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Executive Summary

With the possibility of the loss of state funding for the current Public Safety Answering Points
(PSAPs — otherwise known as 9-1-1 centers) operated by the cities of Allentown and Bethlehem, and
the prospect of either consolidation or regionalization of those PSAPs with those operated by Lehigh
and Northampton Counties, MCM Consulting Group, Inc. (MCM) was contracted by the four
municipalities to review the operations of each PSAP and develop recommendations for either
consolidation or regionalization for them. During this study, it was found that exact “item-by-
item” and “operation-by-operation” comparisons of all of the PSAPs’ was not possible, as all of
the PSAPs have slightly different approaches to operations. They function within different
protocols and policies, and operate in different manners in terms of staffing, budget and
administration. MCM made every effort to make comparisons of PSAP operations, budgets,
staffing, etc. as sound as possible. MCM conducted this study under the premise that the
documentation and other information provided by the PSAPs was accurate, and the answers
given by the interviewees were factual.

Consolidation or regionalization of PSAPs will certainly reduce the amount of calls being
transferred between PSAPs, and thereby reduce the likelihood of dropped or misdirected calls,
while theoretically improving response times. It is important to understand that consolidation or
regionalization can result in cost savings, but will often have upfront costs in terms of integrating
systems such as Computer Aided Dispatch (CAD), Radio and Customer Premise Equipment
(CPE 9-1-1 systems), and facility, infrastructure and connectivity expenditures. MCM believes
that after the initial upfront costs are managed, cost savings can be realized through
consolidation and regionalization of the four PSAPs in the Lehigh Valley in terms of the
elimination of redundant systems and annual maintenance costs for those systems. The
municipalities should request that costs associated with consolidation and regionalization are
covered by the “15% Interconnectivity” funds in the 9-1-1 account managed by the Pennsylvania
Emergency Management Agency (PEMA). It is MCM’s opinion that consolidations and
regionalization in the Lehigh Valley are projects that are in line with the legislative intention of
the funds set aside for “Interconnectivity”.

Recommended staffing levels, facility uses and potential costs savings resulting from
consolidation and regionalization are reviewed in the body of this report. After careful
consideration of the data collected during this study, visits to all four existing PSAPs along with
a potential new site, and review of the current systems and infrastructure of the PSAPs, MCM is
offering four main recommendations for the 9-1-1 systems in the Lehigh Valley:

1. The long-term goal for the cities of Allentown and Bethlehem and the counties of Lehigh and
Northampton should be to consolidate into one regional Lehigh Valley PSAP. Maximum
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cost savings in terms of capital outlay, maintenance and personnel costs can be realized
through all four PSAP joining together into one.

2. Since it is not expected that a regional facility would be ready for operation by June 30, 2019
(when funding for Allentown’s and Bethlehem’s PSAP is expected to stop), consolidation of
Allentown and Lehigh County’s PSAPs at the current Lehigh County PSAP, and
consolidation of Bethlehem and Northampton County’s PSAPs at the current Northampton
County PSAP are recommended as intermediary measures.

3. An oversight board should be established with representatives from all four PSAPs and
municipalities. The board would be responsible for developing the operational and logistical
plans for the consolidation of the city and county PSAPs, eventual regionalization of the all
of the PSAPs, and development of an authority for governance of a regional PSAP.

4. Recommended time frames for the activities that are detailed in the body of this report are
given. The recommendations are broken down into short term (0 — 6 months), medium term
(6 months to two years), and long term (years three and four).

The consolidations and regionalization of PSAPs is an undertaking that must be conducted with
thorough planning, attention to detail and input from all of the involved parties, as the end result
must be the development of a system or systems that provides the same level, if not an increased,
of service and public safety that is being provided today by the four PSAPs in the Lehigh Valley.
MCM is pleased to submit this report detailing the findings of the assessment and
recommendations for the future of 9-1-1 service in the Lehigh Valley.

The remainder of this page left intentionally blank.
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Introduction

The cities of Allentown and Bethlehem in east-central Pennsylvania each operate their own
Public Safety Answering Points (PSAPs), commonly known as 9-1-1 centers. The PSAPs are
two of the sixty-nine PSAPs in Pennsylvania that are recognized by the Pennsylvania Emergency
Management Agency (PEMA). Allentown and Bethlehem are the only cities in Pennsylvania
that operate state-recognized PSAPs. The remaining sixty-seven PSAPs are operated by their
respective counties. Both city PSAPs have approved Triennial E9-1-1 plans and receive funding
from PEMA, as authorized by Chapter 53 of Title 35 of the Pennsylvania Consolidated Statutes.
The funding that is received by the PSAPs is used for their respective yearly operating costs.
However, the funding received from PEMA does not fully cover all of the operational costs that
each PSAP has, and funds from each cities’ general fund must be used to cover the balance of
the PSAPs’ budgets.

