


VECC has a very well developed Microsoft Dynamics Great Plains accounting system. However, one of its limitations
is the inability to track the benefits of personnel assigned to one division, while performing work in another, i.e.
when an employee is assigned as a police dispatcher, but performs duties as a call-taker. In this case, the accounting
system moves the salary associated with the duties as a call-taker to the call-taking division, but fails to automatically
move the benefit costs from the police division to the call-taking division. In response to Chapter IV,
Recommendation 1, VECC recognizes this deficiency and has developed a process to identify and manually adjust
accounts so that both pay-related benefit costs and health insurance costs are allocated according to actual staffing
for each division. This process will be implemented during the current fiscal year.

The allocation of indirect costs associated with a particular activity can be approached from many aspects. The use
of physical space to determine indirect costs may have been appropriate at the time that method was implemented,
but space utilization changes over time. Training room usage changes, equipment footprints in equipment rooms
change, and console position usage may change, all without a correlation to the amount or cost of the work
performed. Using staff hours worked does not adequately describe the potential workload of call-taking and
dispatch operations. Fire/EMS and law enforcement dispatch positions generally have a fixed manning schedule,
while call-taking positions are staffed to respond to call volumes which are often sporadic and inconsistent. Staffing
shortfalls are adjusted in favor of the firm dispatch position requirements at the expense of the anticipated call-
taking requirements.

In response to Chapter IV, Recommendation 2, while preparing for the current fiscal year’s budget (before the audit
began), the decision was made to reallocate indirect costs based on workload as evidenced by the staffing
requirements associated with the workload of each work center. A staffing analysis conducted in July 2008 identified
staffing requirements for all three work centers. 55 employees are required to staff the call-taking positions; 46
employees are required to staff law enforcement dispatch positions; and 17 employees are needed to staff the
fire/emergency medical dispatch positions. The ratio of the number of employees required for the workload of each
function became the basis for the allocation of indirect costs for the current fiscal year. The allocation became 47%
for call-taking, 39% for law enforcement dispatching, and 14% for fire/emergency medical dispatching. A staffing
analysis will be conducted in preparation for each new fiscal year budget.

As the result of the changes in the allocation of the indirect costs and the re-allocation of pay-related and health
insurance costs as noted in Recommendations 1 and 2 above, dispatch fees will be realigned to cover the full costs of
dispatch services (Chapter IV, Recommendation 3).

Chapter V offers recommendations for the Sheriff's Office review of call-taking and dispatch operational procedures
and associated costs. It is rather disappointing that detailed cost information is not available and that the auditors
had to resort to using VECC provided call data to analyze the Sheriff's Communications Division operations. The lack
of information makes it difficult to discern the efficiency of that operation.

Sincerely,

William E. Harry, ENP Mayor Russ Wall

Executive Director Chairman, Board of Trustees
VECC VECC
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PETER M. CORROON
Salt Lake County Mayor

2001 South State Street
Suite N-2100
Salt Lake City, UT 84190-1020

801/ 468-2500
801/ 468-3535 fax

November 3, 2009

Mr. John M. Schaff, CIA

Utah State Auditor General

W315 Utah State Capitol Complex
Salt Lake City, Utah 84114

Dear Mr. Schaff,

Thank you for the opportunity to respond on behalf of Salt
Lake County to the Performance Audit (Report No. 2009-16)
of the 9-1-1 system.

First, we want to extend our appreciation for the extensive
effort that your team has made in tackling the review of this
complex issue. We were impressed with the diligence and
professionalism that marked their work over the last several
months.

When everything is said and done, we believe that it will be
the citizens of Salt Lake County that will benefit from the
emergency call procedural improvements that are likely to
result as a consequence of this audit. Our response to the
audit findings and recommendations are as follows:

CHAPTER II

Legislature Should Consider Addressing
Use of 911 Funds and Consolidation

Audit Recommendations:

1. We recommend the legislature consider clarifying
acceptable use of the local 911 surcharge, including:

o Whether it may be used to fund call taking costs for
non-emergency calls as well as 911 calls:

County Response:

