
 

KENOSHA JOINT SERVICES 
PUBLIC SAFETY SUPPORT SERVICES 

Sheriff    Police    Fire    EMS 

1000 55th Street    Kenosha, WI  53140 

Phone: (262) 605-5050    Website: www.kenoshajs.org 

A G E N D A 
KENOSHA JOINT SERVICES BOARD MEETING 

December 4, 2018 

4:30 P.M. Kenosha County Safety Building 

1000 55
th

 Street 

Kenosha Joint Services Conference Room 
 

I. Call to Order 

II. Roll Call 

III. Citizen Comments 

IV. Approval of Minutes of Open and Closed Sessions –  October 30, 2018 

V. Joint Services Report 
a. Director's Report 
b. Administration 
c. Communications 
d. Records 
e. Fleet Maintenance 
f. Evidence/Identification 
g. Information Technology 
h. Overtime Report 
i. Financial Statements 

VI. Items for Board Review and Action 

a. Firing Range 
i. Status Report 

b. Communications Department 
i. Radio Console System - Replacement Project 

1. Status Report  
ii. E 9-1-1 Telephone Equipment Platform 

1. Text-to-911  
a. Status Report 

c. Copy Fees 
i. Discussion and Possible Action 

d. Request to Transfer Funds 
e. Kenosha Joint Services Employee Handbook 

i. Discussion and Possible Action 
1. Add New Section Confidentiality 
2. Add Confidentiality Statement 

 

VII. Board Member Comments 

VIII. Adjournment 



KENOSHA JOINT SERVICES BOARD 

October 30, 2018 

 

The Kenosha Joint Services Board meeting was Called to Order at 4:30 p.m. by Chairman Jeffrey Gentz in the Joint 

Services Administration Conference Room located in the Kenosha County Public Safety Building. 

 

The Members in Attendance were Chairman Jeffrey Gentz, County Chief of Staff Jennie Tunkieicz, Chief of Police 

Daniel Miskinis, City Alderman Rocco LaMacchia Sr., County Supervisor Monica Yuhas, Board Member Mark 

Modory, Youth in Governance members Grace Bourdeau and Jacob Maki. 

 

City Administrator Frank Pacetti was excused. 

 

Under Citizen Comments, there were none. 

 

Under Approval of Minutes of Open Sessions Held on September 12, 2018, Ms. Tunkieicz made a motion to 

approve the minutes and Mr. LaMacchia seconded the motion.  Motion approved unanimously. 

 

Under Director’s Report, Director Genthner reported that they received an end of life notice on the Livescan 

equipment.  This equipment was purchased in 2012 in conjunction with the help of the KSD for approximately 

$328,000.  They have put together a work group and are in the process of determining the impact this will have and 

are also looking at the current work flow and how they can accommodate or change. 

 

Under Health Insurance, Alex Beaudry, of the Horton Group, presented the Board with the final 2019 health 

insurance premium quote from Humana at a 9.0% increase.  A brief discussion ensued regarding future health 

insurance changes and options. 

 

Dental premiums with Humana were negotiated down to a 0% increase for 2019 and vision insurance premiums, 

which are paid for by the employee, will see 4.65% increase. 

 

The Board accepted the information as presented. 

 

Under Firing Range, Director Genthner reported that the firing range is moving along and on schedule to be 

completed around January 7th.   Demolition is mostly completed and they are in the process of installing the 

equipment, such as, the bullet trap and the ceiling.  There have been a couple of modifications to the plans. 

 

The Board accepted the information as presented. 

 

Under Radio Console System, Director Genthner reported that they met with both the City and County of Kenosha 

regarding the allocation of money for the radio console replacement.  They are in the process of working with the 

consultant and will be going out to RFP and will have a better understanding of the cost at that time. 

   

The Board accepted the information as presented. 

 

Under E 9-1-1 Telephone Equipment Platform, Director Genthner reported that they are continuing to work with 

the 911 system.  They have made notification to the cell providers and the providers will have six months to get it set 

up and running on their end. 

 

The Board accepted the information as presented. 

 

Under Possible Motion to Go Into Closed Session Pursuant to the Following:  

 

Wisconsin State Statute 19.85(1)(f) Considering disciplinary data of a specific person and the investigation of 

charges against that person which, if discussed in public, would be likely to have a substantial adverse effect 

upon the reputation of the person referred to in such data, or involved in such investigation. 

 

At 4:49 p.m Ms. Yuhas made a motion to go into Closed Session.  Mr. LaMacchia seconded the motion.  Motion 

passed unanimously. 
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Director Tom Genthner, Assistant Director Joshua Nielsen, Records Manager Stephanie Lorenzo, Human Resource 

Coordinator Bev Sebetic and the Recording Secretary Francine Hooper were requested to stay by Chairman Gentz. 

 

The Board Returned to Open Session at 5:20 p.m. 

