel and HR
The Interlocal Agreement should define roles and responsibilities for both
the user agencies and Skagit 9-1-1. The revised Interlocal Agreement should
also address conflict resolution, budget, and financial expectations.
The Board of Directors should consider conducting a formal strategic
planning session or workshop with all stakeholders and staff to develop
short and long range plans related to finances, technologies, facilities,
staffing and other needs.
The Board of Directors should continue to evaluate salaries of the Skagit 9-11 employees and consider steps to ensure Skagit is at or above the 50percentile range for comparative ECCs, job responsibilities and workload.
Skagit 9-1-1 should consider negotiating increased pay for employees in
conjunction with better management rights to facilitate improved retention
rates.
Succession Planning

9. Working with human resources and labor management support, and within
the confines of the collective bargaining agreement, Skagit 9-1-1 should
develop and maintain a succession plan for key positions within the
organization.
Administration
10. The Director and Operations Manager positions should be aligned with APCO
ANS 3.109.1-2014 Core Competencies and Minimum Training Standards for
Public Safety Communications Manager/Director.
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11. The Board of Directors should consider hiring human resources support
services for the ECC.
12. The Board of Directors should ensure that staff in key positions, especially the
Director, Operations Manager, and Technical Manager, require project
management skills and abilities and that staff are provided related
professional development opportunities. JPRs for the Director and
Operations Manager should include project management.
13. The Board of Directors and staff should assess the financial management
needs of the center and determine what level of support is needed and how it
can be achieved.
14. Staff and the Board of Directors should update existing job descriptions to
ensure JPRs are accurate and qualifications, education and training are in
alignment with other positions and industry standards.
15. Roles and responsibilities of staff members should be strictly enforced to
ensure employees are meeting minimum expectations. Employees should be
held accountable for their actions and performance through corrective action
and progressive discipline.
16. Staff should consider reviewing the hiring process, including the interview
questions and the assessment center, with qualified human resources support
and the labor counsel to ensure that all steps are legally defensible if it is
challenged in court.
17. Staff should consider continuous recruitment for vacancies until all positions
are filled and conducting the hiring process more often than twice a year.
18. The Board of Directors and staff should consider bargaining additional salary
and benefits incentives for lateral transfers. Staff should consider a
structured, multi-step hiring process for lateral transfers that is more in
alignment with the normal hiring process.
Workforce
19. Skagit County 9-1-1 should fully exercise management rights contained
within the existing collective bargaining agreement along with limits
contained in existing labor law to correct the crippling impact of sick leave
abuse.
20. Skagit County 9-1-1 should set a specific timeline (e.g., 36 months) for all
PSTs to be cross-trained or face the elimination of their positions. It is further
recommended a specific schedule with time slots be developed and allow
members to select their time slot in order of seniority.
21. Skagit County 9-1-1 should seek labor counsel to regain control of its
management rights and seek collective bargaining agreement reform with the
union leadership through strategic negotiations.
22. Skagit 9-1-1 Board of Directors should consider the workforce and staffing
findings and recommendations contained in the Workforce Analysis of this
report, specifically the recommendation to increase the workforce by 8.3
FTE’s.

