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To: Honerable Members of the Board of Supervisors
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Date: March 24, 2009

Subject: Sheriff’s Department Dispatch Services Study

REQUESTED ACTION "~~~ - = - i T
The Board is requested to take action on the f‘ollowmg items:
1. Accept the Sheriff’s Department Public Safety D1spatch Study, including but not llmlted
to recommendations to:
a. Consolidate the Public Safety Dlspatch Centers. .
2. Direct staff to work with the Sheriff and Personnel to develop a plan to implement the
study recommendations. :
3. Direct Personnel and CEO t0 engage in discussions with PPEO related to classtfications
and compensaticn,
4. Direct Personnel to submit the recommended c!asszficatmn spemf cation changes 1o the
. Civil Service Commission for consideration and approval. :
TS Further approval will be sought from your Board based on the plan and adjustments as developed
as these items are completed.

BACKGROUND INFORMATION

In March 2008, your Board approved the County procurement process to retain the services of a
specialized consulting firm to conduct an organization assessment of the Sheriff’s Depariment
Daspatch Services unit and provide recommendations to improve organization effectiveness.
This assessment would include analysis of: organizational stnicture, operaticnal practices,
management practices, classifications, recruitment strategies, employment exams; current POST
requirements, training programs and pelicies. It was intended that this study be completed on an
aggressive timeline with frequent meetings with Steering Committee. The Study Steering
Committee consisted of management staff from the Shertff’s Department, Personnel Department
Administrative Services Department and County Executive Office. Subsequent to that action,
your Board approved the contract with Matrix Consuiting Group to complete the study on behalf
of the County.
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As the CEQ indicated in their budget message to the Board on February 24, 2009, it is clear that
we cannot continue to operate with a “business as usual” philosophy. Placer County now faces
the additional challenges resulting from economic downturns. It is critical that the most efficient



and economic methods be employed in the delivery of service. This study and resulting
recommendations are consistent with that concept.

DELIVERABLES
The Scope of the study included a comprehensive analysis of the Sheriff’s Department Dispatch
Services compared to industry standards and best practices for emergency dispatch operations in
a law enforcement environment. The study required the following deliverables:
1. To conduct an evaluation of current workload and services provided by the Dispatch
Unit, including how staff is deployed and utilized.
2. To conduct an analysis of the Dispatch Unit’s:
Organizational structure and management.
Staffing needs.
Recruitment and retention efforts.
Training needs.
The Emergency Operations Plan.
To update staff job classifications and compensation levels.
4. To evaluate the feasibility of consolidating the dispatch center in Tahog City with the
center in Auburn. : .
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The study séope requested that the consultant provide the overview and methodology that would
- best meet these requirements within the time prescribed. Recommendations would be expected
* for actions that. would tmprove organizational effectiveness based on mdustr}; best practices and
experience.of the consulting firm. The :mended outcome of the study was to-ensure that the

e Sheriff’s Depaﬂment Public Safety Dlspatch SE]’VICES were managed in a manner that supports

the department’s mission and core values while providing the optimum emergency services to

- the public.in the most efficient and economic way possible. This methodology and resulting

. recommendations are outlined in summary in the Executive Summary attached for your Board’s
_ review and the more detailed full report provided to your Board under separate cover and

. available with.the Clerk of the Board to the public. We are requesting your Board approve the
actions as requested to proceed with the implementation of this study. :

FISCAL IMPACT

The current action requested does not impact the budget. This Board action would accept the
study and previde direction to staff to implement the study recommendations. We are expecting,
based on the implementation plan to be developed, to expend less money in the future on
background investigations, training, overtime coverage, and emplovee claims in general. More
specifically, based on the recommendations, a reduction of overall staffing required for Public
Safety Dispatch Operations is expected from the consolidation of the dispatch centers. Costs
savings from reduced staffing may be offsct 10 some extent with adjustments to the classification
and compensation structure and other study recommendations related to training and recruitment
and retention.
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PLACER COUNTY, CALIFORMNIA
Final Report an the Sheriff's Department Dispaich Unit

1. EXECUTIVE SUMMARY

The Matrix Consulting Group was retained by Placer County to conduct a master

plan review of the Sheriff's Department Dispatch Unit. This report provides the project

team’s evaluation, analysis and recommendations resulting from our study of the

Dispaich Unit.

