DRAFT 7/26/17
MOU on Cost Sharing for Member Communities of Chittenden County Public Safety Authority
A. Introduction

Following affirmative votes by a majority of citizens in three or more communities, the Chittenden
County Public Safety Authority (CCPSA) will exist. It is not possible at this time to know which
communities’ votes will be positive, resulting in membership. It is not possible to know at this time
when the CCPSA will be ready to accept responsibility for operating dispatch services for each
community. Nor is it possible to know precisely when communities will be ready to transition dispatch
service to the CCPSA. Therefore, it is challenging to prepare a budget for the first year of operations—
unless the CCPSA were to receive a budget for operating expenses in addition to the cost of local
dispatch services.

DeltaWRX, a consultant retained to assist with the creation and budgeting for a regional dispatch entity,
proposed an additional allocation of $500,000 for pre-operational startup labor costs, together with
$1.2M in startup capital. However, we believe that transitioning seven local dispatch operations to
regional dispatch within the course of a single year may provide a recipe for failure. A complex
operation like the CCPSA is more likely to find success through organic growth typical of the private
sector, complete with beta testing and incremental expansion. Transitioning over time also provides the
best opportunity for any necessary reduction in staffing to be accomplished through natural attrition
rather than by way of layoffs.

Therefore, in accordance with the Agreement to Create the Chittenden County Public Safety Authority
(Agreement), the following system of initial contributions is established --

B. Initial Contributions

e Member communities are initially authorized to commit to the contribution of financial
resources budgeted towards their current dispatch operations, plus any additional funds said
communities are willing to contribute.

e The CCPSA budget will be comprised of voluntary contributions of members in this phase.

o The expectation during this initial phase is that the CCPSA budget would grow annually
at the approximate rate of dispatch budget growth in the member municipalities.

e The costs of the first one and possibly two years of dispatch services provided by CCPSA would
likely be funded from already approved municipal budgets.

e Subsequent initial funding would be budgeted by the CCPSA board without a formula, in such a
manner that a community’s initial contribution of their current budget would be continued with
any increase equal to or approximating the increase in municipal dispatch budgets.

o Any percentage increase shall be consistently applied to all communities in this phase of
subsequent initial funding.



e |nitial funding will continue until all members receive service for two full years.

e Any deficits that accrue in the initial years of dispatch service operation by CCPSA, prior to the
implementation of the Long Term Contributions, described below, shall be apportioned to those
members to whom CCPSA provided dispatch services during the Initial Funding phase.

This approach is expected to build up the CCPSA in a flexible, paced, and affordable manner. This
incremental approach will help reduce the need to fund pre-operational startup operating and capital
costs (not including radio costs) as recommended by the consultant.

Long Term Contributions

1) Contribution Formula

After one full fiscal year of service has been provided to all members that are parties to this MOU, the
second full year of funding shall be based on the initial contribution outlined above. Funding in
subsequent years shall be based on the following steps:

e Step 1: Determine net costs, including operating expenses, capital expenses, capital reserves,
grant revenues, PSAP revenues, contract revenues, excess initial contribution repayment and
any CCPSA deficits.

e Step 2: Determine the three year rolling average of calls for service in each member community,
for the past three fiscal years (regardless of whether the member received service from CCPSA
during that period) expressed as a percentage:

e (Calls for service in member communities are defined as: Calls for any emergency service
agency (including non-municipal agencies serving the community) in a community
including: police, fire, or rescue services. The calls are counted per agency responding,
not per incident. Calls include agencies responding to mutual aid calls. Calls include
anything that causes a public safety employee to take an action or expend agency
resources, whether agency-initiated or citizen-initiated.

e The Chittenden County Sheriff's Department shall not pay for calls to avoid a charge
back through the County tax.

e Step 3: Apportion Step 1 net costs based on Step 2 percentages as defined above.

For example, if on July 1, 2020 (FY 21) all members have been involved in the CCPSA for one full fiscal
year, the CCPSA shall have entered the second full fiscal year based on the initial contributions. By
September 2020 there will be first full year operating costs with all members participating in the CCPSA
on which to base future decisions.

