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PREFACE 

A growing number of public officials are realizing that just as 

crime crosses jurisdictional lines, so too must crime control approaches and 

technologies. Many acknowledge that the problems are too large and the costs 

too great for anyone local government to handle alone. Some departments are 

attempting to upgrade their patrol and.investigations capabilities by sharing 

not only information but also equipment and services with other jurisdic

tions. Such intergovernmental cooperation is one way that criminal justice 

agencies are confronting both crime and the fiscal crisis that is upon them. 

Police departments and other criminal justice agencies are beset with 

increasingly severe budget cutbacks and are feeling the inflationary squeeze 

of rising salaries and equipment costs. Even wealthy departments are finding 

that the once sacrosanct police budget has become no more than another item 

in the city or county budget. While police expenses are as subject to high 

inflation as welfare, education, and other social services, these other areas 

are more heavily subsidized by state and federal governments. In contrast, 

police services are almost totally financed by local taxes. When local cut-

backs occur, the police are one of the first to feel that fi~ancial squeeze. 

In addition, police personnel expenditures have been rising. since 

the late 1950s, public employee unions have become increasingly successful in 

obtaining dramatic salary increases. Fringe benefits and retirement programs 

have also been improved, further adding to personnel expenditures by another 

40 to 60 percent. A comparison of total police budgets of seven major cities 

for fiscal years 1970 and 1977 shows aggregate increases ranging from 150 to 

270 percent with an average of over 200 percent for the eight year period.* 

Although police services, in general, are highly labor intensive, 

several support functions require expensive technologies. In order to pro

vide coverage for broad geographic areas, modern radio communications require 

satellite receivers and repeating transmitters. Automated record systems are 

used to issue warrants and notify witnesses of scheduled court appearances. 

Computers provide almost instantaneous criminal history checks of suspicious 

*Michael S. Serrill, "Urban Crisis Makes Police Vulnerable--and 
Angry," Police Magazine (Prototype Issue), p. 4. 
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persons and select the patrol car which can most quickly respond to a call 

for service. Many police agencies, especially small departments,* find it 

impossible to purchase the equipment necessary to achieve and maintain state
of-the-art technology. 

Ironically, as police resources have decreased, public demands for 

police protectj,on have increased. This conflict clearly presents itself in 

the area of support services since these services are usually cut back first. 

Increasingly, departments are being forced to deal with difficult issues 

involving support activities, e.g.,~ 

• An officer is killed when his request for help is jammed 
due to radio channel congestion; 

• A small police agency is forced to Use a 24-hour gas station 
to provide night dispatch; 

• A routine records check fails to reveal an outstanding warrant 
on a traffic stop, and the driver is permitted to leave; 

• The sheriff's department needs to upgrade its communications 
facility, but the County Commissioners cannot find the funds 
to finance the project; 

• A police department uses only informal training for dispatch; 
as a result, the dispatcher delays in sending out a unit 
on an in-progress burglary call and the caller is killed. 

Service problems such as these are often insurmountable for a single depart

ment because it simply cannot afford to upgrade these services. In fact, 

some departments are coping with their fiscal crisis by dismissing staff, 

d\~ferring maintenance, and reducing the support services needed for the 

efficiency of police work and the protection of lives. However, as men

tioned previously, many departments are discovering that a more effective 

way to conserve scarce resources, and still sustain critical support ser

vices, is to share resources and services with other departments. 

Sharing Police Support Services: A Focus on Communications is 

intended to address the cooperative provision of police support services as 

a viable method of upgrading service and reducing costs. By sharing those 

police fUnctions that are intended to assist in the provision of the direct 

police services of patrol and investigation, reduction in personnel and 

*National Association of Counties Research Foundation, County-Wide 
Law Enforcement: A Report on a Survey of Central Police Services in 97 Urban 
Counties, by S. Anthony McCann (Washington, D.C., 1975). 
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~quipment costs can be realized without compromising the autonomy of indivi
dual police agencies. 

Communications has been chosen as a focus for this report because 

of all support services it is perhaps most critical to the effective func

tioning of police agencies. Almost all public requests for assistance are 

made by telephone to the communications center. In addition, police agencies 

themselves rely on the communications center as a crucial link between offi

cers in the field and police headquarters. Radio communications and dispatch 

are therefore essential for agency operation. Moreover, communications is 

certainly the service which consumes the bulk of resources devoted to support 

activities. Most importantly for the purposes of this document, the steps 

involved in implementing a shared communications system apply equally well 

to the sharing of other support services. 

This report relies on information from six major data collection 
efforts. 

1. An extensive literature review was conducted, including an 

examination of feasibility and technical assistance reports, descriptions of 

arrangements for the cooperative provision of support services, and general 

discussions of the nature of cooperative endeavors; 

2. Di~cussions with experts in the field were used to update the 

ILterature review wi th unpublished documents, which provided examples of both 

idcently developed sharing arrangements and current thinking on the topic; 

3. A telephone survey of law enforcement specialists in the 50 LEAA 

State Planning Agencies provided the names of all jurisdictions within 

each state participating in a shared support service arrangement, as well as 

names of specific contact persons in these departments; 

4. A telephone survey of over 200 police agencies participating in 

support service sharing arrangements provided information on initiation, 

implementation, and operation of shared services across six service types-

communications, records and data processing, equipment and facilities, crime 

laboratories, training and selection, and detention facilities; 

5. Discussions with an advisory panel were used to verify the 

apparent success of various systems, and offer suggestions on the contents 
of the report; and 

6. Site visits to four successful cooperative systems produced 

detailed information from each site on all aspects of their experience with 
shared communications. * 
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Based on these data sources, this report presents practical 

techniques for establishing and operating an inter-jurisdictional police 

communications system. The recommendations made in this document take into 

account the diversity of department size, geographical configuration, and 

jurisdictional patterns as well as varying levels of knowledge, skills, ar,d 

equipment. The basic thrust of these techniques i~ to assist police depart

ments in upgrading their communications systems and/or reducing system costs. 

Thus, this report should serve these pur.poses: 

• To assess the feasibility of establishing a cooperative com
munications system; 

• To promote awareness of potential benefits arising from 
shared communications; 

• To provido a simple method of determining department service 
and organization needs; 

• To present a practical plan for implementing the system which 
can be tailored to individual requirements; 

• To offer a straightforward method for measuring the full cost 
and value per dollar, both personnel and non-personnel, of 
cooperative service; and 

• To improve the role of communications in the provision of 
direct police services. 

To achieve these aims, this report details the steps involved in 

developing a shared communications system. Chapter 1 begins with a general 

introduction to the purposes and methods Qf sharing communications, and is 

followed by several chapters which provide specific guidance on how to install 

a cooperative system: Chapter 2 (Planning for Support Service Sharing), Chap

ter 3 (Organizing a Service Sharing Arrangement), Chapter 4 (Managing Person

nel Resources), Chapter 5 (Managing Financial Resources), and Chapter 6 

(Operating a Service Sharing Arrangement). Each chapter not only describes 

the most common techniques for designing and implementing shared police 

communications but also reviews the typical problems at each stage of system 

development and methods that eXisting systems have used to overcome them. 

Chapter 7 (Eva..luating a Service Sharing Arrangement) argues for 

evaluation of the shared service. The double-edged approach of process and 

impact evaluation leads into a discussion of how to set system objectives, 

choose evaluation instruments and data collection strategies, and determine 

the extent to which the objectives have been met. Chapter 8 (Considering 

Other Service Sharing Arrangements) discusses other support services which are 
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for sharing in the manner prescribed for communications: appropriate 
data 

processing and records, ~ __ tral.'ning, e~'~pment and facilities, crime labora-
tory, and detention facilities. Special considerations for each service 

well as solutions to potential pitfalls. are presented in this chapter as 

Finally, the Appendices conta n examp es i 1 and worksheets to be used in con-
junction with Chapters 2 through 8. 

The principles and procedures contained in these chapters are in

tended for use in state, 'county, and municipal public safety agencies. 
I , chiefs, fire chiefs, sheriffs, and other top managers should be Po J,ce 

especially concerned with the policy level information about planning and 

t ented in Chapters 2 and organizing a communications sharing arrangemen pres 

3. These same chapters will also assist city managers, mayors, and legisla

tors who are potentially or actually involved in a sharing arrangement so 

effectl.'vely participate with their jurisdiction's public that they can more 

safety specialists in the system's design and implementation. 

Operating managers suc as h precinct and troop commanders in jurisdic-

tions contemplating or implementing a shared dispatch system are directed to 

the administrative level information in Chapters 4 and 5 on system management 

,and In Chapter 6 on sys em opeJ:'cf,:: , • t "iO"lS l'.anagers of existing shared dispatch 
systems will also find Chapters roug 4 th h 6 particularly helpful. Chapter 7 

is relevant to almost all potential rea ers d Of this document since the issue 
h communl.'cations system was a success should be a general of whether or not t e 

concern and its evaluation a common prac l.ce. t , Most readers will also be 
interested in Chapter 8 Sl.nce ~,~ , c~~unl.'cations may be but one of the services 

wl.'ll want to share in order to reduce costs and improve that a jurisdiction 

service. 
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Chapter 1 

INTRODUCTION 

• An armed robbery occurs in Wilton Manors, Florida. A descrip
tion of the escape vehicle is put out on an all-channel broadcast. 
Cruisers from three cities give chase, roadblocks are formed, and 
the suspects are apprehended. Every day the Cooperative Dis
patch Center #2 in Broward County, Florida helps the four member 
Police departments stop interjurisdictional crime. The sophis
ticated communications center is a joint powers system which em
ploys nearly fiftY-five persons. Operational since 1974, its mem
bers agree it is an unqualified SUccess.* 

• Communities in New Jersey's "Lakeland Region" were plagued by 
fractionalized communications service. Police agencies depended 
upon dispatch from distant law enforcement agencies, sometimes 
provided only on an emergency basis. Fire and rescue dispatch 
was divided among distant agencies, an airport, a service station, 
and private homes. In response the communities established the 
Sussex-Morris Regional Police Communications Network, a joint 
powers system providing communications for POlice departments, 
fire departments, emergency squads, and road departments. The 
members share equally all basic costs, such as rent, and are charg
ed for operational costs by a population and workload formula.** 

• A silent alarm is received, and the Genesee County Consolidated 
Communications Center transmits the call. An officer wri ti'ng a 
ticket across the street from the establishment verifies the rob
bery. The Center puts out a message for assistance; the suspects 
take hostages. Within two minutes of the original call, more than 
ten units from different agencies arrive on the scene. The area 
is sealed off by thirty units and the suspects give up. The 
twenty-five law enforcement agencies in Genesee County, Michigan 
are more than satisfied with their joint powers communications 
center. As one Chief of Police noted, under the old system a city 
crime could occur near a county cruiser, and the deputy Would not 
even know about it because he had been on a different frequency.*** 

• In SUmter, South Carolina the city POlice headquarters was located 
in an opera house which was condemned; the County Sheriff head
quarters was in the basement of the courthouse. Both agencies 
needed new quarters and decided jOintly they could afford a new 
Law Enforcement Center and a new communications system. The city 
Police department supplies the county wi'th communications and they 
share the costs equally. Both agencies now agree that they would 
not be satisfied with any other arrangement. 

*Bruce Leberman, "Cooperative Dispatching Catches Bad Guys for South 
Florida Police," The Police Chief (October 1976), p. 52. 

**Eskil Danielson, "Regionalized Police Communications: Economical, 
Efficient and Effective," Law & Order (February 1979), p. 51. 

***R.A. Page, "How 21 Police Agencies Co-operate with Total Communica
tions," Law & Order (February 1975), p. 33. 
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These four systems are actual examples of shared communications systems 

which have been in existence for several years. The examples illustrate how 

sharing allows members to enhance their direct services by increasing arrest 

rates, reducing response time, and maximizing public safety. Although each 

shared communications system is organized differently to meet the individual 

needs of its members, these systems typify efforts nationwide to organize and 

operate shared dispatch service, and gain the benefits of sharing. 

For the purposes of this report, police communications includes the 

two major systems necessary fo~ command and control: dispatch and radio com

munications. While the former provides the linkage between the public and 

direct police services, the latter allows intra-agency communication both 

unit-to-unit and base-to-unit. This first chapter addresses issues pertain

ing to both of these systems. After exploring the pressures which lead agen

cies to consider sharing communications, the chapter turns to an overview of 

currently operating shared systems based on the available literature and a 

national telephone survey. Final sections explore the problems and limita

tions faced by members of a shared communications system and summarize the 

steps involved in system development and implementation. 

1.1 Pressures Leading to Support Service Sharing 

Law enforcement today must strive to meet the challenges presented 

by a rapidly changing society. As urban and suburban centers spread into 

surrounding rural areas, the boundaries between city and county functions are 

becoming less distinct. The increased mobility of the population has resulted 

in increased rural and interjurisdictional crime. The economi'c climate of 

the nation demands efficient use of resources while the public concern about 

rising crime rates requires more effective law enforcement efforts. These 

general conditions then lead to specific pressures on law enforcement communi

cations systems. Agencies must: 

• conserve scarce resources by becoming more cost-efficient7 

• discover means to overcome the channel congestion charac
teristic of densely populated areas; 

• become more effective through improved training and staff 
s~lection; and 

• coordinate communications for effective law enforcement. 

In many cases, these are needs that law enforcement agencies can no longer 

afford to ignore, and many are now considering restructuring their traditional 
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methods of delivering services such as communications. The sections below 

examine the pressures for communications sharing in greater detail. 

1. 1. 1 Cost Efficiencies 

Communications is a costly support service, involving substantial 

investments for both personnel and equipment. Even the most minimal provi

sion of 24-hour dispatch--one person on duty at all times--requires between 

four and five full-time personnel, while more advanced dispatch systems may 

require much higher staffing levels. Similarly, modern communications 

equipment such as universal emergency telephone numbers, portable trans

ceivers, digital communications, and access to local, state, and federal 

criminal justice information systems will require considerable expenditures. 

For example, an Emergency Command and Control Communications System contem

plated in 1973 by the Los Angeles Police Department was expected to require 

an investment of $58 million over a four year period.* 

While 24-hour dispatch is essential to the operation of small and 

large departments alike, smaller departments often find that (1) four to 

five staff members may be an e~cessive and unaffordable commitment of 

resources, or (2) the relatively low volume Clf calls handled by the smaller 

department over the 24-hour day leaves dispatchers idle much of the time, 

resulting in manpower inefficiencies. Shared communications systems provide 

a ready solution to both these dilemmas. Because personnel costs are allo

cated among several departments, each agency is able to afford the ~taff com

mitment; the increased volume of work for the dispatch staff also results in 

more efficient use of communications personnel. The importance of this saving 

was illustrated by the respondents in our telephone survey: seven out of 

eleven departments sharing communications identified reduced personnel costs 

as a major motivation for participating in th,e shared communications system. 

Equipment costs are similarly reduced under cooperative communica

tions arrangements. Through the combined contributions of member departments, 

equipment formerly unavailable to agencies due to prohibitive costs becomes 

easily affordable. Again, respondents in our telephone survey and onsite 

*Los Angeles Police Department, "LAPD and Computers, 1972-1973," 
(Unpublished, Los Angeles, California, 1973). 
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study enthusiastically endorsed this advantage: departments in the Bergen 

County, New Jersey; Cook County, Illinois; and Snohomish County, Washington 

areas each noted that cooperative dispatch allowed them access to advanced 

technology which they would otherwise have been unable to afford. 

1 .1 .2 Reduced Channel Congestion 

As a result of the rapid proliferation of police communications 

equipment, channel availability has become a major concern for some police 

agencies, especially in metropolitan areas. One of the first responses to 

this problem was the development of technical devices to restrict the range 

of communications equipment. In some areas this equipment has reduced the 

congestion problem; in other areas, however, its effectiveness is severely 

limited. A second approach was taken by the Federal Communications Com

mission which has developed rules for the assignment of frequencies that 

are designed to protect channel integrity. But despite these rules and the 

careful assignment procedures of some regional groups, frequencies often are 

inadequately separated for clear and distinct message transmission. In 

addi tion, strict adherence to these rules in some crowded areas would restrict 

frequency availability to such an extent that some eligible agencies would be 

unable to obtain any frequencies at all.* Finally, even where it is 

possible to maintain adequately separated communication channels, demands 

for radio communications access may force the assignment of more than the 

recommended maximum of 30 to 35 police units to a single channel. Under this 

situation, the system becomes "communications limited"** in that certain 

lengthy messages such as all-points bulletins and vehicle or person checks 

must wait while shorter messages are broadcast. In addition, calls-for

service are delayed pending a break in the on-going communications traffic. 

These delays dscrease overall efficiency and tend most often to occur when 

the numper of situations requiring immediate attention is also high. 

;' Coordinated dispatch efforts address this congestion problem in 

two w~i·is. First, with the shared use of multiple freqnencies, the excessive 

*Connecticut Justice Commission, Connecticut Law Enforcement Communi
cations: A Radio Network Plan, by John McDonnell and Elliot Silverstein 
(Cambridge, Massachusetts: Abt Associates Inc., 1977). 

**California Council on Criminal Justice, Feasibility of a Coordinated 
Records and Communications System for Region XI (San Jose, California: 
Public Systems Incorporated and 'Institute for Police Studies, June 1971), 
p. 3-5. 
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communications traffic of one channel can be reassigned to a less busy 

frequency. Secondly, to the extent that cooperative communications systems 

are able to provide the speed of advanced digital communication technology, 

additional air time can be saved, thus further alleviating channel congestion. 

Reductions in channel congestion and transmission noise were reported 

by respondents participating in shared communications systems in both the 

telephone survey and field interviews. The specific benefits resulting from 

reduced congestion are illustrated most clearly in one situation described 

by respondents from Cook County, Illinois. Several years ago, radio calls 

for assistance from a police officer were unheard due to crowded and noisy 

channels. Unable to obtain assistance, the officer was subsequently abducted 

at gun point and murdered. This situation accelerated the development of a 

shared communications system. More recently, in contrast to the earlier, 

incident, the communications system successfully directed the area's response 

to an airplane crash. Through the increased capacity of the new system, the 

area could handle the necessary volume of communications without the problems 

of channel congestion or lost transmission that had previously blocked a 

solitary call for help. 

Shared police communications offers yet another means of reducing 

channel congestion by providing access to digital communications. Member 

departments may either share the digital communications equipment of a sup

plier or may apply the cost savings resulting from the arrangement to the 

purchase of the necessary digital equipment. Although this technology is 

expensive, transmissions via this medium are so much faster than voice com

munications, in terms of actual air time required to send the same voice mes

sage, that channel frequencies are cleared more rapidly and the number of 

frequencies needed is reduced. For example, in projecting ten-year communi

cations needs, the Los Angeles Police Department estimated that digital tech

nology could reduce its required number of frequencies 75 percent (from 

twenty to five).* 

Personnel QUality 

Effective use of modern communications technology demands special 

technical training for communications personnel. Because recruit training 

, *Los Angeles Police Department, "LAPD and Computers, 1972-1973." 
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normally provides little more than a general overview of the use of advanced 

communications equipment, it remains for the communications facility to 

supply the necessary training. However, technical expertise alone may be 

insufficient: communications personnel, especially dispatchers, must bring a 

basic understanding of the police function to their profession. As the 

Director of the Communications and Information Unit of a northeastern sheriff's 

office argues: 

Street experience is invaluable in understanding the needs of the 
man in the car--to provide as much pertinent information as possible, 
or to position cars properly. They are no longer dispatchers, they 
are controllers. Taxicabs and cement trucks are dispatched, but 
police cars are controlled. The knowledge of an area, the positioning 
of a car, knowing a law before a car is sent, the knowledge of the 
use of the radio equipment all require professional communicators 
who know their business. * 

Recruiting, training, and maintaining a high quality communications 

staff is an expensive and time-consuming effort for any organization. All 

too often, single departments, faced with competing demands on staff time, are 

unable to focus on the development of their communications staff. Cooperative 

communications systems, on the other hand, have the necessary resources to 

devote to staff development and training through the combined financial 

contributions of member departments. Thus, the communications supplier can 

afford to invest in activities which ensure high quality staff: screening, 

training, and provision of salary and benefit incentives to attract experi

enced and qualified staff. In addition, supplier agencies have substantial 

incentive to devote attention to these activities: the supplier's continued 

funding depends on the consumer agencies, who may withdraw from the arrange

ment if its services and personnel are not of high calibre. 

Numerous examples of shared communications systems' advanced staff 

development activ~ties are available. In the area of training, for example, 

the Muskegon Central Dispatch system sends staff to orientation meetings, 

periodic training courses, and refresher courses.** Results of our tele

phone survey indicated that even small cooperative systems such as those of 

*Charles E. Gabriel, "Onondaga County Police Agencies Make Mobile 
Radio District Idea Work," Law and Order (February, 1975), p. 50. 

**National Institute of Law Enforcement and Criminal Justice, U.s. 
Department of Justice, An Exemplary Project: Central Police Dispatch, 
by John J. McDonnell (Washington, D.C.: U.S. Government Printing Office). 
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Washington County, Maryland and Ottawa County, Kansas are able to provide 

formal in-house training of seven to eight days. 

Suppliers may also be able to combine these approaches, resulting in 

even greater benefits in terms of staff development. For example, a respon

dent in our telephone survey praised the upgraded training and salary levels 

attributed to its cooperative dispatch arrangement. A department participa

ting in the Sumter County, South Carolina cooperative communications system 

also reported favorable results from careful screening of applicants followed 

by training at a criminal justice academy. 

1 .1 .4 Improved Cooperation and Coordination 

Cooperative dispatching also offers the benefits of increased coordi

nation, cooperation, and information sharing. Roadblocks and stake-outs may 

be more effectively and efficiently conducted* and back-up forces can be 

coordinated and made available. One of law enforcement's perennial problems 

is that its activities are compartmentalized into jurisdictions, but criminal 

events are not. Interjurisdictional communications helps to combat this 

problem. 

The East Syracuse car responded to a burglary in progress call at a 
tavern, and before he left his car to investigate he radioed us for 
a backup unit. The East Syracuse Department had only one car in 
service, so we dispatched two Sheriff's cars, positioning them on the 
far side of a field adjacent to the tavern. When the East Syracuse 
patrolman observed two men running out the door in the back of the 
building, he called in that information on his portable radio. 
Within a minute or two, the burglars ran directly into the arms of 
the Deputies, who were waiting on the other side of the field. 
Because of central communications, the controllers were able to 
respond to the request for the backup cars--even though the East 
Syracuse Department had only one--and position them. In fact, 
we've never before concluded as many felony-in-progress calls as 
we have since this system went on the air.** 

*Kelly Scientific Corporation, Present Status and Resources of Police 
Mobile Communications in the State of New York (Washington, D.C., 1969). 

**Gabriel, "Onondaga County Police Agencies Make Mobile Radio District 
Idea Work," p. 45. 

7 



j,. 

I 
j 

I 
I 
I 
I 
I' \ . 

1 

I 
I' " :' J 

[ 

[ 
" 

B"' 
" 

[ " I, 

[ tl 

i: 
[ 

( 

[ 

[ 

Improved coordination through shared communications has also been 

noted in San Diego, California,* the San Antonio, Texas area,** and 

Allegheny County, Pennsylvania*** as well as in a state-wide survey of New 

York.**** In addition, this benefit was frequently noted by respondents in 

our telephone survey and on site visits. 

1.2 Overview of Current Sharing Arrangements 

Although communities face similar pressures for communications system 

sharing, the systems adopted in response to these pressures may differ 

widely. In general, however, shared communications tend to assume. one of two 

general formats: 

• Police Agency Supplier: in which primary responsibility for 
communication is plaoed with one law enforcement agency and 
surrounding communities contract with that agency for com
munications services; or 

• Joint Provision: in which an independent central agency for 
police communications is developed and joi~tly supported by 
participating police departments. 

Each of these configurations appeared consistently in the telephone survey 

which covered the six basic types of support services. As represented in the 

communications component of the survey and site research, the two formats 

possess certain characteristics important to sharing communications. These 

characteristics are individually examined below. 

*California Council on Criminal Justice, Feasibility of a Coordinated 
Records and Communications System for Region XI. 

**Gary Miller, "The Universal City Joint Dispatching system," Police 
Services Study Fact Sheet, F-7 (Bloomington, Indiana: Indiana University, 
Workshop in Political Theory and Policy Analysis). 

***Jacqueline Cohen, ~'lichael Lettre and Richard Stafford, Analysis of 
the Allegheny County Criml:l1al Justice System--Present Operations and Alterna
tive Programs (Pittsburgh, Pennsylvania: Carnegie-Mellon University, 1972). 

****Kelly Scientific Corporation, Present Status and Resources of Police 
Mobile Communications in the State of New York. 
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The Police Agency Supplier 

Arrangements in which a police agency performs the role of supplier 

may be developed on either an informal or contractual basis. Overall, the 

most common format is an informal agreement in which one law enforcement 

agency (often the county sheriff) agrees to dispatch for one or more municipal 

departments on a part-time basis, often after hours.* Forty percent of the 

respondents to the communications component of the telephone survey partici

pated in a shared system where the county provides dispatch services for 

local agencies (Erie County, New York; Williamson County, Texas; Boone 

County, Kentucky; and Ottawa County, Kansas). Although some consumers 

provided their own dispatch services during the day, other consumers in each 

of these surveyed arrangements relied totally on the county for dispatching. 

In most cases the service was cost free, although in Ottawa County, Kansas 

the city contributes the salary of one dispatcher. 

However, the survey and the literature suggest that financial pres

sures on suppliers, plus the legal and administrative problems they have 

encountered, have led many to abandon informal arrangements and to adopt a 

contractual arrangement involving a fee for service. A contract is a document 

which contains the promise of the supplier agency to provide the service and 

the promises of the consumers to pay for the services provided. It is 

usually signed by a government official and the agency administrator of both 

the supplier and consumer, and is legally binding on both parties: for 

example, if the supplier fails to provide the agreed upon servic~ the consum

ers can go to court to force the supplier to provide the service or to obtain 

monetary compensation. Similarly, the suppliers can enforce the contract 

against consumers. 

Contractual sharing is often characterized by the existence of a 

dominant agency surrounded by smaller agencies. The dominant agency in 

rural areas will generally be the only department with sufficient personnel 

and adequate facilities to provide 24-hour dispatch coverage. Yet, even 

*Elinor Ostrom, Roger B. parks, and Gordon P. Whitaker, Patterns 
of Metropolitan Policing (Cambridge, Massachusetts: Ballinger Publishing 
Company) • 
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where all members can provide their own communications, the largest depart

ment is still the obvious choice due to its greater resources. structural 

changes required for sharing are relatively minor: the supplier simply 

absorbs the additional work within its preexistl.'ng st u t th b 11 ' r cure, ere y a OWl.~g 

the community to avoid the costs, logistical difficulties, lengthy negotia

tions, and legal issues involved in establishing a new communications facility. 

In addition, because it uses an established facility, this arrangement offers 

a ready source of skilled personnel and comparatively, short implementation 

period. Even where the increased workload of the shared system necessitates 

expansion of the supplier'S facilities, equipment, and staff, implementation is 

easier than the creation of a new, jointly-operated entity. 

The telephone survey demonstrated that the degree of trust between 

supplier and consumers is an important determinant of consumer satisfaction 

with the sharing arrangement. In about 50 percent of the contractual arrange

ments surveyed, consumers based their satisfaction with the communications 

system largely on their confidence in the supplier's capacity to operate an 

efficient and effective shared dispatch arrangement and thus relieve them of 

the burden of dispatching police on their own. On the other hand, where con

sumers had some reasons to doubt the supplier's capacity or responsiveness 

to local needs, and could not influence system planning or operations, dis

agreements arose and satisfaction declined. 

1.2.2 Joint Provision 

In areas where there is no single obvious candidate for the role 

of supplier, and where there are multiple agencies producing their mffi 

communications services, the joint provision of dispatch services through an 

independent communications center is more likely to occur. The legal basis 

of an independent communications center is a document called a "joint powers 

agreement" (sometimes referred to as an "inter-local agreement"). Like the 

agency supplier contract, a joint powers agreement contains the responsi

bilities and obligations of each member, is legally binding on all members, 

and is signed by member departments and local government officials. However, 

a joint powers agreement goes further in that the members create a new entity 

by jointly exercising their individual powers to provide communications. The 
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new entity is given powers to hire em~loyees, incur debts, acquire property, 

and so forth in order to operate the new center. 

Metropolitan suburban areas, due to similar demographics and resour

ces, are usually most receptive to joint provision. The existence of many 

communities in such a limited geographical area not only makes ~hannel con

gestion an impetus for communications sharing, but also allows physical 

proximity to facilitate the sharing arrangement. In addition, the economic 

and social composition of neighboring suburban communities are often very 

similar, as exemplified by, the suburban sprawl in many areas of the country. 

This similarity is reflected in the local police departments, Which tend to 

operate in substantially the same way, handle the same types of crime, and 

address the same service quality demands of their residents. These conditions 

mak~\ it easier for departments to cooperate jointly. In contrast, if metro

politan and suburban departments tried to develop a joint powers sharing 

arrangement, the divergence of service needs, resources, and overall opera

tions might make it difficult to agree on unified procedures and call priori

ties. Finally, because neighboring suburban communities tend to be the same 

size, it is unlikely that one department would have the' excess capacity to 

function as a supplier; therefore, selection of one to serve as supplier 

might appear arbitrary and could give rise to interjurisdictional conflicts. 

For these reasons, joint powers arrangements work well in suburban communi

ties. It should be noted, however, that joint provision of communications 

services is not exclusivelY a suburban phenomenon. Many of the demographic 

and economic factors that facilitate suburban joint dispatch systems are also 

found in urban and rural areas and have led to successful sharing arrangements 

in these areas as well. 

A joint communications center is usually established not at the 

invocation of a single agency, but by the joint initiative of all member 

agencies. This arrangement involves a more complex implementation procedure 

than the police agency supplier configuration: suitable facilities must be 

located and acquired; central communications equipment must be purchased or 

ohtained from member departments; staff must be hired or drawn from the com

munications centers of participating .agencies; and the legal and manage

ment issues must be clarified. 

11 



I 
I 

I 
I 
( 
;r 
j 

[ 

In return for this increased investment in implementation time and 

resources, the members of the jointly provided communications center find 

they receive a number of advantages. Because the independent supplier 

concentrates on the provision of communications services alone, staff are 

devoted exclusively to communications activities. This in turn may lead to 

greater staff expertise and increased opportunity for staff development and 

training. Another advantage is the communications center's access to improved 

technology. For instance, if each of four agencies could purchase a $5,000 

computer terminal, pooling their money would enable them to purchase one 

$20,000 model which is far more sophisticated and could still handle the 

workload of all four members. By joining their purchasing power, members 

thus receive greater value per dollar spent. Finally, opportunities for 

interjurisdictional disagreements are minimized under this arrangement, as 

the cOnlmunications center is not controlled by a single department. 

Management of the joint communications denter is most often the 

combined responsibility of all member departments. This is accomplished by 

means of governing boards, composed of representativ~s of each member agency. 

In general, local government of~cials serve on a policy board, while law 

enforcement representatives serve on an operational board. This equal voice 

concept is a key feature of successful joint communications systems and is 
discussed in Chapter 3. 

1.3 Existing Problems and Limitations 

Whether the shared communications system is operated on the single 

supplier model or through joint provision, research and practice have identi

fied three major pitfalls which may threaten the system's establishment or 

surVival: system control, service capacity, and the use of civilian dis

patchers. This section examines the ways in which each of these pitfalls can 

impair communications sharing. Possible solutions are presente~ in the chap

ters that follow. 

1.3. 1 Control 

While the issue of local control is often raised in conjunction with 

sharing all support services, it is particularly pr~blematic in sharing 

communications. ~his is because communications is so closely allied with the 
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patrol fUnction that many law enforcement agencies equ~te sharing communica

tions with loss of control over their field officers. In its study of police 

services in Dade County, the International Association of Chiefs of Police 
commented : 

Each system maintains its own service facilities ••• and its own 
complaint dispatching staff. Each system is looked upon • • • as an 
important part of the department's operations, and a function which 
cannot be assigned to another agency without serious loss of super
vision and control.* 

To some departments the fear of lost control is so great they resist shar

ing despite potentially substantial cost savings.** Even where sharing has 

proven successful, control continues to be an important issue. Loss of con

trol over dispatcher personnel and procedu~es was the second most frequent

ly cited disadvantage of shared communications in our communications survey 

sample. This difficulty has been most successfully addressed by jointly 

op~rated communications services in which the governing body affords the 

opportunity for participatory decision making and allows each department to 

retain an individual voice in setting policy, il~Sti tuting procedures, and 

moni toring operations. It remains clear that the departments are, collect! ve

ly, providing the service, and not simply buying a predetermined communica~ 
tions package from an outside source. Contractual arrangements with a police 

agency SUpplier do not appear to be as amenable to participatory management, 

and may therefore be more subject to dispute over issues of control. 

Capacity 

Once agencies decide to share communications, the success of the 

system is heavily dependent on the quality of service provided. The most 

frequent complaint recorded in the telephone survey was that demand exceeded 

the capacity, or that the system was understaffed. This situation may arise, 

for example, when a successful campaign to obtain new consumer departments 

creates an unantic~pated need for new equipment and systems to cover larger 

*President's Comnussion on Law Enforcement and Administration of 
Justice, Task Force Report: The Police, p. 87. 

**S.L. Garmire, FuguaY-Varina (NC)--Police Department--Organization 
and Manage~ent StudY--Police Technical Assistance Report (Washington, D.C.: 
Public Administration Service, 1977). 
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geographical areas. Similarly, normal expansion of workload by the orig

inal membership may place unanticipated demands on the communications 

service. 

In overburdened systems, response time and issues of control and organi

za tion may become severe problems. As a resul t', consumers become less sa tis

fied with shared service and begin to consider alternatives. Again, because 

police administrators are extremely concerned about their ability to communi

cate with patrol and field officers, there is an ever-present willingness to 

resume individual control of the communication service. It is therefore 

critical that the, capacity of the communications center be planned adequately 

for both present and future needs. 

1 .3.3 Civilians 

OVer the years there has been considerable debate about ~he relative 

merits of using sworn or civilian communications personnel and dispatchers. 

Although there is no disagreement that use of civilians is considerably less 

expensive and that their use may free sworn personnel for other duties, the 

use of civilians is sometimes resisted. Schwartz has identified lack of job 

knowledge, officer anxiety about quality and dependability of civilians, 

higher civilian attrition rates, costs of supervision, abuse of sick leave, 

and tardiness as potential problems involving th~ use of civilians in police 

work. * 

Some of these reservations were raised by respondents to our tele

phone survey. However, the concerns voiced did not appear to center around 

the use of civilians per se, but the background and knowledge of civilian 

dispatchers: patrol officers apparently wanted some assurance that dis

patching staff ~~uld be sufficiently knowledgeable about the requirements of 

police work and the information needs of patrol officers. 

*National Institute of Law Enforcement and Criminal Justice, U.S. 
Department of Justice, Employing Civilians for Police Work, by Alf·red I. 
Schwartz, Alease M. Vaugh, John D. Waller, and JoseDhS. Wholey (Washington, 
D.C.: U.S. Government Prin.:ting Office, 1975). 
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1.4 Steps in System Development 

As illustrated in Exhibit 1.1, Chapters 2-7 are organized around 

the key steps in the development of a shared communications system: plan

ning, organizing, managing, operating, and evaluating. The steps constitute 

a blueprint that jurisdictions can follow in developing shared communications 

or other services, or in upgrading an exlsting system. The degree to which, 

and the ways in which, particular jurisdictions can employ these steps will 

depend on local needs and circumstances. However, the steps can serve as a 

general guide to the decisions and activities that such a system will require. 
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PLANNING FCR SUPPORT 
SERVICE SHARING 

ORGANIZING A SERVICE 
SHARING ARRANGEMENT 

r 

MANAGING PERSONNEL 
RESOURCES 

, 
MANAG~NG FINANCIAL 

RESOURCES 

,r 

OPERATING A SERVICE 
SHARING ARRANGEMENT 

" 
EVAWATI'NG A SERVICE 
SHARING ARRANGEMENT 
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Exhibit 1.1 

SYSTEM DEVELOPMENT PROCESS 

Chapter 2 

• Developing Interest and Support 
• Determining Type of Sharing Arrangement 
• Deciding on Nature and Level of Service 
• Establishing a Written Agreement 
• Ratifying the Agreement 

Chapter 3 

• Building an Organization StL~cture 
• Formulating a Decision MAking Process 

Chapter 4 

e Employment Planning 
• Recruiting 
• Selecting 
o Training and Development 
• Canpensation 
• Performance Appraisal 

Chapte~ 5 

• Budgeting 
• Financing 
• Auditing 

Chapter 6 

• Choosing Facilities and Equipment 
• providing Services 
• Keeping Records 

Chapter 7 

• Measuring system Impact 
• Measuring System Process 
• Measuring System Costs 
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Chapter 2 

PLANNING FOR SUPPORT SERVICE SHARING 

The future success of any shared communications system is dependent 

upon careful initial planning. While a system can be instituted quite 

rapidly, the time invested in examining options, anticipating obstacles, and 

developing broad support will minimize future problems with the system. 

• The absence of preliminary planning has created financial, service, 
and procedural burdens for an agency supplier arrangement in 
Texas. The supplier has found the combined workload is more than 
its staff can handle, but it cannot afford any expansion to meet 
the new workload. In addition, members do not all agree on what 
constitutes necessary radio voice traffic~ sometimes an emergency 
call of one department can be drowned out by the routine calls of 
other departments. 

• Central Police Dispatch, a joint prov~s~on arrangement in Muskegon, 
Michigan, was established pursuant to feasibility research--technical 
aspects were investigated by a manufacturer of police communications 
equipment and organizational aspects were studied by representatives 
of the potential members.* This system is nationally recognized 
for its success, and was chosen by the National Institute of Law 
Enforcement and Criminal Justice as an exemplary project. 

The preliminary investigation and planning phase for sharing communi·· 

cations involves the five basic steps highlighted in Exhibit 2.1: 

1. Interest and support for the shared communications system must be 
developed~ 

2. The service arrangement must be identified~ 

3. Interested jurisdictions must decide how the service will be 
provided--technically, organizationally, financially, and 
legally~ 

4. Each jurisdiction must enter into a written agreement; and 

5. The agreement must be ratified by member jurisdictions. 

2. 1 Develop Interest and Support~ 

The impetus for shared commc~ications systems is usually generated 

when an individual in a public safety department or other government agency 

identifies a specific communications problem--financial pressure, channel 

congestion, or obsolete equipment--~~d recognizes that sharing could offer a 

*National Institute of Law Enforcement and Criminal Justice, An Exem
plary Project: Central Police Dispatch, p. 9. 
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Exhibit 2.1 

PLANNING F ffi SUPPORT 
SERVI'CE SHARING 

PLANNING Fffi SUPPORT 
SERVICE SHARING 

ORGANIZING A SERVICE 
SHARING ARRANGEMENT 

r 

MANAGING PERSONNEL 
RESOURCES 

" 

MANAGING FINANCIAL 
RESOURCES 

r 

OPERATING A SERVICE 
SHARING ARRANGEMENT 

\ 

EVALUATI'NG A SERVICE 
SHARING ARRANGEMENT 
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Chapter 2 
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• 
• 
• 
• 

Developing Interest and Support 
Determining Type of Sharing Arrangement 
Deciding on Nature and Level of Service 
Establishing a Written Agreement 
Ratifying the Agreement 

Chapter 3 

• 
• 

Building an crganization Structure 
Formulating a Decision Making Process 

Chapter 4 

• Employment Planning 
• Recruiting 
• Selecting 
• Training and Development 
• Ccmpensation 
• Performance Appraisal 

Chapter 5 

• Budgeting 
• Financing 
• Auditing 

Chapter 6 

• 
• 
• 

Choosing Facilities and Equipment 
Providing Services 
Keeping Records 

Chapter 7 
'\ \ 

• Measuring System Impact 

• Measuring System Process 
• Measuring System Costs 
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POlitically viable solution. This individual could be a POlice officer who 

convinces the chief that sharing offers a possible means to relieve chronic 

channel congestion, or a mayor Who reviews the public safety budgets and 

concludes that sharing communications might reduce duplicative costs. The 

statement of the former Chief of Police in Elk Grove, Illinois illustrates 
the role played by this individual: 

There has been no lack of study devoted to the POlice communi
cation problem. I was aware of 'chis a quarter of a 'century 
ago as a rookie patrolman in Kalamazoo, Michigan. I was more 
aware of this nine years ago when I came to Elk Grove Village, 
Illinois. Now I was responsible. I had to get involved in the 
problem without becoming a part of it.* 

His response was to take the lead in developing a regional communications 

system that now serves the police and fire departments in four subUrban 

communi ties. This joint prov'i sion sys tern has solved the members' problems 

with channel congestion and provides highly efficient, professional communica
tions services at a reasonable cost. 

A major stumbling block for any new idea is the process of developing 

interest and support for the concept. Without concrete information on the 

feasibility and benefits of a new approach, most agencies and individuals are 

,unlikely to consider new procedUres or programs. Thus, the first task in 

developing a shared communications system is to condUct preliminary research 

on the concept. The information on potential benefits, options, and approaches 

gained thrOUgh the preliminary research can then be used to develop support 

of key officials within the originating juriSdiction. Once these individuals 

lend their support to the concept, the agency can begin the same process with 
;) 

surrounding juriSdictions. By sharing the results of the preliminary research 

and requesting the participation of other law enforcement agencies, the 

originating agency may develop interest and SUpport of other potential 

~articipants. This group will then form the basis for the serious technical 

and organizational planning which must precede any new venture. 

Responsibility for developing interest and support for the shared 

communications system will usually rest with the chief executive of the 

originating agencY--in fact, without the active interest and support of this 

key fig~re, the effort is unlikely to succeed. However, technical assistance 

*Harry P. Jenkins, "Northwest Central Dispatch Project," APCO Bulletin ( June, 1 972) • 
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in the initial research effort can usually be obtained through such individuals 

as the police planning officer, the police communications specialist, or the 

city planning department. The basic stages of developing interest and 

support are examined in greater detail below. 

Preliminary Research 

The official charged with carrying out the initial examina-

tion should study the advantages and limitations of sharing arrangements, 

their organization and operational characteristics, and the experiences of 

jurisdictions Who have tried them in the past. The purpose of the preliminary 

research is to allow the official to develop a brief, coherent proposal which 

can then be presented to other officials. There are several sources of 

information which the individual can use to obtain a familiarity on how such 

a system might work, what resources are available, and who might provide 

advisory assistance·: 

• Statewide Criminal Justice Planning Agencies (SPA) are a good 
source of information and advice. SPAs can also provide the names 
of shared communications systems in the state which can be contacted 
for further insight. A liat of those states which currently have 
an SPA is included in Appendix A. 

• The State Police Communications Division may be able to offer 
relevant advice on the local communications situation, since 
they conduct statewide communications studies in some states. 

• Relevant independent statewide associations and commissions 
may also .be available in some states. For example, in Illinois 
the Association of Centralized Communications Directors provides 
valuable assistance to local jurisdictions interested in sharing 
communications. 

• Finally, there is written material on the topic. The Sources 
of FUrther Information, which appears in Appendix B, references 
the major publications pertaining to sharing support services. 

Reading about shared arrangements and talking with people who have 

had experience with sharing communications will allow the official to 

formulate a tentative proposal which can be used to "sell" the idea to other 

officials. The official should be prepared to explain: 

• how sharing can alleviate the communications problem which 
initially sparked the consideration of sharing1 

• what the different types of sharing arrangements are1 

• what the experience of existing systems has been; 
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• what sources of information and assistance are available1 and 

• a summary on how a shared system might be established in their 
jurisdiction. 

Develop Support 

If this preliminary research suggests that a sharing arrangement 

seems feasible, the initiating official must develop support for the arrange-

ment from other executives and public safety officials in his/her own juris

diction. Both informal discussions and formal proposals can be helpful in 

this regard. 

Because all officials within a community share a common interest 

in the safety of their citizens, local support can be gained when the proposed 

system offers a possibility to enhance the safety of the community. The 

preliminary research can be used to present potential benefits, for instance: 

• Showing how the local communications problem might be solved: the 
town provides only daytime dispatch, but under a shared system 24-
hour service could be available to handle night emergencies1 

• Explaining the benefits experienced by members of existing systems: 
a nearby town reported that as a result of its participation in a 
shared system, the average response time of its police department 
fell by four minutes; and 

• Summarizing common advantages cited in the literature: a number 
of authors state that sharing can provide the professional commun
ications staff necessary to ensure officer safety through swift 
and accurate dispatching. 

In addition, local government officials are concerned with responsible 

management of community funds1 therefore, government support can be enhanced 

by possible cost efficiencies, such as: 

• The police department provides full-time dispatch, but the facility 
could easily handle more work. By" selling" communications to 
nearby agencies the department could defray its own operating 
costs without detracting from its current level of service. 

• The communications facility is in dire need of upgrading, but the 
plan for new equipment purchases includes expensive items which 
will be used to only 20 percent capacity. By sharing, the depart
ment would pay only 20 percent of the cost of these items. 

On the other hand; public safety officials are interested in increasing 

their abilities for command and control functions. Their support can be 

developed when sharing offers the possibility of more sophisticated equipment 

and improved service, such as: 
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Repeater stations to reduce "dead" spots; areas where mobile 
units cannot pick up the radio broadcasts, especially from other 
mobile units; 

* Reduced channel congestion for reli~ble base-to-unit communications; 

Override capabilities to block out all traffic except an incoming 
emergency call; 

Professional communications staff who are capable of coordinating 
mUlti-unit efforts; and, 

Access to equipment options such as personal portable radio 
systems which enable officers to be reached by radio at all 
times. 

In order to convince local officials that sharing communications 

merits further investigation, the discussions should focus on the benefits to 

this community. If sharing fails to offer any potential advantages to the 

originating jurisdiction, further study is simply not warranted at that time. 

However, where sharing may be beneficial to the originating jurisdiction and 

sufficient support for the concept exists, the next step is to develop 

support in other jurisdictions. 

Solicit Interagency Interest and 'Participation 

Once sufficient support has been established within the initiating 

jurisdiction, system planners must determine if other communities would also 

support the idea of a shared communications system. Typically, potential par

ticipants in the sharing arrangement must be drawn from neighboring jurisdic-

tions, since communications signals have a limited geographical range. How-
ever, at this stage of the system development process, it is usually good 

practice to make liberal assumptions about the number of jurisdictions that 

might become involved in the system. The initiating jurisdiction should not 

exclude other jurisdictions simply because of a suspicion that they might not 

be interested or cannot be provided an acceptable level of service. Actual 

limitations will be determined later in the planning process, and at that 

time marginal candidates can assess the feasibility and desirability of par

ticipating in the system. 

It is generally useful for the chief executive of the originating jur

isdiction to begin contacting potential members. Initially, these contacts 

may be conducted by telephone, and may include only informal discussions of 

*Repeater stations can add to frequency congestion problems, since two 
radio frequencies are needed to make one repeater channel (see section 6.1.2). 
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the agency's plans. The chief executive may also attempt to gauge the needs 

of potential participants and their interest in exploring a shared communica

tions system. Following these informal discussions, the originating agency 

may wish to hold one or more exploratory meetings at which potential consumers 

can learn about the benefits and requirements of a shared system and discuss 

their interest in shared communications. The initial research condUcted by 

the originating jurisdiction can be invaluable in this effort. Through 

these meetings and discussions with other police chiefs and local officials, 

the system planners may evaluate the three general conditions necessary to 
begin exploring a shared communications system: 

• Interjurisdictional compatibilitX. The extent to which the 
police chiefs and other local Officials Cooperate and work well 
together and the extent to which the jurisdictions have common 
SOCial/political/economic characteristics are important consider
ations. Problems can arise, for example, if the system inclUdes 
one poor jurisdiction with several rich jurisdictions, or involves 
a very small jurisdiction with much larger neighbors; 

• Commonalitx of interest. Systems are likely to be more success
ful if the jurisdictions have similar communications problems 
(e.g., excess channel congestion), or if one agency's excess 
capacity can help to meet other agencies' need for increased 
capacity; and 

• Adequate sUpport. SUfficient interest and financial support 
should be demonstrated by potential members before proceeding 
with the planning effort. 

There are two primary arguments which are persuasive in convincing 

other jurisdictions to explore the possibility of sharing communications: (1) 

cost savings, and/or (2) increased efficiency and capacity. In each of the 

site visit cases, interest in shared communications was generated by the 
prospect of one or both of these benefits: 

• In Cook County, Illinois police departments became interested in 
sharing communications because they believed that by combining 
their purchasing power they could afford the advanced technology 
they all needed. By upgrading members' communications each de
partment would be able to increase its capa~ilities in the squad 
cars and to keep its sworn officers on the street. 

• In the Sumter, South Carolina communications system the objective 
was to increase efficiency and information sharing by obtaining 
better communications equipment. Members' secondary goal was to 
save money. 

• Contractual sharing in Forest Hills, Pennsylvania was initiated 
because of a dissatisfaction with the communications service pro
vided hy metropolitan Pittsburgh. The cost of individual town pro
v~s~on was prohibitive, but by sharing communications cqsts, they 
felt a locally based system would be affordable. 
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• In suburban Los Angeles public safety agencies examined the pos
sibility of sharing to .l:educe channel congestion and response 
time as well as to improve dispatch accuracy and recordkeeping. 
They decided sharing could give them access to advanced tech
nology which would increase efficiency. The agencies also found 
that their individual systems were too ex~ensive and that shar
ing could reduce costs. 

Because communications comprises a.vital and expensive support function, agency 

administrators and local government officials are cautious about making any 

drast~c organizational changes in their current system. In each of the above 

jurisdictions, the proponents of sharing were able to convince other offi

cials that the cost and efficiency benefits outweighed any disadvantage of 

changing the established system. As one official noted, once he understood 

the substantial benefits the new system could offer, supporting the effort 

was" •• simply a case of good government. That's what we're here for." 

Although cost savings and increased efficiency and capacity will be 

the two factors most likely to engender agencies' support for exploring a 

shared communication system, obvious potential limitations of sharing may 

dissuade jurisdictions from further participation. While some of these 

limitations result from'the very nature of sharing, such as loss of direct 

local control or the individual retention of administrative function~ others 

result from the extent of support developed, such as when fire agencies and 
rescue services refuse to participate. 

For example, Northwest Central Dispatch System (NWCDS) in Cook County, 

Illinois was initiated when, two knowledgeable police chiefs agreed to spear

head the project. As a result of their efforts, the police chiefs from five 

towns initially agreed to explore a centralized police dispatch project; how

ever, some of the communities had reservations about the proposal. Not all 

of the towns were willing to participate in a system which would not relieve 

them of all functions associated with communications. They fel.t the new 

system would be disjointed because individual departments would have. to: 

• maintain a desk officer to handle administrative phone calls 
and walk-~n complaints; 

• continue monitoring the burglar alarms for its community; and 

• retain responsibility for monitoring fire alarms and dispatch
ing fire equipment.* 

*Harry P. Jenkins, "Northwest Central Dispatch Project." 
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In developing a potential membership these specific concerns ultimate

ly affectad membership: only three towns conducted a feasibility study and 

subsequently entered into a joint powers agreement. The Officials in the 

three participating towns realized the resource and service advantages and 

the potential to overcome initial limitations through future expansion to 

include all public safety communications. These towns developed what is now 

a highly successful public safety system. A fourth town which initially 

dropped out joined soon after implementation. One non-participating town 

which has been interested in the system over the past decade is, as one 

police chief put it, "like a kid in front of a candy store window," but 

despite the system's observable success, "the town just WOil't take the plunge 
to change." 

When developing support it is essential for proponents to address 

initial limitations by explaining the possibilities for future rectification 

or compensating benefits. It is also important to point out that further 

in-depth study will be required to evaluate the actual extent of both benefits 
and limitations. 

At the conclusion of these discussions, the jurisdictions which 

support the shared communications approach can then enter into the next major 

phase of system planning: determining the type of sharing arrangement. 

2.2 Determine Type of Sharing Arrangement 

Rey police and public officials who support the concept of a shared 

communications system must agree on the type of sharing arrangement that 

will best meet their organizational and technical requirements. Although 

many types of sharing arrangements are possible, the telelt>hone survey results 

demonstrated that there are three basic patterns which predominate among 

existing systems. As shown in Exhibit 2.2, these three types of service 

provision emerge from the particular membership configuration~ 

• Where one large agency joined with several smaller agencies, 
the agency supplier approach was adopted in seventy percent 
of the survey cases; 

• Where the county and a single city of equal size shared, the 
agency supplier approach was adopted in every survey case; 
and 

• Where more than two agencies of equal size entered into a 
shared agreement, a joint powers agreement was adopted by 
all survey respondents. 
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Exhibit 2.2 

PREDOMINANT PATTE&\I'S OF SERVICE TYPE 

TO MEMBERSHIP CONFIGURATION 

Agency Supplier 

Agency 

supplier 

Joint Provision 
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These three patterns are fairly predict:able. The agency supplier 

approach makes sense where the workload of consllmers is relatively light, 

or where the agencies coordinate all their acti'.l'ities closely. In both cases 

the administrative time and expense of operating an independent communica

tions facility are unnecessary. For instance, in Texas the Williamson County 

Sheriff's Department provides 24-hour communications for itself and four 

small towns using only one dispatcher per shift. On the other hand, in SUmter, 

South carolina, the Sheriff's Department and the Sumter Police Department are of 

approximately equal size. However, since the Sheriff's Depart..nlent works closely 

with the Police Department, resulting in high levels of interagency cooperation, 

the Sheriff can confidently contract with the city police for communications 

servic~ kn~ing the police will provide the best quality service available. 

Where several medium-sized agencies want to share communications, 

joint provision is generally the best option. The combined workload creates 

high communications demands which cannot usually be accommodated through one 

agency's excess capacity. In addition, the agencies' working relationships 

are often formal and distant, making it difficult for them to entrust the 

communications function to a single department. One member of a j oint powers 

arrangement felt that once a department reaches the 40-officer range the com

munications workload often begins to outdistance the department's budget alloca

tions for communications, making joint powers a solid solution for similarly 

situated departments. Exhibit 2.3 presents the primary potential benefits 

and limitations of each of the three types of service provision. 

In spite of the popularity and relative advantages of these three 

predominant arrangements, some juriSdictions have deviated from these pat

terns and chosen a service type based on factors other than their membership 

configuration. For example, SNOPAC is a joint provision facility in Snohomish 

County, Washin~on. Its membership is composed of the relatively large city 

of Everett, the county sheriff, and many small departments. Although an 

agency supplier arrangement is usually adopted with this memberShip configur

ation, SNOPAC is a joint provision system. In the early 1970s, SNOPAC and a 

" smaller joint provision system were established pursuant to a plan for county

wide communications by eventually mer.:ging the two systems. Joint provision 

27 

• rt 



I\.) 
CXl 

\ 

P 
R 
E 
D 
0 
M 
I 
N 
A 
N 
T 

S 
E 
R 
V 
I 
C 
E 

P 
A 
T 
T 
E 
R 
N 
S 

SERVICE TYPE: 
MEMBERSHIP 

Agency Supplier: 
One large agency with 
several smaller agencies 

r----

Agency Supplier: 
Two agencies of 
equal size 

Joint Provision: 
More than two 
agencies of equal 
size 

.. ~ 

Exhibit 2.3 

POTENTIAL BENEFITS AND LIMITA'rIONS 
FOR TYPES OF SERVICE PROVISION 

COMPARATIVE ADVANTAGES: 
BENEFI'rS 

This arrangement is typically adopted 
where the supplier has excess capacity 
and the consumers have insufficient 
capacity; therefore, the most signifi
cant benefits are: 

• Reduced Costs 
• Improved Service 

This arrangement is typically adopted 
where two agencies work closely to
gether on a daily basis; therefore, the 
most significant benefits are: 

• Increased Coordination 
• Increased Information Sharing 

This arrangement is typically adopted 
where the agencies' rising workloads 
create financial and/or efficiency pres
sures; therefore, the most significant 
benefits are: 

• Increased Capacity 
• Increased Value per Dollar 
• Professional Staff 

COMPARATIVE DISADVANTAGES: 
LIMITATIONS 

The supplier usually absorbs the added work
load into its existing structure 1 and there 
is little opportunity for consumer input; 
therefore, the most significant limitation 
is: 

• Interjurisdictional Disputes 

It is unlikely either agency has sufficient 
excess capacity; therefore, the most signi
ficant limitation is: 

• Expansion of Supplier Agency's 
Facili ties 

This arrangement involves establishment 
of an independent communications center; 
therefore, the most significant limita
tion is: 

• Complex Implementation 

, 
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COMPARATIVE ADVANTAGE: I COMPARATIVE DISADVANTAGES: 
I-_+-_____________ f-________ B_E_N_E_F_I_T_S _________ ". ___________ L_I_M_I_T_A_T_I_O_N_S _________ 4-

MEMBERSHIP 

Agency Supplier: 
S 
E 
C 
0 
N 
D 
A 
R 
Y 

S 
E 
R 
V 
I 
C 
E 

P 
A 
T 
T 

E 
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More than two agencies 
of equal size 

Joint Provision: 
One large agency 
with several smaller 
agencies 

Joint Provision: 
Two agencies of 
equal size 

This arrangement is typically adopted 
in rural areas when agencies cannot 
afford their own full-time communica
tions, no member has excess capacity, 
and members do not want a joint powers 
arrangement; therefore, the most sig
nificant benefit is: 

• Improved Service 

This arrangement is typically adopted 
where agencies want to obtain a speci
fic benefit of sharing, but the small 
agencies are unwilling to entrust the 
large agency with the communications 
function; therefore, the most signifi
cant benefit is: 

• Member Input and Control 

This arrangement is typically adopted 
where two age'ncies work closely to
gether but neither wants the respon
sibility for operating the combined 
communications facility; therefore, 
the most significant benefit is: 

• Independent Communications Provision 

Although no member has excess capacity, 
one must be selected to supply communi
cations for all the member agencies; 
therefore, the most signigicant limita
tions are: 

• Substantial Expansion of Supplier 
Agency's Facilities 

• Interjurisdictional Disputes 

Because one agency is substantially larger 
than the others, members may have diffi
culty agreeing upon an equitable alloca
tion of costs, number of votes on the 
governing board, and so forth; there-
fore the most significant limitations 
are: 

• Interjurisdictional Disputes 
• Complex Implementation 

Two agencies can usually agree on 
control, cost, and service level issues 
in an agency supplier contract; there
fore the most significant limitation 
is: 

• Added Complication for Implementation 
and Management 

C==±======= ___________ ~_____________ _===_:_j=================================~ 
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was selected to facilitate the merger and because no single agency could 

absorb the county workload. Although the two pilot projects are operational, 

no merger ever occurred due to political resistance and cost considerations. 

SNOPAC itself is plagued by the dissatisfaction of its small agency members 

who feel they have lost all control over dispatching procedures, available 

services, and rapidly rising costs. Similarly, several rural agencies of 

equal size sometimes adopt an agency supplier system rather than a joint 

provision facility because their combined workload only requires one full-

time dispatcher. 

Thus, it is clear that shared communications systems n~~d not adopt only 

the three predominant patterns: agencies should choose the provision type which 

best seems to meet their needs. However, as shown in Exhibit 2.3, they should 

be aware that secondary approaches such as SNOPAC may offer more interjurisdic

tional disputes or operational complications than ~~e more standard arrangements. 

While not insurmountable, those disadvantages should be given serious consider-

ation. 

No matter which service type is chosen, the central question will be 

"will it work?". The next section explains the primary means of answering 

this question: the feasibility study. 

