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EXECUTIVE SUMMARY 
 

Overview 
 
A review of the City of San Antonio’s 9-1-1 Communications Center dispatching operation (hereafter 
referred to as “Center”) has been completed. The objectives of the audit were to review the organization 
and resources of the Center and to assess compliance with current policies, procedures and controls in 
place to ensure achievement of the Center’s mission. This review covered the period January 2004 
through December 2004. Fieldwork for this audit was conducted primarily from February 2005 through 
May 2005. The audit was limited to a review of the staffing, organization, technology and operations of 
the Center. 
 
This review was designed to provide reasonable, but not absolute, assurance that the Center follows 
policies and procedures, that the Center is operating in an effective and efficient manner, and that 
Management’s internal controls are effective. This audit included a study of internal controls considered 
relevant in assessing risks and the control environment as established by Management. The review was 
based on discussion, review of selected documentation and site visits; and, it would not necessarily 
reveal all internal control weaknesses.  
 
The audit report includes background information to assist readers in understanding the Center’s 
organization, staffing, operating environment and call process.  
 

Results In Brief 
 

Based on the work performed, the audit team concluded that the most serious issue noted was the 
inconsistencies identified throughout the Center. It became apparent that the Center is operated by two 
separate organizations, Police and Fire/EMS, each with its unique culture and management style. This 
structure has resulted in a lack of consistent and coordinated policies and processes. This has impacted 
service delivery to citizens (effectiveness), operational efficiencies, and human resources management.  
 
Examples of organizational issues at the Center include: 
 

• Lack of accountability for the entire operation  
• Lack of comprehensive formal policies and procedures for Fire/EMS personnel 
• Inconsistent use of civilians, sworn and uniform personnel 
• Compensation inequity between civilian and sworn/uniform employees  
• Insufficient training for Fire/EMS Call-Takers and Dispatchers  
• Lack of comprehensive performance management metrics 
• High call abandon rate  

 
Based on a review of the benefits of emerging organizational models for delivering communications 
services, this report recommends implementation of a single organizational structure with authority over 
all emergency response services. This should improve the efficiency and effectiveness of the dispatching 
operations and allow the Center to run at a more optimal level. It should create a distinct career path for 
civilian Call-takers and Dispatchers. In addition, potential annual payroll cost savings from differentials 
between civilian and sworn/uniform base compensation and benefits is estimated at $3.6 million, 
Appendix A-1. 
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Regardless of the future organizational structure, the City Manager, Police Chief, Fire Chief and ITSD 
Chief Information Officer need to collectively address the following internal control issues.  
 

• Lack of redundancy for the Computer Aided Dispatch (CAD) application and the network 
• Inadequate back-up facility 
• Excessive physical access to the Center 
• Hardware Deficiency related to the Automatic Vehicle Locations (AVL) Software   
• Unrestricted access to the 9-1-1 CAD application and data by programmers 

 
These internal control issues could have been identified and addressed if the City and ITSD had a strong 
and enforceable control framework such as CobiT (Control Objectives for Information and related 
Technology) and/or an IT process framework such as ITIL (IT Infrastructure Library). It is very realistic to 
expect both risk mitigation and process improvement through the use of these frameworks. 
 
In addition, during the course of performing this audit, concerns about whether the entire 9-1-1 system 
was operated efficiently and effectively arose. Therefore, it is recommended that an audit of the Bexar 
Metro 9-1-1 Network District be performed to ensure compliance with contractual, regulatory, and 
financial management of the 9-1-1 program.   
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Introduction
 
The City of San Antonio (COSA) is at risk from hazards that could threaten public health, public safety, 
private property and government assets. A reliable communications system is essential to obtain 
information on emergencies and to direct and control COSA resources responding to those situations. In 
almost every case, the 9-1-1 Communications Center will be a citizen’s first point of contact when faced 
with an emergency or crisis situation. The Center provides that vital link between citizen and public safety 
agencies that depend on a dedicated staff to quickly, accurately and efficiently relay and maintain vital 
emergency response information. 
 
The Center operates a 24-hour, 7 days per week modern, state-of-the-art emergency communications 
facility located in the police headquarters building. This facility has been used for 9-1-1 service delivery 
since 1962; a new 9-1-1 Center was fully activated during March 2004. The Center provides two primary 
public safety services – taking calls, including 9-1-1 calls, and dispatching for public safety agencies. The 
total number of 9-1-1 calls received by the Center in 2004 was approximately 1.1 million. The Center is 
staffed with roughly 212 full-time employees whose primary duties relate to either dispatching or call-
taking. The Center provides services for law enforcement, fire, and emergency medical services (EMS). It 
is operated and maintained jointly by Police and Fire/EMS personnel. 
  

Bexar Metro 9-1-1 
 

Texas statutes govern 9-1-1 emergency telecommunications in Texas. Texas Health and Safety Code, 
Chapter 775 – Emergency Services Districts, allows 9-1-1 services to be provided by Home Rule 
Municipalities, single purpose Emergency Communication Districts (ECD) and the state program 
administered by the Commission on State Emergency Communications (CSEC) and operated by the 25 
Regional Planning Commissions (RPCs). 
 
The COSA 9-1-1 Center, along with other South Texas counties are supported by the Bexar Metro 9-1-1 
Network District. The District is a governmental entity which was established in 1987 to serve the people 
of San Antonio and three South Texas counties: Bexar, Comal, and Guadalupe. 
 
Funding for the 9-1-1 services within the District is appropriated by the Texas Legislature from a 9-1-1 
service fee assessed on home, business and wireless telephone lines, averaging around $0.50 per 
month. These funds pay for databases where the caller’s phone and location information are stored, the 
telecommunications network that delivers the 9-1-1 call over dedicated lines to the Communications 
Centers, and administrative costs. 
 
In fiscal year 2004, the District contributed $319,924 to the Center; who used it to fund five temporary 
Call-taker positions, communications equipment maintenance and staff training. Periodically, the District 
recommends system software and hardware enhancements and provides financial assistance to pay for 
these improvements. With the exception of providing funding for training, continued education and 
attendance at regional and national professional seminars, the District does not actively participate in or 
govern day-to-day operational matters at the Center. 
 

Overview of the 9-1-1 System 
 
When a citizen dials 9-1-1, the call is automatically routed to the appropriate public safety answering 
point. San Antonio’s originating 9-1-1 calls are routed to the Center. Local answering points are typically 
city police, fire or sheriff’s departments with facilities equipped and staffed to receive 9-1-1 calls. Police 
Call-takers at the Center answer 9-1-1 calls and direct them to the appropriate Dispatchers who then 
activate the proper emergency response agencies to the incident.  
 
A 9-1-1 call is selectively routed to the Center along transmission lines dedicated solely for 9-1-1 use, and 
the Call-taker at the Center receives a display on a computer monitor that automatically identifies the 
caller’s address and telephone number. Should the call be disconnected, the Call-taker has the 
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necessary information to call back. Further, should the caller be unable to identify his or her location, the 
9-1-1 System displays the address from which the call is made, enabling the Dispatcher to send 
emergency response personnel. Figure 1 displays the components of a 9-1-1 System. 
 