77

Operations
23. Staff should develop a multi-prong plan to improve call processing techniques
and times for fire call types.
24. Staff should ensure that performance appraisals are up to date and reflect
current job descriptions and JPRs.
25. The organization should continue to assess workloads of the supervisory and
administrative staff and determine what, if any, additional positions may be
necessary to support organizational and operational related services.
26. Staff should ensure more effective onboard training and continuing education
for Supervisors and Leads (reference APCO ANS 3.102.2-2017 Core
Competencies and Minimum Training Standards for Public Safety
Communications Supervisor)
27. Administrative staff should determine if there is a need for Supervisors and
Leads to play a more active role in operational committees that directly
impact operations and the operational workforce.
28. Administrative staff and supervisors must ensure that performance issues are
properly addressed in a timely fashion.
29. Staff and the Board of Directors should continue to assess the need for quality
assurance evaluator support.
30. The training staff should develop a more streamlined training program,
aligned with national standards, that will reduce the total training time but
provide a quality program for new hires that is more sustainable with the
current staffing situation.
31. Administrative staff should consider developing a stable mentoring program
for probationary employees.
32. Skagit 9-1-1 should ensure the dispatch staff is receiving a minimum or 24
hours of quality continuing education or recurrent training annually.
33. Administrative staff and supervisors should ensure that the SOGs are up to
date, to include all relevant operational procedures and definitions, and
reflect current workflows. SOGs should be properly distributed (to staff and
member agencies) and uniformly enforced.
Technology and Facilities
34. Skagit County 9-1-1 should consider developing automated rolloverprocesses, formal interagency agreements, and continuity of operations plans
with neighboring counties to support emergency operations in the event of a
CPE/CHE failure. It is further recommended that Skagit County 9-1-1 create
geographically diverse back-ups either through establishing a distinct backup 9-1-1 center or by engaging other counties to create regional solutions.
Skagit County 9-1-1 should leverage the inherent redundancy capabilities of
the ESInet to create geographically diverse back-ups.
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35. Skagit 9-1-1 staff should consider working with the current CAD vendor to
develop an automated process for EMD calltaking mapped to a CBD response
plan or purchase a software interface that properly supports both the
calltaking and dispatch response plan processes to reduce unnecessary
dispatching of critical EMS assets prior to properly classifying the EMS
request.
36. The Skagit County 9-1-1 Board and Skagit County Sheriff should immediately
intervene to facilitate the repair of the interface to WACIC and NCIC.
37. Staff and stakeholders should conduct a full evaluation of the CAD vendor’s
ability to support Skagit County 9-1-1 operations.
38. The Skagit 9-1-1 Board of Directors should consider establishing clear
ownership and technical responsibilities for the CAD system and operations.
39. CAD projects should be assigned a single project manager with the authority
to establish stakeholder needs, coordinate the activities of the multiple
support agencies, manage project budgets, and ensure project milestones are
met.
40. It is recommended Skagit County GIS work with responder agencies and
provide GIS updates in a timely fashion (at minimum, monthly). It is also
recommended Skagit County develop a single GIS common operational
picture that supports all PST needs on a single screen.
41. It is recommended that Skagit County 9-1-1 develop specific GIS database,
geo-verification locator, and PST data entry specifications for its CAD vendor
in compliance with State of Washington and national best practices to ensure
a successful transition to NG-9-1-1.
42. The county public safety community should formally identify a single lead
agency through interagency agreements coupled with county-wide radio
operations policies reflecting best practices.
43. Skagit County should consider collaborating with state and federal partners
to develop a long-term strategy to fund and build out interoperable
communications networks (e.g., P25 trunked systems) that reduce frequency
utilization inefficiencies and consolidate dispatcher radio console positions.
44. The public safety community (both responders and dispatch operations)
should establish a continuity of operations plan in the event of a radio system
failure (e.g., identifying simplex tactical channels for temporary operations
until the simulcast system is restored).
45. As part of that long-term planning, stakeholders should discuss radio system
ownership, administration, and subscriber agreements. It is also
recommended the 9-1-1 Board develop a strategic plan for radio system
upgrades considering new potential funding streams balanced against the
operational needs of PST operations.
46. Trainee exchanges should continue but should take place later in the FTO /
CTO process when trainees have already mastered the basics thus allowing
them to better understand how their role fits into the larger response
framework.
47. Skagit 9-1-1 should work with Washington State to overcome both procedural
and technological barriers to implement closest car policies regarding inprogress incidents requiring a multiple officer response.
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48. Skagit County should consider creating geographically diverse back-up
dispatch consoles either through establishing a distinct back-up 9-1-1 center
or by engaging other counties to create regional solutions.
49. Both technical groups should work with County Information Services, Skagit
9-1-1, and their current CAD vendor to fully vet software requirements,
responder data needs, and IT implementation timelines to ensure proper
project management and manage responder expectations of technical
solutions.
50. PSTs should receive annual security awareness training that includes the risks
of data compromise, their role in prevention, and how to respond in the event
of an incident that is relevant to the individual’s job function.
51. Skagit 9-1-1 should revise the Security Policy and Cyber Response Plan in
order to meet the needs of the ECC.
52. Representatives from Skagit County technical services, IS, and GIS should
regularly participate in technical committee meetings to coordinate their
efforts effectively.
53. Skagit 9-1-1 should develop a Continuity of Operations Plan (COOP) and
exercise the plan on a regular basis.
54. The Board of Directors should consider addressing their facility and future
needs through a formal planning committee that includes Skagit 9-1-1
stakeholders. Planning should also include an assessment of an interim
solution to create more space by working with the county to relocate the EMS
department.
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Conclusion
The entire Skagit 9-1-1 staff, member agencies, and stakeholders were professional
and forthcoming with information. Staff openly acknowledged their strengths and
challenges at every level, and everyone provided excellent ideas for improving the
overall organization. There is a strong desire to improve the efficiency of the ECC
and provide the highest level of quality service to the first responders and citizens of
Skagit County. The current staffing situation is taxing on the employees, yet they
forge ahead with providing public safety communications services and seek a better
balance in the future. It will be imperative for staff and stakeholders, bargaining and
non-bargaining, to carefully consider the findings and recommendations of this
report and work together to make positive and timely changes, improvements and
enhancements that directly impact the service level and the sustainability of the
organization.
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Appendix A – List of Abbreviations
ACS
ADA
ANS
ANSI
APCO
AVL
CAD
CALEA
CBA
CBD
CIP
CISM
CJTC
CPE
CHE
COOP
CTO
DAS
DEM
DHSES/OIEC
DOR
DoS
E9-1-1
EAP
ECC
EMD
EMS
ESInet
FAA
FCC
FMLA
FLSA
FTO
FTP
GIS
HR
HVAC
INF
IS
IT
IP

