ABSTRACT
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Preface
REDCOM is a Joint Powers Authority established in 2002 under the California Joint Exercise of Powers Act to establish a coordinated
public safety dispatch system for Fire and Emergency Medical Services in Sonoma County, California.
The information contained in this document is intended to serve as a guideline to ensure REDCOM’s activities remain aligned with its
purpose and vision. This plan should be considered a working document and reviewed or adjusted annually to ensure effectiveness
and efficacy. Timelines contained in this plan are tentative and subject to change depending on financial constraints and priorities.
Not all goals are associated with a known cost or specific timeline. These activities are thought to be ongoing and efforts to satisfy
these needs should be perpetual. Additionally, costs that are associated with the goals outlined in this plan are estimates based on
the information available and current at the time of conception. The costs described in this document are also not to be viewed as
costs strictly born from REDCOM or its members. Alternative funding sources should be sought where appropriate. Examples of
alternative funding sources are: grants, special services contracts, and loans.
Goal Items in this document are presented in order of priority as perceived by the Strategic Planning Sub-Committee. However, as
stated above, this plan is meant to serve as a working document. Priorities will inevitable change over time as internal and external
factors shift. Although presented in order of perceived priority, all the items found in this plan are inherently considered important in
the success of REDCOM achieving its vision.
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Background and Summary
In May 2015, the REDCOM Board of Directors provided direction to the REDCOM Executive Director to form a subcommittee and
develop a strategic plan. The subcommittee made up of Aaron Abbott, REDCOM Executive Director (author); and REDCOM Board
Directors Tony Gossner, City of Santa Rosa Fire Chief; Dr. Karen Holbrook, Sonoma County Deputy Health Officer; Bryan Cleaver,
Administrator, Coastal Valleys EMS. The subcommittee members were tasked with developing strategic objectives and goals to
better align REDCOM with its vision for the next five to ten years.
The first step toward the development of this plan was to receive input from line and supervisory staff at REDCOM. To gather,
analyze, and disseminate this information, an analysis of Strengths, Weaknesses, Opportunities, Threats, and Trends (a.k.a. SWOTT
analysis) was performed in July of 2015. This SWOTT analysis was conducted among all levels of staff at REDCOM. The final SWOTT
analysis document is found as appendix A of this plan. In addition, a REDCOM member survey was sent to all REDCOM agencies to
help identify the needs and concerns of the member agencies (appendix B). A special Board survey was conducted as well to gather
further information about expectations and the future of REDCOM. Next, the subcommittee met to discuss REDCOM’s current
financial status, organizational risks, and overall health. In subsequent meetings, it was identified that REDCOM must establish a
unified Mission, Vision, and Values that embodies what REDCOM currently does and what REDCOM would like to be. Industry
drivers such as technology, financial constraints, best practices, and political climate were evaluated. The analysis of these factors,
along with predictions of REDCOM call volumes, drove the formation of the objectives found in this plan. Objectives were designed
to fulfill the REDCOM Vision; goals were developed to support the objectives; financial impact of each goal was assessed and a
prospective timeline was assigned.
Each recommended strategic objective and its associated goals was placed in a Balanced Scorecard, a matrix layout to easily
reference each objective with its associated goals and timeline, as seen in this plan. Additionally, this plan document includes a
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report on each goal found on the Balanced Scorecard in the SBAR format that includes the current situation, background,
assessment, and recommendation of each goal. Wherever possible, data and metrics were used to help identify and articulate the
situation each goal is designed to satisfy.
This plan is meant to be reviewed annually to ensure its alignment with the most current operational needs, finical constraints and
political climates. Any changes to this plan must be well documented and amended in the plan itself to ensure clarity and
compliance with the board’s direction.
It is with great pleasure that we present this strategic plan to the REDCOM Board of Directors for approval.
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Mission, Vision and Values
Situation:
A Board approved Mission, Vision and Values is essential to the success of the REDCOM strategic plan and is the basis for which the plan was
developed.
Background:
A mission and vision statement that are agreed upon and adopted by the REDCOM Board of Directors is important in the development of
REDCOM strategic objectives.
Assessment:
To help develop the REDCOM mission statement, the REDCOM staff developed a comprehensive list of tasks performed on a regular basis. Below
is a condensed list of mission critical tasks:
Mission critical tasks performed:






