PROFESSIO‘\IAL

ESTABLISHING
TEAM COMMITMENT

To Policy and Procedure

BY ROBERT HODGES, PROFESSIONAL STANDARDS AND TRAINING COORDINATOR,
DEPARTMENT OF PUBLIC SAFETY, SEMINOLE COUNTY, FL




PROFESSIONAL

CHANGING, UPDATING AND DEVELOPING CALL CENTER
POLICY MUST BE A TEAM EFFORT LED BY SOMEONE
READY FOR THE CHALLENGE.

OW MANY TIMES HAVE YOU HEARD, “IT'S NOT

in our policy and procedure manua?’ Now

the big question is, “Why?" People are

quick to say that someone needsto do it, but
no one stands up to take responsibility for updating
and/or developing new policies or procedures.

In most agencies it is usually someone other than
communications personnel who writes policies and
procedures on how a communication center is operat-
ed and by which rules. A law enforcement person
may be assigned to the communication center for 18
months or so, but how effective can this person be for
the overall well-being and focused progression of the
center? Imagine the problems that can be avoided by
assigning someone permanently to the center with
this responsibility. No matter how an agency chooses
to manage the communication center, the team
approach is necessary for its success.

There is no one more qualified than communications
personnel to create and monitor policies and procedures
that directly affect or govern the operational issueswith-
in any communication center; however, there still needs
to be avery strong influence from upper management in
terms of review and input on the actions and functions
that are vitd to an agency’s mission.

One can be assigned the task of writing all the poli-
cies and procedures that reflect normal, day-to-day
communication center operational situations, but it is
very important to be a partner of alaw enforcement or
fire department operational guidance group. By assist-
ing them in developing directives based upon existing

parameters of the center’s capabilities, their critica
missions and the safety of everyone is supported.

If you're thinking that it's not your job or that you
don't get paid to do that, you're wrong—it is your
job. It's everyone's job within a communication cen-
ter to question, correct, update and advance them-
selves and the center as awhole.

The Director’s Role

Where do you begin? Any kind of change must be
supported by the person responsible for the overall
control of the center, be it a manager, director or com-
mander. This person must be the control point for lia-
bility reasons and to ensure the entire team is focused
in the same direction and thought process. By virtue
of being aleader, this person must provide the oppor-
tunity to allow the employeesto create an atmosphere
of ownership for any document that is created or edit-
ed. We all can agree that having ownership of adoc-
ument brings with it the passion to see it done right
and complete. Another aspect of the director’s role
would be to guide the shape and dynamics of a poli-
cy or procedure through periodic review and updates
from the design team, which entails making sure the
wording, legal compliance and practicality of the
document is within the main scope of the subject and
in its truest form—the vision of the agency.

When a director allows ateam to develop a policy
or procedure, the overall pride and professionalism of
the center will increase. Our 9-1-1 professionals are
much more than individuals who can answer a tele-

JUNE/JULY ‘04 | ENPM | 47



_ESTABLISHINGCOMMITMENT

phone and punch a button to talk on aradio. They are highly moti-
vated and educated with a deep desire for commitment and drive to
doit right. Besides, imagine what else a director could be doing if
he or she were not the sole person responsible to design, write,
research and publish local policy and procedures.

Build the policy and procedure writing team based upon the
known abilities of everyone. Once everyone's abilities have been
identified, have a meeting, tell them what needs to be accomplished
and ask for their support. As aresult of this meeting, the employees
now have a buy in and will work diligently toward a working and
evolving product.

The best example is the Weapons of Mass Destruction
Interrogation Cards (see 9-1-1 Callout on opposite page) that were
created by one of the shifts at Seminole County’s Department of
Public Safety’s Emergency Communication Center. Since the cards
were conceived, they have mailed or given out more than 300 times
worldwide, and untold times electronically. Recently, the Florida
APCO chapter requested permission to adopt the cards for statewide
distribution and to provide classes on their use.

Asyou can see, it can be done, provided that the director givesthe
team the opportunity to grow and excel in what they do best.

The Plan

To begin, start at page one and review, challenge and update as
needed. This process should be completed every two years.

DOCUMENT TIPS

PROFESSIONAL

Font size and type—Is the typeface easy
to read and see? Is the font size set at an
appropriate level? 12 point, Times New
Roman or Arial are recommended.

Paragraph/line spacing—Avoid page

breaks mid-sentence or mid-paragraph by
moving the entire section to the next page
or rewording the sentence or paragraph.

Boldface type—Avoid boldface type as
much as possible. Use it only to empha-
size the beginning of a section.

