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CITY OF SANTA BARBARA

FINANCE COMMITTEE AGENDA REPORT

AGENDA DATE:

December 12, 2006

TO:



Finance Committee

FROM:


Chief’s Staff, Police Department

SUBJECT:
New Police Records Management System

RECOMMENDATION:
That the Finance Committee:

A. Hear a presentation from Police Department staff on the proposed purchase of a comprehensive records management and computer aided dispatch system; and 

B. Recommend to Council approval of the multi-year financing package for implementation of the Versaterm Software Systems Computer Automated Dispatch (CAD) and Records Management System (RMS) and appropriate $284,992 from General Fund unappropriated reserves for fiscal year 2007 costs.
EXECUTIVE SUMMARY:

Currently, the Police and Fire departments have several different software systems for dispatch, mobile computer and records management. The systems were implemented independently over many years and were purchased from numerous vendors.  Each system is covered by a unique service contract and the systems are linked through a variety of software interfaces. Although the systems function at a basic level, they are inefficient, limited in data analysis and are not meeting the needs of the Police and Fire departments.
Based on an exhaustive analysis, the Police Department is proposing the purchase of a comprehensive and integrated solution, Records Management System (RMS) and Computer Automated Dispatch (CAD) from Versaterm Software Systems. The RMS system would replace the existing records management systems used by the Police Department. The CAD system would be used by both the Police and Fire departments.
The implementation of Versaterm’s systems will substantially improve the efficiency of public safety operations and, likewise, enable both Police and Fire departments to more effectively deliver public safety services to the community.

The total net capital cost of the system will be $1,871,763.  This amount will be paid for over a six year period.  In addition to the capital costs, the implementation of the system will also require annual maintenance and license agreements totaling $247,293 for the first year.

It is projected that the implementation of this system will result in substantial operational efficiencies and savings to the department, which will partially offset both the capital and maintenance costs of the system. The department has determined that four clerical positions can be eliminated, three of which are currently vacant.  The remaining position will be vacant next fiscal year. Additionally, several current maintenance and licensing agreements currently in effect will be eliminated. The savings total $246,289 in fiscal year 2007 and increase to $322,920 in fiscal year 2008.

DISCUSSION:

Policing agencies throughout the country, as well as the Santa Barbara Police Department, have a long history of using technology to document law enforcement activity. Traffic collisions, citations, and DUI arrests were first automated at the Santa Barbara Police Department in1981, followed by a replacement of the manual 3x5 index card file system in 1983 with the implementation of the current Records Management System known as “BUSTED”. Additional systems were added in subsequent years, including: Computer Automated Dispatch in 1986, Report Writing in 1990, and Document Imaging and Mobile Computers in 1996. While the addition of each of these systems provided the Police Department with increased access to information, the many systems were developed independently of one another, resulting in what can best be described as silos of information through multiple vendors lacking full integration. 

It is the Police Department’s vision to replace these independent systems with an integrated solution from one vendor to track activity from the time the call is received through its myriad of electronic workflow processes, enabling personnel from all facets of the department the ability to collect, process, and retrieve information in a timely manner.

During the course of the research and discovery phase, it became clear that, in addition to replacing the existing records management system, the replacement of the CAD system, which serves both the Police and Fire departments, would give a tremendous advantage to the integration effort. The existing CAD system does not support the addition of Fire mobile computers, a highly desired capability. After five years of effort, the existing CAD vendor voluntarily refunded monies spent to interface to the Fire Department’s “Firehouse” RMS system as they never completed the task as outlined in the contract. The Police and Fire departments joined efforts to review the advantages to the Versaterm solution and an expanded vision took shape with the replacement of not only the Police Records Management System but the Computer Automated Dispatch, Mobile Computer and evolving new technology in Mobile Field Reporting components as well.
The Police and Fire departments recommend the purchase and installation of new mobile data terminals in the cars and engines of both departments. This will facilitate in-field reporting for both agencies as well as create an interface between the CAD System and the Fire Department’s in-house records management system, “Firehouse.” This was never accomplished by the previous CAD vendor and has created problems for the Fire Department since TriTech’s inception in the year 2000. 