Gather, document, disseminate emergency call information
o

Hazard information

o

Location

o

Nature of emergency

o

Reporting party information

o

Patient condition

Dispatch the right resource, to the right location, the right way (Code 2 or Code 3), at the right time
o

Fire Resources

o

Ambulances

Request additional resources
o
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o

Search and Rescue (SAR) resources

o

Law Enforcement



Keep the Responders safe through call screening and staging



Provide quality medical instructions for time critical emergencies



o

CPR

o

AED use

o

Child Birth

o

Hemorrhage control

o

Breathing Problems

o

Choking

o

Drowning

o

Electrocution

o

HAZMAT/CBRNE/Carbon Monoxide

o

Unconsciousness

Provide for general assistance to:
o

Member agencies

o

General public

o

Other dispatch centers

o

Utilities

o

Each-other

The development of a vision statement helps keep the organization moving forward. REDCOM staff was asked to develop a list of qualities,
achievements, or tasks they would like to see REDCOM realize in the future. Below is a list of items developed by the REDCOM staff that encompass
their vision for REDCOM:
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Provide a high quality service at an affordable cost



Become Industry leaders



Serve as Community leaders



Create and Maintain a Positive image



o

Branding

o

Member agencies

o

Public Relations

o

Media Relations

Expand Operations
o



Increase member agencies

Resilience
o

Financially

o

Organizationally

o

Operationally

Recommendations:
1. The REDCOM Board of Directors formally adopt the following Mission Statement:
REDCOM exists to assist the public, dispatch response agencies, and help the community during emergencies. REDCOM provides: high quality
emergency medical and fire dispatch services; emergency pre-arrival instructions; advanced technology; financial stability; and a sound
organizational structure. We will provide our callers, member agencies, general public and each other with unbiased, courteous, and professional
treatment at all times.
2. The following Vision statement be formally adopted by the REDCOM Board of Directors:
REDCOM will become industry leaders in Medical and Fire dispatch services by:


Exceeding industry standards for quality call-taking and dispatching
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Providing a high quality service at an affordable cost



Being a partner in our community to promote health and prosperity



Ensuring REDCOM has up-to-date dispatch technology available to support REDCOM’s Mission



Ensuring citizens, community leaders, community partners, and member agencies understand the high quality service REDCOM provides



Adopting resilient business and operational processes

3. Staff is recommending adoption of the acronym C.H.A.I.R. as follows to be recognized as REDCOM’s organizational values:
C – Compassion
H – Honesty
A – Accountability
I – Integrity
R – Respect
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Balanced Scorecard
REDCOM Vision Statement

Strategic Objective

Strategic Goal

$$ Impact

Timeline

REDCOM will become industry leaders in Medical
and Fire dispatch services by:

1). Meet or Exceed Industry
standards

1.1 Achieve EMD Accreditation

$2,500 every 3
yrs.

Achieve ACE in FY 1617

1.2 Implement Fire Priority Dispatch
Protocols

$130k (initial)
then, $31k/yr.

Full implementation by
the end of FY 17-18

2). Ensure high-quality dispatch
services are available
throughout Sonoma County

2.1 Add remaining Fire and EMS agencies
in Sonoma Co. to the REDCOM JPA

Potential
increased
revenue of
$200K/yr.

Ongoing

3). Enhance Existing Services

3.1 Improve REDCOM’s ability to manage
large incidents

$-

Ongoing

3.2 Fire and EMS Data Support

$150K over 5 Yrs

Board Approval FY 1617

4). Keep costs affordable

4.1 Seek alternate revenue sources

$-

Ongoing

5). Ensure REDCOM is a
resilient organization

5.1 Implement a continuity of operations
fund to purchase equipment/training for
continuity items as needed

$25k/yr.

Board approval for FY
16-17, ongoing COOP

5.2 Establish a minimum fund balance of 3
months of operating costs for “rainy day”
contingences

25% of total
REDCOM yearly
budget

Board Approval FY 1617

6). Ensure REDCOM ‘s
technology and facility remains
up-to-date

6.1 Implement a facility improvement
fund in the REDCOM budget

$75k/yr. over ten
years

Board approval for
75K/yr. starting in FY
16-17

7.) Improve community
understanding of REDCOM

7.1 Develop or enhance existing media
that promotes REDCOM in the community

???