 

Under Board Member Comments, Chief Miskinis mentioned the NWS upgrade and that he is happy with software 

and that he was made aware that Darla Childers of the Evidence/ID department has tendered her resignation and will 

be retiring in December 2018. 

 

At 5:22 p.m., Mr. LaMacchia made a motion for Adjournment and Chief Miskinis seconded the motion.  Motion 

approved unanimously. 



KENOSHA JOINT SERVICES BOARD 

CLOSED SESSION MINUTES 
October 30, 2018 

 

Members convened to Closed Session at 4:49 p.m.  Those in attendance were Chairman Jeffrey Gentz, County Chief 

of Staff Jennie Tunkieicz, Chief of Police Daniel Miskinis, City Alderman Rocco LaMacchia Sr., County Supervisor 

Monica Yuhas, Board Member Mark Modory, Youth in Governance members Grace Bourdeau and Jacob Maki, 

Director Tom Genthner, Assistant Director Joshua Nielsen, Records Manager Stephanie Lorenzo, Human Resource 

Coordinator Bev Sebetic and recording secretary Francine Hooper were invited to remain. 

 

The Board discussed Considering disciplinary data on a specific person and the investigation of charges against 

that person which, if discussed in public, would be likely to have a substantial adverse effect upon the 

reputation of the person referred to in such data, or involved in such investigation. 
 

Ms. Tunkieicz made a motion to Return to Open Session at 5:20 p.m.  Mr. Modory seconded the motion. Motion 

approved unanimously. 
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TO:  Kenosha Joint Services Board      JSM 18–128 
 
FROM:  Tom Genthner 
 
REFERENCE: Kenosha Joint Services - Board Report 
 
DATE:  November 30, 2018  

DIRECTOR’S REPORT: 

In an email dated October 4, 2018, a representative from Idemia, (formerly MorpoTrak) notified 
Sheriff David Beth and Kenosha Joint Services of an end of life notification involving our 
LiveScan Systems.  Subsequently, I had a conversation with Doug Meier with Idemia, requesting 
a six month extension to their end of life notice.  Meier tentatively agreed to the extension, 
through the end of 2019, although he needed to confirm some details.   

This extension will allow us to fully review the workflow of the LiveScan, MARS and FDR to 
determine if the design still meets our needs.  The extension will allow us to fund the project 
within the 2020 budget cycle.   

I would like to clarify the health insurance budget numbers presented by The Horton Group at 
the October board meeting.  At the Board meeting The Horton Group presented health care 
costs for our current employee/retiree census.  The current census includes active employees 
and retirees for which we pay health insurance.  This number can change monthly with filling 
vacant positions and retirements.   

Per the IGA we are to budget for full staff.  The full staff census is different than the current 
employee census.  Using the negotiated renewal costs for 2019 and budgeting for full staff our 
projected health insurance costs are $1,356,276.  This is within the $1,372,004 amount 
budgeted for health insurance by the Board for 2019.    

As we continue to evaluate the labor market as it impacts Kenosha Joint Services, the following 
is an excerpt from an article in the October 10, 2018 The Journal Times: 

Included in the proposed 2019 county budget, are pay increases for emergency 911 
dispatchers. 

“Our dispatchers are our front-line employees,” Delagrave said. “They really are 
deciding, oftentimes, response rates to emergency situations in our community. I 
believe that we want talented dispatchers.” 
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In the 2019 Racine County budget a pay increase was provided to its dispatcher.  The following 

is the pay range for Racine County dispatcher as compared to that of Kenosha Joint Services: 

 Racine County - $20.38 – 26.51 

 Kenosha Joint Services - $19.97 – 25.30   

ADMINISTRATION DEPARTMENT:  

Administration (4 full-time and 1 part-time position):  All positions filled. 
 
Communications (40 full-time positions):  Five telecommunicator vacancies.  Two new 
telecommunicator candidates began on November 26. 
  

 Thirty-nine candidates passed the data entry testing and were invited to CritiCall testing 
the week of November 26.  Thirty-three have set their testing appointment.  The next 
step will be panel interviews. 

 
Records (21 full-time positions):  One clerical vacancy.   
 

 Candidates have completed the written testing phase with twenty-four passing.  The 
candidates have been invited to panel interviews the week of December 10. 

 
Fleet Maintenance (7 full-time and 1 part-time position):  One part-time vehicle cleaning 
operator vacancy.  
 

 Interviews were conducted and criminal history reviews are being conducted on three 
candidates. 
  

Evidence/Identification (8 full-time positions):  All positions filled, until January 1.  

COMMUNICATION: 

The following three employees are in training: Telecommunicators Jordan Jones, Kimberleigh 
Fisher and Anna Stewart.  
 

 Jordan has completed training sheriff console and start training at the police console. 
This will be the final position in her training. 
 

 Kimberleigh is in fire training and is on schedule to complete this training phase in mid-
November.  She will then move on to the sheriff console. 