APCO Consulting Service
Americans with Disabilities Act
American National Standard
American National Standards Institute
Association of Public-Safety Communications Officials
Automatic Vehicle Location
Computer Aided Dispatch
Commission on Accreditation for Law Enforcement
Agencies
Collective Bargaining Agreement
Criteria Based Dispatch
Capital Improvement Plan
Critical Incident Stress Management
Criminal Justice Training Commission
Customer Premise Equipment
Call-Handling Equipment
Continuity of Operations Plan
Communications Training Officer
Distributed Antenna System
Department of Emergency Management
Department of Homeland Security, Office of Interoperable
and Emergency Communications
Daily Observation Report
Denial of Service
Enhanced 9-1-1
Employee Assistance Program
Emergency Communications Center
Emergency Medical Dispatch
Emergency Medical Service
Emergency Services Internet Protocol Network
Federal Aviation Association
Federal Communications Commission
Family Medical Leave Act
Fair Labor Standards Act
Field Training Officer
File Transfer Protocol
Geographic Information Systems
Human Resources
Heating, ventilation, and air conditioning
Informational Document
Information Systems
Information Technology
Internet Protocol
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List of Abbreviations (cont’d)
JPR
LMC
MARCS
MDT
MSAG
NAWAS
NAWH

Job Performance Requirements
Labor Management Committee
Multi-Agency Radio Communications System
Mobile Data Terminal
Master Street Address Guide
National Warning System
Net Available Work Hours

NCIC
NENA
NIMS
NIST
NFPA
NG 9-1-1
NPELRA
NIST
OJT
OSHA
PIO
PIP
PST
PTT
QA/QI
QAE
RCW
RMS
RETAINS
RMS
SECO

National Crime Information Center
National Emergency Number Association
National Emergency Incident Management System
National Institute of Standards and Technology
National Fire Protection Association
Next Generation 9-1-1
National Public Employer Labor Relations Association
National Institute of Standards and Technology
On the Job Training
Occupational Safety and Health Administration
Public Information Officer
Performance Improvement Plan
Public Safety Telecommunicator
Push to Talk
Quality Assurance Quality Improvement
Quality Assurance Evaluator
Revised Code
Records Management System
Responsive Efforts to Address Integral Needs in Staffing
Records Management System
State of Washington State Enhanced 9-1-1 Coordination
Office
Society for Human Resource Management
Short Message Service
Standard Operating Guideline
Strengths, Weaknesses, Opportunities, Threats
Telecommunications Device for the Deaf/Teletypewriter
FCC Task Force on Optimal Public Safety Answering Point
(PSAP) Architecture
Ultra High Frequency
Uninterruptible Power Source
Virtual Local Area Network
Very High Frequency
Washington Crime Information Center
Washington State Police
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SHRM
SMS
SOG
SWOT
TDD/TTY
TFOPA
UHF
UPS
VLAN
VHF
WACIC
WSP

Appendix B – Documents Provided by Stakeholders for
Review
1. Bylaws
2. Articles of Incorporation
3. Collective Bargaining Agreement
4. Budget and financial documents
5. Funding Model
6. Work Schedules
7. Work Schedule Models
8. CIP
9. Hiring Processes, Pools, Schedules, Interview Questions
10. Promotional Processes, Interview Questions
11. Standard Operating Guidelines
12. Policies
13. Facility Plans
14. Schedules
15. Call Volume and Call Processing Statistics
16. CBD Program
17. Quality Assurance Program, Protocol, Audit Sheets, Statistics
18. Training Program, documents, and records
19. State of Washington Laws
20. Building Floor Engineering Drawing and Basis of Design Document
21. Current Facility As-Builts
22. Cybersecurity Response Plan
23. Radio Usage - PTT
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Appendix C – Supplemental Report Documents
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Skagit 9-1-1 Organizational Chart