Implement in FY 16-17










Exceeding industry standards for quality
call-taking and dispatching
Providing a high quality service at an
affordable cost
Being a partner in our community to
promote health and prosperity
Ensuring REDCOM has up-to-date dispatch
technology available to support REDCOM’s
Mission
Ensuring citizens, community leaders,
community partners, and member agencies
understand the high quality service
REDCOM provides
Adopting resilient business and operational
processes
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Strategic Objectives
The following strategic objectives were developed to ensure REDCOM continues its Mission and works towards its Vision. These objectives are
organized in order of priority to assist decision-makers when setting priorities for the organization.
1) Meet or Exceed Industry Standards - The world of emergency dispatch has long surpassed the days of simply obtaining and
regurgitating an address and complaint over a radio. Modern Fire and EMS dispatch centers have high expectation for quality of calltaking procedures, clinical and safety pre-arrival instructions for callers, determination of appropriate resources, quality of radio
coverage, etiquette and dispatch procedures, and courteous and professional behavior in the face of extreme situations. Meeting these
expectations requires constant call-taking and dispatcher training and implementation of industry best practices and integrated tools.
2) Ensure High-Quality Dispatch Services are Available throughout Sonoma County – REDCOM was conceptualized as a singular, highquality dispatch service available to all Fire and EMS agencies throughout Sonoma County. This concept was ahead of its time when
REDCOM was formed and has been the keystone idea that drives the continued success of the REDCOM Joint Powers Authority. Each
agency REDCOM allows into it membership enables REDCOM’s future success and the continued success of each member.
3) Enhance Existing Services – REDCOM must continue to add value to its members by adopting new methods of dispatching, management
of large incidents, and constant refining of existing practices.
4) Keep Costs Affordable – REDCOM’s high quality, low-cost model is achievable through a high rate of membership, aggressive grant
acquisition, and efficient organizational practices. Keeping costs affordable is important to the members of REDCOM and the citizenship
of Sonoma County.
5) Ensure REDCOM is a Resilient Organization – Emergency dispatch center including Primary and Secondary Public Safety Answering
Points (PSAPs) are critical infrastructure in any community. REDCOM is no exception and therefore must ensure services can be
maintained during events that would otherwise adversely affect the ability of REDCOM to receive emergency calls and dispatch
appropriate resources.
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6) Ensure REDCOM’s Technology and Facility Remains up-to-date – Modern dispatch centers are highly dependent on technology to
perform at the high-level expected. Additionally 911 call volumes are on the rise nationally because of an aging population. These two
factors require substantial funding and planning to ensure future facility and technology needs are met.
7) Improve Community Understanding of REDCOM – REDCOM’s sustainability relies on the buy-in from our partners in the community.
REDCOM’s progressive model and the value it brings should be well known among citizens, community leaders, community partners,
and member agencies.
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Strategic Goals
Goal 1.1 Achieve Emergency Medical Dispatch Accreditation

Situation:
REDCOM is a licensed user of the International Academy of Emergency Dispatch (IAED) Medical Priority Dispatch System (MPDS) emergency
medical dispatch protocols. These protocols ensure a uniform way of providing medical call-taking activities that are well researched and
represent industry best practices. These protocols allow for consistent and accurate information to be collected, so they most appropriate
response can be dispatched. Additionally, the protocols provide life-saving medical instructions to the callers over the telephone, such as, cardiopulmonary resuscitation (CPR), instruction on child delivery, bleeding control, airway management, and safety instructions to keep the
community safe until responders arrive. The IAED offers an accreditation pathway to become an Accredited Center of Excellence (ACE).
Background:
REDCOM is currently charged with achieving ACE status as outlined in the 2015 REDCOM agreement. The cornerstone of achieving this coveted
accreditation is ensuring a robust quality assurance and improvement program. In the past, REDCOM’s quality assurance program was focused
on a lower standard of protocol adherence.
Assessment:
REDCOM’s commitment to meeting or exceeding industry standards will be exemplified in the achievement of the ACE status. Continued
maintenance of this status is important to ensure REDCOM maintains a high level of protocol compliance. ACE centers are among the elite and
represent the top 5% of dispatch centers in the world. The quality standards required to achieve ACE are extremely stringent, but represent
REDCOM’s commitment to the community.
Accreditation fees ($2,500/3 yrs) are minimal, compared to many accreditation organizations. However, maintenance of a proper quality
assurance and improvement plan are estimated at approximately $30k annually. This financial commitment however, is a nominal fee to ensure
citizen safety and improve quality patient outcomes.
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Recommendation:


Maintain REDCOM’s commitment to ensure quality dispatch services are being provided to the citizens of Sonoma County by achieving
and maintaining the IAED’s ACE status.

