APPROVED & ACCEPTED
by Cilty Council
City of Grand Forks //WJMM

Ty oF 04/21/2025 Maureen Storstad

GRAND Staff Report City Auditor

Fo s Committee of the Whole - April 14, 2025
- City Council - April 21, 2025

NORTH DAKOTA

Agenda Item: Public Safety Answering Point (PSAP) Department Restructure and
recommendation of termination of Joint Powers Agreement.

Submitted by: Todd Feland, City Administrator
Tangee Bouvette, Human Resource Director
Gary Lorenz, Fire Chief

Staff Recommended Action: Approve the organizational restructuring of the Public Safety
Answering Point (PSAP) under the Fire Department. Replace the Joint Powers Agreement with
User Agreements for Services for all entities wanting to utilizing the City's PSAP services,
subject to final review and approval of the City Attorney.

Committee Recommended Action: Motion by Osowski, second by Lunski to refer to City
Council with a recommendation to approve. Motion
carried unanimously.

Council Action:  Motion by Osowski, second by Berg to approve consent agenda. Motion
carried unanimously

GENERAL OVERVIEW:

On an ongoing basis, the City of Grand Forks (City) examines, anticipates, and reacts to
strategic opportunities to improve organizational efficiency.

In response to ongoing staffing challenges, leadership and management concerns, and
public objection from stakeholder entities, a mutual separation agreement was executed
with the City’s former Public Safety Answering Point (PSAP) Director on March 26, 2025.

The PSAP department has been placed temporarily under the direction and control of Fire
Department Chief Gary Lorenz with direct operational control of the PSAP center falling
under Deputy Chief Chuck Marcott.

The City administration desires to make this a permanent restructuring of the PSAP to
provide continuity and stability within the center. Moving the PSAP department under the
Fire Department will improve collaboration and communication channels to ensure all levels
of staff are supported and informed. The restructuring will also make available additional
resources for PSAP, if needed. New leadership will maintain alignment with the needs of local
and regional entities. It will be a strategic priority to increase the retention of staff by
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decreasing turnover and increasing morale through providing stability and opportunities for
growth, which will ultimately result in a higher performing team.

PSAP currently functions under a Joint Powers Agreement with key partners, including Grand
Forks County Sheriff's Office and other rural law enforcement entities, University of North
Dakota Police Department, Grand Forks Fire Department, Grand Forks Police Department,
Altru Health Systems, and many area rural fire and ambulance services. Under the Joint
Powers Agreement, there is a one-year termination provision to end the agreement,
although parties can agree to an early termination. The Joint Powers Agreement will no
longer be necessary as the PSAP Department will be integrated into the leadership,
management, and operations of the Fire Department. The City administration recommends
the City Attorney work with our key partners to develop a new User Agreement for Services.
The new User Agreement for Services will be brought to the City Council for review and
approval.

Because of current budget preparation timeline constraints for 2026, the City administration
recommends utilizing the cost-allocation structure as defined in the existing Joint Powers
Agreement with the intention of evaluating possible alternative methods of calculating cost
allocation once the new CAD (Computer Aided Dispatch) system is implemented later this
year.

ANALYSIS AND FINDINGS OF FACT:

e PSAP currently operates as an independent department and functions under a Joint
Powers Agreement with multiple community entities, including Grand Forks County
Sheriff's Office and other rural law enforcement entities, University of North Dakota
Police Department, Grand Forks Fire Department, Altru Health Systems, and many
area rural fire and ambulance services.

e The proposed restructuring would incorporate PSAP operations into the Fire
Department under a Division Chief of PSAP Operations functioning under the Fire
Chief. The structure and number of positions falling under PSAP Operations will
remain similar. The 911 Assistant Director position will be retitled to PSAP Operations
Manager.

e The current PSAP Joint Powers Agreement includes a one-year termination provision
although parties can agree to an early termination.

e Budgetary cost impacts of the restructuring under the Fire Department to the 2026
budget are projected to be neutral.

e Integration into the Fire Department is a natural fit as they have similar organizational
structures with one supervisor working closely with a group of employees out of the
same space.

