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Jackson County Central 911 Dispatch Operations
1715 Lansing Ave
Jackson MI, 49201

911 Advisory Board
Meeting Minutes
February 5, 2024

Call to Order
The meeting was called to order at 1000a.

Roll Call
The meeting roll call is as follows:
Members & Alternates Present							
F/Lt. Kevin Rod, chair							
Director Scott Grajewski
Chief Elmer Hitt								
Chief Tim McEldowney
Commissioner Margie Walz
Deputy Chief Tim Gonzalez, vice	
Brian Walls, JCA
Alternate Undersheriff Chris Simpson

Members & Alternates Absent:
Sheriff Gary Schuette
Dr. Fill
Alternate Lt. Tedric Gibbs
Alternate Craig Kiss
Alternate Deputy Director Sergio Garcia
Alternate Assistant Chief Joel Skrypec

Others in attendance:
Director Jason Hamman
Assistant Administrator Debra Kubitskey
Shift Leader Mallory Fugate
Emergency Manager Jason Breining
Columbia Police Chief Jay Niles

Approve Agenda
A motion to approve the February agenda was made by Commissioner Walz, seconded by Director Grajewski and the motion passed.

Introduction of New Members and Guests
There were no introduction of new members or guests.

Public Comments
There was no public comment.

Minutes Approval
A motion to approve the August minutes was made by Chief McEldowney, seconded by Director Hitt and the motion passed.

Director Comments
a. Radio Update by Director Hamman
i. The 5 new talk groups for the siren upgrades were created. Originally these talk groups were on just one of the consoles however they have been added to all 5 consoles in Dispatch.
ii. Amateur radio staff members are still working monitoring the sirens when they go off. Director Hamman is looking to do an exercise with them later this year. There has not been an exercise done since Director Hamman has been over Dispatch & it is not fully known where all the sirens are located in the buildings around the county. This exercise would be used to make sure each location is noted & find out how to utilize these radios in the event of a communication failure. There is an amateur radio that will be placed out at the backup center. Director Hamman spoke with Sheriff Schuette about this addition, which he approved. The work on this will be done in the near future. There will be a meeting in February that Director Hamman will attend & a larger discussion about this radio will be had at that time.

b. CAD Update
i. Emergency Networking & Chief360 has been integrated with Tyler CAD. As far as Director Hamman knows, it is working well. This system provides information for report writing for departments from Dispatch & CAD.
ii. Jackson County is in the early stages of the next Tyler version upgrade. There was a meeting last month (January) with the IT department as well as DC3 & Lori (from the City). The version will be added to the test server in May; this version will go live a few months later after all the testing has been completed. All who need to be made aware will be updated as to when the version will go live as the system will go down for approximately 4 hours.


c. PFN update
i. Jackson County was updated by PFN in January – PFN is the 911 network provider for the state of Michigan. There were also updates done at the backup center. Last year, when the system went down statewide, the MEVO phones, which are the disaster phones that the system should have rang into, did not work. The change was made that these phones will work on any circuit despite the system going down. This is a huge benefit for Dispatch.
ii. On January 16, 2024, Comcast installed the new fiber at the backup center. This fiber is for the Geo Diverse phone system, which is the way for the two fiber companies to place new fibers at both the primary & backup sites. This will allow the network between sites to work together. Comcast is done; AT&T still has to do theirs.

d. Phone
i. Call volume for 2023 has increased by 4.8%. This is 911 calls & admin calls. There is a breakdown that the system does create that can separate it by 911 vs. admin, as well as by VOIP phones, cellular phones & hardwired phones. Director Hamman does not have the exact number of 911 calls as of the time of the meeting. When Director Hamman gives his quarterly review to the Board, he will also share with this board. The number of calls does fluctuate year to year; 2023 was lower than 2022 however the 3 years prior increased each year. The increase skyrocketed the most during Covid due to the increase in medical calls.

e. Director Hamman gave his quarterly review to the Board on November 11, 2023. The next review is set for next week (February 12, 2024).

f. The budget went before the Board & has been approved for 2024. The budget was included in the handouts given. Overall, the biggest increase was Consumers Energy, gas & electric at the tower sites to heat & cool the sheds at the sites. This also includes employee raises. Non-union increase was 3%, it was not known what the union employees increase was. No additional action was needed by this board.