The technology that was historically available at the advent of 9-1-1 systems necessitated that
each PSAP that was developed operate with their own equipment in a “stand alone”
environment. That is no longer the case. With the evolution of 9-1-1, communications and
dispatch technology, states and local governments have begun to pursue the concept of regional
shared services or consolidation. Pennsylvania is no different. Along with the advances in
technology, an austere fiscal environment has prompted the state to prioritize consolidation and
regionalization efforts among the PSAPs in the state. With the cities of Allentown and
Bethlehem being contiguous, residing in counties that operate their own PSAPSs, and being the
only cities that operate recognized PSAPs, they stand out to the state legislature as prime entities
for regionalization or consolidation. As such, the legislature has unofficially advised the cities
that they will not receive state funding for their PSAPs after the sunset of Chapter 53 of Title 35,
which is slated for June 30, 2019.

Because of this, Allentown and Bethlehem considered undertaking a study to analyze their
operations and develop a plan for moving forward. Together with Lehigh and Northampton
Counties (Allentown is located in Lehigh County, and Bethlehem is split between Lehigh and
Northampton Counties), the cities contracted with MCM Consulting Group, Inc. (MCM), based
in McMurray, Pennsylvania, to conduct a needs assessment and develop recommendations for
regionalization or consolidation of the four PSAPs. The study would review current operations
and systems of each PSAP, and make recommendations for city/county consolidations and a
regional Lehigh Valley PSAP, which would provide call-taking, dispatch and ancillary services
for all four entities. It makes sense for the cities and counties to work together to look at the
future of 9-1-1 in the Lehigh Valley, not only because of the close proximity of each other, the
potential cost savings for each, but also since there are existing established regional projects,
including the Lehigh Valley International Airport, the Lehigh Valley Economic Development
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Corporation, the Lehigh County Authority (water and sewer), The visitors bureau (Discover
Lehigh Valley), and the sharing of the current 9-1-1 switch between Allentown and Northampton

County.

It should be noted that the cities are not being required to cease operating their own PSAPs
after June 30, 2019, but the lack of state of funding will significantly impact the budgets of
both, and is highly likely to result in tax increases in order to offset the loss of revenue. Itis
up to both cities individually to decide how they want to proceed in terms of the operations

of their PSAPs.
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Figure 1 - Map showing the locations of the four PSAPs.
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Statement from the Pennsylvania Emergency Management Agency

MCM staff had several discussions with staff at the Pennsylvania Emergency Management
Agency (PEMA) with regard to this project. MCM requested that the agency provide a
statement in reference to the project, and that the statement include PEMA’s position on
regionalization and/or consolidation of the PSAPs, along with the use of the 15% state 9-1-1
“Interconnectivity” funding for the PSAPs to carry out any recommendations that the study
produces (e.g. will the funds be allowed to be used for infrastructure development, moving costs,
equipment procurement, building renovation or construction, etc.). MCM considered it
important that the PSAPs were aware of state funding availability before moving forward with
consolidations or regionalization. Despite several requests, a statement was not provided by
PEMA before this final report was completed.

Methodology

The project began with a kick-off meeting on September 4, 2015. MCM staff assigned to the
project all have had extensive experience in 9-1-1 systems and operations, and/or
communications equipment design and engineering. A project team was put together with
representatives from the four PSAPs. The team included:

Michael D. Hilbert, ENP Robert J. Haffner

Superintendent of Communications Director 9-1-1

E911/Technical Services Bethlehem Police Department

1304 Fairview Street 10 E. Church Street

Allentown, PA 18102 Bethlehem, PA 18018

Laurie R. Bailey, MPA, ENP Todd Weaver, ENP

9-1-1/ Communications Director Acting Director

County of Lehigh 9-1-1 Northampton County

640 W Hamilton St, 10th Floor Emergency Management Services
Allentown, PA 18101 100 Gracedale Ave, Nazareth, PA 18064

Ronald C. Hulsizer, ENP

Deputy Director for 9-1-1

Northampton County

Emergency Management Services

100 Gracedale Ave, Nazareth, PA 18064
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A project schedule was developed, and the project team reviewed the project process outlined in
the Statement of Work (SOW), and definitions for consolidation and regionalization were
established so that interview participants would have common terminology to respond to. The
definitions developed and utilized throughout the project were:

Consolidation — The consolidation of the two city PSAPs into their respective county PSAPs
(Allentown consolidated into Lehigh County’s PSAP and Bethlehem consolidated into
Northampton County’s PSAP). This would reduce the number of PSAPs from four to two.