 

 Anna is training at the sheriff console and is on schedule to complete this training phase 
in mid-November.  She will move to the police console following completion of the 
sheriff phase. 
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Patrick Wadin has completed his supervisory training on first shift and has transitioned to his 
permanent assignment on third shift. 
 
System training for text to 911 has been completed and notification of readiness to the cellular 
carriers has been made.  Testing with one carrier has already been scheduled and will be 
completed the week after Thanksgiving. 
 
The upgrade of the CAD portion of the New World Public Safety Software suite went well.  A 
few minor items of concern were noticed and either have been or are being addressed. 
 
Communications Department staff continue to attend planning meetings associated with the 
Hwy 94 construction project.  These meetings involve Department of Transportation staff, local 
first responders, public works staff, representatives of the numerous construction companies 
involved in the project and others.  These meetings will continue for the foreseeable future. 
 
Work on the technical specifications for the Request for Proposal on the Radio Console System 
continues.  The draft specifications have been received from the consultant and are being 
reviewed. 
 
The Manager and Assistant Manager attended the National Emergency Number Association 
(NENA) Communications Center Manager Certification Program the week of November 11.  This 
course deals with a variety of topics including but not limited to personnel management, legal 
issues, industry standard practices, risk management, policy development and recruiting. 
 
In August, a total of 4,466 9-1-1 calls were received by the communications department with 
95% of these calls answered in under 10 seconds, and 99% in under 15 seconds.  There were 
also 19,234 non-emergency calls handled in the same period.   

RECORDS:  

Records Clerks Holli Heckel and Brandy Thomas have successfully completed the Records Clerk 
Training Program and are now working on their assigned shifts.  Holli was assigned to 3rd Shift, 
and Brandy was assigned to 2nd Shift.  Records Clerk Trainee Patricia Palmer has completed the 
Warrants Phase of the Training Program and is continuing her training with Elizabeth Parker on 
1st shift. 
 
Records clerks cancelled 182 warrants that were recalled from Circuit Court and Municipal 
Court in the month of October.  When these cancellation lists come over from the courts, it 
is an involved task, and it has to be completed right away.   
 
There were 130 overtime hours used in October.  Records Clerks have been doing a great job 
covering overtime, but the consistent decrease in the overtime hours has been a welcome relief 
to staff.   
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FLEET MAINTENANCE:      

The fleet maintenance staff continues vehicle maintenance and repair as scheduled.  A total of 

435 maintenance and repair lines were performed during the month of October. 

Preparations have been made for the current order of new KPD vehicles.  Vehicles were 

received October 19 and vehicle emergency equipment continues to arrive.  It is now 

anticipated vehicle up-fitting will be scheduled at the end of November pending receipt of 

emergency equipment.  Overtime will be scheduled to expedite the up-fitting process.     

There were a total of 253 vehicle washes utilizing the automatic car wash for the month of 

October.  As indicated in the previous month the decline in vehicle washes is the result of a 

combination of factors.  The vacancy of the part time car wash position, weather and a 

decrease in required service and repair have all contributed to fewer washes.             

Car washes: Indicates a total number of vehicles in all agencies cleaned utilizing the automatic car wash. 

 

EVIDENCE/IDENTIFICATION DEPARTMENT: 

On November 11, Evidence/Identification staff members attended training relating to the 

release of information. This training was developed by the administrative team of Kenosha Joint 

Services and presented by Manager Mark McMullen. The training was well received and is to 

be taught on an annual basis. 

On October 7, Technician Darla Childers took part in a joint operation that included members 

from the Kenosha Drug Operations Group (KDOG) and various fire departments within Kenosha 

County to destroy sixty boxes of drugs and drug paraphernalia.  
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On October 10, the Wisconsin Department of Justice (DOJ) coordinated a prescription drug take 

back initiative throughout Wisconsin. The goal of the prescription drug take back program is to 

provide a safe, convenient, and responsible means of disposal of unused or expired prescription 

medications. As a result, local law enforcement collected 12 boxes weighing 265 pounds. 

Technician Michael Payan was on hand that day to assist with placing those items into the 

evidence room. 

On October 29, members of the Kenosha Drug Operations Group (KDOG), with the help of the 

Evidence Department, removed 170 boxes weighing 2500 pounds of unused or expired 

prescription medications from the property room and transported them to the local DEA Office 

for destruction.  

As presented in October’s board meeting, Idemia sent an end of life (EOL) notification to both 

the Kenosha County Sheriff’s Department and Kenosha Joint Services outlining their intention 

to discontinue any support and maintenance for the ILS2 software used in our LiveScan 

machine effective June 2019. Upon notification, we created a committee comprising members 

from Kenosha Joint Services, Comsys, Kenosha County Sheriff’s Department, Kenosha Police 

Department and Kenosha County Information Technology Department. They held the first 

meeting of this committee on November 5. During the meeting, they discussed the end-of-life 

notification and the impact it imposes on our agencies. The committee needed additional 

information for a complete understanding of the problem before arriving at a solution. Staff is 

working on getting information for next committee meeting. 