Figure 1 – System Component Diagram 
 

 
For San Antonio’s originating 9-1-1 calls, the phone transmits to the local carrier’s central office switch of 
the incumbent phone company (SBC Communications Inc.) not only the caller’s voice but also data later 
used to identify the caller’s address and phone number (call data). After its call-routing equipment 
accesses a database to determine which answering point should get the call, the local carrier forwards 
the voice and call data. Special equipment installed at the answering point retrieves the address, phone 
number, and registered name of the calling party. This information, with the caller’s voice, is then routed 
to a Call-taker and displayed on the Call-taker’s computer screen. The entire routing process takes place 
in a very short time, usually a few seconds. 
 
There is a two part process for handling San Antonio’s originating 9-1-1 calls. First, 9-1-1 calls are routed 
and delivered to the Center through local carrier telecommunication networks. Secondly, the Center’s 
Police Department civilian Call-takers answer incoming calls and determine the nature of the emergency. 
Calls are handled either entirely by Police personnel, or are transferred to the appropriate Fire/EMS Call-
taker. Call-takers create a “Request for Service” record in COSA’s “Computer Aided Dispatch” System 
(CAD). Calls are then transferred to Dispatchers, who further assess the nature of a call by gathering 
more detailed information and determine the most appropriate action to be taken. This may involve 
providing advice to callers regarding non-emergency matters or dispatching the appropriate resources in 

Internal Audit Department 
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response to the incident and monitoring the status of the mobile Fire/EMS or Police Units. Figure 2 
demonstrates the general process for the handling of 9-1-1 calls at the Center.  
 
The CAD System assists Dispatchers by providing a time and date stamped automated record. The 
Dispatcher need only enter information on the incident at hand. The calling party’s name, phone number 
and address are automatically populated in the automated record and displayed for all 9-1-1 calls. CAD 
also identifies the response units in closest proximity to the incident. Currently, the COSA is maintaining 
three separate CAD Mainframe Systems to track Police, Fire, and EMS incidents. 
 
Figure 2 - Call Flow Overview  
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Operating Environment 
 

Activities at the Center are carried out in a highly stressful environment. Management and staff are faced 
with the challenging task of balancing public safety, emergency personnel issues, and resource 
availability. Conditions that contribute to the stressful nature of the job include the following: 
 
• Staff must deal with people who are in crisis. 
• Staff must make decisions quickly concerning life and death matters. 
• No matter how much guidance exists, the role requires some degree of judgment.  
• Choices by Center staff involve risks to both the public and to the officers. 
• The staff must be skillful in communicating well with a caller in order to determine the true nature of 

the call.  
• Often, the caller is in distress or intoxicated, or language barriers are involved.  
 

Police and Fire/EMS Personnel 
 
The Center’s operational side is staffed with sworn/uniform and civilian personnel to answer and to 
dispatch emergency and non-emergency calls. Figure 3 summarizes the authorized Center positions for 
2004. 
 
Figure 3 - Authorized Positions 

Communications Center 
Position/Categories 

Total 
Workforce Police Fire/EMS 

 Civilian Sworn Civilian Uniform 
Support Staff* 10 9 0 1 0 
Expeditor 24 22 2 0 0 
Call-Taker 72 53 0 0 19 
Dispatcher** 86 53 21 0 12 
Shift Supervisor/Officer 15 3 8 0 4 
Training Coordinator 1 1 0 0 0 
Administrative Sergeant/Executive Officer 2 1 0 0 1 
Director/Chief 2 0 1 0 1 
Totals 212 142 32 1 37 
  82% 18% 3% 97% 

Note: *Support Staff for Fire/EMS consists of one radio technician.  
*Support Staff for Police consist of administrative assistants, customer services representatives and a case worker.  
**Fire/EMS personnel perform both call-taking and dispatching duties. 
 
Source: COSA Office of Management and Budget 
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Communications Center Organizational Structure 
 
The Communication Center is under the command of a Police Lieutenant (Director) and a District Chief. 
Figure 4 depicts the alignment of the Center personnel. 
 
Figure 4 - Center Structure 
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Communications Center Staff Duties 
 
Overall Center performance and daily operations are the responsibility of the Director/Chief. Each 
Director/Chief is supported by administrative sergeants or an executive officer. Figure 5 below provides a 
brief overview of key roles and responsibilities for positions at the Center.  
 
Figure 5 – High-level Job Responsibilities for each Positions  

 
Communications Center Position/Categories 
Responsibilities Police Fire/EMS 

Manage Dispatch Center, prepare operational 
budgets, oversee training, approve/disapprove 
overtime 

Director/Chief Director/Chief* 

Manage of 9-1-1 Operations Director/Chief N/A 

Develop policy and procedures Director/Chief Administrative 
Sergeant/Executive Officer 

Update inventory listing, unit rosters, and standard 
operating procedures; prepare accreditation 
paperwork 

Administrative 
Sergeant/Executive 
Officer 

Administrative 
Sergeant/Executive Officer 

Ensure Standard Operating Procedures and 
Training Manual are current Training Coordinator Administrative 

Sergeant/Executive Officer 

Ensure training is completed and conduct training  Training Coordinator Shift Supervisor/Officer 

Monitor computer usage, access to Center, call 
loads, and abandon call rates Training Coordinator Not being performed. 

Unit’s database administrator Training Coordinator Administrative 
Sergeant/Executive Officer 

Prepare pay-sheets, time-off requests and work 
schedules 

Shift 
Supervisor/Officer 

Administrative 
Sergeant/Executive Officer 

Provide direction, guidance, training, and ensure 
compliance with rules, regulations, and operating 
procedures  

Shift 
Supervisor/Officer Shift Supervisor/Officer 

Maintain minimum staffing levels Shift 
Supervisor/Officer 

Administrative 
Sergeant/Executive Officer 

Determine proper response to all types of service 
calls and dispatch emergency units.  Dispatcher Dispatcher 

Answer all incoming calls and request for Police, 
Fire and EMS and gather information from the 
caller 

Call-Taker Call-Taker 

Handle police reports over the phone Expeditor N/A 

 
*Note: There are no documented roles and responsibilities for the Fire/EMS District Chief of Communications. 
Responsibilities were determined through discussion with the District Chief of Communications. 
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Objective 
 

The objectives of the audit were to determine the adequacy and effectiveness of the internal controls 
environment, and the risk management process related to the 9-1-1 Center’s operation. This included 
reviewing the organizational structure, resources, dispatching systems, physical security and compliance 
with policies and procedures. 
 

Scope 
 

The scope of this audit included reviewing the 9-1-1 Center “delivery and support” processes for ensuring 
effective and efficient dispatching including:  
 

• Workforce planning and training 
• Managing facilities (physical and environmental security) 
• Continuity planning and back-up facilities 
• Management reporting 
• Operational procedures and guidelines 
• Network and dispatching applications 

 
This review covered the period January 2004 through December 2004.  
 