g. Trainings
i. The following are trainings that have been completed or will soon be completed since the last advisory meeting:
1. Basic 40 Hour Dispatch – mandated course by the state within 24 months
2. Advanced 40 Hour Dispatch – mandated course by the state within 24 months
3. The Changing Face of the Active Shooter – continuing education class
4. Certified Peer Supporter – one peer supporter in Jackson Co that can be utilized in other counties. Mallory Fugate is the only certified employee after several months of training. She can be utilized in other counties for peer support during major incidents. There are a few in Lenawee County & Ingham County. The peer support group was used last year after some major calls; one person from Lenawee County & one from the State 911 Committee were utilized during that session, which was held at Columbia Township Police Department.

h. MABAS
i. There are no new departments on MABAS because all Jackson County departments are now using MABAS.
ii. There was a change to the auto aid for the City & Summit. There were some updates made in the CAD system as well as the GIS.

i. Staffing
i. There is 1 open spot, which has been posted. Director Hamman shared the posting on the Dispatch Facebook page & it brought in over 60 applications.



 
j. MSAG/GIS
1. Director Hamman has been working with IT to find out how to get non-domain users access to the hyperlinks. There is one Blackman employee & one JPD employee who have access & it works correctly. The information was also forwarded by Director Hamman to Lori from the City.
1. The CRG building footprints for the schools, the armory, the Army Reserve & the hospital have been uploaded to the system if they are complete.

k. LEIN
i. Dispatch is completing the monthly LEIN Validations. For information, any PPO that is entered into the system has to be validated each month to make sure the information is correct.

l. State
i. Director Hamman submitted the 911 Training Application for 2024. It is sent in every year for training funds for the Dispatch Center. This money can only be used for training Dispatchers. Jackson County gets approximately $22,000 – 24,000 per year.
ii. Director Hamman will be attending the State Training Committee on Wednesday (February 7, 2024) to review all the training applications.
iii. Director Hamman received his SNC paperwork for the year. This paperwork allows for the surcharge funds to be received. This is due by May 15, 2024. There are requirements for this paperwork such as call breakdowns, equipment within the Dispatch Center. There is a letter that has to be submitted to continue the $1.50 surcharge, the same as years prior.

Old Business
Columbia Schools
Columbia Schools asked last meeting about joining the radio system. One of the things that needed to be done was the Grade of Service (GOS) study, which has been provided to this board. Adding up to 40 radios as requested, the GOS is still below 1%. Per the policy, the GOS has to be below 1.7%, the state’s policy is below 2%. The letter from Columbia Schools was also provided to the board.

Columbia PD Chief Jay Niles was unable to attend the last meeting due to a major incident at the schools; he was in attendance for this meeting. Recently, Jim Baker was named the superintendent of Columbia Schools. One of the key factors he wanted to improve is the communication between the schools. Currently, Columbia Schools is on a very limited analog system. Specifically, the transportation system travels all, including as far north as the Human Services Building; the current system does not work that far from the district which is a safety concern. Another concern was communication from building to building as well as with the police & fire departments. Currently, best practice is texting through phones & 911. Having the direct line of communication with building administration & law enforcement on their own designated talk groups would be vital to improve safety & security for the buildings. During the last meeting, there was a lockdown because of an unknown situation. Communication was a major issue during this incident; no one was on the same page, going in different directions. After looking into the situation, it was learned that communication was the biggest reason for the breakdown. This furthered the desire to be put on the 800 system.

According to the superintendent, the plan is to start with a small amount of radios, approximately 4-5 handhelds then to move into the busses. The first 15 radios will be for administration: 2 for each building, 2 for maintenance, 1 for the superintendent’s office & 1 for transportation. The additional radios requested would then be for the busses in the coming years. The superintendent is aware of the cost associated with this & he is working to secure funding. 

Training would be provided by the state; Chief Niles attended Train the Trainer when the radio system went live & he would be willing to work with Director Hamman & the board to make sure that the employees are properly trained & best practice is explained. 

Before Jackson County went to the digital system, Columbia PD did have direct communication with the school on a designated frequency. It helped tremendously to contact busses as well as communicate around the district, which is one of the reasons they are working to get back to this. Currently, JPS is the only other school district on the system. Columbia Schools do not have school provided cell phones, other than the transportation director, & the only radios that are utilized now are the analog system that has an antennae service at the transportation facility. 

The concern of additional schools wanting to join the system was brought up. The cost that is associated with this could be detrimental to some of the smaller school districts. The need for other schools to come on the system has been brought to the attention of the other superintendents however Chief Niles did not know the outcome of that meeting. Eventually, the need for an additional channel would have to be considered to keep it under the GOS requirement & the funding for that would need to be sorted out. Additionally, Director Hamman is kept informed by MCSPS when radios or talk groups are added to the system & yearly he gets a list of the radios in Jackson County & who they are assigned to. This helps to make sure that everyone who should or should not be on the system are. The GOS study was done with the addition of 40 radios however Director Hamman would still do another study when additional radios are added.