Regionalization — The combining of all four PSAPs (Allentown, Bethlehem, Lehigh and
Northampton) into one regional “Lehigh Valley” PSAP.

MCM developed interview questions, which were reviewed and revised by the project team.
Interviews of key individuals identified by the cities of Allentown, and Bethlehem and the
counties of Lehigh and Northampton were conducted. A summary of the interview responses
begins on page 19 of this report and a compilation of all of the interview responses can be found
in Appendix A.

MCM conducted site visits to all of the PSAPs to review and inventory call-taking, 9-1-1 and
communications equipment. The equipment was analyzed for longevity, interoperability and
capability for consolidated and/or regional operations. MCM also visited the Wilson Kramer
facility in the City of Bethlehem. The Wilson Kramer facility is a former United States Army
Reserve center located on the north side of the city, near the Lehigh Valley International Airport,
at the intersection of Airport Road and Avenue A. The current facility is a 30,000 square foot
building which sits on 7.5 acres. The City of Bethlehem acquired the facility with the
understanding that it would be used for some type of public safety purpose. The city had
previous discussions with the City of Allentown along with Lehigh and Northampton Counties in
regards to using the facility as a regional emergency management/9-1-1 center. No final
decisions have been made on the use of the facility.

MCM conducted a review and analysis of the PSAPs current operations, based upon information
and documentation provided by the PSAPs including:

e Current triennial plans

e Regional shared services assessment reports
e Wireless funding applications

e Wireless reconciliations

e Previous and current year budgets

e Current staffing levels for each PSAP

412-580-7632 info @MCMConsultingGrp.com MCMConsultingGrp.com

7



Consulting Group. Inc 107 Kathy Ann Court
Solutions for an unsafe world McMurray, PA 15317

e Current call management comparison (call takers/dispatchers, etc.)

e Call volume levels broken down by hour

e Field units dispatched/interfaced with

e Current 9-1-1 center equipment

e Comprehensive services provided by each PSAP
e Floor plans of the county PSAPs

e Current expenditures including:
0 9-1-1 center equipment cost
9-1-1 center equipment maintenance costs
LEC costs
Utilities cost
Personnel cost
Building maintenance costs
Ancillary services cost

O O O O 0O O

MCM requested that architects from the EADS Group Inc., an engineering, architecture and
design firm that has experience in the design, construction and renovation of 9-1-1 centers, visit
the two county PSAPs along with the Wilson/Kramer facility and complete a space study. The
space study, along with the results of the operations analysis were used to develop the
recommendations outlined in this report.

Backaground Information/Demographics

City of Allentown

The City of Allentown is a city of the third class located in eastern Lehigh County. According to
the United States Census Bureau, the city had a 2010 population of 119,032, with an estimated
2014 population of 119,104. The city has a land area of 17.55 square miles.

The City of Allentown’s PSAP is located at 1304 Fairview Street. The first level of the facility
houses the PSAP, equipment room and associated offices. The lower level of the facility houses
the city’s radio maintenance center. The radio maintenance falls under the purview of the
Bureau of Communications, which also operates the PSAP. The PSAP has nine operating
positions, with a normal staffing of 5 telecommunicators and a supervisor. Its minimum staffing
is four telecommunicators plus a supervisor. Access to the PSAP is controlled.

The PSAP Customer Premise Equipment (CPE) — the 9-1-1 operating system - is a 9-position
Airbus DS (Cassidian) Vesta 4.3.1.521 geo-diverse CPE solution with two deployable Command
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Posts. Being a geo-diverse system, the switch (controller) has two sides which can reside in
different locations to ensure redundancy. Side A of the switch is at the Allentown PSAP while
side B of the switch is at the Northampton County PSAP. Sharing of a switch between PSAPs
saves on capital costs and ongoing maintenance costs, and can be considered a first step in
regionalization of equipment.

The city’s radio system consists of a single site 9-channel 800MHz trunked Harris radio system.
It was installed in 2000, with the software upgraded in 2009 and encryption added in 2011. The
system utilizes 9 — GE/Harris MASTRIII stations (non P25), with 65 public works and public
safety talk groups. It is controlled by a 7 position GE/Harris C3 Maestro console which was
updated in 2009. The radio system also has 11 conventional interfaces for tone remote control.
In addition, the city has a VHF backup system with a MASTR IV transmitter and receiver voting
at the PP&L Tower building in downtown Allentown, and at the city’s East Side facility for
interoperability with Lehigh County’s radio system. The city utilizes an Eventide NexLog 840 -
48 channel analog logging recorder for recording of phone calls and radio traffic. The city’s
PSAP does not have any room for expansion at its current facility.