If the net cost for FY22 (including operating, startup and capital) is $3.1M and average calls for service
among member communities for FY’s 18, 19 and 20 are 143,652 and the Town of Colchester has 16,373
average annual calls for service during that time period (including Saint Michael’s College Rescue and a



few rescue calls from Burlington Fire), Colchester’s call share of the FY 22 costs would be 11.4% or

$353,328.

2) Reimbursement for Excess Initial Contributions

This section provides for the reimbursement of communities that provided excess initial contributions

toward startup and operating expenses beyond the Initial Contributions, described above, which

spreads such costs over all member communities. It provides for reimbursement over a five to ten year

period, based on an individual community’s contributions and all communities’ shares as further
described below.

e Step 4: Determine excess initial contributions toward startup capital and operating expenses (i.e.,

contributions beyond the Initial Contributions, described above).

O

O

Excess capital contributions toward startup may include contributions of “capital

equipment.”

Capital equipment shall include, but is not be limited to, the following: computer
aided dispatch software purchase and license fees, including alteration thereof to
serve more than one member of regional dispatch in linking to 911; GIS; law
enforcement records management; fire records management; station alerting;
NCIC/VCIC and related databases; voice logging and recording systems; facility
improvements; electrical, telecom or IT wiring; telecom equipment; furniture;
servers and IT network infrastructure; radio equipment; PSAP equipment, including
design or engineering costs related to any of the above.

To qualify for reimbursement under this section, a contribution of capital equipment
must have more than a one year useful lifespan or be valued at over $5,000,
including multiple single items contributed contemporaneously for use by regional
dispatch and having a combined total value of over $5,000.

Capital equipment contributions must be in use by regional dispatch at the time
long term funding contributions by members are implemented and required.

Capital equipment reimbursable under this section shall not include any equipment
purchased prior to July 1, 2017. All such equipment purchased prior to such date,
which is usable and desired by regional dispatch, and not necessary to retain at local
police departments, shall be contributed to regional dispatch as local dispatch
transitions thereto at no charge or cost to CCPSA.

Qualifying excess contributions toward operating costs are those contributions that exceed

municipally budgeted operating costs, or those that exceed assessments paid under Initial

Contributions. Such contributions may include, but are not limited to, funding new regional

dispatch resources such as managers, trainers, an executive director, IT staff and operating

costs such as rent, utilities, consulting and other related costs and fees.

Excess initial contributions of resources (i.e., contributions in excess of annual funding as

described in the Initial Contributions of shall be claimed by each member within 90 days of
the creation of CCPSA if the expenditure was made prior to the creation of CCPSA or 60 days

prior to the expenditure if after the expenditure was made after the creation of CCPSA.
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CCPSA’s board shall consider the request and shall provide written notice to the
contributing member regarding eligibility for reimbursement under this section within 60
days of such notice. In the event that a member is aggrieved by a determination of the
CCPSA board regarding the eligibility of a contribution for reimbursement, that member
may appeal to the board within 30 days of the date such notice and the board shall hold a
hearing on the appeal of the matter. The aggrieved party shall be allowed to vote on the
appeal, but not the initial determination.

e Step 5: Allocate excess initial contributions to all members based on a three year rolling average of
members’ call percentages to determine the first year’s net costs.

e Step 6: Determine over/underpayments for excess initial contributions based on actual
contributions of such resources, as designated and acknowledged by the CCPSA board.

e Step 7: Combine formula funding with payback of excess initial contributions to determine net
funding, and determine payback period such that reimbursement occurs over the shortest possible
time without triggering the “Smoothing Formula,” described below. Under no circumstances shall
reimbursement for excess initial contributions exceed ten years.

3) Smoothing Formula

If the implementation of the above-described formula, after reimbursement for excess initial
contributions, will increase any member’s contribution (including operating and capital expenses) by 5%
or more in the first year:

o The formula shall be implemented over time, not to exceed six years, and within that time,
as short as possible, such that the impact of the formula is in any one member community
is limited to an increase of 4.9 percent annually.

o This smoothing formula shall apply to a member community only if CCPSA was providing all
dispatch services to that community in the year before the formula is implemented.

e Step 8: For all communities in which CCPSA is providing all dispatch services in the year prior to the
implementation of the formula, determine if net funding plus reimbursement of excess initial
contributions results in any community paying 5% or more than the currently budgeted year.

e Step 9: Apply Smoothing formula
o If any community would pay an increase of 5% or more in the first year of transition from
initial funding to long term funding, to the extent possible, the long term funding formula
shall be blended in over time, so as to require an increase of no more than 4.9% to the
community or communities with a 5% or greater increase.