Board of Directors
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Training
Supervisor
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Trainees
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Dispatch
Supervisors
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Electronics Tech 1

LEAD Dispatchers

IT Specialist Lead

Dispatchers
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Advisory Board

Executive
Assistant

Accounting
Administrator

Fire/EMS Tech

Law Tech

Succession Planning [SAMPLE] Documents
1. NENA Succession Planning Information Document NENA-INF-010.2-2018, May 24,
2018 Tools 1-3 (Samples):
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2. Career Planning and Succession Management: Self-Assessment
Questionnaire About Your Organizations Employee Development Program45

Directions: read each item below. Then, place a check mark (√) in the
appropriate column: Yes, Sometimes, or No.
1.
2.

3.

4.

5.
6.

7.

8.

9.

10.
11.
12.

13.

14.

My Organization
Monitors head count on a regular
basis to measure and track
workforce requirements
Monitors employee turnover to track
any unusual “spikes” that could
result from either internal or
external factors
Makes an effort to plan for
workforce needs in advance for
reasons such as promotions and
retirements
Makes appropriate investment in
education, training, and other
developmental opportunities to help
employees build their competencies
Makes appropriate investments in
individual development programs
for employees at all levels
Provides adequate opportunities for
career advancement that take into
account supervisory and managerial
needs
Encourages employees to take
control of their learning so they will
possess the skills to be employable
throughout their working life
Provides flexibility, facilities,
services and programs to enhance
employee satisfaction and
commitment to the organization
Makes flexible use of the workforce
– such as putting the right
employees in the right roles
according to their skills or using
“virtual teams” to focus on the right
talent for specific tasks
Provides career advisement and
developmental services to employees
at all levels
Implements creative ways to
recognize and reward employees
Creates a workplace climate that
allows and encourages employees to
become more involved with or
engaged in their work
Has in place, and ready to activate, a
plan for the replacement of the
organization’s key leadership
positions in the event of a sudden
tragedy affecting an individual or
group
Provides high-potential employees
with development (stretch)

Yes

45

Sometimes

No

Rothwell, J., Jackson, R., Knight, S., Lindholm, J., Wang, W., Payne, T. (2005) Career and Succession Management
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assignments to prepare them for
larger roles in the organization
15. Consistently provides employees
with opportunities to become part of
the talent pool from which key
leadership positions are drawn
Scoring: Add scores based on this scale:
Yes Response = 2 points Sometimes Response = 1 point No Response = 0 Points
If the score of your organization
Was:
Then:
24-30 Points
Congratulations! You and your organization are on the
right track to ensuring the future through efficient and
effective interaction with your employees
15-23 Points
More work needs to be done to improve organizational
effectiveness in interacting with employees
14 Points or Below
Pull out all the stops! Begin immediate improvements to
the organization’s efforts to interact with and develop
employees

**This is a sample questionnaire that should be developed with the assistance and
support of human resources and labor management
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National Institute of Standards and Technology (NIST)
Framework for Improving Critical Infrastructure
Cybersecurity
•

Step 1: Prioritize and Scope. The organization identifies its business/mission
objectives and high-level organizational priorities. With this information,
the organization makes strategic decisions regarding cybersecurity
implementations and determines the scope of systems and assets that
support the selected business line or process. The Framework can be
adapted to support the different business lines or processes within an
organization, which may have different business needs and associated risk
tolerance. Risk tolerances may be reflected in a target Implementation Tier.

•

Step 2: Orient. Once the scope of the cybersecurity program has been
determined for the business line or process, the organization identifies
related systems and assets, regulatory requirements, and overall risk
approach. The organization then consults sources to identify threats and
vulnerabilities applicable to those systems and assets.

•

Step 3: Create a Current Profile. The organization develops a Current Profile
by indicating which Category and Subcategory outcomes from the
Framework Core are currently being achieved. If an outcome is partially
achieved, noting this fact will help support subsequent steps by providing
baseline information.

•

Step 4: Conduct a Risk Assessment. This assessment could be guided by the
organization’s overall risk management process or previous risk assessment
activities. The organization analyzes the operational environment in order
to discern the likelihood of a cybersecurity event and the impact that the
event could have on the organization. It is important that organizations
identify emerging risks and use cyber threat information from internal and
external sources to gain a better understanding of the likelihood and impact
of cybersecurity events.