2.3 Deciding on Nature and Level of Service Provision 

Feasibility studies are the keystone of the planning effort, through 

which members (1) determine if. a shared system \'1i11 work, and (2) assess how 

it will work. For example, on the basis of the feasibility study, potential 

participants can decide whether a shared communications system truly offers 

the best solution to their current communications ~eeds. They can also 
1 

assess the workability of their proposed sharing arr~ngement, given the 
IJ 

number, nature, and resources of the potential members. At the conclusion 

of the study, members will have a firm plan for the communications system 

membership, operations, financing, and technol,09y--a plan which will b~ 

invaluable as the members move to implement the system. Finally, by assessing 

the technical and organizational feasibility of the shared system before 

substantial effort and funds are devoted to its implementation, members can 

avoid the time, expense, and aggravation of later reorganizing or disbanding a 

poorly conceived system. 
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There often exists a mistaken preconception that feasibility studies 

are unaffordable without federal assistance. As a result, some departments 

make the grave mistake of omitting this step. For example, one county

supplied system participating in the telephone survey was established without 

first conducting a feasibility study. This system is now experiencing tech

nical problems in the form of noise between channels and some dead areas • 

organizationally, consumer agencies are dissatisfied because there are no 

procedures for handling service complaints, nor is there anyone responsible 

for resolving disputes. Finally, the county supplier has found itself in 

financial difficulty and can no longer afford to run the system. Fortunately, 

cooperation is high and the function will be transferred to a participating 

city police department. 

The feasibility study is best divided into three simultaneous, short

term and intensive efforts: (1) technical, (2) organization/financial, and 

(3) legal. While each component is essential to the study, none has to entail 

an expensive, complex evaluation. Among the elements that must be included in 

the feasibility study are: 

• A list of potential participants; 

• An outline of the desired service type identifying the sup
plier and consumers; 

• A list of currently available resources including members' 
communications budgets and communications equipment; 

• An estimate of members' current communications workload; 

• A memo presenting the communications problem(s) which mem
bers are seeking to overcome through sharing; and 

• A list of local, state, or federal restrictions on the 
sharing arrangement. 

This information will be needed for all components of the study to direct 

research efforts to meet the goals and resources of the members. 

The Technica~ Study 

This component of the feasibility study deals witti potential user 

demand and the capacity of existing or available equipment to meet that 

demand. More specifically, the technical study is designed to estimate: 

• number of users and usage levels; 

• available radio frequencies; 

• equipment availability and compatibility; 
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• dispatcher facilities; and 

• transmitter location and power requirements.* 

Jurisdictions considering shared communications have some flexibility 

in deciding who should conduct the technical study. If each agency has a 

communications specialist, they can collectively conduct the study. This 

option is advantageous because the specialists will already know the intrica

cies of the departments' o~erations and equipment; however, not all depart

ments will have staff with the required technical expertise. Alternatively, 

if sufficient financial resources are available, an outside communications 

specialist can be hired on a consulting or contractual basis. Although such 

specialists are expensive and will generally be unfamiliar with the individ~ 

ual agencies, they typically have extensive professional experience with the 

engineering and organizational requirements of shared systems. When hiring 

specialists, engineers rather than radio technicians should be employed 

because the former can view present state-of-the-art hardware as an integrated 

system rather than as individual pieces of equipment. However, local techni

cians may be contacted during the study in order to uncover day-to-day commun

ications problems unique to a specific geographic area; such information is 

often overlooked by or unknown to consulting engineers. One final option is 

to obtain such technical assistance from equipment manufacturers. Although 

their services are often provided free of charge, they may be less objective 

than local specialists or independent consultants.** 

The technical report should contain at least five sections: (1) a 

statement of the problem; (2) a discussion of the technical advantages 

and limitations of sharj .. ng7 (3) a description of how the system will operate 

to meet the communications problem; (4) a list of other service options; and 

(5) a statement of equipment specifications. Each of these sections focuses 

on providing an optimal technical plan given the members' current resources 

and workload. 

1. statement of the Problem. This section will be unique for every 
system as it presents'primary communications concerns of its 
particular members. For example, the technical feasibility study 

*National Institute of Law Enforcement and Criminal Justice, An 
Exemplary Project: Central Police Dispatch, p. 73. 

**Ibid. 
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for the County of San Diego focused on two concerns of the area: 
(1) the portion of the radio spectrum available for police radio 
in Southern California was fully used and communications demands 
were rising; and (2) public safety agencies lacked interagency 
communications to coordinate regional public events, such as 
riots, and regional natural disasters such as earthquakes.* 

2. Technical Advantages and Limitations. This section will address 
technical benefits and limitations of implementing a shared 
system to meet the communications problems. For instance, in the 
County of San Diego report the problem of channel congestion and 
possible solutions were examined in depth. The technical group 
found that while applying 30 to 35 units per channel was generally, 
considered to be satisfactory, in San Diego County more than that 
many units were applied to each channel. This meant the county 
had become "communications limited;" that is, long messages such 
as vehicle/person checks had to be eliminated. The group then 
examined the possible use of a less desirable radio frequency 
band and determined that it would not work because of the county's 
topography. They concluded centralized communications provided 
the only solution to the channel congestion as sharing would allow 
optimal use of channels and distribution of voice traffic.** 

3. System Operation. This section explains how the system will ac
tually operate to solve the communications problem and require
ments. For example, the members of the Northwest Central Dispatch 
system in Illinois insisted upon backup facilities to minimize 
their vulnerability to natural and man-made disasters. The tech
nical group devised a comprehensive backup system: if the base 
station transmitter fails, another transmitter on the same fre
quency would be available; if a commercial power failure occurs, 
emergency power generators would take over; the areas covered by 
receivers (the device which picks up an officer's radio signal) 
overlap so if one receiver goes out the area of that receiver 
would still be covered by the remaining receivers; if the leased 
telephone lines to the centralized facility fail there would be a 
manual relay system; and for a complete telephone system failure 
there would exist a radio backup for inter- and intra-departrnent 
communications. 

4. Service Options. This section describes equipment which is not 
essential to the provision of communications, but which enhances 
the service provided. These service options include features 
such as: "automatic number identification," which flashes the 
caller's number on a CRT which can then be used to obtain the 
name and address of the caller; "called party hold," which allows 
a number to be traced even if the caller hangs up; a machine to 
receive calls from deaf citizens; special blue lights which have 

*California Council on Criminal Justice, Final Report on the Feasibil
a Coordinated Records and Communications System for Region XI. 

**Ibid. 
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a calming effect for the dispatch room; "for7ed disconnect," to 
allow police to clear a telephone line immedl.ately; or bullet
proof glass for the dispatch room. 

5. Purchase Specifications. This section presents a.lis~ ~f ~hel~ew 
equiPment which will be needed by the system. Thl.S ll.~ .s ou. 
contain enough detail to serve as the basis fo: c~petl.tl.v7 bl.d
ding by private manufacturers of police commun~c~~ons equ~pment. 
The technical speCifications specify the capa~7ll.tl.es requ7r7d to 
handle the local geography and population densl.ty. In addl.tl.o~, 
specifications should include a description of the system; rell.~ 
ability and maintenance specifications; and provisions for testl.ng 
the equipment before accepting it. . 

While the technical study will determine how communications service 

l.·t mau also determine who can participate. This occurs will be provided, ~ 

because potential participants in the sharing arrangement must be drawn from 

neighboring jurisdictions due to the limitations of communications technology. 

. b t member J'urisdictions is an important considera-For example, dl.stance e ween 

tion since radio transmissions will not carry well over a long distance with-

t t t · The nature of the local terrain out the aid of expensive repea er s a l.ons. 

can also influence the number and location of member agencies. A region with 

relatively flat transmission terrain can accommodate members spread over a 

large area without "state-of-the-art" communications equipment. On the other 

hand, in mountainous regions only a few jurisdictions can expect to share 

. d Exhibit communications services unless sophisticated equipment is aCqul.re • 

2.4 summarizes the trade-offs that are made when assessing the impact of geo

graphical constraints on a potential communications system. 

TER:IAIN 

Flat 

Mountainous 

Exhibit 2.4 

ASSESSMENT OF POTENTIAL GEOGRAPHICAL AREA 
COVERED BY SHARED COMMUNICATIONS SYSTEM 

EQUIPMENT SOPHISTICATION 
. h Hl.ql Low 

Very large geographical area Large geographical 

Large geographical area Small geographical 

area 

area 

The technical study may show that giv~n the available resources, the proposed 

system cannot economically service all interested participants. 
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The Organizational and Financial Study 

The organizational and financial study establishes a managerial and 

operational framework for the sharing arrangement. It suggests how the 

communications system will be organiZed, directed, staffed, funded, and eval

ua ted. Because 'this component of the feasibili ty study sets the parame ters 

for any future sharing, it is drucial that police and local officials from 

each jurisdiction participate in its development. Although a consultant may 

be hired to provide technical assistance, many juriSdictions have found that 

local government and/or law enforcement officials possess SUfficient exper

tise to conduct this phase of the study without outside help. 

As with the technical component of the feasibility study, the organi

zational research will produce recommendations in a written report. This 

report shOUld cover six basic topic areas: (1) statement of goals; (2) organ

izational structure and decision making process; (3) personnel management; 

(4) financial management; (5) dispatch and recordkee~ing procedures; and 

(6) evaluation.* The statement of the sharing arrangement's goals reflects 

the members' communicat~ons problem: typically it specifies that the current 

level of service will be maintained at a lower cost, or that improved perfor

mance will be provided and that the cost of the upgraded service will be less 

than the cost had each member upgraded separately. Such goals are important 

not only to motivate and direct employees but also to evaluate at some future 

time the extent to which and the ways in which the goals have been achieved. 

The other topics of the organizational and financial study are dis

cussed in Chapters 3 through 7 of this document and therefore are not detailed 

here. However, the following list summarizes the key issues that the stUdy 

should address within each topic area: 

Organizational Structure an~ Decision Making Process 

• specific activities needed to accomplish the goals of the 
sharing arrangement, both administrative and operational; 

• grouping of the activities into manageable jobs, sections, 
divisions, or other organizational units; 

• organizational chain of command and decision making author
ity of member jurisdictions and system management. 

Personnel Management 

• number and types of personnel needed to manage and operate 
the sharing arrangement, both presently and in the future; 

*National Institute of Law Enforcement and Criminal Justice, An 
Exemplary Project: Central Police Dispatch, p. 73. 
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• education, experience, and other characteristics required 
for job applicants for each position; 

• process for recruiting and selecting personnel consistent 
with merit and affirmative action principles; 

• likely training needs of system personnel and strategies 
for meeting those needs; 

• compensation policies and levels. 

Financial Management 

• initial revenue and expenditure estimates and a process for 
budgeting them in future years; 

• methods used to finance the sharing arrangement, including 
assessment of member jurisdictions based on population, ex
pected use, ability to pay, and other factors; and 

• provisions for independent audits of financial transactions 
and records. 

Dispatch and Recordkeeping Procedures 

• process for standardizing telephone and radio procedures of 
member departments, including call priority classifications; 

• recordkeeping policies and procedures, including access to 
records by member jurisdictions. 

Evaluation 

• evaluation criteria by which the efficiency and effective
ness of the sharing arrangement will be judged, e.g., amount 
of money saved, improvements in dispatch accuracy and speed; 

• evaluation policies, including who will conduct the evalua
tions and when; 

• reporting policies, including access of member jurisdictions 
and public to evaluation results. 

The Legal Study 

Even if the proposed canmunicatiolls system is supported by a suffi

cient number of jurisdictions and the feasibility study shows that the system 

is technically and organizationally feasible, there are important legal con

siderations that can affect how, and even whether, the'system is established. 
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Local, state, or even federal legal restrictions may potentially limit the 

options available for the cooperative provision of police communications 

services. For this reason it is important for the members to obtain legal 

advice at the beginning of the feasibility study. While the state attorney 

general's office can be contacted initially for general information on the 

state's authorizing statute, members will have to obtain their own counsel 

to research the legal aspects of the proposed system. Moreover, counsel must 

meet regularly with the member agencies to advise them of all legal impacts 

and restrictions on the system. 

On the federal level, Federal Communications Commission (FCC) 

rules clearly pose a potential limitation that must be considered. The FCC 

is the federal agency which controls assignment of all frequency channels by 

issuing licenses (i.e., permission to use a particular frequency channel), 

to public agencies and private firms. The FCC maintains regional advisory 

committees throughout the country which consider applications for new licen

ses. If the experience of one Connecticut system is gene,r.alizable, an 

application to the FCC for additional frequency channels will have to demon

strate "satisfactory need." Since "need" remains open to interpretation, and 

because there may be considerable variance across advisory committees in 

their willingness to issue new licenses or their specific requirements for a 

formal request, departments considering shared communications arrangementm 

shOUld contact their FCC Regional Frequency Advisory Committee for further 

information. 

Local laws will usually affect systems in terms of budgetary approval 

process and zoning ordinances for locating facilities. Members will also 

need to examine local charters, ordinances, other contracts, and labor 

agreements to make sure they are not in conflict with the sharing agreement.* 

It is important to identify local limitations early in the feasibility study. 

The primary legal prerequisites and obstacles are usually found at 

the state level. There are five statutory considerations associated with 

*U. S. Department of Housing and Urba,n Development, Office of Policy 
Development and Research, Interlocal Service Delivery: A Practical Guide to 
Intergovernmental Agreements/Contracts for Local Officials, by National Asso
ciation of Counties Research Foundation (Washington, D.C.: U.S. Government 
Printing Office, 1977), p. 4. 
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'.~ arrangements: (1) legislative or constitutional shared communloca~on~ 
h coo,neratlo' ve exercise of c.artain powers by government 

authorization for t e r 

entities; (2) statutes governing interstate sharing of services like com-

the need t o meet state communications standards; (4), the 
municationsl (3) 

establishment and 
effects of "Hane Rule" (local control) arguments on system 

statutes, such as 
t ' sand (5) unintended consequences of other state opera loon ; 

state employment laws. 
Because municipal powers 1. Authorization for Cooperative Efforts. 

two governmental entities cannot coopera

state authorization.· ' state 
are directly derived from state law, 

(1) legislative acts, and (2) 
tively exercise their powers without express 

authorization can appear in two basic forms: 
constitutional provisions. During the planning stage, it is e~sential to 

1 ff' 'als on both state law obtain legal advice from local and ,state lega 0 loClo 
, in this section can

and court interpretations of those laws. The discussloon 

not 

the 

because the actual sC,ope of as a substitute for legal assistance serve 
laws varies widely fran state to state: 

(1) How the service is provided. Most state l~WS specify that 
agencies may share by contracting for serv~ce or bYi~o!":ci_ 

(2) 

(3) 

(4 ) 

, ion of service. Where only one servloce type p 
~~~~~Sthe availability of the other service type is un~lear. 
For example, the Wisconsin legislature was concer~ed wloth 

hi amb' uity Prior to 1959 their statute provloded for 
t s log • "h ver in 1959 the 
"the joint ••• exercise of any power ••• ; c:""'~ b' dding author-
statute was amended to remedy the ~certaloll y ,y ~ _ 
ization t.o "cont.ract ••• for the recelopt or furnloshlong of ear 

vices •••• " 
Who may share. Some laws specify which agencies may share. 
For example, Connecticut's law applies only.to,l~W e~force

t A number of states place geographical ll.ml.tatloons on 
:~~rship. For instance, Tennessee law states only con-
tiguous jurisdictions may share. 

d Sam states impose subject matter What may be sh~.!!.-., e . 
restrictions on sharl.llg: that is, the law specifloes 
which activities may be shared. For example, connec-

law enforcement radio communiticut law is limited to 
cations systems. 

, St. t 1 w may define in det~il How agencies may share. a e a , 
the form of the agreement and/or the system lotself. 
These provisions may reduce the flexibility of members 
to design their own system. 

*MaX A. Pock, Consolidating police Functions in Metropolitan Areas 
(Ann Arbor, ~~chigan: The University of Michigan laW School, 1962). 
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Members may find that their state law clearly authorizes shared public safety 

communications. For example, a number of states have adopted the model stat.e 

statute developed by the Council on Suggested State Legislation which appears 

in Appendix C. On the other hand, state laws are sometimes ambiguous or 

silent on whether law enforcement agencies may share, whether subject matter 

restrictions include police communications, and how sharing should occur. In 

such cases legal assistance is essential. 

(2) Problems with Authorization for Interstate Sharing. Our tele

phone survey revealed that a few sharing arrangements include agencies from 

more than one state. A multistate membership requires careful analysis of 

each state's laws on sharing and sometimes requires members to seek enactment 

of new legislation. There are three alternative legal bases for establishing 

a shared communications system with members from several states: (a) inter

state joint powers authorization; (b) an interstate compact; and (c) incor

poration under a Not-for-Profit law. These alternatives are discussed in 

Appendix D. 

(3) Meeting State Standards. State agencies assume a central role in 

coordinating police activities by establishing voluntary and mandatory 

standards for support services. In general, permanent agencies such as State 

Commerce Commissions or Police Training Boards can mandate law enforcement 

standards, ~'lhile temporary agencies, establ,ished to study a specific aspect 

of law enforcement, are empowered to promUlgate voluntary standards. While 

it is essential to meet state mandatory standards, a review of voluntary 

standards is often useful to help members establish their own guidelines on 

the quality of service they would like to have. Members should consult their 

State Planning Agency or the Communications Division of their State Police to 

see if there is a state communications plan or any other state standards 

pertaining to communications. 

(4) The Effects of Home Rule. One legal concept that members shOUld 

be aware of when organizing a shared system is that of "home rule." As with 

all municipal powers, home rule is a privilege derived from the state constitu

tion or from state statute. Home rule basically allows municipalities to 

establish and amend their own charters within certain guidelines, without 

interference from the state. For exampl~, some states do not give or 

deny thu power of arrest to fire/arson investigators; under home rule munici

palities would be able to grant them that power. There is also a trend for 

states to grant county home rule. 
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Awareness of the home rule concept is importan't because home rule 

arguments can be used by isolationist advocates to oppose actions they feel 

will result in loss of local control. There are basically two home rule 

arguments which may be used to oppose development of a shared communications 

facility. First, where the system necessitates new legislation or subjects 

the communications facility to additional state standards, opponents may 

attack the system on the grounds that it infringes upon home rule. However, 

as the home rule privilege simply provides for local control over issues not 

addressed in state laws, state legislatures can clearly pass legislation 

which narro\~s the province of home rule. Secondly, opponents may argue 

that sharing violates home rule by subjecting the municipality to outside 

influences and relationships. However, it can be argued that home rule is 

enhanced by coopera'tive efforts where interdependence solves local problems 

and thereby strengthens local government. 

(5) Unintended Consequences of State statutes. Aside from enabling 

laws, other state statutes may also affect the development of shared communi

cations arrangements. In New Jersey, for example, a clause of the State 

Civil Se~ice Law blocked a regional system's plan to place staff under the 

jurisdiction of an executive board. Instead, under the law, personnel were 

placed under the sole legal jurisdiction of one member's local council. In 

order to circumvent this unanticipated legal obstacle and implement their 

original plan, members had to iI~corporate the communications system. The 

time and effort needed to accomplish this delayed implementation of the 

regional police communications network. Fortunately, this setback did not 

decrease the willingness of members to participate nor the ultimate success 

of the arrangement.* Nevertheless, the ex~ple illustrates the importance 

of conducting legal resaarch prior to the implementation of shared communica

tions arrangements. 

Practical Considerations 

The technical, organizational, and legal components of the feasibility 

study are highly interdependent. As previously noted, technical aspects can 

*Eskil S. Danielson, "Regionalized Police Communications: Eccnomical, 
Efficient and Effective," Law and Order 27 (February, 1979). 
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impact membership, just as financial and legal decisions affect technical 

choices. This inter-relationship influences how the study is conducted in 

two major respects. First, it is critical that persons responsible for the 

technical, organizational" and legal components meet frequently during the 

research period to keep one another advised of findings and recommendations. 

These meetings will minimize time wasted on efforts precluded by the other 

study component, and will produce a coordinated proposal. Secondly, the 

studies should be short term and intensive efforts, to prevent lags in one 

component and to maintain the interest of all participants. As a final note, 

it is also useful to distribute drafts of the reports, as they become avail

able, to all members of other study components. 

Applying the Study Results 

Upon completion of the feasibility study, the participating jurisdic

tions will have developed a broad general outline into a detailed functional 

program design. From the study results members may decide to abandon the 

project--perhaps because it is too costly or not technically feasible. On 

the other hand, members may decide to proceed with t?e project, in which case 

their feasibility reports provide a concise plan for implementation. 

While the feasibility study will be the best available guide for 

implementation, the degree of specificity contained in the three reports will 

vary depending on the resources committed to the study. Where the study was 

conducted by professional conSUltants together with local staff, the relia

bility of the results and the degree of detail are usually high. Feasibility 

studies conducted without the advice of technical specialists are less 

expensive, but tend to be less ~etailed and may contain technical errors. 

However, successful systems have been established on the basis of low budget 

studies, an~ consultants are certainly not infallible. Members should be 

aware of possible limitations of their study as they implement the system 

design. 

~ addition to establishing a plan for the optimal system design, 

the feasibility study should help to identify the membership configuration by 

revealing a variety of factors which may influence jurisdictions' decision to 

participate. For example: 

• the terrain of one jurisdiction is toe mountainous for 
participation~ 

• formerly uninterested jurisdictions are impressed by the 
proposed technical capacity and now want to participate~ 
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• two hesitant jurisdictions decide to participate when they 
realize they will save money while increasing efficiency; 

• one jurisdiction disagrees on the costing formula and drops 
out; or 

• another jurisdiction, skeptical of the management design, 
adopts a wait-and-see attitude and refuses to join initially. 

While membership changes can and do occur during all stages of the system's 

development and operation, changes which occur after the feasibility study are 

particularly important because the agencies participating during the study 

period create the framework of the system. These agencies will establish the 

final dispatching procedures, costing formula, and so forth. Members joining 

later will not be able to fundamentally change this established structure. 

2.4 Establishment of a written Agreement 

The next step is to establish a written agreement which reflects the 

understanding of afl member agencies and provides the framework foe the new 

system. Because the agreement contains binding legal provisions and must 

conform to the requirements of feder.al" state, and local law, legal counsel 

must be obtained when dr~fting the agreement. 

All joint powers systems must be based on a written agreement which 

creates the independent entity. Agency supplier systems can be based on a 

verbal agreement but, as previously noted, these informal arrangements are 

increasingly being replaced by formal systems. For this reason, this docu

ment deals primarily with agency supplier facilities which are based on 

legally binding written agreements. Both the joint powers and agency supplier 

agreements are contracts. Thus, they have important features in common, 

including: (1) basic contractual provisions, and (2) establishing responsi

bility for injury to third parties, and consequently, handling insurance 

issues. 
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2.4.1 contents of the Agreement 

To be legally binding, all written agreements must contain basic 

contractual provisions. At a minimum, these provisions must state: 

• who is entering into the agreement; 

• what they are agreeing upon; and 

• what benefit each party receives as a result of 
entering into the contraqt. 

A communications contract will usually further specify: 

• the level of service to be provided; 

• any restrictions on the level of service; 

• the amount of the service charges; 

• responsibility for administering the service; 

• procedures for records and reports; 

• pers9nnel policies; 

• management of the facility's property; 

• duration, termination, and amendment of the contract; 
and 

• monitoring and evaluation of the shared system. 

Each of these provisions is presented in more detail in Appendix E. 

Although the same basic topics are covered in all written agreements 

for shared communications systems, the degree of specificity contained in the 

provisions will vary widely depending on the type of agreement and the 

preference of. the members. For instance, in Sumter, South Carolina, the 

supplier agency contract covers the budget function in broad terms by stipu

lating that the City Police Department is responsible for "handling management 

tasks including planning and budgeting." In contrast, the written agreement 

of a joint powers system in Cook County, Illinois contains two pages of 

budgetary procedures. 

An important consideration common to both types of documents is tort 

liability; that is, personal or property injury suffered by a person as ~he 

result of a wrongful or negligent act of the communication system's staff. 

Formerly it was difficult for individuals to sue the government for personal 

injury because of the doctrine of sovereign immunity. This legal doctrine 
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holds that governmental agencies (1) cannot be sued at all, (2) can be sued 

only under specific conditions, and/or (3) can be sued only up to a specified 

monetary amount. In the recent past this doctrine has been narrowed by the 

state courts and legislatures, making it easier for individuals to sue the 

government. Under established principles of tort law, liability follows 

control; therefore, since the supplying agency or joint provision center 

controls the communications staff, the supplier or center is likely to be 

held liable for injuries caused by the negligence or intentional misconduct 

of its employees. For example, if a dispatcher received an emergency call 

requesting fire department assistance at a house on 7 Oak street, and the 

dispatcher purposely and maliciously failed to dispatch a fire company to 

that address, the owner whose house consequently burned to the ground could 

probably sue the dispatching facility. 

While state law may protect the communications supplier for negligence 

under the doctrine of sovereign immunity, the public legal counsel will still 

incur costs to assert this immunity. Therefore, the best protection against 

tort liability is to obtain adequate insurance coverage, because the insurance 

company will defend the agency in a lawsuit, as well as providing financial 

resources if the agency loses or settles the suit. The means of providing 

the insurance coverage, funding the costs of insurance, and handling costs of 

any liability in \:!!xcess of the insurance coverage should be stipulated in the 

written agreement. For example, the agreement could specify that the communi

cations supplier would assume liability up to the full amount of its insurance 

coverage and consumers could agree to pay any amounts in excess (indemnifica

tion); alternatively, the agreement could permit the communications supplier to 

refuse liability under certain circumstances or stipUlate that consumers must 

each purchase insurance.* Members need to check their present coverage and 

discuss options jointly. 

Although the contents of supplier agency contracts and joint powers 

agreements are similar in terms of the topics covered, a joint pow~rs agree

ment differs from a supplier agency contract in two major respects: (1) it 

*National Sheriffs' Association, Contract Law Enforcement: A Practi
cal Guide to Program Development (Washington, D.C.: National Institute of Law 
Enforcement and Criminal Justice, u.s. Department of Justice, 1977). 
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is far more detailed, and (2) it is sometimes subject to state-mandated 

provisions. The joint powers agreement contains extensive information 

because it establishes a separate entity; therefore, the framework for the 

entire system must be presented and agreed upon. 

The fundamental proviSions of both supplier a~ency and joint powers 

arrangements.are contained in a single document, the contract. In addition, 

joint powers arrangements often make use of a second document--the "by-laws"-

to detail the actual system operations, administration, and management. Like 

the contract, the by-laws are legally binding on all members. By-laws are 

used because they are easily changed: the contract will typically authorize 

amendment of the by-laws by a vote of the system's governing board. Placing 

technical and managerial requirements in the by-laws rather than in the 

contract will thus give participants the flexibility to respond quickly to 

changes in local conditions and needs. This advantage is exemplified in the 

situation where the system members declo'de to h d' t h ' c ange lospa c ers starti~g 

salary. If the salary level is stipulated in the contract, changes in the 

salary level can only be made by redrafting the contract and obtaining reap

proval from local governments, outside funding sources, and state agencies. 

on the other hand, if the salary level is prescribed in the by-laws, it can 

easily be changed by a vote. By-laws are thus useful for those provisions 

which (1) are likely to change over time and (2) will not drastically alter 

the basic structure of the system. 

Joint powers contracts also differ from agency supplier contracts in 

that the state statuCdS governing interjurisdictional agreements may require 

specific contract provisions. Mandated requirements may affect costing, 

financing, or the contract drafting process itself. The statutes may also 

mandate specific language which must appear in the joint powers contract. 

For instance, a nunilier of states set a maximum contract duration, usually 

five years, or a termination procedure, such as sixty-day written notice. 

However, if the state law does not mandate certain termination provisions, 

some survey respondents suggested that a member should be allowed to withdraw 

from the arrangement by notifying the other members in writing ninety days in 

advance, and that there should be no monetary penalty for withdrawing. In 

this way members do not feel "trapped" and litigation can be avoided as well. 

An examples of a model joint powers agreement is presented in Appen

dix F of this report. 
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Drafting Procedures 

While the contents of each contract may vary, the basic procedures 

for drafting a service contract or a joint powers agreement are identical. 

After any political obstacles have been overcome, the local governments adopt 

a resolution authorizing the staff to enter into negotiations. With the aid 

of the feasibility study, each jurisdiction can enter into negotiations with 

a fairly clear idea of the contract terms and conditions it would want adopted. 

Law enforcement and public officials should both participate in the negotia

tions. Once the parties arrive at an agreement, legal counsel may then draft 

the preliminary contract instrument. Each member then reviews the draft, and 

a final negotiation session may be held to settle any disagreements on the 

terms. 

2.5 Ratification 

In almost all of the arrangements exam~ned in the telephone survey, 

the city councils or county commissioners in each juriSdiction had to ratify 

or approve the instrument prior to si~ing the agreement. The speed of 

obtaining this approval will vary among localities depending upon the form of 

government and the personalities,inv?lved. Problems may arise when some of 

the members have a time-consuming decision making process, as this can 

subject system planning to significant delays. When some members have a form 

of government with a particularly lengthy decision making process, it is 

advisable to get preliminary approval from that government early in the 

project. 

Although the institutional structure has a substantial influence on 

the pace of the planning process, the enthusiasm, interest, and dedication 

of the individual officials involved will far outweigh the effects of the 

institutional structure. Thus, the major political concern will be to con

vince the government officials of the merits of sharing and overcome politi

cal objections co sharing. 

Proponents of a shared communications system will often encounter 

resistance to the proposal. By using their feasibility study to prepare 

presentations on the proposed system, members can address political objec

tions and controversy in a forthright manner, and gain the support of the 

community. Exhibit 2.5 presents concerns which can be anticipated and notes 
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Exhibit 2.5 

ADDI~SSING POTENTIAL COMMUNITY CONCERNS 

r-------------------------------~r_------------------------------_,-----------------------------------------------------4 

C 

o 
S 

T 
I 

N 
G 

S 
A 
F 
E 
T 
Y 

POTENTIAL CONCERNS 

What will be the amount 
and source of implemen
tation funds? 

What will be the change 
in operating costs, and 
how would cost increases 
be covered? 

What protection will be 
used against unreason
able cost increases? 

What will be the 
effect on response 
time? 

.What will be the effect 
on inter- and intra-
agency communications? 

AUDIENCE 

Local Government 
Taxpayers 

Local Government 
Taxpayers 

Local Government 
Taxpayers 

Local Government 
Public Safety Administrators 
Line Officers 
Citizens 

Public Safety Administrators 
Line Officers 

NEEDED RESPONSE INFORMATION--EXAMPLES 

• Amount of new investment required; 
• Availability of state or federal grants; 
• 'Possibility of selling bonds; and 
•. Possibility of tax increase. 

• Amount of current operating costs and estimated 
ne\07 operating costs I and 

• Possibility of tax increase or decrease. 

• Analysis of costing formula; 
• Provisions for local input on policy and 

management issues; and 
• Agreement terminati9n clause. 

• Current response time and estimated new response 
time; and 

• New equipment and procedures affecting response 
time. 

• Estimated 'changes in efficiency 1 
• New equipment and prQcedures affecting communi

cationsl 
• Estimated changes in the quality of communica

tions (e.g., reduced congestion) 1 and 
• Total changes in technical capacity. 

~-------~--------~-------------------------------------------



--- --~ -- - -----------------~--~-------------

..-

" 

POTENTIAL CONCERNS 

(continued) 

S 

A 

F 

E 

T 

y 

Wha t wi 11 be the 
problems during the 
transition period? 

will there be a 
back-up system in 
case of system 
failure? 

What will be the 
effect on monitoring 
burglar and fire 
alarms? 

What will be the 
erfect on communi
cations staff? 

r:~~.l 
.::;.1 t::..:, -

AUDIENCE 

Local Government 

EKhibit 2.5 

(continued) 

Public Safety Administrators 
Line Officers 
Citizens 

Local Government 
Public Safety Administrators 
Line Officers 

Business Community 
Citizens 

Public Safety hiministrators 
Line Officers 
Communications Staff 

NEEDED RESPONSE INFORMATION--EXAMPLES 

• Anticipated problems during transfer of existing 
equipment and staff; 

• Anticipated problems during acquisition and 
installation of new equipment and hiring of 
staff; and 

• Planned process for transition 

• Provision of emergency generators at the 
facili ty; 

• Provision of back-up system outside of the 
facility; and 

• Relative ease/difficulty of switching to the 
back-up system. 

• Who will handle memi toring function; 
• New equipment and procedures; and 
• Changes in cost. 

• Anticipated numbers of communications employees 
to be retained, transferred, or hired; 

• Changes in personnel policies; and 
• Planned changes in personnel status from sworn 

to civilian. 

-

S 
T 
A 
F 
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r------------------------------~-----------------------------------;_----------------------------------------------------~ 

What will be the 
effect on personnel 
costs? 

Public Safety Administrators 
Local Government 

• Amount of increase or reduction in overall 
salary costs; 

• Additional costs associated with retention 
or hiring of desk officer; and 

• Amount of changes in benefits and fringe rate. 

~--~-------------- ---------------------------------------------
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POTENTIAL CONCERNS 

(continued) 
What will be the quality 
changes in !lersonnel? 

Will there be changes 
in supervising and 
management functions? 

Who will make the 
policy decisions? 

Who will make the 
operational decisions? 

will there be an 
opportunity for 
offict~r input? 

To what extent will 
each m~!!mber lose 
controlL over its 
communlcc:.tions 
functioAo? 

-
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AUDIENCE 

Exhibit 2.5 

(concluded) 

Public Safety Administrators 
Line Officers 

Public Safety Administrators 
Line Officers 

Local Government 
Public Safety Administrators 

Local Government 
Public Safety Administrators 
Line Officers 

Line Officers 

Local Government 
Public Safety Administrators 
Line Officers 
Citizens 

n ' .... £ 

NEEDED RESPONSE INFORMATION--EXAMPLES 

• Planned or existing applicant screening and 
selection procedures; 

• Planned or existing training; 
• Planned or existing monitoring procedures; and 
• Proposed or existing quality standards. 

• Who will supervise; 
• Anticip~ted procedure changes; 
• Who will manage; and 
• Changes in management structure. 

• Provisions for policy board composed of member 
governments; and 

• Procedures for consumer input. 

• Provisions for operational board composed of 
member agencies; 

• Duties of manager; and 
~ Procedures for consumer input. 

• Provisions for liaison board composed of 
agency commanders; 

• Provision for complaint procedures; and 

• Procedures for officer input. 

• An individually subjeotive judgment based on 
all of the above factors and any additionally 
available information. 
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which audience generally voices the concern. Proponents must be prepared to 

explain how the proposed system will affect or resolve these concerns. For 

example, local government officials will want to hear about costing as a 

policy consideration; therefore, a member official should present the cost 

implications of the new system and a police financial officer can offer com

parative cost information on the present system. Pre~entations or meetings 

can be held for (1) government decision makers, (2) public safety agency 

staff, and (3) community groups and civic organizations. The citizenry is 

best reached by media in the form of press releases. 

After ratification, the document is signed by member jurisdictions, 

witnessed, and recorded according to state law. The organizing procedures 

which follow the signing are, described in the follOWing chapter. 
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Chapter 3 

ORGANIZING SUPPORT SERVICE SHARING 

Organizing involves identifying the activities and jobs included ina 

service sharing arrangement and establishing productive working relationships 

among them. Organizing seeks to define an efficient organization structure 

and decision making process that will enable the sharing arrangement to 

accomplish the goals and objectives developed during its planning phase with 

minimum expenditures of time and money. An efficient organization helps the 

sharing arrangement to offer member jurisdictions the same level of service 

that they had before they joined the arrangement but at reduced cost, or 
increased service at the same cost. 

needed. 
There is some disagreement over how much organization is really 

Some people claim that if you hire good employees, they will do good 

work no matter how confused the organization's structures or procedures are. 

It is even said that ambiguity in an organization is an asset in that it 

forces teamwork because everyone knows they must cooperate to get anything 
done. 

Others counter that to be effective an organization must be a "tight 

ship" with a clear chain of command'and explicit rules. They argue that a 

bUsiness or government agency with a first rate organization can hire second 
rate personnel and still be prodUctive. 

The fact is that neither position is correct. Some outstanding 

employees succeed anywhere, some inco~petent ones function nowhere, and most 

perform best in a well-designed organization. There is little doubt that 

good managers and staff work together most effectively if they know the parts 

they are to play in any joint effort and how their roles relate to one 

another and to the objectives of the sharing arrangement. Moreover, it is 

difficult to recruit or retain anyone, regardless of how talented or untalent

ed, to a poorly defined position in an ambiguous structure. This is as true 

in a shared communications system as it is in a hospital, supermarket or, for 
that matter, in football or baseball • 

As illustrated in Exhibit 3.1, Chapter 3 examines the organizing of a 

shared communications system in two sections. First, it discusses how to 

build an organization structure by identifying, grouping, and coordinating 
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Exhibit 3.1 

ORGANIZING A SERVICE 
SHARING ARRANGEMENT 

Chapter 2 

• Developing Interest and Support 
PLANNING FOR SUPPORT • Determining Type of Sharing Arrangement 

SERVICE SHARING • Deciding on Nature and Level of Service 
• Establishing a Written Agreement 
• Ratifying the Agreement 

Chapter 3 

ORGANIZING A SERVICE • Building an crganization Structure 
SHARING ARRANGEMENT • Formulating a Decision Making Process 

Chapter 4 

lit • Employment Planning 

• Recruiting 

MANAGING PERSONNEL 
RESOURCES 

• Selecting 

• Training and Development 

• Ccmpensa ti on 

• Performance Appraisal 

" Chapter 5 

MANAGING FINANCIAL • Budgeting 
RESOURCES • Financing 

• Auditing 

~It 
Chapter 6 

OPERATING A SERVICE 
SHARING ARRANGEMENT 

• Choosing Facilities and Equipment 
• Providing Services 

I I • Keeping Records 

u 
Chapter 7 

EVALUATI'NG A SERVICE • Measuring System Impact 
SHARING ARRANGEMENT • Measuring system Process 

• l-1easuring System Costs 
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the system's activities. Second, it explores how to formulate a decision 

making process that allows appropriate participation in the system's manage

ment and operations by its employees and member jurisdictions. 

3.1 Building an Organizational Structure 

An organizational structure is a formal expression of the relation

ships that exist between the organization's activities and objectives and 

between its management and employees. In the case of a shared communica

tions system designed to cut costs and reduce channel congestion, activities 

can be grouped as either administrative (hiring staff, paying bills, order

ing equipment" etc.) or operational (receiving complaints, dispatching patrol 

units, etc.). At the lowest level of the organization, clerks handle the 

administrative details while communications operators are responsible for 

the operational side. Their activities are coordinated by whatever manage

ment structure the system has chosen to adopt: smaller systems would have 

the operators and clerks report to the system's executive director or other 

top manager whereas larger systems would have them report to middle managers 

ie.g., shift supervisors) who would, in turn, report to higher level manage

ment. As shall be explained, the larger the system, the more levels between 

the top and bottom of the organization. 

In summary, as depicted in Exhibit 3.2, building an organizational 

structure involves: 

• Activity Analysis: determining the specific activities 
that are necessary to accomplish the goals of the sharing 
arrangement; 

• Departmentation: grouping the activities into manageable 
jobs, sections, divisions, or other organizational units; 
and 

• Coordination: providing a means for directing individual 
and unit effort toward the accomplishment of organizational 
goals. 

Theoretically, these steps are followed sequentially when organizing 

a shared communications system or other enterprise. Activity analysis is the 

basis of departmentation which influences decisions on coordination. Actually, 

however, organizing,is a continuous process, and the activities themselves 

and their groupings are simultaneously under consideration at all levels, in 

order to maintain the organization's relevance to current needs and circum

stances • 
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Activity Analysis 

How should the activities of a sharing arrangement be identified? 

There are three basic sources: planning documents for the sharing arrange-

mento, contacts with member jurisdictions, and investigations of other jur

isdictions with prior experience in sharing communications services. 

• Planning Documents. The initial source of information for 
system activities should be the planning documents that, 
established the system, especially the service contract or 
joint powers agreement. The documents should define what 
services the participating jurisdictions expected to deliver 
to, or receive from, the sharing arrangement, including 
details on the work to be performed, administrative and 
fiscal procedures, personnel policy, property management 
arrangements, and internal monitoring responsibilities. 

• Contacts with Member Jurisdictions. A second source of 
information is the member jurisdictions, particularly when 
planning documents are vague or outdated. 'Police and fire 
officials should be the best sources on the specific activ
ities needed to operate the system, e.g. complaint intake 
procedures. For administrative activities, city managers 
and finance directors are likely to be most knowledgeable. 

• Investigation of Other Communicati()ns Systems. Sharing 
communications services is not a new concept or practice. 
Many jurisdictions have significant experience in this area 
which can be studied in person or through descriptions presented 
in criminal justice pUblications or journals. In addition, 
many shared communications systems have ample documentation 
which they are glad to share with jurisdictions just getting 
started. 

Exhibit 3.3 suggests some of what might result from an activity analy

sis of a shared communications system. It shows how the analysis should encom

pass both the administrative and operational sides of the enterprise. It also 

shows how broadly defined activities, or "functions,'"should be subdivided 

into specific activities which are more useful for job descriptions and assign

ments. For examp~e, the major administrative function of personnel administra

tion can be broken down to the specific activities of manpower planning and 

analysis, position classification, etc. Likewise, the operational function of 

complaint intake includes specific activities such as receive calls for service 

and monitor private alarms. Specific activities at this level are typically 

broken down still further into steps and tasks which can be incorporated into 

administrative procedures handbooks and operations manualR. 
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OPERATIONAL 

Exhibit 3.3 

SAMPLE ACTIVITY ANALYSIS 

MAJOR FUNCTIONS 

Policy Making 
Planning 
Financial Administration 
Personnel Administration 
Information Management 
Operations Management 
Communications 
Intergovernmental 

Relations 
Research & Evaluation 

Complaint Intake--------__ ~ 
Patrol/Fire Unit Dispatch 
Case Disposition Reporting 
Equipment Installation and 

Maintenance 
Computer Programming 

SPECIFIC ACTIVITIES 

Manpower Planning & 
Analysis 

Position Classification 
Recruitment 
Applicant Examination 
Employee Selection 
Training and Development 
Performance Appraisal 
Health and Safety 
Labor Relations 
Affirmative Action 

Receive calls for ser
vice 

Monitor private alarms 
Determine nature of 

complaint 
Enter information to 

computer via keyboard 
terminal 

Route non-emergency 
calls to appropriate 
agency 

~ ] 56 ~_~ ______________ _ 
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3.1.2 Departmentation 

with the activities in mind, the next step is to decide how they can 

best be groupad together into manageable divisions, departments, sections, or 

other organizational units. The technical term for this grouping process is 

"departmentation, n even though the final units ar€.\ not necessarily named 

departments. Shared communications systems differ in the extent to which they 

are departmentalized. Smaller ~ystems are likely to have one or two people 

performing all the administrative activities such as hiring stftff or payIng 

bills whereas larger systems need ,functionally assigned specialists or whole 

departments to carry out these same activities. For example, the agen~y 

supplier system headquartered in Forest Hills, Pennsylvania, is small enough 

that the Forest Hills Police Chief and the Borough Business Manager can 

administer. the system in addition to their regular duties. At the other 

extreme, the South Bay Regional Public Communications Authority in California 

has staff specializing in personnel, finance, and administration and separate 

departments for technical services and oper~tions. 

Whether ~ctivities are grouped by individual or organizational unit, 

there are certain rules to follow in departmentation. First, the advantages 

of work specialization shOUld be maximized by grouping similar activities 

together, e.g. activities related to operations should be grouped separately 

fran a,ctivities related to routine administration. Second, in order to 

facilitate management control, the number of groupings should be kept to the 

minimum possible which will be consistent with the size of the organization 

and the scope of l~~ ~~rvices. Third, the groupings should be mut~lly 

exclusive so that anyone activity will fit logically in only one place and 

the,reby avoid intra-organizational "turf battles. II 

Coordination 

Coordination entails a clear delineation of hierarchical and reporting 

relationships, i.e. who is responsible to whom and for what. It also requires 

a definite chain of command through which communications and commands travel 

between superiors and subordinates within the system. 

Probably the easie~t type of system to coordinate is an agency supplier 

type in which one police department shares its communications apparatus with . 

other departments. An agency supplier system is generally staffed by one key 

individual (most likely the police chief of the supplier department) with a 

group of employees: telephone operators and perhaps a bookkeeper. An example 

of this type is the system in Forest Hills, Pennsylvania t mentioned previously 
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and depicted in Exhibit 3.4. The key individual is aware of the details of 

what is happening and personally gives instructions to the employees as to what 

they should do. Eventually, the employees learn the routines of repetitive ac-

tivities and can proceed with min~mum gu~dance. M 11 b . • • any sma us~nesses--grocery 

stores; dress shops, gas stations, etc.--are operated in this fashion. The key 

individual normally has high energy and skill, doing part of the work himself 

as necessary. Shared communications systems dominated by one individual are 

utterly dependent upon the capacity and interests of the central person. 

As the system grows, the organizational structure becomes more 

complicated. Increases are experienced not only in the number of organiza

tional levels but also in the number of employees supervised by the typical 

manager. This supervisory burden is called "span of control." Each manager 

can effectively control only a limited number of direct subordinates. When 

this number is reached, a new management level will be created. 

As a result, shared communications systems may have as many as a half 

dozen supervisory levels between the person answering the telephone in the 

communications center and the general manager. In addition, the general 

manager in a joint provision arrangement is not the ultimate authority in the 

system; he usually reports, in turn, to a board of directors chosen by member 

juriSdictions. All these levels can be claSsified into six categories on the 

basis of degree of responsibility and compatibility of function: (1) Board 

of Directors, (2) General Manager, (3) Staff Department Manager, (4) Line 

Department Manager, (5) First Line Supervisor,' and (6) Line Personnel. These 

levels are exemplified in Exhibit 3.5 by the management organization chart of 

the South Bay Regional Public Communications Authority. 

1. Board of Directors. The Board of Directors of a shared communica

tions system is composed of representatives from participating juriSdictions. 

These representatives can include town managers, mayors, legislators, and, 

less frequently, police and fire chiefs.* In an agency supplier type of sys

tem, the Board is usually advisory since the jurisdiction providing the service 

*Representatives from member police and fire departments can form a 
separate "users committee" that provides technical and operational coordina
tion and information to the system's board of directors and general manager. 
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I, MANAGEMENT ORG&~IZATIONAL CHART 
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(Forest Hills ,Pennsylvania Communications Service) 

{ ~ t Chief of Police 
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2. 

3. 

4. 

5. 

6. 

Exhibit 3.5 

MANAGEMENT ORGANIZATIONAL CHART 

(South Bay Regional Public Communications Authority) 

Level 

Boarq of Directors 

General Manager 

Staff Depa rtment 
Managers 

Line Department 
Managers 

First Line 
Supervisors 

Line Personnel 

Example 

OOoard of Director~ 

/ 
IExecutive Directo"!J, 

Personnel 
Analyst ----------r---------__ 

Finance 
Administrator 

Technical 
Services 
Manager 

/-------. 
...-~--.".-.:.....---Sr. Computer 
Systems Analyst 

I 
Computer 

Systems Analyst 
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Sr. Communications 
Technician 

Communications 
Technicians 

'1..---':';=;;;;.,: 

Operations 
lo-1anager 

Communications 
Supervisors 

( er 8 hr. shift) 

Communications 
Operators 
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retains overall control. It serves as a forum where the comments and com

plaints of the consuming jurisdiction can be heard and addressed. Some agency 

supplier systems have no board at all. The sharing arrangement is managed 

solely by the supplier agency, and consumer jurisdictions have no formal role 

in decision making. Respondents to OUr telephone survey from these consumer 

jurisdictions felt that they had lost control of their communications and that 
their service needs were subordinated to the suppliers'. 

However, when the system is an independent authority in a joint 

provision arrangement, the Board has real power if it chooses to exercise it. 

The Board is the system's governing body Whose responsibilities include: 

• approving major changes in strategy, policy, organization 
structure, and large commitments. This assumes that care
fully prepared recommendations on such matters will flow up 
fr~m ~entral management. Even if the Board approves a large 
maJor~ty of the recommendations made, the necessity for 
developing a thoughtful justification of the proposals stim
Ulates managers to think through such changes from all angles. 

• ~cting top executives, approving promotions of key person
nel, and setting salaries for top executives. The Board's 
function in selecting the general manager is a planning matter 
with long-run implications. If the person chosen is expected 
to fOllow the course of a predecessor, that action is a re
affirmation of the predecessor's policies and a decision to 
proceed as before. When a Board decides on a major policy 
shift preliminary to the choice of a general manager or When . , 
~t accepts policy changes as conditions of acceptance stipu
lated by a candidate, the Board is making a long-run major planning decision. 

• approving bUdgets. Whether applied to cash, revenues, expenses, 
~apital outlc~r number of employees, budgets are planning 
~nstruments whereby anticipated resul ts are :-~~duced to numerical 
terms. After adoption, they become the standard against Which 
performance is measured for a given future period. To the 
ext7nt h

that 
budgets are focused on overall system affairs, 

as ~s t e case with budget summaries, or matters of major 
system concern, such as facilities or equipment purchase, 
they are properl.y subject to Board approval. 

• evaluating resul~. The Board should study operating results 
both for prudent control and to obtain background information. 
This evaluation process should include asking a variety of 
penetrating questions. Most of these questions will be 
readily answered by the general manager or his staff, but a 
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few may uncover targets of opportunity or unresolved problems. 
In the financial area, evaluation means a careful review of 
planned vs. actual expenditures for given accounting periods. 
Organizationally, the Board should receive reports on actions 
taken pursuant to Board policy. Too often, Boards approve 
policies and plans and then prompi::'y forget about them. 

The actual activi ties performed by boards elf directors vary widely. 

Until recently, most boards left the entire administration of the shared 

communications system to its general manager. The rationale for such an 

arrangement is that operating problems can be best settled by people who have 

a working knowledge and long years of experience with the system. The 

system's management can dispose of problems in their nQ,rmal daily contacts 
without bothering with a meeting of the directors. 

But the willingness of Boards of Directors to "rubber stamp" the 

decisions of the general manager is reduced when rising citizen expectations 

and declining tax revenues make the operations of the system an issue in the 

participating jurisdictions. It only takes one or two incidents of a system 

operator dispatching fire apparatus or patrol units to the wrong location for 

Boards to take their governing roles more seriously. In addition, jurisdic

tions that are protective of their own powers and unaccustomed to sharing 

services are likely to limi t the discretion of system managers and increase 

the Board's pow~rs to a much greater extent than jurisdictions with a long 

a~d successful history of resource sharing. In such circumstances, Board 

membership becomes less symbolic and more active. The Board becomes a "watch 

dog" which can warn participa ting jurisdictions of pending adverse actions 

(e.g., service cutbacks). Furthermore, a jurisdiction's representative on the 

Board, especially in coalition with other Board members, may have the power 

to insist on one course of action or block another. A Board performing these 

functions is particularly valuable because such a check and independent 

viewpoint may not be possible within the system's internal management. 

Most Boards allow one vote per jurisdiction in decision making, 

regardless of relative population, financial contribution, or workload. Other

wise, smaller, less affluent jurisdictions would object to their lack of in~ 
fluence and be less likely to join the sharing arrangement, For example, the 
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original agreement that established Cen'!:ral Police Dispatch in MU~Keg0i' . .i 
Michigan provided for one Board member for each participating jurisdiction but 

weighted each vote in terms of the jurisdiction's relative financial contribu

tion to the arrangement's budget. As a +esult, the two largest jurisdictions 

possessed 67.7 percent of the voting power and could pass resolutions and 

take actions on behalf of the entire system even though a majority of the 

members were opposed. T~is process created so many internal problems that a 

subsequent agreement among the members provided for one unweighted vote per 
jurisdiction. * 

2. General Manager. Although the Board of Directors has an essential 

role, the major burden of central management must be carried by a fUll-time 

general manager. Also kno~ as the "Executive Director," "Chairperson," or 

"Secretary," the General Manager is the system's chief operating officer and 

executive. Whenever the Board of Directors is empowered to approve a policy, 

procedure, or personnel appointment, it usually does so at the recommendation 

of the General Manager. The General Manager in an agency supplier arrangement 

is the police chief, bureau commander, or other manager in the supplier agency 

who has primary responsibility for communications and for the provision of 

communications services to other jurisdictions. In a joint provision arrange

ment, the General Manager is appointed especially to run the sharing arrange

ment and operates independently of anyone of the member jurisdictions. In 

either arrangement, the General Manager is responsible for administering the 

affairs of the system--setti.ng standards and procedures to implement policies, 

establishing management controls to insure adherence to standards, addressing 

inter-jurisdictional coordination and problems, and meeting various emergen

cies as they arise.** Finally, the General Manager often represents the 

system in negotiating new memberships and contracts, and in hearings before 

gQvernment age,ncies and ci tizen groups~ The diverse responsibilities of the 

typical Generl,a,l Manager are exemplified in the job description of the Execu

tive Director of the South Bay Regional Public CommuniCtltions Authority. The 
duties enumerated include: 

*National Institute of Law Enforcement and Criminal Justice, An Exem
plary Project: Central Police Dispatch, pp. 10-13. 

**E. Dale, Planning and Developing the Company Organization Structure 
(New York: American Management Association, 1952), pp. 96-97. 
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enforces and administers the provisions of State laws, 
Authority by-laws, rules and regulations, and resolutions 
governing the Authority; 

plans, coordinates, and directs the'work of the Authority 
departments; 

meets with the Board of Directors and Authority committees 
in the determination of basic policies, and to report work 
done; 

recommends and advises on procedures and policies required 
in the public interest; 

enforces contracts, leases, ,:lOd agreements; 

proposes an annual budget, providing for balancing of reve-
nues and expenditures; 

is responsible for recruiting and selecting those individ
uals whose talents and abilities best serve the needs of 
the Authority, and manages the personnel services; 

reviews and evaluates the management of Authority depart-
ments; 

represents the Authority in a variety of meetings; 

coordinates the general activities of the Authority with 
other gover'nmental agencies; and 

continually advises the Board of Directors of the financial 
and general conditions of the Authority, and its needs. 

Wise general managers learn to focus their effort on key activities 

that are critical to long-run success or Whose impact can be significant: 

recommending major policies, long-range plannin~, changing organizat:l.on 

structure, selecting key personnel, and generally controlling and coordinating 

system operations. In addition, these general managers try to ensure that 

those activities they cannot perform themselves are done by someone else in 

the system. This conclusion leads us to the discussion of the subordinate 

departments and officers that report to the General Hanager of a shared 
communications system. 

3. Staff Department Hanagers. An important distinction in any 

organization, including a shared communications system, is between line and 

staff departments. Both types of departments assist the general manager in 

operating the system, but they do so in different ways. Line departments 

"are those which have direct responsibility for accomplishing the objectives 
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of the enterprise," whereas staff departments "help the line to work most 

effectively in accomplishing the primary objectives of the enterprise."* 

Staff departments in a shared communications system serve as adminis

trative extensions of the general manager. They help him manage the system's 

human resources (personnel department), financial resources (finance depart

ment), or provide general support (administration department). The smaller 

the shared communications system, the more likely that an individual will 

cons ti tu te one or more of these departments rather than groups of employees. 

In an agency supplier arrangement, the staff departments are not units of the 

sharing arrangement but units of the larger supplier jurisdiction or depart

ment which provide personnel, finance, and administrative services to the 

sharing arrangement. 

Exhibit 3.6 suggests the types of activities for which staff depart

ments are r.esponsible in a shared communications system. Generally speaking, 

the personnel department recruits, selects, trains, and compensates employ

ees. Finance establishes, maintains, and coordinates the accounting and 

financial processes of the communications system. To protect the system's 

fiscal integrity, an independent agent-is often empowered to co-sign checks 

and audit the accounting records, e.g. the business manager of the supplying 

jurisdiction in Forest Hills or the treasurer of one of the participating 

jurisdictions in the independent authority in South Bay. Finally, administra

tion is in charge of research, inventory control, public relations, and a 

variety of other activities delegated bV the general manager. 

4. Line Department Managers. In a shared communications system, the 

line departments have a close and continuous relationship with the delivery 

of communications services to participating juriSdictions. These line depart

r'l'\'.lnts a.;r,e most likely to include an operations department to receive calls 

for service and dispatch the appropriate police or fire apparatus and a tech

nical services department to maintain the equipment and facilities that the 

system uses. Line department managers report directly to the general manager 

and, in turn, usually have individuals and, in larger systems, sub-departments 

reporting to them. This "middle manager"- role is exemplified by the listing 

of their acti vi ties presented in E:chibi t 3.7. 

*H.L. Koontz and C. O'Donnell, Management: A Systems and Contingency 
Analysis of Managerial Functions (New York: McGraw-Hill, 1976), pp. 332-333. 
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Exhibit 3.6 

TYPICAL ACTIVITIES OF STAFF DEPARTMENT MANAGERS IN A SHARED COMMUNICATIONS SYSTEM 

Personnel 

Recruitment & Selection 

Prepares examination announcements, accepts 
applications, notifies candidates of times 
and places of various phases of examinations 

Proctors written tests, scores answer sheets, 
sends letters to oral board members, computes 
final scores for successful candidates 

Notifies candidates of examination results, 
types eligible lists and certifies names 

Compensation 

Processes insurance program forms and claims 

Processes retirement system forms and reports 

Processes payrolls 

Recordkeeping 

Compiles regular personnel turnover report 
reflecting appointments, resignations, leaves 
and transfers 

Files correspondence. reports, form letters, 
requisitions, and memos 

Finance 

Accounting 

Records accounts payable and receivable. 
performs billing and collection activities 
for assessments and services 

Advises department heads regarding fund 
appropriation balances. 

Opens. verifies. balances. and adjusts 
accounts 

Maintains subsidiary ledgers; posts, assem
bles, tabulates, and compares financial 
data 

Checks or prepares invoices, time records, 
requisitions. purchase orders, and other 
financial documents 

Keeps records of petty cash transactions 
and of receipts lssued 

Budgeting 

Assists in preparation of annual budget 

Prepares revenue and expenditure estimates 

Establishes accounts for proper budgetary 
control 

Administration 

Research 

Conducts special studies on 
various operations and procedures 

Compiles routine and special 
statistical data on system 
i.rperations 

Control 

Maintains the systems operating 
procedures manual 

Prepares forms and other admin
istrative devices to improve 
procedures and operations 

Maintains equipment inventory 
control records 

External Liaison 

Answers participating jurisdic
tions' questions regarding pro
cedures. operations, regulations 

Represents general manager at 
public functions and system 
meetings 

Submits and coordinates federal 
and state grant applications 

Adapted from job descriptions in use at South Bay Regional Public Communications Authority (1981). 
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Exhibit 3.7 

TYPICAL ACTIVITIES OF LINE DEPARTMENT MANAGERS IN A SHARED CO~1UNICATIONS SYSTEM 

Technical Services Mana er 

Plans, organizes, di~ects and coordinates the work of the 
system's technical and computer departments 

Confers with the general manager on departmental policies and programs 

Coordinates the acquisition and maintenance of the 
system's communications and computer equipment and services 

Participates in the recruitment, selection, and 
training of departmental staff 

Prepares annual budget requests for the technical 
and computer departments and monitors expenditures 

Attends meetings of the Board of Directors 

o erations Mana er 

Plans, organizes, directs, and coordinates the work of the 
system's operations department 

Manages all communications supervisors and operators in their 
roles of providing public safety dispatching services for 
participating jurisdictions . 

Confers with the general manager on departmental policies and procedures 

Meets with public officials and various police and fire 
officials to address mutual problems and concerns 

Manages the communications center 

Assists in development of rules, regulations, and procedures governing dispatch 

Participates in recruitment, selection, and training of 
departmental staff 

Prepares budget requests for the operations departme~t 
and monitors expenditures 

Attends.meetings of the Board of Directors 

Adapted from job descriptiona in use at South Bay Regional Public Communicationa Authority (1981) 
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5. First Line Supervisors. This level of management is closest to 

the actual delivery of services, both externally (providing communications 

services to member departments), and internallY (providing repairs, adminis
trative assistance, and similar services to other units). The tasks of 

Authority defines three types of first line supervisors, two are assigned to 

a: technical services (Senior Computer Systems Analyst and Senior Communications 

TOchnician), and the third to operations (Communications Supervisor). The [1" 

Supervisory management are in many respects similar to those of managers on 

other levels because supervisors plan, implement policy, and organize. But 

perhaps the distinguishing trait of the SUpervisory level is the closeness to 

the mass of the system's employees. First line supervisors deal directly 

with operational and technical personnel and are responsible for them. In 

this regard, first line SUpervisors must be generally concerned with foster_ 

ing employees' welfare and be prepared to provide detailed guidance, correct 

undesirable behavior, give credit for good performance, and keep everyone 

informed on What, is going on. South Bay Regional Public Communications 
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duties of each type are presented in Exhibit 3.8. 

6. Line Personnel. Line personnel actually deliver the services of 
a shared communications system. They receiVe the complaints, dispatch the 

POlice and fire units, operate the computers, pay the bills, and repair the 

equipment. The activities of line personnel in a shared communications 

system are well known and reasonably standardized. For example, the position 

descriptions for three line personnel POsitions in the South Bay Regional 

Public Communications Authority are presented in Exhibit 3.9, computer 

systems analyst, communications technician, and communications operator. 

3.2 Formulating a Decision Making Process 

Mter building the organization structure, the next step i'n orga~iz_ 
ing a shared communications system is formulating a deciSion making process. 

Decision making inVOlves choosing what is to be done, Who is to do it, and 

When, where, and sometimes even how it will be done. From the manager's 

ViewPOint, the decision making process can be defined as a "series of steps 

that start with an analYsis of the information and Ultimately CUlminate in a 

resolution_-a selection from the several available alternatives and verifica_ 
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Exhibit 3.8 

ACTIVITIES OF FIRST LINE SUPERVISORS IN A SHARED COMMUNICATIONS SYSTEH 

Technical Services 

Senior Computer Systems Analyst 

Operates, programs, and analyzes com
puter functions 

Coordinates repairs and improvements 
of hardware and software with exter
nal vendors 

Haintains and updates geographic 
base ,file of locations and addresses 

Directs activities of Computer 
Systems Analysts and provides 
training 

Performs system updates to the data 
base, maintains records and files 
on-line and off-line. 

Senior Communications Technician 

Coordinates maintenance and repair of 
radio and electronic communications 
equipment 

Supervises and inspects installation of 
mobile radio ana digital terminals in 
vehicles of user agencies 

Prepares and maintains reports required 
by Federal Communications Commission 

Helps establish and implement standards 
of service, repair, and preventive main
tenance on equipment 

Haintains spare parts inventory 

Prepares and justifies requests for 
capital outlay equipment 

Operations 

Communications Supervisors 

Supervises and trains communications 
operators 

Coordinates dispatching of police 
and fire services for member 
agencies during assigned shift 

Recommends changes in operational 
procedures 

Adapted from job descriptions in use at South Bay Regional Public COllullunications Authodt:t (1981) 
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ACTIVITIES OF LINE PERSONNEL IN A SHARED COMMUNICATIONS SYSTEM 

Technical Services 

Anal st 

Operates, programs. and analyzes com
puter functions 

Maintains and updates geographic 
base file of locations and addresses 

Implements changes in alarm sys-
tem file 

Performs system updates to data 
base 

Communications Technician 

Installs, maintains and repairs 
mobile and stationary radio and 
electronic communications equip
ment 

Inspects installation of mobile 
and digital terminals in vehicles 
of user agencies 

Adjusts receiver and transmitter 
circuits 

Records and files FCC measurements 

Operations 

Communications 0 era tor 
Complaints 

Receives telephone calls for service 
and private alarm inputs 

Determines nature of complaints and 
codes for computer input 

Enters incident type, location, and 
other details in computer 

Routes non-emergency calls to approp
riate agency 

Dispatch 

Reviews statu& of police/fire 
units for applicable city based on 
incident report 

Selects unit to respond and broadcasts 
dispatch information 

Enters unit status changes to computer 
system in response to incident 

Adapted from job descriptions in use at South Bay Regional Public Communications Authority (1981) 
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tion of this selected alternative to solve the problem under study."* For 
example: 

• The operations manager in a shared communications system 
has to select new communications operators from a pool of 
well-qualified applicants; 

• A general manager has to pick the best proposal from 
among several submitted by reputable manufacturers of 
computer hardware; and 

• The increasing number of citizen complaints about the 
system dispatching fire and emergency medical units to 
the wrong address has compelled the general manager to 
consider whether the problem arises from human error or 
equipment malfunction, and what should be done about it. 

The key issue in formulating a decision making process revolves 

around the extent to whi.ch power and authority for these and other decisions 

will be centralized in the board of directors and general manager or decen

tralized to lower levels of the: organization. EVery shared communications 

system must decentralize to some extent. Even the manager of a very small 

sharing ar,rangernent cannot both administer the arrangement and answer the 

telephone! The issue becomes not whether to decentralize but how much 
and to whom. 

The most important factors in deciding the degree to which and the 

ways in which decision making will be decentralized are: (1) size of the 

shared communications system, and (2) the phygical proximity of its staff 

and facilities. The smaller the system, and the closer the proximity of 

system personnel and work stations, the more centralized the decision making 

process since top management is able to "keep tabs" on subordinates and react 

quickly to their questions and concerns. The sharing arrangement in Forest 

Hills, Pennsylvania, is able to operate successfully with a highly central

ized decision making structure because the system is small and the top manager 

works in the same building as the dispatchers and business manager. At the 

other extreme, the South Bay Regional Public Communications Authority is not 

only large but also has separate facilities for its operations unit and the 

other system units, including the office of the executive director. If the 

*R.J. Thierauf et al., Management Principles and Practices (New York: 
Wiley, 1977), p. 123. 
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executive director wants to visit the dispatch center, he has to get in his 

car and drive several blocks. This situation calls for greater decentraliza

tion; the operations staff have to be allowed wider discretion because they 

are literally "on their own." 

Unfortunately, conflict and inefficiencies result from vague delega

tions of authority. This is a potential problem for any shared communica

tions system that decentralizes all or part of its decision making process. 

For any given decision, it is important to define who has to approve what 

and when in the decision making process. When purchasing new computer hard

ware, for example, can the general manager authorize the purchase on his own 

authority or must he seek the approval of the board of directors? 

A chart of executive approval authorizations is one way of clarifying 

roles and responsibilities. It is a technique by which the various authority 

delegations of an organization can be clarified. Since most of these delega

tions have to do with the'right to commit the organization for money, most of 

the chart deals with expenditure limits. However, there are other matters, 

such as policies and programs, which can be, and often are, shown on a chart. 

In addition to promoting clarity, the chart describes the entire structure of 

communicat~on ~n an organization. Using the chart, employees or departments 

involved in a decision can see what the decision making relationships are. 

An example of a hypothetical chart for a small- to medium-sized 

shared communications system is shown in Exhibit 3.10. It is based on the 

telephone survey and site visits conducted in preparing this report as well 

as on-generally accepted management practices. A list of major decision 

areas appears on the left-hand side of the chart. Usually, it is useful to 

group these areas under the classifications of personnel, operating expenses, 

capital expenditures and commitments, and general expenses. Across the top 

of the chart are listed those management levels which have approval authority 

or whose consultation is required for advice or information. TIle involvement 

of each level in specific decisions is suggested in the body of the chart, 

although these suggestions will have to be adapted to fit local needs and 

circumstances in many cases. 
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Exhib it 3. 10 

HYPOTHETICAL CHART OF EXECUTIVE APPROVAL AUT,HORIZATIONS 

Nature of Decision 

A. Personnel 

1. Employment of new personnel 

a. Hourly 

h. Salaried 

2. Wage and salary increase 

a. Hourly 

h. Salaried 

3. Moving expenses 

4. Leaves of absence 

First Line 
Supervisor 

All* 

All 

All 

All 

All 

All 

Staff Depart
ment Mgr. 

Personnel Mgr. 
reviews for con
sistency with 
system policy 

Personnel Mgr. 
reviews 

Personnel Mgr. 
reviews 

Personnel Mgr. 
reviews 

Processed by 
Finance Mgr. 

Processed by 
Personnel Mgr. 

Line Depart
ment Mgr. 

All 

All 

All 

All 

All 

Ail 

General 
Mana~er 

All excep-' 
tions to 
policy** 

Allover 
$2,000 per 
month 

All excep
tions 

All result
ing in sala
ries over 
$2,OOO/mo. 

Allover 
$2,000 

All over 30 
days 

*The term "All" means all immediate subordinates; it does not necessarily mean all employees 
in the system. 

**The General Manager approves all personnel actions for immediate subordinates and exceptions to 
policy for lower level positions. An exception to policy would be exemplified by hiring some
one without a college degree when the minimum requirements for the job include a B.A. 

; ;'. 

Board of 
Directors 

Allover 
$3,000 per 
month 

All result
ing in sala
ries over 
$3,000/mo. 

All over 90 
days 

o 

'« 

\ 
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Nature of Decision 

B. Operating Expenses 

L Consultants 

2. Supplies and main ten-
ance services 

3. Travel expenses 

4. Leases 

C. Capital Expenditures 

>-

1. In accordance with 
approved budget 

2. Not in accordance 
with approved 
budget 

• \ c ), « 