Goal 1.2 Implement Fire Priority Dispatch Protocols
Situation:
REDCOM currently has no standardized caller interrogation protocols for fire related emergencies.
Background:
Just as the Medical Priority Dispatch System (MPDS) protocols has been successfully implemented at REDCOM and has added value to the
citizens of Sonoma County who call 911 during medical emergencies; Fire Priority Dispatch System (FPDS) protocols can also add value through:
standardization of information collected, providing life-safety instructions to callers before the arrival of responders, robust data collection
opportunities, and improved quality assurance.
Assessment:
The International Academy of Emergency Dispatch (IAED) develops and licenses FPDS protocols that are recognized as a “gold standard” in the
industry. The protocols are evidence-based and follow or set industry standards. They are designed to gather critical hazard information for
responders and keep bystanders safe. According to the IAED (2016):
The FPDS combines the latest technology in systematic call interrogation with the ability to logically prioritize
dispatch responses and give lifesaving pre-arrival instructions immediately to the caller at the scene, saving
precious time while first responders arrive. The protocol has been designed to protect against liability while
increasing call processing effectiveness and assuring measurable standards of equalized care to the public. In
addition, your center will benefit from over 20 years of experience in the emergency dispatching field and will
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have the opportunity to learn from other centers experience as the protocol grows. Special protocols exist for
escaping from burning buildings and sinking vehicles (http://www.emergencydispatch.org/ResourcesEDS).
The implantation of the FPDS Emergency Fire Dispatch (EFD) protocols will improve dispatch and response times. REDCOM is designed to
provide pre-alert information and dispatch resources in a timely manner independent from the call-taking process. Calls taken using standard
protocols produce faster dispatch times than calls not processed using standard protocols. An analysis of recent call answer times to dispatch
times over the past six months for fire only and EMS only calls (Combined events were filtered out (N=11366)) revealed a dispatch time of 63.3
seconds for medical calls where call taking protocols were used, compared to 73.4 seconds for fire related calls where call-taking protocols were
not used (Figure 1). This data is consistent with the findings of the IAED. It should be noted that Fire dispatch protocols are not inherently more
complicated or lengthy than their medical protocol equivalents.
Protocol implementation reduces risk and liability to REDCOM and the call-taker. Instead of relying on past training or experience to help callers
during times of crisis, protocol implementation provides the call-takers with the tools to follow current industry standards and best practices.
Quality assurance and improvement processes will also be enhanced under a protocol-based system of call-taking.
Cost to implement the IAED emergency fire dispatch protocols is approximately $135k the first year which includes software, licensing, training,
and quality improvement activities. Subsequent year costs will be approximately $30k in continuous quality improvement and training activities.
Recommendation:


Implement the IAED Emergency Fire Dispatch protocols in REDCOM
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Figure 1

Goal 2.1 Add Remaining Fire and EMS Agencies in Sonoma County to the REDCOM JPA

Situation:
REDCOM provides emergency Fire and EMS dispatching for all agencies in Sonoma County with the exception of Rohnert Park Department of
Public Safety, Cloverdale Fire Protection District and the Cloverdale Health Care District.
Background:
The REDCOM Board may allow the addition of member agencies as described by Article 17. (below) of the REDCOM Joint Powers Agreement:
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Assessment:


Rohnert Park Department of Public Safety fire personnel responded to an average of 3,652 calls for service per year between 2010 and
2014 (5 years). A large portion of those calls are medical aid calls, traffic incidents, and combined law, ambulance and fire responses that
are already being processed and dispatched by REDCOM to the ambulance franchise provider. This leaves approximately 1,163 additional
calls for service per year that REDCOM does not currently process.