=  However, this blending shall not be implemented if it causes additional communities
to incur an increase of more than 4.9%.

Step 10: Apply a 4.9% increase by taking the current year’s assessment of any member community
experiencing a 5% or greater increase based on the net funding.
o Convert the 4.9% increase to a dollar amount
o Determine percentage of calls in all other communities, not including communities subject
to smoothing, by totaling calls in such communities.
Fund dollar amount by percentage of calls in non-smoothing communities
Add smoothing funding to net funding to obtain adjusted funding

MOU Adoption and Changes

1. An MOU shall be drafted by the CCPSA board and shall be approved by an affirmative vote of
the majority of the CCPSA board. However, each member community’s legislative body shall be
required to ratify the MOU before the community may receive services from the CCPSA and
before the community shall become responsible for operating costs or capital costs of the
CCPSA.

2. The MOU may be amended by an affirmative vote of the majority of the CCPSA board. Changes
to the long term MOU must be ratified by the majority of the legislative bodies of the CCPSA.



DRAFT 7/25/17

Outline on Cost Sharing for Contracting Municipalities or Public Safety Agencies of Chittenden County
Public Safety Authority

Intention of Relationships: Any agreement for dispatch services shall be by and between the Chittenden
County Public Safety Authority (CCPSA) and the public safety agency or entity with the most direct
impact on and relationship to those dispatch service (i.e., the agency for which CCPSA will provide such
dispatch services). For example, when a Vermont municipality has a not-for-profit fire department (i.e.,
a fire department that is not under the direction and control of the municipal legislative body for the
municipality in which it is located), the agreement should be with the not-for-profit fire department, and
the department should request funding for dispatch services at the time and in the manner that it
requests other funding from the municipality or municipalities that it serves. In such instance, the non-
municipal public safety agency may be required to provide surety, in a form acceptable to the CCPSA
board, for the costs for dispatch services that it incurs under the agreement.

Any agreement for less than $10,000 annually shall require a five year minimum relationship.
Agreements with public safety agencies shall not be aggregated so as to bypass this minimum. The cost
of dispatch services provided by the CCPSA to the contracting public safety agency will be billed on a
[quarterly] basis in advance of service provision, with payment required within 30 days of billing.

Any agreement for dispatch services may be terminated by either party, upon 90 days written notice to
the other party, for any reason. In the event of such termination, any unpaid balances for dispatch
services provided shall immediately become due.

Contracting Municipalities or Public Safety Agencies shall not be bound to the long term capital costs of
the CCPSA, beyond the commitments laid out in this agreement.

Cost sharing shall be based on a CCPSA fee per call developed by estimating future year’s costs
(operating costs, capital outlays, debt service, capital reserves startup cost repayment) net of secured
and highly expected grants for equipment and PSAP operations and divided by expected calls, not
including calls to the Chittenden County Sheriff. Each municipal or public safety agency’s cost shall be
based on the average of the last three full fiscal years of calls in that community or agency according to
the below definition of “calls for service.”

Calls for service definition:

Contracts with Municipalities: Calls for any emergency service agency response (including any response
by non-municipal agencies serving the community) include all police, fire, and rescue service calls that
cause a public safety employee to take an action or expend agency resources, whether agency-initiated
or citizen-initiated. Calls shall be counted per agency responding, not per incident, and include agencies
responding to mutual aid calls.

Calls include anything that causes a public safety employee to take an action or expend agency
resources, whether agency-initiated or citizen-initiated.
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Contracts with Public Safety Agencies (independent of Towns): Any call to a public safety agency in
communities where that agency has primarily response obligations, as well as any calls that the public
safety agency responds to in communities that are not members of the CCPSA and/or do not contract
directly with the CCPSA. Calls shall include police, fire, or rescue services. Calls shall be counted per
agency responding, not per incident and include agencies responding to mutual aid calls. Calls include
anything that causes a public safety employee to take an action or expend agency resources, whether
agency-initiated or citizen-initiated.

Any amendments or modifications to this agreement shall be in writing and signed by the parties
thereto.