Criteria 
 

In conducting the audit, the existing Center operations and processes were compared with other cities 
and recognized industry standards. It is important to note in reviewing the results of this audit that the  
9-1-1 Center has not historically used these or other standards to measure control performance related to 
dispatching processes. 
 
Research of similar business processes for other cities provided substantial information about recent 
trends in organization, personnel and management practices. The cities with innovations in emergency 
services included Chicago, Houston, Dallas, and Austin. The audit staff also used criteria based on 
Control Objectives for Information and related Technology (CobiT), and the Sobel Capability Maturity 
Model.  
  
The IT Governance Institute (www.itgi.org) developed CobiT as an open standard using non-technical 
language to help focus information technology in support of overall business goals. CobiT was selected 
as the criteria for measurement because it is aimed at addressing business objectives and is easy to 
understand. CobiT continues to gain acceptance internationally and is evolving due to support from the IT 
Governance Institute.  
 

Methodology 
 
The review was performed in compliance with generally accepted government auditing standards 
(GAGAS) issued by the U.S. Government Accountability Office (GAO) and other criteria to conform with 
the Institute of Internal Auditors’ “International Standards for the Professional Practice of Internal 
Auditing.” 
  
Government Auditing Standards requires a peer review of auditing practices at least once every three 
years by reviewers independent of the audit organization. The City Internal Audit Department (CIAD) had 
its last external peer review in July 2001. CIAD is scheduled for the next peer review in August 2005. 
 
This review was designed to provide reasonable, but not absolute, assurance regarding the adequacy of 
internal controls. This audit included a study of internal controls that are considered relevant in assessing 
risk and the control environment as established by Management. The study was based on discussion and 

http://www.itgi.org/
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review of selected documentation, and site visits, and as such would not necessarily reveal all internal 
control weaknesses that exist.  
 
The audit methodology consisted of collecting information and documentation, performing selected tests 
and other procedures, analyzing and evaluating the results of the tests, and conducting interviews with 
Police, Fire/EMS and ITSD personnel. 
 
The only strategic planning document available to gain an understanding of the vision contemplated for 
emergency services was the San Antonio Police Department Vision 2001 Five Year Strategic Plan which 
was issued on April 4, 1996. This report, pages 12 and 91, calls for the Police Department to identify 
opportunities which maximize the number of police officers performing law enforcement duties. The 
intention was to use civilians in place of sworn personnel where appropriate. 
 

Conclusion 
 
This report consists of issues related to organizational and internal controls. The organizational issues 
result from a single systemic problem, namely inconsistency between Police and Fire/EMS. Inconsistency 
flowed throughout all aspects of the Center including: 
  

• Management cultures and styles   
• Policies and procedures 
• Use of civilians, sworn and uniform personnel 
• Pay among civilians and sworn/uniform personnel  
• Formal training practices 
• Performance management metrics 
• Addressing issues such as high abandon call rate 

 
A review of all the organizational issues led the audit team to one umbrella recommendation; The 
implementation of a single organizational structure with authority over all emergency response services to 
ensure consistent services. This includes implementing a common set of polices and procedures, 
consistent pay for similar job functions, and equivalent training for Call-Takers and Dispatchers.  
 
In addition, internal control issues existed at the Center related to a lack of system redundancy, an 
inadequate back-up facility, excessive physical and logical access, and lack of identification of system 
requirements related to the Automatic Vehicle Locations (AVL) software.   
 
An overall conclusion was drawn on the completeness and practicality of the existing internal controls for 
ensuring the confidentiality, integrity and availability of the dispatching operation for both Police and 
Fire/EMS. The conclusion was formed through performing generally accepted audit procedures and was 
based on a Risk Management Capability Matrix. The risk matrix provides information on characteristics of 
development stages for strategy capabilities, process capabilities, people capabilities, technology 
capabilities, and information capabilities. For this project, the assessment was based specifically on 
process capabilities. A more detailed description of the process capability stages has been included in 
Figure 6. 
  
It was determine that the process capability stage for the 9-1-1 Center operated by the Police Department 
was “Repeatable”. At the “Repeatable” stage, procedures were documented but were not regularly 
updated to reflect changing business needs. Procedures may have to be updated more than once a year 
to reflect the current dispatching operations. Preventive controls were employed throughout the process; 
however, detective controls need to be improved. Programmers currently have unrestricted access to the 
9-1-1 application and the number of individuals with access to the Center is excessive. Several output 
performance metrics exists, but a more comprehensive performance management process needs to be 
developed to assist in monitoring the cost-effectiveness and efficiency of the Center. The Police 
Management goal should be to strengthen the operational processes to the point where they are 
“Managed”. At the “Managed” stage, procedures and controls are well documented and kept current. Both 
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preventative and detective controls are employed throughout the process. Many performance metrics are 
used, with a blend of output, outcome, cost-effectiveness and efficiency performance measurements to 
monitor the dispatching services. 
 
It was determined that the process capability stage for the 9-1-1 Center operated by the Fire/EMS 
Department was “Ad Hoc”. At the “Ad Hoc” stage, procedures do not formally exist. Fire/EMS uses a 
“memo” book as its operating procedures and several items in the ‘memo book’ were last updated in 
1998. Preventive and detective controls are employed throughout the process; however, segregation of 
duties issues with ITSD programmers and excessive physical access to the dispatching area has gone 
unnoticed. No performance measurement metrics exists to plan and deploy resources, evaluate the 
Center dispatching operation, and identify system problems. Fire/EMS Management goal should be to 
strengthen the operational processes to the point where they are “Repeatable”. At the “Repeatable” 
stage, procedures are formally documented. Detective and preventative controls are used to correct 
security issues or unwanted situations. Performance metrics are developed to allow Management to 
evaluate the level of services it provides.  

Figure 6 – Process Capability Maturity Stages 

 
Stage

 
Procedures

Controls and Process 
Improvements

 
Metrics*

Ad Hoc • No formal procedures 
exist. 

• Controls are either non-existent, 
or are primarily reactionary after 
a “surprise” within the company.
 

• There are no metrics or 
monitoring of performance. 

Repeatable • Some standard 
procedures exist. 

• Detective controls are relied 
upon throughout the company. 
 

• Few performance metrics exist, 
thus there is infrequent 
monitoring of performance. 

Defined • Procedures are well 
documented, but are not 
regularly updated to 
reflect changing 
business needs. 

• Both preventive and detective 
controls are employed 
throughout the company. 
 

• Some metrics are used, but 
monitoring of performance is 
primarily manual. 

Managed • Procedures and 
controls are well 
documented and kept 
current. 

• Best practices and benchmarking 
are used to improve process in 
certain areas of the company. 
 

• Many metrics are used, with a 
blend of automated and manual 
monitoring of performance. 

Optimized • Processes and controls 
are continuously 
reviewed and improved. 

• Extensive use of best practices 
and benchmarking throughout 
the company helps to 
continuously improve processes. 

• Comprehensive, defined 
performance metrics exist, with 
extensive automated monitoring 
of performance employed. 