The Cloverdale Health Care District and Cloverdale Fire Protection District are estimated to be responding to approximately 1,100 calls
annually



Start-up costs are estimated at approximately $5,000 for time and labor for each agency



Response plan building and data-base changes pose the most significant time resource allocation for the onboarding of the remaining
agencies as an additional members of REDCOM



Additionally, other operational task items will need to be considered and completed before dispatch service can begin.
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Rohnert Park’s expected member dues would be between $145k - $155k annually



Cloverdale Fire Protection District member dues are estimated at approximately $30k - $40k annually



Cloverdale Health Care District member dues are estimated at approximately $30k – 40K annually

The benefits of adding the additional members to the REDCOM dispatch JPA include:
1. Improved consistency of information being dispatched to all Fire and EMS agencies in Sonoma County
2. Improved ability to measure performance of dispatch quality throughout Sonoma County
3. Improved interoperability between agencies on-scene
4. Improved resources utilization among neighboring agencies
5. Added income to the REDCOM JPA
Recommendation:


Seek membership and board approval for the remaining agencies in Sonoma County

Goal 3.1 Enhance REDCOM’s Ability to Manage Large Incidents

Situation:
REDCOM currently serves as the Secondary Public Safety Answering Point for most Fire and EMS agencies in Sonoma County. REDCOM also
serves as the Mass Casualty Incident (MCI) Coordinating Center during large incidents. Additionally, REDCOM is an ordering point for State of
California local resource requests from the California Office of Emergency Services and Cal Fire.
Background:
REDCOM was formed as a call-taking and dispatch service. REDCOM does not designate itself as a command center or currently perform
command functions. Instead, REDCOM personnel depend on pre-determined response plans and the assistance of the REDCOM Fire Duty Officer
to assist in fire resource order requests and in the coordination of available fire resources.
Assessment:
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REDCOM has received feedback that the fire community would, at least in a general sense, welcome the idea of REDCOM initiating commandlevel functions and fill of some of the REDCOM Fire Duty Officer roles and responsibilities during large incidents. In addition to the current MCI
coordinating activities and fire resource ordering activities, some identified roles REDCOM could reasonably assume during large incidents by:


Maintaining an operational awareness software suite, such as, Cal Cop.



Providing a dedicated area and assigned dispatch personnel to declared MCIs, Local Disasters, incidents with multiple operational
periods or multi-agency resources



Enhancing the training of Supervisory staff to assume fire command responsibilities until jurisdictional field personnel can arrive on
scene.

Recommendation:
Approval of this goal as ongoing item without a current cost or specific timeline.

Goal 3.2 Fire and EMS Data Support

Situation:
The County of Sonoma’s enhanced EMS/Fire Data System is in the early stage of development and implementation county wide.
Implementation and ongoing support for the system will require dedicated staff with subject matter expertise related to emergency service data
systems management
Background:
In response to the retirement of a legacy EMS data system, The County of Sonoma purchased a modern, user-friendly and state and federally
compliant enhanced EMS/Fire Data System. The system includes reporting functions able to meet the needs of county emergency responders in
Fire and EMS disciplines. Since the original purchase, several additional expansions have been added to improve the integration of EMS
responders, REDCOM, Public Health and the hospitals. Additional disaster and operational area health system preparedness functions were also
included in the functional upgrade. Currently, the County of Sonoma does not have an ISD position to properly manage this complex system.
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Assessment:
New Federal and State laws and mandates required the County of Sonoma to modernize their EMS data system in late 2015. EMS system
partners include public and private ambulance service provider agencies, first response fire agencies at the ALS and BLS levels and the hospitals.
The continuum of EMS care begins at the dispatch center and extends through response phase into definitive care and ultimately results in a
patient outcome. System partners at all levels must communicate patient care information up and down the continuum to facilitate coordinated
delivery of emergency care. Part of the coordination depends upon shared quality improvement based on patient outcomes. The County has
since made the purchase of a new data system that consists of multiple different programs. These programs include: electronic patient care
reporting (EPCR); hospital Disaster Management and medical record integration; medical supply inventory; patient tracking for disaster
management; Fire Resource Management Systems (RMS) that include NFIRS data entry, hydrants, check list, occupancy and inspections. All of
these programs will integrate CAD data from REDCOM to support and streamline efficient and accurate data entry. The data stream received
from REDCOM will also facilitate AED activation system (i.e. PulsePoint) county-wide and FirstWatch connectivity for all REDCOM-dispatched
agencies (Figure 2). REDCOM functions as the Multi Casualty Incident (MCI) coordination facility during disaster. The hospital status and MCI
patient tracking functions REDCOM disaster managers will use to manage patient movement and tracking are part of the EMS Data system.
All of these programs and functions will need consistent development and support including end user training. Effective support must be expertlevel in both data system management as well as service delivery. Without a dedicated staff person, participant agencies must rely on internal
resources for support, which will be variably effective based on individual agency resources, and not coordinated across the county.
Recommendations:
The creation of a line item in the REDCOM budget in the amount of $50K for FY 16-17 and increased annually by 25K each fiscal year until the
annual budget reaches $150K. This fund is to be used to support and maintain the EMS/Fire Data Systems.
FY 16-17 50K
FY 17-18 75K
FY 18-19 75K
FY 19-20 Possibly 150K each year there after
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The technology support would provide local, responsive assistance for partner agencies using the various components of the system. The
support position will also provide for coordinated system-wide management and inform policy-makers with data and reporting.