Salt Lake County believes that the 911 surcharge fund should
continue to be used to help support all call taking functions.
Because the Sheriff's Communication Division also receives
numerous emergency calls for service over the non-emergency
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lines it is important to allow funding for the maintenance and operation of
these lines to continue. By not allowing PSAP’s access to these funds there
may be a negative impact on the emergency services provided to the
citizens of the county.

e Whether it may be used to fund a secondary PSAP:
County Response:

Salt Lake County believes that statute currently allows the Sheriff's PSAP
which is capable of, and in fact does, receive emergency calls for service to
receive 911 funding. The Sheriff's Communication Division is fully capable of
directly receiving 911 calls. It has been awarded grants in the past from the
911 committee to enhance technology and equipment because of this
capability and ongoing functionality. The Legislature should review the
designation of primary and secondary PSAP’s, and include as a primary PSAP
those emergency call taking centers that have the capability to handle the
intended emergency calls. To not allow PSAP’s such as ours to continue to be
funded by surcharge funds could cause a decrease in public safety response
capability contrary to the intent of the 911 surcharge fund.

o Whether it should be used to fund dispatch costs:
County Response:

Salt Lake County believes dispatch costs should be funded by charging the
full cost of this service to each local government that VECC provides this
service for. This approach assures funding equity among all stakeholders
and avoids the problem of subsidized service delivery by one group of
citizens for the benefit of another group. Currently, only part of the costs of
dispatch services provided by VECC is billed to local governments.

CHAPTER III

Organizational Concerns Hamper
911 System Effectiveness

Audit Recommendations:

1. We recommend that VECC and Salt Lake County Sheriff’s office determine
an approach to eliminate duplication in the call taking process.
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County Response:

Salt Lake County agrees with this recommendation and will work with VECC
to find a solution that is beneficial to the citizens of the county.

2. We recommend that the Salt Lake County Officials resolve concerns with
the coordination of fire/medical dispatching and law enforcement
dispatching before going forward with plans to establish a new primary
PSAP.

County Response:

Salt Lake County agrees with this recommendation.

Additional Discussion on Consolidation of PSAP’s

Salt Lake County agrees that an independent study needs to be conducted
to determine the appropriate number of PSAP’s necessary to serve the
emergency needs of county. Possibly, an entity such as the Statewide
Interoperability Executive Committee could effectively perform such a study.
The perspective of cost savings is just one consideration in this very
important issue. The ability to communicate in the event of a disaster is
critical to the successful management of the event. If a county has only one
PSAP and it is rendered inoperable in a disaster, critical communication
ceases. Additionally, if one PSAP is overloaded with incoming emergency
calls, having the ability to transfer the overloaded calls to another
functioning PSAP is invaluable to the citizens in need of services. Having
back up PSAP’s that can handle all emergency traffic is vital to ensure
continued operability. The appropriate number of PSAP’s should be
determined based on what is needed to maintain communications in an
emergency, or call overload situation.

On page 23 the report states “the main reason that the bridge was created
is to allow the Sheriff’s dispatch to become a primary PSAP.” The primary
reason was to reduce delay in the transmission of critical information
between PSAP’s.

CHAPTER IV

911 Fees Have Subsidized
VECC's Dispatch Costs

County Response:

e e R e L e T e e T
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Salt Lake County concurs with the findings and recommendations in this
chapter. The Legislative Auditor’s report confirmed our concern that VECC
dispatch services are being partially subsidized by 911 revenues.
Implementation of the auditor’s recommendations should foster funding
equity among stakeholders.

CHAPTER V

County Surcharge Revenue
Does Not Cover Call Taking Costs

Audit Recommendations:

1. We recommend that Sheriff’s Fiscal Office review call taking and
dispatching expenditures by:
a. Reviewing the assignment of indirect costs.
b. Reviewing and applying an appropriate methodology to determine
call taking expenses.
C. Ensuring surcharge revenues are applied appropriately to the
designated areas where the surcharge revenue is collected.

County Response:

Salt Lake County agrees with this recommendation and has already begun to
conduct the reviews.

Again, on behalf of Salt Lake County, we appreciate the opportunity to
respond to this 2009 legislative audit and stand ready to provide any
additional assistance and input that may be requested. Thank you for your
great work.

Smcerely,

y

Peter M. Corroon
Salt lake County Mayor
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