*Metrics provide a means for measuring how well a control or process is performing. 
*Source: 2004 Auditor’s Risk Management Guide, CCH Incorporated, 2004. Paul J. Sobel, CPA, CIA 
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Observations, Recommendations, and Responses 
The following observations, recommendations and Management responses were made as a result of 
work procedures performed. Since many recommendations pertain to issues that are critically 
interrelated, they have been categorized into two broad groups: Organizational Issues, and Internal 
Control Issues.  
 
Organizational Issues 
 
1.1 – Organizational Structure Effectiveness
 
Conditions 
The Center’s organization, personnel and management processes have been the same for many years.  
Essentially, two departments are performing parallel activities utilizing separate staff, hardware, software 
and other resources. There is no single centralized day-to-day authority over emergency response 
services at the Center. Figure 2 on page 7 and Figure 4 on page 9 illustrate at a high level the parallel 
organization and management within the two departments. Figure 5 on page 10 compares the job 
responsibilities for key Center staff which indicate areas of duplication.   
 
The Police Section of the Center does have formal policies and procedures which were keep up-to-date 
with minor exceptions. There are no comprehensive formal policies and procedures that provide a frame 
of reference for decisions for Fire/EMS personnel at the Center.  
 
The Center is staffed with approximately two hundred and twelve City employees as shown in Figure 3, 
page 8. Of these, 82 percent are assigned to the Police Department and 18 percent are assigned to the 
Fire/EMS Department. About 67 percent are civilian employees, and the remainder are sworn/uniform 
personnel. The Fire Department uses only uniform personnel for dispatching. The Police Department 
utilizes civilian staff primary as Call-takers and Dispatchers. Sworn personnel are assigned to 
management/administration and dispatching duties. 
 
In evaluating the personnel at the Center, compensation was compared. Appendix A-2 illustrates for 
calendar year 2004 the disparity between civilian and sworn/uniform staff performing dispatching duties.  
Average compensation for civilians ranged from $28,000 to $30,000 in 2004. The average compensation 
for Police Dispatchers was up to $60,000 and for Fire/EMS Dispatchers was up to $90,000.  
 
Neither the Police nor Fire Departments provided information to support or explain the need to use 
uniquely trained and highly compensated public safety personnel for duties also performed by less trained 
and compensated civilians.  
 
The level of training for Center staff (Police, Fire and EMS) is inconsistent. Police Call-takers and 
Dispatchers are provided with formal classroom and on-the job training. They are provided with 40 hours 
of telecommunicator training as determined by the Texas Commission on Law Enforcement. However, 
the Fire/EMS Department does not have a formal training program that incorporates classroom and on-
the-job training for Dispatchers and Call-takers.  
 
The Fire personnel are uniquely trained for public safety requirements but they are lacking formal training 
as telecommunicators.  According to Fire/EMS Center Management, Emergency Medical Dispatch (EMD) 
training was provided to the Fire/EMS personnel in 1996. EMD training certifications received then were 
valid for two years. Certifications were not renewed for the following reasons: 

• The COSA Medical Doctor disagreed with pre-arrival instructions provided during this training. 
• Lack of resources to replace dispatchers while in training. 
• COSA Legal Department confirmed that training was not mandatory for Fire/EMS Dispatchers. 
• All Fire/EMS Center personnel are required to be certified as Emergency Medical Technicians 

(EMT) or paramedics which were considered adequate. 
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In May 2005, after audit fieldwork was completed, EMD training was provided to 17 of the 37 EMS/Fire 
personnel assigned to the Center. 
 
There was no evidence of a formal plan for measuring, tracking, monitoring and reporting on emergency 
service activities by either department. Therefore, it appears that resource requirement decisions are 
made without proper information. Police Department Management does use some output performance 
measurements; however, metrics do not include effectiveness and efficiency measurements. Fire/EMS 
Department Management does not use performance metrics to plan and deploy resources, evaluate 
Center services, or identify system problems.  
 
A common performance metric is the abandon call rate. This is defined as the percentage of calls 
abandoned relative to the total calls received. An abandoned call is one received by the Center but 
dropped by the caller before reaching a Call-taker or information source. In 2004, the City of San Antonio 
had about 1.1 million 9-1-1 emergency calls of which approximately 20 percent were abandon (Source: 
COSA Police Center Management Monthly Reports). The level of abandoned calls appeared to increase 
substantially in 2004 over prior years, as illustrated in Appendix A-3. Center Management indicated that 
that new equipment may be providing better abandoned call statistics over prior years. The new system 
activated in early 2004 is believed to provide more reliable data on call activity.  
  
Criteria 
The conditions noted above were considered issues/exceptions. As such, they were compared with other 
cities and recognized industry standards, including the following.  
 
Various emergency services consolidation models have been available since 1995 for benchmarking with 
San Antonio. For this audit, Appendix A-4 was developed to compare selected data for the City with 
Austin and Dallas. Appendix A-5 compares levels of civilianization between major metropolitan cities. 
Appendix B is a compendium of various reports available on emergency service innovations and 
reviews. Appendix C provides comparative benefit data presented in the June 2005 Houston Emergency 
Center Performance Review, including information on San Antonio. Appendix D shows the Houston 
Emergency Center’s fiscal year 2006 budget proposal which includes a department long term goal of 
civilization. Appendix E is the City of Austin fiscal year 2005-2006 proposed budget showing that the 
Police 9-1-1 operations is staffed by civilians, but not the Fire Section. Appendix F and Appendix G 
provide an organizational chart of the City of Chicago and general information related to the City of 
Chicago’s Office of Emergency Management and Communications. Appendix H is the City of San 
Francisco fiscal year 2004-2005 Mayor’s Budget which includes a description of services provided by 
primarily civilian dispatching personnel. 
 
The following Control Objectives for Information and related Technology (CobiT) was also used to 
determine the areas of documented process, performance measures, and training: 
 
CobiT Control Objective: Planning & Organization 6.2 - Management’s Responsibility for Policies 
specifies that management assume full responsibility for formulating, developing, documenting, 
promulgating and controlling polices covering general aims and directives.  
 
CobiT Control Objective: Delivery & Support 3.5 - Proactive Performance Management specifies that the 
performance management process should include forecasting capability to enable problems to be 
corrected before they affect system performance.  
 
CobiT Control Objective: Planning & Organization 7.4 - Personnel Training specifies that Management 
should ensure that employees are provided with training upon hiring and with on-going training. 
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Cause 
For many years, the City has operated the Center emphasizing that differences exist between Police and 
Fire/EMS public safety procedures. It does not appear that either Department or City Management 
evaluated the common issues, including the emergence of customer contact/telecommunications 
innovations since the late 1990’s. Generally, a basic City-wide strategic planning process may have 
alerted Management and the City Council about opportunities for efficiencies and reduced costs.    
 
Had appropriate Police and Fire Department performance metrics and reporting occurred, the City of San 
Antonio may have identified areas for cost savings and service improvements. Through this process, City 
Staff would have become aware of the extensive information available on benchmarking and best 
practices.  In addition, if the City had a formal City-wide information technology strategic plan, this also 
may have revealed cost savings related to  maintenance costs associated with the three mainframe 
databases for dispatching.   
 