INFORMATION TECHNOLOGY DEPARTMENT: 
 

 New World Systems upgrade planning and coordination 

o Completed: System upgrade from 11.7 SP1 to 2018.2 HF3 

o In progress: Validating resolution of previously identified issues that were 

supposed to be resolved with this version 

o In progress: Identifying, documenting, and addressing the bulk of new issues 

 Zimbra Email Server 

o In Progress: Target server built for migration from legacy Xenserver environment 

to VMware environment 

o Planning: Upgrade Zimbra email server application version 

o Planning: Upgrade Zimbra email server operating system 

 Consolidate Switches and Networking Devices 

o In Progress: Vacating 1221 “Computer Room”, moving and consolidating services 

to more serviceable locations 

 ProQA Test Environment 
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o Completed: Designed and implemented a segregated environment for testing 

ProQA in the New World test environment 

 LiveScan Replacement Project 

o In Progress: Participate in a workgroup to identify replacement solutions and 

costs for inkless fingerprint capture and storage system 

 Develop and Implement Workstation Maintenance Schedule  

o In progress: Executing and refining procedures 

 Fuel Tank & Pump Maintenance Software Upgrade 

o Completed: Installed new hardware and server-side software and database(s) to 

work side-by-side existing software. Configured appropriate networking 

o In-progress: Configuration, testing and data migration by Fleet staff 

o On-hold: Go-live and final hardware and networking configurations 

 Municipal Court to New World Systems Interface 

o In-progress: Identifying, documenting issues for agency to resolve and 

coordinating efforts to rectify discrepancies  

 Text to 911 Project 

o Completed: Router received and installed and configured and validated. 

o On-hold: Go-live and final validation of network capabilities 

 Second-factor Authentication for Mobile and Remote Access 

o Completed: Infrastructure services installed and configured. Assisted agencies in 

setting up enrollment stations and processes. Imported delta users 

o In-progress: Agencies to enroll users and begin rollout 
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HOURS EARNINGS HOURS EARNINGS

 PAYROLL PAYROLL PAYROLL PAYROLL

10/07-10/20 10/07-10/20 10/21-11/03 10/21-11/03

Administration 0.00 -$               0.00 -$                       

Communications 340.10 11,900.96$    345.60 12,308.31$            

Records 82.60 2,707.30$      44.20 1,473.06$              

Fleet Maintenance 7.60 304.85$         0.10 4.09$                     

Evidence/ID 46.50 1,596.23$      51.30 1,719.33$              

476.80 16,509.34$    441.20 15,504.79$            

TOTAL HRS. TOTAL PAY AVRG AMT

FROM 1/1/2018 FROM 1/1/2018 AVRG HRS AVRG PAY PER HOUR ACCOUNT PERCENT

THRU  12/31/18 THRU  12/31/18 PER PAY PR PER PAY PR FOR OT BALANCES EXPENDED

Administration 0.00 $0.00 0.00 $0.00 $0.00 $0.00

Communications 7561.40 $265,152.71 290.82 $10,198.18 $35.07 ($106,637.71) 167%

 

Records 1805.15 $60,188.47 69.43 $2,314.94 $33.34 ($14,109.47) 131%

 

Fleet Maintenance 27.80 $1,039.11 1.07 $39.97 $37.36 $18,194.89 5%

 

Evidence/ID 695.00 $23,654.13 26.73 $909.77 $34.04 $11,012.87 68%

Joint Services Total 10089.35 $350,034.42 388.05 $13,462.86 $34.69 $220,090.11

KENOSHA  JOINT SERVICES

KENOSHA, WISCONSIN

OVERTIME REPORT
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REVENUE

2018 Projected Actual Actual Percent of

Revenue Current Month Year-to-Date Projected

City Operating $3,594,933.00 $299,577.75 $2,995,777.50 83.33%

County Operating $4,401,589.00 $366,799.08 $3,667,990.84 83.33%

Bank Interest $500.00 $116.88 $817.44 163.49%

Fingerprint Revenue $0.00 $0.00 $0.00 0.00%

Citizen Report Revenue $1,000.00 $0.00 $181.35 18.14%

Photograph Revenue $500.00 $2.00 $177.50 35.50%

CD/DVD Revenue $16,000.00 $675.00 $14,485.60 90.54%

Report Copies $28,000.00 $1,521.89 $17,827.76 63.67%

False Alarms $37,000.00 $5,475.00 $33,150.00 89.59%

Other $300.00 $0.00 $9,198.56 3066.19%

$8,079,822.00 $674,167.60 $6,739,606.55 83.41%

Fund Balance $739,604.00

FM - Fuel & Parts $708,000.00

2018 ORIGINAL BGT $9,527,426.00

2017 CARRYOVER & ENCUMBRANCE

PSSP Project Carryover $18,408.11

Elert and Associates $30,000.00

2018 WORKING BGT $9,575,834.11

EXPENDITURES (All Departments)