Specifically, the scope of work for this project included:,

‘Detailed evaluation of the current workload and services provided by the '

Dispatch Unit, including how staff resources are deployed and utilized.

‘General operanons and organlzatlonal siructure, mcludmg evaluahon of mdustry" S

best practlces

. AnaIyE,ls of: staffmg Icvels required to handle Ihe current Workload

Evaluatton and ana1y5r5 of consohdatlon of the twa Dlspatch Centers .

Analysis of recruntment of Dispatcher apphcants and retentlon of CUTFEﬂt“
employees. .

Analysis of the Sheriffs Department Emorgency Oper.'é_tions Plan.
Analysis of training in the Dispatch Unit.

Review and update of all current Dispalch Unit joh classiications and
compensation of each classification.

To develop this analysis the project team conducted extensive interviews and

collected detailed data in an effort to develop a comprehensive understanding of the

operations of the Sheriff's Department Dispatch Unit and to set the stage for this

assessment. This included the following:

An interview with key County managers involved in the Dispatch Unit operations,
Personnel Department managers, and Shenffs Department management
personnal to understand key background issues that frame this study and scope
of work.
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PLACER COUNTY, CALIFORNIA
Final Report oo the Sheriff's Department Dispateh Unit

. Worked closely with the Project Steering Committee  (which included
representatives from the Counly Executive's Office, Sherifi's Department,
Personnel Department, Emergency Management Services, and Informalion
Technology) at key times during the course of the project to review work
products.

. Interviews with the superviscrs and Dispalchers in the Bispatch Unit to obtain an
understanding of it's functions, operations, goals, and objectives.

' Interviews with other selected staff {e.g. employees in other work units such as
Tech Support that work closely with Dispatch Unit staff),

Collection and review of data from a wide range of spurces, both elecironic {e.g.,

Computer Aided Dispatch / Records Management System) as well as budget and.

statistical reports.

. Ar._iy review of an organization will reveal many improvement oppoduni.t'ies and
changesl t_ﬁa.t couid be made in the organization td improve operations, manégemeht
aﬁd .éf_ficiéﬁcy. it is important to pllace the analysis of the Dispatch Uni.t_r_:i'hét Was
conducted in this study into a complete context of the overail operations and services
provided by the organization over the Iaét'sevéral ye'ars. One of the significant faclors
that exisl!ed_ during the last several years w:as-a significantly high atirition rate of
approximately 24% {for all separations of employees) in the Dispatch Uit {compared to
a 10-15% alirition rate commonly seen by the project team). Also during this time the
managemenl of the Dispatch Unit changed from a civiiah manager o a temporarily
assigned sworn manager. During this time the Dispatch Unit employees continued ta
provide quaiity services tg the Sheriff's Department, their contract fire service agencies,
and the community. The project team has found that the strengths of any orgamization
are primarily in the people who are employed by the organization, and this is certainly

the case in Placer County.
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PLACER COUNTY, CALIFORNIA
Finra! Report on the Sheriff's Department Dispateh Unit

The recommendations made by the Matrix Consulting Group in this Eeport result
from our independent analysis of the data cﬁilected and interviews with members of the
Sheriffs Department and other work units.  This report is intended to provide
information, evaluation, analysis, recommendations, and alsc coptions for County
management and Sheriffs Department management in organizing and managing the
Dispatch Unit to continue to provide professional communications services to the Placer
County community.

Detailed analysis for each of the areas studied is provided ih-:the chapters of the
feport but a summary of the recommendations and associaled costs (also found at the

end of each analysis section) is provided in the following table.

Annual
: . e . o Costf
Recammendation . {Savings} |
: N ; H
Staffing =~ o B oo
SHaff the Auburn Dispatch Center with a minimum of three stafl 2477, and a fourth NA
posiion fiom 0800-2200 haurs 1o provide sufficient slafiing to handle the curren!