To this point, the City has not adopted any information technology standards.    
 
Another contributing cause is the competitive culture between these Departments that has not promoted 
collaboration on emergency service improvements.  
 
Effect 
The current Center structure duplicates costs/resources for hardware and software, see Figure 4. There 
is also redundancy in personnel and financial functions see Figure 5. 
  
In addition, separate Management structures create the potential for:  
 

• Service delivery problems and gaps in responsibility for the overall 9-1-1 process.  
• Disconnect between agencies. 
• Increase in the probability that systemic errors go undetected. 
• Decreased likelihood of implementing substantial long-term solutions to difficult and complex 

service delivery problems. 
 
Recommendations 
The City Manager should consider implementing a single organizational structure for the Center that:  

• Clearly establishes a single point of responsibility for the delivery of all 9-1-1 and emergency 
communications services. 

• Maintains formal policies and procedures for emergency call services.  
• Civilianize call center and dispatching functions. 
• Compensates personnel equally for similar functions. 
• Train Call-takers to handled both Police and Fire/EMS calls 
• Establishes comprehensive performance metrics. 
• Utilizes a single dispatching system. 

 
The City should create a Department of Emergency Communications which would report to the City 
Executive Team at the same level as the Police and Fire Departments. It may be possible to consolidate 
the 3-1-1 customer call services with this Department. The Director would have overall responsibility for 
the delivery of emergency communications and 9-1-1 services. The Director would have complete 
operational control and autonomy from the agencies serviced. This structure creates a delineation of 
responsibility between the delivery of emergency communications and 9-1-1 services and operational 
response. It requires clear and concise service level agreements between emergency communications 
and the public safety agencies, and allows for a greater degree of independent responsibility. 
 
The City should require a configuration where all Police and Fire/EMS Call-Takers and Dispatchers are 
trained equally and are capable of handling any type of reported emergency within the City. Call-Takers 
and Dispatchers should receive the state mandated 40-hours of classroom training and successfully finish 
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a departmental field training course. This will require a higher level of initial and on-going Call-taker and 
Dispatcher training to support emergency medical dispatching. It should reduce the risk and delay 
associated with internal transfers between the Police and Fire/EMS Departments, and would help to 
alleviate the increasing demand for dispatching personnel.  
 
In implementing a single organizational structure, the City Manager should correct the disparity in pay and 
benefits between civilian, Police and Fire Department Center personnel. This can be accomplished by 
creating a single, civilian pay and benefit structure that covers both Police and Fire emergency 
communications personnel. There is no significant difference in the actual work or working conditions that 
warrant the current disparity.     
 
To meet the growing emergency and non-emergency call volume demand and address the high call 
abandon rate, the Center should hire additional full-time and part-time Call-takers. An innovative 
alternative is to use the City of San Antonio’s 3-1-1 call center to answer non-emergency calls. This would 
reduce the burden on the Center. Dallas and Austin have integrated their 3-1-1 and non-emergency call 
receipt systems, to the extent that one integrated pool of staff answers both numbers.  The Center should 
move towards integration of all emergency call receipt and dispatch services (Police, Fire, EMS), using 
common systems. Currently, ITSD has a Fire/EMS web-based CAD System in the testing phase. This 
application can be modified to include Police dispatching functionality in order to create one central 
dispatching application. This would allow for single entry of incident records which would be useful for 
incidents where both Police and Fire/EMS are needed.  
 
These recommendations are consistent with trends in Chicago, Houston, Dallas, and Austin. 
 
Management Response 
 
 
Responsible Party for Implementation 
 
 
Implementation Date 
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Internal Control Issues 
 
The City and ITSD have not formally adopted a framework to be used to define and assess internal 
controls. Two control frameworks that have emerged and have been adopted by a majority of companies 
are CobiT (Control Objectives for Information and related Technology) and COSO (Committee of 
Sponsoring Organizations of the Treadway Commission). COSO is a framework used primarily for 
internal controls related to financial processes. CobiT is an Information Technology (IT) framework. In 
addition, IT process frameworks such as ITIL (IT Infrastructure Library) and CMMi (Capability Maturity 
Model Integrated) can also assist organizations in effectively controlling risk related to internal controls.   
 
In addition, several City Departments have their own IT support groups which increases the risk related to 
the City’s security and controls.  
 
A strong and enforceable control framework would have identified the following issues.  
 
2. 1 - Lack of Redundancy for the Computer Aided Dispatch (CAD) Application and the Network
 
Condition 
The current CAD application, mainframe system and network structure exposes the Center to the risk of 
single point of failure. The CAD system is used by Call-Takers and Dispatchers to process 9-1-1 calls and 
track the status of resources and units within the City. This system is not designed with redundancy and 
high system availability mechanisms to mitigate potential failures. The mainframe sessions/screens and 
network connections between ITSD and the CAD application have encountered several problems in the 
past, forcing the Center’s staff to operate in a manual mode. Operating in manual mode is a very time 
consuming process and increases the risk that 9-1-1 calls may not be answered and/or handled in an 
efficient manner. 
 
Criteria 
For the condition described above, the applicable standard is: 
 
CobiT Control Objective: Planning & Organization 3.3 - Technological Infrastructure Contingency 
specifies that the technological infrastructure plan should be assessed systematically for contingency 
aspects (i.e. redundancy, resilience, adequacy and evolutionary capability of the infrastructure). 
 
Cause 
The Police, Fire and ITSD Departments’ Management have not prioritized the critical importance of a 
redundant system. This is due in part to the lack of City-wide strategic planning and risk management 
processes. Also, refer to Internal Control Issues section on top of this page for additional information 
related to control frameworks.   
 
Effect 
The 9-1-1 process is vulnerable to failure due to the malfunction or destruction of the CAD application, 
Mainframe system and/or network. Loss of the connection to the CAD System requires the Center staff to 
operate in a manual mode. Essentially, Call-takers and Dispatchers would dispatch emergency calls 
using paper and the radio system. Service delivery would be significantly impaired by this time consuming 
process. In addition, the dispatching process would be negatively impacted because the agencies would 
be assigned using inadequate data.     
 
Furthermore, once the Mainframe System becomes available, staff must take the time to manually input 
all the cases into the CAD application.  
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Recommendation  
Risk or consequence of failure can be mitigated by creating a redundant high availability CAD System. 
 
ITSD is currently working on a web-based CAD application for Fire/EMS. ITSD Management should 
assign resources to complete the testing of this system. In addition, ITSD personnel should discuss with 
Police Center Management the risk and possible loss of functionality associated with developing a web-
based CAD System for the Police. 
 
The web-based CAD System should be implemented as a redundant high availability system which will 
allow the staff to continue taking and dispatching calls even when the mainframe session or network 
connection is lost. 
 