Budgeted Amt Current Month Y-T-D EXP Encumbrances Balance

Personnel Services $6,658,457.00 $464,257.71 $4,771,795.03 $0.00 $1,886,661.97

Contractual Serv $1,965,980.11 $152,251.38 $1,571,656.59 $47,347.30 $346,976.22

Supplies & Mat $876,831.00 $68,738.74 $680,432.51 $6,624.44 $189,774.05

Capital Outlay $74,566.00 $0.00 $44,969.25 $4,536.00 $25,060.75

Contingency $0.00 $0.00 $0.00 $0.00 $0.00

 

$9,575,834.11 $685,247.83 $7,068,853.38 $58,507.74 $2,448,472.99

TOTAL EXPENDITURES $9,575,834.11

Percent of budget expended:  74.43%

KENOSHA  JOINT SERVICES

KENOSHA, WISCONSIN

INCOME STATEMENT

OCTOBER 2018
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Fleet Maintenance Inventories

REVENUE

 Percent of

Budgeted Amt Current Month Year-to-Date Balance Projected

City Parts/Labor $80,000.00 $6,743.71 $49,151.51 $30,848.49 61.44%

County Parts/Labor $83,000.00 $7,732.65 $84,475.67 ($1,475.67) 101.78%

City Fuel $247,500.00 $20,694.80 $203,058.25 $44,441.75 82.04%

County Fuel $297,500.00 $24,667.14 $248,626.01 $48,873.99 83.57%

Other $0.00 $0.00 $0.00 $0.00

TOTAL REVENUES $708,000.00 $59,838.30 $585,311.44 $122,688.56 82.67%

 

EXPENDITURES Percent of

 Budgeted Amt Current Month Year-to-Date Balance Projected

   

Parts/Labor $163,000.00 $14,808.40 $120,225.85 $42,774.15 73.76%

Fuel $545,000.00 $41,381.76 $459,866.72 $85,133.28 84.38%

$708,000.00 $56,190.16 $580,092.57 $127,907.43 81.93%

OCTOBER 2018

KENOSHA, WISCONSIN

KENOSHA  JOINT SERVICES

INCOME STATEMENT



JOB NAME: JVNSUMM                                      KENOSHA JOINT SERVICES 

PROGRAM ID.  FVN078 

RUN DATE 10/31/18     TIME 12:07:14                     DISBURSEMENT JOURNAL                                               PAGE    1 

 

START DATE FOR SUMMARY: 10/01  END DATE FOR SUMMARY: 10/31 

 

   CHECK #   CHECK DATE       VENDOR NAME                     ACCOUNT               DESCRIPTION              AMOUNT 

------------------------------------------------------------------------------------------------------------------------------------ 

 

    43553      10/04      ADP LLC                        150-01-50004-216-000   PER END 09/22                  326.55 

 

    43554      10/04      BUMPER TO BUMPER AUTO PARTS    150-00-12530-000-000   THRU 9/30/18                 1,052.11 

                                                         150-01-50006-305-000   2%DISC PD W/IN TERMS            21.05CR 

                                                                                 .......... CHECK TOTAL      1,031.06 

 

    43555      10/04      COMPLETE OFC OF WISCONSIN      150-01-50007-301-000   07-THRU 9/30/18                 13.16 

                                                         150-01-50002-301-000   CREDIT FOR INV TAPE             11.40CR 

                                                                                 .......... CHECK TOTAL          1.76 

 

    43556      10/04      COPY CENTER                    150-01-50002-309-000   5EA-911 BOOKS                  258.30 

 

    43557      10/04      CRAIG D CHILDS PHD SC          150-01-50004-223-000   SCH-EVAL                       485.00 

 

    43558      10/04      ENERGY SOLUTION PARTNERS LLC   150-00-12531-000-000   UNLEADED FUEL               22,062.22 

 

    43559      10/04      IDENTITY AUTOMATION LP         150-01-50009-530-000   PROFESSIONAL SERVICE         4,000.00 

 

    43560      10/04      KENOSHA COUNTY DHS             150-01-50004-208-000   POSTAGE SEPT'18                508.25 

 

    43561      10/04      OSI ENVIRONMENTAL INC          150-00-12530-000-000   USED OIL                        42.50 

                                                         150-00-12530-000-000   USED OIL                        42.50 

                                                                                 .......... CHECK TOTAL         85.00 

 

    43562      10/11      BRITTANY MERCURIO              150-01-50002-203-000   CTO TRNG MEALS-BMER             34.65 

 

    43563      10/11      COMPLETE OFC OF WISCONSIN      150-01-50001-301-000   JS DIR CHAIR REPAIR             60.00 

 

    43564      10/11      EBSO, INC. (DBA:GGG)           150-00-21787-000-000   PR 10/12/18                    635.74 

 