~~~.~~ .. 
t:.~., ~ 

First Line 
Supervisor 

All reporting 
to him 

Exhibit 3.10 

(continued) 

Staff Depart
ment Manager 

Reviewed by 
Finance Mgr. 

Reviewed by 
Finance Mgr. 

Reviewed by 
Finance Mgr • 

Reviewed by 
Finance Mgr. 

Reviewed by 
Finance Mgr./ 
Admin. Ass t • 

Reviewed by 
Finance Mgr./ 
Admin. Asst. 

+ 

Line Depart
ment Manager 

All 

All rep.orting 
to him 

All 

All 

General 
Manager 

All 

All 

Allover 
$200 

All 

All indivi
dual items 
over $1,000 

All items 
over $500 

Board of 
Directors 

Allover 
$5,000/ 
yr. 

All 

All items 
over 

$2,500 

All items 
over 
$1,000 ' 

-1 
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Nature of Decision 

D. General 

1. Changes in Complaint! 
Dispatch Procedures 

2. Changes in Personnel 
Policy 

3. Annual Budget 

First Line 
Supervisor 

Consulted 

Exhibit 3.10 

(concluded) 

Staff Depart
ment Manager 

Reviewed by 
Personnel Mgr. 

Prepared by 
Finance Mgr. 

Line Depart
ment Manager 

Reviewed by 
Operations 
Mgr. 

All 

Reviewed 

c-""" ill') 

General 
Manager 

All 

All 

Approved for 
Submission to 
Board 

iii.' 

Board of 
Directors 

All 

Final 
AnnrovaJ. 

Adapted from: H. Koontz, The Board of Directors and Effective Ma,nagement (New York: McGraw-Hill, 1967), pp. 46-49. 
(Certain limits revised in 1982) 
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In developing a chart, it is important to review the planning and 

authorizing documents (including statutes) on which the shared communications 

system was founded. Special restrictions may apply. It is also important 

for the board of directors to review and approve the chart since it defines 

which decision matters the board reserves for itself and which it delegates 

to the general manager and other managers. 

* * * 

Chapter 3 has presented the basic considerations in organizing a 

shared communications system. It has suggested how to build an organization 

structure that will efficiently coordinate and departmentalize the system's 

many activities. It has advanced job descriptions for the major functions 

of a shared communications system--functions that will be handled by separ

ate individuals in a large system and by fewer personnel in a small system. 

Finally, it has discussed the comparative advantages of centralized and 

decentralized decision making and a method for defining the roles and respon

sibilities of the board of directors, general manager, and other managers 

for various types of decisions. 

Chapters 4 clnd 5 are concerned with managing a service sharing 

arrangement. They discuss what happens after the system is organized and 

preparing to begin operations.· They suggest how to recruit and direct 

system personnel and how to obtain and expend its financial resources. 
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Chapter 4 

MANAGING PERSONNEL RESOURCES 

Managing a service sharing arrangement is such an important and 

multi-faceted activity that this Issues and Practices Document devot.es two 

chapters to it. Chapter 4 examines the human aspects of management. It dis

cusses the personnel process by which the shared communication system's human 

resources are recruited, selected, trained, compensated, and appraised. Next, 

Chapter 5 provides guidance on managing the system's financial resources, with 

emphasis on revenue generation, budgeting, and accounting • 

Exhibit 4.1 shows how the managing of a shared communications system 

relates to other steps in developing a service sharing arrangement. The 

exhibit suggests that the management decisions discussed in Chapters 4 and 5 

are based on prior decisions in the planning (Chapter 2) and organizing (Chap

ter 3) processes. Planning influences management because the choice of member 

jurisdictions, provisions of the contractual arrangements binding members, 

agreed-upon levels of service and costs, system objectives, and other outcomes 

of the planning process influence the ways in which and the degree to which 

human and financial resources will have to be managed. Organizing influences 

management because the organization structure is where the resources will be 

placed, while the decision making process governs how those resources will be 
" 

used. Looking beyond the management chapters, the exhibit also suggests that 

operating a service sharing arrangement (Chapter 6) depends on management's 

ability to attract sufficient human and financial resources for the system to 

operate effectively and efficiently. Thus, managing plays a central and vital 

role in the life of a shared communications system. 

4.1 Role of Personnel Management 

Every organization should be seriously concerned about the quality of 

its employees, especially its managers. Personnel/human resources administra

tion has to do with staffing the organization structure to ensure that the 
f-'/ 

enterprise can bid competently operated. Everyone in a shared commun~cations 

system has a responsibility for staffing. The board of directors undertakes 

a staffing function by selecting and~pprais:ing the general manager who, in 
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Exhibit 4.1 

MANAGING PERSONNEL 
RESOURCES 

,. 

PLANNING FeR SUPPORT 
SERVICE SHARING 

ORGANIZING A SERVICE 
SHARING ARRANGEMENT 

,1. 

MANAGING PERSONNEL 
RESOURCES 

, 

MANAGING FINANCIAL 
RESOURCES 

1W 

OPERATING A SERVICE 
SHARING ARRANGEMENT 

,1. 

EVALUATI'NG A SERVICE 
SHARING ARRANGEMENT 
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Chapter 2 

• • 
• 
• 
• 

Developing Interest and Support 
'Determining Type of Sharing Arrangement 
Deciding on Nature and Level of Service 
Establishing a written Agreement 
Ratifying the Agreement 

Chapter 3 

• 
• 

Building an crganization structure 
Formulating a Decision Making Process 

Chapter 4 

• 
• 
• 
• 
• 
• 

Employment Planning 
Recruiting 
Selecting 
Training and Development 
Compensation 
Performance Appraisal 

Chapter 5 

• Budgeting 
• Financing 
• Auditing 

Chapter 6 

• Choosing Facilities and Equipment 
• providing Services 
• Keeping Records 

Chapter 7 

• Measuring system Impact 
• Measuring system Process 
• Measuring system Costs 
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turn, exercises a similar function with respect to the major line and staff 

department managers. "Department managers select and train their first line 

supervisors and employees and participate in their appraisal and compensation. 

The activities involved in personnel administration can be grouped in 

an unlimited number of ways. This chapter describes them in an order which 

approximates how they would be handled in a service sharing arrangement and 

many other organizationsl 

• Employment Planning: determination of the number and 
types of personnel needed for system operations, both 
presently and in the future; 

• 
• 

Recruitment: identification of qualified job applicants; 

Selection: hiring the best applicants and assigning them 
to positions; 

• Training and Development: providing classroom and on-the
job experience designed to improve the knowledge, atti
tudes, skills, or job performance of employees and work 
groups and thereby improve the productivity and effective
ness of the entire system; 

• Compensation: payment of employees for services rendered; 
and 

• Performance Appraisal: evaluation of employee performance 
as the basis for sub~leq::uent personnel actions, e. g'. salary 
increase, promotion, distipline, trainin'J_ 

Employment Planning 

Employment planning focuses on activities designed to get the right 

number and types of employees in the right jobs at the right time. As shown 

in Exhibit 4.2, it involves: 

• Job analysis: identifying the types of jobs that the 
organization needs to operate, e.g. communications opera
tor, computer technician; 

• Forecasting demand for employees: estimating the number 
of each job type that will be required, e.g. 10 communi
cations operators within ne~t two years; and 

• Inventorying and projecting employee availability: esti
mating capacity of member jurisdictions and the local 
labor market to supply adequate numbers of each job type, 
e.g. poor local economic conditions may generate an appli
cant pool substantially greater than required to recruit 
the 10 communications operators. 
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l!:xhibit 4.2 

EMPLOYMENT PLANNING PROCESS 

Forecasting demand 
for employees 

b 

Ii:Jt.fi<.: .. ~"15/4 

.... 1: ~ 

E
Recruiting strategies 
Selection criteria 

~------------ Training needs 

'. 

Inventorying and 
projecting employeA---~ 
availabiUty 

Internal External 

Compensation levels 
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Employment planning can permit more productive use of human resources. 

It is impossible to schedule recruitment or training efforts without knowing 

how many staff wi.ll be needed. How large a training program should be 

scheduled? When? On what topics? Second, employment planning promotes 

staff development by uncovering future job openings and thereby allowing 

current employees sufficient time to gain the skills and experience needed to 

fill those jobs. Third, employment planning enhances the employer's ability 

to comply with government regulations governing equal employment opportunity, 

since it provides management with accurate and current information on employ

ees' race, sex, and other key characteristics. 

1. Job Analysis. Job analysis and the resultant job specifications 

clarify these aspects of each job: work activities; machine, tools, and 

equipment used; required knowledge and skills; job context, including work 

schedule, working conditions, and compensation; and minimum education and 

experience levels. This information can be in the form of qualitative, ver

bal, narrative descriptions or quantitativ~ measurements of each item such 

as work hours per week or years of related experience needed. 

There are many sources of information for a job analysis. One or 

more of the following methods can be used: 

• examination of previous job analyses or job descriptions 
of the position drawn from similar organizations, e.g., a 
comparable shared communications system in another state; 

• observation of the job and job occupant; 

• interviewing the job occupant; 

• structured or open-ended questionnaires to be completed 
by job occupant and/or supervisors; 

• self-recording of data and observations, in a log or 
diary kept by job occupant; 

• recording of job activities on film or with audio means, 
e.g., tape recording how communications operators handle 
calls for service; 

• study of system procedures and policies that impact on 
~ob responsibilities; and 

• analyzing equipment design infol~ation from blueprints 
or design data, e.g., examining communications console 
specifications to estimate knowledge required to operate. 

I 

I 

I 
I 
I 

Generally, examinations of previous job analyses, questionnaires, and 

the use of equipment design information are quickest but may supply less 

reliable data than other met:hods. Job descriptions drawn from other shared 

communications systems may not accurately portray actual job activities or 

requirements. Asking employees to complete questionnaires is likely to be 

viewed as an imposition and lead to a low response rate with unknown effects 

on the results. And, the use of equipment design information in a job 

analysis aSSQ~es that the manufacturer accurately assessed the knowledge and 

skill required to operate the equipment in on-the-job situations. 

Observation, interviews, self-recording of data, and film/audio 

recording are more accurate since they rely on expert opinion to analyze them 

and determine their implicationn for job specification. However, they are 

more costly than the other methods. They consume significant amounts of time 

and collect much data that are irrelevant to the job analysis, e.g., the 

observer must undergo hours of watching operators not only take calls for 

service but also go on coffee breaks, sit idle, etc. 

Consequently, it is often recommended that the job analysis be based 

on more than one method. For example, the analysis might include one method 

that is quick but, possibly unreliable, such as the examination of previous 

job analyses, and one that is more accurate but costly such as observation. 

The strengths of each will compensate for the weaknesses of the other. 

The results of a job analysis lead to a job description. A job 

description lists the activities of the job and the qualifications required 

for adequate performance. Chapter 3 suggested standard activities for the 

major jobs needed to operate and manage a shared communications system, e.g. 

general manager, personnel manager, operations manager, communications techni

cian, etc. The qualifications typically required for each job are depicted 

in Exhibit 4.3. 

2. Forecasting Demand for Employees. Conceptually, the future 

demand for employees is derived from the anticipated demand for the products/ 

services. In practice, the difficulty ,lies in obtaining good measures of 
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Exhibit 4.3 

ELE~IENTS OF TYPICAL JOn DESCRIPTIOl';S 

page 1 of 4 

~-------------------------------------+------------------~---------------------------------------------------~ 

~IFICATIONS 
POSITION ~ Education 

General Manager College Graduate 

Personnel Analyst 

Finance 
Administrator 

High School Grad
uate 

High School Grad
uate, supplemented 
by courses in 
bookkeeping or fi
nancial record
keeping 

Experience 

p years professional experien~e 
iln planning, coordinating, anci 
financing of public programs andl 
or technical experience in comput
er assisted dispatch systems 

2 years professional experience 
as personnel m~nager or clerk 

2 years experience in main ten
'lllce of financial records 

tI 

Knowledge, Skills 
and Abilities 

Knowledge of public administra
tion theory and administrative 
procedures; knowledge of laws 
governing joint powers authori
ties; ability to develop a bal
anced budget; knowledge of per
sonnel management; ability to 
supervise technical work; abil
ity to establish and maintain 
effective working relationships 
with member jurisdictions 

Knowledge of employment planning, 
employee recruitment and selec
tion, training, and performance 
appraisal; ability to manage 
compensation system; knowledge of 
laws governing personnel function 
and equal employment opportunity 

Knowledge of elementary bookkeep
ing and financial record keeping 
ability to make arithmetic calcu
lations quickly and accurately; 
knowledge of laws governing fi
nancial management; ability to 
work with employees and member 
jurisdictions in financial matters 

Other 

[)river's 
l.<icense 

Driver's 
t..icense 

priver's 
",icense 

o 

I ''lJ 

1...-_____________________ .::..-.._---..:lo..L--......"'"'"'--_________ """'-----__ ~_~ __________ ~_~ _____________ _ 
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Administrative 
Analyst 

Operations 
Manager 

Communications 
Supervisor 

....... 

"'P,',,,n.. 
~~ '.~~ 

Education 

College Graduate 

High School 
Graduate 

High School 
Graduate 
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Exhibit 4.3 

ELEHEN'l'S OF TYPICAL JOB DESCRIPTIONS 
(continued) 

Experience 

I year staff or administrative 
experience 

3 years experience as communica
tions operator, preferably in 
computer assisted dispatching 
system; and 2 years experience 
as communications supervisor in 
public safety d!l:.spatch system. 

2 years experience as co~nuni
cations operator in computer 
assisted dispatch system. 

- ... -

page 2 of 4 

Knowledge, Skills 
and Abilities 

Knowledge of methods and tech
niques of administrative analysis; 
knowledge of local governmental 
organization and operations; 
ability to analyze administrative 
problems and present recommenda
tions in written or oral form; 
ability to work effectively with 
member jurisdictions 

Knowledge of police, fire, and 
emergency medical dispatching pro-
cedures and problems; knowledge of 
procedures and equipment involved 
in computer assisted dispatching 
systems; ability to plan and direct 
work of communications operators 
in 24-hour operation; ability to 
work with technical services staff 
and member jurisdictions 

Knowledge of procedures and equip
ment used in computer assisted dis
patch; ability to supervise commu
nications operators; ability to 
train new operators; ability to 
keep payroll records and prepare 
personnel evaluations; ability to 
investigate complaints and main
tain effective relationships with 
member jurisdictions 

Other 

Driver's 
License 

Driver's 
License 

Driver's 
I--icense 

" 

I'> 
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~ICA:rrONS 
POSITION '-.... ... ~ 

Communications 
Op-eratorr: 

Senior Computer 
Systems Analyst 

Computer Systems 
Analyst 

-
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Exhibit 4.3 

ELm'IENTS OF TYPICAL JOB DESCRIPTIONS 
(continued) 

Education 

High School Graduate; 
completion of opera
tor training program 
or equivalent exper
ience 

Associate's degree in 
Computer Science 

Associate's degree in 
Computer Science 

Experience 

See education 

2 years data processing 
experience 

1 year data processing 
experience 

:l 

b 

page 3 ,of 4 

Knowledge, Skills 
and Abilities 

Ability to type 35 wpm and use 
correct grammar and spelling; 

Other 

Driver's 
License 

. ability to follow written and 
oral directions; ability to 
operate equipment and follow 
correct proce~ures for com
plaint intake and unit dispatch; 
possess good auditory and visual 
skills. 

Knowledge of computer hardware ann:. Driver s 
software. assemlily language and FOR License 
TRAN, data base control, and data 
reduction, data communications and 
on-line terminal computer systems; 
knowledge of public safety compute 
assisted systems; ability to m~in-
tain and update data base; ability 
to work with other employees and 
member jurisdictions 

Knowledge of computer hardware and Driver's 
software, assemb~y language and License 
FORTRAN, data bose control and dat~ 
reduction, data communications, ane 
on-line terminal computer systems; 
knowledge of public safety compute 
assisted systems; ability to maintl in 
and upgrade data base; ability to 
work with other employees and membl r 
jurisdictions. 

o 

o 

\ 
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~enior Communications 
Irechnician 

Communications 
Technician 
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Exhibit 4.3 

ElEMENTS OF TYPICAL JOB DESCRIPTIONS 
(concluded) 

page 4 of 4 

Education 

High School Grad
uate; completion of 
accredited training 
program in electron
ics 

High School Grad
uatej completion of 
accredited training 
program in electron
ics. 

Experience 

3 years journeyman level 
experience in maintenance 
and repair of radio/digi_ 
tal telecommunications 
i3ystem. 

2 years journeyman level 
experience in maintenance 
and repair of radio/digi
tal telecommunications 
system 

Knowledge, Skills 
and Abilities 

Knowledge o'f current FCC rules, 
electronic maintenance practices, 
and state-of-the-art system tech
nologYj knowledge of principles 
of supervision, including budgeting 
and control of equipment, materials 
and personnel; knowledge and skills 
in installation, maintenance, and 
repair of telecommunications equip
ment; ability to establisn allti 
maintain effective working rela
tionships with other employees and 
member jurisdictions; ability to 
read and interpret plans and speci
fications for complex electronics 
and computer equipment. 

~nowledge and skills in installa
ILion, maintenance, and repair of 
elecommunications equipment; 
~bility to read and interpret' 
plans and specifications for 
omplex electronics equipment; 
~bility to perform tests on 
~quipment and electronic 
pircuitry. 

Other 

Driver's 
License; FCC 
1st class 
license 

Driver's 
License; 
FCC 1st or 
2nd class 
license 

Adapted fro. job descriptions in use at: South Ba, Regional Public Co •• unications Authority 
NQrthwest Central Dispatch System 
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anticipated demand. In a shared communications system, the demand for 

services is defined as the number of calls for service it receives and the 

amount of time that the system needs to handle each call. Work sampling and 

system records can provide the average handling time for complaint intake, 

unit dispatch, and case disposition. Predicting the number of calls for 

service can be based in part on the prior experiences of member jurisdictions 

and comparable systems and by the contractual obligations of the system to 

provide its service only during specified time periods. However, the number 

of calls in the future is very sensitive to the uncertainties of local crime 

rates, citizen awareness, and other factors. Sophisticated forecasting 

techniques exist for estimating the impact of these factors on the number of 

calls for service (e.g. regression/correlation models, stochastic/probabilis

tic models, and expert estimate techniques) but these cannot substitute for 

the informed judgment of the system's management and member jurisdictions. 

The future demand for employees is based on the future demand for 

service. Most organizations define labor demand as the number of person 

hours required to handle a given service level. A basic work year consists 

of 2,080 person hours; however, due to holidays, vacation, sick leave, and 

training, an employee ~rill not be available all 2,080 hours. About 1,600 

hours \-lould be a more realistic estimate as illustrated in Exhibit 4.4. 

Dividing the total hours required to meet future service demands by the aver

age employee's available hours yields an estimate of labor demand or the num

ber of employees that the organization needs to operate. 

The primary advantage of sharing in terms of labor demand is the abil

ity to schedule staff efficiently across an entire system and thus reduce the 

need for staff. For example, prior to joining the Muskegon system, the eight 

independent jurisdictions employed a total of 19 dispatchers, and Some did 

not have 24-hour service. In contrast, the sharing arrangement employed 13 

dispatchers and provided 24-hour service for all members.* 

*National Institute of Law Enforcement and Criminal Justice, An Exem
plary Project: Central Police Dispatch, p. 23. 
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Exhibit 4.4 

EMPLOYEE AVAILABILITY WORKSHEET 

Basic Work Year 2,080 hours 
(52 weeks x 40 hours per week) 

Less: Holidays 56 hours 
Vacation 80 
Sick leave 40 
Training 80 
other (military, lunch breaks, coffee 

breaks, etc. ) 224 
Number of Person Hours Available 1,600 hours 
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Exhibit 4.5 is a hypothetical example of how a shared communications 

system could estimate the number of communications operators needed to handle 

its service demand. It makes several assumptions: (1) separate dispatchers 

and complaint board operators, (2) significant variations in number of calls 

per shift and in operators needed, and (3) no productivity gains through new 

equipment or additional training that would produce reductions in the average 

time needed to handle each call (3 minutes or .05 person hours). ·Summing the 

total number of operat~rs needed per shift yields a total labor demand of 

26.2 operators in 1983 and 26.9 operators in 1984. 

It should be noted that a minimum of 5 dispatchers are needed to 

staff any sharing arrangement that operates 24 hours per day, 365 days per 

year. Four dispatchers can handle the regular workload (7 days x 3 shifts 

per day = 21 shifts + 5 shifts per dispatcher = 4 dispatchers). But a 

fifth dispatcher is needed to provide vacation/sick leave relief. This is 

demonstrated in the staffing and shift schedule for the Sumter, South Carolina 

shared communications system presented in Exhibit 4.6. 

The labor demand for supervisory personnel can be based on the total 

number of employees needed. An organization can set a standard ratio of 1 

supervisor per 5 employees. In the earlier case where the shared communic~

tions system needed 26 operators in 1983, a ratio of 1 supervisor per 5 

employees would mean that the system also needs about 5 supervisors. If the 

system decides that a flat 1 supervisor per shift is required, it would have 

to hire at least 4 supervisors (7 days per week x 3 shifts per day = 21 

shifts ~ 5 shifts per supervisor p~r week = 4 supervisors). More real

istically, however, 5 supervisors would be required since vacations and other 

"down time" have to be considered. 

In an effort to reduce supervisory costs, the Northwest Central Dis

patch System replaced two of its five supervisor positions with" lead telecom

munica tors. " The lead telecommunica tors would, in addi tion to their regular 

duties, coordinate activities in the absence of a regular supervisor on the 

shift. They would receive differential compensation for their increased 

responsibility at the rate of $35 per month. A cost analysis determined that 

this revised supervisory staffing arrangement would cost less than retaining 

five regular supervisors. 
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SHIFT 

SERVICE DEMAND 

1- Avg. no. of calls for 
service per shift 

2. Avg. person hours re-
quired per call 

3. Total person hours per 
shift (#1 x #2) 

4. Total person hours per 
year (#3 x 365) 

LABOR AVAILABILITY 
5. Total person hours per 

operator 

LABOR DEMAND 

6. Total number of opera-
tors needed per shift 
(#4 ':' #5) 

7. Total number of opera-
tors needed 
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Exhih!.t 4.5 

FORECASTING DEMAND FOR COMMUNICATIONS OPERATORS 

1983 
1984 

8 am-4 pm 4 pm-12 am 12 am-8am 8 am-4 pm 4 pm-12 am 12 am-8 am 

500 1,000 800 550 1,000 810 
.05 .05 .05 .05 . .05 .05 
25 50 40 27.5 50 40.5 

9,125 18,250 14,600 10,037 18,250 14,782 

1,600 1,600 1,600 1,600 1,600 1,600 

5.7 11.4 9.1 6.3 11.4 9.2 

26.2 
26.9 

~\ 

, 
-:~-



I; 

\0 
f-' 

\ 

Sunday 

Supervi s or (1) 

Dispatcher A 8am-4pm 

Dispatcher B 4pm- 12m 

Dispatcher C 12m-Bam 

Dispatcher D DO 

D' I E(2) , (spate ler 

"'"''''''-r, 
':/ ",i 

Monday 

Bam-4pm 

4pm-12m 

DO 

12m-Ram 

DO 

Exhibit 4.6 

STAFFING AND SHIFT SCHEDULE 
(Sumter, South Carolina) 

STAFFING AND SIIJFT SCIIEDULE 
INFORMATION SECTION 

SUMTER POLlCE DEPARTMENT 

Tuesday Wednesday Thursday 

Bam-4pm 8am-4pm f1am-4pm 

4pm-12m DO no 

DO 12m-flam 12m-Ram 

12m-8am 4pm- 12 m 4pm-12m 

DO 

b 

Friday Sa tu rrl :-ly 

DO DO 

4pm-12m 4pm-12m 

12m-8am 12m-8am 

f1am-4pm DO 

(l)'nformation Section sergeant or civilian supervisor should work the second shirt with Saturdays and Sundays off. 

t 2)Dispatcher E should he Ilspd primarily as vacation-sick leave relief for both dispatchers and recorrts C'lprks. 
When not relieving p~rsonnp.1. he should be utilized as an extra information processor during periuds of p~al< work-

load. 
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3. Inventorying and Projecting Employee Availability. After the 

demand for employees has been projected and management knows how many posi

tions of various types it needs to fill, the next step in employment planning 

is to analyze the supply of personnel available to fill those positions. 

Availability considers two sources of human resources: external (available 

in labor markets) and internal (available within the organization). Both 

these sources are analyzed on several factors, including the numbers of 

people available as well as their skills, knowledge, abilities, and work 

experiences. The analysis involves taking inventory of the current supply 

of available personnel as well as projecting the current availabilities into 

the future. 

For most shared communications systems, it is fairly easy to know how 

many employees there are, what they do, and what they can do. When management 

sees that a communications .operator is going to graduate from college and 

take a new job in June, they know they need a replacement. Sources of supply 

could include current operator-trainees, qualified applicants who were 

rejected the last time the system hired for the position, or calling the 

state employment bureau for candidates. 

The methods for documenting employee availability range from simple 

records on 3xS cards to sophisticated mathematical techniques. The larger 

the organization, the more likely it will need advanced techniques to keep 

track of its many employees. 

Internally, the major tool for analysis of the supply of job candi

dates is a skills inventory. A skills inventory in its simplest form is a 

list of the names and key characteristics of the people working for the 

organization, including: 

• position 

• years in position and in system 

• special skills 

• age 

• sex 

• EEO group 

• wage level 
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• performance record 

• education and training. 

If the position of operations manager becomes vacant, for example, management 

can review the skills inventory to determine if anyone inside the organization 

has the requisite education, experience, and other qualifications before 

going outside to recruit for the position. 

Because of retirement, turnover, and expansion, organizations cannot 

rely solely on internal sources of supply and must turn their attention to 

external labor markets to fill current and projected vacancies. Very rarely 

does a shared communications system have either the resources or expertise 

to develop this external labor market information on its own. One source of 

information can be personnel specialists in the member jurisdictions with 

experience in recruiting similar types of personnel, e.g. a police depart

ment that recently advertised for new dispatchers. The sharing arrangement 

in Sumter, South Carolina relies on the city planning department for employ

ment data as well as on a law enforcement planner in the regional council of 

governments. A second source is the Bureau of Labor Statistics for the U.S. 

Department of Labor which publishes extensive statistics on a variety of oc

cupations organized by metropolitan area. The Bureau of the Census also 

provides information on occupational markets. A third source is the many 

business and government organizations that have built models for gathering 

and projecting external labor resources, e.g., the Bell Telephone System has 

designed models that use census data to project available supplies of various 

occupational groups within specified areas. Given the emphasis of shared 

communications systems on communications operators and other telecommunica

tions specialists similar to those employed by "Ma Bell,n these models might 

be particularly apropriate. 

4.3 Recruitment 

Recruitment seeks to identify and attract job applicants with the 

necessary knowledge, skills, abilities, and motivations to fill vacancies 

identified in employment planning. For a shared communications system, 
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recruitment serves three functions: (1) to generate the largest possible 

applicant pool from which to select new employees, (2) to discourage and 

screen out obviously unqualified applicants, and (3) to inform prospective 

employees about the organization since the recruiting process is the primary 

source of information on which the applicant will base a decision to accept 

or reject an offer of employment. 

A shared communications system has several handicaps in its recruit

ment efforts. First, an agency supplier system is constrained by the often 

cumbersome personnel procedures of the supplying juriSdiction that require 

internal clearance of job postings, competitive examinations for every posi

tion, maintenance of the employment register (i.e. list of eligible appli

cants) for a fixed period of time before recruiting again for the same posi

tion, and limited funds for employment advertising and outreach. Second, 

governm~nt employment has always had a negative image due to popular miscon

ceptions about political pressures, corruption, and incompetence.* Adding 

the growing fiscal pressures on state and local governments from taxpayer ini

tiatives like California's Proposition 13 and Massachusetts' Proposition 2-1/2 

means that lack of job security has become another reason to avoid public em
ployment. 

Third, a substantial proportion of the work force of a shared communi

cations system is composed of civilians whose high attrition makes recruiting 

more frequent. The attrition rate among civilians is exacerbated by several 

factors. In comparison to sworn officers, civilian dispatchers receive less 

pay for the same work and fewer career opportunities. In addition, sharing 

arrangements with effective training programs for their staff often lose them 

to non-member juriSdictions Who are able to offer higher salaries for trained 

personnel. Another factor mentioned by survey respondents is that civilian 

dispatchers frequently accept the position in order to make the types of 

personal contacts that can lead to a more responsible job with one of the 

*C.R. Tatro and A.P. Garl:;lin" "Industrial Prestige Hierarchy," Journal 
of Vocational Behavior 3 (1973), pp. 383-391. 
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member police or fire departments. Finally, managers also reported that 

odd-hour shifts and high work stress associated with dispatching worsen the 

attrition problem. 

The South Bay Regional Public Communications Authority experienced 

a 90% turnover in communications operators in 1980 and 50% in 1981. Even a 

concerted effort by the Northwest Central Dispatch System to increase the 

salaries of its operators still left it with an annual turnover rate' aver

aging 30-40%. The negative effects of low pay and high turnover on recruit

ment and the stability of the work force are exemplified by the experience of 

South Bay. In response to an advertisement in a local newspaper, 100 persons 

applied for positions as communications operators. However, the quali~y of 

the applicants was so poor that only 30 could pass the aptitude test and' 10 

could pass the subsequent typing test. Of these 10, all were offered employ

ment but only 8 accepted. Within six months, only 2 remained on the job (or 

2% of the original applicant pool). 

This section examines three issues with respect to the recruttment 

function in shared communication~ systems: ( 1) sources of applicants, ( 2) 

equal employment opportunity considarations, and (3) use of civilians versus 

sworn officers in communications. 

Sources of Applicants 

Once the shared communications system has decided it needs addi

tional employees, it is faced with two recruiting decisions: where to search 

and how to notify potential applicants of the positions. Two sources of ap

plicants are used: internal (present employees) and external (those not 

presently affiliated with the organization). Whether the system elects to 

stay inside or go outside for applicants depends on many factors, including 

the nature of the position for which applicants are sought, number of quali

fied applicants in both sources, local economic condi tions, rate of or'ganiza

tional growth or decline, EEO concerns, and relative costs. 

There are three sources of internal recruits: job postings, skills 

inventories, 'and referrals from higher level managers. Job postings allow 

current employees to apply for other positions in the organization by respond-
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ing to announcements (postings) of openings. This technique is widely used 

for clerical and technical positions because of its implicit openness and 

fairness and because it promotes affirmative action by enabling all employees, 

including EEO-protected groups, to nominate themselves for positions for 

which they consider themselves qualified. Skills inventories, as defined in 

the previous section on employment Plan~ing, allow the organization to 

identify current employees with the proper mix of education, experience, and 

capabilities for specific position vacancies and to invite the most promising 

to apply. Referrals from higher level managers are based on observed job 

performance and provide an incentive to employees to work harder in order to 

get ahead. Hm'?ever, referrals may not be acceptable on affi rma ti ve action 

grounds since this source tends to perpetuate the present racial and/or 

sexual composition of the work force. 

Obviously, shared communications systems must recruit outside for 

most entry-level jobs such as communications operators, communications 

technicians, and computer analysts. External recruitment also brings in "new 

blood" with new perspectives and, with experienced applicants, avoids exces

sive training and orientation costs. In addition, unmet EEO goals are an 

impetus to external recruiting since personnel with the required qualifica-

tions or the required race and sex may not be available internally. 
On the 

other hand, an external recruitment policy leads to relatively' larger expendi

tures on recruiting, selection, and initial compensation since the organiza

tion may have to offer higher initial pay rates to attract experienced 

employees from other communications systems. 

Sources of external applicants will vary according to the types of 

jobs to be filled. Jobs can be divided into three classifications: (1) 

technical and clerical jobs, such as communications operators, technicians, 

bookkeepers, and secretaries, (2) management trainees and professional em

ployees, such as personnel and finance administrators, and (3) experienced 

managers who are most often recruited for general manager positions in joint 
powers arrangements. 
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• Sources of Technical and Clerical Applicants include: 

public employment agencies 
newspaper classified advertising 
commercial employment agencies 
union hiring halls 
trade schools and junior colleges 
referrals from present employees 
unsolici ted applications ("walk-ins") 

• Sources of Management Trainees and Professional Employees include: 
colleges and Universities 
professional societies 
newspaper classified and display advertising 
professional placement agencies 

• Sources of Experienced Managers include: 

industry contacts 
executive recruiting firms 
newspaper display advertiSing 
professional societies 

A 1979 survey by the Bureau of National Affairs found that personnel 

executives consider newspaper advertising as the single most effective source 

for all occupational groups. For technical and clerical applicants, the next 

most effective sources were Unsolicited applications and referrals from 

present employees. "Word of mouth" seems to be an especially productive 

source of Unsolicited applications for shared communications systems. System 

employees and police/fire officers tell their friends and neighbors when 

positions are vacant. Both the agency supplier arrangement in Forest Hills, 

Pennsylvania and the independent authority in South Bay reported that word of 

mouth was among the best sources of applicants. The shared communications 

system in Sumter, South Carolina recently used it to generate 15-20 applicants 
for several vacant operator positions. 

EEO Considerations 

The Federal government requires reports on recruiting and hiring 

practices in order to assure that current decisions and practices enhance the 

employment opportunities of members of protected groups: racial minorities, 

women, handicapped, etc. Organizations must keep extensive records on: Use 

of various recruitment Sources, placement of recruitment advertiSing, and 
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number of applicants processed by category (sex, race) and by job category 

and level. Such procedures apply to all private and public organizations 

that have contracts with or grants from any agency of the Federal government 

in excess of $1 Q, 000 under the provisions of Executive Orde.'r 11246 (1965) and 

Executive Orde!C 11375 (1967). Many state and local governments have passed 

similar statutes. 

Of course, job descriptions and specifications cannot be written so 

that jobs are sex stereotyped. And, recruiters must avoid asking applicants 

for certain types of personal information that may discriminate or do hot 

rela'te directly to job performance, e.g. birthplace, religious affiliation, 

marital status, age, etc. 

Shared communications systems may be required to recruit qualified 

employees from certain protected classes not well represented in current 

employees. For example, many systems have women overrepresented in clerical 

and technical jobs and underrepresented in management positions. They may be 

required to advertise in publications oriented towards women, recruit in 

professional women's associations, and take other "affirmative actions" to 

increase the percentage of women in management ranks. 

4.3.3 Use of Civilian and Sworn Officers 

The use of civilians in jobs normally performed by police officers 

has increased rapidly in recent years as police departments have sought to 

reduce costs and put more sworn officers "on the street. Shared communica

tions systems employ particularly large numbers of civilians in all positions 

at all levels. Indeed, 62% of the sharing arrangements contacted in the 

telephone survey reported that they employed civilians exclusively; 23% used 

civilian dispatchers and sworn supervisors; and only 15% used sworn staff 

alone. The use of civilians is not an issue in managerial and technical 

positions since few would argue that sworn officers are necessarily better 

supervisors, computer technicians, personnel or finance specialists, or opera

tions managers. Howl7.;Jer, the use of civilians as communications operators is 

more controversial since their dispatching fUnction brings them into daily 

contact with sworn officers in police and fire units and many sworn officers 
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feel that the civilians' law enforcement knowledge and dispatch skills are 

far inferior to their ,own. 

The major advantages of using civilians as communications operators 

include lower salary and training costs than sworn officers and the capacity 

to relieve sworn officers for more important duties. Police departments 

contacted in a 1975 survey by The Urban Institute reported that the use of 

civilians (as communications operators and in identification and detention) 

reduced per capita salary costs by 23% and saved 96% in train~ng costs.* In 

addition, most respondents felt that the use of civilians relieved officers 

from such routine tasks as dispatching patrol cars and increased the amount 

of uniformed manpower available for more active law enforcement duties. 

The problems associated with civilian communications operators 

include a high attrition rate, lack of job knowledge and experien8e in law 

enforcement, and the pervasive anxiety of sworn officers about the civilians' 

reliability in emergency situations. Respondents to The Urban Institute 

survey reported that civilians had an attrition rate as high as 100% or more 

per year, possibly due to low pay, poor training, and inadequate job security. 

As mentioned previously, high attrition of communications operators is a 

substantial problem for shared communications systems. 

However, the most significant concern with civilian operators tends 

to be their lack of job knowledge and unreliability in emergency situations. 

This was confirmed by the survey and site visits conducted in preparation of 

this report where "horror stori'es" abounded about civilian operators sending 

the wrong units to the wrong addresses for the wrong reasons at the wrong 

time. Yet one police chief in California observed that "my men exaggerate 

the mistakes made by the civilian dispatchers and forget how bad it was When 

sworn officers were the dispatchers." To prove his point, the chief continued: 

I have a letter from an official in one of the member juris
dictions in the authority complaining about the dispatchers' 
poor telephone manner and frequent dispatching errors. When-

*National Institute of Law Enforcement and Criminal Justice, Employing 
Civilians for Police Work. 
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ever I show this letter to a police officer Who is insisting 
that the, civilians be replaced with sworn personnel, he quickly 
nods his head and says 'See What I mean?' Then I uncover the 
date of the letter--1973--when we did not have any civilians and 
sworn officers were doing all the dispatching! 

The Urban Institute Report concluded that the benefits of using 

civilians exceeded the costs but advised jurisdictions considering a civil

ian recruiting program to: 

• establish general policies for utilizing civilians, includ
ing goals and objective~ for using civilians, specification 
of appropriate and inappropriate tasks for civilians, and 
limits on the number of civilians to be hired; 

• conduct a feasibility analysis for using civilians that con
siders issues such as whether the use of civilians conflicts 
with established laws or policies, availability of qualified 
civilians in local labor market, and comparative costs of 
civilians versus sworn officers for the same position; and 

• conduct on-the-job and classroom training for new civilian 
hires that gives them a working knowledge of police work and 
the technical aspects of their own jobs, including riding on 
patrol, meeting with police and fire officials on a regular 
basis, and simulations of conditions they will actually face 
on the job. (The worth of training was demonstrated by the 
telephone survey results which showed that member jurisdic
tions of shared communications systems with formal training 
programs for civilian staff had few or no complaints about 
the quality of service.) 

Selection 

Through the selection process, organizations choose the person or 

persons from among those recruited Who best meet the selection criteria for 

the position available, given current environmental conditions. In this 

process, information on the applicant is gathered from a variety of Sources 

and evaluated. The most important consideration in the accept-reject deci

sion is anticipated job performance, but EEO goals, expected "fit" with cur

rent employees, and the likelihood of acceptance of the job offer also play 
a role in the d~cision. 

If the selection program is to be successful, the personal qualifica

tions believed necessary for effective pE\rformance on the job should be 

specified. The qualifications have to be job-related not only because that 

makes the person selected a more effective employee but also because qualifi-
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cations that are not job-related violate equal opportunity statutes. And, to 

insure their job-relatedness, the qualifications should come from the job 

descriptions developed as part of the employment planning process. 

Selection qualifications or criteria can be summarized in several 
categories: 

• Education: is the amount and types of formal education. 
Among the specific edUcational criteria that employers ex
amine are number of years of education, diplomas and 
degrees awarded, major fields of study, and grades. 

• Experience: is the amount and types of work that applicant 
has done relevant to the position sought. Criteria in the' 
experience category include total length of work experience, 
prior occupations, jobs, and specific work activities, 
senority in present job, special achievements, length of 
time unemployed, supervisory responsibilities (if super
visory position sought), and salary history. 

• 

• 

Knowledge, Skills, and Abilities. 
tion of data on job-related topics 
skills, or the ability to use that 
the-job. Abilities are similar to 
intelligence and aptitude. 

Knowledge is an accumula
and is a prerequisite to 
knowledge effectively on
skills but include native 

Personal Characteristics. 'l:hese include physical character
istics and personal qualities such as appearance and socia
bility. Employers have to use extreme care in using personal 
characteristics in selection decisions because they will 
violate EEO guidelines if not demonstrably job-related. 
Among the personal characteristics most likely to be illegal 
if used as selection criteria are: age, marital status, 
nationality, ar~ birthplace. 

Once the selection criteria are specified for a particular job, the 

next step is to design a selection process that will result in persons being 

hired who meet those criteria. All organizations make selection decisions, 

and most make them informally, at least in part. The smaller the organiza

tion, the more likely it is to take an informal approach to selection deci

sions. For example, the relatively small sharing arrangement in Forest Hills 

has a selection process for operators that has been characterized as "the 

chief hires and fires." Yet, a formal selection procedure may increase the 

proportion of successful employees chosen and it helps to insure that hiring 

criteria are work-related. The Northwest Central Dispatch System (NWCDS) 

uses a wide range of tests, simulations, and interviews to make its selection 
choices. 
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The selection process is usually perceived as a series of steps 

through which job applicants pass. At each step, more applicants are screened 

out or drop off the applicant list. Exhibit 4.7 illustrates a typical selec

tion process. This report focuses on one step in the process most crucial for 

a shared communications system: ~mployment tests. 

Employment Tests 

Such a test is a mechanism (either a paper-and-pencil test or a simu

lation exercise) which attempts to measure job-related characteristics of 

individual applicants. Because tests are thought to be more objective than 

other selection tools (particularly the employment interview), they are widely 

used in the public sector. Tests are used most frequently for clerical jobs 

(typing tests) and, in shared communications systems, for experienced communi

cations operators to determine their telephone skills and familiarity with the 

equipment. 

To be acceptable, a test must be job-related and valid. Validity in 

a test is the extent to which it is a good indicator or predictor of success 

for the selection criteria in question. For example, applicants who score 
\ 

the highest on a test for communications operators should also turn out to be 

the best employees, if the test has perfect validity. Few tests reach this 

level of predictability but the example does convey what validity entails. 

Many references are available for readers interested in greater detail on 

test validation methodology.* 

Written standardized tests of knowledge, skill or ability typically 

are low cost and moderately valid. These tests can be obtained from local 

personnel departments, test publishers, and standard textbooks and should be 

accompanied by data showing where each test was used previously and how valid 

it has proved to be. However, "the test may have to be re-validated each time 

it is used in a new context. Standardized tests are not used on applicants 

*For example, see: ~obert Guion, Personnel Testing (New York: McGraw
Hill, 1965); Norman Gronlund, Measurement and Evaluation in Teaching 3rd Edi
tion (New York: Macmillan, 1976). ~ 
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TYPICAL SELECTION PROCESS 
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for managerial positions since experience and performance in the employment 

interview are much more important factors in their selection. 

Simulation tests (e.g. in-basket exercises where the candidate is 

asked to respond to, a pile of hypothetical memoranda) and assessment centers 

in which prospective managers are given various problem-solving exercises and 

observed over a 3-5 day period are used more frequently. They have higher 

validity than written tests with respect to managerial selection but also 

have higher costs.* In its selection process for operators, the Northwest 

Central Dispatch System asks job applicants to listen to tapes of actual 

radio transmissions and phone conversations in order to evaluate how each 

applicant would react in various situations: 

• A person complains to the dispatcher about speeding cars 
in his neighborhood. The caller is very obnoxious and 
uses obscene language. Applicants are asked to rate how 
well the dispatcher handled the call. 

• A police officer is shot and loses consciousness while on 
the phone with the dispatcher. Again, applicants evaluate 
how well the dispatcher handled the call. Some applicants 
have actually lost their composure while listening to the 
tape recording. 

• Someone calls i'n to report a stolen bike. The applicant 
fills out the complaint card as the dispatcher elicits 
pertinent information from the caller. Not only are appli
cants evaluated on how much information they record accur
ately but'also on the legibility of their handwriting. 

The Association of Centralized Communications Directors in Illinois 

surveyed large and small shared communications systems to determine typical 

testing processes for telecommunicators. The processes studied and subse

quently recommended by the Association seemed to have two phases. Phase 1 

is handled by the sharing arrangement and consists of a battery of language 

and perception tests. The aim of Phase 1 is to identify the better job can

didates by administering: 

• Language Usage Test: measures the applicants' ability to 
read, write f speak, and understand English. In an area 
with bilingual population, a second language test may be 
necessary. 

*npersonmu" .KC=l:H~c:lrch Roundup," Civil Service Journal 17:4 (April-June, 
1977), p. 22. 

104 

I 

I 
I 
) 

]," 'j l 

]",' 
{ 

, 
J 

] 

]", .. g 
i 

']",,: ~ : ~ 

:1,,1" j 

;J' ! 
.' t 

] 

• Situational Exercise: provides the applicant with a real
istic emergency situation in order to test common sense 
and the ability to treat a threat to life more seriously 
than a threat to property. 

• Listening Ability Test: measures whether the applicant 
hears well and can act on and assimilate the information 
heard. 

• Color Blindness Test: used in systems where color coding 
is used to locate patrol units and in other ways. 

If the candidate is successful in Phase 1, he/she is sent to an out

side testing agency for Phase 2 which consists of mental ability and aptitude 

tests. Retaining an outside agency to administer these tests is more expen

sive than testing in-house but the Association feels that the sophistication 

of the tests in phase 2 require special expertise. The costs of phase 2, 

however, are reduced by only testing the better candidates since the less 

qualified ca"nd±dates were screened out during Phase 1. 

The mental ability test in Phase 2 measures common sense reasoning 

skills, visual perception and alertness, ability to comprehend verbal instruc

tions, and ability to adapt to unexpected situations when placed under pres

s~re. The aptitude test assesses self-control and maturity, emotional stabil

ity, self-confidence, ability to maintain composure under pressure, and social 

skills. A total score of 70 on both tests is passing. 

4.5 Training 

Training is a systematic process of altering the knowledge, skills, 

job performance and/or attitudes of employees to increase organizational goal 

achievement. Some shared communications systems place greater emphasis on 

formal training than others. For example, the Forest Hills system offers 

no formal training to its communications operators but relies instead on in

formal"orientation and on-the-job coaching by experienced personnel. On the 

other extreme, the South Bay Public Communications Authority insists that its 

operators and dispatchers participate in 80 hours of classroom training, 440 

hours of on-the-job training, and regular "ride alongs" with police patrol 

units. 

Exhibit 4.8 displays the major steps in the training and development 

process. It suggests that training has to be based on carefully assessed 
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TRAINING DEVELOPMENT PROCESS 
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organizational and individual needs. Training must also relate to the charac

teristics of the trainees and organizational constraints. Finally, training 

has to be evaluated in order to determine if the needs that originally pro

moted the training effort have been met. 

1. Determine training needs. While training is done for a variety 

of reasons, the need for training must be documented before designing and 

delivering a program. Existence of certain training needs can be accepted on 

the basis of common sense, without extensive surveys or analyses. Training 

of some kind (formal or informal; simple or complex; by fellow employees, 

supervisors or other) is a practical necessity, for example, whenever: a new 

employee comes to work; an employee is assigned to a new or different job; 

the methods for doing an existing job are changed; or major changes occur in 

organizational structure, procedures, or reporting relationships. 

The need for training dispatchers is critical not only to the effec

tiveness and survival of the sharing arrangement as mentioned earlier, but 

more importantly to the safety of police and the public. Dispatchers must 

be able to handle criminal, fire, medical, and other emergencies both effec

tively and effi~iently. Without adequate training, dispatchers have sent 

police into hazardous situations without backup, misdirected fire trucks and 

ambulances, and failed to obtain the location of crime victims. The manager 

of one shared communications system highlighted the importance of dispatcher 

training by relating a tragedy in a neighboring metropolitan area: 

A frantic woman called and stated that someone was breaking 
into her house. The dispatcher kept the woman on the line 
with a laundry list of irrelevant questions. By the time 
the Woman finally dropped the phone and ran, it was too late-
she was shot in the back wbile fleeing out the front door. A 
replay of the dispatch tape indicated both incompetence and a 
clear lack of training. We know they weren't training their 
people, and it was only a matter of time before something like 
this happenec;!,. . 

Wi th proper training, a dispatcher would know how to expedite a call an.d send 

police to a crime scene within secQnds. In addition, a trained dispatcher can 

give life-saving medical advice pending the arriv~til of the ambulance and fore

warn officers with continuous updates on crimesln progress. As one dispatcher 

put it: "Those guys on the street are my friends, and their lives depEmd on 

how well I do my job. I know it, and they kno\l/ it." 
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Other training needs are not as obvious. A problem may not be 

apparent, or its' severity may be in dispute. Fluctuations in productivity may 

require management 'attention or be a temporary aberration. In a shared 

communications system, there may be many opportunities for effective training 
interventions which need further analysis: 

• Even though there have been no new hires for the last 
two months, the number of dispatching errors has been 
increasing at an alarming rate; 

• Equipment repairs take too long and even when they are 
completed are often not done properly; 

• The second shift has been experiencing high tUrnover and 
excessive sick leave among its communications operators; 
and 

• The computer budget is being depleted much faster than 
expected but the senior computer analyst seems oblivious 
to the problem. 

To the extent that these problems involve deficiencies in the knowl

edge, skills, job performance or attitudes of employees, the system has a 

need which training can probably meet. The managers concerned will have to 

judge if training is the best way to meet it. This is an important point. 

Training is only one of many management strategies. McGehee cautions that 

the "appearance of a discrepancy in job performance is not necessarily 

symptomatic of a training problem and should only be the beginning of analysis 

to see what the nature of the problem is ••• Performance discrepancies occur 

for many reasons other than lack of skill or knowledge."* 

For example, the increased rate of dispatching errors cited above may 

be due to lack of job knowledge or proper motivation on the part of the 

communications operators. But the probl I b d 
em maya so e ue to new dispatch 

procedures that are unclear or equipment malfUnction. The problem of high 

turnover and excessive sick leave among communications operators might signal 

a need for motivation training for the operators or management training for 

an especially ineffective communications supervisor. On the other hand, the 

*William McGehee, "Training and Development Theory Policies and Pt' ". , , 
rac ~ces, l.n D. Yoder and H.G. Heneman, Jr. (eds.), ASPA Handbook of 

Personnel and Industrial Relations (Washington, D.C.: Bureau of National 
Affairs, 1979), pp. 5.1-5.4. 
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problem might also be caused by low pay, poor working conditions, stress, or 

a spreading recognition that being a communications operator in that system 

is a dead-end job. These problems cannot be solved by training alone, al

though training might make top management or member jurisdictions more aware 

of the problem. 

2. Design and Deliver Training. When training needs have been 

identified and agreed upon, it is time to consider training objectives, 

content, and methodology. This report will deal with these topics only in 

passing, for the~e exist many "how to" books for the training function.* 

The formulation of proper training objectives is a topic worth 

considering here, for it is often difficult to make the transition from needs 

assessment results into useful objectives to guide the content of a training 

program. The objectives must be relevant to the training needs and be stated 

in such a way that the success or failure of the training program can be 

measured. For example: 

NEED: 

OBJECTIVES: 

The increased rate of dispatching errors is 
due to improper handling of complaints by the 
operators. In particular, they do not accu
rately record the nature or location of the 
incident. 

By the end of the training program, 100% of the 
operators will know the telephone procedures 
designed to ascertain the nature and location 
of complaints. 

By the end of the training program, 100% of the 
operators will be able to use proper telephone 
procedures in a simulated complaint intake ex
ercise. 

Within two months after the end of training, the 
dispatching error rate will decrease by 50%. 