SUPPORT MATERIALS:
e Current and Proposed City of Grand Forks Organizational Charts.
e Current and Proposed City of Grand Forks Fire Department Organizational Charts.



e Current PSAP Joint Powers Agreement.
e 2024 Calls for Service Breakdown.
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ORGANIZATIONAL CHART
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City of Grand Forks
GRAND Fire Department Organizational Chart
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INTERGOVERNMENTAL AGREEMENT :
FOR THE ESTABLISHMENT AND OPERATION OF
A COMBINED PUBLIC SAFETY ANSWERING POINT (PSAP)

This Agreement is entered into by and between the City of Grand Forks, North Dalota,
a political subdivision (hereinafier referred to as the “City"), the County of Grand Forks, Norih
Dalkeota, a political subdivision (hereimafter referred to as the “County™), and the University of
North Dnjrotn through the North Dakota State Board of Higher Education (hereinafterreferred

to as “TUND").
RECITALS

WHEREAS, the parties hereto have recognized the need for consolidated public service
cornmunications in order to provide the most efficient and effective delivery of the public safety and

emeargency services provided by each party hereto,
WHEREAS, the perties have in common a portion of their jurisdictions,

WEHEREAS, the parties agree to jointly and cooperatively exercise their respective powers
with regard to the establishment, operation, funding, and administration of a consolidated pubic

safety communications system.

WHEREAS, the parfjeshave determined thatenintergovernmental approach should be taken
for the establishment, operation, funding, and administration of a consolidated pubic safety
communications system, The parties have euthority to enter into this agreement pursuant to the

North Dakotz Constituion, Article VI, Section 6; N.D.C.C. Chapter 15-10, N.D.C,C. Chapter 54~
40.3 and/or N.D.C.C. § 57-40.6-10.

WHEREAS, this Agreement will permit the participating parties to jointly utilize their

resopurces,




NOW, THEREFORE, based upon the foregoing Recitals, and based upon the mutual

covenants contained herein, it is hereby agreed by and between the parties as follows:

1. Lstablishment of Public Safety Answering Point Bonrd. There is hereby
established a consolidated communicatons boerd to be known as the Grand Forks County Public

Safety Answering Point Board.

2, Membership of Board. The Grand Forks County PSAP Board shall consist of the

following nine members:

A representative of the Grand Forks County Commission.’

A representative of the Grand Forks City Council,

Chief of the Grand Forks Police Department, or designee.

Chief of the Grand Forks Fire Department, or designee.

Chief of the University of North Dakota Police Department, or
designee,

Grand Forks County Sheriff, or designee,

A citizen of Grand Forks County to be appointed by the Grand Forks
County Commission.

Director of Altru Hospital Ambulance Services, or designee (non-
voting ex officio member).

PSAP Director {non-vating ex officio member),

m oW munwp
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3. Officers of Board, TheBoard shall elect officers from its voting membership at the
* first regular meeting of each calendar year. The officers of the Board shall consist of a Chairperson
anc} Vice Chairperson. The term for each officer shall be one (1) year. The Vice Chairperson shall
succeed tt; the oﬁce'_of Chairperson after one (1) term. All members shall 'sérve ‘without

compensation.

4. Duties and Responsibilitics of PSAP Board. The Board shall have the Tollowing

duties, respansibilities, and authority:

A.  To adopt -such rules and regnlations s may be convement or
necessary for its conduct of business.




B. To provide information and direction for the operation of the PSAP
Center,

c. To review and provide gemeral oversight for all contracts or

. Bgreements necessary in order to operate, equip, or manage the PSAP

Center, subject to applicable City of Grand Forks Administrative
Regulations and further subject to the limits of the Annual Budget.,

D.  To review and comment regarding the Capital Improvements
Program developed and submitted by the Director.

E. To stimulate and encourage long range planning in order to provide
an effective, efficient, and responsible public safety communications
system and center.

F. . Toreview and approve such rules, regulations, policics, and standard
operating procedures as recommended by the Director for the
purposes of managing the PSAP Center and its activities.

G. To accept, receive, and administer grants or other fiunds or gifts for
purposes of carrying out finctions of the PSAP Ceanter.

H.  To establish and approve such operational protocols, policies, and
procedures as recommended by the Director.

L To provide discretionary comment and edvice regarding personnel
matters, including hiring and discipline.

J Such other responsibilities, duties,” end authorities as may be
apprapriate and necsssary in order to address public safety
communication needs of the public and the parties. -

5. Bourd Meetings. The Board shall meet at least quarterly each year A schedule of
regular meetings wﬂ] be estabhshad and distributed after the firstmesting ofthe calendaryear by the
Director. Spemal meetings of the Authority Board may be called at such times as necessary or
convenient by the Chairperson. The Chairperson shall be obligated to call a special meeting upon

the request of two (2) or more members of the Board,

~3-




6. Duties and Responsibilities of the Parties. The parties to this Agreement shall

undertake and provide the following;

A. Contribute funding in accordance with this Agreement, in addition to
eny statutary surcherges, fees, or taxes to contribute any grants,
endowments, bequests, or gifis allocated for PSAP services or

activities. ‘

B. Purchase, utilize, and maintain equipment necessary to carry out the
funetions and purposes of this Agreement, including vehicular pnits
and user equipment (i.e., mobile and portable radio, radio monitoring,
in-dash building amplification equipment) compatible with the public
safety land mobile radio system infrastructure utilized by the PSAP.