The City of Allentown’s PSAP answered a total of 95,715 9-1-1 calls, 178,663 10-digit/non-
emergency calls and dispatched 156,680 incidents in 2015.

Figure 2 — City of Allentown PSAP
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Figure 3 — City of Allentown PSAP

City of Bethlehem

The City of Bethlehem is a city of the third class that is split between eastern Lehigh and western
Northampton Counties. According to the United States Census Bureau, the city had a 2010
population of 74,982 with an estimated 2014 population of 75,135. Approximately 25% of the
population resides within the Lehigh County portion of the city, with the rest residing within the
Northampton County portion. The city has a land area of 19.10 square miles.

The City of Bethlehem’s PSAP is located at 10 East Church Street, within the city’s police
department. The police department operates the PSAP. The PSAP has seven operating
positions, and its minimum staffing is four telecommunicators during the day and evening hours
and three telecommunicators at night. Access to the PSAP is controlled.

The PSAP CPE is a 7-position Cassidian Vesta Pallas system purchased in 2006. The city has
had discussions with Allentown and Northampton County about joining their geo-diverse Airbus
system as a remote. This is currently planned to take place in the first half of 2016.
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For its radio system, the city uses a 3-site, 6-channel 800MHz Motorola Astro P25 Trunked
Simulcast Digital radio system installed in 2008, but have signed a contract to upgrade to P25 IP,
to be completed by April 2016. The radio infrastructure is Motorola GTR8000 based, with the
sites interconnected by redundant fiber at city hall, East Mountain, and the city’s radio shop.
Microwave connectivity is being added to back up the fiber. Additionally, the city has 800MHz
analog Quantar stations at the sites as a backup to the trunked system. The radio consoles at the
PSAP are Motorola MCC7500 consoles, controlling 75 talk groups. In addition, there are 5
console positions at the radio shop as a backup center. Bethlehem has also had talks with
Allentown about sharing the Motorola radio switch, which according to Motorola, is compatible
with the newer Harris subscriber equipment in use in Allentown. Bethlehem has a NICELOG
DLR logging recorder capable of recording 23 simultaneous voice calls from the radio system,
and records phone traffic and CAD screen captures. The city’s PSAP does not any room for
expansion at its current facility.

The PSAP answered a total of 44,151 9-1-1 calls, 155,207 10-digit/non-emergency calls and
dispatched 75,078 incidents in 2015.

i RGeS

Figure 4 — City of Bethlehem PSAP

The remainder of this page left intentionally blank.
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Figure 5 — City of Bethlehem PSAP

Lehigh County

Lehigh County is a county of the third class in east-central Pennsylvania. It is surrounded by the
counties of Carbon, Schuylkill, Berks, Montgomery, Bucks and Northampton counties.
According to the United States Census Bureau, the county had a 2010 population of 349,497,
with an estimated 2014 population of 357,823. For the purposes of this study, subtracting the
population of Allentown and 25% of the population of Bethlehem gives the county an
approximate 2014 population of 219,936. The county has a land area of 345.17 square miles.

The Lehigh County PSAP is located on the 10" floor of 640 West Hamilton Street in Allentown.
The equipment room for the PSAP is located on the 9th floor of the building. The PSAP has
sixteen operating positions, and its minimum staffing is seven telecommunicators plus a
supervisor during the day and evening hours, and six telecommunicators plus a supervisor at
night. The building is owned by the county and access to the PSAP is controlled. The county’s
emergency management office and emergency operations center is located on the 8" floor of the
building. The first floor of the building houses a restaurant, and various businesses occupy the
other floors of the building.
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The PSAP’s CPE is a 16-position Cassidian Meridian switch which is nearing end-of-life and
must be replaced. The county has also had discussions with Allentown and Northampton County
about joining their geo-diverse Airbus system as a remote. There is no date currently set for this
to take place.

Lehigh County’s radio system is primarily a mixed simulcast/conventional 11 site VHF system
consisting of TAIT simulcast stations and QUANTAR conventional channels. It is connected by
a redundant microwave system in a north/south loop configuration updated as of 2012, with one
site connected by fiber, and one site connected by an unlicensed microwave hop. The county
also has a 5-site 75MHz-linked ‘multicast’” VHF/UHF paging system. Dispatching is done by a
2009 Zetron ACOM console, with 16 positions in the 9-1-1 center and 2 more in the training
room. The county has a NICE NLR2000 logging recorder, purchased in 2009.

The County of Lehigh’s PSAP, although it has available console positions at its current location,
does not have room for expansion on the floor of the building that is located on without moving
offices, conference and ancillary rooms to another floor.

The PSAP answered a total of 90,011 9-1-1 calls, 190,604 10-digit/non-emergency calls and
dispatched 134,145 incidents in 2015.