By the end of the training program, 100% of the 
operators will know how to record the essential 
information about the nature and location of 
selected incidents. 

*For example, see: L.N. Davis and E. McCallon, Planning, Conducting, 
Evaluating Workshops (Austin, Texas: Learning Concepts, 1974); R.L. Craig 
Ced.), Training and Development Handbook 2nd Edition (New York: McGraw-Hill 
1976). ' 
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Such information indicates the target group for the training, intended 

outcomes of training, and a deadline by when the outcomes must be realized. 

It provides a firm basis on which to evaluate the impact of the t+aining. 

Objectives also govern the choice of ~raining content and method. 

Obviou~ly, an objective to improve dispatching accuracy calls for a different 

content and method than an objective to reduce response time. Also, manage

ment development objectives will prompt different training approaches than 

operational improvement objectives. 

In many situations, an employee's supervisor can be very helpful in 

constructing a training experience which best fits the needs of th,~ individual. 

This experience may take the form of on-the-job coaching, extra practice in 

areas of difficulty, or group meetings. Self-instruction may also be recom

mended by the supervisor. For example, Northwest Central Dispatch System has 

a detailed operations and procedures manual which serves as a training aid 

and reference book for new employees. Employees are required to sign their 

names after each chapte:l:' in the manual certifying that they have read and 

understood the material. 

Often, the sharing arrangement will send its employees away for 

training at a regional or state training center rather than try to offer 

this'training itself because training needs are sporadic, and the start-up 

costs of an in-house training capability would be prohibitive. For example, 

'the communications sharing arrangement in Sumter, South Carolina sends 

its dispatchers to the State Police Academy for a four-day course during 

their six month probationary period. Likewise, the Northwest Central Dispatch 

System sends its dispatchers for a five-day course conducted by communications 

specialists of the Association of Centralized Communication Directors. Exhi

bit 4.9 contains a topic agenda for the course. 

At the management level of a shared communications system, the 

training needs (and appropriate content and methods) will be more variable. 

Prior experience will resolve Some potential training needs for some managers. 

Additionally, the management level influences the choice of training approach. 

General managers, for ~xample, often need training in governmental relations 

(especially with executives 'and legislators), external reporting, and other 
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Exhibit 4.9 

BASIC PUBLIC SAFETY TELECOMMUNICATIONS 

I TRAINING AGENDA 
'---------D-A-Y--------------T-lME--------------------------------------T-O-P-I-CS----------------------------------

I FIRST DAY 

r; . , 
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t: 
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r t~ SECOND DAY 

[ 

r 
THIRD DAY 
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8:00 - 11:30 AM 

12:30 - 5:00 PM 

8:00 - 11:30 AM 

12:30 - 5:00 PM 

I. HISTORICAL DEVELOPMENT OF PUBLIC SAFETY COMMUNICATORS 
A. Technological Overview 
B. Telecommunications Today--Types of Systems (police, fire, ambulance) 
C. Overview of Public Safety Communications Center 

II. THE PUBLIC SAFETY TELECOMMUNICATOR 
A. Philosophy and Definitions 
B. The Communication Process 
C. Art of Effective Listening 
D. Dispatcher Goals: The Career of Dispatching 
E. Professional Responsibilities of Telecommunicators 

III. CHARACTERISTICS AND TRAITS OF TELECOMMUNIGATORS 
A. Job Knowledge, Skill, Aptitudes and Attitudes Necessary to Perform the 

Telecommunications Role 
B. Inter and Intra Agency Relationships Between Communications Center and 

Field Personnel 
C. Public Relations Responsibilities 
D. Telecommunication Center Personnel Policies, Rules and Regulations 
E. Criteria for the Evaluation of Telecommunicator's Job Performance 

IV. THE MANAGEMENT OF STRESS 
A. Definition and Explanation of Stress 
B. Stress Factors Inherent in Public Safety Emergencies 
C. Review of Stress Related Diseases, Disorders and Addictions 
D. Keeping Your Cool (positive and negative ways of handling stress) 

V. TELEPHONE TECHNIQUES AND INFORMATION GATHERING 

VI. 
VII. 

A. Personalizing Telephone Contacts 
B. Essential Facts 'in ProcessiI1g or Relaying a Telephone Contact 
C. Relaying Alternatives (written message with follow-up, telephone message, 

personal contact, etc.) 

PERSONAL CONTACTS 
DOCUMENTATION 
A. Complaint Taking and Recording 
B. Logging Techniques 
C. Message Dissemination and Routing 

8:00 - 11:30 AM VIII. LEADS SYSTEM OVERVIEW (stateWide law enforcement data base) 
A. Identification and Definition of System Components 
B. Types of Information in LEADS Files 
C. Law Enforcement Teletype System 
D. Identification and Definition of LEADS "Support Systems" 
E. Interfaced System with NCIC 

IX. LEADS REGULATIONS 
A. Data Dissemination 
B. Hot File Maintenance 
C. Operating Regulations 
D. Non-Compliance Recourse 

X. PRESENTATION OF THREE BASIC LEADS FUNCTIONS 
A. Inquiries 
B. Point to Point Message Switching 
C. Recor~ Entry and File Maintenance 

XI. RESPONSE IWrERPRETATION EXERCISES 
A. Driver's License Checks 
B. Registration Inquiries 
C. Hot File Responses 
D. "Sound ex" Filing System 
E. Legal Responsibility in Hit Processing 

XII. COMPUTERIZED AND MANUAL CRIMINAL HISTORY INQUIRIES 
A. Demonstration of Correct Procedures' in Making "On Line" and }'CL'f 

Line" Criminal Records Check 
B. Criminal Records Checks on Interstate Basis 
C. Dissemination Limitations 
D. Overview of Persons/Groups Eligible to Receive Criminal History Information 

12:30 - 5:00 PM (LEGAL TRAINING FOR TELECOMMUNICATOR) 
XIII. CIVIL LAW--DEFlNED 

A. Municipal (it'dinance Violations 
B. Law Enforcement's Role in Civil Law Enforcement 
C. Identification of Civil Law Enforcement Pvwers (Municipal Police, 

County Sheriff) 
D. General Discission of Individual Agency Policy in Civil Law Enforcement 

XIV. CRIMINAL LAW--DEFINED 
A. General Definitions (felony, forcible felony, misdemeanor, etc.) 
B. Use of Force 
C. Specific Crimes (murder, kidnapping, sex offenses) 
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THIRD DAY 
(continued) 

FOURTH DAY 

FIFTH DAY 

Adapted from: 

TIME 

12:30 - 5:00 PM 
(continued) 

8:00 - 11:30 AM 

12:30 - 5:00 PM 

8:00 - 11:30 AM 

12:30 - 5:00 PM 

XIV. 

xv. 

XVI. 
XVII. 

XVIII. 

XIX. 

xx . 

XXI. 

XXII. 

XXIII. 
XXIV. 

xxv. 

XXVI. 
XXVII. 

XXIX. 

~ 

CRIMINAL LAW DEFINED (continued) 
D. Personal Crimes 
E. Property Crimes 
F. Deception 
G. Robbery 
H. Burglary 
1. Arson 
J. Criminal Trespass and Damage to Property 
K. Disorderly Conduct 
L. Official Misconduct 
TRAFFIC LAW DEFINED 
A. Enforcement Powers 
B. Special Areas (accidents, alcohol and reckless) 
C. Traffic Law and Relationship to Civil Liability 
SPECIAL LEGAL' AREAS 

, LIABILITY 
A. Municipal Liability 
B. Vicarious Liability 
C. Examples 
SUMMARY 

DISPATCH TECHNIQUES 
A. D~scription of Radio Systems for Public Safety 
B. Explanation of Radio Frequencies 
C. Base Station Controls 
D. Communication Practices 
DISPATCHING ASSIGNMENTS 
A. Transferring Telephone Complaints to Radio Calls 
B. Using Radio Call-Up Procedures 
C. Using APCD or Local Ten CodeS 
D. Using APCO and International Alpha Codes 
E. Numerical Pronunciations 
F. Dispatcher's Vocabulary 
G. How to Describe People for Radio Broadcast 
H. How to Describe Vehicles for Radio Broadcast 
I. Special Communication Procedures 
RADIO NETWORK DISCIPLINE 

FCC RULES AND REGULATIONS 
A. Twelve Most Violated FCC Rules 
B. FCC Field Office Information 
C. Station Licensing/Frequency Coordination 
D. Legal Responsibilities 

---------------_._--

SPECIAL EMERGENCY NETWORKS (state police, fire emergency, etc.) 
SPECIAL DISPATCHING TECP,NIQUES 
A. Transferring Telephone Reports into Radio Messages 
B. Differences between Dispatching Calls of Law Enforcement Service 

and Fire and Emergency Medical 
C. Discussion of Fire and Ambulance Apparatus 
EMERGENCY COMMUNICATION PLANS/DISASTERS 
A. Organizing for External Disasters (airplane crashes, train wrecks) 
B. Organizing for Internal Emergencies (back up radio base station, power) 
C. Mutual Aid 
ALARM MONITORING SYSTEMS FOR BURGLAR & FIRE 
911 EMERGENCY TELEPHONE SYSTEM 
COMMUNICATION EQUIPMENT OF THE FUTURE 
A. Recorders 
B. Computer Aided Dispatch 
C. Devices for Deaf and Mute 
D. In-Car Computer Terminals 

XXX. FUNCTIONAL AREA-METHODS, SKILLS, FUNCTIONS 
A. Handling Simulated Situations (ambulance contacts, officer back-up) 
B. Identifying Ava~lable R~sources 
C. Notification Requirements 

XXXI. FUNCTIONAL AREA-SIMULATION 
A. Simulated Proficiency (telephone, radio, documentation etc.) 
B. Individual Assessment 

North East Multi-Regional Training, Inc., Basic Public Safety Telecommunications: Training Program 
(Aurora, Illinois: 1983). 
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policy level responsibilities. Middle and first line managers are more likely 

to need training in technical aspects of their jobs, citizen/police relations 

and in managing people. These different needs are reflected in the training 

content areas and methods suggested in Exhibit 4.10. 

3. Evaluate training. To be justified, training must demonstrate an 

impact on the performance of the trainees. TOo often, training is done 

without any thought of measuring and evaluating how well the objectives are 

accomplished. Yet training evaluation is a management tool. It provides a 

basis for better program decisions and more rapid responses to needs for 

improvement. Because training is both time consuming and costly, evaluation 

should be built into every training program. 

Any training program can be evaluated at four levels: 

• 
• 

Reaction. 

Learning. 
knowledge, 
training? 

How well did the trainees like the training? 

To what extent did the trainees acquire the 
skills, and attitudes that were included in 

• Behavior. To what extent did their job performance change 
because of the program? 

• Results. What final results were achieved? (reduction in 
dispatching errors, reduction in turnover, increase in 
telecommunications equipment service life, etc.)* 

Reaction level evaluation can be measured by interviewing the trainees 

or by trainee questionnaires. The immediate reaction of trainees may measure 

how they liked the training rather than how it benefited them. Moreover, re

action level questionnaires often lead to unreliably favorable impressions of 

training because trainees tend to be too kind in completing them, either 

because they are grateful for any off-the-job experience or they liked the 

trainer personally even though they might have disliked his content or deliv-

ery. 

Learning level evaluation measures how w~ll trainees have acquired the 

knowledge, skills, and attitudes for which the training was designed. Know

ledge tests, observations of skill utilization, and questionnaires/interviews 

for attitudes are commonly used for evaluating learning. These instruments 

*Adapted from: 
Training Programs--The 
(May, 1968), pp. 2-3. 

R.F. Catalnello and D.F. Kirkpatrick, "Evaluating 
State of the Art," Training and Development Journal, 
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Exhibit 4.10 

TRAINING CONTENT AND METHODS AT VARIOUS 
MANAGEMENT LEVELS 

EXAMPLE 

Sr. Computer Systems Analyst 
Sr. Communications Technician 

Technical Services Manager 
Operations Manager 
Staff Department Managers 

with subordinates 

General Manager 
Executive Director 
police Chief (in agency 

supplier arrangement) 

CONTENT 

Technical duties 
Citizen and police relations 
Essentials of management--

leadership and motivation 
work scheduling 
communications 
reporting 

Technical duties 
Citizen and police relations 
Theory and practice of manage-

ment--
managing managers 
coordination and teamwork 
handling grievances 
planning and budgeting 
reporting 
recruitment and selection 

Governmental relations 
Theory and policy of manage

ment--
regulation setting 
multi-year programming and 

financial planning 
external reporting 
management development 
organizational and perform-

ance auditing 

=.c,c'f.\ 
,.;::;.. Id 

METHODS 

Read basic textbook 
Take short course 
On-the-job coaching by 

superior 

Take semester course at 
local college or profes
sional association 

Use lectures and case 
studiels 

Use programmed learning 
text 

Joint programs with mem
ber jurisdictions or 
other sharing arrange
~ents 

On-the-job coaching 

Refresher courses on man
agement 

Meetings with other top 
managers 

Professional journals 
Job rotat.i.on within sys

tem (e.g. operator-for
a-day) 

Adapted from: H. Koontz and C. O'Donnell, Management (New York: McGraw-Hill, 1976), pp. 520-526. 
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can be given both before and after training to compare scores and measure im

provement. 

Behavior level evaluation attempts to measure the effect of training 

on job performance. This is more difficult to evaluate than learning since 

the latter can be measured at the training site whereas behavior has to be 

measured on-the-job. Interviews with supervisors, trainees, and co-workers 

and observations of job performance are ways to evaluate training at the 

behavior level. 

Evaluating training at the results leve~ measures the effect of train

ing on the needs that training was intended to address. Because results such 

as dispatching errors, turnover, response time, and other performance measures 

are more concrete, this type of evaluation can be done by comparing records 

before and after training. The problem with this measurement is the sometimes 

erroneous deduction that training produced the statistical difference when 

other factors may have been more influential. For example, a significant re

duction in turnover might be due to a motivation training program or talk but 

a salary increase might have as great or even greater impact on turnover. 

Hence, it is important to be aware of the complexity involved in determining 

the exact effect of training.* 

4.6 Compensation 

Compensation is the major cost of operating a shared communications 

system. The Northwest Central Dispatch System expended almost 70% of its 

1981-82 budget on personnel compensation whereas for the South Bay Regional 

Public Communications Authority, compensation consumed about 66% of the 

budget. Part of this compensation is paid directly to the employee in 

the form of salary or wages and part is paid indirectly in the form of fringe 

benefits (e.g., paid vacation, hospital insurance, etc.). 

*Two general purpose textbooks on training evaluation are: Kent J. 
Chabotar and Lawrence J. Lad, Evaluation Guidelines for Training Programs 
(Lansing, Michigan: Midwest Inte.rgovernmental Training Committee/U.S. Office of 
Personnel Management, 1974); T.L. Wentling, Evaluating Occupational Education 
and Training Programs, 2nd Edition (Boston: Allyn & Bacon, 1980). 
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Compensation for a particular POSl.'tl.'on l.'S 1:1 usua ' y set relative to 
three standards of equity: 

• 

• 

• 

Internal equity. Employees working on a variety of jobs 
within the same organization; 

External equity. Employees working on similar jobs in other 
organizations; and 

Employee equity. Employees working on the same job within 
the same organization. 

Exhibit 4.11. shows how these standards affect the steps in the 
compensation process. It provl.'des 1 ' , a genera l.ntroductl.on to the techniques 
used in deciding on compensation levels. It is designed to achieve the 

typical objectives of a compensation system.· t ttr t d ' o a ac an retal.n employees 
and to try to motivate them to perform in an effective and efficient manner. 

1. Decide on method of job evaluation. Job evaluation is the formal 

process by which the relative contribution of various jobs in the organization 

is determined for pay purposes. Essent' 11 't t l.a y, l. a tempts to relate the 
compensation paid for a J'ob to the extent that h t e job contributes to organi-
zational effectiveness. It' t 1 l.S no a ways easy to evaluate the contribution of 

all the jobs in a shared communications system or any other type of organiza-
tiona It may be obvi.ous that the effective general manager will contribute 

more to the goals of the system than its senior communications analyst; the 

point at issue is how much the differential is worth. 

There are several methods used to determine internal equity through 

job evalua'tion, inc.LuQ.Lng job ranking, classification, and the point sys-

tem. Job ranking places all the J'obs l.'n ' an organl.zation in order of relative 
"value," "complexity," or "contribution to organizational effectiveness." 

job ranked the highest receives the highest pay, the job ranked the lowest 

receives the lowest pay, and jobs ranked in between are paid in relation to 

The 

the two extremes. Whereas job ranking deals with individual jobs, classifi-

cation ranks groups of jobs in the same manner, e.g., the least ' contnbuting 
jobs in the U.S. federal service are grouped into GS-1 and paid the lowest 

salaries. Both job ranking and classification entail subjective judgments of 

worth and are cumbersome to use when large numbers of jobs are involved. They 

also do not provide exact measures of the differences between ranks, c.g., 
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Exhibit 4. 11 

COMPENSATION PROCESS 

Internal Equity External Equity 

Step 1 Step 2 Step 3 
., 

)ecide on method Establish pay Conduct wage 
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": )f job evaluation classes and survey 
steps 
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ranking individual jobs or groups of jobs #1 and #2 merely indicates that #1 

is more valuable than #2, not how much more valuable.* 

The point system is the most frequently used approach because it is 

more systematic and reliable than job ranking or classification. Basically, 

the point system requires evaluators to quantify the elements or factors in a 

job. It involves: (1) defining the 3-10 most important factors of each job, 

e.g. education required; (2) assigning a weight to each factor which reflects 

its relative importance to that job, e.g. education (25%); (3) awarding 

points to each factor based on the level of that factor that the job requires, 

e.g. education (100 points); (4) multiplying the points for each factor by 

the weight to determine a weighted score on each factor, e.g. education (25% 

x 100 points = 25 points weighted score); (5) summing the weighted scores on 

each factor to determine the overall score for the job. An example of the 

use of the point system in job evaluation is in Exhibit 4.12. 

2. Establish pay classes and steps. The results of the job evalua-

tion are used to establish pay classes and steps within each class. A pay 

class is a group of jobs of approximately equal worth in terms of responsi

bilities and requirements. For example, if the point system is used, any 

position with a weighted score up to 50 points could be assigned to Class 1; 

51-100 to Class 2; 101-150 to Class 3, and so on. The higher the class, the 

greater its worth and the higher its compensation. 
Although it is possible for a pay class to have a single pay rate, 

the more likely condition is to have a range of payor "steps." These ranges 

can have the same spread or can increase the spread as the pay rate increases. 

For example, within Class 3 (101-150 points), there might be four steps: 

Step 1 : $5.00-5.25 per hour 

Step 2: $5.26-5.50 per hour 

Step 3: $5.51-5.75 per hour 

Step 4: $5.76-6.00 per hour 

*More detailed information about these and other job evaluation 

methods can be found in: W.F. Glueck, Personnel: A Diagnostic Approach 
3rd Edition (Plano, Texas: Business Publications, 1982), pp. 468-476. 
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Exhibit 4.12 

USE OF POINT SYSTEM IN JOB EVALUATION 
(Non-Management Positions) 

WEIGHT 

.15 

.20 

.15 

POINTS 
AWARDED 

100 

50 

50 

WEIGHTED SCORE 

15.00 

10.00 

7.50 
3. Initiative and ingenuity 
------------------------------------------------------------------------------------------------~~~~~~~~---.------

Effort 

4. Physical demand .10 

.05 

75 

125 

7.50 

6.25 
5. Mental-visual demand 

------------------------------------------------------------------------------------------------------------------
ReSEonsibilit~ 

6. For equipment or process .05 100 5.00 

. 7. Material or product .05 25 1.25 

8. Safety of others .05 25 1.25 

.05 25 1.25 
9. Work of others 
------_._--------------------------------------------------------------------------------------------------------
Job Conditions 

10. Working conditions 

11. Hazards 

TOT~~LS 

.10 

.05 

1.00 

50 

75 

5.00 

3.75 

63.75 

I 
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These steps in effect are money raises within a pay class to help take care 

of the needs of individual pay determination. Within class increases are 

typicallY based on sepiority, merit, or a combination of both. Exhibit 4.13 

shows the pay classes and steps used in 1981 by the South Bay Regional Public 

Communications Authority. The entire pay structur.e should be evaluated 

periodically to insure its conformity with prevailing wage rates, inflationary 

pressures, and labor market conditions. 

3. Conduct wage survey. A prerequisite to construction of a rational 

pay structure and the mainte'nance of external equity is a knowledge of "pre

vailing rates of pay" in the general labor market. In order to attract, 

retain, and motivate its work force, a shared communications system must have 

a pay structure that is compet.i tive with what other employers are offering 

for comparable work. A shared communications system that pays its uperators 

$6 per hour when local police departments are offering $8 is likely to have a 

small and relatively unqualified applicant pool unless the system is able to 

offer incentives other than wages. On the other hand, a system offering $8 

per hour for a job when the prevailing rate is $6 will not be competitive in 

terms of the fees it must charge for its services. 

Smaller systems may have to rely for ~his information on published 

reports or the actions of nearby communities. Several sources for pay 

information are available including government surveys, trade associations, 

and consulting services. For example, employers in numerous communities 

par.ticipate in a wage survey sponsored by the Chamber of Commerce. This 

information may be useful for a shared communications system interested in 

getting started in that community. National surveys on many jobs and indus

tries are available through the Bureau of Labor Statistics in the U.S. 

Department of Labor or through national professional organizations such as 

the American Management Association, American Management Society, and the 

American Compensation Association. 

If the wage information the organization needs is not already avail

able, the communications system can undertake its own wage survey. Larger 

systems and jurisdictions are more likely to have to conduct independent 

surveys of their own to supplement such sources. Recent surveys of compensa-
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1158 
6.6808 

1187 
6.8481 

lMlibit 4.13 

PAY CLASSES ANp STEPS 

(South Bay Regional Public Connnunications Authority) 

SALARY STEPS (MONTHLY AND HOURLY RATES) 
BCD 

1216 
7.0154 

1277 
7.3673 

Communications Operator - Trainee 

1246 
7.1885 

1308 
7.5462 

Financial Administrator 
Personnel Analyst 

1341 
7.7365 

1373 
~.9212 

E 

1408 
8.1231 

1442 
8.3192 

I~,.i j ;",.") 

I 8 

"I 'oO :.-----~------------------------------ri 'J 12 
1308 
7.5462 

1373 
7.9212 

1442 
8.3192 

Communications Operator 

1514 
8.7346 

1590 
9.1731 

i'J <,I 

1

'.:.·.· .• ,;:1 ].1-1-3------1-3-4-1-------14-0-8-------1-4-78-------1-5-5-2------1-6-3-0--

:1) 7.7365 8.1231 8.5269 8.9538 9.4038 
~ { ,.~. 

J Executive Secretary 

[I ] 14 1373 1442 1514 1590 1670 

fi ]_15 ______ :_~0-9:-1-2------::-·:-:-:-:-e-r_s-y-s-t-e-m_S __ An_:_:_:_:_:_: ______ :-~-:-:-3-1------:_:-::-,4-6-
rl J 8.1231 8.5269 8.9538 9.4038 9.8769 

1,'.1 j Administrative Analyst 
f~ 1 

'. L.,:j 21 
1;:1 "n 
hi .Ji' 

f!fl 
t~j 

ti 
] 22 

1630 
9.4038 

1670 
9.6346 

1712 
9.8769 

1798 
10.3731 

Communications Technician 

1754 
10.1192 

1842 
10.6269 

Communications Supervisor 
Senior Computer Systems Analyst 

1888 
10.8923 

1934 
11.1577 

1982 
11.4346 

2031 
11.7173 

:1.:: ]1 
j . ~ 

'14 -------------------------,---------~-----
,'I 
': ' ~ 
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jj " 
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24 

32 

1754 
10.1192 

2133 
12.3058 

*Effective May 9, 1981 

1842 
10.6269 

1934 
11.1577 

Senior Communications Technician 

2240 
12.9231 

2352 
13.5692 

Operacions Xanager 
Technical Services Manager 
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2031 
11. 7173 

2470 
14.2500 

2133 
12.3058 

2594 
14.9654 
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tion practices have determined that over 92% of respondent firms complete 

some sort of survey analysis of the external labor market.* The standard 

practice in gathering pay data consists of the following tasks:** 

• selecting a representative set of pay classes that typify 
major segments of the work force involved and are likely 
to be found in the outside market; 

• writing brief descriptions of these classes that will help 
identify comparable classes in private or public employment; 

• soliciting by questionnaire or personal visit the existing 
pay rates, pay schedules, work hours, and other relevant in
formation for each of these classes from a representative 
sample of employers that hire substantial numbers of people 
in these categories. The personal interview develops the 
most accurate responses but is more expensive than the ques
tionnaire. Jobs surveyed by mail must be very well defined 
or the data may not be accurate. Telephone calls may be 
used to follow up the mail questionnaire or to gather data; 
this procedure is quick but a telephone call cannot yield 
a substantial amount of detailed information; 

• compiling these data in a systematic way to determine the 
spread of rates found for each class. 

The Northwest Central Dispatch System recently conducted a wage 

survey to determine the prevailing pay rates in Northern Illinois for shift 

supervisors and dispatchers. They surveyed fifteen other shared communica

tions systems and obtained their salary ranges for both positions as well as 

the actual salaries being paid to incumbents in both positions. They deter

mined that NWCDS' official salary policy line for both positions (i.e. 

midpoint in the salary range) was very competitive with what other systems 

were offering, but that the actual salaries being paid by NWCDS were consider

ably lower than the actual salaries being paid by the competition. Actual 

salaries being paid for dispatchers by NWCDS was below the lowest amount 

being paid in the marketplace. Actual salaries for shift supervisors in 

NWCDS equalled the lowest salaries on the outside. One of the main factors 

*N.F. Crandall, "Wage and Salary Administrative Practices and Decision 
Processes," Journal of Management 5:1 (Winter, 1979), pp. 71-90; Bureau of 
National Affairs, Job Evaluation Policies and Procedures PPF Survey No. 113 
(Washington, D.C., 1976). 

**0. Glenn Stahl, Public Personnel Administration 6th Edition (New York: 
Harper & Row, ,1971), p. 86. 
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explaining this salary discrepancy was that NWCDS had hired many new employees 

in the previous year Who would be lower paid on the average than the "veterans" 

employed by other systems. As a result of this analysis, NWCDS' management 

recommended to its Board of Directors that: (1) salary policy line for shift 

supervisors should be raised by 2% to make the NWCDS' line correspond with 

the official salary lines in other systems; and (2) general and merit increas

es should be provided for all eligible employees in order to remain competi

tive with the prevailing salaries actually being paid for comparable work at 

other shared communications systems. 

In conducting wage surveys, it must be acknowledged that the competi

tive market rate is not a perfect guide to the establishment of pay levels in 

the public service. It is difficult to insure that the jobs being compared 

are truly comparable; an accounting clerk in one communications system may 

have different duties than a clerk in another system. In addition, the wider 

the geographic area covered by a wage survey, the more likely the results 

will be affected by differences in system operations, local cost of living, 

and competition wi th pri va te industry for the same workers. Finally, some 

sharing arrangements may have no comparable arrangements in the surrounding 

area nor will they have private sector counterparts to many of the jobs 

included in the system's pay structure. The tasks outlined above may help to 

minimize these problems but cannot avoid them entirely. 

4. Make individual pay determinations. The final issue in establish

ing a compensation process is pay for individual employees. The direct and 

indirect compensation paid to anyone employee is a product of salary negotia

tions upon initial hiring (although the pay class is normally tied to the 

position and fixed), subsequent performance reviews and promotions, and 

across-the-board increases. The most crucial consideration in individual pay 

determination is that employees performing the same work receive approximately 

the same pay (allowing for seniority variations). 

4.7 Performance Appraisal 

An effective appraisal process for employees depends on several 

factors. Top management support is essential since without some assurance 

that the information provided by performance appraisals will be used to 
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reward and discipline employees, few people are likely to take the a!praisals 

seriously. Superiors and subordinates who will be involved in the appraisal 

process should be involved in its establishment and implementation so that 

they will be committed to and accept it. Finally, the appraisals should 

focus on objectives based evaluation criteria and measures rather than just 

on "hygienic" factors such as cooperation, initiative, or personal appearance. 

Exhibit 4.14 depicts the steps in the formal performance appraisal 

process. In most shared communications systems, two appraisal processes 

exist side by side: the formal and the informal. The informal process 

occurs daily as superiors, colleagues, and subordinates observe the job 

performance of each employee and make judgments, tentative at first but later 

with increasing certitude, about that person's knowledge, skills, and atti

tudes. Formal appraisals, the focus of this section, are those set up by the 

system to regularly and systematically evaluate employee performance. We 

focus on two steps: (1) establish evaluation policies, and (2) gather data 

on performance. 

1. Establish evaluation policies. A policy statement of a perform-

ance appraisal process should specify: 

• What is evaluated--the criteria for evaluation 

• When evaluation takes place 

• Who evaluates 

o How evaluation takes place--the evaluation techniques 

What is and should be evaluated about employee performance is the 

most important policy issue. The factors which should be considered in the 

appraisal process are called the evaluation criteria. The criteria should 

arise from the job itself: job analysis, job description, and job evalua

tion. There are three types of criteria : personality, performance., and 

objectives. 

Personality criteria are based on the often erroneous assumption that 

possession of certain behavioral or character traits will result in good 

performance. Examples of these criteria include: dependability, initiative, 

and cooperation. Performance criteria are aimed at overall judgments about 

effectiveness on-the-job and include quality of work, q~antity of work, job 
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Exhibit 4.14 

fERFORMANCE APPRAISAL PROCESS 

Step 2 Step 3 Step 4 Step 5 

,. 

Gather data Evaluate _lO Discuss Make decision and 
on perform- performance . performance - file evaluation 
ance 

J Step 6 

Take remedial 
action -
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knowledge, and attendance. Both personality and performance criteria are used 

by the South Bay Regional Public Communications Authority to evaluate commun

ications operators, as illustrated by the employee appraisal form excerpted 

in Exhibit 4.15.* Unfortunately, personality and performance criteria suffer 

from vague definitions of terms and consequently subjective and inconsi$tent 

judgments about the exteI"!t to which they have been achieved. They also do 

not relate directly to the goals of the enterprise. 

Objective criteria, on the other hand, result from a belief in 

management-by-objectives (MBO) in which superior and subordinate collabora

tively set individual objectives to guide the subordinate's work over a 

specified time period, e.g. communications operators will increase their 

dispatch accuracy by 20% by March 1, 1984. This approach provides a more 

empirical basis for evaluation and can be directly j ob-rela ted, al t,hough there 

may be some question about whether individual employees can or should be held 

accountable for the achievement of organizational objectives. An example of 

an appraisal form based on objective criteria is shown in Exhibit 4.16. 

2. Gather data on performance. Even though formal appraisals may 

occur but once per year, the gathering of the performance data on which these 

appraisals will!be based should be continuous. Observation, interviews, and 

records can all be used to form jUdgments about employee performance, e.g.: 

• A shift supervisor routinely monitors her operators as 
they receive complaints and dispatch police and fire 
units; 

8 The technical services manager informally chats with 
the communications technicians to see how things are 
going in their department and how the senior communica
tions technician is performing; 

• The general manager regularly checks incident records 
to spot problems in dispatch speed or accuracy; 

• The performance of communications technicians is appraised 
by reviewing repair records to deter;nine the quality of 
the repair work and the incidence of further repairs on 
the same equipment. 

*The complete appraisal form is in Appendix G. 
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Exhibit 4.15 

USE OF PERSONALITY AND PERFORMANCE CRITERIA 

(South Bay Regional Public Communications Authority') 

IA 
oq,. ... C> 

,,~ oq,. § 
.~ ..... C .Q 
~ ~~ .;, 

....... &' *'I:"!iO ... ', SECTION I (General Work Habits) ... ~ ~~. ,so I •• ,,~. ~'I:".,'I:" # 0 a. Absenteeism : reasonableness; IImmg 

b. Appearance : acceptable attire: grooming 

c. Codes : knowledge: application 

d. Confidence : independence of action 

e. Efficiency : accuracy I speed of data entry 

f. Equipment : usel care; includes work area 

g. Polish : interaction with public, city personnel 

h. Professionalism : tact; discretion: confidentiality 

i, Punctuality : on-time work reporting 

j. Reliability : follows directions. work rules 

k. Responsibility : accepts effectively 

I. Stress : manages work under pressure 

m. Teamwork : interaction with others 

SECTION II (Tel~phone Call Processinc) 

a. Codes : priorities. actions. early entry 

b. Control : dominance of conversation 

c. Product : • composition. text of call 

d. Questioning : screening. efficiency 

SECTION 111 (Radio Dispatchinc) 

a. Changes : maintenance of equipment status 

b. Traffic : comprehension: control 

c. Voice : clarity: diction: forcefulm:ss 
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Exhibi t 4. 1 6 

OBJECTIVES-BASED APPRAISAL FORM 

PROGRESS REVIEW 

(This side to be completed by Immediate Manager) 

PART ONE 

For 
Exempt Salaried 

Employees 

Name Payroll No. Dept. No. 
--------~------~~--~------~~~~~~- -------- --------(Last) (First) (Initial) 

I. EVALUATION OF PERFORMANCE AND QUALIFICATIONS 

A. GOALS (Desired individual's overall performance on present assign
ment in terms of major objectives. Describe special accomplishments. 
Indicate performance trend. State future goals, work timetables 
for completion.) 

B. QUALIFICATIONS (Describe technical, interpersonal, managerial quali
fications, etc.) 

1. STRENGTHS 

2. DEVELOPMENT NEEDS 

II. DEVELOPMENT AND CAREER RECOMMENDATIONS 

A. DEVELOPMENT RECOMMENDATIONS (Specify development plans for the next 
12 months which are responsive to identified needs.) 

B. POTENTIAL NEXT ASSIGNMENT (Consider alternatives.) 

C. CAREER ROUTE AND GOALS (How realistic are the individual's career 
goals, and are they compatible with your views of his/her capabil
ities? Make a clear statement with respect to long-range develop
ment; needs and recommendations for future positions and training.) 

Completed by Employee 
Immediate Manager Date Signature 

Reviewing Manager Date Date Discussed with 
Employee 

Source: P. Pigors and C.A. Myers, Personnel Administration (New York: 
McGraw-Hill, 1981), p. 296. 
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Chapter 4 has discussed various aspects of the personnel function 

applicable to a shared communications system: employment planning, recruit

men,!; and selection, training, compensati.on, and performance appraisal. The 

next chapter deals with acquiring and managing the financial resources needed 

not only to pay the salaries of system personnel but also to underwrite every 
phase of its operation. 
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Chapter 5 

MANAGING FINANCIAL RESOURCES 

The management of a shared communication system's financial resources 

is crucial to the preservation of its assets and the effective delivery of its 

services. Financial management is more than just raising revenues through 

assessments of member jurisdictions. It is also concerned with allocating 

available funds to the system's activities, expending the funds on approved 

products and services, and recording all financial transactions accurately 

and promptly. The magnitude and severity of the fiscal crises of governments 

everywhere makes it all the more important that shared communications systems 

handle their financial resources responsibly. 

5.1 Role of Financial Management 

The financial management function serves two general purposes: (1) 

to ensure that sufficient funds are on hand to finance system operations and 

(2) to expend the funds in a. prudent manner. To these ends, a shared communi

cations system engages in the three financial activities depicted in Exhibit 
5.1: 

• Budgeting. This is the preparation and authorization 
of a plan of financial operation embodying an estimate 
of proposed expenditures for a given period (typically 
a fiscal year) and the proposed means of financing 
them (revenue estimates). 

• Financing. This is the provision of funds required for 
budget execution and system operations through assess
ments of member jurisdictions, grants, and investment 
income. 

• Auditing. This is the systematic examination of resource 
utilization in order to ascertain whether financial state
ments fairly present financial condition and the results 
of operations as well as to test whether financial trans
actions have been recorded accurately and consistently. 

The cont~actual arrangement and by-laws that govern the communications 

system provide the basic framework within which financial management must be 

carried out. Provisions of state laws, municipal charters, and local ordin

ances provide additional guidelines for the system's fiscal officer. These 

documents frequently addrl~ss matters such a,s: What are the responsibilities 
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Exhibit 5.1 

HANAGING FINANCIAL 
RESOURCES 

PLANNING FOR SUPPORT 
SERVICE SHARING 

ORGANIZING A SERVICE 
SHARING ARRANGEMENT 

'f 

MANAGING PERSONNEL 
RESOURCES 

, 
MANAGING FINANCIAL 

RESOURCES 

,W 

OPERATING A SERVICE 
SHARING ARRANGEMENT 

,if 

EVAWATI'NG A SERVICE 
SHARING ARRANGEMENT 
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Chapter 2 

• Developing Interest and Support 
• Determining Type of Sharing Arrangement 
• ueciding on Nature aqd Level of Service 
• Establishing a Written Agreement 
• Ratifying the Agreement 

Chapter 3 

• Building an crganization Structure 
• Formulating a Decision Making Process 

Chapter 4 

• Employment Planning 
• Recruiting 
• Selecting 
• Training and Development 
• Ccmpensation 
• Performance Appraisal 

Chapter 5 

• Budgeting 
• Financing 
• Auditing 

Chapter 6 

• Choosing Facilities and Equipment 
• Providing Services 
• Keeping Records 

Chapter 7 

• 
fJ 

• 
Measuring System Impact 
Measuting.8ystem Process 

/,1 

Measuring( ~?ystem Costs 
\ \ 
) / 
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of system management and local officials with regard to bud ge tir.g , {""anc

ing, and auditing? What legal actions are required to establish an official 

budget or levy assessments? How detailed must budget enactments be? Hho 

must authorize expenditures? If existing documents do not fully and clearly 

specify the powers and duties with respect to financial management, prompt 

actions must be taken to fill the gaps before an actual problem or issue 

arises. 

5.2 Budgeting 

Simply stated, a budget is a dollar-and-cents plan of operation 

for a specific period of time. At a minimum, such a plan should contain 

information about the types and amounts of proposed expenditures, the pur

poses for which they are made, and the proposed means of financing them. 

Exhibit 5.2 depicts a typical budget cycle, i.e., the steps in

volved in preparing and approving an annual budget. It is divided into 

two phases: (1) budget preparation and (2) budget adoption. The remainder 

of this section will discuss specific aspects of each step especially per

tinent to a shared communications system. 

1. Prepare and Disseminate Budget Instructions. At the start of 

the annual budget preparation cycle, the general manager and board of direc

tors should initiate discussions with member jurisdictions concerning the 

principal policies which should be reflected in the budget. To develop these 

policies it will first be necessary to review current year fiscal conditions 

and the prospects for the next fiscal year. Such a review is aimed at 

identifying the financial constraints that will h~ faced in the next budget 

year, including preliminary revenue estimates, t~ends in inflation and local 

economic cond.it.ions, estimated service levels, and major cost items which 

will fa11 due in the budget year. Th~se policies should be endorsed by the 

board ".:liE directors (or other authorizing body in an agency supplier system) 

aI1,d dir-lseminated to melllber jurisdictions. 

After overall policies have been developed, the system's general 

manager of chief fiscal administrator should prepare and disseminate to each 

line and staff department in tne system a set of detailed instructions for 

132 

.. 

~ ________________ ~ ___________________________________ ~n ____ ~>~ ____ ~m ___ ,~C~_~> __ ~.~ _________________ ~ ________ .~ ___ ._~_~.~ __ ~ __ 



~ ~---~ ----- --- -~ ------- --------------------------------------------------------
______ ·_··_·M~ __ . 

\ 

! I ~ 

" ", 
! 

'''"' C. 
.~ ~U 

I 

~,~-!;.-

,! ~'" 

step 1 

Prepare and 
Disseminate 
Budget In-
structions 

I 
BUDGET 

PHEPARATION 

Step 2 

Develop 
Expenditur 
Hequests 

I. I 

Exhibit 5.2 
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preparing the budget.* The instructions should be sent early in the budget 

cycle, at least 30 days before the budget requests are due. Instructions 

should inGlude items such as the following: 

• Statement from general manager summarizing the anticipated fiscal 
position of the shared communications system and an outline of 
overall fiscal policies to be pursued. Department heads (opera
tions, technical services, etc.) should be encouraged to examine 
the merit of existing programs and to justify fully requests for 
new or expanded programs or services; 

• A budget calendar indicating dates of all pertinent activities 
relating to completion of the budget. Exhibit 5.3 contains a 
budget calendar suitable for a joint provision arrangement; 

• Range of permissible salary increases for system employees, 
based on cost of living adjustments or merit increases; 

• General guidelines on rate of inflation to be used in estimating 
costs, current prices of office equipment and supplies, and other 
factors that would apply to.all departments across the board; 

• Copies of all forms to be completed along with detailed instruc
tions and examples of how to complete them. Types of forms 
needed would include: detailed worksheets for personal services, 
operating expenses, and equipment requests. The most critical 
forms are discussed more fully in the next step on preparing ex
penditure requests. 

An important issue that should be resolved in the budget instruc

tions should be the way in which budgetary information should be presented. 

The budget classification structure may be simple or complex depending an 

the needs of the sh~rp.d communications system. It should provide data in 

the format and level of detail wnich each system manager and local official 

needs to analyze budget requests effectively, to monitor and control the 

provision of services in conjunction with the budget, and to evaluate per-

fo:t1Tlance. 

The budget classification system for a shared communications system 

may be built around the following components: 

• Organizational unit: 
sions responsible for 
operations, technical 

departments or other system divi
particular expenditures, e.g., 
services, general manager; 

*The term "department" refers to the organizational units or. individ
uals employed by the shared communications system, e.g. operations, techni
cal services. The term does not relate to the police and fire departments 
who are members of the system. 
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DATES 

January 1-31 

February 1 

February 1-28 

March 1-31 

April 1 

April 1-30 

May I-June 30 

Juiy 1 

Exhibit 5.3 

SAMPLE BUDGET CALENDAR 

ACTIVITIES 

Develop policy guidelines through: discussions 
between general manager and governing board, esti
mate of revenues and expenditures, and review of 
service sharing agreement. 

Disseminate budget instructions to department 
heads. 

Department heads develop expenditure requests 
and submit to system budget officer. 

Budget officer and general manager meet with 
department heads to discuss expenditure 
requests and finalize budget recommendations. 

Budget recommendations are presented to govern
ing board and member juri.sdictions. 

Governing board considers budget, adopts it as 
amended, and transmits it to member jurisdic
tions for appropriate action and financing. 

Adopted budget recorded in accounting records. 
Allocated to departments. 

Beginning of fiscal year. Budget goes into 
effect. 
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• Activity: identifies a particular service or adminis
trative function performed, e.g., receiving calls for 
service, dispatching police units, hiring new personnel; 

• Program: a broad category of activities or services 
provided by the organization, e.g., internal management, 
external liaison, data processing, equipment mainten
ance; 

• Object of EXpenditure: a specific category of cost 
designed to provide detail on the types of products or 
services that the system has to purchase in order to 
operate, e.g., personal services, purchased services, 
supplies and materials, capital outlay; 

• Source of Revenue: type of revenue received, such as 
direct taxes, user fees from member jurisdictions, or 
federal or state grants; and 

• Project: a special classification for major capital 
outlays and sometimes for federal grant activities such 
as the purchase of a new repeater station using an LEAA 
grant. 

The vast majority of shared communications systems budget only by 

object of expenditure. They prefer its simplicity and its detail. Some also 

acknowledge that an object of expenditure budget provides information only on 

the "things" purchased by the system and ignores services produced by the sys

tem. Therefore, these systems attempt to refine the budget by providing addi

tional information on: (1) level of service to be provided for given levels of 

expenditure, and (2) expenditures incurred by each major program of the system. 

An example of a budget excerpt along these lines is presented in Exhibit 5.4. 

2. Develop Expenditure Requests. A shared communication system's 

budget should be based directly on service needs. When expenditure requests 

are developed, department managers and the general manager should carefully 

consider: 

• how much service is needed in terms of anticipated 
calls for service; 

• what minimum and maximum levels of service can be 
provided; 

~ how many resources are needed to deliver each level 
of service (operators, equipment, supplies, etc.); 
and 

• how resources can be used more efficiently in pro
viding services. 
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Exhibit 5.4 

SAMPLE BunqET 

~
rogram 

Object of 
Expenditure 

Personal Services 
Regular Salaries 
Overtime 

Purchased Services 
Space Rental 
Telephone 
Postage 
Printing 
Training 

Supplies and. Materials 
Office Supplies 
Equipment Supplies 
Reference Materials 
Other 

Capital Outlay 
Office Equipment 
Radio/Electronic 
Site Improvements 

TOTAL 

Service Indicators 

No. of calls for service 

General 
Mana,Aement 

80,000 

1,000 
6,000 

500 
1,000 

o 

1,000 
300 
100 

50 

6,000 
o 

3,000 

2,500 

101,450 

No. of employees supervised 25 

No. of new employees hired 8 

No. of mobile radios re-l 
paired 
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Operations 

250,000 
10,000 

5,000 
40,000 

100 
2,000 
1,500 

500 
2,000 
1,000 

75 

2,000 
22,000 
35,000 

10,000 

381,175 

100,000 

Technical 
Services 

100,000 
4,500 

2,000 
3,000 

200 
500 
500 

250 
500 
450 

75 

1,000 
5,000 
8,500 

5,000 

131,475 

10 

TOTAL 

430,000 
14,500 

8:,000 
49,000 

800 
3,500 
2,000 

1,750 
2,800 
1,550 

200 

9,000 
27,000 
46,500 

17,500 

614,100 
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For example, a shared communications service might anticipate 300,000 calls 

for service during the upcoming year. The use of workload standards might 

suggest that each communications operator can handle 15,000 calls for service 

per year, which translates into a total operator work force of 20 operators 

at $15,000 average salary. Equipment and facilities expenses can also be 
estimated based on the anticipated workload. 

In addition to service needs, department managers are also likely to 

consider what kinds of programs the general manager and governing board are 

likely to support. In most cases, agencies can be assured that they will not 

get more than they request and probably will get less. Thus, they will ask 

for an amount that seems "reasonable" or slightly above this level to allow 

for some cutbacks. This amount will be based on: last year's appropriation, 

automatic increases for current personnel and cost of inflation to continue 

existing service levels, cost of additional service, and expected revenues 
for the system during the budget year.* 

In preparing a budget request, department managers have to make sep
arate cost estimates for: 

• Personal Services. Salary costs account for over 70% of 
the costs of the typical shared communications system, so 
their estimation is a crucial part of the budget process. 
Essential to estimating salary costs is a systematic 
employment planning process that in~icates how many per
sonnel will be needed to deliver planned service levels 
(see Section 4.2). Additional salary costs may stem 
from anticipated overtime, shift differential require
ments, or requirements for temporary help during peak 
periods. A personal services worksheet should be prepar
ed for each department or activity, as suggested by Ex
hibit 5.5. The worksheet shows one method for budgeting 
salary costs, not including fringe benefits which are 
budgeted separately. 

• Operating Expenses. This object of expenditure category 
is typically broken down into two major sub-categories: 
purchased services, and supplies and materials. Purchased 
services (also known as contractual services) includes 
rent, utilities, travel, printing, training, and similar 
items. Competitive bids should be used wherever possible 
and the costs budgeted should not exceed prevailing rates 
in the community. Supplies and materials include iiot only 

*Adapted from Fred A. Kramer, Contemporary Approaches to Public 
Budgeting (Cambridge, MA: Winthrop, 1979), pp. 7-8. 
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Exhibit 5.5 

PERSONAL SERVICES WRKSliEET 

Department: l)~ 

(1) I (2) I (3) I. (4) I (5) I (6) I (7) I (8) I ( 9) I ( 10) 
Position I Position I Employee I Current I No. Hours I Current I Expected I No . Hours I Total I Total 

Number I Title I Name I Hourly I Per Year I Annual I Salary I for I Adjust- I Budge1::ed 
I I I Rate I (not includ- I Salary I Adjustment I Adjustment I ment I Salary 

I I I I ing vacation I I 

I 

I , 
I & sick time) I (4)x(5) I I (7)x(8) I (6)+( 9) 

ooS 1~·I·lIrl9'L-~ I If.1S' I 1.100 I , I 
, ",ISO I .86 I rOO I 'Yo I 21,1'fC> 

0'4 11'--·" ,7::- ... .- I~!i~ I q·OO I " I ".200 I .'o I • I '110 I ""go 
OIS I ,. l~iuIM.u- I f.U I " I ",'SO I ·&0 I • I '110 I ", f30 

0(<'» I .. ~lIcWt I II. CO I 41 IIIJ,~ I .1.0 I II I yfO I ",'to 
02.2- 11'6k ..... -~_.J ~ 1 

I Ai .......... ~~ ItJl..eu.. , '1.00 I .. I ''2,~ I .~O I • I '/00 I 13,(0) 

021 I " 11'~~1 1.m I u I Il,SCO I .SS I It I '1'10 I 13, ~lIO 
02.'1 I '/ I&U~I 100 I II I 12.G.CX> I .SO I " I '100 I 13.000 

I I~~I 
-

I ()2.~ II .,.'0 I I 
la I '2,180 I • S2- I ,. I lI'" I 13,''1' 

02.<0 I " ~1k9hJJ.1 7.10 I 1,000 I 1.100 I .S'a I I#<JO I 'log I '1,108 

021 I " br~~~48~1 7.'0 I 1,000 I 1,5'00 I .~S I 'too I ~'Ji) 
I 1,120 I 

02.1 I .. 119"~'J~ I 7.00 I 1,000 I 7, '(J) I .S'o I Yoo I :HJO I 7,300 
'''-''''''17' 

TOTALS I I I I '7, '100 1''I3~"580 I I I . '1,310,/ 1
'
'17, '1'14 

\ 

\ 

. 
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office supplies but also supplies and materials required for 
equipment operation such as computer tape and paper. Usu
ally, historical costs plus an inflation factor can be used 
to estimate o,perating expenses, assuming that the level· and 
quality of ~ervice remain unchanged. Exhibit 5.6 presents 
a worksileet for estimating operating expenses that provides 
information on prior expenditures, current requests, and 
the rate of increase or decrease in each expense category. 

• Equipment. Equipment includes items which would normally 
last more than a year and cost more than a specified dol
lar amount, e.g. $100. This category includes office 
equipment such as typewriters, desks, and chairs as well 
as communications equipment such as dispatch consoles, 
terminal keyboards, transmitters, repeater stations, and 
printers. The equipment wor~sheet in Exhibit 5.7 lists 
the item requested, the number of each item, whether the 
item is new or a replacement, the unit cost per item, and 
the total request. 

An important consideration in developing the budget is planning for 

multi-year cyclical expenditures. Many expenditures do not occur on a reg

ular annual basis, but irregularly as items wear out or become obsolete and 

must be replaced. For example, most vehicles have a useful life of several 

years and are therefore replaced only periodically. Facilities have a much 

longer life span. In the year in which these replacements must be purchased, 

the shared communication system's budget may be strained. 

A shared communications system may take several different approaches 

to reduce the impact of these multi-year cyclical expenditures. First, cer

tain large equipment like dispatch consoles could be funded through a capi,tal 

budget kept separately from the regular operating budget and financed by some 

form of debt issue. It is argued that if a commodity is going to provide 

value to member jurisdictions over a number of future years, then the revenue 

and the taxpayers in each of these years should contribute to paying for the 

commodi ty. For this reason, it is important that the/repayment schedule on 

the debt issued to purchase the commodity matches the anticipated life span 

of the commodity, e.g., buildings (25-45 years), improvements (5-40 years) 

and equipment (3-10 years). 

Second, a purchasing schedule for each major cyclical expenditure 

could be established and a proportional amount could be reserved each year 
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Exhibit 5.6 

OPERATING EXPENSE IDRKSHEET 

. 
i\, ,.. •• t'. .. A .. -

Department: tf~-

1 Prior Year 
Code/Object 1 Expenditure 

I 

I 1980-81 

311/Facility R-':~ltal 1$ '0,00:> 

312/Dues and Public. I SO 

313/Telephone I 2.S.000 

313/Teletype I 1,000 

1 314/Equip. Mainten • IS. 000 
I 

.. 

lao 315/Postage I 

316/Printing 1 1.Stlo 

317/Legal : 0 

318/Travel I 3,CXD 

319/Utili ties 1 '5,000 

1 Current Year 
1 Budget 
I 

I 1981-82 

Ii 10,000 

I 7S 

I 30,000 
I f,SQ5 I 

1 2.1,000 

I 2.00 

I 2.1S0 

I '.SOO 

I 3,000 

I ".000 

1 Proposed 1 % Increase \ 
1 'Budget I (Decrease) 
1 I from Current 

t 
1982-83 I Budget 

1* (2,000 1 10% 

I 1~ 1 0 

I 37,SOO : 'lS' 
I '0, 'LSO 

I 
2( I I 

I .13,000 ! 1O 
, 

I 

1 100 I SO 

1 2..15'0 1 
() 

1 2,0CX> : !'! 

1 1,!CX) I (1) 

: ",000 I " I i 

1S0 1,000 I. '00 10 I 
~4~01~/~0~f1f~i~c~e~S~u~p~p~l~i~e~s __ ~ ____ ~~ ______ T-__ ~----____ -t-----------r---.~~~-----1 

402/Equip. Supplies. I 2.000 I ~100 I 2.1.fCX) I 

403/Reference Mat. I Wl) I '00 I &00 I (I') 

1$ rl.(XX) \$ q',nS'" 
I I 

IS 0/0 TOTAL 1.$/13, "1~ 1 

I I I I 
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Item I 
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Exhibit 5.7 
EQUIflIENT IDRKSHEET 

Number I Replace/ 
Requested I New 

I 
"'0 I 'R I 

5 
I N I 

10 I R I 
I I N I 

3 
, 

R I 
(.," I R -) I 

I 
I 
I 
I 
I 
I 
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I Unit 
I Cost 

I 
I 120 I 
I 

I.SOO I 
I 

200 I 

'30.000 
boo 
I~S' 

Total 

I Total 
I Request 

I 
If 2.,*00 
I 7,S'"00 I 
I '2,000 I , 

'30.000 I 
I 1,800 I 

f! >t 
.:j 
] 
I 

'Ij 
" 

~f 
;'! 

I 
"Z~ I 

I 
I 
I 
I 
I 
I 
I 
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in the budget to meet the replacement cost at the time replacement is re

quired. This is how the shared communications system in St. Petersburg, 

Florida budgets for its future equipment needs. In this way, a cash reserve 

is built up from several years' revenue to meet replacement costs. However, 

such an approach has the disadvantage of incurring very high one-time costs 

at the outset of the process, since a commodity would first have to be bought 

and paid for completely and a portion of its replacement cost reserved immedi

ately thereafter. 

3. General Manager Review. Departmental requests for funds typi

cally exceed existing available resources. Consequently, a central budget 

review is necessary to bring budget requests into balance with available 

resources. In smaller shared communications systems, this review is done 

by the general manager or the police chief in an agency supplier arrangement. 

However, larger systems place a budget officer (e.g., finance administrator) 

between the departments and the general manager in order to bring the neces

sary expertise and time to this vital organizational activity. 

This review should occur throughout the budget preparation process. 

As issues arise at the department levels, the general manager should become 

involved. Scheduled meetings should occur among all the parties to discuss 

expenditure requests, priorities, and strategies. Additional reductions or 

increases in the budget may occur at this time. 

After the general manager's changes are incorporated in the proposed 

budget, efforts toward completing the budget document begin. The document 

should include the following: 

• message from the general manager which describes the 
major assumptions underlying the budget, major issues 
that the governing board must address, and significant 
changes in the budget from the current year's budget; 

• summary of total revenues by source; 

• summary of total expenditures, by department or activ
ity, highlighting significant changes; and 

• a detailed justification of budget recommendations as 
illustrated by an excerpt from the 1981-82 budget of the 
Northwest Central Dispatch System in Exhibit 5.8. 

In presenting total expenditures, many shared communications systems 

will not only display the proposed budget but also the budget for specific 

line items for several years previously. This provides the governing board 

with a long-term perspective on budget requests and how they have changed 
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Exhibit 5.8 

SAMPLE BUDGET JUSTIFICATION 

(Northwest Central Dispatch System) 

CAPITAL OUTLAY 
Department: NWeDs lllte: 

Page l8A 
01115181 

Acclvity: Prepared By: Vivian Sorce 

- P1:.iorltg'Rating: Essential ~ Desirable L::J7 
1. 

3. 

0 
0 
~ 
~ 

5. 

6. 

Description or Item: 2. OTY Unit Cost Total 

Nord Processing System Estimated Cost 1 $10 000 $10,00 

Less: Trade-in 

~plain need for this expenditure: 
Net'Cost $10,000 $10,00 

4. 
SCheduled Replacement 13 Expanded Service Number of similar Present Equipment Obsolete 0 Ne., Operation units on hand 
Replace Worn-Out Equipment Increase Safety --0 
Reduce Personnel Time, , Hours per Day __ ~ Add.itional Equipment none 

I specltg items 11l2le Ihll Be Rep,Laced By /Wove lEem: pr~or Years 

Item/Unit No. ~ ~ Haint. Cost /I of Breakdowns 

1. IBM '1'l1Dewriter Selectric II 4 $ 94/gear 18 
2. 

3. 

4. 

Recommended Disposition: 
o Trade-In .::Isalvage .'J Sale ,x Possible use b!l other Department 

used by assistant manager and supervisors for 
evaluations and reports 

Justify need for this item, 
answers above: 

describing its use and work load, or any expansion of 

A word processing system would greatly reduce the amount of time expended on typing 
and retyping all letters, procedure manual sections, Street-to-Beat/District reference 

,sheets and various forms. There is also a soft-ware program for check writing (offered 
by some systems) that we could use ourselves rather than going to EGV and paying them 
to do our bookkeeping. (By utilizing a word processing s!lstem"we would also have the 
proper amount of time ava.ilable to do the bookkeeping duties.) 

The indexing of the procedure manual would not have to be completely retyped, just 
n~' entries inserted. Form letters could be done on the high-speed printer and 
originals sent to each individual on a given list. Corrections to long letters, 
forms, geographical indexes and policies and procedures could be done in a matter of 
seconds rather than taking the 20 to 30 minutes now necessary to totally retype when 
you are only inserting t~ lines in a paragraph. You also have a much more professional 
looking final product. 

MUch of the expensive photocopying that we do now could be eliminated or substantially 
reduced. 

(continued on next page) 
Will purchwse of item require an increase 8. f'or Use all f'inwnce: 
in personnel at any time? Budget IIpproval eYes =No 

C; Yes "~No Purchase Ordcr Approval 
If yes, when P.O. No. 
No., IfIilny lllto .,-___________ _ 
Classi£icwtion'___ Amount ___________ _ 
It MOuld cut down on _~~. _ done by r'~ers 
duri"fI pdak 101laing periods and h'Oulu uimin sh the cost of ova~time·. 
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over the years. In addition, the budget may present both the official budget 

recommendation of the system (usually that made by the general manager) and 

the original departmental request. Substantial differences between , ... hat the 

departments requested and what the general manager approved often provoke 

interest and investigation on the part of the board. The annual budget of 

the South Bay Regional Public Communications Authority exemplifies both a 

multi-year budget perspective as well as an occasional departmental and 

executive difference of budgetary opinion. A portion of that budget is 

illustrated in Exhibit 5.9. 

4. Governing Board Review. Adoption of the proposed budget by the 

governing board establishes the legal authority for system management to 

incur expenditures in the next fiscal year. In an agency supplier arrange

ment, the governing board will be the legislative body of the supplying 

juriSdiction (e.g., town council, board of selectmen) with member juriSdic

tions having a consultative role. Final approval of the supplying juriSdic

tion's city manager or mayor may also be necessary. In a joint provision 

arrangement, the board of directors serves as the governing board. 

Board review occurs through informal briefings and formal presen

tations by system officials. Citizen participation should be carefully 

structured to allow genuine participation while avoiding disruptions and 

undue delays. Citizen input can be obtained either directly through written 

comments or scheduled oral presentations or indirectly by inviting public 

testimony by civic organizations ~nd interest groups. 