    43565      10/11      JENSEN TOWING                  150-01-50007-202-000   CS-16-159856 CRUZE              55.00 

 

    43566      10/11      METROPOLITAN LIFE INSURANCE    150-00-21795-000-000   PR 10/12/18                    892.34 

 

    43567      10/11      MICROSYSTEMS INC               150-01-50003-209-000   IMAGING                      2,516.05 

 

    43568      10/11      NATIONWIDE RETIREMENT          150-00-21793-000-000   PR 10/12/18                  1,925.07 

 

    43569      10/11      PALMEN GMC, BUICK              150-00-12530-000-000   THRU 9/30/18                   246.78 



JOB NAME: JVNSUMM                                      KENOSHA JOINT SERVICES 

PROGRAM ID.  FVN078 

RUN DATE 10/31/18     TIME 12:07:14                     DISBURSEMENT JOURNAL                                               PAGE    2 

 

START DATE FOR SUMMARY: 10/01  END DATE FOR SUMMARY: 10/31 

 

   CHECK #   CHECK DATE       VENDOR NAME                     ACCOUNT               DESCRIPTION              AMOUNT 

------------------------------------------------------------------------------------------------------------------------------------ 

    43570      10/11      POLICE & FIRE CREDIT UNION     150-00-21784-000-000   PR 10/12/18                  3,454.00 

 

    43571      10/11      PORCARO FORD                   150-00-12530-000-000   THRU 09/30/18                5,083.23 

 

    43572      10/11      RON SMITH & ASSOCIATES, INC.   150-01-50007-211-000   PALM PRINT CLASS               400.00 

 

    43573      10/11      STAPLES BUSINESS ADVANTAGE     150-01-50001-301-000   06-301 THRU 9/30                13.49 

 

    43574      10/11      WASTE MANAGEMENT - WISCONSIN   150-01-50007-290-000   LAB CHEMICAL REMOVAL         1,835.85 

 

    43575      10/11      WISCONSIN FUEL & HTNG INC      150-00-12531-000-000   CYCLE FUEL                     306.07 

 

    43576      10/17      CARQUEST AUTO PARTS            150-00-12530-000-000   THRU 9/30/18                 2,630.89 

                                                         150-01-50006-305-000   2%DISC PD W/IN TERMS            52.62CR 

                                                                                 .......... CHECK TOTAL      2,578.27 

 

    43577      10/17      COMSYS INC                     150-01-50008-201-000   MIS SUPPORT                 37,500.00 

                                                         150-01-50008-201-000   MIS SUPPORT                 37,500.00 

                                                                                 .......... CHECK TOTAL     75,000.00 

 

    43578      10/17      CULLIGAN WATER TREATMENT       150-01-50001-301-000   OCT'18                           7.95 

 

    43579      10/17      EMC INSURANCE COMPANIES        150-00-16001-000-000   ENDORSEMENT CHANGE              16.00 

 

    43580      10/17      ENERGY SOLUTION PARTNERS LLC   150-00-12531-000-000   UNLEADED FUEL               19,013.47 

 

    43581      10/17      JAMES IMAGING SYSTEMS, INC.    150-01-50003-324-000   REC #803688                    447.73 

                                                         150-01-50001-324-000   ADMIN #955959                  213.97 

                                                         150-01-50002-324-000   COMM #957171                   195.08 

                                                         150-01-50007-324-000   E/I #1012251                   178.17 

                                                                                 .......... CHECK TOTAL      1,034.95 

 

    43582      10/17      LANGUAGE LINE SERVICES INC     150-01-50002-212-000   AUG & SEPT'18                1,314.79 

 

    43583      10/17      MELISSA SOMERS                 150-01-50003-203-000   MEAL REIM CIB-MS                14.48 

 

    43584      10/17      POMPS TIRE SERVICE             150-00-12530-000-000   MISC TIRE PURCHASES          4,436.54 

 

    43585      10/17      RODES CAMERA SHOP              150-01-50007-280-000   EVID/ID SUPPLIES                40.08 
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    43586      10/17      SHRED-IT USA                   150-01-50002-212-000   2EA  SHREDDING                  35.00 

 

    43587      10/17      SRKA                           150-01-50001-205-000   SRKA DUES                       50.00 

 

    43588      10/25      ADP LLC                        150-01-50004-216-000   PER END 10/06                  328.71 

 

    43589      10/25      AMANDA MASSIE                  150-01-50003-203-000   MEAL AND MILES-AM               47.62 

 

    43590      10/25      AUCA CHICAGO MC LOCKBOX        150-01-50006-320-000   THRU 9/30                      400.80 

                                                         150-00-12530-000-000   THRU 9/30                      176.75 

                                                                                 .......... CHECK TOTAL        577.55 

 

    43591      10/25      AURORA MEDICAL GROUP           150-01-50004-221-000   PHYSICALS                      108.00 

 