Figure 6 — Lehigh County PSAP
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Figure 7 — Lehig ounty PSAP

Northampton County

Northampton County is a county of the third class in east-central Pennsylvania. It is surrounding
by the counties of Monroe, Lehigh and Bucks County in Pennsylvania, and New Jersey on its
eastern border. According to the United States Census Bureau, the county had a 2010 population
of 297,735, with an estimated 2014 population of 300,654. For the purposes of this study,
subtracting 75% of the population of Bethlehem gives the county an approximate 2014
population of 244,402. The county has a land area of 369.67 square miles.

The Northampton County PSAP is located in the county’s emergency management services
facility at 100 Gracedale Avenue, just west of the Borough of Nazareth, in the center of the
county. The PSAP has fourteen operating positions, and its normal staffing is nine
telecommunicators plus a supervisor. Its minimum staffing is seven telecommunicators plus a
supervisor. The county’s emergency management office and emergency operations center are
co-located in the facility. The building is owned by the county and access to the PSAP is
controlled.

The PSAP’s CPE switch is common with the Allentown Airbus DS Vesta geo-diverse system,
with 14 operating positions, and 5 deployable Command Post positions.
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For its radio system, Northampton County utilizes a ‘grandfathered’ 500MHz, 11 site, 30
channel - Harris conventional analog simulcast radio system with receiver voting, using a hybrid
MASTRII/MASTR V radio infrastructure. The sites are all interconnected by a redundant
100MB/s minimum fiber ring network from Service Electric. The future of this radio system is
in jeopardy due to the FCC possibly recalling the 500MHz spectrum for use with digital
broadcast systems (DTV). The radio system is controlled by a Moducom 15 - position console,
with the position PCs recently upgraded (2015). The county utilizes a NICE Perform version 3.2
model logging recorder, purchased in 2010. The PSAP has space available to add more consoles
by rearranging the current layout of the existing consoles. There is also land available for
expansion of the PSAP. A plan for expansion of the PSAP and emergency management
operations was developed in 2013 but did not move forward. The estimated price of the
expansion at the time was $2.64 million.

The PSAP answered a total of 101,821 9-1-1 calls, 295,221 10-digit/non-emergency calls and
dispatched 213,088 incidents in 2015.

e ———

Figure 8 — Northampton County PSAP
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Figure 9 — Northampto County PSAP

Call and Dispatch Summary

2015 Call and Dispatch Totals
Total 10-Digit/Non-emergency
PSAP Total 9-1-1 Calls | caj1s (Inbound and Outbound) Total Dispatches
Allentown 95,715 178,663 156,680
Bethlehem 44,151 155,207 75,078
Lehigh 90,011 190,604 134,145
Northampton 101,821 295,221 213,088
Totals - 331,698 826,812 578,991

Figure 10 — 2015 Call and Dispatch Totals

In addition to taking telephonic 9-1-1 calls, all four PSAPs accept text-to-911 messages via the
GEM 9-1-1 web portal product from TCS. The number of text-to-911 messages received was
not reported.

Ancillary Services

All of the PSAPs in the Lehigh Valley, similar to all the PSAPs in Pennsylvania, provide
ancillary services to departments outside of the 9-1-1 purview. In addition to being the day time
communications services for many county and city departments, all of the PSAPs provide after-
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hours contact services for many county, city and outside agencies. An overview of the ancillary
services provided by the PSAPs, as collected during the interviews, is below.

City of Allentown

Along with call-taking and dispatching for emergency services, the Allentown PSAP receives
call for and dispatches the Allentown Parking Authority, Animal Control, and Public Works for
the city. The PSAP also monitors the 154 video cameras throughout the city, 8 video feeds from
the PennDOT camera network and 4 video feeds from Muhlenburg College. The police and fire
department both commented on the increased public safety that the monitoring of the cameras
provides to the citizens of Allentown. The PSAP uses the cameras for supplementary
information gathering when an incident is received. The PSAP has used cameras to obtain more
information than callers can provide about an incident, and used that information to dispatch the
appropriate levels of response to the incident. The PSAP has also observed illegal activity taking
place on camera and dispatched law enforcement, which has resulted in successful outcomes.
This type of operation is a level of Next Generation 9-1-1, which involves getting data to PSAPs
in ways that had not been previously possible. Newer CAD systems can have camera systems
integrated into them as a layer on their mapping systems, allowing for video images to be
brought up quickly if there is a camera near the location of the reported incident. The camera
system can also be used as an evidence source for law enforcement and the fire department.

