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III. Current program and systems overview
III.A. Program Description
[image: image3.emf]The DPR is responsible for public safety in 278 State parks, recreation areas, beaches, cultural sites, and historic sites located throughout California. The safety of 82 million annual visitors, as well as the protection of critical public infrastructure within the parks (including eight dams, reservoirs and lakes), depends upon the DPR’s public safety program. The public safety risks to visitors include, but are not limited to: accidents, crime, fire, flood, earthquake, tsunami, and even exposure to nuclear contamination. In addition, the DPR’s public safety program protects the extraordinary natural and cultural resources that are contained within our world renowned State Park System. 

The DPR operates three Communications Centers in California: Norcom in Sacramento County, Cencom in Monterey County, and Surcom in Riverside County. These three Centers provide dispatch and telecommunications support services for approximately 700 State Park Peace Officers, 300 Fish and Game Wardens, and other law enforcement personnel in various agencies strategically located throughout the state, including the Department of Fish and Game, the National Parks Service, the Mountains Recreation and Conservation Authority, the U.S. Fish and Wildlife Service, and the Department of Development Services. Through these Communication Centers, the DPR and its partners coordinate efforts to protect both the public and California’s natural and cultural treasures. 

When public resources are limited, a mission critical element in assuring the safety of the public is the use of technology to improve upon the efficient delivery of public safety services. Modern law enforcement agencies throughout the United States use Computer Aided Dispatch (CAD), Records Management Systems (RMS) and Mobile Data Terminals (MDTs) to deliver more efficient service to the public while helping to protect Peace Officers from danger. When integrated together, these three technological tools help law enforcement personnel more efficiently manage public safety calls for service and field activity, and make it easier for law enforcement personnel to prevent criminal activity.

The DPR’s existing CAD system was developed more than fifteen (15) years ago; it simply no longer meets the needs of a modern public safety organization. While the CAD may have met many of the business requirements in 1992, its usefulness has been severely curtailed by: 1) the vast increase in visitation to the State Park System, 2) the subsequent increase in public safety calls for service (due to the increased visitation numbers), 3) the increase in the number of Peace Officers the DPR’s Communications Centers support, and 4) the continuously increasing business requirements placed upon a modern public safety organization
III.B. Current Environment
The current business practices are semi-automated with regard to dispatch operations, but remain manual elsewhere (for example, in records management, work assignments, mapping, etc.).
III.B.1 Current Dispatch Operations
The DPR Communications Operators use the current CAD as an aid in dispatching calls for service and managing field resources (their two primary objectives). When initially deployed, in 1993, the CAD module represented an improvement over manually writing down calls for service on paper, and handing them to Communications Operators for over-the-air assignment. Similarly, the CAD originally helped to monitor the activity of field units in an electronic manner. The principle objectives of the current CAD module are:

· Track officer status including alarms for enforcement activities;

· Track data for events;

· Provide a lookup table for officers, other employees, and rolodex phone files; and 

· Provide reference data associated with locations that are identified by a text description.

The primary data input (e.g., key entry and related manual procedures) and validation characteristics are:

· Data entry is done through a variety of input devices (e.g., mouse, keyboard, foot pedal, and touch screen) while using a headset to communicate through phone and radio.

· Very little data validation is done. Once data for an event has been entered, it can be appended to, but the original record cannot be changed.

III.B.1.a User and Technical Inadequacies

The volume of both calls for service and field units preclude the Communications Operators from receiving the originally designed benefits from the current CAD. For example, the CAD cannot display all of the deployed units because it is limited to the number of lines that can be displayed on the monitor at any given time. Therefore, when activity peaks, and many units are deployed, the Communications Operator cannot see all of the resources. In a related topic, when Communications Operators receive many calls for service, they are also concealed beyond Communications Operator’s view. These two barriers force Communications Operators to either toggle through screens, or simply resort to the old fashioned method of writing things down on paper. 

Another shortcoming is the system’s inability to accept commands and information at the speed with which Communications Operators type. Unfortunately, the Operators don’t always know whether the system has accepted their entries until they stop typing. The negative consequence is twofold: either they intentionally enter information more slowly than they are capable, or they re-enter typed data more than once to match pace with the application. 

While a slow CAD is frustrating, the system’s penchant for randomly freezing during operations (requiring a system reboot) is a very serious safety concern to Communications Operators and field units, alike. Communications Operators are always wary of this possibility, and frequently hand-write critical information on post-it notes or scratch paper “just to be safe”. 