    43592      10/25      CRAIG D CHILDS PHD SC          150-01-50004-223-000   PSYCH EXAM-GURSKY              485.00 

 

    43593      10/25      DIVERSIFIED BENEFIT SERVICES   150-01-50004-122-000   OCT'18                         126.08 

 

    43594      10/25      EBSO, INC. (DBA:GGG)           150-00-21787-000-000   PR 10/26/18                    665.18 

 

    43595      10/25      KENOSHA COUNTY                 150-01-50005-210-000   LEASE OF SPACE              56,372.33 

 

    43596      10/25      METROPOLITAN LIFE INSURANCE    150-00-21795-000-000   PR 10/26/18                    892.34 

 

    43597      10/25      MICROSYSTEMS INC               150-01-50003-209-000   SCNNING ROLLFILM             5,324.72 

                                                         150-01-50003-209-000   SCANNING CASE RPTS           2,697.03 

                                                                                 .......... CHECK TOTAL      8,021.75 

 

    43598      10/25      NATIONWIDE RETIREMENT          150-00-21793-000-000   PR 10/26/18                  1,963.29 

 

    43599      10/25      POLICE & FIRE CREDIT UNION     150-00-21784-000-000   PR 10/26/18                  3,893.00 

 

    43600      10/25      PROFESSIONAL SERVICES GROUP    150-01-50004-223-000   DATA ENTRY TESTING           1,135.00 

 

    43601      10/25      SECURIAN FINANCIAL GROUP INC   150-00-21786-000-000   NOV'18                         785.81 

                                                         150-01-50002-124-000   NOV'18                         313.24 

                                                         150-01-50003-124-000   NOV'18                         122.27 

                                                         150-01-50007-124-000   NOV'18                          84.53 

                                                         150-01-50006-124-000   NOV'18                          77.20 

                                                         150-01-50001-124-000   NOV'18                          37.01 

                                                                                 .......... CHECK TOTAL      1,420.06 



JOB NAME: JVNSUMM                                      KENOSHA JOINT SERVICES 

PROGRAM ID.  FVN078 

RUN DATE 10/31/18     TIME 12:07:14                     DISBURSEMENT JOURNAL                                               PAGE    4 

 

START DATE FOR SUMMARY: 10/01  END DATE FOR SUMMARY: 10/31 

 

   CHECK #   CHECK DATE       VENDOR NAME                     ACCOUNT               DESCRIPTION              AMOUNT 

------------------------------------------------------------------------------------------------------------------------------------ 

    43602      10/25      SIGNARAMA KENOSHA WI           150-00-12530-000-000   KPD CRIME SCENE                 60.00 

 

    43603      10/25      WI DEPT OF JUSTICE - TIME      150-01-50004-322-000   4QTR JS/TIME                 2,010.00 

 

    43604      10/25      WI DEPT OF JUSTICE - TIME      150-01-50004-322-000   4QTR KPD/TIME                2,538.00 

 

    43605      10/25      WI DEPT OF JUSTICE - TIME      150-01-50004-322-000   4QTR KSD/TIME                3,906.00 

 

    43606      10/25      WISCONSIN FUEL & HTNG INC      150-00-12530-000-000   FULL SYN 5W30                1,037.10 

 

 

 

             GRAND TOTAL FOR PERIOD  **************************************************************        235,344.95 

 



TO: 

FROM: 

KENOSHA JOINT SERVICES 
PUBLIC SAFETY SUPPORT SERVICES 

Sheriff • Police • Fire • EMS 

1000 55th Street • Kenosha, WI 53140 
Website: www.kenoshajs.org • Phone: (262) 605-5050 

Kenosha Joint Services Board 

Tom Genthner 

REFERENCE: Copy Fees 

DATE: November 30, 2018 

ADMINISTRA TION 

Thomas W. Genthner 
Director 

Joshua D. Nielsen 
Assistant Director 

Francine I. Hooper 
Finance Assistant 

Beverly M. Sebetic 
Human Resources 
Coordinator 

MANAGEMENT 

Mike S. Blodgett 
Dispatch/Communications 

Stephanie W. Lorenzo 
Records/Public Counter 

Patrick W. Sepanski 
Fleet Maintenance 

Mark D. McMullen 
Evidence/Identification 

Recently, we have done an analysis of the fees that may be imposed on a requestor of a copy of 

a record as provided by Wisconsin State Statute 19.35{3}. Specifically, we analyzed the cost of 

reproducing a copy of a document or digital media. The analysis examined the "actual, 

necessary and direct cost of reproduction" of a copy of a record. 

The following is the fee schedule that I am asking the Board to approve: 

• Photo copies: 

• CD: 

• DVD 4.7GB: 

• DVD Dual Layer 8.5 GB: 

• Blue-Ray Discs 25GB: 

• Blue-Ray Discs 50GB: 

Paper Record Analysis: 

$0.03 cents per page 

$0.31 per disc 

$0.36 per disc 

$1.26 per disc 

$1.01 per disc 

$2.99 per disc 

The analysis has shown that the cost of printing a copy of a record in the Records Department is 

$0.03 cents per page. This cost includes paper, toner, and hardware. Detailed information is 

available as to the process by which this cost was determined. 