Other entities that have approached the board to be added to the radio system have been JATA & CATA; JATA redid their own system & CATA wanted to be added for free. Other than public safety, those on the system currently are Consumers, JPS, Summit Twp DPW, District Court, Circuit Court & Friend of the Court. Consumers did add to the system when they joined, which was a benefit to Jackson County. If there is a need to remove entities from the system, District Court, Circuit Court & Friend of the Court could be removed for logistic reasons.

Lt. Rod looked for a motion to move forward with allowing Columbia Schools onto the system with 15 radios. Director Hitt made a motion however Director Grajewski requested that the motion be amended to talk to the ISD & look at the county as a whole. It was decided to table the topic to allow Director Hamman to start a conversation with the ISD. Director Hitt volunteered to meet with Director Hamman. Chief McEldowney requested that the ISD look at a 5 year plan to be able to give the board some direction. Chief Niles is willing to work with Superintendent Baker to get more information & also to look into idea of grants that would be available.

Prepared Live
Prepared Live has been talked about in prior meetings. Director Hamman had reached out to other dispatch centers around the state to get an idea of their policy & how they utilize the system. Director Hamman shared the policy with the board. The current idea is to use the system for locations, especially until the dispatchers are familiar with the system.

Prepared Live is a free service for 911 centers nationwide. One example of this system being used in Jackson County by Director Hamman was for a subject at Coachman’s Cove who was calling 911 for several hours. The subject would not come out of the house however Director Hamman launched the program to communicate with him & then worked with units on the scene for crisis intervention. Ultimately, the subject was taken to HFJ for a mental health eval. The system will help with locations for those who are in unmarked areas, such as the trails in Liberty Township & Munith. The policy will be expanded in the future however Director Hamman wants to make sure that all dispatchers are comfortable using it. Example of current uses would be unmarked locations, HAZMAT incidents or multicar pile ups.

Prepared Live is not the only provider of this type however it is free for 911 centers. One of the other providers is Carbine, which is approximately $15,000 annually. For police departments, there is a cost to have the live stream shared & it is believed that cost is per device. Director Hamman will share that cost with the police departments. The need for information for FOIA will need to be gathered; requests would be handled the same way, Director Hamman can get the video footage for the FOIAs however any additional costs would have to be calculated. Several other surrounding counties use Prepared Live; a couple counties were looking into Carbine however it was because of the integration with their CAD system. Prepared Live works with RapidSOS, which is currently used with our CAD.

In accordance with the new policy, road supervisors can request a Prepared Live be sent out. It is limited to locations & hang ups as of this time however if there is something an agency feels would be beneficial, agencies can contact the supervisors or Director Hamman to initiate the link. This video can then be saved to provide for evidence if necessary. There is a need to make sure that there is a limitation to what dispatchers see as they are only used to the voice, not seeing what is going on.

Encryption Plan
Director Hamman had a meeting with Motorola & Roe Comm. Deputy Chief Garcia from JPD, Director Grajewski & Chad from JPD also attended the meeting. Director Hamman had members reach out after the last meeting asking for the documentation that he had regarding the need for encryption. Per CJIS, this is required. Director Hamman would like to get a plan together to be ahead of any chance for an audit. This would allow for Jackson County to be in compliance with the CJIS encryption requirements. It would be required to have 38LEIN channel encrypted at the very minimum.

The cost updating the radios for encryption would be $1,216 per radio, including the PM (maintenance every 3 years) on the radios, which is lower than the state contract. This is the cost provided by Motorola & Roe Comm. There has been conversations regarding end of life on the radios. When Motorola announces the end of life of the radio, that’s when the 5 year window starts. If the end of life announcement comes out in 2025, Jackson County has until 2030, which will be when the radio is no longer supported. The current radios are active & useable until at least 2029. The cost for the encryption on the current radios would not transfer if there is an end of life announcement on the radios; the cost would be billed for the new radio. JPD, for example, has just started to have radio issues that have needed to be sent in. The cost to refurbish these radios are $700-800. If the encryption keys are paid for, that cost of refurbishment is included in the $1,216. New radios that are purchased can have the encryption keys installed, which would save some money in the future if/when the radios need to be encrypted.