Figure 2
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Goal 4.1 Seek Alternative Revenue Sources

Situation:
REDCOM is a fee for service organization that relies on payment from member agencies to operate. This fee for service model has been
successful in maintaining REDCOM’s financial health.
Background:
To ensure REDCOM continues to add value to its member agencies, REDCOM should work toward reliving the member agencies of the costs to
provide dispatch services whenever possible.
Assessment:
Several opportunities to add value to the REDCOM membership without adding financial burden to its members is to:


Ensure grant opportunities are sought whenever possible and where appropriate



Ensure State E-911 funding is appropriately used



Increase REDCOM membership to ensure maximum membership to keep costs affordable



Seek additional service contract opportunities to add non-member revenue streams when appropriate



Evaluate special tax opportunities and pursue when appropriate

Recommendation:
Approve the strategic goal without a specified timeline or budget as an ongoing item.

Goal 5.1 Implement a Continuity of Operations Fund to Purchase Equipment and Training for Continuity Items as Needed

Situation:
The need to develop a comprehensive Continuity of Operations Plan (COOP) was identified in the June, 2015 SWOTT analysis. REDCOM currently
does not possess the funding to ensure proper continuity planning and equipment procurement.
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Background:
REDCOM has worked toward establishing a devolution site for continued dispatch functions at the Cal Fire, St. Helena Emergency Command
Center (ECC). This command center currently has limited functional capability to dispatch Sonoma County resources. These capabilities have
been reviewed and currently, steps are being taken to improve these capabilities. The St. Helena ECC has the capability to begin receiving 911
calls at the flip of a switch. However, if activated as a devolution site, the St. Helena ECC would take an estimated hour or more to become fully
functional and providing the same level of service for REDCOM. REDCOM has identified the need for a continuity site to perform dispatch
functions before devolving dispatch functions to another provider. Currently, no funds are dedicated to the enhancement of continuity planning.
Assessment:
REDCOM must continue to push for resources needed to ensure dispatch activities are performed without interruption. The establishment of an
annual fund would improve the ability of REDCOM management to perform proper continuity planning and ensure the acquisition of equipment
needed to perform critical functions without interruption.
Recommendation:
•Create a line item in the REDCOM budget in the amount of $25k per year beginning in FY 16-17. This fund is to be used at the discretion of the
REDCOM Board of Director’s and the REDCOM Executive Director to support continuity activities.