C. Pay and contribute its portion of PSAP casts as determined by the
expense allocation plan set forth herein, UND’s contribution shall
not be used for the purchase of any capite] assets or equipment,

7. PSAP CastAIlpcah‘on. PSAP cost allacation for each party shall be calculated by
the number of calls for service for each jurisdiction averaged aver a five year period, Infrastructure
costs that are allowable for use derived from the collection of excise fees ar other taxes shall be

tracked end utilized as provided by state law. Costallocations shall be calenlated asprovided herein

on an annual basis.

8. Budgeting, Funding, and Accounting. The Director shall present an annual PSAP

budget to the Board for review and comment in accordance with the City's ennual budget cycle.

. .
-
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Such annual budget shall include:

A.  Alisting of the estimated expenditures and costs required to operate
the PSAP for the following fiscal year,

"B. An estimate of the income or revenue the PSAP cen be expected to
generate or receive and e listing of the income sources,

C. An estimate of net costs to each party after the expected income is
credited, along with a statement of cost allocation,

A




All income, revenues, or other funding received by the PSAP shall be deposited with the Finance

Director for the City for PSAP purposes.

5, Cnpital Assets/Equipment Acquisition.

A. Al capital assets or equipment acquisitions for the PSAP shall be
made in accordance with Grand Forks City purchasing policies.
‘Where appropriate, the Director shall prepare bid specifications and
other bid documents, Any end sll bidding shall be administered by
the City of Grand Forks, All equipment, furnishings, and Tacility for
the PSAP Center shall be purchased in the name of the City of Grand
Forks and shall become the property of the City of Grand Forks.

B.  Title to PSAP capital assets shall be held in the name of the City of
Grand Forks. Capital assets shall be defined according to City
policies and inventory and shall he recorded with the City's Finance
Director's office. The Citymay, inits discretion, obtain insurance for
Joss or damage to such property.

C. Purchase of supplies and other expendable items shall be made
according to standard purchasing policies of the City of Grand Forks.

10.  City of Grand Forks to Provide Administration. The City will pravide such
edministration and structure to provide important end necessary services for the PSAP Center such
as payroll, employee benefits, facilities maintenance, budget/finance, legal, risk management and
procurement. Such costs shail be included within the PSAP Center’s snmmal budget.

1i.  PSAPDirector. The City shall employ & Director of the Public Safety Answering
Point i 2 full-time position. The Director shall be subject to all City applicable persénnel policies
and procedures. Such position shall be fully funded by the revenues of the PSAP,

12.  Additional Employees, The City shall employ and allocate such other positions as
reasonably necessary for the operation of the PSAP Center consistent with City ordinances and
policies. All PSAP employees shell be subject to City personnel policies and procedures, Such
position shall be filly finded by t:hE revenues of the PSAP,

-5-




13,

PSAP Center and be ultimarely responsible for ell managerial fanctions, jnclnding but not limjted
to, planning, organizing, staffing, directing, controlling, meintaining, purchasing, and budgeting
subject to anypolicy and guidelines promulgated by the Board and firther subject to any ordinances,

Management and Operation of PSAP Center. The Director shall manage the

policies, and gnidelines adopted by the City,

14,

following:

PSAP Center Acﬁviﬁes. The PSAP Center shall undertake end provide the

Provision of public safety communications to the parties of this
Agreement.

Emergency telephone answering.

stpatch of law enforcement, emergency medical, and firefighting
equipment vehicles,

Fire and intrusion alarm monitoring.
Provision of 911 service and festure emergency service.
Issuance of public warnings,

Acquisition, operntion, and maintenance of land mobile radio system
infrastructure consistent with the'needs of the parties.

Compliance with standards and guidelines required for public safaty
answering pomts mc]udmg those set forth in N.D.C.C. Chapter 57-

40.6.
Maintenance of essental records.

Response to reguest for records in accordance with N.D.C.C.
Chapters 44-04 and 57-40.6.

Such other communication and emergency services as are eompanble
and consistent with this Agreement.