The PSAP provides Knox Box information, hazardous materials information and pre-plans to
emergency responders via mobile data terminals. It receives parking complaints and dispatches
the Parking Authority, monitors alarms for city facilities and takes after hours reports for the
Lehigh County Authority. The PSAP also provides notification services for hazardous materials
teams, dive team and the ERT team.

City of Bethlehem

Along with call-taking and dispatching for emergency services, the Bethlehem PSAP receives
call for and dispatches the city public works department and parking authority, and handles calls
on snow emergency lines during the winter. The PSAP also monitors and dispatches for school
district security, and handle calls for Moravian College public safety and Lehigh University
police. The PSAP logs arrest warrants, which are tied into the city’s CAD system, so if a
person’s name comes up on any kind of incident in the CAD system, if there is an outstanding
arrest warrant for that person, the dispatcher will be notified.

The PSAP operates a mobile communications unit that is used for dispatching on the scene of
special events that are held in the city and for DUI checkpoints operated by the Bethlehem Police
Department. Like the Allentown PSAP, the Bethlehem PSAP monitors the law enforcement
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cameras located throughout the city and housing authority cameras, as well as the cameras at
Lehigh University. The PSAP also interfaces with the Northampton and Lehigh Counties’
District Attorney’s Offices and Coroner’s Office, Juvenile and Adult Probation Offices, Sheriffs’
Offices, the counties’ prisons, Domestic Relations Offices, and the counties’ roads and bridges
departments. In addition, the PSAP interfaces with state agencies such as: PennDOT,
Pennsylvania Fish Commission, Pennsylvania Game Commission, Pennsylvania Department of
Forestry, Pennsylvania Department of Environmental Protection, and the Pennsylvania Bureau of
Mines.

Lehigh County

The Lehigh County PSAP is the after-hours contact for all county departments, including the
coroner’s office, adult and juvenile probation, children and youth, district attorney’s office,
magistrates and sheriff’s department. The PSAP also answers after-hours calls for municipal
police departments that do not operate on a 24-hour basis. In addition, the PSAP monitors
alarms from banks and hospitals. The PSAP will also interface with municipal public works
departments when calls are received for snow removal, trees down, stop light issues, and other
municipal public works issues, and will dispatch appropriate public works departments when
necessary. The PSAP interfaces with the Pennsylvania State Police Troop M barracks for law
enforcement issues.

Northampton County

The Northampton County PSAP is the after-hours contact for county departments including:
children and youth, adult and juvenile probation, and sheriff’s office. It is the main contact for
the county coroner’s office. The PSAP keeps a listing of issued dog licenses and the animal
shelter has the PSAP’s number on their telephone voice system for after-hours contact. The
PSAP will contact the SPCA as necessary and dispatches the Lehigh Valley County Animal
Response Team (CART) for the whole Lehigh Valley. Warrants are maintained by the PSAP,
and municipal police departments will forward their administrative phone lines to the PSAP after
hours. The PSAP is also responsible for tracking of prison transports, as well as Sheriff,
Constable, and Magistrate notifications along with DUI Center notifications and call outs. The
PSAP routinely interfaces with the Pennsylvania State Police Troop M barracks for law
enforcement issues. Building security and video systems, and critical infrastructure are
monitored at the PSAP.

The PSAP will interface with municipal public works departments when calls are received for
snow removal, trees down, stop light issues, and other municipal public works issues, and will
dispatch appropriate public works departments when necessary. Occasionally the PSAP will
receive alarms for municipal sewer and water systems. The staff will call out Easton fire
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department and police department personnel if they are needed for a large incident. In addition,
the PSAP will answer calls for the City of Easton’s Block Watch program, and similar programs
in other large municipalities.

The PSAP interfaces with a lot of state agencies for 9-1-1 and emergency management purposes,
including PennDOT, PEMA and the Department of Environmental Protection (DEP). Staff
advised that they conduct a lot of situational awareness, notifications and resource management.
Emergency Alerting System (EAS) messages are sent from the PSAP as needed, along with
reverse notifications for public information. The PSAPs 9-1-1 shift supervisors serve as the
county’s emergency operations center (EOC) watch officer when the EOC is at level 4, which
makes them responsible for initiating, reporting and updating PEMA through Knowledge Center
software. It was reported that forty to fifty percent of the work that the PSAP staff performs is
contacting other agencies and referring callers to other local and county agencies.

Interviews Summary

In order to obtain needed information and get an understanding of the issues and concerns
regarding consolidation and regionalization, MCM conducted interviews with staff and elected
officials from the cities of Allentown and Bethlehem, and Lehigh and Northampton Counties,
along with field users from the two cities. The interviews were conducted from October 14,
2015 through November 5, 2015. The face-to-face interview sessions were very productive in
terms of gathering detailed, specific information directly from PSAP personnel, elected and
appointed officials, as well as field users. The participants were eager to provide as much
information as possible as they understood the importance of the outcome of this project as it
relates to providing 9-1-1 and other services to the resident and visitors of the Lehigh Valley.