Technical management of the system is challenged by the many user-demands for improvement that are technically impossible (due to the obsolescence and limitations of FoxPro as a developer’s tool). The application lacks a data dictionary, an application schema and technical documentation. The current CAD is supported by a third party vendor. 

The specific weaknesses include:

· Redundant data entry by Communications Operators entering California Law Enforcement Telecommunications System (CLETS) requests and entering event data. For example, when Communications Operators enter an Officer’s car stop in CAD, they enter the details of the car stop, along with the license plate. Then, they turn to a standalone CLETS terminal and enter the same license plate again. When a return comes from CLETS, the Communications Operator reads the information, and retypes the return information (such as vehicle year, make, and model) back into the CAD application. 

· Inability to have multiple event windows open at same time, forcing Communications Operators to take hand notes and enter events later, thus invalidating event time stamps.

· Inability to attach multiple officers to the same event.

· Absence of a Geographic Information System (GIS) interface causing difficulty in obtaining GIS coordinates for rescues.

· Absence of records management functionality causing Operators to cut, paste, print, and fax data to Ranger Headquarters for report generation.

· The program is based on old technology (DOS and FoxPro), and is difficult to maintain and operate in an evolving Microsoft Windows environment.

This system requires a continuous 7x24 hour operation, 365 days a year. During graveyard shifts, there may only be one person on duty, but normal daytime operations consist of several Communication Operators with a supervisor. 

The aggregate effect of the myriad problems has led to extreme user dissatisfaction.

III.B.2 Current Records Management Operations

While the CAD and mobile modules manage real-time event activity, the RMS encompasses the myriad law enforcement responsibilities which occur once an event has concluded. 

The fundamental objectives include the capture, maintenance and analysis of all DPR incident and event information including criminal and non-criminal events and investigations. More specifically, DPR staff manually enters, stores, retrieves, retains, archives, views and exchanges records, documents, data, and files related to persons, vehicles, incidents, arrests, warrants, traffic accidents, citations, pawn tickets, civil process paper service, gun registration investigations, and property and evidence.

Most records originate with a report filed by field Peace Officers. The reports are written by hand, and currently are processed by hand (including having supervisors hand sign approvals). Records technicians read each report, and verify the accuracy, completeness and the appropriate use of criminal justice codes which are used for State and national crime analysis. If errors are found, the records staff physically mails the report back to the author, and request corrections. If the report is valid, it is filed by placing it into a folder, and placing it into shelving. 

Records staff make the determination of who within the DPR should have a copy of the report. When necessary, the Records staff makes photocopies and sends the files via interoffice mail to the appropriate parties, which can include: the District Attorney, Administrators, Detectives, Parole, Probation, Patrol, and others. 

When reports are sent to an investigator, a supervisor initially receives the reports and manually reads them to determine which detective to assign. Once assigned, the investigator prepares supplemental reports and case notes manually (again, precluding the future searchability of the captured data). 

Property and evidence is similarly a manual process, wherein any forms or paperwork that pertain to property and/or evidence is sent to the DPR business unit, where technicians read through reports to determine whether any identifying marks or serial numbers exist that need to be entered into CLETS (this is done so that property/evidence is contained in a national database that is searchable). When property/evidence is housed within the DPR, its movement is recorded in a manually maintained log (for example, if an article of evidence is taken to court, it is “checked out” and “checked in” upon return).

All RMS business processes require significant amounts of time to complete and the input is always subject to human error due to the paper-based nature of the records. The most significant complication is the inability to search the thousands of records in an automated manner. 

User satisfaction with searching for information is very low, and most have become accustomed to waiting for information to be captured, recorded, filed and retrieved. 

One of the most frustrating examples of manual record keeping is the retrieval and presentation of statistical data mandated by the State and federal governments. This manual process takes days to complete. Moreover, the quality of the statistics is questionable, as the DPR does not retroactively make corrections because there is no known method for achieving this business process. As an example, if a missing person report was filed in December, and the person was located in January, the DPR is supposed to file the change in the January report. However, because the lag time in processing reports exceeds 30 days, the statistician is rarely (if ever) made aware of changes to previous reporting activity.

III.B.3 Current Mobile Operations

Peace Officers who are deployed in the field rely on manual options for meeting the objectives of their daily assignments, which include:

· Receiving calls for service from the Communications Centers,

· Maintaining communications with the Communications Centers and colleagues (fellow field units),

· Conducting field interviews,

· Preparing original and supplemental reports (incidents, arrests, traffic, etc.), and

· Patrolling designated sectors.