After the formal hearings, the board completes its deliberations, 

amends the budget as appropriate, and enacts a formal budget resolution • 

This resolution establishes the spending ceilings for the shared communica

tions system for the fiscal year and authorizes all financial transactions. 

It should not be as detailed as the budget document in order to give system 

management some flexibility to manage funds on a day-to-day basis while 

retaining necessary funds control. For example, the resolution might author

ize a lump sum for purchased services of all types, whereas the budget details 

amounts for specific items within purchased services. Fiscal limitations to 

insure the board's ultimate control over system finances should be explicitly 
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Exhibit 5.9 . 

SAMPLE BUDGET PRESENTATION 

(South Bay Regional Public Communications Authority) 

DRPT'L EXEC. DIll. FINAL , 
ACTUAL BUDGETED ESTIMATED ~MINIS~RATIVE AND OPERATIONS BUDGET IlEQUEST \ aECOIiKENDATION BUDGET 

1979-80 1980-81 198a-81 1981-81 1981-81 ·1981-82 

RENTAL AND BUILDING MAINTENANCE 

17,774 15,,300 17,4 70 051 Administrative Office 17 ,520 17,520 17,520 

518 18,000 18,560 052 RCC 18,475 18,475 18,475 

-a- !iOO -0- 053 South Bay Hospit~l (transmitter site) -a- -0- -0-

1,456 2,000 1,530 054 Punta Place - PVE 2,000 2,000 2,000 

4,667 4,500 5,285 061 Telephone - Administretive Office 5,300 5,300 5,300 

64,865 60,OM 65,000 062 Telephone - acc, SBH, PP 65,000 65,000 • 65,000 

89,280 100,300 107,845 108,295 108,295 $108,295 

EQUIPMENT 

1,931 1,500 500 067 Vehicle Operating Expenses 500 500 500 

10,549 -0- -a- 078 Equipment Rep1scement Fund -a- . -0- 2,500 

1~,480 • 1,500 501i 5iili sao 3,000 

ll.12i 44,751 2,800 079 CONTINGENCY FUND 50,000 50.000 50,000 

15,995 44,751 2,80~ 50,000 50,000 50,000 

3,394 2,000 5,950 081 PERSONNEL PROCESSING 5,950 .5,500 6,000 

3,394 2,000 5,950 5,950 5,500 6,000 

PROFESSIONAL AND TECHNICAL 

2,053 2,400 1,580 082 Audit Fees 2,000 2,000 -2,000 

21,210 -a- -0- 083 Consultants - Communicstions System. 25,000 -a- 5,000 

502 -a- -0- 064 Consultants - FCC Services (Jeremiah Courtney) -a- -0- -0-

3,787 8,000 8,000 085 Consultanta - Other (Software Syatems) 8,000 8,000 10,000 

5,326 3,000 4,000 086 Financial/Purchasing Services 7,800 7,800 7,800 

4,827 3,000 6,525 08? Leglll Services 6,000 :z~,OOO 6,000 

37,705 16,40C; 20,105 48,800 ,800 30,800 

CAPITAL OUTLAY , 

3,312 43,560 093 Communications Equipment 282,315 25,315 91,315 

-0- 22,440 66,000 094 Computer Equipment 35 35 35 

1,538 -0- 095 Furniture and Furnishings 200 200 200 

1,140 -0- 096 Office Machines and Equipment -a- -0- -0-

5,990 66,000 66,000 
282,550 25,550 91,550 

. 

~l,017,965 $1,235,303 $1,244,480 TOT~ - ADMINISTRATivE , OP~RATIONS BUDGET $1,576,725 $1,269,755 $1,366,815 
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stated in the resolution, e.g., a provision that no expenditure above a cer

tain amount may be made without board approval. 

The final budget docl~ent should be disseminated to all local offi

cials and made available to the public. 

5.3 Financing 

Since the greatest source of funds for the budget year will be 

revenues collected in that year, the preparation of reliable revenue esti

mates is critical. A shared com~unications system relies on user fees for 

almost all of its revenue, with state and federal grants accounting for. a 

small and decreasing percentage of total revenue. For example, 'about 98% 

of the 1981-82 budget of the South Bay Regional Public Communications 

Authority is funded by user fees. In an agency supplier system, the sup

plying jurisdiction estimates total communications costs, determines its 

own share of those costs, and then levies user fees on member jurisdictions 

to recover the remaining costs. 

5.3.1 User Fees 

The essential issue underlying the assignment of user fees to mem-

ber jurisdictions in a shared communications system is one of equity. Ulti

mately, there is no single approach to determining what is fair for each cooper

ative arrangement. The fee decision is best worked out among the member 

jurisdictions (both provider and consumers), since they are most aware of and 

best able to voice their individual concerns. 

In most cases, user fees are assessed based on considerations of each 

jurisdiction's service requirements and ability to pay. More specifically, 

the following alternative approaches to fee assessment can be identified: 

• 
• 
• 

flat fee; 

fee based on actual usage (calls for service); 

fee based on potential usage (population); 

fee based on ability to pay (property valuation); 
and 
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• some combination of the above, which may include 
weighting each approach in terms of its perceived 
importance. 

A flat fee means that member jurisdictions pay the same user fee 

regardless of ability to payor service usage. It can also mean that 

members pay the same minimum fee to which are added additional fees based on 

other considerations. The flat fee is inherently simple to calculate and 

administer but it is also unfair and not widely used. It may raise special 

problems ,for smaller departments who may feel that an unfair burden is 

being placed on them. An example is provided by the experience of Central 

P(.>lice Services in Muskegon, Michigan. Although the fOElIlula adopted there 

placed equal weight on the factors of population, property value, and volume 

of dispatch requests and administrative messages, the system also imposed a 

minimum fee, which was set at 5 percent of the total dispatch expenses. While 

offering minimal savings to the larger departments, this amount was perceived 

as excessive by the smallest jurisdiction, which withdrew from the arrange

ment. Subsequent negotiations resulted in a revised figure of three percent 

of total costs which proved to be satisfactory to all members. 

Basing fees on actual usage as measured by calls for service is 

part of the financing formula of almost all shared communications systems. 

It seems fairer than a flat fee because it takes into account the relative 

service demands of member jurisdictions. The workload generated for a shared 

communications system will vary depending on whether the system handles all 

calls or only part of the members' calls for service (e.g., the system only 

handles calls after certain hours or after a fixed number of telephone rings 

at the member jurisdictions' swi tchboards) • The workload will also vary 

depending on whether members require dispatching units on all calls or only 

calls designated "high priority" (e.g., officer in distress, violent. crime, 

natural disaster). 

Population is often used as an indicator of potential usage. Care 

must be taken when potential usage is employed as a costing factor, however • 

Radio communications is a service highlY dependent on seasonal fluctuations, 

and the potential usage may vary during the year in tourist or college towns 
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which experience substantial changes in their resident populations. Thus, 

when a potential use factor is being considered, it is advisable to use it in 

combination with other components which are responsive to population shifts 

(such as actual usage). In New Jersey, for example, the Sussex-Morris 

arrangement allocated its operational costs according to a formula weighted 

60 percent on population and 40 percent on usage. The members of this 

cooperative arrangement were satisfied that the 60/40 mix would adequately 

compensate for both the seasonal changes in population of three members and 

the heavy commercial workload of two others.* 

Property valuation as an indicator of ability to pay is a very 

prevalent approach to fee assessment. Recognizing that poor economic condi

tions often drive up the crime rate, advocates of this approach argue that 

the most economically disadvantaged members of a shared communications system 

are likely to have the highest needs for system services, but the lowest 

ability to pay the user charges. Therefore, each participating jurisdiction's 

assessed property valuation should be considered in allocating user charges. 

Property values constitute 40% of the t~ base of the average local govern

ment in the u.S. and are viewed by most economists as a stable revenue source. 

Because property values cover both residential and commercial property, they 

are a better indicator of "ability to pay" than resident income which does 

not consider the workload produced by calls for service from commuters who 

work but do not live in the jurisdiction. 

Most shared communications systems combine calls fot' serlll'ice with one 
""~,,-,,, 

or two other indicators, such as population or property valll,i?\uon" Weights 
,( 

are assigned to each indicator in order" to determine what IX~~~entage of a 

jurisdiction I s total fee will be based on its calls for se7."vi.ce, population, 

and other factors. For example, the Northwest Central Di.~pa tch System 

apportions its user fees based on two weighted facto:r.s~ calls for service 

(50 percent) and population (50 percent). In the South Bay Regional public 

*Eskil Danielson, "Regionalized Police Communications: EConomical, 
Efficient and Effective," Law and Order (February, 1979), pp. 50-53. 
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Communications Authority, user fees are based on: assessed value (30 per

cent), population (30 percent), and calls for service (40 percent). How the 

Authority used these weights to determine their FY 1981-82 assessment sched

ule is presented in Exhibit 5.10. 

A final concern is raised in those arrangements which distinguish 

between fixed and operational expenses. For example, in the Sussex-Morris 

arrangement it was agreed that certain fixed costs would be equally shared 

among all members. Included in these costs were rental of the communications 

room, bookkeeping and secretarial fees, accountant fees, auditor fees, and 

legal fees.* Because all members require these services, the issue is fairly 

straightforward in this instance. However, the example raises the question 

of how to allocate fixed costs which are not the equal responsibility of all 

juriSdictions. For instance, in Some areas of the country, radio transmis

sions are subject to gaps (g~ographical areas where traditional radio tech

nology is Unable to penetrat.ei'. When gaps are all located in a single 

jurisdiction questions arise concerning who should pay the cost of required 

"repeater" stations and other sophisticated technology. It is recommended 

that costs which are more properly the "responsibility" of some jurisdictions 

than others be explicitly considered in all cost negotiations. At that time 

the benefits to all members can be discussed. 

Once a formula has been established, potential problems may arise 

if it becomes necessary to alter the formula used. For example, users of 

the St. Louis Cooperative Communications arrangement paid a flat fee of ten 

dollars per month per unit for over 20 years. In effect, the county was 

heavily subsidizing the provision of communications to other police agencies. 

When the inevitable readjustment finally became necessary, a formula allocat

ing total costs on the basis of actual usage was envisioned. Not unexpect

edly, substantial increases in fees were experienced by some members; one 

consumer faced a 1900 percent increase in payments. Although prices are 

generally expected to fluctuate, replacing an inappropriate cost formula with 

one calculated on an entirely different basis may cause dramatic price shifts 

for any or all conSUmers and may strongly impact their continued willingness 

*Ibid. 
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Exhibit 5.10 

SAMPLE FEE ASSIGNMENT SCHEDULE 

(South Bay Regional Public Communications Authority) 

% $ 

~URISDICTlON ASSESSED i~ OF POPULATION % OF CALLS FOR % OF 

VALUE 1980 TOTAL 1980 TOTAL SERVICE TOTAL ASSESSMENT ASSESSMENT 

(000) 

A $ 529,283 27.25 13,752 6.16 465,752 17.04 

X .30 X .30 X .40 

--s.l7 1.85 6.81 16.84 $259.351 

B 2U~435 10.99 45,165 20.25 539,747 19.74 

X .30 LlQ X .40 

3.30 6.07 7.90 17.27 265.965 

C 315,~04 16.24 56,489 25.32 528,629 19.34 

X .30 X .30 X .40 

4.87 7.60 7.73 20.20 311,171 

D 138,035 7.11 18,070 8.10 242,933 8.89 

X .30 X .30 X .40 

2.13 2.43 3.55 8.12 125,014 

E 289,340 14.90 32,514 14.57 366,357 13.40 

X .30 X .30 X .40 

4T7 4-:37 --s.36 14.20 218,741 

F 457,020 23.53 57,102 25.60 590,524 21.60 

X .30 X .30 X .40 

7:06 7.68 --s.64 . 23.38 360,078 

TOTAL $1,942,518 30.00 223,092 30.00 2,733,912 40.00 100.00 $1,540,320 

NOTE: Original % figures carried to 5 decimal places but reduced to 2 decimal places on exhibit to 
simplify presentation and analysis. However, the number of decimal places to which % figures 
will be taken sh6u1d be standardized and agreed upon by all member jurisdictions since that 
affects the size of their respective user fees. 
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to participate. Such incidents emphasize the need for planning during the 

initial development of the costing formula. 

In summary, formulas which rely on a single basis such as population 

or actual usage can be attacked for ignoring other important considerations. 

Minimal fees may excessively burden small members and therefore deter them 

from participation. The more successful arrangements use complex formulas 

involving several components and weighting schemes. Key to the negotiation 

of successful costing formulas are (1) efforts to obtain the perspective of 

all member jurisdictions and (2) explicit consideration of those components 

which place differential burdens on certain jurisdictions and require expenses 

which are more properly their responsibility. Through these procedures, mem

bers will understand the issues underlying the formula itself and have the 

security of being able to predict future fee changes. 

5.3.2 State and Federal Grants 

Although funds provided by the U.S. Law Enforcement Assistance Admin

istration (LEAA) helped start many shared communications systems (particularly 

in purchasing equipment), grant funds now constitute a minor source of revenue 

for sharing arrangements. One of the most serious problems local officials 

cite in the field of budgeting is to foresee the implications of federal or 

state grant programs. These difficulties stem not only from uncertainty 

about future grant funding levels, but also from a lack of knowledge about how 

grant administrative and policy requirements will affect programs and costs. 

Shared communications systems hired personnel and purchased equipment which 

they had to maintain once the grant funds were withdrawn. 

There is no real way to eliminate this uncertainty. However, shared 

communications system managers can improve their appreciation of the risks 

involved in a particular grant by requiring a thorough analysis of grant re

quirements and prospects before approving its acceptance. This analysis would 

identify issues such as: 

• how large the grant will be in the current year and 
in future years if funding is continued; 
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• how many employees the grant will add to the' payroll, 
since they may have to be paid from local funds if the 
grant is terminated; 

• what are the operating and maintenance costs associ
ated with the grant program; 

• what is the capability of the system's financial man
agement system to monitor adequately state or federal 
monies; and 

• what is the probability of grant continuation, includ
ing how continuation is to be determined and which 
grant may be used. 

In short, while a grant may meet one or more of the system's immedi

ate needs, there are significant issues associated with its acceptance. Too 

often local officials take the grant funds only to face unexpected difficul

ties and hidden financial demands later. The potential impact of the' grant 

should be assessed before it is sought or accepted. 

5.4 Auditing 

Auditing is the process of collecting and evaluating evidence in 

order to formulate an independent, professional opinion about assertions 

made by management. The fact that periodic audits are often required by statute 

or the sharing arrangement's by-laws is only one of the reasons why a shared 

communications aystem would want them. Other reasons include: 

• to ascertain whether financial statements present fairly 
the financial position and results of operations of the 
system in accordance with generally accepted accounting 
principles; and 

• to determine compliance with legal provisions relating 
to finance.* 

The first two purposes include a determination of the adequacy of ac

counting records and procedures and a verification of the financial prudence 

of the system's management. An audlc having these objectives would be 

characterized as a "financial and compliance" or "fiscal" audit. Such audits 

*E.S. Lynn and R.J. Freeman, Fund Accounting (Englewood Cliffs, 
New Jersey: Prentice-Hall, 1974), pp. 771-772. 

153 

----- ~----.-

,--------



I 
I 

I 
I 
I 
I 
I: 

I 
I 
I 

~--- ---- - ._----------------------------------------------------------------------------

serve as control devices to prevent the loss of public funds through fraud 

and inefficiency. However, auditing also has other purposes: 

• to evaluate the effectiveness with which the system's 
operations and expenditures achieve its objectives; and 

• to evaluate the economy and efficiency with which the 
system management carries out its program. 

An audit having either or both of these objectives would be called a 

"performance n or "operational n eudit. It determines whether desired results 

and benefits' are being achieved, whether the objectives established py t~e 

system's board of directors or member jurisdictions are being met, and 

whether the system is achieving its objectives at minimum cost. The focus of 

this section will be on fiscal auditing; it will discuss (1) the selection of 

the auditor, (2) illustrative auditing procedures, and (3) detection of 

fiscal difficulties. Operational auditing will be discussed in Chapter 7 on. 

"Evaluating a Service Sharing Arrangement." 

5.4.1 Selection of the Auditor 

Audits may be classified as internal or external, depe~ding upon 

whether they are performed by employees of the audited organization or 

auditors employed by an e:<ternal agency. External auditors include both 

officials who are members of governmental units other than the one being 

examined and independent public accountants who provide auditing services 

on a fee basis. Agency supplier types of sharing arrangements are often 

audited by the treasurer or business manager of the jurisdiction providing 

the service. A joint provision system will sometimes ask the chief fiscal 
• officer of one of its member jurisdictions to audit its books, but will more 

often employ a public accountant in order to maintain the fact as well as the 

appearance of independence. 

When contracting for the services of an independent auditor, shared 

communications systems should follow established procedures for securing 

contractual services. The National Intergovernmental Audit Forum suggests 

that public agencies, when contracting for audits by other than government 

employed auditors, "should be encouraged to engage public accountants by 

competitive negotiations that take into account such factors as the experi

ence, plarls, qualifications, and price of the offerer. ". Price should never 

·Quoted in Governmental Accounting, Auditing and Financial Reporting 
(Chicago: Municipal Finance Officers Association of the United States and 
Canada, 1980), p. 86. 

154 

J 
] 

:'1'1 :H 
-" 

1 : I , , ,~ 

"ff 

] 

) 

be the only factor, since that imposes unprofessional pressures upon the 

prospective auditors and is 'not conducive to selection of the best-qualified. 

Shared communications systems should issue requests for proposals 

(RFP's) to potential independent auditors. The RFP should clearly set forth 

the scope of the desired audit services. Exhibit 5.11 suggests the contents 

for an RFP that provides adequate guidance to bidders while also protecting 

the interests of the shared communications system needing the audit. 

5.4.2 Illustrative Audit Procedures 

The audit process consists of a detailed examination of specific 

activities or operations. Suggested by the U.S. General Accounting Office, 

the illustrative procedures in the folloWing audit areas are intended to 

outline some of the ~ore significant considerations in each area, but not to 

be all-inclusive.* Such detail is beyond the scope of this report. The 

audit areas discussed are: (1) procurement, (2) budget administration, and 

(3) financial accounting. 

Procurement 

The objective of a procurement audit is to determine if management 

obtains, at fair and reasonable prices and at the time required, the proper 

and needed quantity of equipment, materials, and services of a satisfactory 

quality. The auditor should: 

• Obtain written reports of procurement actions, including 
requisitions, purchase justifications, requests-for-pro
posals, bids, sole source purchase justifications, etc., 
and review them prior to starting the audit. Emphasis 
should be given to high-price or repeat procurements. 

• Flowchart and/or document the procurement transactions. 

• Determine if there is adequate separation of procurement 
functions among employees. 

• Determine if planning and priorities play a part in pro
curement. Are there indications of buying just to spend 
money? Is the procurement unit aware of management's 
overall plans and policies? 

• Determine if an adequate inspection is performed. Is a 
determination made as to whether the quantity and quality 
of goods received is the same as that ordered? 

• Determine if centralized procurement is used to take ad
vantage of quantity prices. 

*U.S. General Accounting Office, Guidelines for Economy and Efficiency 
Audits of Federally Assisted Programs (Washington, D.C.: U.S. Government 
Printing Office, '1978). 
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Exhibit 5.11 

SAMPLE OUTLINE OF A REQUEST FOR PROPOSALS (RFP) 

____________________ ------------------------1 
I 
I A. Names of Contracting Parties I 
I 1. Include the name and address of the local government official to I 
I whom the proposal should be addressed. I 
I 2. Request the name and address of the primary contact at the audit I 
I firm submitting the proposal. I 
lB. Award Schedule I 
I 1. Proposal due date. I 
I 2. Date award will be made or vendors will be contacted for questions. I 
I 3. Date contract begins. I 
I C. Audi t Schedule 1 
I 1. Length of audit contract. 1 
I 2. Audit periods to be covered. I 
I 3. Earliest date that audit work may begin. I 
I 4. Due date of auditor's report. I 
I D. Scope of Audit I 
I 1. Funds to be audited. I 
1 2. Requirement of unqualified opinion of auditor or clear statement 1 

1 of reasons for qualifications. 1 
1 3. Financial statements-and other information to be provided by 1 
1 governmental unit. I 
I 4. Other services to be performed by auditor, if any. I 
I 5. Procedures for determining adequacy of internal controls and I 
I ~~u~hg. I 
I 6. Authorization to disclose any irregularities. I 
I E. Auditing Standards' I 
I 1. State that the audit shall be performed in accordance with I 
I generally accepted auditing standards set forth by the AICPA in I 
I Statement of Auditing Standards, No.1, "Codification of Audit- I 
I ing Standards and Procedures." I 
I F. Auditing Procedures I 
I 1. State that the examination shall be made in accordance with gen- I 
I erally accepted governmental auditing procedures as prescribed in I 
I the AICPA Industry Audit Guide--Audits of State and Local Govern- I 
I mental Units and in GAAFR. I 
I 2. Include a statement requiring the auditor to review the audit I 
I program with the appropriate local governmental officials. I 
I G. Audit Report I 
I 1. Specify the number of the copies of the audit report required, I 
I who will print the report (governmental unit or auditor), and I 
I any other specifics desired, such as size of paper, type of I 
I binding, etc. I 
I H. Qualifications I 
I 1. Request a summary of the qualifications of the personnel proposed I 
I to perform the audit. I 
I 2. Request a list of recent local government audits performed. I 
I 3. Request a summary of the specific governmental accounting and I 
I auditing training of the personnel proposed to perform the audit. I 
I I. Compensation and Terms of Payment. I 
I 1. Request details on hours required, current rates, and total anti- I 
I cipated costs for each audit. 1 
I 2. State the number of years the contract will be expected to cover. I 
I 3. Define the terms and time of payment. I 
I I 
I I 

Source: An Accounting Handbook for Small Cities and Other Governmental 
Units (Chicago: Municipal Finance Officers Association of the 
united States and Canada, 1979), p. 121! 
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Budget Administration 

The purpose of an audit of budget administration practices is to 

determine ~f management controls the utilization of resources in accordance 

with the approved budget and assigns appropriate responsibility for this 

control. The auditor should: 

• Obtain copies of the formally adopted annual budget, 
minutes of each governing board meeting and relevant board 
resolutions, an organization chart including current names 
of persons in each position, and other budgetary materials. 

• Identify whether the organization has fiscal controls which 
result in: 

a. control of expenditures within the approved program 
plan. 

b. A management review prior to issuing budget amend
ments or incurring obligations or expenditures which 
deviate from the program. 

• Determine if there is a timely, periodic financial re
port to management which permits: 

a. Comparison of actual expenditures with the budget 
for the same period. 

b. Comparison of revenue estimates with actual revenue 
for the same period. 

• Evaluate the budget controls to determine if they exist 
at all appropriate levels. 

• Determine if analyses and projections are made'of cash 
flow and appropriate action is taken to maintain a 
favorable cash position. 

• Determine if the budget is adjusted as frequently as 
necessary to reflect changing situations. Does the 
adjustment input come from those who originally de
signed the budget? 

Financial Accounting 

Auditing the sharing arrangement's financial accounting system deter

mines if management maintains financial records on a consistent basis in ac

cordance with generally accepted accounting principles. The auditor should: 

• Obtain copies of the system's financial statements, prior 
audit reports, list of fixed assets, and records of fin
ancial transactions, including monthly bank reconQilia
tions, employee contracts and leave schedu~es, copies of 
lea,ses and other contractual agreements, and a reconcil
iation of salary amounts with payroll taxes, retirement 
contributions, and other deductions. 
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• Determine if the accounting system, including equipment, 
meets the needs of the organization. 

• Determine if costs are assembled in a form that meets the 
needs of the organization. 

• Determine if periodic internal audits are cond'ucted" and 
what problems have been identified. 

• Determine if corrective actions have been taken in 
response to audit findings. 

• Determine if an adequate program for bonding is in use 
~~d is reviewed periodically. 

• Review the cash balances on hand or in banks to determine 
if the best return is obtained. 

• Determine if the accounting system is designed to take 
advantage of cash discounts in the purchasing of equip
ment and supplies. 

• Evaluate whether the reports prepared are meaningful and 
necessary. 

." 
• Determine if the accounting system recognizes,'i:mcumbrances 

incurred in the period but payable in another. 

Detection of Financial Difficulties 

The severe financial pressures facing local governments both prornot~ 

and hinder shared communications systems. In deciding whether to start a 

sharing arrangement, the "fiscal crunch" is an incentive to sharing in that a 

shared communications system saves money and improves service, at least in the 

long run. These ~~~Q pressures also hinder sharing, because the short-term 

start-up costs for facilities and equipnent can be significant and beyond the 

capacity of scme potential member jurisdictions. Even well established sys-
I 

tems are affected by the poor financial conditions, not only because of an in

ability on the part of member jurisdictions to absorb increased user fees but 

also because insufficient funds are available to replace outmoded equipment. 

Most audits will not'investigate the ~inancial capacity of member' 

jurisdictions. They are confined to appraising the accuracy of the accounting 

system, the economy and efficiency of operations, program effectiveness, or 

some combination of factors. However, the auditor should be aware of the fin

ancial conditions and contributions of member jurisdictions, since the lack of 

financial resources will affect both the system's ability to implement improve

ments recommended in the audit report and perhaps the system's very survival. 
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A 1981 pUblication of the Municipal Finance Officers Association does 

an excellent job of providing a set of indicators for analyzing the finan

cial conditions of shared communications systems and member jurisdictions.* 

Excerpted in Exhibit 5.12, these indicators are f 1 use u for describing current 
conditions and for projecting future 90nditions and potential problems. For 

example, one trend that will adversely affect any shar1'ng arrangement is a 
decline in the economic vitality of member jurisdictions, since that may 

prevent them from paying their user fee assessment. Th e exhibit suggests 
that this trend can be identified by declines in total population, per capita 
income, and other specific indicators. 

* * * 

Chapter 5 has presented techniques for budgeting, . financing, and 

auditing a shared communications system. These techniques are intended to 

enhance the economy, efficiency and, ultimately, the effectiveness of the 

system. Taken together, Chapters 4 and 5 h ave recommended a reasonably Com-
prehensive set of guidelines for managing th~ system's human and financial 

resources. Next, Chapter 6 (Operating a Service Sharing Arrangement) will 

detail how these resources are used 1'n h i purc as ng needed equipment and hand 1-
ing calls for service. 

*Adapted from: Is Your City Heading fo~ Financial Difficulty? 
(Chicago: Municipal Finance Officers Association of the United State~ and 
Canada, 1981), deveJ,.oped in conjunction with Peat, Marwick, Mitchell and 
Company and the University of Georgia. 
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OVERALL TREND 

Economic vitality of mem
ber jurisdictions is de
clining 

Fiscal independence of 
shared communications 
system is eroding 

System productivity is 
declining 

Use of inefficient finan
cial management practices 

Exhibit 5.12 

INDICATORS OF FINANCIAL DIFFICULTY 

SPECIFIC INDICATORS 

declines in total population, per 
capita income, and assessed prop
erty values 

increases in percentage of total 
budgets spent on social services 

slowdown in retail sales 

growing debt burden 

consistent budgetary overruns 
in specific departments and 
activities 

rapid increase in employee 
fringe benefits 

increasing number of employees 
per ca.pita population 

decreasing number of calls for 
service per employee 

increasing system expenditures 
per capita population (after 
adjusting for inflation) 

rapid increases in user fees 
without comparable increases 
in service levels 

increasing incidence of actual 
revenues being less than planned 

increasing amounts of uncollected 
user fees 

increasing incidence of late 
payment of bills 
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POSSIBLE SOLUTIONS 

economic development program 

reducing the use of debt 
financing for capital 
needs 

improved expenditure controls 
and/or more realistic 
budgeting 

greater attention to 
fringe benefit costs in 
employee negotiations 

improved work methods 

use of labor saving tech
nology 

improved employee skills 

increasing employee 
motivation 

better operational controls 

better coordination with 
'member jurisdictions 

use. of independent auditor 
to analyze shortcomings 
and recommend solutions 
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Chapter 6 

OPERATING A SERVICE SHARING ARRANGEMENT 

The efficient operation of the sharing arrangement is probably the 

single most important factor in determining whether member jurisdictions are 

satisfied and the shared communications system is a success. The arrangement 

must concentrate on handling calls for service quickly and accurately and on 

keeping the necessary records. However, as sugge;sted in Exhibit 6.1, system 

operations do not exist in a vacuum; they depend on the kind of good planning 

and effective management discussed in earlier chapters. 

Chapter 6 examines the three core elements of operating a shared 

communications system: (1) choosing facilities and equipment, (2) providing 

services, and (3) keeping records. The significance of the relationship 

among these elements is demonstrated in Exhibit 6.2, which traces the path of 

a call for service through the components of a typical police communications 

system. It suggests the central role of modern telecommunications equipment 

in the communications system, including telephones, radios, automatic call 

distributors, and broadcast transmitters. Additionally, it highlights the 

responsibilities of dispatchers, field units, and other personnel in handling 

calls for service and providing effective services. Finally, the exhibit 

demonstrates the importance of adequate record keeping in documenting system 

activities and decisions at every step in the process. 

6.1 Choosing Facilities and Equipment 

The choice of facilities and equipment is among the most crucial 

operational decisions faced by the ~,h2red communications system, affecting 

such dimensions as the system location, cost, and communications capabilities. 

At a minimum, the system will require the following: 

• Communications center, consisting of the buildings and/or 
offices necessary to house the communications personnel, 
dispatching equipment, and central telephone equipment. 

• Transmitter and receiver facilities, including a broadcast 
tower, repeater stations, if necessary, and receivers to 
pick up messages from patrol units' radios. Basic con
siderations in deciding upon the configuration of these 
facilities were examined in some detail in Chapter 2. 
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Exhibit 6.1 

OPERAT~NG A SERVICE 
SHARING ARRANGEMENT 

Chapter 2 

• Developing Interest and Support 
PLANNING F CR SUPPORT • Determining Type of Sharing Arrangement 

SERVICE SHARING • Deciding on Nature and Level of Service 
• Establishing a Written Agreement 
• Ratifying the Agreement 

Chapter 3 

ORGANIZING A SERVICE • Building an crganization Structure 
SHARING ARRANGEMENT • Formulating a Decision Making Process 

Chapter 4 

It • Employment Planning 
• Recruiting 

MANAGING PERSONNEL 
RESOURCES 

• Selecting 
• Training and Development 
• Canpensation 
~ Performance Appraisal 

, 
Chapter 5 

MANAGING FINANCIAL • Budgeting 
RESOURCES • Financing 

• Auditing 

,It 

Chapter 6 

OPERATING A SERVICE 
SHARING ARRANGEMENT 

• Choosing Facilities and Equipment 
• Providing Services 
• Keeping Records 

" Chapter 7 

EVALUATI'NG A SERVICE • Measuring System Impact 
SHARING ARRANGEMENT • Measuring system Process 

• Measuring System Costs 

162 
o 



-----~, .. "..~'., 

" r 

" 

, 
r 

j 

j 
~ 
f! ' , " 

'" I 

i 
,f 

Call for 
8enloe 

Telephone, 
Buralar 
Alarm 

.. ,~~ ... 
...: ... ~:";'"'>-T'i ,-

Exhibit 6.2 
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• Telephone equipment, including a central switchboard or 
rotary system, telephones linking the communications per
sonnel to the public and other police personnel, and asso
ciated support equipment which can allow such advanced 
telephone services as automatic call tracing. 

• Radio equipment, including the dispatch consoles and mo
bile radios for patrol units (ideally both car radios and 
portable radios for officers on foot). 

In addition, many communications systems have added other equipment such 

as computers and recording equipment which allow them to perform the communi

cations functions more effectively and efficiently. 

Depending on the existing capabilities of member agencies, cost 

considera tions, and the type of sharing arrangement establi shed (j oint 

provision or agency supplier), shared communications services have several 

options for acquiring their basic facilities and equipment. Under some 

circumstances, a shared communications arrangement may be established with 

minimal purchase of new facilities and equipment. For example, when one 

large agency supplies services to much smaller agencies, the large agency's 

communications center may be able to absorb the extra workload without 

renovation or expansion. Furthermore, if the smaller agencies' radio equip

ment is already compatible with that of the l~rger agency, then the smaller 

agencies will not have to purchase new equipment either. 

However, establishment of shared communications services will often 

require acquisition of new--or improvements to existing--facilities and 

equipment, as discussed in Sections 6.1.1 and 6.1.2. Moreover, by.pooling 

financial resources and taking advantage of economies of scale, small police 

departments may be able to afford more sophisticated equipment than they 

would be able to afford separately. For this reason, this chapter examines 

both relatively modest arrangements and some of the sophisticated technology 

which is available for police commun.ications systems. 

6.1 .1 Communications Center 

,-----~'---

While all shared communications systems must es'tablish a communica

tions center, choices cqncerning the facility design and location are typical

ly constrained by the type of shared service established. As has been 

mentioned, in the agency supplier model, the communications center will 

usually be the existing dispatch room of the supplying agency. For example, 
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the Closter police Department, in Bergen County, New Jersey, uses its own 

facilities to provide radio communications services to the smaller Demerest 

police Deparbuent. 

Under the agency supplier model, some minor expansion or revision of 

existing facilities may be required. For example, the c~nter may need more 

spa~e to house new radio equipment or additional dispatchers. Contributions' 

of the consumer agency to the operations budget of the center may also allow 

the supplier agency to renovate its facilities to allow for better security 

or improved placement of work stations. For the most part, however, the 

location, size, capacity, and general design of the communications center are 

limited by the characteristics of the supplier's existing facility. still, 

these limitations are usually offset by the considerable cost savings realized 

in using an existing facility. 

In contrast, when several communities of comparable size establish 

joint provision of communications services, a renovated or entir~ly new 

dispatch center will be necessary if the size of the shared arrangement 

exceeds the capacity of any of the participating departments. For example, 

if five communities with populations of approximately 30,000 each decide to 

share communications services; their shared communications center will serve 

a population of approximately 150,000. It is unlikely that anyone of the 

participating jurisdictions will have existing facilities large enough to 

handle such a greatly increased workload. It ,will be necessary either to 

expand an existing facility or to construct a new communications center. 

Although considerable investment may be required to convert an 

existing facility and will certainly be required to construct a new facility, 

conversion or new construction can provide a unique opportunity to develop an 

efficient, modern center tailored to the specific needs and requirements of 

the local communications system. Centers designed with the following general 

principles in mind can ensure that inconveniences such as overcrowding or 

expensive remodeling are avoided. 

Central location 

All other things being equal, a centrally located communications 

cen{;'er will be most convenient. Dispatchers living in all the participating 

communities will have equal access to work, and such tasks as daily pick-up 

of records by member departments will be facilitated. 
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Safe location 

The location of the center and related field base stations must also 

consider the potential for flooding, rail and industrial accidents, fire, and 

other hazards which can impede or interrupt system operations. 

Capacity for expansion 

Future eXp'ense and inconvenience can be avoided if the communications 

center is designed with capacity for expansion of services or addition of new 

members. Such capacity might include space for additional equipment or extra 

parking spaces to accommodate new employees. The floor plan of the communica

tions center of the South Bay Regional Public Communications Authority 

(Exhibit 6.3) provides an example of planned expansion combined with ad hoc 

adjustment. As the exhibit shows, the room was designed with 5 telephone 

consoles, 5 radio consoles, including one for a supervisor, and an emergency 

reporting system to monitor calls from street call boxes. Space was reserved 

for one additional telephone console and one additional radio console. Over 

time, some modifications have been made in the facility's use. For example, 

the emergency reporting system has been dismantled since it produced mainly 

false alarms, and is currently being replaced with a dispatch console. A 

second new dispatch console is being 'installed in the space reserved for it. 

Because the original .destgn allowed ample space for modification and expansion, 

South Bay has been able to respond effectively to changing requirements for 

service from the participating jurisdictions. 

Security 

Security is important for the safety of employees and also to ensure 

continuous provision of service. As part of the police system, the dispatch 

center maY,be subject to threats whether or not it is located in a police 

station. Although procedures are crucial in maintaining security, facility 

construction is also important. The Muskegon Central Police Dispatch (Exhibit 

6.4) offers an example of a communications center designed for security. 

The center is located below ground, behind locked doors which are monitored 

by closed circuit television. Another locked door separates the reception 

area from the operations area. Both the underground construction and the 

location of the reception area between the entrance and the operations area 

contribute to the security of the center. 

Back-up 

In addition to security from human threat, the communications system 

must be secure from natural disasters and equipment failure of any type. 
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Exhibit 6.3 

DISPATCH ROOM FLOOR PLAN 
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National Institute of Law Enforcement and Criminal Justice, Cen~,ral 
Police Dispatch: An Exemplary Project., p. 27. 
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Back-up facilities must be available for the shared communications center. 

These can be provided in several ways: as back-up f~r the communications 

center, member departments may maintain their original, separate equipment 

for use in case of equipment failure~ in an agency supplier model, member 

departments might arrange to join the state or county police communications 

system in such an emergency. As back-up for the radio facility, it may be 

practical to maintain a separate facility, for example, at a repeater station; 

or member departments may maintain their own equipment; or the radio facility 

may be backed up by the state or'county system. 

Efficiency 

Finally, planners must consider the patterns of use and activity when 

designing the center and equipment layout. For example, frequently used 

files should be located near the people who use them, and busy paths should 

be kept free of obstructions. In addition, the demanding nature of police 

dispatching requires an environment free from distractions. A lounge area 

will allow employees to take coffee or lunch breaks without distracting 

employees who are on duty. Individual lockers will permit employees to keep 

personal belongings safely out of the way and will allow them to be respon

sible for personal equipment such as radio/telephone headsets. 

The experience of the Northwest Central Dispatch System (NWCDS) in 

Illinois illustrates several of these considerations. NWCDS began operations 

in part of a centrally-located police station, with dispatchers and e.quipment 

contributed by the four member police departments. In addition to the fact 

that some of the equipment contributed was mutually incompatible, dispatching 

operations were frequently disrupted by police personnel. Eventually, NWCDS 

was able to convert the entire building for use as a communications center, 

an arrangement which has proved much more satisfactory. 

Transmitter and Receiver Facilities 

Complementing the communications center facilities are the external 

facilities necessary for radio communications, including a transmitting 

station with a transmitter and tower, repeater stations to extend the range 

of the main transmitter, and receiver stations to pick up messages from 

mob~le radios. Many of the design considerations we have mentioned in regard 

to the communications center are also important when considering the system's 

radio transmitter and receiver facilities. While a central, accessible 
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location is ideal for the communications center, the overriding geographical 

consideration for the transmitter facility is effective transmission of radio 

messages. If the area's topography is relatively large and uneven, with hills 

and valleys obstructing radio transmission, repeater stations may be neces

sary to pick up and re-broadcast messages, elilnina ting "dead spots." * 

Since mobile radios send a weaker signal than the main transmitter, 

typically it will be necessary to establish receiver facilities in several 

locations to pick up patrol officers' radio messages. On the other hand, if 

the area's topography is relatively small and even, one transmitter may be 

able to reach all patrol units in the area. Small geographic areas could 

utilize "simplex" systems (non-repeater, single frequency channels) and still 

achieve coverage equal to that of a repeater station. Simplex systems can 

also utilize satellite receiver systems for extended portable communication. 

Thus, the location of radio facilities should be determined by the require

ments for effective transmission and reception of radio messages. This 

location must be considered independently from the location of the shared 

communications center which should ideally serve the convenience of the 

member departments. A typical arrangement might place the communications 

center near the main police station in a centrally located member community, 

with the radio transmitter on a hill outside of town and several receiver 

stations located throughout the area served. Under such an arrangement the 

radio facilities and the communications center would be linked by telephone 

lines or by radio. 

Capacity for expansion is also an important consideration for the 

radio facilities. Transmitting strength is a combination of the power of the 

transmitting equipment and the height and location of the transmitter and 

repeater towers. Ideally, the original design of the transmitter station 

should provide sufficient strength to reach potential participating areas. 

However, if the terrain precludes use of a single facility, or if the original 

facility has insufficient transmitting power, it should be possible to reach 

new areas using repeater stations. 

*The use of repeater stations to reduce dead spots can add to fre
quency congestion. It takes two radio frequencies to make one repeater 
channel. This cuts the available radio channels in half (i.e., 50 radio 
frequencies available ~.'i th channel loading of 30 units per channel = 1,500 
unit capability; 25 repeater channels with a loading of 30 units per channel 
= 750 unit capability. 
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Security and back-up are just as important for the radio facilities as 

for the communications center. Security for radio facilities requires locked 

doors and sturdy construction. In addition, police radio facilities should 

be separate from radio facilitie$ used for other purposes, such as dispatching 

garbage trucks or taxis, so that access to the facilities may be limited to 

police communications staff. 
The type of system selected for back-up will depend on the type of 

sharing arrangement and also on the resources available. In a joint provision 

arrangement member agencies may maintain their original, separate equipment. 

In an agency supplier model, member departments might use the state or county 

radio system as back~up. In either arrangement, a separate transmitter may be 

maintained for back-up--perhaps at a repeater station--if sufficient resources 

are available. 
Receiver stations should be located so as to cover overlapping areas 

in order that in the event of failure of one receiver station, radio messages 

would still be received by at least one other station. 

6.1.3 Equipment 
As has been mentioned, it is possible to establish a shared communica-

tions system with minimal acquisition of new equipment. For example, the 

eight agencies which combined to form the Muskegon Central Police Dispatch in 

Michigan were already operating on the same frequency, though sepRrately. 

Consequently, they were able to centralize operations with minimal expenditures 

for new equipment.* On the other hand, agencies using incompatible equipment, 

such as those which combined to form m~CDS, will find it necessary to purchase 

new equipment in order to establish shared communications. For example, if 

the participating agencies have been operating on different fr~quencies, new 

equipment would include radios capable of using all the frequencies available 

to the combined system. Furthermore, pooling financial resources in a shared 

communications system will enable police departments to purchase sophisticated 

equipment which they would not be able to afford separately. This possibility 

may be one motive for establishing a shared communications system. Discounts 

for bulk purchasing may make such in~estment even more attractive. This sec

tion presents some of the options in telephone, radio, and computer equipment. 

*National Institute of Law Enforcement and Criminal Justice, Central 
Police Dispatch: An Exemplary Project, p. 27. 
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Telephone Equipment 

Within any communications system the specific functions of the tele

phone system are to link the police with the public and with other agencies, 

such as fire and emergency medical services. A telephone system in a shar

ing arrangement performs the same functions, using equipment and staff 

located at the shared communications center. Moreover, a shared telephone 

system links its member departments with each other and with the communica

tions center. Typically, the center leases equipment and obtains a mainten

ance contract from the telephone company. In addition to the basic telephone 

equipment, communications centers may make use of special services and 

equipment (such as hard wire and direct open telephone connections) to 

provide faster communications and better service. For example, the many 

components of the NWCDS telephone system are depicted in Exhibit 6.5. 

The basic equipment needed to link the public and the communications 

center is the ordinary telephone which can be used individually or, in a 

computer-aided dispatch system, as part of a "complaint console" with head

set, recorder, and CRT/keyboard terminal. In addition, emergency call

boxes on the street may automatically connect to a special switchboard at 

the communications center. Some communities have found such callboxes 

useful, but others (such as the South Bay Regional Public Communications 

Authority) have found them to produce mostly false alarms. 

Within the communications center a one- or two-digit intercom system 

will facilitate communications without requiring any sophisticated equipment. 

This system would allow a supervisor, for example, to telephone an operator 

or dispatcher without having to use a full seven-digit number. With automatic 

dialing, the same convenience is available for frequently used outside numbers 

such as member departments or local hospitals. This option requires a panel 

like an expanded push-button phone panel, allowing 30 or more numbers to be 

reached by one or two digits. 

Internal police communications must not be obstructed by busy telephone 

lines. Free lines can be ensured by maintaining unlisted numbers for internal 

use. Unfortunately, these lines tend to be used by staff for personal calls. 

Ta avoid this problem, more expensive hard-wired "hotlines" can be installed 
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between member departments and the communications center. Since these lines 

can only be used for interagency calls, they will ensure ready access to 

speedy communications between departments. 

Several special services are available from the telephone company to 

facilitate communication between the public and the communications center. 

A "rotary system" allows the communications center to eliminate a switchboard 

to receive incoming calls. A rotary system can be economically equipped with 

automatic call distribution and automatic "call hold" features which will 

hold a call if all operator positions are busy. The first available position 

clearing a call receives the call being 'held. 

In addition, many communi ties are currently implementing the "911" 

system. Rather than dialing a full seven-digit number, citizens needing 

emergency services may dial a simple, universal three-digit number--911. This 

number is easy to remember and quick to dial. Calls are either received at a 

central location such as the dispatch center, or may be routed to separate 

dispatch centers according to the origin of the call or the nature of the ser

vice provided (fire, emergency medical, or police). The fewer the jurisdic

tional boundaries within the 911 region, the less expensive the service will 

be to the participating departments. * Consequently, this service is especi

ally appropriate for regions establishing shared communica~ions systems. 

In jurisdictions which have already installed a "911" system, several 

other services can be made available which can be of particular value to com

munications center operators. "Automatic Number Indication" (ANI) and "Auto

matic Location Indication" (ALI) provide the phone number and address from 

which incoming calls are made. Since 80 to 90 percent of incidents resulting 

in calls for service occur at the address from which the call is made or with

in a few doors of that address,** this information can be crucial, especially 

when the caller gives a mistaken address or, for some reason, cannot provide 

the address. With a service called "Called Party Hold," the operator can trace 

a call even aiter the caller has hung up. These services require leasing a 

telephone company operator, obtaining a printer, and expanding telephone button 

panels. 

*National Cr;~inal Justice Information and Statistics Service, u.S. 
Department o;E Justice, Multi-Community Command and Control Systems in Law 
Enforcement: An Introductory Planning Guide, by R.L. Sohn, E.A. Garcia, and 
R.D. Kennedy (Pasadena, Calif.: California Institute of Technology Jet 
Propulsion Laboratory, 1976), p. 24. 

**Ibid. 
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Since it is necessary to know the location of an incident before it 

is possible to send help, these services would enhance the effectiveness of 

any police department. However, ALI is especially helpful in a shared 

communications system serving a large area complicated by jurisdictional 

boundaries. Most police departments prefer to have their officers answer 

calls for service within their own jurisdiction whenever possible. ALI 

provides dispatchers with the information necessary for such selective 

dispatching. In addition, ALI can alleviate confusion caused by duplicate 

street names or numbers in neighboring towns. 

Another feature which is available to communications centers is a 

display-phone system for the deaf. This equipment enables deaf persons to 

call for emergency service. The Consolidated Dispatch Center uses such a 

system to serve over 3,000 deaf persons in the 'Flint, Michigan area. Called 

a "TV-Phone System," their unit consists of a typewriter keyboard attached to 

a regular phone and a TV monitor. Dispatchers are alerted to messages coming 

in on the TV monitor by a beeping tone.* 

As argued in Section 6.1, security requires some form of back-up 

for every element of the communications system. Member departments may 

wish to maintain their own telephone equipment to back up the equipment in 

use at the communications center. In case of failure at the communications 

center, the telephone company can reroute calls to the appropriate station 

according to their origin. In case of complete telephone failure, internal 

police communications can take place by radio. 

Radio Equipment 

Within the overall communications system, the radio system permits 

communication between the communications center and police on patrol, and 

also permits police on patrol to communicate with one another. The basic 

equipment needed for these functions includes the transmitter and receivers 

(discussed in Section 6.1.2), mobile radios, including car radios and pers,onal 

radios for officers on foot, and radio consoles for dispatchers. 

When establishing a shared communications system, police depart

ments have three options with regard to radio equipment. First, each depart

ment may continue to use its existing equipment and operate more or less 

*R.A. Page, "How 21 Police Agencies Co-Operate with Total Communi
cations," Law and Order (February, 1975), pp. 33, 36, 38, 40-41. 
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independently, while sharing other elements of the communications system. 

This option may be chosen if member departments are satisfied with their own 

radio equipment and want to use the sharing arrangement for its telephone 

operators and equipment or to access better communications facilities. Main

taining separate radio equipment saves money and may be useful as an inter

mediate arrangement in implementing a fully shared communications system. 

Second, member departments may standardize equipment and combine 

operations. This option would require converting or replacing transmitting 

and receiving equipment as well as mobile radios and dispatchers' radio 

consoles so that they can operate on shared frequencies, improving alloca

tion of radio time. An advantage of this option is that some equipment 

already owned by member departments may be retained for use in the shared 

system, reducing the expense of establishing the sharing arrangement. 

Finally, a shared communications center may be able to afford ad

vanced equipment which would be too expensive for the member departments 

separately. For example, several shared communications systems have taken 

advantage of their improved purchasing power to purchase digital radio 

equipment, reducing congestion by reducing voice traffic and increasing the 

capacity of available channels. A digital r~dio system resembles an advanced 

Morse code system. Specialized equipment is required both to receive and to 

transmit digital messages. Messages are entered on a keyboard and unscrambled 

by computer. In addition to the usual radio equipment, a patrol car equipped 

for digital traffic would also have a mobile digital terminal (MDT) consisting 

of a keyboard for entering messages and a display screen for receiving 

messages. The MDT used by the South Bay Regional Public Communications 

Authority currently costs about $5,000, including installation and required 

radio equipment. While a digital system may seem cumbersome in description, 

in practice its oustanding advantage is its ability to carry more information 

than voice traffic can handle. 

Another advanced option for· radio equipment is the type of dispatch 

console also used by South Bay. All radio channels can be accessed from 

each console although it is common practice to assign fire emergencies in all 

member jurisdictions to one console and to dedicate each additional console 

to one of the primary police dispatch frequencies assigned to member juris

dictions. When a police complaint is entered by a complaint operator at a 
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separate console, it is automatically rou·ted to the appropriate dispatcher 

(based on the assignment of member jurisdictions to a dispatch position). 

South Bay's dispatch consoles consist of two CRT screens and a keyboard for 

operator interaction with the computer-assisted dispatch system, a radio con

trol panel, a playback r.ecorder, and a 100-button telephone. Operation of 

both telephone and radio is by a separa.te headset. In adqition, each console 

has a special keyboard terminal for instant access to city and county computer 

records'. 

Recording Equipment 

All incoming emergency telephone calls and all radio transmissions 

should be tape recorded. Tapes can be replayed to confirm pertinent data 

when a dispatcher cannot understand what the caller is saying, due to hysteria 

or garbled transmission. In additiion, tape recording incoming calls allows 

supervisors to monitor the methods used by dispatchers in handling calls for 

service. Tapes can be used to pro'tect system personnel from unfounded com

plaints about their telephone methods or manner. As the Director of the 

Onondaga County, New York communications system explained: 

The tape has found us guilty of some lapses in our proce
dures, but more importan't, it proves the efficiency of our 
system and controllers. For example, a woman called the 
other day to complain that it took 45 minutes for a car to 
reach her after she repl.:>rted a prowler. In truth, it took 
four minutes, which we proved by replaying the tape. Be
cause we can time ever~:rthing within a few seconds of when 
it happened, the tape Is also admissible in court.* 

Computer Equipment 

In general, the large)c and more complex the communications system, 

the more useful computerizati:on will be. The advantage of computerization 

is the capacity to handle large amounts of information quickly and accur

ately, while the advantages of manual procedures are low cost and simple 

operation. Although computf!rization requires higher investments in equipment 

and training, it may become worthwhile when the volume of information makes 

manual procedures cumbersOlue and inadequa.te. Since a shared communications 

system often becomes large and complex, its use of computers to increase 

automation and speed information flow may be particularly appropriate. 

*Charles E. Gabriel., "Onondaga County Police A'Jencies Make Mobile 
Radio District Idea Work," :Law and Order (February, 1975), pp. 42-47, 51. 
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Computerization can enhance virtually every function of a communications 

system, from receiving calls to keeping records. 

We have already mentioned radio channel assignment and Automatic 

Number/Location Indicator (ANI/ALI) as examples of computerization in radio 

and telephone equipment. In addition to enhancing the capabilities of 

equipment, computerization can also take over some of the routine functions 

performed by dispatchers. This option is known as "Computer-Aided Dispatch" 

(CAD). Using mobile digital teminals, patrol officers may enter status and 

location reports directly into the computer rather than reporting to a 

dispatcher. The computer may use this information to select the appropriate 

patrol units for dispatch, or may simply display this information for dis

patchers to use. 

Computerization also reduces the labor necessary in keeping records, 

since information, once entered, may be retrieved in a variety of ways. This 

feature is especially useful for shared communications systems in which each 

member department requires records of the activities of its own forces only. 

A computerized records system can produce selective reports for each depart-

mente 

A logical start toward the development of a computerized communica

tions system is to establish a master plan. The steps in forming this plan 

include: 

1. Calculate the volume and usage of information, giving 
consideration to anticipated growth. Distinguish between 
information needed to support operations (street loca
tions, patrol routes, wanted persons and property, etc.) 
and information with management and administrative appli
cations (manpower allocation, budgeting and accounting, 
etc.). 

2. Based on how much of the information will be computerized, 
determine itemized equipment needs. In addition to the 
main computer hardware, a backup computer or a back-up 
manual system should also be available. Operators must have 
keyboards on which to enter information and display screens 
on which to retrieve information. A printer will be neces
sary for producing hardcopy reports. Mobile digital terminals 
will enable patrol units to enter and retrieve information as 
well. Finally, a console at each member department will pro
vide members with immediate access to information stored in 
the computer and enable them to monitor dispatching activities. 

3. Compute the personnel, 
step in the conversion 
ized data processing. 

time, and cost requirements of each 
process from manual to computer-
These steps include system design, 
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programming, conversion of existing data, and the testing, 
implementation, and de-bugging process. 

4. Document and submit the developed master plan for review 
and approval by the system's governing board or, in the 
case of an agency supplier system, to executive and legis
lative authorities. 

In implementing the master plan, shared communications systems usu

ally purchase computer equipment from a vendor through a competitive bidding 

process. The system will also pay for a maintenance contract on a yearly 

basis. As discussed in Chapter 2, part of the technical study produced 

in the planning phase of the shared service arrangement will be a section 

listing new equipment needed in a manner suitable for competitive bidding. 

To design these specifications for bidders, police agencies may use their own 

technical staff, hire a private consultant, or obtain technical assistance 

from computer manufacturers. 

The type of computers needed will depend on the size and requirements 

of each communications center. However, bid specifications should at least 

require that new equipment be compatible with any equipment already owned so 

that information can be easily transferred. In addition, computer equipment 

should be selected which has capacity both to handle a larger volume of 

information should more departments join the communications center, and also 

to handle additional functions. 

The public safety radio dispatch fac~lity of Baltimore County pro

vides an example of a Computer-Aided Dispatch (CAD) facility. The facility 

has two computers 'nFr PDP 11/70 CPU's), one on-line and one off-line in a 

stand-by mode for back-up. Each computer has a high-speed printer. The 

facility has 20 terminals for operato~s receiving calls, each with a display 

screen split into three parts: the top third contains a standard incident 

entry format; the center third displays the ten most recently received inci

dents as a check against duplication, and the bottom third is a message entry 

display area. An additional terminal is located in the office of the Chief 

of Communications Services. Eighteen terminals for dispatchers (10 police, 

6 fire, 2 ambulance) have two display screens. One screen duplicates the 

display for operators and the second screen lists incidents awaiting dispatch 

in the top third, leaving the bottom two thirds for unit status and location. 

Additional interactive terminals and printers are located at County Police 
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and Fire headquarters, providing links tfo CAD for informational and opera

tional purposes.* 

6.2 Providing Services 

This part of Chapter 6 examines the implications of sharing for 

handling calls for service. First, it discusses the major influence on a 

shared communication system's scope of services: the choice of the number 

and types of calls that the system will handle. This choice will affect the 

size~ equipment needs, and procedures of the agency. Second, it explores 

the effects of sharing on telephone procedures, including rules governing the 

use of telephone lines, standard language, and the standard information which 

should be obtained from every caller. Third, it examines the effects of shar

ing on radio procedures, including rules governing the use of radio channels, 

specialized radio language, and priorities in dispatching patrol units. 

6.2.1 Scope of Services 

TWo kinds of choices determine the scope of a shared communications 

system: the percentage of each member department's calls handled by the 

system and whether the system will handle only law enforcement calls or all 

emergency calls. A shared communications center may handle all or only some 

of the calls for seryice of its member agencies. In part, the first issue-

percentage of calls handled--is related to the type of sharing arrangement 

established. In most jointly operated communications services, the center 

handles all incoming calls for service from member departments on a 24-hour 

basis. Individual departments assume responsibility for calls only as a 

back-up in the event of central system failure. Under the agency supplier 

model, however, consumer departments may choose among several options. For 

example, a small police department might use the communications services of a 

larger agency only as a back-up in case traffic becomes too heavY,for its own 

communications center. In a system such as this, incoming calls could auto

matically be transferred to the larger agency if they are not answered after 

a few rings. A small police department might also use the services of a 

*Robert Benson and Charles F. McMorrow, "Baltimore County Gets New 
.Central Communications Center," Communications News (October, 1980), pp. 40-41. 
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larger agency to handle all calls during periods of light traffic such as the 

weekday "graveyard" shifts from midnight to 8 a.m. With this arrangement all 

incoming calls would automatically be switched to the larger agency during 

specified periods. Both these arrangements would permit the smaller agency 

to save money on additional employees and still handle most of its own calls, 

while the larger agency could provide coverage at little marginal expense. 

Besides deciding the percentage and timing of coverage extended to 

member police departments, a shared communications system must decide whether 

to handle calls for fire and emergency medical services. One alternative is 

to have separate emergency numbers and separate dispatch centers for each 

type of emergency service. Even under this arrangement, some coordination 

will be required: first, citizens in need of emergency services are sure to 

call the wrong number some of the time. Second, many emergencies require 

more than one type of service. For example, an automobile accident in which 

people are injured will require both police and emergency medical services. 

Another alternative is to have just one emergency number (such as 911), so 

that all emergency calls reach a single intake center. This may be the 

dispatch center also, or separate dispatch centers may exist for different 

jurisdictions or different types of service. For example, in SUmter, South 

Carolina, all emergency calls reach the police dispatch center on the 911 

number. Dispatchers relay calls for fire and ambulance services to the 

respective dispatch centers and then monitor the calls until they determine 

whether police assistance is needed. In some communities, a police unit 

routinely accompanies any fire or ambulance response. In this case, co

ordination of dispatch services will be essential and sharing of services 

may be the simplest procedure. Many communities find that the same consider

ations which lead to consolidating police communications--reduced radio 

conge$tion, increased efficiency, and economies of scale--lead to including 

fire and emergency medical services as well. 

Telephone Procedures 

Telephone procedures for most police departments are basically 
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similar, involving decisions on use of telephone lines, language, and stan

dard information to be obtained from callers. Some variations in procedure do 

occur between departments due to differences in the telephone or dispatch 

equipment used or differences in the size and character of the community 

served. However, the main task in establishing telephone procedures for a 

shared communications system is not so much to develop a new system as to 

reconcile and standardize the procedures of the member departments'to ensure 

that the methbds will meet both the individual needs of the member departments 

and the special needs arising out of the multijurisdictional nature of the 

service. 

Two areas of particular concern arise in the shared communications 

system. First, many shared systems draw their personnel from member depart

ments. Retraining on the standardized procedures can be critical to ensure 

uniformity of approaches. Operators must not only try to obtain crucial 

information from every caller, but must ask questions in a prescribed order 

of priority and relay that information to dispatchers in a uniform order, 

using standardized language. Variation from standard procedure can lead to 

confusion and mistakes. A. second consideration that requires special atten

tion in a shared system is determination of the location of the caller; if 

the center serves several towns, operators and dispatchers must be aware that 

locations such as "behind the high school" or even "29 Main Street" may be 

ambiguous. 

Receiving emergency calls can be stressful and confusing. Clear and 

explicit procedures for operators to follow will relieve some of the stress 

and minimize confusion so as to protect the safety of both citizens and 

police. These procedures should be part of a training program and should 

also be included in an operating manual. The following procedures are 

fundamental: 

• 
• 
• 
• 

• 

Answer promptly. 