•

Step 5: Create a Target Profile. The organization creates a Target Profile that
focuses on the assessment of the Framework Categories and Subcategories
describing the organization’s desired cybersecurity outcomes. Organizations
also may develop their own additional Categories and Subcategories to
account for unique organizational risks. The organization may also consider
influences and requirements of external stakeholders such as sector entities,
customers, and business partners when creating a Target Profile. The Target
Profile should appropriately reflect criteria within the target
Implementation Tier.

•

Step 6: Determine, Analyze, and Prioritize Gaps. The organization compares
the Current Profile and the Target Profile to determine gaps. Next, it creates
a prioritized action plan to address gaps–reflecting mission drivers, costs
and benefits, and risks–to achieve the outcomes in the Target Profile. The
organization then determines resources, including funding and workforce,
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necessary to address the gaps. Using Profiles in this manner encourages the
organization to make informed decisions about cybersecurity activities,
supports risk management, and enables the organization to perform costeffective, targeted improvements.
•

Step 7: Implement Action Plan. The organization determines which actions
to take to address the gaps, if any, identified in the previous step and then
adjusts its current cybersecurity practices in order to achieve the Target
Profile. For further guidance, the Framework identifies example Informative
References regarding the Categories and Subcategories, but organizations
should determine which standards, guidelines, and practices, including
those that are sector specific, work best for their needs.

An organization repeats the steps as needed to continuously assess and improve its
cybersecurity. For instance, organizations may find that more frequent repetition
of the orient step improves the quality of risk assessments. Furthermore,
organizations may monitor progress through iterative updates to the Current
Profile, subsequently comparing the Current Profile to the Target Profile.
Organizations may also use this process to align their cybersecurity program with
their desired Framework Implementation Tier.
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WA 32114
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Agency Overview
Demographics
Service Population
Square Miles
Service Area
Sworn Employees
Civilian Employees
Number of VOIP Calls
Number of TDD Calls
Number of Domestic Violence Calls
Average Time for Domestic Violence Calls
Number of EMD Calls
Average Time for EMD Calls

126520
1920
Suburban
0
47
7871
0
0
3.25
14958
.75

Communication Services Provided
Emergency Calls

Call Taking

Dispatch

Call Taking

Dispatch

Law Enforcement
Fire
Medical (EMS)
Medical (EMD)
HazMat
NCIC/CIC

Non-Emergency Calls
Administrative Calls
Public Works/Utilities
Animal Control
Emergency Weather Information
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Workload Summary
Call Taking
Dispatch
This provides an annual summary of total call volume including a categorized breakdown of types of calls and their
percentage of the total volume.
Total Call Volume
237506
100%
Incoming Call Volume
182138
76.7%
9-1-1/Emergency Call Volume
103953
43.8%
Dispatched 9-1-1/Emergency Calls
99988
42.1%
Wireless Call Volume
69910
38.4%
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Staffing Summary
Coverage Positions
Coverage Positions handle a particular task or "cover" a work station for a specified length of time.
Position
Law Dispatcher
FireDispatcher
Cross
Lead
Supervisor

Current Authorized
19.0
6.0
5.0
7.0
5

Estimated FTE
31.36
11.07
0
0
7.89

42

50.32

Subtotal

Overall Staffing Total

Difference
12.36
5.07
-5
-7
2.89

Current Authorized

Estimated FTE

42

50.3
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Positions Calculations
Coverage Positions
Full-time employees (FTE) = Hours needing coverage ÷ Employee Availability × Turnover Adjustment

Position

Law Dispatcher
FireDispatcher
Cross
Lead
Supervisor

Hours Needing
Coverage

÷

Employee
Availability

=

Staff
Needed

×

Turnover
Rate (%)

=

FTE

37227.96
13139.28
0
0
8759.52

÷
÷
÷
÷
÷

1475
1475
1475
1475
1379

=
=
=
=
=

25.24
8.91
0
0
6.35

×
×
×
×
×

24.256%
24.256%
24.256%
24.256%
24.256%

=
=
=
=
=

31.36
11.07
0
0
7.89

Volume-Influenced Positions
Full-time employees (FTE) = Workload ÷ Employee Availability × Turnover Adjustment

Position

Workload

÷

Employee Availability

×

Turnover
Adjustment (%)