In fulfilling each objective, Peace Officers have developed manual processes:

· When calls for service are broadcast (via voice radio), the Peace Officer writes down the location of the call, and the circumstances surrounding the event. He/she then uses a map book to identify the location of the call, and plot a driving course. 

· Communications are handled manually both during incidents, and throughout the balance of their shift. Thus, every activity (i.e., car stops, pedestrian contacts, even lunch and getting fuel) is announced over the radio. Additionally, whenever an inquiry is conducted (such as checking to see whether a detained person has outstanding warrants, or checking to see whether a vehicle is stolen), it is handled over the radio with a Communications Operator executing the inquiry at one of the Centers, and relaying the results back to the Officer over the air. 

· Anytime a Peace Officer captures information, he/she manually records the information onto paper. From interviews with people in the field to comprehensive reports (incidents, arrests, traffic, etc.), all information is handwritten on forms. In many instances, the same information is duplicated on numerous forms. 

· Peace Officers conduct manual information searches when attempting to conduct crime analysis within their patrol sector. They physically search through written records and logs to uncover trends or patterns.

Peace Officers have very low levels of satisfaction with the current manual environment. Because every communication transaction occurs over the radio, congestion and delays are common. Regardless of the type of communication (from being in pursuit to going out for lunch), it is done manually and broadcast over the radio. 

Requests for information often require patience, as each field unit waits for their requests to be fulfilled – usually in the order in which the request was received (the exception being priority, or emergency requests). 

Beyond the lack of satisfaction, the continuous use of voice radio poses a safety risk, as criminals have the ability to listen to police radio channels. By monitoring the complete activity of the DPR, criminals are in a position of advantage.

Reports require substantial time to complete, and are subject to quality variations that are based on each Peace Officer’s spelling and grammar skill set. Many descriptors (such as a person’s name) are rewritten several times during the preparation of any given report. The manual preparation (and duplication) leads to significant levels of dissatisfaction, as well as the chance for error. Notwithstanding employee dissatisfaction, the greatest impact is the fact that manual information cannot easily be searched, or used, by the balance of the DPR staff.

III.C. Existing Infrastructure

The following illustration depicts the CAD technical environment presently in place at each of the three Communication Center locations. The dispatch environment is isolated and independent from other DPR resources. (The current Records Management and Mobile Operations functions do not have any supporting automated systems.)
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Figure III‑A. Current CAD Technical Diagram

III.C.1 Desktop Workstations

The existing CAD system is accessed via Intel-based desktop workstations with Pentium-class processors, running in an MS Windows XP Pro SP2 environment. Each Communications Center has between 10 and 15 of these dispatch workstations. 
III.C.2 LAN Servers

The existing CAD system runs on Intel-based MS Windows 2003 Standard Edition, SP2, Mixed Mode. Each Communication Center has one (1) server for the application, several printers, tape backup systems, and an Uninterruptible Power Supply (UPS) and a backup emergency generator.

III.C.3 Network Protocols

The existing CAD utilizes the DPR standard TCP/IP network environment. 

III.C.4 Application Development and Database Management Software

The existing CAD system was developed in-house at the DPR using the FoxPro database system (the version of FoxPro is no longer supported).

III.C.5 
Interfaces

The only data interface is through CLETS, which is operated by a separate program. The CLETS terminal shares the same network physical infrastructure as the FoxPro dispatch program. The CLETS traffic is done through secure frame relay. The Norcom Communication Center has a centralized CLETS interface through the Department of Justice (DOJ).

III.D. 
Current Volumes and Statistics

The following data is based on 2006 statewide information and depicts the size and scope of the DPR’s dispatch activities.

Table III‑A. Current Volumes and Statistics

	Item
	Approximate Volumes

	Total Events Logged per Year
	1.35 million

	Number of Sworn Personnel
	700 State Park Peace Officers

300 Fish and Game Wardens

	Number of Non-Sworn Personnel
	200

	Total Number of Mobile Units
	800

	Traffic Citations (total)
	15,000

	Traffic Accidents
	3,800

	Medical and Related Incidents

(accidents + aquatic medical)
	13, 742

	Aquatic Rescues/Assists
	9,785

	Total Area Coverage
	1.56 million acres

	Average Visitors for all Locations
	82 million per year

	Number of Districts
	25

	Number of Communication Centers
	3

	Maximum Number of Calls for Service in one hour at the Norcom Communication Center
	500

	Maximum Number of Calls for Service in one hour at the Cencom Communication Center
	600

	Maximum Number of Calls for Service in one hour at the Surcom Communication Center
	1,000