The questions used to collect data from the participants were developed by MCM and reviewed
and revised by the project team. The questions were designed to collect information on: the
services provided by the PSAPs, the perspectives of the interviewees on the benefits, concerns
and considerations of regionalization and consolidation; the current systems, infrastructure and
space capabilities of each PSAP; the governance and funding of a consolidated or regional
PSAP; and the impact of consolidation or regionalization on the citizens and agencies in the
Lehigh Valley.

Twenty-nine questions were used for the interviews. Not all of the questions were applicable to
each interviewee. The questions were grouped into five categories, depending on the role of the
person being interviewed: PSAP coordinators, PSAP staff, elected and appointed officials, field
personnel and human resources directors. The project group reviewed and approved the
categories. Not all respondents had answers for all of the questions that were asked of them.
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The full list of questions utilized for the interviews is listed below:

1. Name

2. What is your current role? (This may be answered by the interviewer)

3. What services does the PSAP provide for your department/agency?

4, Do you have any experience with any type or form of regionalization or consolidation
practices?

5. Have you thought about the future of your organization and how a regionalization or
consolidation of services could benefit your community?

6. Do you believe regionalization or consolidation should be considered?

7. From your perspective, do you feel there are benefits of regionalization and/or
consolidation?

8. What obstacles and challenges to a regionalization or consolidation effort can be
expected?

9. From your perspective, do you believe there are any negative effects that will result in
considering any regionalization or consolidation efforts?

10. Does consolidation make sense for your area from a service level, political, technological
and financial perspective?

11.  What do you see as the goals for any regionalization or consolidation? (Reduce costs,
improve efficiency, etc.)

12. In your opinion, does your PSAP have the resources available to effectively operate into
the future?

13. Is the current infrastructure (equipment, technology, connectivity) able to be maintained
long term?

14. Does your PSAP have room for expansion and possess the capability of assuming higher
call volumes and dispatching services?

15.  Are calls frequently being transferred among or between agencies?

16.  Would consolidation reduce or eliminate the transfer of 9-1-1 calls between agencies and
improve response times and lower liability?

17. Do multiple agency responses that are coordinated between and among multiple dispatch
centers?

18.  Would consolidation improve incident coordination and interoperability?

19. In considering of a regionalization or consolidation of services, do you have any strong
reservations or concerns?

20.  What in your opinion are the most important considerations that need to me made when
considering either regionalization or consolidation?

21.  Other than call taking and dispatching, what other services do your telecommunicators
provide?

22. If consolidation occurs, do you think that one of existing PSAP can fill the facility needs
or is construction required?

412-580-7632 info @MCMConsultingGrp.com MCMConsultingGrp.com

20



Solutions for an unsafe world McMurray, PA 15317

( Consulting Group. Inc 107 Kathy Ann Court
23

24,
25.
26.

217.
28.

29.

Is there government land available if a new facility is necessary?

Does your PSAP take non-emergency seven-digit calls for other agencies? Are there
services offered for other governmental operations and not-for-profit agencies?

If a consolidation occurs, how do you foresee governance and funding of the consolidated
PSAP operating?

What impact do you believe a consolidation/regionalization will have on the services
provided to the citizens?

Have you considered how your organization would provide services and responsibilities
currently managed by your 9-1-1 center, that may not be provided in a consolidated or
regional environment?

Have you considered how your organization would provide services and responsibilities
in a consolidated or regional environment that are currently performed by another 9-1-1
center that may not be provided by your 9-1-1 center today?

Any other comments?

MCM staff members interviewed 41 individuals, as listed below:

City of Allentown

Parking Authority Executive Director

Mayor

Lead Dispatcher

Superintendent of Communications

City of Allentown EMS Operations Manager
Interim Director of Public Works

Police Chief

Fire Chief

City Human Resources Director

Lehigh County

Director of Emergency Services
Dispatch Supervisors (3)

Dispatcher

9-1-1 CAD Coordinator

9-1-1 Operations/Training Coordinator
9-1-1/Communications Director
County Human Resources Director
Director of General Services

Lehigh County Commissioner

412-580-7632 info @MCMConsultingGrp.com MCMConsultingGrp.com

21



( Consulting Group. Inc 107 Kathy Ann Court

Solutions for an unsafe world McMurray, PA 15317

City of Bethlehem

Fire Chief

Police Chief

Deputy Police Chief

Mayor

9-1-1 Supervisor

EMS Director

City Council President
Director of Budget and Finance
Business Administrator
Director of Communications

Northampton County

County Executive

Director of Administration

County Human Resources Director
PSAP Coordinator and Director
9-1-1 Quality Assurance Manager
9-1-1 Operations & Training Manager
9-1-1 Shift Supervisor

Systems Manager

Dispatcher and Union President
Deputy Director for 9-1-1

County Council President

All of the respondents cooperated fully and were thoughtful in their responses to the questions.
In undertakings such as this, because of their varied roles, backgrounds and experiences, there is
always a challenge to take the input of the participants and develop a consensus as to their
preferences and approaches to the future of 9-1-1 service in the Lehigh Valley.