=

FTE
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Staffing Availability
Coverage Positions (independent of volume)
Coverage Positions are based on a particular task or work station that must be staffed or "covered."
Total
Contract
Hours

Holiday/
Vacation
Leave
Hours

Sick Leave
Hours

Personal
Leave
Hours

Training
Leave
Hours

Law
Dispatcher

2080

249

167

10

15

0

164

0

605

1475

FireDispatcher

2080

249

167

10

15

0

164

0

605

1475

Cross

2080

249

167

10

15

0

164

0

605

1475

Lead

2080

249

167

10

15

0

164

0

605

1475

Supervisor

2080

356

167

10

15

0

153

0

701

1379

Position

Military/ Total Meal/ Total Other Total Hours NAWH Per
FMLA, etc.
Break
Hours
Unavailable Person
Hours
Hours
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Appendix D – Other Documents, Studies and Standards
Consulted
APCO Standards
As an accredited American National Standards Institute (ANSI) 46 standards
development organization, APCO International is dedicated to ensuring that public
safety communications has a role in the development of standards that affect the
emergency communications industry. It is imperative that policy and procedure
manuals, training manuals, as well as standard operating guidelines meet or exceed
existing National Standards. The following APCO National Standards47 should be
taken into consideration when an ECC reviews its operational practices.
Core Competencies and Minimum Training Standards for Public Safety
Communications Manager/Director- APCO ANS 1.106.2-2014
This standard outlines the core competencies that define the basic functions, duties,
responsibilities, knowledge, abilities, and expertise attributable to individuals who
manage public safety communication functions.
Core Competencies and Minimum Training Standards for Public Safety
Communications Training Coordinator - APCO ANS 3.104.1-2017
This standard identifies the core competencies and minimum training
requirements for Public Safety Communications Training Coordinators. This
position is typically tasked with the planning, development, coordination,
implementation, and administration of training within
a
public
safety
communication center. This document seeks to define the knowledge, skills, and
duties of the individual responsible for the training program as well as the agency’s
responsibilities for providing training to individuals in this critical function.
Minimum Training Standards for the Public Safety Communications
Training Officer - APCO ANS 3.101.3-2017
The focus of the Minimum Training Standards for the Public Safety
Communications Training Officer (hereinafter "CTO") is to provide the training
necessary to foster levels of consistency for training officers providing on-the-job
training to active PSTs, as well as to promote the leadership role of the CTO in a
public safety communications center.
Minimum Training Standards for Public Safety Telecommunicators APCO ANS 3.103.1-2010
The standard identifies minimum training requirements for public safety
calltakers, fire service dispatchers, law enforcement dispatchers, and emergency
medical services (EMS) dispatchers. It is one of many public safety
communications training standards developed as a result of APCO's Project 33
initiated in 1995.

46
47

www.ansi.org
www.apcointl.org/standards/apco-standards-for-download.html
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PSAP Service Capability Criteria Rating Scale APCO ANS APCO/NENA
1.102.2.2010
This standard is intended to assist ECC Managers and their governing authorities
to identify their current level of service capability. An assessment tool is provided
to objectively assess capabilities of the ECC against models representing the best
level of preparedness, survivability, and sustainability amidst a wide range of
natural and manmade events.
Standard for the Establishment of a Quality Assurance and Quality
Improvement Program for Public Safety Answering Points APCO/NENA
ANS 1.107.1.2015
This standard defines the recommended minimum components of a Quality
Assurance/Quality Improvement (QA/QI) program within a public safety
communications center. It recommends effective procedures for implementing the
components of the QA/QI program to evaluate the performance of public safety
communications personnel
Multi-Functional Multi-Discipline Computer Aided Dispatch (CAD)
Minimum Function Requirements APCO ANS 1.110.1-2015
The Multi-Functional Multi-Discipline Computer Aided Dispatch (CAD) Minimum
Functional Requirements standard identifies the minimum functional
requirements that a CAD system shall include, broken down by public safety
discipline. Also identified are the optional functional requirements that a CAD
system should include.
NFPA Standards
The National Fire Protection Association (NFPA) published NFPA Standard 1061
on Professional Qualifications for Public Safety Telecommunicator. This standard
was prepared by the Technical Committee on Public Safety Telecommunicator
Professional Qualifications and released by the Technical Correlating Committee
on Professional Qualifications. The standard identifies the minimum job
performance requirements for public safety Telecommunicators. NFPA Standard
1221 48 referenced, which addresses the capabilities of personnel assigned to
communications centers; systems interoperability; and requirements of building
location and construction to meet requirements.
NENA Succession Planning
The NENA Information Document is provided to assist Emergency
Communications Centers (ECCs) and governing 9-1-1 authorities with information
to identify and plan for changes in critical tasks positions. The unique nature of
Communications Centers/ECCs means that no Operational Document can fully
capture the needs of all ECCs. This document is intended to provide guidance and
is not intended to be all encompassing.
48