Identify the agency. 

Find out the nature of the problem. 

In the absence of ANI/ALI, ask the caller's phone 
number and address. 

Remain courteous. 
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• Write down all information or enter in computer. 

• For in-progress or just-occurred calls, keep 
the caller on the line until the patrol unit 
has arrived. 

• Calm the caller and assure hl.n./her that help 
will be on the way as soon as possible. 

The operatl.ng manual should also incluae specific instructl.ons for 

special types of calls such as domestic disturbances, bomb threats, and 

burglaries. These instructions will ensure tha~ the operator asks all of tne 

pertinent questions. Exhibit 6.6 contains sample instructions used by NWCDS 

for handling calls reporting homicides or suicides and serves to illustrate 

the le.vel of detail necessary in the operating manual. '" 

Many shared communications centers handle calls to several numbers-

for exaQple, calls to the police emergency, fire emergency, and administrative 

nuQbers. Procedures should be developec to ensure tnat the lines likely to 

carry the most urgent calls are answerec first. 

Even on emergency lines, operators will receive many calls for non

emergency services. Citizens have been kno~~ to call emergency numbers for 

referrals to social service agencies, for street directions, or even just 

to have someone to talk to. A notebook listing community resources will 

enable operators to refer these calls appropriately provided that the workload 

does not preclude taking time to make such referrals. 

6.2.3 Radio Procedures 

Clear radio procedures are extremely important to promote efficient 

communication and ensure the safety of patrol officers and citizens. Radio 

procedures include the use of different frequencies for different types of 

traffic, the specialized language used for radio communications, the choice 

of unit to respdnd to an incident, and response priorities depending on the 

level of urgency of each incident. Unlike telephone procedures, radio pro

Gedures may be profoundly affected by the development of a shared communica

tions system, since reallocation of frequencies may be part of the reorgani

zation r.equired in establishing a shared communications system. In addi

tion, specialized language, response priorities, and unit selection must be 

"'Northwest Central Dispatch System/ operating Manual, OPS-6, pp. 23-24. 
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Exhibit 6.6 

HOMICIDES AND/OR SUICIDES 

(Northwest Central Dispatch System) 

There are certain points of information that should be obtained 

and recorded on the complaint card in addition to the routine information; 

they are: 

1. Call back number and the exact location. Where 
the caller is calling from. 

2. Follow ambulance assist procedure in determining 
the basic nature of the injuries and in dispatching 
fire and police units. 

3. Qualify the complainant--are they an eye-witness, 
concerned citizen, or possibly an offender? (ask 
these questions!) 

4. Keep the caller on the line and continue asking 
questions in an organized manner as to what happened; 
ask specific questions as to weapons as in domestic 
disturba~ce procedures. 

5. Record all pertinent information and keep units 
posted. 

6. Give the caller specific instructions about pro
tecting the scene and physical evidence. 

7. Notify the watch commander and the NWCDS Supervisor. 

8. Never assume that a suicide is only a suicide. Let 
the officers make the proper determination after 
completing their preliminary investigation. Many 
reported suicides are actually homicides! 

9. The proper terminology should normally be "check 
on a suspicious death at 263 Linden; holding caller 
on line; Fire Department en route." 

10. If further advice or direction is required, consult 
your NWCDS Supervisor. 
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standardized to minimize confusion, to meet the needs of each department, and 

to mE!et the new requirements of a multijurisdicb.onal system. 

For example, when NWCDS was established to serve four police depart

ments in'Illinois, channel loading was cut in half by splitting radio traff.i.c 

among four channels according to department and type of traffic. The new 

arrangement was the following: 

Channell. All normal traffic for Elk Grove Village and Mount Prospect 
Police Departments. 

Channel 2. Extra channel for stake-outs, crime scene direction, and non
essential car-to-car traffic for Elk Grove Village and Mount 
Prospect Police Departments" 

Channel 3. All normal traffic for Arlington Heights and Buffalo Grove 
Police Departments.-

Channel 4. Extra channel for stake-out, crime scene direction, and non
essential car-to-car traffLc for Arlington Heights and Buffalo 
Grove Police Departments.* 

NWCDS also provides an example of standardized language in a shared system: 

NWCDS established standardized four-digit identification numbers for the 

patrol units of each member department in which the first digit identifies 

the department and the second digit identifies the type of unit (regular 

patrol unit, second unit in a beat, traffic unit, etc.). This consistent 

numbering system prevents the confusion which would arise from different 

departments using duplicate identification numbers. 

Two particularly important issues in formulating radio procedures 

are: which patrol units to dis~atch and what priority to assign to the call. 

• Patrol units. Generally, police departments prefer to have 
their patrol units respond to incidents within their juris
dictions. Dispatchers must heed this preference in choosing 
the unit to respond to an incident, but in urgent situations 
the primary consideration should be the same in a shared 
system as in a single jurisdiction communications system: 
the nearest available unit should respond. To facilitate 
prompt and accurate dispatching, many communications sys
tems provide their operators with geocoded reference 
guides (either manual or computerized) which list the 
patrol district and beat covering specific street addresses 

-and common buildings. An example of such a reference guide 
is in Exhibit 6.7. 

*NWCDS, Operating Manual, OPS-1, p. 4. Channels 2 and 4 are "non
repeat" channel:;. Units can communicate directly with each other, and the 
radio operator at NWCDS cannot hear their transmissions. However, transmis
sions by the operator on Channels 1 and 3 can also be heard on Channels ~ 

and 4. 
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Exhibit 6.7 

DISPATCH REFERENCE GUIDE 

(Northwest Central Dispatch System) 

NORTHWEST CENTRAL DISPATCH SY$TE~' 
Street-to-Beat/District Referp.nce Guide 

ELK GROVE VILLAGE 

BOXN :SIRttl NMIL I ~ RorV TO {adclres s run 1 nJ"oi ~E.AJlf 

10 Haar Lane All 2140 

10 Haise Court 1487 - 1491 2140 

10 Haise Lane 1410 - 1507 2140 

9 Halo Drive All 2132 

10 Hampshire Drive 1647 - 1794 2140 

7 Ha nnony Lane 201 - 270 2136 

8 Hartford Lane 924 - 1158 2136 
, 

7 Hastings Lane 19 - 175 2138 

10 Hawk Lane All 2140 

10 Helen Lane All 2140 

8 Hemlock Drive 1201 - 1261 2136 

8 Hickory Lane 1059 - 1198 2136 

8 HIGGINS ROAD (RT 72) 000 - 1/199 E 2134 

9 HIGGINS ROAD (RT 72) 1700 E - 2800 E 2132 

9 OLD HIGGINS ROAD 2731,2825,2835 E ecspo 

9 OLD HI GG I NS ROAD 2751 E - 2777 E eCSPD 

9 OLD HIGGINS ROAD 2801 E - 2869 E CCSPO 

I 9 OLD HIGGINS ROAD 2901 E - 2971 E CCSPD 

8 HIGGINS ROAD WEST 53 - 290, Between ISP,3 

8 " .. " A.i'!. Rd & Forest PreserVE " 

10 Hodlmai r Court 1484 - 1488 2140 

10 Hodlmair Lane 1397 - 1490 2140 

NOT~~Medical Alert -- See pink section for address and details. 

12/13/82 vls 
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• Dispatch priority. The shared communications system 
will often be in situations where the number of calls 
for service exceeds the system's capacity to respond 
immediately to all calls. In some systems, priorities 
must be established among the types of calls. These 
will determine how fast a patrol unit should be expec
ted to respond to each incident type during periods of 
peak demand. Exhibit 6.8 indicates the priorities that 
the South Bay Regional Public Communications Authority 
accords to various incident types. In other systems, 
patrol units are simply not dispatched to respond to 
lower priority calls and the callers are invited to phone 
in their report or visit their local police station. 

Ideally, all radio procedures will be uniform in a shared communica

tions system. However, departments of different'capacities may need to 

handle calls for service slightly differently. For example, officers of the 

city police department may be able to expect a back-up unit within a couple of 

minutes while the county police officers may have to wait fifteen or twenty 

minutes. Or t some jurisdictions in a sharing arrangement may insist on 

dispatching to 100% of the incoming calls whereas other jurisdictions in the 

same arrangement want to dispatch a patrol unit, in the view of one police 

chief, "only after the third shot is fired." Dispatchers must take these 

differences into account in choosing the unit to respond and also in setting 

response priorities. Under these circumstances, the important thing is to 

discuss differences and agree on solutions. 

6.3 Keeping Records 

Operations of the communications center--and the sharing arrangemen~ 

as a whole--depend on the establishment of an accurate and workable communica

tions records system. Basic information should be collected on the duration, 

content, responses, and personnel involved in each telephone and radio 

transaction. Using records, dispatchers can monitor the status and location 

of patrol units, complaint board oper.ators ca~ transfer calls to dispatchers, 

and each new shift coming on duty can learn what has occurred duri,ng the 

previous shift. Thus, records are crucial not only for the communications 

system, but for the daily operations of the patrol force as well. 

In this section, we (1) examine the options available to shared 

communications systems in operating the records system, (2) explore the 

applications of records sys~ems for ensuring accountability, and (3) study 

how records can itifluence management deCision making. 
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Exhibit 6.8 

CALL PRIORITY CLASSIFICATIONS 

(South Bay Regional Public Communications Authority) 

Priority #1: Urgent calls requiring immediate response. 

Examples: Crimes in Progress 
Accident with Injury 
Robbery and/or Burglary Alarms 
Any emergency involving imminent danger to 

life, limb, or property 

Response Time: Immediate 

Priority #2: Expedited calls requiring response without 
unnecessary delay. 

Examples: Family Disturbances 
Non-Injury Accidents 
Traffic Hazards 

Response Time: 15 minutes or less 

Priority #3: Routine calls 

Examples: Late Disturbance Calls 
Theft and Burglary Reports 
Malicious Mischief Reports 
Insurance Reports 
Patrol Checks 

Response Time: 30 minutes or less 

Priority E: 

Example: 

This is a priority level that is assigned by the, 
Complaint Operator and will be used in an emerg
ency of a nature in excess of Priority 1. 

999 (Officer Down - needs help). 

188 

,'t, 

I 
,I 

] 
1! 
] 

1,

;'," .. 

]" 
;', ; . 

] 

6.3. 1 Records System Operations 

Most departments have had years of experience in operating a communi

cations service, and have already designed a communications records system 

which operates smoothly and supports their basic information requirements. 

Two key decisions had to be made, either explicitly or implicitly, when 

establishing those systems: (1) What information should be stored? and (2) 

How should the information be stored? 

The decision process used to establish a shared communications record 

system is essentially similar. However, the decisions about the types of 

information and records storage needed must take into acco~t both the 

diverse needs of the participating departments and the new demands and 

constraints stemming from the increased workload and complexity of the shared 

system • 

Information Requirements 

For the most part, the records required for a shared communications 

system are similar to those maintained by individual departments. These 

should include as many of the following items as possible or appropriate: 

Radio 

number of radio messages 
time of message 
duration of message 
dispatcher handling message 
frequency used 
mobile unites) involved 
type of message: 

status change 
dispatch: time o"f dispatch 

time of arrival at scene 
time of d~6position of 

inciderl'C" 
type of disposition of 

incident 

Telephone 

number of call 
time of call 
duration of call 
operator handling call 
telephone line used 
name of caller 
phone number and address 

of caller 
address of incident 
description of incident 

The involvement of two or more agencies in the communications system 

may require that additional items of information be recorded as well. For 

example, systems which rely on usage formulas for billing purposes may want 

to include info~;nation on the jurisdiction in which an incident occurs by 

recording the name of the town as well as the street address. In addition, a 

shared system should record the department of each patrol. unit responding to 
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an incident. When planning the shared system, member departments should be 

sensitive to the increased data needs which may be brought about by the new 

arrangement and should incorporate these information items in the forms used 

by operators and dispatchers. It is important to standardize t:.he information 

to be recorded in a shared system so as to minimize confusion and ensure 

completeness and accuracy. In the agency supplier arrangement, typically the 

supplier agency will collect the same information for the consumer agencies 

as required for its own needs, with additional items to indicate the jurisdic

tion in which incidents occur and the departments to which responding units 

belong. In the joint provision arrangement, the data to be collected should 

be agreed upon when the system is first established. 

A less desirable option is the collection of different data for dif

ferent departments. Such an approach is feasible for both the agency supplier 

model and the joi·nt .provision model. This option may cause confusion and in

hibit cooperation, but may be necessary if member departments cannot agree. 

Storage and Access 

Accessibility is a particularly important consideration for records 

in'a shared communications system because the people who use records are 

located in several different places, and also because each member department 

will need those records which apply to its own operations, covering the calls 

from its jurisdiction and the responses of its own officers. While police 

departments have traditionally relied on manual communications records 

systems, many departments and shared cQmmunications services have turned to 

computerized records. A manual system must be designed with some care to 

ensure that information will be available as it is needed, without excessive 

filing. For example, the Pasco, Washington Police Department uses a self-car

boned form as a dispatch and incident report, filed according to chronology, 

incident type, and incident location. In a shared communications system, 

records such as these could be picked up each day and filed at the member 

departments, with the dispatch center maintaining only summary information. 

The Muskegon Central Police Dispatch provides an example of a basic 

manual monitoring system which has proved quite satisfactory for monitoring 

some 200 sworn personnel. The status cards. used to record and retrieve the 

information are depicted in Exhibit 6.9. If a field unit calls in for 
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Exhibit 6.9 

SAMPLE STATUS CARDS 

(Muskegon Central Police Dispatch? 

W.~.t6.R~ \ , •••• "n.a.'.". ,.a. 
C '0-' 
0.0-.1 
c.o-.. 
c ..... 
c .... 

- ,--_.-

I ._. I.' ••. 

I ---~ .... -- -_._----
I 

n 

-, , .... ~3. ZO.C' C 8\ ,..a.",c I I.~ .... co.,I." •• ' ,. •• . 
•.• N·· .. ·l··e · ••• 

" .. _."10_ 
c ... ,,··· .... ,. .•.. ,. .... ... .. -f"7'Ui'1 l"i117l .r ..... 

0'''.· c ........ c ....... - c'_, O .... ftl .. O .. ,a_ 
.... ""' ... e • c ..... , c-... , c .. • ... • Clle .. c .. • .. w 

c"',_, 0 .... ' ... '1- c_. c ............ , 
c ..... C.I .......... 0." •• ·- 0· .... " ... ... : ... c .. ,- C'MII'. c-," c-' C ..... 
C , ..... , ••• ,. C ,,"1,,"1 0 ..... - c--"" 
c.~Y1. c ••• T1I"'flC c._ 0,_ .... 1.' 

, 
I 

:;::T .... 
IQ~ 4.;.~.O.~J GI_U.a.1. 

\ c ... ~I. ... , '0" ........... 
II ••• "". -.C' .. ., ~H.fl'" -_._----- ' 

..... f.'" 
c ... -.., ..... , 

i:'1r7lr.1r:l . _."' .. i ......... 
• 0' .... gA_'Oti ... • '--a;; __ -- a,., . ..,. , ......... , ... i""-

"."'i\,~'.",. 
a .... a .. _ = .......... CAClI""~. 
a_ c ... , ... ~ .......... a~.,,..CftI'" . a._ a_ .... _ 

QI .... ...- c "...,".' ....... WIM 
a_ al_ QIMMt ..... co .. "',.......' .. , 

;;i'i"c ••• a~_ a C8II - .. AIIIIt .... Q II .... Q 1)1..-.0"""', 
a_ al._ aWlM .. QY_tete 

~. aW._ CI~ .. T'_ a ....... ' ... c .......... 
a_ a_ C-yl:lllMll'l .... COt ......... - - a .... a h._ CIa, .. Clcs.. ... 11 

-.- .q~~~ .... ____ .. 9A ........... '. 0 ..... ' ........ 

---_ ... _.- .. _--
~-' -_._ .. - -
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strictly administrative reasons 

area), the dispatcher completes 

(e.g., to report that it is leaving its 

the administrative status card. When a 

call for police service is received, the dispatcher completes either a 

traffic status card or general complaint card 'depending on the type of 

service requested, recording on it: 

• type of assistance needed 

• location where assistance is needed 

• name of caller 

• address of caller 

• telephone number of caller 

patrol 

911 

The dispatcher time stamps the traffic and complal.·nt cards four times: (1) 

upon receipt of the complaint, (2) upon transm·issir,n of the message to the 

field unit, (3) when the unit reaches the scene, and (4) when the unit 

completes the assignment. 

Over time, the use of manual recordkeeping can result in the accumu

lation of vast quantities of 

a significant portion of 

records, usually consuming many drawer files and 

the system's available storage space. There are 

many ways to reduce this burden while ensuring ready access to pertinent 

records, including: 

• 

• 

Use of Open-Shelf Filing. Drawer files are expensive 
and must be ~imited in height to approximately four 
feet to provl.de accessibility, which wastes a consider
able am~unt of flo~r space. Shared communications sys
tems w~l.ch must mal.ntain a large volume of records are 
n~w uSl.ng open-shelf filing. In comparison with conven
tl.onal drawer filing, open-drawer filing is 50% faster 
in both filing and retrieval, requires 62% less floor 
space, and is 70% less expensive.* 

Microfilming. Microfilming increases records storage 
capabilities and provides a means to maintain a workable 
volume of active records. Since the purchase of a micro
filming camera is beyond the fiscal capacities of most 
sh~red communications systems, this service can be ob
tal.ned by contracting with a private firm possessing the 
necessary equipment. However, since microfilm records 
will be periodically searched for information the system 
sh~uld consider the purchase of a microfilm p~inter-reader. 
Thl.S will not only provide a visual display of microfilm 
documents but also can automatically print out a copy of 
the document. 

E t bli :International Association of Chiefs of Police, Guidelines for the 
s a s ment of a Joint Police Records and Communications System for the 

Sumter Police Department and the Sumter County Sheriff's Department South 
Carolina (Gaithersburg, Maryland, 1971), p. 72. 
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• Periodic Purging. Another way to avoid expensive record 
storage problems is to establish uniform criteria for 
record r~tention and purging. Provided that management 
information, crime analysis, and statistics have been 
aggregated from the hardcopy record on a routine basis, 
the following purge schedule has been suggested for all 
local law enforcement agencies: felony crime reports 
(7 years), misdemeanor reports (2 years), incident re
ports (2 years), arrest/booking reports (30 years), 'field 
interview cards (6 months), and traffic accident reports 
(3 years).* 

While a manual recordkeeping system is practical for a relatively 

small shared communications system, a computerized system will provide easier 

access, quicker procedures, and more information for less time and storage 

space. A computerized monitoring system includes steps very similar to those 

in a manual monitoring system. Instead of recording information on paper and 

using a timeclock to record the times of events, operators and dispatchers 

enter information into a computer using a keyboard like a typewriter keyboard. 

A screen like a television screen displays a form with blanks for entering 

information, serving the same function as a paper form by reminding dispatch

ers and operators what information is required. The computer can be program-

med to record the times of data entries. 
A computerized records system can retrieve information according to 

various tags--date, type of incident, agency responding, incident location, 

etc. For example, Exhibit 6.10 shows sections of the "Monthly Transaction 

Data Report" of the South Bay Regional Public Communicat,ions Authority. In 

addition to regular printed reports, a computerized records system can 

provide information upon request. Member departments may gain direct 

access to records by maintaining their own terminals. 

Recordkeeping is a sufficiently complex task without the additional 

difficulty of inconsistent practices among member departments in a shared 

system. For example, a typical joint provision arrangement might assign one 

frequency and one dispatcher to each department. If an officer on patrol is 

*Public.Systems Incorporated and the Institute for Police Studies, 
Final Report on the Feasibility of a Coordinated Records and Communications 
System for Region XI, pp. 5-8. 

193 



~ ---- - -----------------------------
" 

I 
Exhibit 6.10 

MONTHLY TRANSACTION DATA REPORT 

(South Bay Regional Public Communications Authority) 

I, He;R~OSA BEACH 

':, .... __ -RD~Aly--20!:F~M!:!.ON!!.T!.H~ ____ ...:1~ _ _...:2:..._ _ __..:3::_ __ 4 ___ 5 ___ 6__:,~-7 ___ e ___ 9 _ j J 1-1 

~: COMPLAINT 
!I C'OMPLAINTS 

!
:. COMPLAINTS r I COMPt.AINTS 

l"k~~~E~-----------------~-~-__=_-
III 0 I SPA T C H R 3 • 8 • 6 • 1 0 • 8 • 7 • 1 0 • 5 • ~ COMPLAINTS ENTERED 8. 2 n 0 

ENTEREU 
ADVISED 
CANCELLED 

26, 
O. 
1. 

~f" CO"'PL&INTS ADVISEU 1 O. O. 0, 1, 0, ' __ '.'. __ .... ' ~,~12~-¥~ ... g~"~~~7;-;;~;fih:n--,--"t"''"'----:;-·----::2~.'----O-.--·3·. --Y,---!·. ~, , L • 

~ COMPLAINTS CANCELLED 1~: 1~: 21. 26. 27. 33. 19. 1~. 15. 
-,:,. COMPLAINTS DISPATCHED 1. 1. 1. O. 1_" 0,.' ~_'_~.' • 0._, i'~'I""" OFFICER INITIATED 5. 5. 5. 9-: 11. 14. 1'J, 0::-. ;:'1. 
1-. TRAFrIC STOPS 3 2. 3, 2. 1 ~, 2. O. 3. 

I" SSTUBAJTUESCTCSHTA~~:S 23!· 239: 270. 297, 4141;. ~8(.t. 2.6.7_,_2_'9., __ 26.0 .• 
i~;'" 4'. 20. 7·-~.---5-3-,--46·.---4T·.- 2~. 17. 34, M'" 08 INQUIRIES 

~ilII 

~ MOBILE TERMINAL 
f f COMPLAINTS DISPATCHED 
i-F OrFICER INITIATED 

120 TRArFIC STOPS 
~la~SU8JECT STOPS r !21 STATUS CHANGES 

til' DB INQUIRIES 

, 'j ''','. ---------------~miiiifiiN8irn:H---pO"rL"fiCiE1DijE:fpijA:RR"TTMMEENi'Tr--I ., MANHATTAN BEACH w 

j,l J 4 S 61 I il ll __ --1lD~AJ..Y....;OQlFUM!.90~N!THL ___ __Il~_~2L __ 2 __ ...!..... _ ___=~ _ _==_ __ ...:......._~ __ 

{l,;-
-" COMPLAINT 
,'1 COMPLAINTS ENTERED 51. 54. 52. 52. 

I
1 ·r--cOMPLAINTS ADVISED 
'.1 COMPlIAINTS CAHCELLED 
-i~l ~~ __________ ~--=----=---=-

j I DISPATCHER '8. 11 1. 9. 8, 8 

f,'.:c,'.!. ~C~O~M~P~L~A~I~H~T~SHE~N~T~E~R~E~D~;;l ___ ~9. __ ~5~. __ T.:-_~~~':---2i!"' --ij3~'--40~.-~~t~.-~~02~:' 

O. 
4. 

47. 
1. 
1., 

46. 
2. 

12. 
O. 
l. 

51 
1 
9 

88. 
5. 

19. 
O. 
8. 

O. 
1. 

~ ~ COMPLAINTS ADVISED 0, c. o. • 5' O. 4. 3. 
l'l'l COMPLAINTS CANCELLED 2. (). 3~· 1~· 48: 28. 10. 22. 41, 

~"', ';":I!' ~C~O~"qP~L~A~I~N~T~S~D~I~S~PtJA~TQ.C_H __ E_D_?3~7~._~l~~3~·~lrt·:--i2~~·. -4i0-;--2iO~.~"""l~0~.~l~O~';-~4~"~~!' .!- OFFICER INITIATED O. O. 1. - 45: 26. 22. 19, ;t 

~ TRAFFIC STOPS 29. 25. 1~. 3~. 1. 1. 1. 3. 3. 
I" SUBJECT STOPS O. 1. • 431· 599. 545. 425. 398. 516, [::,L ~~~~~A~~~~~~~u~i~:~~~:~i~E~S~-'---1~~~~~~:-.!4~~~~::-~4i:~~~:-",i5~:-ili2il~.-'619~.-3399~.-"'''1 11:. --;n. 

[j~1 MOBILE TE~R~MI~~~A~L~~~~--~---'~~~~--~~--1999;-~9ij6~.~~67f.~~7!6;.--~7~4~. 
'22

1 
COMPLAINTS DISPATCHED 65. 50. 53. 90. • 18. 13. 15. 14 • 

. :.,1 OFFICER INITIATED 14. 11. 13. 1~. 2~: 1. 1. 4. 1. 
~ TRAFFIC STOPS 5. 1. 1. • o. o. O. O. 0, 

[, ~2'! SUBJECT STOPS O. O. O. o. 242. 188. 141. '169. 15&. 
~ :6' STATUS CHANGES 101. 102. 104. ~::: 114. 14. ~26. 1"1'. 154 • . H DB INQUIRIES 168, 228. 13. 
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unable to contact his own dispatcher because his department's frequency is 

busy, he shOuld be able to contact another department's dispatcher on a 

different frequency, and should be able to depend on that dispatcher to keep 

records of the communication which will meet the requirements of his depart

ment. Uniform data requirements and forms will greatly facilitate such 

mutual assistance by simplifying the dispatcher's job. 

6.3.2 Accountability 

Thorough records are indispensable in case of complaints about the 

handling of an incident. If complaints are unfounded, records will show that 

they are. If complaints are justified, records will show the errors which 

were made. The following examples illustrate the importance of records for 
accountability. 

• An officer is unable to make radio contact with his dis
patcher from the shopping center where he is holding a shop
lifting suspect. He calls the dispatch center by phone, 
identifies himself and requests his dispatcher. The operator 
puts him on hold. He hangs up after a few minutes, calls back 
and again identifies himself, and requests his dispatcher. 
The complaint operator responds 'Say please', puts him on hold 
briefly and then he is connected to his dispatcher. 

Tape recordings and time-coded computer log entries enabled supervisors to 

review the incident directly rather than relying on the memories of the 

people involved. The log entries revealed that extremely heavy phone traffic 

justified placing the officer on hold. The tape recording of the conversa

tions between the officer and the operators enabled the supervisor to make a 

judgment about the nature of the operator's remark (the supervisor character

ized it as "an innocent attempt at humor"). 

• A patrol officer ~ispatched to a burglary in progress at 1880 
Armour Lane, finds that there was no such address, informs 
the dispatcher, and is sent to 1800 Armour Lane, the correct 
address. 

When this officer submitted a complaint about this incident, a tape 

recording of the call for service revealed that the error was committed by 

the complaint operator. The operator had initially verified the correct 

address with the caller, but inadvertently entered the address incorrectly 

into the computer when transferring information to the dispatcher. The opera

tor -- who was new to the job -- was counselled as to the seriousness of the 
error. 
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As these examples suggest, time-coded records (whether manual or 

computerized) and tape recordings of telephone and radio communications are 

crucial for maintaining accountability of the communications staff to the 

patrol forces. Records are also essential for maintaining accountability to 

the public. If, for example, a citizen complains that the police took a long 

time to answer a call for 'service, time-coded records showing the time of the 

call and the time of police arrival at the scene can show whether or not the 

complaint is well-founded. 

6.3.3 Management DecisionMaking 

The information needed for management and evaluation is essentially 

the same information which is collected in day-to-day operations. Once this 

information is compiled, it can be used to inform decisions about staffing 

patterns, equipment purchases, or procedural changes, and to justify these 

decisions in budget requests. For example, recording the time of each call 

received will reveal the busy and slow times each day so that complaint board 

operators can be assigned accordingly. Chapter 7 will discuss the uses of 

records for evaluation. The following example illustrates the utility of 

records for a management problem specific to a shared communications system: 

• A large police department begins to provide dispatching 
services for a smaller neighboring police department. It 
is difficult to agree on a price for these services because 
the smaller department has no accurate records to reveal its 
workload. After a month of providing services, the larger 
agency is able to use its records of calls receiveA to deter
mine that the smaller agency's workload averages 10% of the 
larger agency's workload, and an agreement is reached on a 
price for the services. 

Similarly, in a joint provision arrangement, member departments may be 

charged according to their use of the shared center. 

* * * 

Chapter 6 has examined the key elements in operating a service 

sharing arrangement: 

and keeping records. 

choosing facilities and equipment, providing services, 

Careful implementation of recommended procedures in 

th~se areas should result in a shared communications system that is both 

effective and efficient. It should deliver high quality service at reasonable 

cost. The issue of whether the system actually does what it is supposed to 

do will be addressed in Chapter. 7: Evaluating a Service Sharing Arrangement. 
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Chapter 7 

EVALUATING A SERVICE SHARING ARRANGEMENT 

Evaluation, research, measurement--these are all words that confuse 

some managers, and scare others. They conjure up images of white-coated 

scientists in sterile labs, statisticians attempting to solve complex 

mathematical equations, and auditors with eyeshades examining every expendi

ture for evidence of fraud and abuse. Demands for high levels of training, 

accuracy, and care in reporting results also tend to evoke fear and discourage 

managers from attempting to evaluate performance. 

To be sure, some evaluations are difficult. Whenever a shared 

communications system attempts to prove that its services have caused a 

particular outcome or that its effects on police response time and other 

performance indicators are generalizable to other systems, the evaluation 

must be rigorously designed and carefully controlled. Techniques such as the 

use of independent and dependent variables, control groups, and random 

selection must be considered by evaluators in this situation. These evalua

tions require special skills, take time, and can be expensive. 

However, evaluations of this magnitude are not always needed by a 

shared co~m~~ications system. Routinely collected operating data can be 

manually processed to satisfy basic monitoring and evaluation requirements. 

This point deserves emphasis--the data needed to monitor and evaluate are the 

same data needed to operate the system, for example: 

• number of telephone calls received; 

• number of police, fire, and emergency medical units 
dispatched; 

• a'l.rerage response time; 

• nunilier and types of incidents handled; and 

• levels and objects of expenditure. 

Unfortunately, in many shared communications systems, these data are 

collected, used for operations management, and then set aside. No attempt is 

made to analyze ho,., much and what types of service are being provided to 

whom, and at what cost. A valuable opportunity to improve the system's 

effectiveness and efficiency is thereby lost. 
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The purpose of this chapter is to explore why shared communications 

systems should be evaluated and how it is done. Separate sections describe 

the major steps in any evaluation, and then apply those steps to evaluate the 

specific aspects of a service sharing arrangement enumerated in Exhibit 7.1: 

impact, process, and costs. 

7.1 Why Evaluate? 

Evaluation tells you and others if a shared communications system is 

doing what it was intended to do in the way it was intended to do it. Just 

claiming something works the way it was intended is not good enough for most 

people, particularly those who have to make policy and budget decisions for 

member jurisdictions. The system's worth must be demonstrated. No good 

intentions or skillful use of words ca~ be submitted for accurate analysis or 

carefully drawn inferences. 

The internal uses that a shared communications system can make of 

evaluation include: 

• to determine system impact; 

• to improve practices and procedures; 

• to allocate human and financial resources among different 
system activities and components; 

• to determine if the system is meeting its objectives and 
the needs of its members; and 

• to monitor program quality. 

External organizations can also utilize evaluations of the shared 

communications system. Member jurisdictions, potential members, funding agen

cies, and citizen groups need data about the system's efficiency and effec

tiveness in order to decide whether: 

• to continue or discontinue the system or their own member
ship; 

• to establish similar systems elsewhere; 

• to allocate scarce budget dollars to other public safety 
or general government activities; and 

• to accept, reject, or modify an approach or assumption re
garding communications technology or intergovernmental 
cooperation. 

198 

I 

], , ; 

J 

, I 
II 

Exhibit 7.1 

EVALUATING A SERVICE 
SHARING ARRANGEMENT 

Chapter 2 

• Developing Interest and Support 
PLANNING FaR SUPPORT • Determining Type of Sharing Arrangement 

SERVICE SHARING • Deciding on Nature and Level of Service 
• Establishing a\ Written Agreement 
• Ratifying the Agreement 

Chapter 3 

ORGANIZING A SERVICE • Building an Organization Structure 
SHARING ARRANGEMENT • Formulating a Decision Making Process 

Chapter 4 

lit • Employment Planning 

• Recruiting 

MANAGING PERSONNEL 
RESOURCES 

• Selecting 

• Training and Development 

• Compensation 

• Performance Appraisal 

, 
Chapter 5 

MANAGING FINANCIAL • Budgeting 
RESOURCES • Financing 

• Auditing 

, 
Chapter 6 

OPERATING A SERVICE 
SHARING ARRANGEMEN'r 

\~ 

• Choosing Facilities and Equipment 
• Providing Services 
• Keeping Records 

1 

Chapter 7 

EVALUATING A SERVICE • Measuring System Impact 
SHARING ARRANGEMENT • Measuring System Process 

• Measuring System Costs 
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7.2 Logic of Evaluation 

There is a certain logic about evaluation, a series of steps that can 

be followed to evaluate a shared communications system or, for that matter, 

any other type of organization or sharing arrangement. The contexts and 

decisions may differ but the steps are virtually the same. These steps are 

depicted in Exhibit 7.2: 

1. Decide what to evaluate 

2. Establish evaluation criteria 

3. Design the evaluation 

4. Collect data 

5. Analyze data 

6. Report results 

1. Decide what to evaluate. It is not always clear what should be 

evaluated. Some argue that evaluation should focus on the system's results, 

i.e., on the measurable impact it has on response time, citizen satisfaction, 

and other outcome measures. Advocates of this approach view a shared communi

cations system as a. "black box" in which what the system accomplishes is far 

more important than how the system accomplishes it. Others contend that 

evaluation must also examine the process by which the system produces its 

results; otherwise it is impossible to isolate which aspects of the service 

sharing arrangement helped or hindered the system in accomplishing its 

intended results. A process evaluation studies how the system is organized 

and how j.t delivers its service. Finally, in' addition to a shared communica

tion system's impacts and process, an evaluation can measure its cost. In an 

era of fiscal austerity, the cost of a shared communications system is a 

critical issue, especially since saving money 1s a pl:incipa1 reason for 

sharing services rather than operating them inciependently • 

2. Establish evaluation criteria. Evaluation criteria abe used to 

measure progress toward the system's objectives. They are the specific 

performance targets that must be met before the object.ive can be accomplished. 

The evaluator will frequently find that there. is more than one evaluation 

criterion for measuring progr~ss toward each impact, process, or cost objec-

tive, e.g.,: 
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Exhibit 7.2 

LOGIC OF EVALUATION 

Before Existing 

VS. Records 
and Stat-

Impact After istics 

Planned 

vs. 

Process Actual Surveys 

N 
Time 

0 
I-' Trend Informal 

Cost Feedback 
Jio/ 

Inter-
, Jurisdic- Ratings 
tional Co by Pro-
parisons fessional 

6 

,. 
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• Impact Objective: By July 1, 1984, communications system 
response time will be reduced by 10%. 

Evaluation Criteda: Seconds of telephone ring duration 

Seconds of telephone talk time 

Seconds of radio system delay time 

• Process Objective: By July 1, 1984, radio system security 
and reliability will be improved by 10%. 

Evaluation Criteria: Number of radio sites with emergency 
power facilities 

Number of sites alarmed for intrusion, 
fire, and equipment failures 

Number of individual police and fire 
headquarters equipped for radio opera
tions in event of regional radio failure 

• Cost Objective: By July I, 1984, the cost per call for ser
vice handled will be reduced by 10%. 

Evaluation Criteria: Number of calls for service handled 

Total personnel and non-personnel costs 

Evaluation criteria should be identified without initial concern 

about whether or how they can be measured. There are often ways to at least 

partially measure the more qualitative or subjective criteria by using 

ratings, rankings, and other procedures. For example, citizen satisfaction 

may appear impossible or difficult to measure but a simple telephone survey 

can usually supply the needed data. In addition, there is no right or wrong 

value for criteria. Fire deaths per 1,000 population can be compared with 

figures from other jurisdictions but no accepted standard exists. Evaluation 

criteria are intended only as quantifiable indicators upon which to base 

judgments; the criteria themselves do not provide any answers. Finally, the 

evaluator must recognize that while there are many criteria that can be 

established for a given objective, he or she must decide which criteria are 

most important and measurable. The remaining steps in the evaluation process 

can then focus on measuring just those criteria, thereby conserving time and 

money a~d directing the evaluation effort. For, as Mark Twain once contended, 

"Collecting data is like collecting garbage. You must know what you are 

going to do with the stuff before you collect it." 

3. Design the evaluation. All evaluations are essentially some form 

of comparison. Whether comparing two communications systems or comparing the 

202 

h > ,« > ~ « 

i 

I 
I 
,) 

,I 
'.'1' 

I , 

]
4." .. 1 1 

] 
;,· ..... ;.,.1 ]'.;. 

,.1 J' ':.' 
,I " 
col ': 

'.-: ... 1 J.' ';I 
. ·:·:'t " 
r.'; i. . 1-': I 

+. 

actual accomplishments of a system with its performance objectives, comparison 

is a key to evaluation. A second key is the capacity to attribute apparent 

system effects, i.e.,to identify those changes in the value of an evaluation 

criterion that can be reasonably attributed to the system's services. For 

example, a reduction in average response time to calls for service may not be 

attributable to anything the system did but rather to the fact that member 

jurisdictions are using faster vehicles on patrol and providing better field 

training to their officers. In all cases, therefore, the evaluator needs to 

search for external explanations for measured changes before crediting or 

blaming the sharing arrangement. 

An evaluation design provides the framework for making comparisons 

aud attributions. Many designs exist but relatively few of them fit the 

needs of state and local governments.* Four designs applicable to the 

evaluation of the processes, impacts, or costs of a shared communications 

system are: (a) before vs. after, (b) planned vs. actual, (c) time trend, 

and (d) inter-jurisdictional comparisons. 

Before vs. After. This design consists of measuring one or more 

evaluation criteria at two points in time: immediately before the shared com

munications system was implemented and at some appropriate time after imple

mentation. For example, the evaluation could examine the salary costs for 

dispatchers incurred by member jurisdictions before they joined the system 

with these s~ae costs once the system became operational. This design is 

also pertinent to measuring evaluation criteria before and after a major 

change in an existing system such as the measurement of average response time 

before and after the introduction of computer-assisted dispatch. This design 

is the simplest, one of the least expensive, and among the most widely used 

of the four evaluation designs. Regrettably, it provides little evidence 

that the system itself made a difference rather than some extraneous event or 

circumstance, e.g., institution of other government programs with coincidental 

*An excellent source of information about the wide range of available 
evaluation designs is: D.T. Campbell and J.C. Stanley, Experimental and 
QUasi-experimental Designs for Research (Chicago: Rand McNally, 1966). See 
also: H.P. Hatry, et al., Practical Program Evaluation for State and Local 
Government Officials (Washington, D.C.: The Urban Institute, 1973), pp. 39-70. 
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objectives, abnormal weather conditions or crime patterns, or actions taken 

by member departments in terms of personnel or equipment apart from the shar

ing arrangement. The use of this design requires an explicit and thorough 

search for these alternative explanations for measured changes before attri

buting them to the shared communications system. 

Planned vs. Actual. This design compares the actual performance of 

the system for a given time period with its planned performance. In order 

to make use of this design, the evaluators must be able to identify realis

tic objectives for the system and then assess progress towards them by means 

of credible evaluation criteria. The main advantage of this design is that 

comparing planned and actual performance is a typical activity of sharing 

arrangements (though generally based on workload and population served rather 

than on service quality) and thus this design would not entail additional 

costs or staff training to implement. This design also supplies evidence of 

program efficiency and effectiveness and can help detect policies and proce

dures that need improvement. For example, if actual expenditures are con

sistently higher than planned, this finding may suggest that financial con

trols should be strengthened, accounting procedures changed, or personnel 

trained. 

Time Trend. This design compares actual data on the evaluation cri

terion with projections for the criterion based on data from previous years. 

Changes caused by the system are identified as the differences between 

p~esent-day conditions as they actually are and as they were estimated to 

be by the projections if the shared communications system had not been estab

lished or improved. For example, the average response time could be tabu

lated for the four years prior to the institution of the shared system and 

then projected two years into the future. The actual response times of the 

system during these same two years could then be compared to the projected 

response times in order to determine if the sharing arrangement made a 

difference. This design differs from the planned vs. actual design in that 

it does not require the establishment of performance targets, but relies 

204 

= 
, • « 

J 

n 
I,. ' 'J 

r<~. h.·. 
,_oj 

.... 

entirely on actual performance measures. In using th~a cesign, the eval

uator should collect data for at least four previous ye':lrs in order to 

establish a statistically valid trend, and also make sure that there were no 

significant changes in the way the data were gathered or recorded during the 

past performance intervals. This design is more expensive than the previous 

designs because it requires techn~cal expertise to undertake the statistical 

projections and the collection of data over several years. 

Inter-Jurisdictional Comparisons. This design compares data from 

jurisdictions participating in the shared communications system with data 

from other jurisdictions where the system is not operating. Comparisons 

could be made in terms of dispatching costs, average response times, and 

other evaluation criteria. If the independent jurisdictions demonstrate 

similar gains on significant criteria, it is possible that factors other than 

the sharing arrangement produced the difference. One major problem with this 

design is identifying suitable comparison jurisdictions since they should 

have the same demographic, geographical, and economic characteristics as the 

jurisdictions in the shared communications system. Another problem is the 

special effort needed to collect information on the evaluation criteria from 

the comparison jurisdictions since there may be restrictions or extra costs 

associated with such an inter-jurisdictional information exchange. 

Probably the most extensive use should be made of the planned vs. 

actual design based on setting targets for individual evaluation criteria. 

This should be done because such comparisons should be an integral part of 

system management and not merely done for evaluation purposes. In addition, 

the before vs. after, time trend, and inter-jurisdictional comparison designs 

should be used in combination. That is, the evaluation would examine before 

vs. after values for selected criteria, undertake projections for criteria 

where prior year data were available, and search for similar jurisdictions 

with which to compare member jurisdictions. The findings of all of these 

would be considered jointly in drawing conclusions about system efficiency or 

effectiveness. Finally, minimal use should be made of the before vs. after 

design alone. Its inability to distinguish between changes in the value of 

evaluation crite+ia produced by the system and changes produced by extraneous 

factors is a powerful argument against using this design alone, except as a 

last resort. 
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4. Collect the data. Data collection consumes the greatest amount 

of time and effort. The data to be collected is determined by reviewing the 

two previous steps in the logic of evaluation: the system's evaluation cri

teria and performance objectives suggest what data can best indicate the 

efficiency and effectiveness of the system while the evaluation design man

dates the time periods and for what specific groups data are required. In 

collecting the data, every effort should be made to ensure that the data are 

reasonably accurate and complete and, since evaluation relies on comparisons 

collected' at different times and possibly for different jurisdictions, data 

should be comparable. For discussion purposes, five sources of data have been 

identified: (a) existing records and statistics, (b) surveys, (c) observation, 

(d) informa~ feedback, and (e) ratings by professionals. 

Existing Records and Statistics. As mentioned previously, the most 

productive source of data for evaluating a shared communications system is 

existing records and statistics. For example, an evaluation involving a 

shared communications system requires records on calls for service, number 

and types of incidents handled, budgeted and actual expenditures, and pos

sibly police department records on the number of arrests and prosecut.or 

records on subsequent dispo~ition of those cases. These records and statis

tics can be drawn from a single shared communications system or from compar

able systems or independent jurisdictions. People who handle the records on 

a day-to-day basis are most familia~ with them and can probably locate and 

extract the data quickly provided that they receive both clear, concise direc

tions and proper authorization. (This last consideration underscores the need 

for top-level support of the evaluation by system management and participat

ing jurisdictions.) It will still be important for the evaluator to spot 

check the accuracy of the data in order to detect clerical errors (transposed 

digits, recording the wrong figure, etc.) and to determine whether the data 

are guesses or estimates rather than "hard" data provided by the system's man

agement information system. 

Surveys. Another data source is the perceptions of member jurisdic

tions, system staff, and the citizenry. Interview and questionnaire surveys 

can probe how they feel about the system and the quality of service they have 

received from it. A survey may involve mailing questionnaires to respond

ents, leaving questionnaires at respondents' homes or offices and retrieving 
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them at a later date, interviewing respondents in person, or interviewing 

them over the phone. Surveys provide feedback on the respondents' perceptions, 

desires, needs, preferences, and experiences unavailable from other sources· 

An innovative survey approach is to send postcards to a random sample of 

citizens who have called the shared communications system for police or fire 

assistance asking for their reactions to the way in which their calls were 

handled and the speed with which units reached them. With proper sampling, 

survey data can be aggregated for all respondents or for specific population 

segments, e.g. comparing the feelings of line police officers about the sys

tem with those of average citizens. On the other hand, surveys consume sub

stantial amounts of time and money, require special technical resources to 

design and administer, and are limit~d by each respondent's memory and will

ingness to cooperate. 

Observation. This method requires that one or more observers devote 

their attention to the behavior of an individual or group within a natural 

setting and for a prescribed time period. In shared communications systems, 

it is used most often to appraise the telephone and dispatch skills of com

munications operators. The observer may be the system's manager, a center 

or shift supervisor, or employee hired specifically to evaluate on-the-job 

performance. An instrument used to record this kind of information would 

likely be formatted as a questionnaire or tally sheet listing the proper 

operator procedures and behaviors and allowing space for the observer to 

record impressions of how well each operator performed. Provided that the 

observer is given detailed instructions on who or what to observe as well as 

when and how long to observe, this method can be a highly credible source 

of dat~. However, it does require careful observer training, investment of 

s1lbstantial amounts of time in the observing process (the observer may have 

to sit through coffee breaks as well as j~b performance), and allowance for 

the likelihood that observation will prompt those being observed to behave 

in atypical ways in order to impress the observer. 

Informal Feedback. Often unfairly labelled as the "grapevine" or 

"rumor mill," informal feedback is information about system performance that 

is transmitted irregularly and received informally. Its main use is to sup

plement information received from other sources since informal feedback is 

too unreliable to be used alone. One source of informal feedback is citizen 
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complaints, often in the form of unsolicited letters. While these letters 

are often used as "horror stories" at meetings of system managers or boards 

of directors, they'have an inconsistent influence on system procedures or 

policies because only dissatisfied clients use this avenue of communicatiDn 

and, in any event, few jurisdictions handle them systematically. However j in 

Kansas City, Missouri, complaint data are summarized monthly for the operat

ing departments and city manager in order to provide a rough barometer of 

public opinion toward specific services. Another source of informal feedback 

is regular attendance by system personnel at meetings of 10eaJ. service clubs 

and professional associations that can supply a forum for surfacing perceived 

problems. While such input can be as unrepresentative of true community feel

ings as complaint letters, the observer at these meetings can discern useful 

information through careful questioning and listening. 

Ratings by Professionals. In some situations, ratings by profes

sionals may be appropriate for evaluating a shared communications system. 

Such "expert opinion" relies on the education and experience of a government 

analyst or private consultant to consider a wide range of quantitative and 

qualitative data in order to arrive at an overall judgment about the system's 

performance or the value of a specific evaluation criterion. Ratings by pro

fessionals may be especially useful on the technical side of the enterprise: 

observing intake and dispatch procedures, appraising the equipment, or audit

ing the system's financial or personnel systems. It is important that the 

professional have solid credentials, experience with other shared communica

tions systems, access to system managers and employees, and a detailed con

tract that specifies tasks, schedule, and rate of compensation. 

In deciding which data source to use, shared communications systems 

should keep in mind the principle of "triangulation of data." This means 

that more than one data source should be used to measure each evaluation 

criterion whenever possible. The results from one source can be used to 

doublecheck the results from other sources, thus adding more confidence and 

credibility to the overall evaluation results. 

For most systems, the bulk of their evaluation data will be derived 

from existing records and statistics and from informal feedback. Both 

sources are readily available for evaluations since they exist as part of the 

information that system managers use in everyday decision making. Because of 
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their relatively high cost, surveys and ratings by professionals should be 

used sparingly. Their most appropriate application is in situations where 

citizen feedback is needed or the credibility that independent judgment would 

bri.ng to the evaluation is essential. 

5. Analyze data. The third step in the logic of evaluation, select 

an evaluation desi9n, demonstrated that a key to evaluation is comparison. 

The emphasis in analyzing the data will be on organizing them s'o that compari

sons call be made. 

The comparison to be made in the planned vs. actual design is between 

the planned values and the actual measured values for the evaluation criterion. 

A common and effective way to make this comparison is to express the relation

ships as a percentage. Percentages for all of the criteria for an objective 

can be displayed in either a simple table or in a bar chart. As illustrated 

in Exhibit 7.3, the table would have vertical columns for a brief description 

of the criteria, the planned value, the actual measured value, and the per

centage of accomplishment (planned value divided by the actual value). Also 

shown in Exhibit 7.3, the bar graph would display only the percentage of ac

complishment for each evaluation criterion. Data arrayed in this fashion 

enable the evaluator to draw rapid, accurate conclusions about system per

formance and to pinpoint areas of immediate concern. 

In the time trend design, the comparison is between the trend shown 

for the actual values for the evaluation criterion prior to system initiation 

or improvement and the actual and projected values for the criterion after 

implementation. The criteria values should be displayed on a graph to 

simplify analysis. Figure 7.4 suggests that time should be displayed on the 

horizontal (X) axis and the criteria measurement scale on the vertical (Y) 

axis. Actual measured values for the criterion should be plotted for several 

time periods prior to program implementation and at least one time period 

after implementation. A vertical dashed line or other indicator should be 

drawn on the graph to mark the time of system initiation or change. The 

evaluator looks for (1) a significant change in the trend of the graph line 

for the actual values that coincides with the start of, or change in, the 

system being evaluated, and/or (2) a significant difference between the 

projected and actual values. The ~hared communications system depicted in 

Exhibit 7.4 incurred significantly higher actua~ costs per call for service 
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Exhibit 7.3 

PLANNED VS. ACTUAL COMPARISONS 

TABLE 

I' , 

-----------------------------------------------------------------------------------1 
1 
1 
1 
1 
1 
1 

Criteria 

I Cost per call for service 
1 
1 

INa. of communications op
lerators hired 
1 
1 
IAverage delay time 
1 
1 

Planned 

$4.80 

10 

15 sec 

Actual 

$5.00 

10 

17.2 sec 

Percent 
Accomplished 

96% 

100% 

87% 

IAverage communications 70 sec 79.1 sec 88% 
I system response time 1 

1 1 
1 ______ -----------------------------------------------______________________________ 1 

BAR GRAPH 

1------------------------------------------------------____________________________ 1 
1 1 
I Criteria I 
1 1 
1 1 
ICost per call for service I 
1 1 
1 1 
INo. of communications op- I 
I erators hired I 
1 1 
1 1 
IAverage delay time I 
1 
1 

IAverage communications 
Isystem response time 
1 
1 

I 10 20 30 40 50 60 70 80 90 100 1 

I Percent Accomplished 
1 ______ ------------------------------------------------___________________________ _ 
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AVERAGE COST 
PER CALL FOR 
SERVICE 

Y 

7.00 

6.50 

6.00 

Exhibit 7.4 

TIME TREND ANALYSIS UF COST PER CALL FOR SERVICE 

(1982 dollars) 

I 
I 
I 
I 
I 

i~. __ ..... 
",. -.... 

_. 
-Projected 
Independent 

Costs 

----------~ ---
.... ~~ Inde- I 5.50 

5.00 

4.50 

4.00 

3.50 

3.00 

2.50 

pendent Costs 

JURiSDICTIONS 
DISPATCHING 

INDEPENDENTLY 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

JURISDICTIONS 
IN SHARING 
Al.{RANGENENT 

• 
Actual 
Shared 
Costs 

I x ~------------------------~--------------------------
1976 1977 1978 1979 

TIME 
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immediately after its 1979 establishment (mostly start-up costs for relocation 

and training) but steadily lower costs in succeeding years, when compared tQ 

pre-1979 costs and projected 1979-83 costs for independent dispatching. Costs 

incurred in each year were transformed into their 1982 dollar equivalent.s to 

remove the effects of inflation from the analysis. 

The comparison in the before vs. after program design is between the 

act~~l value of the evaluation criterion measured immediately before a system 

is initiated or a m~jor change introduced and the actual value measured at 

some later time. This is the simplest comparison and can be made by comparing 

the raw values for the criterion, or by using a bar chart showing two bars, 

one for before the system and the other for after the system was initiated or 

changed. The difference between the two values can be considered the program 

impact, provided that other plausible explanations for the difference can be 

eliminated. An example of a before vs. after system analysis is presented in 

Exhibit 7.5, which is drawn from a study of central dispatching conducted by 

the IIT Research Institute for the villages of Arlington Heights, Elk Grove, 

and Mount Prospect, Illinois.* It suggests that central dispatching produced 

significant reductions in radio system delay times and in communication system 

response times, except during a few shifts. 

A graph or table are probably the best methods for analyzing the 

inter-jurisdictional comparison design. The value of the evaluation criterion 

in the jurisdictions served by the shared system could be compared with that 

same value in independent jurisdictions outside the system. The graph in 

Exhibit 7.6 uses a solid line to show the cost per call for service for 

jurisdictions in the shared communications system and a dotted line for the 

cost in similar jurisdictions that are independent. It indicates that all 

jurisdictions had almost identical costs prior to 1979 when the sharing 

arrangement began, but that since then the costs of the system have averaged 

lower than the costs of independent dispatching. 

6. Report result~. On the basis of the evaluation criteria studied, 

the relative success or failure of various aspects of the sharing arrangement 

must be determined. Each objective should be considered in turn, and the 

*B. Ebstein et al., Final Report: Central Dispatching System Design, 
Test and Implementation (Chicago: IIT Research Institute, 1973) • 
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Exhibit 7.5 

BEFORE VS. AFTER COMPARISONS 

RADIO SYSTEM COMMUNICATION 

DEPARTMENT SHIFT AVERAGE SYSTEM 
DELAY TIME RESPONSE TIME 

Before (sec) After Before (sec) After 

(1)12-8AM 7.9 5.6 62.8 77.7 

A (2) 8-4PM , 18.1 7.6 87.4 49.0 

(3)4-l2AM 12.3 15.1 65.8 61.2 

(1)12-8AM 2.8 5.3 45.4 65.6 

B (2) 8-4PM 21.0 7.9 94.3 54.9 

(3)4-l2AH 27.2 14.5 85.7 67.5 

(1)12-8AM 3.2 4.5 54.0 70.9 

C (2) 8-4PM 3.2 8.6 70.7 51.0 

(3)4-12AM 5.0 15.7 74.5 63.7 

NOTE.; 1. Radio System Average Delay Time: average time which a message spends waiting to be transmitted, 
Le. the average'time duration from the instant that a radio user first conceives of the message 
to the :!.nstant he begins transmission of the message on the radio channel. 

-> 

2. Communication System Response Time: average time from the beginning of the ring of an incoming 
telephone call until the dispatch radio message is sent. 
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Exhibit 7.6 

INTER-JURISDICTIONAL ANALYSIS OF CO$T PER CALL 
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relevant criteria measurements examined. Multiple criteria for a given objec

tive are more reliable than a single criterion in providing indications as to 

whether the objective has been realized. 

Data analysis may suggest conclusions and clearly show relationships 

but the final decision on relative success or failure of the system is still 

a matter of judgment. In most cases, the apparent success must be weighed 

against the costs incurred and what might have been accomplished had the 

sharing arrangement never existed. Moreover, analysis is not a s~stitute 

for decision making. Regardless of the amount of quantitative data, the 

numbers alone will not make decisions about the system's process, impact, or 

costs. They must be supplemented by the needs, expectations, and opinions of 

the persons who manage the system and the member jurisdictions which make it 

possible. 

The report itself should be in writing in order to reduce the possi

bility that misunderstandings will develop over the content and interpreta

tion of evaluation findings. Errors and poor methodology might not be evident 

uniess results are written. An oral presentation is a recommended supplement 

to, and not a substitute for, a clearly written, brief evaluation report. The 

report should address six basic issues: 

• What was evaluated? 

• Why was the evaluation conducted? 

• What was evaluated? 

• How was the evaluation conducted? 

• What are the results? 

• What actions should be taken? 

Based on these issues, a sample outline for a report is presented in 

Exhibit 7.7. The outline lends itself to preparing one consolidated report 

or several separate smaller reports (or memoranda) for various target audien

ces. An overriding concern in report preparation is to keep the report as 

brief as possible in order to enhance the prospects that top decision makers 

will read and utilize it. Formal or annual reports can be 100 pages or more 

but most reports around a specific evaluation criterion or issue can and 

should be considerably shorter. 

In summary, Steps 1-6 in the logiG of evaluation apply to every 

aspect of a shared communications system: the impacts it produces for member 
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Exhibit 7.7 

SAMPLE EVALUATION REPORT OUTLINE 

Executive Summary-of primary interest to 
elected officials, legislators. chief executive 
officers. and administrators. Approximately 2-5 
pages. 
A. Problem Statement-a brief statement of the 

problems addressed by the program. 
1. What are the problems that the program 

is intended to deal with? 
2. What is the impact of these problems on 

the community? Is the impact economic, 
social. or both? How severe is the im· 
pact? How urgent? 

3. Who is affected by these problems? How 
many people are affected? Is there a geo
graphic or demographic focus? 

B. Program Description (for evaluation, or the 
analysis of an ongoing program). 
1. What are the program goals. objectives, 

and evaluation criteria? 
2. How does the present program attempt to 

alleviate the problems outlined above? 
C. Methodology-brief description of how the 

study was conducted. 
D. Recommendations and Conclusions. 

1. For evaluation-What are the positive ac
complishments and apparent shortcom
ings of the program? What measures 
might improve present program opera
tions? 

2. For analysis-Summarize the one to three 
alternatives that the analyst believes 
show the greatest promise. List those 
major action items necessary to imple
ment the various alternatives and esti
mate the implementation time frame. 

Management Report-a 10 to 20 page report 
written for chief executives or assistants, depart
ment or aivision administrators or assistants, 
and task force or project leaders who are re
sponsible for the program. 
A. Methodology 

1. Program Evaluation 
a. Enumerate program goals. objectives, 

and eva!uation criteria. 
b. Discuss the e:valuatlon design chosen 

and the rationale for selection. 
c. Enumerate data sources (records re

viewed, persons interviewed, etc.). 
d. Present data summaries In tabular or 

graph form. 

2. Program Analysis 
a. Enumerate program goals. objectives, 

and criteria, 
b. Describe all of the alternatives consid

ered in the analysis. Include a summary 
of advantages and disadvantages for 
each and an indication of the final dis
position of each (included as a final 
recommendation, rejected as infeasi· 
ble. dropped for lack of information. 
considered a secondary alternative, 
etc.) , 

c. Describe approaches used to estimate 
costs, effectiveness, and Implementa· 
tion feasibility. 

d. Present data summaries in tabular or 
graph form. 

B. Recommendations and Conclusions-Listing 
of each recommendation and conclusion and 
discussion of the rationale behind it. If the 
list is extensive, the analyst should high· 
light only the more important items. 

C. Implementation-A discussion of considera
tions concerning the Implementation of rec
ommendations and alternatives. The nature 
of implementation activities, of course, will 
depend upon management decisions made in 
response to the study. The possible make-up 
of an implementation team should be dis
cussed, and the need for a significant role 
for the analyst during implementation should 
be stressed. This section will underline the 
necessity for teamwork and cooperation be
tween program evaluation and analysis per
sonnel, and also contribute to the decision 
maker's inclination to implement some 
course of action based on the feeling that 
the staff is geared up and ready to go. 

III. Technical Report-Written for analytical person· 
nel from other agencies or jurisdictions. 
A. Data-Raw data collected and technical 

notes documenting assumptions used In 
making calculations. 

B. Data Sources-Documentation on where var
ious data items were obtained. 

C. Methodology (optlonal)-Documentation of 
all calculations used in projections, estima
tions. evaluation criteria measurements. 