There were a number of common themes that emerged during the interviews.

A concern that was stated most frequently from the representatives of all four entities was that
the current level of service that is being provided to the citizenry must be maintained at the same
if not an improved level. Almost all of the interviewees stressed the importance of this. And it
was generally noted that a high service must be visible to the public as well as the staff. City
residents may believe they are losing services if the city PSAPs are absorbed by the counties, and
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the county residents may think that the extra work load placed upon the county staff will impact
the services that they are currently being provided. The field agencies in the cities stressed that
the cities’ PSAPs are integral parts of their operations, and any loss in the level of service from
their PSAPs would be detrimental to their operations, and would possibly result in higher costs if
the cities would need to have those service provided by another city department or entity.

Cost savings through regionalization or consolidation was a common thread throughout the
interviews also. It is expected that by combining services, savings will be realized through lower
maintenance costs, bulk purchasing, the elimination of backup facilities, decreased duplication of
services, and the possible reduction of overall staffing.

With the uncertainty of what the future holds, there was understandably a large concern voiced
about the security of the jobs for those that are currently employed by the four entities. This
concern was high among PSAPs staff members. Staff members were concerned that competent,
experienced staff would lose their jobs due to elimination of positions during consolidation or
regionalization, or that staff may be lost over resistance to change or having to learn new
protocols, service requirements and areas. Along with this, there were concerns about how union
integration would take place. The cities of Allentown, Bethlehem and the County of
Northampton are union shops, while Lehigh County is not. Uncertainty over maintenance of
current salary and seniority levels was a common thread. In addition, it was noted by several
interviewees that the potential for a longer training period for new hires, and retraining for
current employees would be needed as new or unfamiliar protocols, departments, units and
standard operating procedures may need to be learned. A bigger learning curve was expected,
and there was concern about the level of service that would be provided as that learning curve
was being negotiated by current employees.

The availability and need for sufficient space was discussed during the interview process. Very
few of the interviewees fully believed that they currently have enough space to house a regional
facility that would combine the four PSAPs. Northampton and Lehigh Counties and the City of
Bethlehem all noted that they own land that would be available for either expansion of their
current facilities or construction of new facilities. Lehigh County officials expressed belief that
their current facility would be able would easily be able to handle the additional staff needed to
absorb the City of Allentown’s PSAP, and possibly a large regional center. The PSAP staff,
however, had concerns about the ability of the current space to hold more staff, citing current
lack of sufficient ancillary space and facilities (including bathroom facilities and break rooms),
and potential noise issues. The staff also had concerns about the location of the current facility.
They expressed issues about the security of the building with public access to the lower floors.
Several staff members citing safety concerns related to parking and having to walk to the
building from the parking garage through the downtown area, especially at night.
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Northampton County staff noted that their facility currently had room to handle increased
staffing, and that there was room for expansion of the building at the current site if necessary.
The City of Bethlehem representatives advised that the city has a centrally-located, former U.S.
Army Reserve Center (the Wilson Kramer facility) that was available to be renovated for a
consolidated or regional PSAP.

The overall concept of what should be the end result (consolidation or regionalization) varied
among the interviewees. Several did not want to see any change from the current operations, but
understood that something must be done in the future. For the most part, the county
representatives favored a consolidation approach, with the cities either combining with or being
absorbed by the counties, while the city representatives favored a regional approach, with all four
PSAPs eventually being combined into one large, regional PSAP. Some county staff were not
opposed to the idea of a regional PSAP, but were concerned about moving in that direction too
quickly. There were also concerns about dispatching for such a large geographic area, and the
possibility of errors inherent with that. A few county representatives, however, believed that
there were several advantages to a large regional PSAP, including creating more opportunities
and a greater career track for staff members in a larger organization.

A question that was commonly broached by the interviewees was the issue of how different
dispatch protocols would be integrated. Would PSAP personnel need to learn new protocols, or
would they be changed, resulting in field units needing to adapt? Unit numbering was also
raised as an issue. Some of the interviewees noted that there is duplication of some unit
numbering