Director Hitt stated that he believes the 3 year mark would be reasonable. He has reviewed the CJIS audit paperwork & stated that it is black & white that encryption is required. It is unknown what would happen if the agency does not comply with the requirement, whether it is a penalty or being removed from the system or another enforceable action. Agencies that have CJIS audit are going to face the same requirement. Director Hitt’s understanding is that if the agency pays for the encryption upgrade, any channel can be encrypted if requested. Investigative channels have a need to be encrypted, such as SRT & Surveillance, which were thought to have been encrypted already. After the meeting with Motorola & Roe Comm, Director Hamman found that the channels that were believed to be encrypted have an ADP encryption, not the full encryption. These channels are Wesley St Jail, Chanter Rd Jail, DB, SRT & Surveillance. During the meeting, they continually stated that there is no encryption however then corrected that information. 

Lt. Rod stated that at the state level, there has been no decision on a policy as of yet. The CJIS policy is clear however. CJIS audits are done every 3-5 years; LEIN audits are every 1 ½ years. 

An additional concern is that if one agency has encryption & another does not, those agencies will not be able to hear each other. Because of this, it would have to be all in or all out with the encryption for the safety of all departments. Director Hamman has already received a notice from Calhoun County that they are in the process of doing an encryption cutover on all their channels. Jackson County will not be able talk with Calhoun County on their main channels if Jackson County does not encrypt the radios. Calhoun County will keep their MOU even if not encrypted & will find a way to do a patch between agencies however it will be a one way patch, which would cause one of the counties to not hear the other.

All channels can be encrypted if it is decided. The only requirement is that one channel is encrypted to be able to disseminate LEIN information. Over the last few years, the practice of running LEIN over the main channels has been a work in progress to phase out. There have been emails sent out about no longer doing this & dispatchers have been advised push the officer’s traffic to LEIN for returns unless it’s an officer safety reason, which happens several times a shift. Encrypting all the channels will avoid noncompliance regarding CJIS if LEIN information were to go out over another channel besides 38LEIN. As of now, the Fire side is not going to encryption so there will not be a concern for JCA & Fire talking however PD & Fire will not be able to communicate. In a major incident that a unified command would be needed, it would be believed that there will be agencies together that could disseminate radios or information as needed despite the encryption. 

Director Hamman did not need any movement on this topic however Undersheriff Simpson suggested a subcommittee be created before taking the information to their respective boards or councils. Undersheriff Simpson will head this subcommittee with Director Hamman & Deputy Director Garcia & Director Grajewski will also assist.

New Business
SNC Paperwork
Director Hamman spoke on it earlier in the meeting however he touched on it again. This paperwork is required to receive the surcharge funding. He has a meeting this Wednesday (February 7, 2024) to clarify some requirements. One of the requested pieces of information is a formal letter stating that the surcharge for Jackson County will remain at $1.50. If that does need to be done, Director Hamman will be requesting the official letter from the Board as soon as possible.


CAD Interface
The CAD interfaces with HVA & Lenawee County are still a work in progress. The interface with HVA cost is approximately $40,000. Director Hamman & the IT director are trying to work with HVA to get the cost down before taking it to the Board. 

The CAD to CAD interface with Lenawee County is in progress. Shift Leader Fugate is working with Lenawee County’s deputy director to make sure that the call for service types are mapped out exactly for each agency. There is a meeting with Tyler this month regarding this.

Next Meeting
The next meeting is May 6, 2024 at 10am.

Public Comment
Jason Breining: From the emergency management perspective, the schools joining the 800 system is imperative to look into at the ISD level. Lots of the districts have MOUs for other districts; it would be nice to have all individuals involved in this having one point of contact. It would be beneficial for all in the county. There are several grants that are available for this, which could be looked into by the individual districts, & there are lots of communication grants available, especially for potential life safety events.

Board Comments
Director Hitt: Assistant Chief Joe Smith has put together another “To The Rescue” presentation on Friday, May 17, 2024. The event is being held at the City Council chambers. There was an event held last October in Napoleon Twp & was well received. A flyer has been sent out.

Lt. Rod: “To The Rescue” was also held at the Post previously & was very well liked. Spouses as well as family of some of the troopers attended with a good turnout. Secondly, there will be a new alternate in place at the next meeting. Lt. Gibbs has been promoted to the training academy. The posting for a transfer or promotion will be posted soon.

Adjournment
[bookmark: _GoBack]A motion to adjourn the meeting was made by Undersheriff Simpson, seconded by Director Hitt. The meeting was adjourned at 1110a.
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