Management Response 
  
 
Responsible Party for Implementation 
 
 
Implementation Date 
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2.2 - Inadequate Alternate Back-up Facility
 
Condition 
A back-up facility is located at Transguide, which is operated by the Texas Department of Transportation 
(TxDOT). However, it lacks the capacity to handle the current level of emergency services workload in the 
event of a disruption to normal Center operations. While it is capable of providing minimal telephone 
receipt and radio functions, it is not equipped to meet the current capacity of emergency and non-
emergency calls. The current equipment at Transguide does not support the use of the Automatic Vehicle 
Location (AVL) software, the Automatic Call Distribution software and address name and location 
functionality (ANI/ALI).  ANI/ALI information is used by Call-takers to call citizens back if they hang up the 
phone before a Call-taker answers. 
 
In the event of a complete shut-down of the Center, where the computer system is inoperable, all Police 
and Fire/EMS operations would have to be handled manually. There is no off-site backup facility for the 
CAD System. Manual processing of 9-1-1 calls is both time-consuming and difficult to manage for an 
extended period. During manual operations it is likely that service levels would dramatically decrease and 
delays would be inevitable. 
 
Criteria 
For the condition described above, the applicable standard is: 
 
CobiT Control Objective: Delivery & Support 4.9 - User Department Alternative Processing Back-up 
Procedures specifies that the continuity methodology should ensure that the user department establishes 
alternative processing procedures that may be used until the IT function is able to fully restore its services 
after a disaster or an event. 
 
Cause 
Police, Fire/EMS and ITSD Management have not created a comprehensive disaster recovery/business 
continuity plan for emergency services nor established a back-up facility capable of handling the current 
9-1-1 workload. 
 
Effect 
The present lack of an adequate back-up facility means that the Center may not be able to maintain the 
current service levels if the Center is down for an extended period. This could create a serious problem 
for citizens in need of Police, Fire and/or EMS service. 
 
Recommendation  
Police, Fire/EMS and ITSD Management should implement a plan to locate a fully functional enhanced 
alternate 9-1-1 Center that is capable of handling sustained emergency Center operations. A potential 
long-term solution is to establish a back-up/training center at the future Emergency Operations Centre 
(EOC) facility. 
 
In addition, Police, Fire/EMS and ITSD Management should formally document its disaster recovery and 
business continuity plans for mission-critical emergency applications. This document should describe how 
the City will respond to a disruption of Center processes to ensure critical emergency functions continue 
without unacceptable delay or change. This includes documenting and testing recovery procedures 
related to off-site storage of backup data. 
 
Management Response 
 
 
Responsible Party for Implementation 
 
 
Implementation Date 
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2.3 - Excessive Physical Access to the Center
 
Condition 
There are over 1,100 individuals with badge access to the dispatching area of the Center facilities. 
Access includes individuals from Fire/EMS, Police, COSA and vendors. There is no formal periodic 
review process of individuals with badge access to the dispatching areas.  
 
Facility security is controlled and monitored by City Police. Day to day access to the Center is controlled 
by a series of doors and electronically controlled card-key devices. However, security can be comprised 
by not restricting access to authorized Center personnel only. 
  
Criteria 
For the condition described above, the applicable standard is: 
 
CobiT Control Objective: Delivery and Support 12.1 - Physical security specifies that access should be 
restricted to individuals who have been authorized to gain such access. 
 
Cause 
The Police Chief and Fire Chief have not implemented a policy to limit users’ access to the Center to only 
those individuals necessary. There is no formal process to review the listing of individuals with access to 
the Center nor is there a process to review if access is still appropriate for each person. 
 
Effect 
The Center is one of the most important public safety functions that the City performs for its citizens. 
Excessive access to the Center increases the risk of an attack against computers, communications 
systems, support systems and personnel from individuals who no longer need access and vendors whose 
employees are no longer employed with the vendor. An attack would compromise the integrity and 
confidentiality of system resources, and could make them unavailable to authorized users. This is an 
unnecessary risk that increases the possibility of Center resources being damaged, misappropriated or 
information being mishandled. 
 
Recommendation  
The Police Chief and Fire Chief should take immediate steps to ensure that Center’s physical security 
risks are reduced to a more appropriate level. Specifically, the Departments should restrict all access to 
the Center and its resources to those with a demonstrated need for access. A policy of need-to-know as it 
relates to access to the Center should be implemented. Need-to-know is an administrative action given to 
individuals requiring access to an area in order to perform assigned duties.  
 
In addition, Police and Fire Management should implement a process to periodically, at least monthly, 
review the list of individuals with access to the Center to determine if access is still appropriate. Vendors 
should be required to obtain a vendor badge before accessing the Center. Exceptions can be made for 
vendors who require access the Center on a weekly basis. Police and Fire Management should 
deactivate access for individuals who have not accessed the Center for more than one month. 
 
Management Response 
 
 
Responsible Party for Implementation 
 
 
Implementation Date 
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2.4 – Hardware Deficiency related to the Automatic Vehicle Locations (AVL) Software 
 
Condition 
The 1996 Police Department Five-Year Strategic Plan, Vision 2001, proposed significant technological 
enhancements to improve customer service and meet higher efficiency demands placed on public safety 
operations. Subsequently named the Public Safety Integrated Technology (PSIT) System, the technology 
enhancement initiative contains over ten improvement projects such as the Field Entry Reporting System 
(FERS), Electronic Document Management System, Automated Mugshot System, and AVL software. The 
City contracted with Open Systems Group, Inc. (OSG) for programming services and software 
development. However, OSG maintained copyrights of all programs, thus preventing the City from 
seeking another contractor for this work. The Police Department maintained the ultimate responsibility for 
testing all systems before they were placed in operation. 
 
The AVL software was moved into production in February 2002; the usefulness and reliability of the 
software were impaired due to defects that have not been corrected. The AVL System was intended to 
provide a graphic display of police units on a mapping screen for use by Dispatchers in tracking and 
locating patrol units. Currently, the AVL System is not being used primarily because Dispatchers are 
experiencing frequent rebooting of their computers. This issue has created a lack of confidence in the 
AVL software, and Center personnel have stopped using the product. According to the Police Department 
Management Information System (MIS) group, the problems are currently being investigated and 
solutions tested. The MIS group is organizationally within the Police Department and not the City’s ITSD 
Department. 
 
Subsequent to completion of audit fieldwork, the Police Department MIS group confirmed that the 
frequent rebooting of the Center’s computers was due to inadequate hardware at the Center. The 
Center’s computers did not contain the requirements necessary for the proper operation of the AVL 
software.  
 
Criteria 
For the condition described above, the applicable standard is: 
 
CobiT Control Objective: Acquisition & Implementation 2.15 Application software testing specifies that 
application testing, integration testing, system testing, and load and stress testing should be performed 
according to the project test plan and established testing standards before it is approved by the user. 
Adequate measures should be conducted to prevent disclosure of sensitive information used during 
testing. 
 
Cause 
The software was not adequately tested prior to implementation using computers and networks similar to 
those at the Center. In addition, proper identification of system requirements and current resources was 
not performed.  
 
Effect 
Software failures prevent the Center from obtaining correct and timely vehicle status information 
increasing the risk to emergency personnel. In addition, the City has not received the full benefit of its 
investment in the AVL software developed by a vendor.  
  