Graphics—Color printing is the best
option, but evaluate your use of graphics,
as they may increase printing costs.
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Samples courtesy of Department of Public Safety, Seminole County, FL, Emergency Communications/E9-1-1.

Sample Procedure Form For Firefighter Down Notification

EMERGENCY COMMUNICATIONS/E9-1-1 DIVISION
OPERATIONAL PROCEDURE
032

Subject: FIREFIGHTER DOWN NOTIFICATION Revised: 12/01/03

Division Manager

To establish guidelines for emergency rescue in the event a firefighter becomes disori-
ented, incapacitated, trapped, or for any other reason requests emergency assistance to
exit a structure. While these procedures apply primarily for structure fire incidents,
they may be utilized for other types of firefighter rescue. This guidelineis not intend-
ed to supercede PASS activation procedures or emergency radio alarm procedures, but
PASS is intended to provide additional guidance in a true “firefighter down” emer-
gency.

When afirefighter feels they are in need of assistance to exit the structure they shall,
on the operating channel, request “emergency radio traffic” and declare “firefighter
down.” The Emergency Communications Center will immediately adhere to the fol-
lowing on the tactical channel:

The procedure for announcing a “firefighter down” situation will be to activate
the warble tones on the radio console by selecting Alert 2 for a period of five (5)
seconds and to announce “firefighter down.” This procedurewill remain in effect
until otherwise directed by the field.

Sample Procedure Form For Mechanical Fire Alarm Situation

EMERGENCY COMMUNICATIONS/E9-1-1 DIVISION
OPERATIONAL PROCEDURE
008

Subject: MECHANICAL FIREALARMS Revised: 12/01/03

Division Manager

Upon receipt of afire alarm from an alarm company, the emergency communications oper-
ator will request whether it is a residential or commercial alarm and confirm whether the
aarm isindicating a general fire or water flow.

Residential and commercial fire alarms require the following response: two (2) engines,
one (1) tower or special unit and one (1) battalion chief.

The only time this procedure will not be followed is during periods of severe weather. The
determination to dispatch one (1) engine to afire alarm (commercia or residential) will be
made by the on duty battalion chief or appropriate staff personnel.

When emergency communications personnel receive information from the alarm company,
resident or employee that the alarm was accidentally activated or false alarm, the TAC oper-
ator will advise the first due responding unit and battalion chief. The battalion chief will
advise the operator what units to continue or cancel.

Example: Seminole: E13, per alarm company/resident/employee, alarm accidentally
activated (or false alarm) and advise unit reason for activation, examples: cooking, fumi-
gating, fogging, etc.

: I
Playing With a
FULL DECK

WMD cards allow call center professionals to quickly respond to
potentially life-threatening situations with knowledge and certainty.

By Sherry L. Baranek

It’s no surprise that in the wake of the terrorist attacks on
September 11th, call center professionals across the country
started thinking of worst-case scenarios and how they could
properly aid those requiring assistance. In one case, a group
of operators from the Seminole County, FL Emergency
Communications Center developed a WMD (weapons of mass
destruction) set of cards designed to help call center person-
nel respond to the threat of biological or chemical attacks, air-
line emergencies and other incidents.

According to Beverly Gribbin, emergency communications
team leader, the concept for the set of cards was initiated by
the Seminole County Emergency Communications/E9-1-1 divi-
sion manager Frank Kirk. He assigned the task of developing
the card set to Gribbin’s shift, which began establishing guide-
lines in the event one of these incidents occurred in Seminole
County. Five shift crew members worked on the project—
including three tactical radio operators with a level of experi-
ence from one to five years, an assistant supervisor with 22
years in the public safety arena and Gribbin herself, with 16
years of experience with the Seminole County Department of
Public Safety.

Gribbin notes that the project took approximately three
months to complete, everything went smoothly and they
received “great support” from their peers. “We utilize the
cards for any type of situation that would fall under a WMD
attack,” she states. “Fortunately, they have not been used too
often, but are available at every position if the need arises.”

For more information contact the Seminole County
Department of Public Safety at www.seminolepublicsafety.org.

CARD 1: Anthrax/Biological Agents
Questions

e \erify the location of the envelope or package.

e Description of substance contacted?

e |s the substance contained?

e Was the substance inhaled or contacted directly?

¢ Are you having any symptoms? If yes, what are they?
e How many people have been involved or exposed?

e When was contact made?

e What symptoms, if any, are they presenting?

Instructions

e Wash hands with warm water and soap.

e Attempt to keep the area blocked off; keep everyone out of
the area.

¢ Do not touch the area where the substance is/has been
located.

e Turn off any fans, air conditioning/ventilation units, and close
doors and windows to room if possible.