“warkload {for curreni operations). Page 45
Staff the Tahoe City Dispatch Center with one position 247 to provide a mirmum MA
staffing bevgl {for current operations). Page 48 ' i
Organization e . _
Re-organize the Auburmn and Tahoe City Dispatch Lnits so that they are under the NA

_autharity and respansibilily of one manager. [fage 53
Develop and adopt a Dispaich Unit policy procedures manual. Page 53 NA,

t Continue to staff the Dispatch Unit with a civilizn manager. Fage 56 NA
Hecommendation: Cavelop a process o select and compensate “training T8D
Dispalchers” who will provide on lhe job training to newly hired Dispatchers. Page 57
Consolidation
Davelop a detailed plan to eonsolidate communications senvices in the Auburn NA,
Dispatch Center. Page 66 o

Matrix Consulfing Group Page 3

AP
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-

Annuzl :
Cast/ [
Recommendation {Savings} |
Staff a consolidated Gispateh Centar with 29 parsonnel, a reduction of & staff (2 ! TBD
Seniar Pubiic Safely Dispatchers and 6 Fublic Safely Dispalchers); estimaled szalary !
& kenefits savings o be determined by Personnel Departmenl. Page &7 '
Emergency Qperations Plan 1
i .
Recammendation; Davelop a Sheriffs Department Emergency Operations Flan as a | MNA
companion document 1o the Placer County EQP. Page 77 _
Recruitment and Retention
The Perscnnel Department and Sheriffs Depariment should establish an ad hoc NA
commities to cooperatively develop a recruiting plan for the Dspatch Unit in 2008.
Fage 87 ' = :
Develop a racruiting fiyer for the Shenil's Deosartment Dispatcher position, Page 88 | 5500 |
Post and maintain current Dispatcher job announcements on dispatcher and law | 3500
| enfurcement relaled internet websites. Page 88 L B
. Sodicil the help and parlicipation of current Dispalch Unit employees in the recruiting NA
"ol candidales. Page 80 '
: Consitue he trend of improving the professionalism of the Sheriffs Depariment, NA
evaluale and consider the bast management practices discussed in this seclion for
implementation. Fage 84 - e i
Cevelop a menloring program for new employees. Page 96 o NA '
: !
Conduct 3 fagilitated series of meelings between management, supervision ang stalf NA ]
to address issues relating to employee lraning, supervision, responsiGifily,
accountabiity and engagement in the workplace. The goal of addressing thase
issues is tn increase produchivily, morale, and improve the retention of quality
employees. Page 100 ) S R
Training I
Create a training group ko meel, compile, assess and analyze the neceds of the unit MNA
and provide recommendations for annual training and ensure gurrent programs r
remgin in compliance with regulatory agencies. Page 105 i ]
Develop and publish wrilten goals and objectives for the training program. Page 106 NA
Incorporate proficiency testing into the training modsl to assess the effectiveness of MNA
training and to identify the need for remedial training. Page 107
Require all training to correspond with approved lesson plans. Incorporate reviews NA
thal ensure lraining i1s consistent with current practices, pelicies and reguiations.
Page 109
Matrix Consulting Group Page 4
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i
: Recommendation

-

Annual
Cost/

{Savings)

| Cevelop a policy the covers the periodic review of all aspects of the training pragram.

" Genarate a report that shows the leveal of compliarce ior each area to include
member training and cerification and all training malerials. Page 110

MA

Cilassification and Compensaticn

i Eliminate the policy of paying employees classified as P30 s a "working out of
clags” payment. Instead, incorporate lhe fraining duties and responsibillies inla the
clags specification and pay employees "special additional pay” when they are

TED

assigned to the raining function. Page 117

Adept the new and revised position titles and job specificatrons to reflect the aciual
duties and respansibilities of the revised classifications and to improve the County's
carmpelitive position in the market vis-a-vis the eight counlies. Page 123

TBED

responsibililies of the revised classifications and o improve the Couaty's competitive
position in the market vis-a-vis the eight counties. Page 123

Adjust the Pay Grades of all Dispalch classifications to reflect the aclual dutiegs and- -

The County should discontinue EMD cerification pay and roli that addiional 2 5%
intg the base pay calculations for the Dispatch positions. The EMD cerlificat:onis -
required for the foliowing posilrons: Public Safety Dispatcher 1 and 11, Public Safety
I Dispalcher Supervisor, and the Communications Senvices Supervisor, Page 124

TBD

Other

Update Lhe current Cmergency Medical Dispatch program with new compulenzed -
software lo be compatible with the tocal JPA which Placer County is a menther.
Page 138

530,000
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