www.nfpa.org/aboutthecodes/AboutTheCodes.asp?DocNum=1221
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Appendix E – APCO Institute Training Programs
About the APCO Institute
As part of APCO International, the APCO Institute is uniquely positioned to offer
highly specialized training and resources on foundational, current and emerging
topics that public safety telecommunications professionals need to know. APCO
International’s leadership role in public safety communications worldwide means
that our training programs and resources reflect the pressing issues that affect
emergency communication centers (ECCs) of all sizes and that they meet the needs
of our more than 30,000 members. As a non-profit entity, the Institute is able to
offer exceptional and affordable training opportunities to public safety agencies
and practitioners, regardless of their financial resources. Our certification
programs and certificate courses are delivered in several formats:
Online Courses
Training that’s ready when customers are. Working in an emergency
communication center (ECC) isn’t a 9-to-5 job. That’s why most Institute classes
are offered online. Their 24-hour accessibility — from any Internet enabled device
— means that students can participate in training when it works for them. Lessons
are released each Wednesday and must be completed prior to the following
Wednesday.
Co-Host Courses
The Institute works with emergency communication centers around the country to
host training courses onsite to meet the needs of public safety communications
professionals from a particular region or area. These co-host courses enable
students to receive world-class training without incurring travel expenses.
Contract Courses
Agencies that request on-site training just for their own staff members can
schedule a contract course with the Institute. All courses are taught by the Institute
Adjuncts Instructors who travel to the agency and provide training that meets the
specific needs for the agency.
Agency Courses
The Institute’s train-the-trainer model allows emergency communication centers
to develop an in-house instructor program so that training can be conducted by
specially-trained agency staff members who can provide continuing education at
the time – and in the way – that best meets the agency’s needs.
CALEA Public Safety Communications Accreditation Manager
Recognizing the success of the accreditation process is dependent upon the skills of
the accreditation manager, this online course was developed specifically for the
CALEA Public Safety Communications Accreditation Manager. Accreditation
Manager Courses include the following:
• CALEA Accreditation for Law Enforcement, 6th Edition
• CALEA Accreditation Manager PSC
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•
•