Recommendation 
The City Manager should require Police and Fire IT functions to involve ITSD in application development 
and IT purchases. This will enable Police and Fire Department Management to take advantage of the 
resources that ITSD has to offer and reduce the reliance on outside contractors. As the City restructures 
under the leadership and direction of the new City Chief Information Officer (CIO) and Chief Technology 
Officer (CTO), service levels and quality are expected to improve, and processes are expected to be 
standardized and formalized to align with best practices (e.g. (ITIL). 
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A detailed review of the AVL software issues relating to system reboots should be performed by the 
Police, Fire and ITSD Department Management.  
 
Acceptance testing should be conducted by the end-user before the AVL software is placed in operation 
to ensure that it will perform as design. 
 
Management Response 
 
 
Responsible Party for Implementation 
 
 
Implementation Date 
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2.5 – Unrestricted Access to the 9-1-1 CAD Application and Data by programmers
 
Condition 
Seven ITSD system programmers who work on Police, Fire and EMS CAD Systems have unrestricted 
and unlogged access to the production CAD application and data. This access allows programmers the 
ability to change any information on the 9-1-1 CAD applications without authorization or detection.   
 
Detection of changes to the CAD Systems is further complicated by the lack of controls for managing 
change. No formal documentation of changes made to the mainframe production system exits.    
  
Criteria 
For the condition described above, the applicable standard is: 
 
CobiT Control Objective: Acquisition & Implementation 5.7 - Testing of Changes specifies that 
Management should ensure that changes are tested in accordance with the impact and resource 
assessment in a separate test environment by an independent test group before use in the regular 
operational environment begins. 
 
CobiT Control Objective: Planning & Organization 4.10 - Segregation of Duties specifies that senior 
Management should implement a division of roles and responsibilities which should exclude the 
possibility for a single individual to subvert a critical process. Management should also make sure that 
personnel are performing only those duties stipulated for their respective jobs and positions. 
 
Cause 
ITSD Management has not created a robust testing environment to allow programmers to simulate or re-
create issues that the Center personnel may encounter in production. The lack of a true test environment 
has lead to programmers having unrestricted access to the CAD applications. This type of access allows 
programmers the ability to make changes to CAD application data. Changes to the CAD application data 
and code are not formally documented because there is no City-wide formal change management 
procedures requiring documentation of application changes.           
 
Effect 
The City’s overall system of internal controls is weakened because of a lack of proper segregation of 
duties. Allowing programmers to have unrestricted access to the production CAD applications could result 
in unauthorized changes to programs and data. Management of application changes is a fundamental 
process that, if not done well, can cause damage to the entire emergency operation.  
 
Recommendation  
ITSD should remove programmer’s unrestricted access to the CAD application and data. Programmer’s 
activities should be restricted to testing programs and files, and all program changes should be formally 
tested and approved by the end-user before they are moved to production. 
 
Given the risk associated with 9-1-1 dispatching, it is inherent that ITSD implement a change 
management process to document and control changes to production systems. A change management 
process would add the following controls: 
 

• Appropriate authorizations 
• Separation of duties 
• Supervision 
• Detection of unauthorized changes 

 
Implementation of a formal change management process has previously been recommended in the 
Application Change Control audit performed in January 2005.  
 
 



Communications Center  
9-1-1 Communications Center Audit         

 

City of San Antonio 
Internal Audit Department 

 
Page 25 of 37 

 
Management Response 
 
 
Responsible Party for Implementation 
 
 
Implementation Date 
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Appendix A-1 
COSA Communications Center 

Potential Savings From Use Of Civilians 
 

  

New 
Civilian 

Positions 

Eliminated 
Sworn/Uniform  

Positions 

Net Gain 
or Lost  

Positions 

Cost of 
Sworn/Uniform 

Positions 

Cost of New 
Civilian 

Positions 

Savings From 
Civilizations of 
Sworn/Uniform  

Positions 
Positions          
Department  
Director 1  0 1 $0 $114,601 * ($114,601) 
Chief/Lieutenant 0 2 (2) $247,400 $0 $247,400 
Sworn  
(Dispatchers) 21 21 (0) $1,714,400 $883,000 $831,400 

 
Sergeant 4 8 (4) $863,800 $188,000 $675,800 
Police 
Detective/Cadet 2 2 (0) $132,700 $84,000 $48,700 
Uniform 
Lieutenant 3 5 (2) $510,900 $141,000 $369,900 
Uniform  
Dispatchers 31 31 (0) $2,832,100 $1,303,800 $1,528,300 
Total  62 69 (7) $6,301,300 $2,714,400 $3,586,900 

*Note: Cost of Sworn/Uniform positions includes (salary, social security, retirement benefits and other 
benefit costs), excluding overtime. Benefit cost were based on fiscal year 2005-2006 data from the COSA 
SAP System. The estimated Department Director salary was based on the average base salary for a 
governmental Communications Director position in the San Antonio area.    
 
Source: Average Communications Director base salary was obtained from salary wizard.com. 
All other salary data was obtained from the COSA SAP System.   
 
Appendix A-2 

Average Gross Compensation for Center Dispatchers
Source:  2004 W-2 Forms
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*Note: 2004 gross compensation amount includes salary, overtime and other benefit costs. 
 
Source: SAP System 
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Appendix A-3  

Abandon Calls compared to Emergency 9-1-1 Calls
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Source: Data provided by Police Center Management 
 
 
Appendix A-4  

Communications Center Statistics Comparisons  
 City of San Antonio 

Police Department 
City of Austin  

Police Department 
City of Dallas  

Police Department 
Population 1,282,800 678,769 1,214,800

9-1-1 Emergency Calls 1,107,038 708,454 1,598,717

Dispatchers 21 sworn, 53 civilian 55 civilian 50 civilian

Call-Takers 53 85 FTE, 30 PTE* 90*

Abandon Rate 20.3% 5.0% 7.9%

Calls per Call-Taker per year 21,289  7,084 17,763

*Note: Dallas has fully integrated the 911 and 311 call receipt systems. Call-Takers answer both 911 and 
311 calls. The Austin 3-1-1 call center will start taking non-emergency calls in 2006.  
 