BIOLOGICAL AGENT EXPOSURE SYMPTOMS

Cutaneous (skin) anthrax occurs if the spores are in contact with an area
of skin that is not intact, such as a cut or sore. It is marked by a boil or
lesion that forms an ulcer with a black center. This form responds to
antibodies if treatment is started soon after symptoms appear.

Inhaled anthrax occurs when the spores enter the alveoli in the lungs
and infect the chest. They produce toxins that cause hemorrhaging
and fluid buildup in the lungs. Symptoms develop as soon as two
days, and as late as eight weeks after exposure, and appear flu-like,
such as fever, coughing, and chest pain. This form usually ends in
death after lung damage and possible brain infection.

ANTHRAX / BIOLOGICAL AGENTS
Card courtesy of Seminole County Department of Public Safety Emergency
Communications/E9-1-1 Division.
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Sample Telecommunicator Training Form

Format
Interms of the proper format, take alook at the following list Directive 2.0
and place a checkmark next to the one that your agency cur-
rently has, then place an “X” next to the one that you would Fcieine  CUO0SE Fmmreiees 1290

like to develop.

TelsCommumicator Traming

__ Forma |
Every paragraph is numbered or lettered in some fashion; a ol 2 Garin ey 571 Gt "L":-"’&-,":J‘;L‘::"&" it e
lot of information to effectively use. Depending on the sub- eI R S ST -
ject it could run on forever, rather than provide specific and R ——
pointed information to use or react with. T M e S L e
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absolutely no allowance for thinking and reacting to an ever- it s
changing situation or event. i
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Out of date, nonexistent or does not apply. A very libelous R
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situation to be in, one where there is no formal guide or set
of procedures to accomplish any agency’s mission except the
common theme of “do it my way.” An attitude of if “itisn’t
broke, why fix it?’

___Informal

A guideto the mgjority of situations, which includesthe pre-
requisite appropriate policies and procedures of the agency;
rational, critical thinking is encouraged. A format that allows
for the proverbia thinking outside of the box.

No matter how an
agency chooses
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Sample Instructor Requirement Form

Directive 2-10
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to manage the —_—
communication center, R S R B

the team approach is
necessary for its
SUCCESS.

If your selection means a change of format, you have to
ensure that it is the best choice for the agency. Obtain the
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proper permission before proceeding, or recreate the current To8
policies and procedures in the new format and then present it
to the appropriate authorities, which would ensure that every-
one involved has a copy of the actual document. As long as 1
someone is reviewing, updating or creating new policies or
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procedures to meet the rapidly changing
emergency communication center environ-
ment, the method chosen is not important.

The following items should be included
in any of these documents:

e Title of document

* Date of issue

* Date of revision

* Revision number (optional, could be

kept in the master records)

» Purpose statement

« Discussion/comments

* Procedures

 Page numbers

Appearance

The document produced will be a direct
reflection of the agency and design team,
so take thetime to review the format select-
ed and remember to proofread several
times because appearance is key. Giving
the document to another party to proofread
is recommended (see Document Tips
sidebar, page 48).

Objective

Here are a few items to consider when
developing policies, procedures or guide-
lines. By following them, it will save alot
of time when determining how to write
one. These suggestions are aresult of many
years of reading, writing and observing
other layouts:

1. A document explaining how al infor-
mation contained in the book will be devel-
oped, approved, edited/revised or deleted is
necessary.

2. Never discard old policies or proce-
dures. A copy must be kept for record pur-
poses in the event of any litigation or to
demonstrate the chain of creation or revi-
sion. Additionally, there must be a docu-
mented education process—such as class-
room training with the appropriate tests to
ensure that all employees were trained in
the subject in a standardized format.
Adherence of this rule also complies with
the currently established standards for
CALEA.

3. A document explaining who the
authoring group is and their responsibilities
is highly recommended—not by actual
name, but by position name. People come
and go, but the position stays.

4. A document that spells out that every-
thing must be reviewed for application and
vaidity every two years (or thetimeframe your
agency prefers) isrecommended. Thisaso will
assis with reducing liability exposure.

5. Make sure your agency stays ahead of

emerging technologies, trends and laws so
there is no lapse in training or policy/pro-
cedure development.

This is a huge responsibility to take on,
but the right planning, organization, deter-
mination and teamwork will get the job
done right for the safety of all involved.

ENPM

EMERGENMCY MUMBER

PROFESSIONAL

Robert Hodges is a professional stan-
dards and training coordinator for the
Department of Public Safety, Seminole
County, FL, Emergency Communica-
tions/E9-1-1. He can be reached at (407)
665-5167 or via www.seminolepublic-
safety.org.
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