15.  Lffective Date. This Agreement shall be effective on the 1% dayofJanuary, 201 5 and

shall continue thereafier unti] terminated by the parties hereto,
16,  Termination, This Agreement may be terminated as follows:

A.  Upon the voluntary withdrawal of & member provided that written
notice of termination is provided to all parties at least one year prior
to the effective date of the termination,

B. On the failure of any party to this Agreement to pay or contibute its
allocated share of PSAP costs to the City, Payment shall be due in
advance of each quarter, on or before the first day of each quarter, If
payment has not been made within thirty (30) days after the due date,
anotice of defhult will be sent to the non-paying party. Termination
will pecur if payment is not received within sixty (60) days of the
notice of default.

C. In the event no funds or insufficient funds are appropriated and
budgeted by any one or more of the parties or funds are otherwise
unavailable in any fature fiscal period for which payments may be
due under this Agreement from eny party. Such party shall
immediately notify all other parties in writing of the lack of such
eppropriations. That party’s obligations hereunder shall terminate on
the last day of the fiscal perod for which the appropriations were
recejved.

17, Termination of Previous Agreement,

‘A, Upontheeffective date, this Agreement shall supercede and terminate
any prior agreement entered into by and hetween the parties for the
establishment and provision of PSAP facilities or services.

B. Upon the effective date, this Agreement shall serve to immediately
rescind any and all prior agreements between the parties relating to
consolidated public safety communications snd to transfer the
ownership of any assets acquired therennder to the City to be utilized
as provited herein.




18.  Responsibility for Loss. Each party hereto agrees to be responsible and assume the
risk of liability for its own wrangful and/or negligent acts or omissions, or those of its officers,

agents, or employees to the extent that such liability may exist.

19, Severability. Should any part of this Agreement be determined by a court of
competent jurisdiction ta be invalid, illegal, or against public policy, said offending section shall be
void and of no e.ﬂ';:ct, and shall not render any other section herein or this Agreement as a whole,
invalid. Those rights and obligations under this Apreement, which by their nature should survive,

shell remeain in effect after any termination, suspension, or expiration thereof,

20.  Governmental Purposes, Anyandall services ofucﬁviﬁespexfonned orundertaken
pursuant to this Agreement shall be deemed to be for public and governmental purposes only. It is
the intention of the parties that all privileges, protections, defenses, immunities, and damage
limitations efforded to political subdivisions and/or the State shall extend to the parties to this

Apreement and to the services or activities performed hersunder.

21.  Nolimitations. This Agreementshall not be construed, in anymanner, to aggrepate

or limit the rights, defenses, immunities, exemptions, powers, dutes, or functions of any of the

parties hereto.

22, Authority forAgreement. This Agreementis madeunder the authority and pursuant
to the provisions ofthe North Dalcota Constitution, Article VIII, Section 6; N.D.C.C. Chapter 15-10,
ND.C.C. Chapter 54-40.3 and/or N.D.C.C, Chapter 57-40.6, -

23.  Governing Law. This Agreement shall be governed, interpreted, and construed in

accordance with the laws of the State of North Dakola.

24.  Amendments. This Agreement shell only be amended in writing upon the mutual

agreement of gl parties hereto.




25, No Third Party Beuefit. This Agreement is solely for the benefit of the parties
hereto end no other person or persons shall have axy right, benefit, priority, claim, or interest under

or because of the exercise or provisions of this Apreement.

CITY OF GRAND FORKS,
a North Dakota Municipal Corporation

=
Date:/ P2 p (L 2o e By: M /%WM’V’

MICHAEL R. BROWN, Its Mayor

Date: %/ /;/ Attest; ' .
MA EN STORSTAD, Its Finance Director

GRAND Forxs COUNTY

Date: By:
o Its

UNIVERSITY OF NORTH DAKOTA.-

Date: By:
o . . » Its

Approved for legal sufficienay
Dated;_#-(3-/5

TOM TRENBEATH,
North Dakota Chief Deputy Attorney General

5.




25.  No Third Party Benefit. This Agreement is solely for the benefit of the parties hereto
and no other person or persons shall have any right, benefit, priority, claim, or interest under or

because of the exercise or provisions of this Agreement.