CALEA Training Academy
CALEA Campus Security

Call Processing Incidents Involving Veterans with PTSD
This course provides information regarding the challenges that returning military
veterans are facing and prepares telecommunicators for the possibility of
interaction with veterans in crisis. The focus is on veterans suffering from PostTraumatic Stress Disorder (PTSD) or traumatic brain injury.
Communications Center Supervisor, 4th Edition
The APCO Institute Communications Center Supervisor course is designed for
prospective, new or experienced communications supervisors who want to enhance
their supervisory skills and knowledge. Choose a course number to learn more.
Students should be experienced in Communications Center operations, have a
working knowledge of communications policies and procedures and be either in or
under consideration for a supervisory position. Students must bring their agency’s
policies and procedures manual to class for reference.
Crisis Negotiations for Telecommunicators, 1st Edition
Crisis situations differ from the daily emergencies that today's public safety
Telecommunicators handle. Hostage situations, barricaded subject incidents, and
suicidal callers, among others, require an advanced level of training for the
Telecommunicator to handle them successfully. Choose a course number to learn
more. Students should have successfully completed a formal basic
Telecommunicator training program.
Customer Service in Today's Public Safety Communications, 1st Edition
Providing satisfactory customer service in the high energy, often a high-stress field
of public safety communications, is paramount to successful performance in this
profession, both for the individual Telecommunicator as well as the agency they
represent. This course addresses all aspects of customer service and how it impacts
our industry.
Communications Training Officer, 5th Edition
The Communications Training Officer (CTO) course focuses on the essential
elements of a one-on-one training program. Topics include the roles and
responsibilities of a trainer, adult learning styles, documentation, and counseling
techniques. Students receive sample forms. Choose a course number to learn more.
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Communications Training Officer, 2nd Edition Instructor
(5th Edition Student Course)
APCO Institute's Communications Training Officer Course certifies experienced
Telecommunicators to train and evaluate new trainees in a one-on-one training
situation. APCO Institute's CTO Program has been successfully implemented in
hundreds of agencies nationwide. Now in its Fifth Edition, the materials are easier
to teach and available for your agency instructors.
Disaster Operations and the Communications Center, 1st Edition
This course serves to educate the public safety Telecommunicator on a wide range
of man-made and natural disasters, their effects on the community and its
infrastructure and the response and recovery needs of each. Prerequisites: Students
must have successfully completed a formal basic Telecommunicator training
program.
Public Safety Communications Staffing and Employee Retention
Designed to provide guidance and information to Communications Center
employees at every level, this course provides over 300 tips, guidelines and effective
practices on subjects ranging from creating effective shift schedules to candidate
recruitment and from maintaining staff to employee recognition.
Active Shooter Incidents for Public Safety Communications, 2nd
Edition
Active shooter incidents and their response pose several unique concerns for all
facets of public safety including public safety communications. There are
multitudes of issues that make responding to an active shooter incident more
difficult than other armed subject calls or violent in-progress incidents. Choose a
course number to learn more. Students should have successfully completed a
formal basic Telecommunicator training program.
Bullying and Negativity in the Communications Center, 2nd Edition
Bullying is prevalent in the workplace including America’s emergency
communication centers (ECCs). The number of U.S workers affected by bullying is
estimated to be a staggering 65.6 million. This course helps participants learn to
identify different types of bullying, how to address it when it happens and how to
create a healthy workplace that can prevent bullying and negative behavior from
occurring.
Comprehensive Quality in the Communications Center, 1st Edition
A comprehensive quality program cannot be created overnight. A program must be
thought out and prior planning efforts put into the system utilizing the methods of
measurement and the analysis of results achieved. A successful quality program
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will require a systematic approach. This course will provide the necessary insight
so that the proper tools and methodologies can be employed to make the quality
program a vital and useful part of your organization. Topics include:
• Quality
• Quality Planning and Methodologies
• Standards and Liability in Quality Programs
• Building a Performance Evaluation Program
• Feedback and Coaching
• Surveys and Analysis
Class lecture is supplemented by practical exercises that help students apply the
lessons to their own agency. Students not only learn about a Quality
Assurance/Improvement Program, but also learn how to implement the program
within their agency.
Fire Service Communications, 2nd Edition
APCO Institute's Fire Service Communications, 2nd Edition course raises the bar
for in-service fire communications training. This dynamic course covers the terms,
techniques, and protocols required for excellence in fire service calltaking and
dispatch. Choose a course number to learn more. Students should have already
completed basic Telecommunicator training.
Fire Service Communications, 2nd Edition Instructor (2nd Edition
Student Course)
This course combines enhanced instructional techniques training with specific
training on how to conduct the Fire Service Communications, 2nd Edition student
course. Successful completion of this course enables your agency instructors to
instruct the Fire Service Communications, 2nd Edition student course in-house,
allowing for a significant reduction in your in-service training. Prerequisite:
Successful completion of the current version of Fire Service Communications
student course.
Public Safety Communications Staffing & Employee Retention, 1st
Edition
In 2009, the Next Generation of APCO Project RETAINS announced research
proved turnover rates for emergency communications centers in the US were at
19%. That was an increase of 3% since 2005 and still reflected a higher turnover
rate than the teaching and nursing industries - both highly publicized staffing
crises.
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Public Safety Telecommunicator, 7th Edition
Meets and exceeds the APCO Minimum Training Standards for Public Safety
Telecommunicators (2015). The Public Safety Telecommunicator training standard
is widely recognized as the national industry standard for basic Telecommunicator
training.
Public Safety Telecommunicator, 2nd Edition, Instructor (7th Edition
Student Course)
This course combines enhanced instructional techniques training with specific
training on how to conduct the PST1, 7th Edition student course. Successful
completion of this course enables your agency instructors to instruct the PST1, 7th
Edition student course in-house, allowing for a significant reduction.
Law Enforcement Communications 1st Edition
APCO Institute's Law Enforcement Communications 1st Edition course raises the
bar for in-service law enforcement communications training! This dynamic course
covers the terms, techniques and protocols required for excellence in law
enforcement calltaking and dispatch.
Law Enforcement Communications Instructor 2nd Edition
(1st Edition Student Course)
This course combines enhanced instructional techniques training with specific
training on how to conduct the LEC 1st Edition student course. Successful
completion of this course enables your agency instructors to instruct the LEC 1st
Edition student course in-house, allowing for a significant reduction in your newhire and in-service training and travel costs.

101