Basis for Selection of Versaterm
The project team solicited information from several other public safety agencies, reviewed systems at industry trade shows and conferences, invited vendors to give presentations and made site visits nationwide to learn from other agencies and observe systems firsthand. Site visits were made to seventeen agencies throughout the country.  
In addition to the project team’s exhaustive research for a product that will meet our needs, Mr. Brian Hudson of Deltawrx, was hired and has completed a full needs assessment for our agency. Mr. Hudson has a wealth of information in public safety RMS and CAD systems, and produced a Business Case Report that was presented to the City Administrator in mid-2006. Mr. Hudson was also contracted to assist our agency during vendor contract negotiations.

In October of 2006 department staff attended Versaterm annual convention for clients. In attendance were approximately 350 users of the system from across Canada and the United States. During this convention, we were able to discuss Versaterm’s product with agency members from all 7 agencies who have gone “live” with Versaterm’s product in California. Each and every agency was satisfied with Versaterm’s excellent customer service and attention to detail. Their implementation schedules were met by Versaterm and any delays could be attributed to the individual agency. The company is responsive to individual agency’s needs and prioritizes consistency of software applications throughout California with many configurations determined by the individual agency for a robust CAD/RMS application. All of the research completed during these site visits prepared us for contract talks with Versaterm so our needs could be addressed during contract negotiations. 

In addition to the advantages of an integrated system, Versaterm offers in-field electronic report creation, routing and approval processes, enabling the Police Department to significantly decrease the time between when a report is taken in the field and the time the data is stored and available for retrieval by Police Department personnel. The system offers a dynamic means of routing the report through a supervisor for an in-field distribution and approval process and electronic filing with the District Attorney’s Office. The system also completes the record to be sent to the State of California Department of Justice system without the need for redundant entry. 

Based on the above, Versaterm is the recognized leader in providing a comprehensive and integrated CAD/RMS system to public safety agencies. Accordingly, the Santa Barbara Police and Fire departments are jointly recommending the replacement of the current TriTech Computer Automated Dispatch (CAD) System as well as the current in-house Police Records Management System. 
Funding and Budgetary Information

The Santa Barbara Police Department was able to negotiate a payment plan with Versaterm. Versaterm has agreed to spread the total capital costs of the program, $1,871,763, over a six year period of time, interest free. Although over half of the capital costs are paid in the first two years, there is a significant holdover of approximately $183,650 paid yearly over the following four years. In addition, the total operating costs over six years is approximately $1,607,660. These costs are evenly spread over six years and include all maintenance and upgrades. There is an annual increase estimated at 4% already calculated in the yearly system maintenance costs. In addition to the system maintenance costs, the operating costs include all public communications for CAD and mobile units in both Police and Fire vehicles as well as Radio Internet Protocol (Radio IP) for redundant communications if public communications were to fail.

An attachment to this report contains a detailed financial plan for the funding of the acquisition and operation of the proposed system. As noted in the analysis, there will be four clerical non-sworn positions deleted due to the efficiencies created by the new system.  The Department will also be able to terminate several maintenance contracts currently in effect. Over the first six years, the Santa Barbara Police Department will realize operating savings totaling $2,387,201, which will help offset both the operating and capital costs of the new system.  We are proposing that the remaining cost of $1,092,222 be funded through the General Fund capital and operating budget over the first five years of operation of the system. After the fifth year the system will be fully funded through operational savings.
Conclusion

It is the unanimous conclusion of our RMS/CAD committee that Versaterm Software Systems offers the most comprehensive integrated RMS/CAD System available to meet our needs. Their customer support is a key factor to ensure a viable work product to meet both the Police and Fire departments’ needs. The Police and Fire departments have employees who will begin the implementation process with the input of each and every employee who will work within the system. This same workgroup will be part of completing training for each and every employee. With implementation to begin in February of 2007, the CAD portion will go live in approximately October of 2007. The full RMS/In-Field reporting will be complete in July of 2008. During this time the implementation team will manage and oversee a smooth transition. 
Both the Police and Fire department Staff are confident that this system will improve productivity, efficiencies, data collection and analysis for the City of Santa Barbara.
ATTACHMENT:
Police RMS/CAD Project Budget
PREPARED BY:
Ed Szeyller, Police Captain
SUBMITTED BY:
Camerino Sanchez, Chief of Police

APPROVED BY:
City Administrators Office
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