CiTY OF GRAND FORKS,

a Narth Dakota Municipal Corporation

Date: @“‘02“' /S5 By: W’{W
MICHAEL R. BROWN,
pate: -5 —/5 Attest: /] /,{Mﬁ”@v%\yl‘\(/

MAUREEN STORSTAD, Finance Director

GRAND FORKS COUNTY
Date‘: ?/g/\_s/ By: @UI;\L\C-\(A’\QU%

Diane Knauf, Commission Chair
Date: 5/'5/{,'.5 Attest: @Lbb-b@j/é&v\

DEBBIE NELSON, Finance Director

UNIVERSITY OF NORTH DAKOTA_ L
e W1 el st

DR. ROBERT O. KELLEY, President J '
Date: (o!ld!t( Attest: QJWK/VM%W

ALICE BREKKE, Vice President for

Finance and Operations



Calls For Service
Jan-Dec 2024

Code | Agency ~Jan  Feb | Mar  Apr May Jun July Aug Sep Oct Nov | Dec Total PERCENT
0 | GrandForks Police Dept. = 5492 4,346 4,694 5103 5043 4990 5911 5343 4744 4717 4454 4210 59047  51.819%
2 Grand Forks Sheriff's Office 2,141 1,897 1,992 1,946 1,977 1,893 2,098 1932 | 1,799 | 2131 2,073 2,068 = 23,947 21.016%
3 UND Police Dept. 1,096 974 951 930 ‘ 865 901 1,012 1,004 870 896 700 | 591 10,790 9.469%
4 Emerado Police Dept. ‘ 32 22 35 | 26 | 26 20 37 | 34 24 29 23 14 322 0.283%
5 Larimore Police Dept. - | - = | = | s - = I . - - - = - | 0.000%
6 Northwood Police Dept. 17 21 25 30 221 10 14 ‘ 17 12 - - - 168 0.147%
7 Thompson Police Dept. 5 7 7| 17 | 15 | 15 | 4 23 | 24 17 16 7 157 | 0.138%
A Altru Ambulance 974 939 948 854 ’ 969 882 987 ‘ 981 993 940 923 1,061 11,451 10.049%
B Larimore Ambulance 26 14 | 28 | 27 | 24 15 32 20 | 38 22 26 21 | 293 0.257%
Cc Northwood Ambulance 15 17 | 20 | 16 ‘ 14 11 12 16 ‘ 26 ’ 17 22 13 199 0.175%
D Grand Forks AFB - 3 - - - 1 - 1| - 1 - - 6 0.005%
E ’ Emerado Fire Dept.. 9 8 | 11 ‘ 15 ’ 13 10 | 12 8| 11 5 10 9| 121 0.106%
F | Fordville Fire Dept. - - - - - - - - ’ - - 1 - 1 0.001%
G ‘ Grand Forks Fire Dept. 587 532 556 ‘ 475 592 520 558 598 594 ‘ 588 581 \ 641 6,822 | 5.987%
H Hatton Fire Dept. | - - 1 - - - 2 - - 1 - | - 4 0.004%
|| Inkster Fire Dept. ‘ - ‘ 1 ; 1 1 - 2 3 ‘ - ‘ 4 \ - it} 1 14 | 0.012%
J ‘ Gilby Fire Dept. 1 ’ 3 6 ‘ 7 ‘\ 1 ‘ 2 1 1 | - 2 il 4 | 28 0.0ZgZo
K | Michigan Ambulance - - - - - - - - - - - - =] 0.000%
L | Larimore Fire Dept 21 | o 23 23 3 9 24 | 14 24 19 21 15 205 0.180%
M Manvel Fire Dept. 5| 6 4 6 3] 5 6 6 4] 7 3| 10 65 0.057%
N ‘ Northwood Fire Dept. 7 9 9 ’ 11 3| ) ‘ o' | 9 10 | 8 17 9 102 0.090%
o Oslo Fire Dept. 1 - - 1 - ' - ‘ 1] = 2 & - - ‘ - 2 | 0.002%
P_| GF Airport Fire Dept. ’ 2 8 7 ’ 4| 2| 1 5 | 3| 9 | 4 4 3| 52 ’ 0.046%
R | Reynolds Fire Dept. 4 1 2 3 2 ‘ - ' 1 2 | 2 ‘ 2 | 1 2 ‘ 2 | 0.019%
T Thompson Fire Dept. i 10 ‘ 10 ‘ 13| 4 9 ' 15 | 5 6 16 [ 14 ‘ 1 118 ‘ 0.104%
u | Niagara Fire Dept. - 2 | 5| - | - 1] 1 1 1) - - 12 0.011%
Vv ‘ Dahlen Fire Dept. | - l s - } = | = | = - - . ‘ s = 0 - ‘ “ 0.000%
w Aneta Fire Dept. \ - ; = | = SN N I = = | s | =1 = | - 0.000%
X } Aneta Quick Response | - [ - - - - ‘ - 1 - | . ‘ - - | 1] 0.001%
Z | Michigan Fire Dept. | | | N - = = I T | - 0.000%
TOTAL 10,446 ‘ 8,825 ‘ 9,332 9,512 9,578 9,302 | 10,741 10,018 9,195 9,423 i 8,887 8,690 113,949 100.000%