Source: Public Technology, Program Evaluation and Analysis (Washingtofl, DC: 
U.S. Department of Housing and Urban Development, 1978), p.47. 
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jurisdictions, processes it uses to deliver its services, and the costs it 

incurs. No matter which aspect is evaluated, the analyst must still identify 

evaluation criteria, choose an evaluation design and data collection strategy, 

analyze the data, and report the resul ts. In fact, wi th respect to evaluation 

design, any of the four designs mentioned can be used, e.g.: 

Aspect 

Impact 

Process 

Cost 

Evaluation Criterion 

Average response time to calls 
for emergency service 

Number of dispatchers per 1,000 
population 

Cost per call for service handled -

Design 

Planned vs. Actual 

or 

Before vs. After 

or 

Time Trend 

or 

Inter-Jurisdictional 
Comparison 

Differences begin to occur in selecting a data collection strategy 

since certain strategies such as existing records apply to every aspect 

whereas observation or ratings by professionals are more applicable to 

process. The greatest differences, however, are in the criteria used to 

evaluate each aspect. Impact, process, and cost criteria are unique. 

Thus, there is a need to go beyond the overall logic of evaluation 

and to examine special considerations in measuring the impacts, processes, 

and costs of a shared communications system. The remainder of Chapter 7 ~s 

devoted to just such an examination. 

7.3 Special Considerations in Evaluating System Impacts 

Impact is the effect that the shared communications system has on the 

provision of emergency services in member jurisdictions. In planning and 

organizing the system, its founding members had certain expectations of what 

the system would do for them. Many of these expectations may have been 

explici tly incorporated into the agency supplier contract or joint powers 

agreem'ent. Some may have been ;i.mplici t when the system was established but 

have since been identified in the planning process. Now the issue becomes: 

To what extent have these expectations been realized? 

An earlier discussion on evaluation design foreshadowed the major 

problem in measuring impact: the inability to distinguish between impacts 
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caused by the shared communications system and impacts due to extraneous 

events and circumstances. The broader the intended impact, and the further 

removed it is from the system's operations, the harder it becomes to attrib

ute all or part of it to the sharing agreement. An increasingly greater 

number of external factors become equally plausible explanations for why the 

impact occur:;d. 
This problem is demonstrated in examining the types of impacts il~ 

lustrated in Exhibit 7.8. Service quality is the easiest to measure because 

it relates most closely to system operations and to factors over which the 

sy~tem has the most control and most responsibility. Values for evaluation 

criteria in the area of service quality can be estimated from existing records 

and statistics. Client satisfaction, in comparison to service quality, is 

not only more difficult to measure but also harder to attribute to the system 

since there are more c''',mpeting explanations for perceived impacts. Hhether a 

respondent to a survey feels good or bad about emergency services can result 

from the politeness of the communications operator or the speed with which the 

patrol car arrived at the scene, in which case the satisfaction or dissatisfac

tion can be largely attributed to the system. Alternatively, the satisfaction 

or dissatisfaction may be due to feelings about personal security, neighbor-' 

hood conditions, or an isolated incident--none of which can be completely 

attributed to the sharing arrangement and all of which complicate the analysis 

of system performance. But by far the most difficult impact indicators to 

connect with the shared communications system are social indicators such as 

those illustrated in Exhibit 7.9. Rising or falling crime and fire rates are 

caused by a multitude of socioeconomic factors, in addition to variations in 

data collection and reporting. How much, if any, of the variation in a social 

indicator is due to even the largest sharing arrangement is a perplexing ques

tion, even under the most controlled, experimental conditions. 
jurisdictions are 

To get around the problem of attribution, some 

experimenting with a special type of impact evaluation called "effectiveness 

status monitoring."* This monitoring differs ft'om the u.sual concept of 

program evaluation. While program evaluation attempts to identify what 

*H.P. Hatry et al., Practical Program Evaluation fOlC State and Local 

Government Officials, pp. 12-13. 
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Exhibit 7.8 

ATTRIBUTION CAPABILITIES OF VARIOUS IMPACT INDICATORS FOR SHARING ARRANGEMENTS 

Does 

SHARED 
COMMUNICATIONS 
SYSTEM 

SERVICE QUALITY: extent to 
produce which emergency services 

+---~----------~-are delivered efficiently 
and effectively, as meas
ured by: 

• % of accurate dispatch 

• average response time 

CLIENT SATISFACTION: 
lead t~ extent to which citi

- zens feel that their 
needs for emergency 
seryices are being met: 

• % satisfied with 
police services 

• % satisfied with 
fire services 

lead to SOCIAL IMPROVEMENT: extent 
"'--------~-~ to which emergency services 

improve member jurisdic
tions: 

• numbers of calls for 
service 

• numbers of crimes cleared 
by arrest 

~~~~~~~~~~~~~~~~~~~~~~.~~~_~~ch affects the system's resources 
or actrv~rir.t~ile~s~Y~---------------------------J 
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Exhibit 7.9 

ILLUSTRATIVE SOCIAL INDICATORS IN LA\~ ENFORCEMENT AND 
FIRE PREVENTION 

A. LA. W ENFORCEMENT 

Goal: To rcduce the amount and cffects of crime Ilnd in ~en
eral to maintain an atmosphere of personal ::;ecurity Crom crimlllul 
beha\;or. ('fo some persons the jlUlll::;lnncnt of criminllis limy oe nn 
important objecth'e ill itsclf as wcIl u mellns to deter fmther crimes.) 

1. Annual number of offenses for cllch mnjor class oC crime (or 
rcduction from the bllse in the number of crimes). 

2. Crime rates, as for exnmple, the number per 1,000 illhllbitnnts 
per YCllr, for each major closs oC crime. . 

3. Crime rate index that includes nIl offenses of a pllrticulnr type 
(e.~., "crimes of violence" or "crimes Ilgninst propet·ty"), pedmps 
weighted as to seriousness of el\ch clnss of offense. 

4. Number Ilnd percent of populncc committing "eriminnl" acts 
during the year. ('I'bis is a less comlllon wny to express the mllgllitude 
of the crime problem i it is criminal oriented mther tJum "crime ori
ented. ") 

5. Annunl value oC property lust (Ildjusted for pdce-leveJ clu\Ilges). 
This vnlue might nlso be expressed IlS I\. percent of the totul prop"erty 
vl\.lue iu the community. 

6. Au iudex of overall community Hfeeling of sec\ll"ity" from crime, 
perhaps b:lsed on public opinion poll~l and/or opinions oC experts. 

7. Pcrcent of reportcd crimes cleltred by Iln'est Ilnd "nssiglllllcnt of 
gllilt" by a court. 

8, Average time between occurrence of n crime Ilud the npprebension 
of tho crimiuu.l. 2 

9. Number of apPl\ronUy justified cOlllplnints of police cxeesses 
by private citizens, perhaps as aujlldgcd Ly tho pulice reviel\' bonrd. 

10. Number of persons subscquently found to be inlloceJlt whu wm'c 
pllllished and/or simply lu'rcsted. 

ll. .'IHE PllEVENTION A.N D FIllEFIG IITI so 

Goal: '1'0 reduce the number of fires I\nd loss clue to fircs, 
), AnnulLl lIumbcr of fircs of ynl'iuus mngnitudes (to bc denned). 

"2. Fire mles, for e:mmplc, numbcr IlCl' )0,000 iniln,bitnnls. pcr ycnr. 
3, Anllllal dl\llllr '"nluc of property loss due to {u'c (adjusted for 

pl'iee le\'cl e1l1lll~es). , . 
4, Annual <lollnr '"l\lue of properCy lost due to firc per $1 million 

(If I,otnl 1)l'Ilperty mille in the lom~Jity. ., . 
5. Annul\l number of pcrsons killed 01' lIlJllI'ed to Yl\l'lOliS degrces of 

seriousness due to lires, . 
6. ReductiOIl in number of fires, in injlll'ies, in Ih·cs lust, nnd in 

dolJllrs of pru1)erty loss from the bnse. ('l'hcse !lre primllrily diff6l'el~t 
forms of (witel'in 1, 3, and 5 nnll ean be substltutcd Cor th~m,), Tins 
reduction might ill pInt be ubtuinecl. by, .fur eXllmple, dm,nng

3 
lIlfer

elwes frum the n 11111 ber of {hc codo \'wlntlOlIs (by t.ype) fOllnd. 
7. AYel'llge time required to put. out fircs (!'01Il the lime thcy were 

first ob:;cn'ed, for vurious classes of fires, 

Source: Harry P. Hatry, "Criteria for EvaluatrlOl1 in Planning State and Local Programs. 11 A Study submitted by 
Committee on Government Operations, U.S. Senate (July 21, 1967), pp. 23-24. 
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effects can be attributed to a specific program or system, annual status 

monitoring concentrates on indicating general program-related changes. It 

dc,as not indicate ~at part specific government activities have played in 

arriving at the desired levels, nor does it separate program effects from 

non-program efforts (e.g.,by private groups). For example, a jurisdiction 

could group all activities which might conceivably have an impact on response 

time to calls for service, e.g. shared communications system, computer-assist

ed dispatch, provision of more patrol cars and fire engines, and improved 

road conditions. Then, if response time improves and no other plausible 

explanations can be found, the jurisdiction claims credit for the reduction 

but does not attempt to apportion the credit among the activities. 

such monitoring may also be an appropriate way for a shared communica

tions system to start developing a program evaluation capability by providing 

the type of data base needed for successful evaluation. Also, because it is 

less detailed and does not require substantial resources, effectiveness 

status monitoring can provide system management and public officials with the 

type of data, needed for system-wide evaluation. 

However, due to the attribution problem, most impact evaluations of 

shared communications systems are confined to studies of service quality. In 

particular, evaluations focus on reductions in average response time, i.e., 

the time from ,the beginning of the ring of an incoming telephone call until 

the dispatch message is sent.* Actually, response time is the sum of a 

series of time intervals or delays, as depicted in,:Exhibi t '7.10. The exhibit , 
also suggests minimum and maximum allowable elapsed times for each interval 

drawn from the experiences of several sharing arrangements. By identi±ying 

the operations associated with the critical or longest delays, a sharing 

arrangement can pinpoint the need for modifications.** 

*This is more narrowly defined as "communications system" response 
time. Total response time would also include travel time for the dispatched 
unit to arrive at the incident scene. 

**Much of this discussion has been adapted from: Public Technology 
Inc., Improving Productivity Using Work Measurement, pp. 103-106. 
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Exhibit 7.10 

TIME INTERVALS IN CALCULATING AVERAGE RESPONSE TIME 

Time Estimates* 
(seconds) 

Least Highest 
call for Service 

,~ 1 T1, 

Likely Allowable 

Contact Time 0 60 

Contact with Cammunicati ons 
q;>erator 

,~ 1 
T2: Telephone Conversation 12 300 

Time 

Information Recorded and 
Dispatch priority Assigned 

'f 1 T3, Information Recording 12 36 

Time 

Incident IDeated and unit 
Selected 

,~ 

1 T4, Dispatcher Queue Delay o 3600 

Inf anna tion Received by 

Dispatcher 

Dispatcher Service Time 6 60 

,~ 

Information Transmt,tted 

*Source for time estimates was a Rand Institute study of response time for the 
Boston Police Department reported in 1977 by the National Science Foundation. 
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The first time interval, T1, is the time between initiation of a call 

for service (generally by telephone) and successful contact with a communica

tions operator or complaint taker. The elapsed time for T1 depends on the 

rate of incoming calls, the rate at which incoming calls can be effectively 

serviced, and the number of operators and telephone receiving lines. In 

larger systems, incoming calls are distributed among the operators by means 

of an automatic call distribution device. If all operators are busy, incom

ing calls are stacked (queued), and as operators become available, calls are 

answered in the order they come in. It is possible to mo.ni tor the number of 

calls waiting and the average delay. A system can assign more communications 

operators as the incoming call rate increases so as to keep T1 below an ac

ceptable limi t. 

The second time interval, T2, is the time required to record informa

tion from the caller on an incident c'a.rd or other record. The communications 

operator not only must obtain information on the type of incident and name 

and address of the caller but also decide if the incident requires the dis

patch of a police or fire unit and what priority to assign to the response. 

If it is determined that the call does not require a unit dispatch, the 

operator may transfer the call to a back-up operator who specializes in no~

emergency matters. Operator training, simplified incident cards, computer

ized communications consoles, and specific dispatch priorities are methods 

of reducing excessive elapsed times at T2. 

T3 is the time delay involved in identifying the location where the 

incident occurred so that an appropriate patrol or fire Unit can be dispatched 

and the incident card conveyed to the appropriate dispatcher (if the dispatch

er is someone else). One method for reducing this delay is to broadcast 

immediately the incident type and location of high priority calls to all 

units in the field. If available, the unit responsible for the incident's 

location can then respond, or a unit from a contiguous zone can respond if 

the primary unit is unavailable (similar to the "zone defense" in basketball). 

Other time reduction methods include specializing communications operators by 

jurisdiction, and having a geo-code file for computer-assi~ted dispatch which 

assigns the unit once the location is entered into the computer. 
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As incident cards are received by a dispatcher, they are stacked 

(also known as a dispatcher queue) to await assignment to a police or fire 

unit. The delay that an incid~nt experiences in the queue is designated T4. 

If the queue results from calls arriving faster than the dispatcher can 

handle them, additional dispatchers can be assigned during busier hours. 

However, a much more serious cause of delay at this interval is because all 

available units are busy servicing other 'calls. If unit unavailability 

prompts unacceptably long delays, consideration should be given to expanding 

the dispatch zones and putting 'multiple units in each zone, encouraging 

inter-zone cooperation, holding units in reseL~e for high-priority calls, or 

even refusing to send patrol \mi ts to certain types of low-priority calls at 

times when most units are busy. 

T5 is dispatch service time. It is the time required to broadcast 

the incident location and type to the appropriate unit. Dispatcher training 

and practice, incident codes, and geo-codes can reduce dispatch service time. 

7.4 Special Considerations in Measuring System Process 

A process evaluation studies' the ways in which the system organizes 

and delivers its services. If an impact evaluati,on helps to answer the 

question "What did the syst~m accomplish?" a process evaluation deals with 

"How did the system accomplish it?" A process evaluation looks at the 

system's internal workings and may uncover problems whose resolution may 

eventually improve the system's impacts or reduce its costs. A process 

evaluation can address not only operational matters such as communications 

and dispatch procedures but also budgeting, personnel administration, purchas

ing, and other components of system management. 

Two kinds of evaluation criteria are typically measured in a process 

evaluation: workload and productivity. 

• Workload: indicate amount of work actually done, e.g"nt~
ber of calls for service handled, number of dispatchers 
hired, number of phone lines installed, number of units 
dispatched. A workload indicator can also denote the 
accomplishment of individual activities, e.g.1whether a 
needed piece of equipment was installed or improved. Ex
hibit 7.11 is an analysis of selected workload objectives 
and evaluation criteria from the South Bay Regional Public 
Communications Authority. 
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Exhibit 7.11 

SAMPLE PROCESS OBJECTIVES AND EVALUATION CRITERIA 

(South Bay Regional Public Communications Authority) 

OBJECTIVES EVALUATION CRITERIA 

Improve physical security 1.1 installation of access control system 
of communications facilities 1.2 provision of back-up radio coverage 

in case of power outage 

Reduce ambient noise in dis- 2.1 separate police and fire communications 
patch facilities from other operations 

2.2 use of headset operations rather than speak-
ers at dispatch console 

Record all traffic on radio 3.1 installation of individual tape channels 
channels and emergency tele- at each complaint, dispatch, and supervisor 
phone lines console 

3.2 installation of individual tape channel 
on each radio channel 

Improve interdepartment radio 4.1 installation of common police tactical 
communications among member frequency 
departments 4.2 installation of common fire tactical 

frequency 

Improve radio system security 5.1 installation of emergency power facilities 
at regional radio sites 

5.2 installation,of alarms at both sites for 
intrusion, f~re, and equipment failures 

Provide hot lines to local 6.1 provision of direct ring-down telephone 
police and fire headquarters service 

6.2 installation of additional extensions on 
hot line 

6.3 installation of voice paging system to 
announce fire dispatch~s 
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• productivity: establish a relationship between resources 
used (expressed in dollar or manpower terms) and results 
obtained, e.g., calls for service per dispatcher, average 
dollar cost per dispatcher or service call handled. 

Existing records and statistics provide information about the values 

of either type of criteria. The system's operations manager can provide 

operational data (compiled manually or computer-assisted). For management 

issues, the general manager or appropriate staff person is the most likely 

data source. In terms of evaluation designs, any of the four discussed 

previously could be applied in a process evaluation: 

• Planned vs. Actual: comparing actual calls for service 
wi th planned calls; 

• Before vs. After: comparing the average cost per dispatch
er incurred by jurisdictions operating independently before 
the sharing arrangement with the average dispatcher cost 
after the arrangement commenced operations. 

• Time Trend: comparing the projected total of calls handled 
per dispatcher assuming no sharing arrangement with the 
actual total per dispatcher employed by the shared com-
munications system; and 

• Inter-Jurisdictional Comparison: comparing the number and 
types of computer hardware and software installed by the 
shared communications system with the same equipment in
stalled by independent jurisdictions or other sharing 

arrangements. 
Observation is another common source of process evaluation data. 

Supervisors or independent professionals often observe the dispatching 

process in order to improve efficiency and assess the performance of communi

cations operators and dispatchers. For example, operators may be rated on 

their telephone courtesy, i.e., the extent to which they use good manners and 

politeness in dealing with callers. special attention is paid to the opera

tors' facial expressions, bearing and actions, voice, and words. Possibl~ a 

more objective use of observation is to evaluate the content of the operators' 

conversations. The observer tracks the progress of the telephone conversation 

from initial pick-up to termination, focuses on key elements, and rates the 

performance on each element. A sample observation form, based on the recom

mended telephone methods of the Northwest Central Dispatch system, is in 

Exhibit 7.12. 
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Exhibit 7.12 

SAMPLE OBSERVATION FORM 

Operator: Employee IDII: 

Observer: Employee IDII : 

Date of Observation: Date of Report:· 

Evaluation Criterion Rating (Circle I number) 

Excellent Average Poor 

l. Answer promptly (within 5 4 3 2 I 
three rings) 

2. Identify yourself and 5 4 3 2 I 
your department 

3. Speak directly into .5 4 3 2 I 
mouthpiece 

4. Observe telephone courtesy 5 4 3 2 1 

5. T~ke charge of the conversa- 5 4 3 2 1 
tion 

6. Take all information and 5 4 3 2 1 
write on complaint card 

7. Explain waits 5 4 3 2 1 

8. Avoid jargon or slang 5 4 3 2 1 

9. Use the caller's name 5 4 3 2 I 

O. Direct calls to proper 5 4, 3 2 1 
agency 

li. Advise supervisor when 5 4 3 2 I 
you leave phone position 

12. Effective termination 5 4 3 2 1 

Overall Comments: 
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7.5 Special Considerations in Measuring System Costs 

Given the fiscal crisis confronting local governments across the 

United States, the issue of how much it costs to establish and operate a 

----------._.------

shared communications system is a pivotal concern. A comparison of the costs 

of sharing communications services versus operating them independently is 

an important element in the evaluation of a sharing arrangement. For, in 

economic terms, a shared communications system will be favored if it permits 

member jurisdictions to obtain either: 

• the same communication system service at lower cost; or 

• improved service a'l: the same cost or at an increase in 
cost less than would have been incurred had jurisdictions 
continued to operate independently. 

Determining what independent jurisdictions actually pay for communica

tions is relatively simple because there are usually ample historical data on 

which to base an estimate. However, it is more difficult to estimate what 

these jUrisdictions would have to pay for the same level of dispatching 

service if it were provided on a shared basis because they have very little 

historical data or cost accounting experience on which to base an estimate • 

The purpose of this section is to provide general considerations in measuring 

the costs of a shared system and in comparing those costs with independent 

dispatchi~g. It is not a cost accounting primer since sufficient guidance on 

such techniques is available in the literature.* 

7.5.1 Types of Cost 

The costs of a communications system can be categorized as direct or 

indirect. A direct cost is an expense that can be assigned specifically to 

the communications system, e.g., wages and benefits of dispatchers, telephone 

and radio costs. An indirect cost is just as necessary for the functioning 

of the system but is not specifically and clearly assignable to the system 

because the system and other units incur the cost jointly, e.g., costs of 

l:Lghting and heating a building in which the communications center and other 

municipal offices are housed. 

*For example, see: Municipal Finance Officers Association of the 
United States and Canada, An Accounting Handbook for Small Cities and Other 
Governmental Units; National Institute of Justice, Measuring the Costs 
of Police Services by Kent John Chabotar (Washington, D.C.: U.S. Government 
Printing Office, 1982). 
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While the distinction between direct and indirect costs seems self

evident, situations are often encountered in practice which complicate the 

assignment of a specific cost to one category or the other. For example, 

consider the capital and annual operating costs of the building housing the 

sharing arrangement. In some arrangements, building costs are direct whereas 

in other arrangements these same costs are indirect. It all depends on how 

easily and credibly the cost can be allocated to the sharing arrangement. 

Building costs are likely to be direct in a sharing arrangement with its own' 

communications center since only the arrangement occupies the space and its 

lighting, heating, maintenance, and other costs are readily isolated and 

measured. However, in the case of an agency supplier communications system 

in which the police headquarters of the supplying jurisdiction houses the 

communications center and a variety of other police services, it is not as 

easy to decide what percentage of the headquarters' lighting and heating 

expense is due to the sharing arrangement and what percentage is due to other 

activities. Another common problem is in categorizing administrative overhead 

costs as direct or indirect since this will also vary with the type of com

munications system. A system which does its own hiring, pays its own bills, 

and operates its own equipment can probably declare these costs as direct. 

Another system that relies on the personnel and finance departments of one of 

its member jurisdictions to per~orm these functions will treat the costs as 

indirect since the costs of these central departments must be shared by every 

municipal unit using their services, including the communications system. 

In estimating the full costs of a communications system, the general 

rule is to measure its direct costs first. From job sheets, time cards, 

accounting journals and ledgers, and other source documents, the analyst can 

compile the personnel and nonpersonnel costs that can be assigned directly to 

the communications system. Next, the analyst totals the cost of the support 

units (personnel, budgeting, maintenance; etc.) and fixed assets (building, 

equipment, etc.) that the communications system uses in common with other 

departments. Finally, the analyst assigns to the communications system a 

fair proportion of these indirect costs based on the extent to which the 

system prompted those costs to be incurred. The assignment of indirect costs 

can be based on the system's percentage of total direct costs, total labor 
.I 

hours or dollars consumed, or any other allocation base that results in an 

equitable allocation of indirect costs. For example, if a municipality has 
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total direct costs of $100,000 and total indirect costs of $50,000, the 

indirect cost rate is 50% of the direct cost of any service within the 

municipality. Thus, if its communications system has direct costs of $20,000, 

the system's indirect costs are $10,000 and its full cost $30,000. Exhibit 

7.13 illustrates how the full cost of a communications system might be esti

mated. 

The exhibit shows that the communications system incurred $400,000 in 

total annual costs. Of this total amount, $300,000 was in direct costs and 

another $100,000 in indirect costs. In analyzing these data, it is important 

to note that: 

7.5.2 

• Costs for purchased equipment and building space do not 
represent their original purchase price. A key principle 
in cost analysis is that cos't should reflect use. Since 
equipment and buildings are used for more than one year, 
their original costs should be apportioned (or "depre
ciated") among all the years in which they will be used. 
Equipment has an estimated useful life of 5-10 years 
whereas buildings can be expected to last 50 years. Thus, 
the original cost of a $1 million communications center 
is divided by its 50 years of estimated useful life to 
derive an annual building cost of $20,000. 

• Labor hours were used to allocate a percentage of the 
city's total indirect costs to the communications system. 
Other allocation bases could have been used. Labor dollars 
is preferred by many accounting experts since this basis 
considers both the amount of time worked and the cost of 
that time. 

Unit Costs 

Once total costs are measured, it is possible to determine unit costs 

for the services offered by the communications system. A unit cost is 

derived by dividing the total cost by one or more measures of system input or 

output. Unit costs are excellent taeasures of system productivity and allow 

cost comparisons among systems of different sizes provided that their account

ing systems are similar. For example: 

Total Cost 

$400,000 

$400,000 

$400,000 

Input/Output Measure 

50,000 calls for ser
vice 

100,000 seconds saved 
in response time 

8,760 ho~s in opera
tion 
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Unit Cost 

$8.00 per call 

$4.00 per second 
saved 

$45.66 per hour 
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Exhibit 7.l3 

HYPOTHETICAL CALCULATION OF THE ANNUAL FULL COST OF A 
COMMUNICATIONS SYSTEM 

1. 

2. 

Procedure 

Accumulate direct personnel costs 

a. Salaries: 1 General Manager 
l3 Di'spatchers 

1 Administrative 
Aide 

1 Secretary 

$ 25,000 
150,000 

14,000 

11,000 

b. Fringe Benefits 

Insurance 
Pension/Social Security 
Uniform 
Other 

Accumulate direct nonpersonne1 costs 

a. Purchased Equipment 

Base station and transmitters 
Communications consoles 
Tape recorders 
Status board and card slots 
Portable and mobile radios 
Office equipment 

b. Leased Equipment 

Telephones 
Emergency trunk lines 

c. Space (including maintenance) 

d. Supplies 

3. Add a proportionate share of indirect costs 

Communications system consumes 10% of all labor 
hours in city government. Total city cost 
for management, budgeting, purchasing, and other 
support functions is $1 million of which 10% 
is allocated to the communications system as 
ah indirect cost. 

4. Total annual cost 
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Cost Accumulation 

$200,000 

35,000 

30,000 

14,000 

20,000 

1,000 

$235,000 

65,000 

100,000 

$400,000 
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A good example of a cost evaluation using unit cost data can be found 

in the "Master Plan for Emergency Telecommunications Systems" developed by 

CES Telecommunications for the Northwest Central Dispatch System. Part of 

the plan studied the feasibility of integrating fire dispatching into the 

existing police dispatching at NWCDS. It included four jurisdictions that 

were already members of NWCDS (three of which had separate dispatch for 

police and fire while the fourth had centralized dispatch op'erations) and a 

fifth jurisdiction considering membership (with centralized dispatch opera

tions) • 

Exhibit 7.14 presents information on fire dispatch cost activity for 

calendar years 1978 (actual) and 1979 (estimated). More specifically, it 

examines (1) resident population, (2) total fire dispatch labor cost, (3) 

number of runs, defined as a vehicle movement in response to an initial 

alarm, (4) cost/run, (5) cost/1,OOO population, and (6) number of runs per 

day. 

In :.this study, both runs and population were related to cost as 

effectiveness-cost measures. There is significant variation in both measures. 

The cost/1,OOO population ranges from a low of $225 in 1979 to a high of 

$3,464. The cost/run ranges from a low of $3.54 in 1979 to a high of $32.57. 

The jurisdiction with the highest unit costs on both measw:es (EGVFD) had high 

labor costs and comparatively low population and runs. 

7.5.3 Intergovernmental cost Comparisons 

It is often tempting for managers and analysts to conduct inter-juris

diptional cost comparisons with total and unit cost data. A police chief in 

a jurisdiction considering joining a sharing arrangement may want to know how 

the projected costs of the arrangement compare with the actual costs his 

department has incurred for communications. The manager of a shared communi

cations system is frequently curious about how his costs compare to costs 

incurred by other systems. Unfortunately, these analyses can be very 
-, 

misleading unless it is recognized that differences in reporting costs may 

not be due to differences in management efficiencies or service quality but 

to differences in the jurisdictions being compared or the accounting methods 

used to compile costs. For example, there may be different: 

• definitions of what constitutes "full" cost; 
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AHFD 

BGFD 
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MPFO 
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Resident 
Population Year 

78 
72,000 

79 

78 
16,006 

79 

78 
27.000 

79 

78 
62.000 

79 

78 
177 ,000 

79 

78 
20,000 

79 

78 
197,000 

79 
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UNIT COST ANALYSIS 

(Northwest Central Dispatch System) 

$ 

$ 

$ 

$ 

$ 

$ 

$ 

Dispatch 
Cost 

6","65 

69.261 

2,096 

3,600 

77,430 

93,527 

"5,000 

52,046 

188,991 

218,434 

8,153 

8,225 

197,144 

226,659 

Runs Cost/Run 

",514 $ 14.28 

4,514 15.3" 

900 2.33 

1,017 3.54 

2,818 27."8 

2,872 32.57 

3,701 12.16 

3.701 14.06 

11 ,933 $ 15.811 

~2,104 $ 18.05 

1,866 $ 11.37 

2,151 $ 3.82 

13,799 $ 11,.29 

11',255 $ 15.90 

) 
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+ 

Cost/~OOO Runs/IOOO Runs/Day 

$ .a95 63 12.37 

962 63 12.37 

131 56 2.47 

225 64 2.79 

2.868 104 7.72 

3,464 106 7.87 

]26 60 10. 14 

840 60 10. 14 t,'t -
$1,068 67* 32.69 

$1,234 68* 33. u; 

$ 408 93 5. 11 

/$ I", 10 5.89 

$1,001 70* 37.81 

$1,151 72~" 39.05' 
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• dispatch or communications procedures; 

• cost of living in region served; 

• laws and regulations governing sharing arrangements; 
and 

• s~rvices rendered to member jurisdictions. 

Therefore, careful study and analysis of the jurisdictions or systems being 

compared is necessary to ensure that they are indeed comparable. 

* * * 

Chapter 7 has present~d general guidelines and considera1;ions for 

evaluating a shared communicati.ons system. It has suggested a basic "logic 

of evaluation" applicable to ~"ll the aspects .of a system being evaluated in 

order to ascertain their eftectiveness and efficiency. Itnas also argued 

that there are special considerations to be made when the evaluator is 

interested in measuring a system's impact, processes, or costs. 

Next, Chapter 8 departs from shared communications and attempts to 

apply the major principles of service sharing to other police services, 

including records, detention, and training. Chapter 8 is not intended to 

provide as comprehensive a treatment to these other services as has been 

accorded to communications. Nevertheless, it does suggest the most important 

opportunities and probl~~s involved in operating other sharing arrangements. 
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Chapter 8 

CONSIDERING OTHER SERVICE SHARING ARRANGEMENTS 

Sharing support services can provide an opportunity to reduce costs, 

improve existing services, and develop new services. Many different services 

can be shared, and law enforcement agencies across the country have benefitted 

from a variety of sharing arrangements: 

• In California, a shared automated warrant promotes the safety 
of' field officers in eight counties. 

• In Alabama, a regional training academy offers courses in 
response to the educational concerns of its members. 

• In Florida, law enforcement agencies in one county obtain
ed in-depth police applicant testing by sharing a personal 
selection service" 

• In Ohio, the Miami Valley Regional Crime Laboratory was organ
ized to serve forty local agencies which were dissatisfied with 
the services provided by the state laboratory. 

• In Massachusetts, police agencies formed a joint purchase group 
to negotiate a substantial discount on the purchase of police 
vehicles. 

• In Washington, local police lock-ups failed to meet state stand
ards, and a shared detention center was established to meet the 
confinement needs of agencies countywide. 

In addition, police departments which find sharing one support service benefi

cial will often explore the possibility of sharing other support services. 

For example, the towns which organized the Northwest Central Dispatch System 

for cooperative communications also participate in the North West Municipal 

Conference which provides joint personnel selection. This chapter examines 

support services, other than communications, which police departments fre

quently share: 

(1) Records and data processing; 

(2) Training; 

(3) Personnel selection; 

(4) Equipment and facilities; 

(5) Crime laboratories; and 

(6) Detention facilities. 

Sharing arrangements for these "standard" services can permit police depart

ments to acquire advanced technologies or special capabilities within each 
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service type. For example, sharing enabled some of the respondents in our 

survey to enhance their standard services by computerizing recordkeeping, 

adding psychological screening to recruit selection tests, obtaining helicop

ters or other specialized crime detection equipment, and constructing compu

terized evidence rooms. Despite the specialized nature of these servi,ces, 

each of the shared systems was established by applying the same general 

principles described througho';1t this document. 

This chapter begins with a brief summary of the steps for establishing 

a shared system which are discussed in chapters 2 through 7 of this document. 

The next section examines each of the six support services individually. 

The treatment of each service includes: (1) a description of the service; 

(2) a comparison of advantages and disadvantages of sharing the service; and 

(3) a chart of special considerations for sharing the particular service. 

8.1 The Sharing Process 

As stated in the beginning of this Issues and Practices Document, the 

same general considerations and procedures apply to developing any sharing 

arrangement, from communications to detention facilities. Communications was 

selected as a focus for two reasons. First, communications is critical to 

the provision of direct police services--it is the primary means for control 

of patrol units and public access to police services. Secondly" shared 

communication services illustrate the entire range of implementation issues 

faced in se~ice ~h~rtng arrangements--issues of local crime, legal authority, 

political opposition, technology, management, staffing, organization, and 

evaluation. The development of shared arrangements for other support services 

tends to be a more flexible process, and these arrangements generally face 

fewer implementation issues than shared communications systems. For instance, 

a regional police academy will not require a technical feasibility study, and 

a shared building will not necessitate personnel training, service procedures, 

nor a recordkeeping system. However, only the level of effort required to 

implement a shared system will differ for each support service; the basic 

steps for developing and operating the arrangements remain constant for 

all. 

(1) Planning a shared system requires a thorough investiga
tion and careful design to ensure that the arrangement 
meets the needs and expectations of its members • 
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(2) Organizing involves establishing an institutional struc
ture and a decision making process which will facilitate 
operation~, maximize local control, and minimize inter
agency conflict. 

(3) Managing includes the efficient acquisition and produc
tive utilization of the system's human and financial 
resources. 

(4) Operating a shared system means obtaining the proper 
facilities and equipment, professionally handling the 
demand for services, and keeping accurate records. 

(5) Evaluating means collecting the proper information 
and examining that information in order to monitor 
and improve the system. 

As discussed in the following sections, virtually every police 

support service can be provided through a shared arrangement, resulting in 

lower costs to member agencies and increased opportunity for improved services 

and facilities. 

8.2 Records and Data ProceSSing 

The officer pulls over the blue Mercedes on a traffic 
violation and radios the station for outstanding warrants 
on the driver. The records clerk checks the index cards 
on warrants and finds nothing. The officer issues the 
driver a citation and sends him on his way. Unfortunate
ly, the department's manual records did not contain the 
outstanding federal warrant on the driver. 

Recordkeeping is an essential police support service. Police manage

ment depends on administrative,records as well as other information to 

forecast future workload, labor allocation, and resource needs. Police 

investigation uses past history records, suspect files, and other tactical 

information. Police field servie,es must rely on the accuracy of warrant 

files. The ability to retrieve and organize information accurately and 

quickly can be vitally impor.tant to the effectiveness of police work. A 

well-defined police records system contains five types of information necessaty 

to meet basic operational and management needs: 

1) dispatch information to increase the efficiency of assign
ing units and provide a record of police response time; 

2) '.event information to compile crime statistics, such as 
UCR; 
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3) case information to index offenders, victims, events, to 
follow up the investigation including court action, and 
to provide management information needs; 

4) reporting and access to other data systems to provide in
formation for operations or statistical analyses; and 

5) patrol and investigative support data not available from 
external systems, such as local property data.* 

For over a decade, the criminal justice system has been experiencing 

an "information explosion." Information management has become central to 

processing cases and coordinating law enforcement efforts at all levels of 

the justice system--from criminal investigations to case disposition to 

compilation of national statistics. Automated recordkeeping has played a 

significant role in expanding, facilitating, and improving the recordkeeping 

function. For example, in 1968, ten states had automated state criminal 

justice information systems and by 1972, forty-seven states had some computer

ized state level records.** 

Despite the increasing importance and volume of police records in 

most departments, many police agencies still rely on index cards, ledgers, 

and manila folders to maintain their records. Indeed, most of the survey 

respondents interviewed in all support service areas primarily relied 

on manual recordkeeping systems. Manual systems impede the fast retrieval 

needed by field and investigative officers and decrease the analytic capabil

ities of management. For example, a manual warrant check can take several 

minutes, while an automated scan takes seconds. By computer, a police man

ager can contrast many different patterns of resource allocations and assess 

their impact on the department's budget, whereas time constraints on collect

ing, organizing, abstracting, and calculating from paper records might effec

tively limit the examination to just a few options. In this respect, com

puterizing administrative functions ,such as personnel information, fiscal and 

accounting records, can be highly advantageous. 

To some extent, agencies' computerized record needs are best met on 

a federal or state level. For example, the National Crime Information Center 

*U.S. Department of Justice, Law Enforcement Assistance Administra
tion, Criminal Justice System, by the National Advisory Commission on 
Criminal Justice Standards and Goals (Washington, D.C.: U.S. Government 
Printing Office, 1973). 

**Ibid. 
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(NCIC) provides data on wanted felons and the identification numbers of stolen 

weapons, vehicles, and serial numbered property. At the state level, compu

terized criminal history (CCH) files contain the identifi~ation, location, 

characteristics and description of known offenders. These systems reduce 

duplication of effort and costs while increasing the data base available to 

police. However, SOllIe of the local level data needs described above require 

in-depth information not available on the federal and state systems. Shar

ing data processing can fulfill local automation needs and offer additional 

benefits. 

While individual departments can obtain hardware to gain access to 

federal and state criminal ,justice data banks, or purchase microcomputers for 

their internal data needs, these systems may be unaffordable and even under

utilized for many smaller departments. In fact, our survey results indicated 

that the agencies which had automated records were either large metropolitan 

departments or shared systems. However, by combining records systems on a 

regional basis, departments can obtain the speed and access,ibility of an 

automated system at lower cost. Specifically, these systems allow agencies 

to: 

• Increase accuracy and efficiency of the recordkeeping func
tion while decreasing duplication of effort. For example, 
Project CLEAR in the Cincinnati area provided a single com
puterized recordkeeping system for 38 agencies.* 

• Access computerized records at a reduced cost by joining 
agency purchasing power. For example, Bi-State Metro Com
puter is a private firm which does some law enforcement 
data processing (20% of its workload). Fourteen police 
agencies in Illinois and Iowa jointly contracted this firm 
to provide their data processing needs. 

In addition, regional services offer the unique advantage of an expanded 

information base, allowing departments to: 

• Increase police safety by combining records for an 
entire region. For example~ the Police Information 
System (PIN) is a warrant system operated by the Ala
meda County Sheriff on a contract basis. The purpose 
of the system is to enhance the safety of field offi
cers by providing fast and accurate information re
garding warrants countywide. 

*U.S. Department of Justice, Law Enforcement Assistance Administra
tion, "Project Clear--County Law Enforcement Applied Regionally--Final Report 
to LEAA," Washington, D.C., no date. 
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• Track criminal activities within a region. For example, 
CORPUS in Alameda County supplies information on adult 
and juvenile criminal histories and bookings. This type 
of regional information prevents transient criminals'from 
avoiding detection by crossing jurisdictional borders. 

In addition, sharing a countywide basis may permit direct interface of all 

local criminal justice component systems--police, courts and corrections. A 

county-level system can often reconcile the differing boundaries of these 

three entities. 

Many of the benefits available from sharing records were realized by 

a shared system in Connecticut. The New Haven Police Department provides 

automated recordkeeping to eighteen surrounding towns. The arrangement was 

initiated for several reasons: New Haven wanted to defray their costs, the 

towns wanted automation and access to New Haven's data, and the state wanted 

a shared system so only one telephone line would be needed for the area (as 

opposed to 19 separate dedicated telephone lines). Consumers are charged a 

fee based on usage--the number of records maintained. The largest consumer 

pays $4,000 a year. The system provides regional data and is interfaced with 

state data. Members are particularly pleased with the ability to obtain an 

immediate check on outstanding warrants and priors in the entire area. They 

also realize that without the sharing arrangement only New Haven would be 

automated. One respondent to the survey who was particularly enthusiastic 

stated, "It's the best law enforcement tool there is! The system contains 

all complaints from barking dogs to murder. There is also a complete listing 

of aliases and we can survey crime in the entire area. It is unreal!" 

The disadvantages cited by survey respondents are generally associated 

with any computer system and are not unique to shared systems: 

• line officer reluctance to readily accept and rely upon 
automated records; 

• delays occurring when the computer is "down;" and 

• adjustment to any lag time between input and receipt 
of printouts. 

Interestingly enough, several respondents noted that while officers vehemently 

opposed the computer system when it was instituted, they rapidly came to 

depend on it and, even refuse to go to manual back-up records when the system 

is down. 
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While the accessibility of computers is increasing, the survey also 

identified shared arrangements on manual recordkeeping systems. These sys

tems were organized by the sheriff and the police department for the county 

seat. Shared recordkeeping was based on an agency supplier model, where the 

consumer either paid for th~ sel';'vioes Qt; I?rovid~d a different support service 

for the supplier (barter). Several important purposes can be served by these 

arrangements: 

• 

• 

• 

• 

Lower costs can be achieved by fully utilizing resources 
and eliminating duplicative costs. 

Reducing duplication of effort is possibl~ by maintain
ing single copies of documents :)oth agenc~es need. 

Monitoring area crime is facilitated by sharing records 
on both the sheriff's county operations and police 
operations for the county's largest city. 

Increasing interdepartmental coordination is promoted by 
combining criminal histories and warrants for officers 
and crime statistics for managers. 

Shared manual recordkeeping systems are usually developed where the sheriff 

and police also share a building. Where the agencies are housed in different 

buildings, problems arise because the consumer agency must telephone for 

information or go over to the records center to pick up ~nd deliver records. 

Planning 

• 

• 

• 

Special Considerations 
for Sharing Recordkeeping and Data Processing 

Planning must include decisions on the extent to which 
recordkeeping will be computerized and criteria for peri
odic purging of files. 

An optimal geographical membership must be selected but 
this is much more flexible than with communications. 
However, an agency supplier model is used to share manual 
records between two overlapping jurisdictions of relative
ly equal size • 

Technical expertise is essential for planning information
al needs, developing software, and selecting hardware. 
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Organizing 

• A mechanism which allows for consumer agency input (e.g., 
governing board) is important for agency supplier arrange
ments. Consumers need to have a voice in determining the 
type of information to be maintained and the format of 
statistical reports which are generated. 

Managing Personnel and Financial Resources 

• Automated systems will typically hire technical staff with 
the requisite skills; however, dispatchers are typically 
trained to operate the system and provide field officers 
with the information requested. 

Operating 

• Operational aspects of sharing records must be carefully 
coordinated with police communications, fi.eld and tacti
cal operations, and agency management. 

Obtaining Facilities and Equipment 

• Equipment needs should be as~essed by an expert. 

• Facility location is flexible. 

Evaluating 

• Sharing arrangement can be evaluated on the basis of level 
of use, record accuracy, ease and speed of retrieval or cost 
savings. 

Further Sources of Information 

• The Criminal Justice System* is a good reference on the 
uses and needs of criminal justice information systems. 

*U.S. Department of Justice, Law Enforcement Assistance Administra
tion, Criminal Justice System. 
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8.3 Police Training 

The rural town has experienced a rash of suspicious fir~s 
over a period of several months. The public is angry about 
the property damage and worried about future fires. The 
police department has no experience or training in arson 
investigation. While the police chief would like to gain 
some departmental expertise, he cannot afford the time or 
cost of sending an officer to the state capitol for a sem
inar on arson. 

The issue of'required training for police is a fairly recent pheno

menon; serious interest in the area has only accelerated over the past thirty 

years. There are two types of training for police: basic training for 

recruits; and in-service training for officers, including both refresher 

courses and advanced specialized inst,ruction. 
, 

Since the late 1960s, states have been establishing minimum training 

requirements for recruits. In 1973, the National Advisory Committee on 

Criminal Justice Standards and Goals recommended a minimum of 10 weeks of 

basic training. States in our survey required 8-12 weeks of basic training 

at an approved institution. At a minimum, training for recruits must meet 

state-mandated minimum training standards, and should address the four 

primary functions of police service: non-crime situations (e.g., first 

aid); crime prevention; emergency crime fighting; and administration (e.g., 

ethics and professionalism). Because departments must now meet state minimum 

training requirements for recruits, many states alleviate the financial 

burden of recruit training by reimbursing departments for the tuition and 

sometimes furnishing travel and living expenses as well. In addition, some 

states provide free training at a state academy. 

In contrast to recruit training, state standards for in-service 

training are minimal or non-existent. By and large, in-service training is 

left to the discretion of individual departments, although states may require 

recertification of certain skills such as firearm proficiency, CPR, and/or 

first aid. 

The mandatory training standards found in state statutes are often 

supplemented with a legislative mechanism to ensure the quality of training 

programs, such as establishing a state training board. However, the actual 

system of training recruits, as established by statute, varies widely across 

states. For example, autonomous training boards mandated by statute may 
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actually operate a state academy; they may certify, but not operate, acade

mies: or they may operate and certify academies. In New Mexico, a board

certified academy may in turn certify one-time local training for recruits. 

Another variation, for example, is found in Minnesota, where officers need 

to obtain an associate degree, pass a state-certified test, and then suc

cessfully complete local department training. 

While some states have established state-level academies which pro

vide all basic and in-service training needs, a number of states do not have 

law enforcement academies and local departments must provide' their own pro

gram to meet state requirements. This can create problems for smaller depart

ments. Where attendance at a state-certified program is required, small 

agencies often cannot provide sufficient services to obtain certification 

for their own training program. Even where program certification is not 

required, individual agency training efforts are frf;lquently fractionalized 

and sporadic. On the other hand, even in states which have state-level 

academies or other established programs (often at local universities), police 

agencies' use of these facilities may be constrained by several factors: 

• insufficient capacity at the state level to handle 
all local training needs: 

• prohibitive travel and boarding costs for agencies 
located far from the training center: 

• dissatisfaction with course offerings: and 

• insufficient manpower reserves to allow officers 
the nleave time" to attend training sessions. 

Many police departments have found that shared regional academies 

offer the optimal solution to these problems. In states with no state-level 

facilities, the primary advantage of shared regional training is improved 

service. A regional training academy can meet state standards (including 

certification), by providing members with a comprehensive' training program. 

Thus, individual agencies can avoid the expense and difficulty of obtaining 

their own training certification, while gaining access to ,;a better training 

program. .In states with existing academies, regional tra:i:ning may still be 

a preferable option primarily to increase aCgessibility to training. This 

can be particularly important where existing academies consistently waitlist 
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recruits or are unable to accommodate agency demand for in-service training. 

Shared regional academies can also offer sever,al other important advantages: 

(1) Increased in-service training to small agencies. Unlike 
individual or state training programs, shal':ed systems , 
may meet the needs of small agencies for in-service 
training. For example, in one regional system the in
structor will go to the police department if at least 
ten officers will attend.* Several metropolitan 
police departments offer free advanced seminars to 
smaller surrounding agencies. 

(2) Focus on local or regional problems. Shared systems 
can better address police concerns which are local in 
nature and. develop courses suggested by members. For 
example, one system in Alabama has emphasized regional 
problems through training on family crisis intervention 
and auto safety.** 

(3) Cost effectiveness. Shared systems can provide train
ing at a lower cost than individual department training 
programs. For example, in suburban Los Angeles, agen
cies found sharing saved overtime pay for department 
instruction, and increased both uniformity and the 
quality of training.*** 

(4) Decreased travel time and costs. Shared regional train
ing centers may be more advantageously located for mem
bers than state-level academies. For example, some 
survey respondents noted that attendance at the state
level academy required significant travel and board-
ing costs, whereas the officers could commute to the 
regional center on a daily basis • 

(5) Promotion of uniformity. Unlike local training pro
grams, shared systems can maximize uniformity across 
neighboring jurisdictions. For example, one survey' 
respondent reported that uniform training of state 
police and local police significantly eased hostili
ties between the two. 

*George T. Felkenes, "A Regional Training Approach," Police Chief 
(August, 1974), pp. 39-41. 

**Ibid. 

***Lyle Knowles and Richard Propl;lter, "Regional Training for Reserve 
Police Officers," California Law Enforcement, pp. 96-99. 
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(6) Alleviate manpower concerns. Shared systems can also 
accommodate the scheduling problems of members better 
than most state academies. Many small departments in 
our survey reported that although the state academies 
offered in-service training, they did not attend be
cause of manpower shortages. However, members of a 
shared training system can adjust course scheduling to 
minimize manpower shortages. Courses may be scheduled 
for "slow" times, on a half-day basis, and so forth. 

These advantages are particularly important to smaller agencies which need 

in-service training. The only disadvantage of regional sharing reported by 

members was that recruits were not trained on individual town ordinances and 

department procedures. 

Where training demand is insufficient to support a regional academy, 

an agency supplier system may meet the in-service training needs of smaller 

departments. Such a system usually arises when a large metropolitan agency 

with its own in-service training opens classes to nearby'departments. In 

some cases, the supplier offers the instruction g1.iituitously, in others a fee 

per student is charged. While an agency supplier system enhances the training 

opportunities of small agencies, some survey respondents complained that the 

supplier's departmental procedures often dominated the course presentations. 

A final type of cooperative interdepartmental training, which is 

related to sharing, is educational exchange programs. Under these programs, 

departments exchange officers for a givep period of time. For example, one 

system exchanges line officers for one week to increase training despite 

manpower shortages.* Another program exchanges middle management for six 

months.** The goals of these programs include the exchange of new ideas 

and procedures, increase interdepartmental communications and understanding, 

and to expose officers to different environments (e.g., small town police get 

metropolitan experience). 

*G.B. Adams, "Law Enforcement Inter~epartmental Education Exchange 
Program," police Chief 6 (April, 1973), pp. 22-23. 

**William J. Baer, Police Personnel Exchange Programs: The Bay Area 
Experience (Washington, D.'C.: The Police Foundation, 1976). 
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Planning 

Special Considerations 
for Sharing Personnel Training 

• Shared training systems are typically either a joint powers 
arrangement on a t'egional basis or agency supplier in a 
metropolitan area. 

Organizing 

• If the regional training center establishes a board of di
rectors, it should be composed not only of line officials 
but also departmental representatives expert in training 
and organizational development. 

• Center staff who assess training needs and effectiveness 
should not be the same persons who conduct the training in 
order to avoid conflicts of interest. 

Managing Personnel and Financial Resources 

• Shared training academies and selection services typically, 
maintain a very small core staff of full- or part-time 
personnel for administration. Instructors and evaluators 
are drawn from a pool of local expertise--member depart
ments, universities, federal agencies, etc. 

• A shared training system usually receives tuition payments 
from the state for recruits and from members for in-service 
trainii,g. 

Operating 

• Careful assessment of consumer needs is important for selec
ting ,and ,scheduling courses and establishing a curriculum. 

Obtaining Facilities 

• Training facilities should either be centrally located for 
daY,classes (which reduce boarding costs), or have adequate 
facilities for resident students. 

Evaluating 

• "Members will want to assess whether the program is meeting 
local needs and whether it is cost effective. Measures of 
training effectiveness can include not only the extent to 
which training improved knowledge, attitudes, or skills but 
also whether training enhanced on-the-job performance. 

Further Sources of Information 

,. Tne Manual for the Design and Implementation of Training* 
provides comprehensive information on developing a training 
program. ' 

• u.S. Department of Justice, Law Enforcement Assistance Adminis
tration, National Manpower Survey of the Criminal Justice System, 
Vol. V, Criminal Justice Education and Training, by the National 
Planning Association (Washington, D.C.: U.S. Government printing 
Office, 1976). 

*U.S. Department of Justice, Law Enforcement Assistance Administra
tion, Manual for The Design and Implementation of Training, by Richard 
Grassie, James Burrows, Suzanne White, and Ray Waymire (Integrated Criminal 
Apprehension Program, 1978). 
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• u.s. Department of Justice, Law Enforcement Assistance Adminis
tration, Project STAR, Role Performance in the Criminal Justice 
System, Vol. I. Summary, by the American Justice Institute 
(Sacramento, California: American Justice Institute, 1974). See 
also the ten associated Project STAR reports on specific topics. 

Personnel Selection 

A young applicant to the police department is taking his 
fifth entry examination for admission as a recruit; he 
has previou$ly failed to gain entry in four neighboring 
communities. Each of the five towns has individually 
paid screening costs for this single applicant. 

The selection of recruits raises issu~s germane to departments of 

all sizes. Agencies in close proximity may unknowingly duplicate selection 

costs by individually screening, examining, and in~estigating applicants who 

have been rejected by a neighboring department. Smaller agencies lack 

the resources to thoroughly assess any candidates. Both of these problems 

can be solved by sharing a screening service. The experiences of two shared 

systems illustrate this point. 

A number of police departments in northwestern Chicago suburbs were 

concerned about both the cost and effectiveness of examining police candi

dates, realizing that individual departments were paying $34 to $52 per test

ing cycle to screen some of the same people. The police and fire commis

sioners from seven towns undertook a study to explore the possibility of 

cooperative service provision. The study showed that the towns could reduce 

excessive costs and duplication of effort while retaining local control by 

establishing a joint powers system to provide selection service. This system, 

the Northwest Municipal Conference, tests candidates and submits a list of 

eligible candidates and their test results to each member agency. Applica

tions are sent only to the member(s) indicated by the candidate (i.e., there 

is no "master" list). The testing process is both comprehensive and unique: 

(1) orientation night covers the details of the testing 
and selection processes, as well as a film on expect
ed traumas for a new officer and his or her family; 

(2) a physical agility test (develop/ad tel conform tb 
member agencies' job requirements and approved by 
the members); 
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(3) two written examinations (as some members prefer one 
exam over the other, this provides members with a 
choice of test results upon which to rely); 

(4) background investigation on all finalist candidates; 

(5) polygraph and in-depth psychological examinations; and 

(6) oral interviews by departments. 

The total cost of the first police testing cycle in May 1978 was $7,470 for 

all seven departments combined. Based on their average cost of $38 per 

applicant for individual department testing, members estimated their combined 

savings to be at least $20,000.* 

In Pinellas Cou~ty, Florida, a shared countywide selection service 

has worked to solve screening problems, particularly for small agencies. 

This system allows for members to refer applicants and to specify special 

requirements or requests (e.g., waive agility test for 60-year-old clerical 

candidate). In order to fund the system, members obtained legislation which 

earmarks $1 from every county traffic ticket for its operation. The testing 

includes written exams, oral exams, physical tests, criminal checks, credit 

checks, reference verification, medical exam, and a psychological exam. The 

benefit for the small departments is significant. Respondents in our survey 

stated before the service was available they could not afford to conduct a 

thorough appl~can rev~ew. , t . One agency said, "We used to J'ust make a few 

phone calls; now we ge t a report an inch thick." Another ad vantage cited by 

a small agency was that the system permits easy identification of police 

officers applying from out-of-state, and officers who came to Florida to 

retire, but now want to come out 0 re ~remen • f t ' t These officers may be given 

S ~nce they can be certified easily by the Florida State preference in hiring • 

Police, and departments thereby avoid recruit training. 

So long as departments participate in establishing selection require

ments and retain ultimate control over candidate selection, there appear to 

be no disadvantages associated with sharing this function. 

*william G. Grams and William H. Muhlenfeld, "Police Recruitment 
Joint Effort in Chicago Suburbs," Illinois Police Officer, Vol. 9, No. 4 
1978), pp. 25-33. 
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Planning 

• 

Sp~cial Considerations 
for Sharing Personnel Selection 

Shared selection systems are predominantly based on joint 
powers agreements. 

Organizing 

• A governing board is recommended to ensure adequate and 
continuing member input on issues concerning s~lection 
criteria. 

Managing Personnel and Financial Resources 

• Selection arrangements may be paid on a fee per candidate 
basis. 

• Only part-time staffing is needed for the periodic testing 
cycles. For this reason, it may be helpful to hire con
sultants to run and evaluate each cycle or to use member 
departments' training officers. 

Operating 

• Bec21use full-time personnel are not needed, it is import
antu to regularly check members' recruit needs in order to 
sch~dule testing cycles. 

Obtaining Facilities 

• To reduce costs, movable physical testing equipment may 
be purchased and the testing location may rotate among 
member agencies. In this way, no permanent facilities 
,are required. Another option is to locate the system 
at a nearby training academy. 

Evaluating 

• Evaluation should measure cost savings .and assess the 
quality and performance of officers hired in accordance 
with the testing recommendations. 

Sources of Further Information 

• Police Selection and Career Assessment· is a good 
resource for developing methods of evaluating appli
cants and assessing the potential for present officers 
for promotion. 

.U.S. Department of Justice, Law Enforcement Assistance Administra
tion, National Institute of Justice, police Selection and Career Assessment, 
by Marvin D. Dunnette and Stephan J. Motowidlo (Washington, D.C.: U.S. 
Government Printing Office, 1976). 

250 
>. > \ • . 

"1 
j 

1) ,[ 
( ,., 

]j 

Jl j 

,q 
'1 

'i 1 leI 
~,. 

'/; -j 
~ 

:1 
~ 
~t Ii] n 

~J 

8.5 Facilities and Equipment 

The police department has four squad cars which are all at 
least six years old. Mechanical failures are a frequent 
occurrence and have interrupted police operations on several 
occasions. The chief has submitted cost proposals for re
placement of the vehicles, but the city council is suffering 
from "sticker shock" and refuses to appropriate the funds. 

While the ltlw enforcement function is becoming increasingly dependent 

on technical equipment, local budgetary constraints force depa~tments to 

forego ne.eded equipment or to use antiquated machinery. While effective 

policing is largely dependent on the quality and number of personnel, adequate 

facilities and equipment are essential to enable the staff to carry out their 

policing functions. For example, officers' lives can depend on the reliabil

ity of their cars, weapons, and radios. Similarly, the public safety can 

turn on the availability of emergency equipment such as "the jaws of life" or 

bomb detection dogs. Facilities for storing and acquiring evidence such as 

polygraphs are important to criminal prosecutions. 

Facili ties and equipment co,mprise an extremely comprehensive support 

service area, encompassing such diverse support activities' as the purchase of 

police weapons and maintenance of the police headquarters. The one common 

feature of most law enforcement facilities and equipment is cost: these 

items are expensive, often involving considerable capital expenditures on the 

part of police agencies. For example, major equipment purchases for such 

items as police vehicles, helicopters, or underwater recovery equipment costs 

thousands of dollars, while the cost of construction for a new police head

quarters building may well exceed a million dollars. Expenditures of this 

magnitude are not insignificant for larger departments; for smaller depart

ments, they may be totally unaffordable. Sharing arrangements for the 

provision, purchase, or development of certain facilities and equipment thus 

offer a unique and attractive option for most police agencies. 

Shared equipment and facilities can be divided into two categories. 

The facilities category includes stationary equipment, and covers such items 

as buildings,~vidence rooms, and polygraphs, while the equipment category 

is composed of moveable equipment such as helicopters, riot gear, and special 

detection d(Jgs. Unlike othe~r~hared support services, departments may share 
~ ... ~. ,5 
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facilities and equipment in three ways: joint powers and agency supplier 

arrangements, and a third option called a joint purchasing group. This third 

form of arrangement" is used exclusively for equipment commonly purchased by 

police departments, such as vehicles and radios. These groups have adopted 

the industrial technique of bulk purchases through joint purchasing arrange

ments. By combining the buying po¥er of several departments, higher discounts 

can be obtained. 

The primary advantage of sharing equipment and facilities is, of 

course, cost savings. Through shared arrangements member departments may 

obtain the benefits of certain facilities and equipment at a fraction of 

their total cost. For example, provision of helicopter service in San 

Bernardino, California costs $480,000 a year--a price" few single departments 

can afford. However, by sharing the helicopter the individual costs are 

reduced: the second largest consumer pays $54,000 a year and one smaller 

member pays only $6,000. Supplier agency sharing of facilities and equipment 

offers similar benefits: smaller departments can afford to use the service 

because their individual costs are low, while supplier departments use the 

cost contributions of participating agencies to cover their fixed operating 

costs or invest in more advanced technology and equipment. Joint purchase 

arrangements allo~": members to negotiate lower prices on necessary equipment; 

because members of a group purchase then have identical equipment, additional 

cost savings may be realized through group repair and service contracts which 

reduce maintenance costs. 

Another major advantage of cooperative provision of facilities and 

equipment is the potential access to new and better equipment and facilities. 

This advantage is available because the combined funds of several agencies, 

or the savings realized from a joint purchase arrangement, may allow members 

to invest in better equipment. For example, a shared evidence room produced 

startling organizational benefits in Bernalillo County, N~w Mexico. Law 

enforcement agencies there had been plagued by lost evidence due to poor 

organization and limited storage capabilities. Substantial amounts of time 

were wasted searching for evidence. A modern evidence room supplied by the 

Albuquerque Police Department ended the evidence problems for nine member 

agencies. Increased efficiency and computer capability reduced the average 

time needed to locate evidence from one hour to three minutes. Advanced 
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technology was obtained in the form of an automated retrieval system, refrig

erated compartments, moisture-proof rooms, storage for flammable items," and 

vaults. A second example is provided in the Pottstown, Pennsylvania area, 

where a shared system allowed the supplier agency to purchase a fully. auto

mated breathalyzer to replace ~he old manually operated one. The new machine 

provides an e'1identiary advantage in court by eliminating the necessity of 

establishing the operator as an expert. Furthermore, the high reliability of 

the machine means the results are more likely to be accepted by the court. 

Shared facilities and equipment may also improve the quality of agen

cies' direct services by increasing the scope of direct services an agency 

can provide. Special detection dogs can promote investigations and avert 

disasters, while the availability of riot gear facilitates comprehensive 

police service during public disturbances. The new capabilities afforded by 

helicopter service or the availability of underwater recovery equipment can 

substantially enhance agencies' patrol and investigation services. (It should 

be noted that although access to new technology is desirable, agencies should 

be aware that expert vendors sometimes sell equipment which is too complex or 

sophisticated to operate without advanced technical training.) 

participants in sharing arrangements for facilities and equipment may 

encounter two major disadvantages: 

• inability of the facility or equipment to accommodate the 
level of demand placed upon it; and 

• rising costs. 

First, the capacity of a shared facility must be balanced against the demand 

for service, since an overburdened system will result in dissatisfaction 

among its members. When equipment or facilities are frequently unavailable, 

consumers may find it difficult to justify the financial burden of partici

pation, and may leave the shared arrangement. To counteract this problem, 'it 

is often helpful if members can agree on a priority system for the service. 

For instance, if a mobile crime lab receives two calls simultaneously, the 

call involving the most perishable evidence or the most serious crime might 

be serviced first. 

Traditionally, large agencies have provided use of facilities and 

equipment a~ a free service to smaller agencies. our telephone survey 

reflects a growing dissatisfaction by overburdened suppliers, and a shift to 

contract provision. While smaller consumers may complain at having to pay, 
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often the equipment or facilities are used only sporadically, and a cost 

based on actual use may turn out to be minimal. Moreover, the service they 

receive under contractual arrangements may be of higher quality, as the 

supplier may be able to provide advanced technology and increased availa

bility. The Bernalillo County, New Mexico evidence room system has met no 

opposition to its proposed charge of $1.25 per item. For contractual provi

sion, a transition to an actual use cost basis for an operating system is 

feasible, and such a fonr.ula is recommended for developing systems. In addi

tion, it is recommended that other costs involved in shared facilities and 

equipment, such as insurance, training, maintenance and replacement costs, be 

explicitly considered and incorporated in costing formulas as appropriate. 

By and large, developing a sharing arrangement for facilities and 

equipment is easier than sharing communications. However, as shown in the 

table below, agencies should carefully consider several important differences. 

Planning 

• 

• 

• 

Special Considerations 
for Sharing Facilities and Equipment 

Geographical jurisdiction sets practical limits on the mem
bership of shared buildings. If two,~gencies want to share 
a building, their jurisdictions must overlap geographically. 
For that reason, the most common membership for a shared 
building consists of the county sheriff and a police depart
ment (usually located in the county seat)~ Additional shar
ing is possible with the state police or highway patrol. 
Intermunicipal sharing of buildings is usually infeasible, 
as one member would be housed outside of its jurisdiction. 
In addition, where any equipment or facility is basically 
stationary, as with a firing range, travel time and costs 
will effectively limit membership. 

Balancing of work capacity and costs per member will be 
the primary determinants of membership size for an equip
ment sharing arrangement. Enough members are needed. to 
minimize the costs to individual consumers, but not so 
many as to overload the equipment. Arrangements for 
sharing certain types of equipment are capable of incre
mental expansion to accommodate new members (e.g., riot 
gear); however, other types of equipment, once filled to 
capacity, are not easily expanded due to the substantial 
initial investment required (e.g., helicopter). 

The geographical configuration of membership also must be care
fully evaluated where the equipment is movable. Members should 
be sure the equipment will be able to meet their needs in terms 
of response time, accessibility, additional costs of moving the 
equipment, and projected frequency of use. 
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• 

Joint purchase membership offers infinite variati 
only limiting factor is that more than o~. The 
~red A 1 one agency ~s re-

• arge membership is often preferable b 
the fluidity it ff d ecause of 
it is more likel~ t~~tS~ev:;~~ ~~~eb:e~berds Pharticipating, 
in a i h oun w 0 want to join 

g ven purc ase. Moreover, with a greater number of 
::mhbers'd',a larger purchase.can be made and subsequently a 

g er ~scount obtained. 

Each individual piece of equipment or facility often has a 
host of associated legal considerat~ons. 
sh d ... Members of a 
Ci:~ean~;ste: must comply with federal, state, local, judi-

pr epartmental standards. For example a h li-
copter system will have to me t f ' e 
gated by the Civil A ,e ederal regulations promul-
local laws require oe:~::~:~c ~oard. In addition, state and 
pilot Certification,Pflightgl~~~~~~~s"mechanical inspections, 
Judicial limitations may exist f ~ iY ~nsurance, and so forth. 

1 or a r surveillance techn' 
ques, neg igent operation of aircraft nui ,~-
levels and s ' sance or no~se 

have t~ meet ~o~:~ Z~i~;n:::~:~C~i~~::e=b~~~~d!n~u~~~i~nlY 
permit, and pass a state build'" g 

h ~ng ~nspect~on. In sho t 
s ared systems must meet th r , 
individual agencies providi:gS~: ~~:ls~~~~~~isites as 

Managing Personnel and Financial Resources 

• ~:1~~~~nyp:eqoufirem7nts tfOr staff will vary widely depending 
equ2pmen or facility sh d special ex ti _. are. In Some cases, 

• 

• 

• 

Operating 

• 

• 

i th per se mQy be needed, such as a helicopter pilot. 
t: 0 ertcases, members may simply train their own Officers' 

opera e the equipment. 

~~:r:~~u~id~~:f!i~~~!:~daW!!~n~~~~ vary; for example, a 
ally h' d nce crew either especi-

~re to work full-time in 'the building or contracted 
from a private cleaning service. 

Many states require Ii d 1 
be considered in staff~ense Pho ygraph examiners which should 

~ng a s ared polygraph. 
With respect to ' , 
i di i Jo~nt purchasing, members share costs and pay 

n v dually rather than paying from a centrally maintained 
treasury. 

Operating a shared system for facilit~es 
i ... or eqUipment will also 

vary w dely according to what is shared. For exam ' 
vision of major facilities will ft qui pIe, Joint pro-
supervision, while a joint Purch~see~a~esimpr~yf~~~iveoperating 
tion among one member from each department. coordina-

~:m~e~St~hOUld carefully assess their insurance needs to pro-
c 0 the property shared and injury to users. ' 
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Evaluating 

• Members must concern themselves with evaluating costs, availa
bility of the items upon demand, workload processed, and effec
tiveness on direct service provision. 

Further Sources of Information 

• Police* discusses issues involved in evaluating and purchasing 
certain types of police equipment. 

8.6 Crime Laboratory 

The state crime laboratory is located 120 miles from the police 
agency and does not provide technicians for evidence collection 
at major crime scenes. The officers collect their own evidence 
and drive it up to the state laboratory. It often takes more 
than a month to receive the analysis results. Then, even if the 
results are vital to a criminal prosecution, the state laboratory 
cannot afford to provide the expert witnesses needed at the trial. 

Effective investigation of many crimes, such as homicide, arson, and 

rape, may often depend on laboratory services to discover clues, reconstruct 

events, develop suspects, and relate suspects to specific acts. In drug-re

lated offenses, chemical analysis is used to verify the criminal activity 

occurred. To meet these needs, ideally, a laboratory should offer three 

basic services: 

(1) Evidence collection at major crime scenes to ensure samples 
are of adequate size, not contaminated, properly stored, and 
chain of custody procedures are observed; 

(2) Analysis of evidence to correctly identify substances; and 

(3) Court testimony at trial to verify skills and methods of 
analysis and help the court interpret the meaning of the 
analysis through expert testimony • 

Despite the need and demand for laboratory services, most states do not have 

an adequate laboratory system. For example, as late as 1979, one state did 

not have any laboratories; fifteen states had only one; and seven had only 

two.** The scarcity of laboratories is primarily due to expensive equipment 

*U.S. Department of Justice, Law Enforcement Assistance Administra
tion, Police, by the National Advisory Commission on Criminal Justice Stan
dards and Goals (Washington, D.C.: U.S. Government Printing Office, 1973). 

**Michael S. Serrill, "Forensic Sciences: OVerburdened, Underutilized," 
Police Magazine (January 1979), pp. 22-30. 
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and the tremendous cost of providing skilled staff. Moreover, the availa

bility of laboratories has been further aggravated as large laboratories 

have been forced to restrict their services because they have reached a 

saturation point. state laboratories restrict service to analysis only; 

large urban laboratories have cut their service areas and instituted fees; 

and with the federal budget cuts, the FBI and ATF laboratories have notified 

local police agencies that they will no longer handle evidence from crimes 

which a~e primarily local in nature. 

At the same time the supply of laboratory services has decreased, 

demand has risen. This can be attributed to a number of factors: 

• increased drug-related crimes which often require analysis; 

• u.s. Supreme Court decisions limiting the use of confession
al evidence and thereby turning police emphasis to physical 

,evidence; 

• judicially-mandated standards for handling analysis and the 
use of physical evidence; and 

• police recognition of the persuasiveness of scientific evi
den.:::e in court.* 

Sharing a laboratory is a viable solution for police departments 

faced with service problems relating to availability, proximity, timeliness, 

and quality. The experience of agencies in northern Illinois illustrates the 

use of sharing as a successful option to alleviate service pressures. In 

1965, the Chicago Crime Laboratory provided free services for 140 jurisdic

tions, but by 1968, ~ising demand, crime rates, drug arrests, and court 

appearances forced the laboratory to limit its services to Cook County. This 

action left northern localities with the options of using the state laboratory 

system which did not provide crime scene service, or organizing a regional 

laboratory of their own. The towns in Lake County decided to organize, fin

ance, and govern a cooperative laboratory--the first shared region~l labora

tory in the United States. Financing obstacles were overcome by establish

,ing the Northern Illinois Police Crime Laboratory on a nonprofit, tax-exempt 

basis, so they could receive private donations to help fund the effort. The 

facility offers crime scene evaluation and searches, chemical analysis, court 

*U.S. Department of Justice, Law Enforcement Assistance Administration, 
Crime Laboratory proficiency Testing Research Program, by Joseph Peterson, 
Ellen Fabricant, Kenneth Field (Washington, D.C.: U.S. Government Printing 
Office, October 1978). 
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testimony, seminars and classes on evidence, and a task force to perform to 

perform major crime scene work.* Since 1968, other cooperative regional 

crime laboratories have been successfully organized. In addition to tradi

tio:l:~al services, the survey results showed these systems also performed evi

dence collection training. A good example is provided by the Miami valley 

Regional Crime Laboratory in Dayton, Ohio. In addition to full laboratory 

services, this laboratory provides evidence training for officers of member 

departments. Classes are limited to three officers and consist of intensive 

in-house instruction, followed by street work, and concluded with more in

house training. In addition, trained officers receive materials and supplies 

for evidence collection--an important benefit for departments which cannot 

afford to purchase proper supplies. 

The advantages of sharing a crime laboratory are significant: 

(1) Low cost service is provided through sharing expenditures 
as opposed to maintaining an individual agency laboratory. 
The cost of a $20,000 gas chromatograph is affordable for 
most departments--if divided among 40 departments. 

(2) Improved service is realized by sharing, in that depart
ments no longer need to rely on overburdened state lab
oratories nor be satisfied with their own limited capa
bilities (typically only photographic processing). 

(3) Increased effectiveness can be obtained where an indepen
dent laboratory is established, by providing an objective 
image to the public, criminal defense bar, and juries. 

On the othex:' hand, there are limitations to sharing a laboratory. When state 

services are available, they are generally free of charge, whereas a shared 

laboratory must be f~nancially sustained by its members. A 1978 study con

ducted by the Forensic Sciences Foundation found that about 0.5% of police 

budgets were spent for laboratory work.** A shared system would most likely 

increase this level of expenditure. As with any police laboratory, shared 

laboratories may also suffer from high staff turnover rates. The high level 

of training nec~essary to develop certain experts (e. g., a serology expert 

may require 3-5 years of training), coupled with traditionally low law 

enforcement salaries, makes some technical staff prime targets for pirating 

*M.F. Bonamart, "A Regional Crime Lab for Northern Illinois," Police 
Chief, 36 (May, 1969), pp. 18-21. 

**Michael ,S. Serrill, "Forensic Sciences: Overburdened, tYnderuti
lized," pp. 22-30. 
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by other government agencies and private industry.* However, with one 

exception, survey respondents cited no disadvantages associated with sharing; 

in contrast to respondents using state laboratories who complained of long 

turn-around time, failure to set priorities, travel time, and lack of testi-

mony service. 

Developing a shared crime laboratory parallels the development of a 

shared communications facility. One primary difference will be convincing 

opponents to abandon a free service by explaining the merits of paying for 

improved service. Laboratory systems also differ in that expansion can more 

easily be accommodated. For example, the Rochester state police laboratory 

Was enlarged in 1961 to operate countywide, and 10 years later was expanded 

to a regional basis to serve an 8-county area. As shown in the table below, 

establishing a crime laboratory also avoids such problems as equipment 

incompatibility, need for comprehensive staff training, unifying diverse 

operating procedures, and so forth. 

Planning 

Special Considerations 
for Sharing a Crime Laboratory 

• Workload projections must be made both to meet consumer demand 
and to determine the type and quantity of specialized labor 
and equipment to meet the demand. 

• The operational safety standards of OSHA and appropriate state 
agency must be researched. For example, chemical storage, acid 
showers, and adequate ventilation are often overlooked. Retro
fi tting these items into an existing facility is extremely expen
sive and can be avoided through proper planning. 

Organizing 

• A solid organizational structure is important due to the 
technical nature of the service and the need for public 
perception of objectivity. One system has found that the 
use of a governing board composed of county coroners serves 
both of these purposes--the board is non-political and can 
address technical activities, analyses, and departmentation. 

• Management of the crime laboratory should be entrusted to 
someone with both technical expertise and administrative 
ability because of the high volume of paperwork. 

*Ibid. 

259 



Managing Personnel and Financial Resources 

• Laboratory staff must. be hired wi th requisite skills to in
sure compliance with technical standards in their respective 
fields, e.g. ballistics, serology, toxicology. 

• 

• 

Operating 

• 

• 

• 

Turnover of existing staff will be a major problem unless com
pensa ti.on is competi ti ve wi th pri va te industry. 

Charges for services are typicallY assessed pursuant to a formula 
(e.'g., % usage and % of population) or on an hourly rate. 

An important operating objective will be to maintain qual
ity controls to meet legal evidentiary requirements, to 
prioritize caseload, and to ensure rapid turnaround. 

Legal evidentiary requirements, for example, can be met by 
insuring proper storage and maintaining chain of custody. 

Caseload can be, prioritized effectively by convening periodic 
meetings of member jurisdictions to assess projected case
loads and assigned analysis priorities. 

Obtaining Facilities and Equipment 

• 

• 

Evaluating 

• 

Incompatibility of existing individual agency equipment 
(if any) is rarely a problem; however, when obtaining new 
equipment, careful assessment must be made of needs, work
load, and cost. 

A central location may be advantageous both for the de
livery of samples to the laboratory and to send lab tech
nicians into the field. 

The success of a shared laboratory can be measured in terms 
of consumer satisfaction, and results in court (e.g., accu
racy of analysis, strength of expert testimony). 

Further Sources of Information 

• Crime Laboratory Proficiency Testing Research Program* is 
an interesting examination of the accuracy of testing and 
the;effectiveness of the nation's laboratory system. 

8.7 Detention Facilities 

The county jail is nearlY~:,130 years old, the floo::s ~re sagging 
anq the first floor ceilin~~s caving i~. ~he bu~ld~ng is both 
dangerous to prisoners and, cQ..~tly to ma~nta~n. The st),;:!lcture 

~::::.:~~~ 

*U.S. Department of Justice, taw Enforcement Assistance Administra
tion, National Institute of Justice, Crime Laboratory Proficie11cy Testing 
Research Program. 
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has been condemned thirty times by grand juri~s. Despite the 
sad condition of the jail, the county simply cannot afford im
proved facilities. 

This dilemma is faced by an alarming number of law enforcement agen

cies nationwide. Faced with increasing demand for all types of detention 

facilities--for police lock-ups to hold arrestees (usually 48-hour detention), 

and county jails or detention centers to detain defendants before trial and 

house convicted offenders--agencies are caught between a dire need for ade

quate facilities and the inability to fund the effort. The costs of construct

ing and operating detention facilities are substantial. For example, the 

first Rural Regional Detention Center in the United States, with a capacity 

for 65 detainees, cost $325,000 to build in 1971.* More recently, survey 

respondents nationwide reported minimum operating costs of $16-$28 a day per 

prisoner. For years many agencies have used antiquated structures to avoid 

the cost of updating their facilities. For instance, in the early 1970s, 

LEAA reported that 25% of local detention facilities were over fifty years 

old and 6% were over one hundred years old.** Over one-third of the survey 

respondents reported the major impetus for sharing was that their own deten

tion facilities had been condemned. 

Within the past decade, state legislatures and courts have begup to 

mandate minimum standards for local detention facilities. These standards 

typically require sanitation features such as running water and flush toi

lets, twenty-four hour surveillance of prisoners, safety precautions such as 

sprinkler systems, and required segregation of different types of detainees 

such as juveniles and adults. The inability to meet state standards has 

forced the closing of many jails and lock-ups, thus increasing the pressures 

on marginally adequate facilities. The problem of antiquated and inadequate 

detention facilities is also exacerbated by rising arrest rates and public 

opposition to increasing custodial costs. 

There are a number of significant advantages to sharing detention 

facilities. The most common benefits cited by survey respondents include: 

*"County Achievement Award: Liberty County, G-eorgia's Regional 
Detention Center Lightens Burden on Area Jails," The American County (June 
1971), pp. 9-11. 

**U.S. Department of Justice, Law Enforcement Assistance Administra
tion. Corrections, by the National Advisory Commission on Criminal Justice 
Standards and Goals (Washington, D.C.: U.S. Government'?rinting Office, 
1973) • 
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• Improved Service. Most respondents found sharing costs per
mitted them to rehabilitate a structure or build a new facil
ity that they could not have afforded on their own. 

• Cost Effectiveness. Respondents often felt sharing a 
detention facility saved money; that is, that they only 
pay for the services they need--typically a daily rate 
per prisoner. If they had their own facility, they 
would incur fixed maintenance costs even when their 
cells were empty. 

• Increased Capabilities. When sharing can be implement
ed on a large scale, the opportunity for increasing 
capabilities is substantial. For example, a centrally 
located regional detention center in Georgia holds pre
trial defendants for five counties and houses convicted 
offenders for eight additional counties. 'Prior to 
sharing the members all used severely inadequate facil
ities. The key features of the detention center include: 

--Segregation of felons, misdemeanants, juveniles, women, 
and isolation quarters, which serve to increase the 
center's capabilities. The facility also separates 
convicted and accused prisoners. This type of separa
tion meets state standards and reduces security prob
lems. 

--Hospital facilities are provided for timely medical 
attention, and a padded cell is available for disturbed 
prisoners. The provision of prompt medical services is 
particularly important for detention centers. A five
year study of deaths in police custody found almost half 
of the fatalities occur within the first twenty-four hours 
after incarceration. Frequent causes of death while 
in police custody included: alcohol withdrawal syn
drome, usually within the first three days; drug over
dose, alcohol poisoning, alcohol-related falls, usually 
within the first few hours; and suicides, usually 
within the first day.* 

--Auxiliary facilities are provided fer rehabilitation 
of prisoners sentenced to serve in a county jail 
(typically sentences less than one year) and for train
ing law enforcement officials. Moreover, office space 
was constructed for the county sheriff and city police 
of the locality in which the facility is located. A 
similar facility in South Carolina combined lock-up 
facilities and the courtho;~se in a new structure. 

, 
*"Jail and Prison De~ths: A 5-Year Statewide Survey of 223 Deaths in 

Police Custody, North Carol:Cna, 1972-1976," by Page Hudson, M.D. and John Butts, 
M.D., Office of the Chief Medical Examiner, North Carolina and University of 
North Carolina, Chapel Hill. 
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The disadvantages of sharing a lock-up are usually not serious. 

Transportation time to take prisoners to the lock-up is the primary dis

advantage. This drawback can be minimized by a centrally located facility. 

Survey respondents were less likely to object to transport time when the 

lock-up was located in or near the courthouse, because most prisoners would 

have to be taken there eventually in any case. Another problem is inadequate 

capacity. A few respondents were dissatisfied bec~use ·the supplier sometimes 

had to turn away police with prisoners. The saturation problem can be 

avoided, however, by accurate planning for mUlti-agency use. 

Developing a shared lock-up facility is similar in many respects to 

sharing communications, but in general, the process is simpler. Shared 

lock-up systems· tend to be more readily accepted by police, government, and 

the community. The details of service are also less complex than for com

munications. Special considerations for the development of a shared lock-up 

arrangement are presented below. 

Planning 

Special Considerations 
for Sharing Detention Facilities 

• Shared detention facilities are predominantly agen,cy 
supplier arrangements. ~ben resources are very limited, 
mutual contracts are sometimes used, e.g., one agency 
houses male pris::>ners and the other houses females and 
juveniles. 

• Newly constructed facilities tend to be established on 
a regional basis, which increases available financing, 
and they are established under a joint powers arrange-
ment. 

organizing 

• Management of the shared detention facility is performed 
by the sheriff in an agency supplier arrangement or by a 
specially appointed jail manager in joint provision arrange-
ments. 

Managing Personnel and Financial Resources 

• Detention facilities are increasingly employing civilian 
detention officers. Civilians should receive formal 
training in jail management. 
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• Suppliers typically charge consumers a daily rate per 
prisoner. In the survey daily rates ranged from $16 to 
$34. One system in Arkansas is funded solely through 
traffic fines. 

Operating 

• In the context of detention, it is important to address 
booking procedures and procedures for handling difficult 
prisoners. 

Obtaining Facilities 

• The physical facilities are central to this service pro
vision and should be carefully planned with respect to 
effective security, adequate medical facilities, and 
other state standards. 

• Consultation with an architect specializing in prison 
design is recommended. 

EvcLluating 

• Management will be interested in measuring both consumer 
satisfaction (e.g., space availability, costs) and prisoner 
security (e.g., deaths, injuries, escapes). 

Further Sources of Information 

• The Manual of Standards for Adult Correctional Institu
tions* and Corrections** may provide a useful starting 
point to identify legal prerequisites and political 
obstacles. 

8.8 Summary 

As this chapter and Exhibit 8.1 demonstrate, support service sharing 

can be extended to a variety of police services, ranging from communications 

and recordkeeping to training and laboratories to equipment and detention . 

facilities. Mo.tivated by necessity, a desire to improve services, and the 

appeal of cost savings, many law enforcement agencies across the country have 

*Standards: Manual of Standards for Adult Correctional Institutions, 
by the Commission on Accreditation for Corrections, 1977. 

**Corrections, by the National Advisory Commission on Criminal Justice 
Standards and Goals, 1973. 
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Exhibit 8.1 

THE ADVANTAGES AND LIMITATIONS OF SHARING SEVEN SUPPORT SERVICES 

Support Service Advantages Disadvantages 

Communications • increased technical capabilities • officer resistance 
• comprehensive service provision • complex organizational and management 
• increased public safety structure 
• reduced costs or increased cost • rising costs and workload 

effectiveness 

• improved direct services 

Records and Data • increased police safety • officer resistance 
Processing • increased accuracy and efficiency • computer induced delays 

• gain automation at reduced costs 

• track criminal activities 

Police Training • increased in-service training • lack of training on individual town 
• focus on local training needs ordinances and department procedures 
• promote uniform training 

Personnel Selection • cost-effective recruit selection • none • improved testing capabilities 

Facilities and • cost savings • overburdened equipment and facilities 
Equipment • apcess to new and better equipment • rising costs 

and facilities 

• improved direct services 

Crime Laboratory • low cost for service obtained • members are charged a fee 
• increased types of service and fast- • staff turnover 

er turnaround 

• increased effectiveness of physical 
evidence in court 

Detention • increased capacity • transportation time 
Facilities • cost effectiveness • overburdened capacity 

• improved safety 

• enhanced £acilities 
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sucessfully shared support services. The systems described in this document 

clearly il~us·trate that careful planning and a cooperative spirit are the key 

to realizing the benefits of sharing. Many s~~red arrangements have failed 

when members did .not anticipate obstacles or I;~ere divided by local jealousies 

and "turf" battles. Given the current government budgetary constraints and 

the responsibility of public agencies to provide the best service possible at 

a reasonable cost, sharing support services offers a sound opportunity to 

police departments in the 1980s. 
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STATES WITH STATE PLANNING AGENCIES* 

ALABAMA 

Alabama Law Enforcement Planning Agency 
2863 Fairlane Drive, Executive Park 
Building ,F, Suite 49 
Montgomery, Alabama 36116 

ALASKA 

Department of Public Safety 
Pouch N 
Juneau, Alaska 99811 

ARIZONA 

Office of Economic Planning 
and Development 

Criminal Justice Unit 
Executive Tower, Room 405 
1700 W. Washington 
Phoenix, Arizona 85007 

ARKANSAS 

Arkansas Crime Commission 
Department of Finance and 

Administration 
P.O. Box 2485 
Little Rock, Arkansas 72203 

CALIFORNIA 

Office of Criminal Justice Planning 
9719 Lincoln Village Drive, Suite 602 
Sacramento, California 95827 

COLORADO 

Department of Local Affairs 
Division of Criminal Justice Affairs 
1313 Sherman Street, Room 419 
Denver, Colorado 80203 

CONNECTICUT 

Connecticut Justi~e Commission 
Division of Justice Planning 
Office of Policy Management 
7.5 Elm Street 
Hartford, Connecticut 06106 

