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TO:

Mayor and City Council Members


FROM:
Rudy Garza, Acting Assistant City Manager

DATE:

November 22, 2004

SUBJECT:
Public Safety Communication System – Computer Aided Dispatch (CAD)
From1986 until this past spring, the City’s public safety departments have used a computer aided dispatch (CAD) system to manage and track information and workflow.  As with all technology, advancements and improvements to CAD systems presented an opportunity for the City of Austin to transition from the older system (Tiburon) to a new, more robust system with significant enhancements over the Tiburon system.  

In January 2000, the City issued a request for proposals for a new CAD system.  After a thorough evaluation and review process, the City selected Tritech Software Systems as the vendor for the new CAD system.  

Implementation (design, spec writing, configuration, etc.) of the system began in the summer of 2001.  On April 19th of this year, the Fire Department, Emergency Medical Services Department, and the Aviation Police Department initiated, i.e. ‘went live’ with the new CAD.  On May 17th of this year, the Police Department ‘went live’ with the new CAD.

As soon as the Police Department initiated use of the system, we encountered serious core system malfunctions.  Without delay, the City’s project team and the vendor corrected those issues and the system was stabilized.  

Since the ‘go live’ dates for all the public safety departments, the project team and vendor’s staff have continued to work on several operational issues with the system.  In fact, the City has not finalized acceptance of the new CAD, as these issues must be addressed prior to full acceptance. Everyone involved in the project continues to work tirelessly on them.

At this point, we are now in the sixth month since ‘going live’ for the Police Department and we are still experiencing two significant issues regarding the “messaging” and “records check” components of the system.  

The messaging system is the component of the system that allows our dispatchers and our police officers to share information on all dispatched calls.  The messaging system is operated through the dispatchers’ consoles and the officers’ in-car terminals, known as “mobile data terminals” or “MDTs.”  The messaging system allows additional information to be shared with our officers on the dispatched call.  Examples of the information sent through the messaging system are the following:

· history of calls at the premise, 

· description of suspects/victims/witnesses, 

· status of the police officer:  “in service,” “on scene,” etc.; 

· and other information and details. 

In addition, the messaging component allows officers to communicate back to the dispatchers and other officers.  

At this point, it is important to note two things: (1) the dispatching of calls is not compromised: when a citizen calls 9-1-1 for service, dispatchers have been and continue to be able to dispatch all necessary units.  (2) The messaging system is in fact working and operable; however, we continue to experience frequent incidents in which the messaging system malfunctions.  These incidents have resulted in an instability and in a concern for the consistency of CAD.  Each issue or problem is recorded and fully documented on a nightly basis.  

The records check component of the system is a tool for retrieving information on persons and for requesting information on vehicle license plates.  The source of the data is a database maintained by the Texas Department of Public Safety (DPS).  The data is requested either through an officer’s MDT or directly from the dispatcher’s console.  Like the messaging system, the records check system is working and operable; however, we are also experiencing daily problems with this component.  Examples of the problems we are encountering are: 

· time delays in receiving a response to data request – a normal response should be within 30 seconds to 1 minute; however, there are times when the data takes several minutes, hours, and in unusual cases, days, to receive;  and 


· cases in which an officer may receive different data results when he/she requests and receives the information directly, as opposed to asking the dispatcher to request the records check data.  

To cite an example of this last problem , the same person under inquiry may come back with no records found on one inquiry and with prior arrests on another inquiry. These incidents of incompatible results are also recorded and fully documented on a nightly basis.  

While we are experiencing other technical problems with the CAD, the messaging and records check issues are the most significant and are the issues that have a direct impact on officer and citizen safety.  These incidents have also established an environment in which officers may not feel the CAD system is reliable. 

Throughout this process, our officers and dispatchers have been thoroughly professional, and this professionalism, as well as their commitment and dedication, have allowed us to operate almost flawlessly in the current situation.  However, the current system cannot and will not be the norm, and we will remain focused and diligent on resolving all these issues.    

To that end, we gathered the entire project team last Saturday, November 20th to work on a comprehensive solution to the system issues.  City staff from the Police, Fire, EMS, Aviation, and Communication & Technology Management departments; command staff from all our public safety departments; and the President, Vice-President, and System Engineer from TriTech met for several hours.  During this meeting, we reviewed one by one the most critical CAD issues and had a full and frank discussion of  the operational, front-line impact of each issue.  

The vendor has been very responsive throughout this entire implementation process and has further committed to apply additional resources to immediately address each of the issues.  We will be provided a specific timeline on when we will see “fixes” to each of our CAD problems.  In fact, next Monday, November 29th, the vendor is sending their “strike team,” which includes a dedicated team of chief engineers, programmers, as well as the President and Vice-President of the company.  All these members of the team will stay onsite non-stop for the next two weeks or as long as it takes to stabilize the CAD system.  Additionally, City staff remains committed and determined to put in all the hours necessary to resolve our CAD issues.  

Attached you will find a memorandum from our Police Commanders to the Chief of Police expressing their frustration and serious concern with the current status of the CAD.  No one disagrees with the concerns or with the potential impact of the CAD problems. Clearly their main concern, as well as ours, is officer and citizen safety.  To immediately address their concerns as we continue to resolve the CAD issues, we have directed all Officers and Dispatchers to use the radio communication system for critical communications.  
Resolving the CAD issues are a priority for our entire City organization.  This CAD system will provide all our public safety personnel greater and enhanced information and communication abilities to improve on what are already the best public safety departments in the country.  

Be assured that we have put the vendor on notice that these issues must be resolved immediately and completely.  We believe that the commitment of the vendor’s “strike team” signals their determination to meet our demands.  We have maintained a contingency ‘backup’ plan throughout this entire implementation process and are prepared to take any actions necessary to maintain Officer and citizen safety.  We will be monitoring progress on a daily basis and within the next two weeks, we will report back to you on the status of our efforts.  
Rudy Garza

Acting Assistant City Manager

CC:
Toby Futrell, City Manager


Stan Knee, Chief of Police

Peter Collins, Director, Communications & Technology Management