Source: Data provided by San Antonio, Austin, and Dallas Communications Center Management. 
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Appendix A-5 
 

Current Or Planned Civilianization Comparison Between Major Metropolitan Cities 

    
Consolidated 
Organization 9-1-1 Call-Takers Police Dispatchers Fire/EMS Dispatchers 

Rank (1) City Names 
911/ 
311 

Police/ 
Fire/ 
EMS Civilian 

Sworn/ 
Uniform Civilian 

Sworn/ 
Uniform Civilian 

Sworn/ 
Uniform 

1 New York City, NY (2) - - - - - - - - 

2 City of Los Angeles, CA (2) - - - - - - - - 

3 City of Chicago, IL Yes Yes Yes No Yes (3) No Yes No 

4 City of Houston, TX No No Yes No Yes (4) No No Yes (4) 

5 City of Philadelphia, PA No No Yes No No Yes No Yes 

6 City of Phoenix, AZ (2) - - - - - - - - 

7 City of San Diego, CA No No Yes No Yes No Yes No 

8 City of Dallas, TX Yes No Yes No Yes (5) No Yes (5) No 

9 City of San Antonio, TX No No Yes No Mixed Mixed No Yes 

10 City of Detroit, MI (2) - - - - - - - - 

11 City of San Jose, CA No No Yes No Yes No Yes No 

12 City of Indianapolis, IN No No Yes No Yes No Yes No 

13 City of San Francisco, CA No Yes Yes No Yes No Yes (6) No 

14 City of Jacksonville, FL No No Yes No Yes No Yes No 

15 City of Columbus, OH No No Yes No Yes No No Yes 

16 City of Austin, TX Yes No Yes No Yes No No Yes 
 
1. Ranking: U.S. Census Bureau for year 2000 as published in April 2, 2001 
2. The following cities were excluded because of their complexity, size (New York city and Los Angeles 

city), incomparable structure (City of Phoenix) and lack of available data (City of Detroit).      
3. About 20 Police Officers remain on staff and are being civilianized through attrition. 
4. City of Houston’s long term goal is to civilianize the Fire Dispatcher positions. Currently, all 92 Police 

Dispatchers are civilianized but they are supervised by 18 uniform personnel. Fire Dispatcher 
positions have not been civilianized. 

5. City of Dallas plans to civilianize the Police and Fire Dispatchers by the summer of 2006. 
6. City of San Francisco has 14 firefighters with a goal of a completely civilian dispatch workforce by 

June 2005.  
 
Source: Interviews with Austin, Dallas, Houston and Jacksonville Center personnel. Civilianization  
information for all other cities was obtained from the cities’ websites and on-line budget data. 
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Appendix B – Reference To Reports From Other Cities Identifying Trends And Best 
Practices  
 
 
Houston Emergency Center Performance Report, June 2005, prepared by Jefferson Wells International.  
Internet address: http://www.houstontx.gov/controller/audit/05-27.pdf
 
 
Review of the Winnipeg Police Service Communications Centre, June 2002, prepared by the Winnipeg 
Audit Department. Internet address: http://www.winnipeg.ca/audit/reports.stm
 
 
E911 System Assessment Report, April 2001, prepared by Gartner Consulting. Internet address: 
http://www.nashville.gov/finance/Internal_Audit/911_Audit.htm
 
 
Management Audit of the San Francisco Fire Department, January 2002, prepared by Harvey M. Rose 
Accountancy Corporation, Internet address: http://www.sfgov.org/site/budanalyst_index.asp?id=7002
 
 
9-1-1 Dispatching: A Best Practices Review, March 1998, prepared by the Office of the Legislative 
Auditor, State of Minnesota. Internet address: http://www.auditor.leg.state.mn.us/ped/pedrep/9806-
all.pdf

http://www.houstontx.gov/controller/audit/05-27.pdf
http://www.winnipeg.ca/audit/reports.stm
http://www.auditor.leg.state.mn.us/ped/pedrep/9806-all.pdf
http://www.auditor.leg.state.mn.us/ped/pedrep/9806-all.pdf
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Appendix C - Dispatcher Benefit Comparison For Major Cities In Texas 
 

Table shows benefit comparison for major cities in Texas, including San Antonio. 
 
Source: City of Houston, Houston Emergency Center Performance Review, June 2005, prepared by 
Jefferson Wells International 
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Appendix D - City Of Houston - Emergency Center Fiscal Year 2006 Proposed Budget 
 

City of Houston’s fiscal year 2006 proposed budget demonstrates the trend towards civilization and cross 
training of employees 
 
Source: City of Houston, Houston Emergency Center Fiscal Year 2006 Proposed Budget 
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Appendix D - City Of Houston - Emergency Center Fiscal Year 2006 Proposed Budget 
(Con’t)  
 
Houston Emergency Center (HEC) is completely composed of 9-1-1 civilian call operation personnel. In 
September 2003, the Police and Fire Dispatchers were re-located to the HEC building; however, they still 
report to the Police and Fire Department Management. The City’s long term goal is to provide City-wide 
emergency response services using civilian Police and Fire dispatchers.  Currently, Police Dispatchers 
are composed of civilian dispatchers with police supervision. The Fire/EMS Dispatchers are all uniform 
personnel. HEC staffing summary total does not include Fire Dispatchers. 
  
Source: City of Houston, Houston Emergency Center Fiscal Year 2006 Proposed Budget 
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Appendix E - City Of Austin – Fiscal Year 2005-2006 Proposed Budget For Police And Fire 
Dispatch Operations 
 
City of Austin fiscal year 2005-2006 proposed budget performance plan shows that the Police 
Communications area is civilianized.. 
 
Source: City of Austin Fiscal Year 2005-2006 Proposed Budget 
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Appendix E - City Of Austin – Communications Fiscal Year 2005-2006 Proposed Budget 
(Con’t) 
 
City of Austin fiscal year 2005-2006 proposed budget performance plan shows that the Fire 
Communications section is operated by sworn personnel (Firefighters). 
 
Source: City of Austin Fiscal Year 2005-2006 Proposed Budget 
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Appendix F- City Of Chicago City-wide Organizational Chart 
 

The organizational chart illustrates the City of Chicago’s Office of Emergency Management and 
Communications (OEMC) reporting structure. The OEMC supports public safety services such as 9-1-1 
dispatching for Police, Fire and EMS, 311 services, Traffic Management Authority, and City-wide 
emergencies and disasters. The OEMC employs 436 civilians to operate Police dispatching, 107 civilians 
for Fire/EMS services, 36 civilians for traffic control and 78 civilians to answer 311 calls. The rest of the 
positions are for technology, emergency management and administrative services. About 20 
commissioned Police Officers remain on staff; through attrition these positions are being civilianized. 
 
Source: 2005 Budget Overview - Organizational Chart – City of Chicago website 

 

Fiscal Year 2005: 
Operating Budget:$61 million 
Staffing FTE: 808 
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Appendix G – City Of Chicago’s Office Of Emergency Management And Communications 
(OEMC) Website 

 
OEMC website provides further insight into a mature emergency call center. Chicago’s OEMC was the 
first facility in the United States to consolidate all of its emergency management functions.  
 
Source: City of Chicago, OEMC website as of August 2005. 
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Appendix H - Emergency Communications Department (ECD) 
 

The City of San Francisco’s fiscal year 2004-2005 Mayor’s Budget shows that all 9-1-1 dispatch services 
for Police, Fire and EMS throughout the City and County of San Francisco are provided primarily by 
civilian personnel.  There were still 14 firefighters remaining with a goal of releasing them by June 2005.     
 
Source: City of San Francisco Mayor’s Budget 2004 – 2005, pages 135 and 136 

 

 

 

Internal Audit Department 
 

Page 37 of 37 












	 TABLE OF CONTENTS 
	 EXECUTIVE SUMMARY 