5.2 Establish a minimum fund balance of 3 months of total operating budget

Situation:
REDCOM as a secondary Public Safety Answering Point (PSAP) and the dispatch center for most emergency Fire and EMS agencies in Sonoma
County, is a critical infrastructure facility. As such, REDCOM must ensure its financial health to continue operations during a financial crisis.
Background:
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REDCOM currently maintains a minimum unrestricted fund balance of 17%. This amount represents 2 months of the total REDCOM operating
budget.
Assessment:
The Government Finance Officers Association (GFOA) (2011) recommends, “…at a minimum, that general-purpose governments, regardless of
size, incorporate in its financial policies that unrestricted fund balance in their general fund be no less than two months of regular general fund
operating revenues or regular general fund operating expenditures”. Although REDCOM’s current practice of maintaining 17% fund balance
meets the minimum recommendation, REDCOM’s status as a critical infrastructure facility demands a higher level of regard for its ability to
withstand potential crisis.
With the exception of the largest payer, who pays service fees monthly, REDCOM receives payment for services from member agencies every 3
months (quarterly). Although there is great diversity in funding sources by way of individual districts and private companies, and risk of all
revenue streams drying up or facing crisis at the same time is low, the impact to the community, if such an event were to occur, would be
exceptionally high. REDCOM should increase its minimum fund balance to accommodate at least one billing cycle’s worth of funds (3 months).
Additionally, this would be in line with other Sonoma County agencies, such as the Water Authority.
Recommendation:
Increase REDCOM’s minimum unrestricted fund balance to 3 months, or 25%, of operating budget.
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Goal 6.1 Implementation of a facility improvement fund

Situation:
REDCOM currently staffs seven dispatch consoles during peak staffing times. There are currently 10 dispatch console positions available inside
the REDCOM dispatch center. The remaining three consoles are used for testing, training, and surge capacity functions. Foreseeable call volume
increases over the next ten years will bring REDCOM to fill all 10 dispatch consoles during peak staffing.
Background:
REDCOM initially started with 3 dispatch consoles in 2002. In 2003, REDCOM expanded to 6 dispatch/call-taking positions. The most recent
facility upgrade occurred in December of 2014 and expanded the number of consoles to the current number (10). The last expansion to the
current facility cost $1.1 M.
Assessment:
Article 12 of the current REDCOM JPA (2007) states, “The Authority’s annual budget shall include a reasonable provision for contingencies as
well as financing for the maintenance, upgrade, or ultimate replacement of key fixed assets and structures.” The spirit of this language indicates
the REDCOM JPA should include planning of foreseeable facility expansion and asset replacement needs into the annual budget.
Without the inclusion of any additional member agencies, over the next ten years, REDCOM is forecasted to increase total call volume for all
agencies (number of dispatches) from 96,466 in 2016 to over 135,000 in 2026 (see Figure 3). This represents a 40% increase in call volume during
that time. During that time, REDCOM’s staff will increase by approximately 7-8 full time employees. What’s more pertinent is that REDCOM will
be staffed at 10 dispatcher/call-takers during peak staffing times (up from the current 7), filling all currently available consoles. This assessment
is consistent with historical REDCOM expansion projects (see Figure 4). The next expansion project will be needed in 2026, and aimed at adding
facility space to satisfy an additional 4 consoles for the next ten years of dispatch services.
Recommendation:
•REDCOM Board approve the addition of a facility expansion line item in the REDCOM budget in the amount of at least $75K per year, beginning
FY 16-17. This budget item will be used to partially fund the next expected facility expansion in 2026.
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Figure 3
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Figure 4

Goal 7.1 Develop, or enhance, media to promote REDCOM within the community

Situation:
REDCOM provides emergency dispatch services to over 40 agencies within Sonoma County. REDCOM’s employees are dedicated, hard-working
professionals that operate a dispatch model designed to provide a high-quality service at an affordable cost. However, most members of the
community have little understanding of what REDCOM is or the service it provides.
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Background:
REDCOM currently operates a Facebook page and has a robust intranet site. Website content is available through the Coastal Valleys EMS
website, but is limited to links to policies and procedures. Additionally, the Facebook page does not provide robust information for the general
public regarding REDCOM’s progressive JPA model or the services it provides. Additionally, a Facebook page itself does not reach all audiences in
the community.
Assessment:
The establishment of a Twitter account and a REDCOM website, would enhance REDCOM’s ability to reach out and educate the community it
serves. Additionally, such media could be a catalyst to promoting the REDCOM model and open additional opportunities for revenue streams
and political support.
Recommendation:


REDCOM management should pursue the enhancement of existing social media and websites as well as develop new forms of media to
help educate and communicate with the community.
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Appendix A:
REDCOM SWOTT Analysis
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Appendix B:
REDCOM Member Survey
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