~~~, This list was developed and published by the National Criminal 

II t:::t::e f::::::a::::c:o::~::r 8::
8;:n:::o::t::m:n s::::: ~:8:~ 

longer handled by a separate agency and is housed, as indicated, in the Gov
ernor's office or under another agency. 
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STATES WITH STATE PLANNING AGENCIES 

DELAWARE 

Delaware Criminal Justice Planning Commission 
Carvel State Office Building, 4th Floor 
820 North French Street 
Wilmington, Delaware 19801 

DISTRICT OF COLUMBIA 

Office of Criminal Justice Plans 
and Analysis 

420 7th Street, N.W., 2nd Floor 
Washington, D.C. 20004 

FLORIDA 

Bureau of Criminal Justice Assistance 
2571 Executive Center Circle East 
Tallahassee, Florida 32301 

GEORGIA 

Criminal Justice Coordinating Council 
Balcony Level 
East Tower 
205 Butler Street, S.E. 
Atlanta, Georgia 30334 

HAWAII 

State Law Enforcement Planning Agency 
250 S. King Street, Room 412 
Honolulu, Hawaii 96813 

IDAHO 

Police Services Division 
Department of Law Enforcement 
6081 Clinton Street 
Boise, Idaho 83704 

ILLINOIS 

Illinois Criminal Justice 
Information Authority 

120 South Riverside Plaza 
Room 1016 
Chicago, Illinois 60606 

INDIANA 

Indiana Criminal Justice Planning Agency 
215 N. Senate, Graphic Arts Building(; 
First Floor 
Indianapolis, Indiana 46202 
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IOWA 

STATES WITH STATE PLANNING AGENCIES 

Iowa Crime Commission 
Lucas State Office Building 
Des Moines, Iow~ 50319 

KANSAS 

Systems and Proced~ces Section 
Division of Accounts and Reports 
Department of Administration 
State Office Building 
Topeka, Kansas 66612 

KENTUCKY 

Department of Justice 
State Office Building, 5th Floor 
Frankfort, Kentucky 40601 

LOUISIANA 

MAINE 

Louisiana Commission on Law Enforcement 
and Administration of Criminal Justice 

1885 Wooddale Boulevard, Room 610 
Baton Rouge, Louisiana 70806 

Maine Criminal Justice Planning and 
Assistance Agency 

State House Station No. 88 
Augusta, Maine 04333 

MARYLAND 

~ryland Criminal Justice 
Coordinating Council 

One Investment Place, Suite 700 
Towson, Maryland 21204 

MASSACHUSETTS 

Committee on Criminal Justice 
100 Cambridge Street, 21st Floor 
Boston, Massachusetts 02202 

MICHIGAN 

Office of Criminal Justice 
Lewis Ca.se Building, Second Floor 
Lansing, Michigan 48909 

"-----~-------------~---------- ~----- --
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STATES WITH STATE PLANNING AGENCIES 

MINNESOTA 

Criminal Justice Programs 
Department of Energy, Planning 

and Development 
Room 100 Hanover Building 
480 Cedar Street 
St. Paul, Minnesota 55101 c 

MISSISSIPPI 

Criminal Justice' Planning Division 
Office of the Governor 
P.O. Box 139 
Jackson, Mississippi 39205 

MISSOURI 

Department of Public Safety 
621 East Capitol 
P.O. Box 749 
Jefferson City, Missouri 65102 

MONTANA 

Board of Crime Control 
303 North Roberts 
Scott Hart 'Building, 4th Floor 
Helena, Montana 59620 

NEBRASKA 

Nebraska Commission on Law Enforcement 
and Criminal Justice 

301 Centennial Mall South 
P.O. Box 94946 
Lincoln, Nebraska 68509 

NEVADA 

Department of Motor Vehicles 
State Capitol 
Car~on City, Nevada 89710 

NEW HAMPSHIRE 

New Hampshire Crime Commission 
11 Depot Street 
Concord, New Hampshire 03301 

NEt'l JERSEY 

Division of Criminal Justice 
Department of Law and Public Safety 
25 Market Street ~ 
CN-085 
T~enton, New Jersey 08625 
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STATES WITH STATE PLANNING AGENCIES 

NEW MEXICO 

Corrections Department 
113 Hashington Avenue 
Santa Fe, New Mexico 87501 

NEW YORK 

State of New York 
Divisio~ of Criminal Justice 

Services 
Executive Park Tower 
Stuyvesant Plaza 
Albany, New York 12203 

NORTH CAROLINA 

Governor's Crime Commission 
P.O. Box 27687 
Raleigh" North Carolina 27611 

NORTH DAKOTA 

OHIO 

Criminal Justice Training and 
Statistics Division 

AttQ~~ey General's Office 
State~q~pitol Building 
Bismarcl\:, North Dakota 58505 

Office of Criminal Justice 
Services 

P.O. Box 1001 
Columbus, Ohio 43216 

OKLAHOMA 

Criminal Justice Service Division 
Department of Economic and Community 

Affairs 
Lincoln Plaza Building, Suite 285 
4545 N. Lincoln Boulevard 
Oklahoma City, Oklahoma 73105 

OREGON 

Oregon Crime Watch 
Board of Police Standards and 

Training 
325 13th Street, N.E., Suite 404 
Salem, Oregon 97310 
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PENNSYLVANIA 

Pennsylvania Commission on Crime 
and Delinquency 

P.o. Box 1167 
Federal Square Station 
Harrisburg, Pennsylvania 17108 

RHODE ISIAND 

Rhode Island Governor's Justice 
Commission 

222 Quaker Lane, Suite 100 
iiest Warwick, Rhode Island 02893 

SOUTH CAAOLIN~ 

Division of Public Safety Programs 
Edgar A. Brown State Office Building 
1205 Pendleton Street 
Columbia, South Carolina 29201 

SOUTH DAKOT~ 

Division of Law Enforcement'Assist~nce 
South Dakota Department of Public Safety 
118 West Capitol 
Pierre, South Dakota 57501 

TENNESSEE 

TEXAS 

UTAH 

Tennessee State Planning Office 
505 Dedrick Street 
Sui te 1800 
Nashville, Tennessee 37219 

Governor's Office, Criminal 
Justice Division 

P.O. Box 12428, Capitol Station 
Austin, Texas 78711 . 

Utah Council on Criminal 
Justice ~dministration 

4501 South 2700 West 
Salt Lake City, Utah 84119 

VERMONT 

Vermont Commission on the Administration 
of Justice 

5th Floor Pavillion Office Building 
109 State Street 
Montpelier, Vermont 05602 

~--------------------------------------------------------~----~~~- , 
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ST~TES WITH ST~TE P~NNING ~GENCIES 

VIRGINI~ 

Department of Criminal Justice 
Services 

805 E. Broad Street 
Richmond, Virginia 23219 

W~SHINGTON 

criminal Justice Section 
Division of ~ccoun.ting and 

Fiscal Services 
Office of Financial Management 
AL-01 
Olympia, Washington 98504 

WEST VIRGINI~ 

Office of Economic and 
Community Development 

Criminal Justice and Highway 
Safety Unit 

5790-A MacCorkle Avenue, S.E. 
Charleston, West Virginia 25304 

WISCONSIN 

Wisconsin Council on Criminal 
Justice 

30 West Mifflin 
10th Floor, Suite 1000 
Madison, Wisconsin 53702 

WYOMING 

Attorney General's Planning Committee 
on Criminal Justica Administra:tion 

720 West 18th Street 
Cheyenne, Wyoming 820q-: 
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SOURCES OF FURTHER INFORMATION 
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SOURCES OF FURTHER INFORMATION 

1. Association of Centralized Communications Directors, Planning Guide for 
Consolidated Communications Centers, by the Telecommunications Management 
Committee (Wheaton, Illinois: Association of Centralized Communications 

Directors) • 

2. California Council" on Criminal Justice, Feasibility of a Coordinated 
Records and Communications System for Region XI (San Jose, California: 
PUblic systems Incorporated, 1971). 

3. Connecticut Justice Commission, Connecticut Law Enforcement Communica
tions: A Radio Network Plan, by John McDonnell and Elliot Silverstein 
(Cambridge, Massachusetts: Abt Associates Inc., 1977). 

4. Eastman, George D. and Samuel G. Chapman, Short of Merger: Countywide 
police Resource pooling (Lexington, Massachusetts: D.C. Heath and 

Company, 1976). 

5. Norrgard, David L., Regional Law Enforcement: A Study of Intergovern
mental Cooperation and Coordination (Chicago, Illinois: Public Admin-

istration Service). 

6. Pock, Max A., Consolidating police Functions in Metropolitan Areas (Ann 
Arbor, Michigan: The University of Michigan Law School, 1962). 

7. U.S. Department of Housing and Urban Development, Office of Policy Devel
opment and Research, Interlocal Service Delivery: A practic~l GUide to 
Intergovernmental Agreements/contracts for Local Officials, by National 
Association of Counties Research Foundation (Washington, D.C.: U.S. 
Government printing Office, 1977). 

B. U.S. Department of Justice, National Institute of Law Enforcement 
and Criminal Justice, An Exemplary project: Central police Dispatch, 
by John J. McDonnell (Washington, D.C.: U.S. Government printing 

Office) • 

9. U.S. ~partment of Justice, National Institute of Law Enforcement and 
Criminal Justice, Illinois police Communications Study, phase TWo, by 
Associated Public-Safety Communications Officers, Inc. (New Smyrna Beach, 

Florida, 1969). 

10. U.S. Department of Justice, National Institute of Justice, Selected 
Bibliography: Police Consolidation, by Margaret Emig and Marjorie 
Kravitz (Washington, D.C.: U.S. Government Printing Office, 1980). 
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MODEL STATE STATUTE 
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A MODEL STATUTE AUTHORIZING INTERSTATE SHARING* 

[Title should conform to state requirements.] 
(Be it enacted, etc.) 

\, 

Section 1. Purpose. It is the purpose of this act to permit local governmental 
units tO,make the most efficient use of their powers by enabling them to,co
operate with other localities on a basis of mutual advantage and thereby to 
provide services and facilities in a manner and pursuant to forms of governmental 
organization that will accord best with geographic, economic, popUlation and 
other factors influencing the needs and development of local communities. 

Section 2. Short Title. This act may be cited as the Inte,rlocal Cooperation 
Act. 

Section 3. Public Agency Defined. (a) For the purposes of this act, the term 
"public agency" shall mean any political subdivision [insert enumeration, if de
sired] of this state, any agency of the state government or of the United States; 
and any political subdivision of another state. 

(b) The term "state" shall mean a 'state of the United States and the District 
of Columbia. 

Section 4. Interlocal Agreements. (a) Any power or powers, privileges or 
authority exercised or capable of exercise by a public agency of this state may 
be exercised and enj oyed j.ointly with any other public agency of this state, and 
jointly with any public agency of any other state or of the united states to the 
extent that the laws of such ether state or of the United States permit such joint 
exercise or enjoyment. Any agency of the state government when acting jointly 
with any public agency may exercise and enjoy all of the powers, privileges and 
authority conferred by this act upon a public agen9Y' 

(b) Any two or more public agencies may enter into agreements with one 
another fo~ joint or cooperative action pursuant to the provisions of this act. 
Appropriate action by ordinance, resolution or otherwise pursuant to law of the 
governing bodies of the participating pubJ,.ic agencies shall be necessary before 
any such agreement may enter into force. 

(c) Any such agreement shall specify the following: 
1. Its duration. 

'----,--

2. The precise organization, composition and nature of any separate legal 
or administrative entity created thereby together with the powers delegated thereto, 
provided such entity may be legally created. 

3. Its purpose or purposes. 
4. The manner of financing the joint or cooperative undertaking and of 

establishing and maintaining a budget therefor. 
5. The permissable method or methods to be employed in accomplishing 

the partial or9anplete termination of the agreement and for disposing of property 
upon such partial or complete termination. 

6. Any other- necessary and proper matters. 
(d) In the event that the agreement does not establish a separate legal entity 

to conduct ,the joint or cooperative undertaking, the agreement shall, in addition 
to items 1, 3, 4, 5 and 6 enumerated in subdivision (c) hereof, contain the 
follO"\'ing: 

(continues) 

.The Council of State Governments, Suggested State Legislation on Interlocal 
Cooperation (Lexington, Kentucky: The Council of State Governments, 1957). 
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1. Provision for an administrator or a joint board responsible for ad
ministering the joint or cooperative undertaking. In the case of a joint board 
public agencies party to the agreement shall be represented. 

2. The manner of acquiring, holding and disposing of real and personal 
property used in the joint or cooperative undertaking. 

(e) No agreelinent made pursuant to this act shall relieve any public agency 
of any obligation or responsibility imposed upon it by law except that to the 
extent of actua~l and timely performance thereof by a j oint board or other legal 
or administratlve entity created by an agreement made hereunder, said perform
ance may be offered in satisfaction of the obligation or responsibility. 

(f) Every agreement made hereunder shall, prior to and as a cOhdition 
precedent to its entry into force, be submitted to the attorney general who shall 
determine whether the agreement is in proper form and compatible with the laws 
of this state. The attorney general shall approve any agreement submitted to him 
herewlder unless he shall find that it does not meet the conditions set forth 
herein and shall detail in writing addressed to the governing bodies of the public 
agencies concerned the specific respects in which the proposed agreement fails 
to meet the requirements of law. Failure to dis~pprove an agreement submitted 
hereunder within [ •••• ] days of its submission shall constitute approval thereof. 

[(g) Financing of joint projects by agreements shall be as provided by law.] 
section S. Filing, Status, and Actions. Prior to its entry into force, an agree

ment made pursuant to this act shall be filed with [the keeper of local public 
records] and with the [secretary of state]. In the event that an agreement 
entered into pursuant to this act is between or among one or more public 
agencies of this state and one or more public agencies of another state or of the 
United States, said agreement shall have the status of an interstate compact, but 
in any case or controversy involving performance or interpretation thereof or 
liability thereunder, the public agencies party thereto shall be real parties in 
interest and the state may maintain an action to recoup or otherwise make itself 
whole for any damages or liability which it may incur by reason of being joined 
as a party therein. Such action shall be maintainable against any public agency 
or agencies whose default, failure of performance, or other conduct caused or 
contributed to the incurring of damage or liability by the state. 

Section 6. Additional Approval in certain Cases. In the event that an agree
ment made pursuant to this act shall deal in whole or in part with the provision of 
services or facilities with regard to which an officer or agency of the state govern
ment has constitutional or statutory powers of control, the agreement shall, as a 
condition precedent to its entry into force, be submitted to the state officer or 
agency having such power of control and shall be approved or disapproved by him 
or it as to all matters within his or its jurisdiction in the same manner and subject 
to the same requirements governing the action of the attorney general pursuant 
to Section 4(f) of this act. This requirement of submission and approval shall 
be in addition to and not in substitution for the requirement of submission to 
and approval by the attorney general • 

Section 7. Appropriations, Furnishing of Property, Personnel and Service. 
Any public agency entering into an agreement pursuant to this act may appro-
priate funds and may sell, lease, give, or otherwise supply the administrative joint 
board or other legal or administrative entity created to operate the joint or co
operative undertaking by providing such personnel or services therefor as may be 
within its legal power to furnish. 

Section 8. [Insert severability clause, if desired.] 
Section 9. [Insert effective date.] 

I 
1 
1 
1 
" J 
") , ~ 

,-

APPENDIX D 
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INTERSTATE COMMUNICATIONS SHARING 

As shown in Exhibit 1, there are three alternative legal bases for 

establishing a shared communications system with members from more than one 

state. Two types of statutes authorize mUltistate sharing: (1) interstate 

joint powers authorization and (2) an interstate compact. A third type of 

law, (3) incorporation under a Not-for-Profit law, provides a legal basis for 

the system but does not authorize sharing per see 

(1) Authorization for Interstate Sharing. As noted previously, two 

or more governmental entities cannot cooperatively exercise their powers 

wi thout express sta'te authorization. This means agencies from two (or more) 

states can establish a shared system only if the law in both (all) states 

expressly authorizes interstate sharing. Increasingly, interstate sharing is 

being authorized for contiguous jurisdictions. The same state law which 

permits jurisdictions within the state to share may also authorize interstate 

sharing. When one member is in a state which does not provide for interstate 

sharing, there are two options: (1) seek new authorizing legislation in that 

state, or (2) establish the system on a different legal basis. 

(2) Interst~te Compacts. Where/all members' states do not author

ize interstate sharing, an alternative approach is an interstate compact. 

An interstate compact is a statute which establishes a single shared system 

between specifically designated participants. The primarY disadvantage to 

the interstate compact approach is that each state legislature must enact 

the exact same version of the compact. Because the compact only affects one 

portion of the state, the compact will not interest most of the legislature 

and passage tends to be slow. However, once an interstate compact has been 

enacted in each state it is advantageous because no further authorization 

is necessary and it is uniform across states. Moreover, the compact is rela

tively stable--unlike the statutes authorizing interstate sharing or not-for

profit organizations, the interstate compact is not often reviewed or amended 

by the legislature. 

(3) Incorporation Under a Not-for-Profit Law. A third method of 

handling interstate sharing is to incorporate the facility under the Not-for

Profit Law of one of the states. Incorporation is a legal process by which 

members can create an independent and separate organization. A not-for-profit 
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Exhibit 1 

INTERSTATE COMMUNICATIONS SHARING 

Obtain legislation authorizing 
state agreementu where 
authorization does not exist 

Q!! 

Obtain identical interstate 
compact statute in each 
state 

OR 

Incorporate under the Not-
For-Profit Law of one state 

(Not Recommended) 

-

-------------------------------------
I , , , 
I 
I , , 
I , 
1 • 1 
1 
1 
1 

I 
-------------~--=-===-=---~---------I 

• 

r-----------------------------------~ I 
I 
I 
I , 
1 
1 
1 
I, 

------------------------------------

·11 t.::.'.:.: "1 
=~;! 

L __________ c--:.......-..:::..-_....3....L--.~ ___________ __.o....._ ___ _'____~_~ ____ ~_~_~~ _______ ~ 
>z '> _, .... 



~ 

" . 

I v ' 
fl' 

'I ". ", 

" 

i~1 
" , 
\ ' 

\. ~ 1 
I ',; :f 

d " 

i u 
" ~. "" 

':T 

~ I": 
.. ' 

~ I: 
j-~ , 
":~ , , 

I ;'~ v 

L 
~J " 

'I }.: .j 

'" 

I 
I 
I 
'I .' 

I , 
l 
~ 

corporation differs from ather business corporations in two ways. First, it 

is usually a private venture designed to p~rform educational, charitable, or 

community service functions. Secondly, while it can charge prices for its 

services and reinvest any surplus in the corporation, it cannot distribute 

surplus funds (profits) to its members. 

one advantage of incorporation is that the members are not financial

ly responsible for the liabilities of the corporation; for example, if the 

corporation is sued, the members cannot be forced to pay the court judgment. 

Of greater importance is the fact that through incorporation membero do not 

need legislative authorization in each state to establish an interstate joint 

communications system. once the corporation is established under the Not-for

Profit Law of one state, it is free to do business in other states. 

The disadvantages of not-for-profit incorporation are potentially 

severe. The newly created corporation would be a non-governmental agency, 

which could cause problems with initial funding: the jurisdictions partici

pating in the system may have no legal basis for making appropriations, 

grants, or assessments to a non-governmental agency. Communications center 

staff would be affected as they would no longer be governmental employees, 

which could raise issues of wages and benefits. Aside from contracting for 

service from the new corporation, it is not clear to what extent the consum

ing agencies can participate in the operation and management of the corpora

tion. Finally, a not-for-profit corporation is subject to any changes in 

the Not-for-Profit Law, as well as changes in administrative rules and regu

lations governing not-for-profit corporations. The effect of such changes on 

a police communications corporation is not foreseeable.* For these reasons, 

not-for-profit incorporation is not recommended. 

*U.S. Department of Justice, National Institute of Law Enforcement and 
Criminal Justice, Illinois Police "Communications Study, Phase Two, by Assoc
iated Public-Safety Communications Officers, Inc. (NE~W Smyrna Beach, Florida, 
December 1969), see generally, pp. 6-8; Appendix pp. iii - v. 
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SAMPLE ANNOTATED CONTRACT 
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SAMPLE ANNOTATED CONTRACT* 

NATURE OF THE AGREEMENT: The contract should identify the parties 
involved and their legal relationship, descr.l.be the nature of the service 
and explain the need for entering into the agreement. Any definition of 
terms should be in this opening section of the agreement. 

WORK TO BE PERFORMED: All contracts should state, as specifically 
as possible, the level of service to be provided or the nature of the work 
to be performed. • •• [T]he contract should include a detailed statement 
of the activities to be undertaken, equipment to be used, standards to be 
met, and other service-related matters •.•• 

LIMITATIONS: The contract should spell out precisely any limitations or 
restrictions imposed by either party on delivery of the service; for example, 
the extent to which contracting parties share liability for damages or injur
ies to persons or property. When contract performance is conditional upon 
rec~ipt of a grant subsidy, the party supplying the money can be protected by 
a clause relieving that party from further payment, performance, or liability 
for damages should the grant or subsidy fail to materialize. SUch ~ clause 
also relieves a producer from service delivery obligations. 

SERVICE CHARGES: The contract should specify the items covered in the 
total cost. It should specify, if applicable, salaries, depreciation on 
machinery and equipment, travel expense, overhead, office supplies, clerical 
work, fringe benefits to employees, capital expenditures, and the like. The 
cost development worksheet should be kept with the contract file. The recipi
ent government contracting for a service will be responsible for payment. 
Service charges may be based on factors such as a flat rate (hourly, monthly, 
or yearly), percentage of assessed valuation, actual "out-of-pocket" expendi
ture, size of population served, unit/cost measures, or a combination of 
these and other factors. 

ADMINISTRATION: The contract should clearly identify the agency or agen
cies performing the service and the office responsible for its administration. 
There should be specific mention of the office representing each party to whom 
notices and communications are to be sent. The contract should also stipulate 
that the provider government retains control over and maintains service records 
of its officers and agency employees. 

FISCAL PROCEDURES: The contract should require the maintenance of ac
curate records, the issuance of financial reports, and the stipulation of how, 
when, and to whom payments are to be made. Each government should be required 
to make appropriate books and records available for inspection and audit by 
the officers and agents of the other government. Provisions requiring periodic 
review and adjustment of rates or charges should be included. • . • 

*The information contained in this exhibit on contracts is based primarily on 
research of the National Association of Counties Research Foundation, plus 
information from three main sources: Handbook for Interlocal Agreements and 
Contracts (Advisory Commission on Intergovernmental Relations), and Inter
governmental Cooperation in Illinois, as printed in U.S. Department of 
Housing and Urban Development, Office of Policy Development and Research, 
Interlocal Service Delivery: A Practical Guide to Intergovernmental Agree: .I 

ments/Contracts for Local Officials, by National Association of Counties .. 
Research Foundation (Washington, D.C.: U.S. Government Printing Office, 
1977), p.4. 
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(concluded) 

PERSONNEL RIGHTS: Contractual provisions should be inclUded to address 
the status, civil-service rights, priv'ileges and irnmuni ties and fringe bene
fits of.' •• employees •••• The staffing procedures for' employees 
may be ~ncluded in this provision. 

PROPERTY MANAGEMENT: The contract should spell out property arrange
ments: :or.ex~Ple, a county sheriff may contract to provide patrol services 
to a }ur~sd~ct~on that owns several patrol cars. Responsibility for mainten
ance e,f facilities and equipment must be clearly assigned to the county or 
the c10ntracting jurisdiction. Property disposition at the end of the contract 
should also be determined. 

DURATION, TERMINATION, AND AMENDMENT. The inter local contract should 
state the 9~ration of the agreement, the circumstances under which partici
pants may ~thdraw, and procedures for amending the contract. Contracts may 
also be ~7tten for an indefinite period, to be ended only when one govern
ment not~f~es the other that it wants to withdraw from the agreement. All 
contracts should require written notification for withdrawal and indicate 
time parameters. There should be a ·brief description of arbitration or other 
ways~ sh~rt of litigation, for resolving questions of contract interpretation. 
Term~nat~on of an agreement may result from the failure of one party to make 
payment or to meet contract obligations. Procedures for periodic contract 
amendment are needed to keep an agreement up to date with changing cost fac
tors and service levels. 

MONITORING AND EVALUATION: Provisions should be made for continuous 
monitoring and evaluation of the contract by both the recipient and provider 
units of government. Such activities could be included as part of the con
t~act or conducted on an informal basis. Continuous monitoring and evalua
C:- 0n by both the provider and recipient lessen the chance for misinterpreta
t~on of the contract and provide a means of immediately addressing any dif
ferences that may arise. 
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APPENDIX F 

MODEL JOINT POWERS AGREEMENT* 

*This agreement was developed and published by tbe Association of Centralized 
Communications Directors and appears in Planning Guide for Consolidated Com
munications Centers, by the Telecommunications Management Committee, (Wheaton, 
Illinois: Association of Centralized Communications Directors). I ' 
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AN AGREEMENT TO PROVIDE 

JOINT PUBLIC SAFETY TELECOMMUNICATIONS SERVICE 

This agreement is made and entered into this 

___ , by the (legally named participants) • 

day of ___ .,..-__ 

1. Parties. The (named governmental units) mentioned in this Agreen\\.~nt 

are units of government organized and existing under the authority of the 

statutes of the state of _______________ _ (chapter and section). Each unit. of 

government (or fire protection district, ambulance service, rescue unit, etc.) 

mentioned in this Agreement shall be designated by name (e.g., City o~_·. ______ _ 
't 

_______ ) if independently referred to or referred to by the collective name 

of (consolidated communications system name) to indicate reference to collect

ive action by all signatory parties to this Agreement. 

2. Purpose. The purpose of this Agreement is to unite the parties in a 

cooperative (or consolidated) arrangement to provide communications services 

for (police, fire, ambulance, as applicable) and other emergency functions 

within the areas serviced by the signators to this Agreement or w:l.thin that 

area agreed to be served by the signators. 

3. Name. ~or convenient reference, the name by which this arrangement 

shall be known is (name of the communications venture), and this Agreement 

may hereinafter and in other .legal documents be referred to as the (name of 

ventura) Agreement. 

4. Legal Basis. This Agreement is exe'cuted pursuant to the provisiorJ~3 

of (the applicable state statute) which provides and authorizes joint exer

cise by two or more units of local government of any power common to them. 

It is the intention of the parties to exercise to the fullest extent pos

sible, as permitted by law, the authority granted to them by those statutory 

provisions. 

5. Term of Agreement. This A~reement shall be in effect for the sig

nators for a period of (number of years). Thereafter it shall automatically 

be renewed with no affirmative action by the parties for successive annual 

periods commencing (month) of each year until notice of termination is given 

as provided elsewhere in this Agreement. Those other signators to the (name 

of the Agreement) shall be bound by the time limits as specifically set forth 

in this paragraph unless otherwise agreed to in writing. 
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6. By-Laws. (Name of Venture r shall be subject to and shall be govern,ed 

by certain By-Laws, a copy of which is attached hereto as Exhibit "A" and by 

this reference made a part of this Agreement, together with any amendments 

which may be made to said By-Laws in the manner and means therein set forth. 

7. Participatory Obligations. Each signator to this Agreement (and 

such future signators as may be approved by these signators and subject to 

the By-LaWS) is a member of (name of venture) and is entitled to the rights 

and privileges and is subject to the obligations of membership, all as pro

vided by in said By-Laws. 

8. Termination. Any party to this Agreement may cease to be a party 

hereto and may withdraw from participation in (name of venture) in the man

ner and means as set forth in the· By-Laws. 

9. Powers of the System. (Name of venture) shall have the power in its 

own name, to make and enter into contracts, to employ agents and employees, 

to acquire, hold, and dispose of property, real and personal, and to incur 

debts, liabilities or obligations necessary for the accomplishment of its 

purposes, but no such contract, employment, purchase, debt, liability, or 

obligation shall be binding upon or obligate a~y member except as authorized 

by the attached By-Laws. (Name of Venture) shall not r~ve the power to emin

ent domain or the power to levy taxes. (Name of Venture) is established with 

the intention that it is a "not for profit" organization. 

10. Amendment. This Agreement may not be amended, except by written 

Agreement and resolution of all of the then parties to it, provided, however, 

the. By-Laws attached hereto as Exhibit "A" may be amended from time to time 

by the method and means provided herein. 

11. Enforcement. Each member shall have the right to enforce this 

Agreement against any other member. If suit is necessary therefor, a 

defaulting member shall pay reasonable attorney's fees to (name of venture) 

as adjudicated by the court. 

12. Authorization. Prior to the individual execution of this Agreement, 

each signatory member shall deliver to the other a certified copy of a suit

able ordinance or resolution authorizing and directing the execution of this 

Agreement. 

13. Severability. If any part of this Agreement is a~judged invalid, 

such adjudication shall not affect the validity of the Agreement as a whole 

or of any other part. 
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IN WITNESS WHEREOF, the parties, pursuant to autnprity granted by 

resolution or ordinance adopted by each of them, have 'C!.if.,used this Agreement 

to be executed by setting forth their signatures below. This document may 

be signed in duplicate originals. 

Attest: 
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APPENDIX G 

SAMPLE PERFORMANCE APPRAISAL FORM 
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File Copy ___________ _ 

Employee Copy 

SOU1 H BAY REGIONAL PUBLIC COMMUNICA TIONS AUTHORITY 
Communications Operator Performance Evaluation 

EMPLOYEE NAME I.D. NUMBER _~ ______ _ 

JOB CLASSIFICATION ____________ _ PRESENT SALARY 

START DATE _______________ _ DUE DATE ________ _ 

TIME PERIOD EVALUATED 

EVALUATION ____ Annual ____ Probationary ____ Promotional 

ATTENDANCE RECORD 

This employee has been absent due to illness on ____ occasions. for a total of ____ hours. 

____ minutes. 

Thi~ employee has been absent due to other reasons on ____ occasions. for a total oJ ____ hours. 

, ___ minutes. 

This employee has been tardy on ____ occasions. for a total of ____ hours. ____ minutes . 

APPRAISAL CRITERIA 

OUTST ANDING - Performance consistently above normal standards. characterized by insight. initiative and 
accomplishment. Frequently anticipates needs: shows consistently good judgement. Rating earned by employees who 
demonstrate exceptional performance and merit special recognition. 

GOOD - Performance above normal standards. Not every employee necessarily qualifies. 

SA TISFACTOR Y - Consistently meets expectations. Most employees perform at this level. 

MARGINAL - Performance does not usually meet normal standards. Specific deficiencies must be noted under 
comments. Selection indicates the rater's belief that employee will improve. 

UNSATISFACTORY - Performance is not acceptable. Requires explanation. Employee demonstrates inability 
or unwillingness to improve or meet standards. Can be cause for dismissal. 
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~+" ~'f' ".;- ,,0 o~ a. Absenteeism reasonableness; timing 
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c. Codes knowledge; application 
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d. Confidence independence of action 

e. Efficiency accuracy / speed of data eni.ry 
1'" 
i't! 
" J:' -'" ] 1. Equipment use/ care; includes work area 
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g. Polish interaction with publicI city personnel 

h. Professionalism tact: discretion: confidentiality 

;~ ~ 
J, .• ] i. Punctuality on.,.time work reporting 

() [ ] 
j. Reliability follows directions. work rules 

k. Responsibility accepts effectively 

r " 6;.. - ] 1. Stress manages work under pressure 
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m. Teamwork interaction with others 

SECTION II (Telephone Call Processing) 

a. Codes priorities, actions. early entry 

b. Control dominance of conversation 

c. Product compositionttext of call 
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d. Questioning screening. efficiency 
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SECTION III (Radio Dispatching) 

a. Changes maintenance of equipment status 
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b. Traffic comprehension; control 

c. Voice clarity; diction: forcefulness 
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OVERALL PERFORMANCE EV ALUA TION 

o OUTSTANDING 
o GOOD 
o SATISFAcrORY 

Performance is exceptional and always exceeds requirements of the job. 
Performance exceeds requirements of job in many respects. 
Performance usually meets requirements of the job. 

o MARGINAL Performance does not meet normal standards . 
o UNSA TISFAcrORY Performance is unacceptable and does not meet requirements of the job. 

COMPLETE TInS SECTION FOR ALL EMPLOYEES: 

PERFORMANCE STRENGTHS: 

PERFORMANCE WEAKNESSES: 

AREA(S) FOR FUTURE IMPROVEMENT: 

SUPER VISOR'S COMMENTS: 

EMPLOYEE'S COMMENTS: 

DIVISION/SECTION CHIEFS COMMENTS, IF ANY: 

CERTIFICATION SECTION 

CERTIFICATION BY SUPERVISOR: 
I hereby cenify that this evaluation constitutes my best judgement of the performance of this employee and is based on my 

personal observation for a period of (months/years). 

SUPERVISORS'S SIGNATURE DATE 

CERTIFICATION BY EMPLOYEE: 
I hereby cenify that this evaluation has been reviewed with me and I clearly understand that my signature does not imply 

agreement or disagreement with the conclusion of the supervisor. 

EMPLOYEE'S SIGNATURE DATE 

CERTIFICATION BY DIVISION/SECTION CHIEF: 
I hereby ccnify that I have reviewed this evaluation as completed by the above-named supervisor. 

DIVISION/SECTION CHIEF'S SIGNATURE DATE 

CERTIFICATION BY EXECUTIVE DIRECTOR: 
I hereby cenify that I have reviewed this evaluation as completed by the above-named supervisor. 

EXECUTIVE DIRECTOR'S SIGNATURE DATE 
~-L...-__________________________ -:..._--::.._ ___ ....l...r..-.._.. ....... -'-________________ -"-_____ ~__"_ ___ ~ ____ ~ ___________ ~ _____ ~ __ , __________ _ 
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