Digital Media Analysis: 

The analysis for the cost of reproducing digital media in the EVidence/Identification Department 

is dependent on the type of media being used. These differences are typically driven by the 

types and sizes of the files that are stored. Detailed information is available as to the process 

by which this cost was determined. 
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Director 

Joshua D. Nielsen 
Assistant Director 

Francine I. Hooper 
Finance Assistant 
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Costs associated with reproducing digital media include media and equipment costs. The costs 

are as follows: 

• CD - $0.31 

• DVD 4.7GB - $0.36 

• DVD Dual Layer 8.5 GB - $1.26 

• Blue-Ray Discs 25GB - $1.01 

• Blue-Ray Discs 50GB - $2.99 

The above listed costs do not include finding fees or postage. 

I request the board to approve a modification to the fees schedule establishing the fees as 
identified within this memo to include compliance with the statute, specifically: 

• 19.3S(3)(d) An authority may impose a fee upon a requester for the actual, necessary 

and direct cost of mailing or shipping of any copy or photograph of a record which is 

mailed or shipped to the requester. 

• 19.3S(3)(e) An authority may provide copies of a record without charge or at a reduced 
charge where the authority determines that waiver or reduction of the fee is in the 
public interest. 

Respectfu Ily: 

--r~ A~~.J > 
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(3) FEES. 

(a) An authority may impose a fee upon the requester ofa copy ofa record which may 
not exceed the actual, necessary and direct cost of reproduction and transcription 
of the record, unless a fee is otherwise specifically established or authorized to be 
established by law. 

(b) Except as otherwise provided by law or as authorized to be prescribed by law an 
authority may impose a fee upon the requester of a copy of a record that does not 
exceed the actual, necessary and direct cost of photographing and photographic 
processing if the authority provides a photograph of a record, the form of which 
does not permit copying. 

(c) Except as otherwise provided by law or as authorized to be prescribed by law, an 
authority may impose a fee upon a requester for locating a record, not exceeding 
the actual, necessary and direct cost of location, if the cost is $50 or more. 

(d) An authority may impose a fee upon a requester for the actual, necessary and direct 
cost of mailing or shipping of any copy or photograph ofa record which is mailed 
or shipped to the requester. 

(e) An authority may provide copies ofa record without charge or at a reduced charge 
where the authority determines that waiver or reduction of the fee is in the public 
interest. 

(1) An authority may require prepayment by a requester of any fee or fees imposed 
under this subsection if the total amount exceeds $5. If the requester is a prisoner, 
as defined in s. 301.0 I (2), or is a person confined in a federal correctional 
institution located in this state, and he or she has fai led to pay any fee that was 
imposed by the authority for a request made previously by that requester, the 
authority may require prepayment both of the amollnt owed for the previolls 
request and the amount owed for the current request. 

(g) Notwithstanding par. (a), if a record is produced or collected by a person who is not 
an authority pursuant to a contract entered into by that person with an authority, 
the authorized fees for obtaining a copy of the record may not exceed the actual, 
necessary, and direct cost of reproduction or transcription of the record incurred 
by the person who makes the reproduction or transcription, unless a fee is 
otherwise established or authorized to be established by law. 

(4) TIME FOR COMPLIANCE AND PROCEDURES. 

(a) Each authority, upon request for any record, shall, as soon as practicable and 
without delay, either fill the request or notify the requester of the authority's 
determination to deny the request in whole or in part and the reasons therefor. 

(b) If a request is made orally, the authority may deny the request orally unless a 
demand for a written statement of the reasons denying the request is made by the 
requester within 5 business days of the oral denial. If an authority denies a written 
request in whole or in part, the requester shall receive from the authority a written 
statement of the reasons for denying the written request. Every written denial of a 
request by an authority shall inform the requester that if the request for the record 
was made in writing, then the determination is subject to review by mandamus 
under s. 19.37 (1) or upon application to the attorney general or a district attorney. 

(c) If an authority receives a request under sub. (1) (a) or (am) from an individual or 
person authorized by the individual who identifies himself or herself and states 
that the purpose of the request is to inspecl or copy a record containing personally 
identifiable information pertaining to the individual that is maintained by the 
authority, the authority shall deny or grant the request in accordance with the 
following procedure: 

1. The authority shall first determine if the requester has a right to inspect or copy 
the record under sub. (I) (a). 

1 1 1'1 () 1'1 () 1 0 



KENOSHA JOINT SERVICES

2018 REQUEST FOR TRANSFER OF BUDGETED FUNDS

EVIDENCE/IDENTIFICATION DEPARTMENT TRANSFER TO

Original Amended BGT

Acct Number Acct Title Amount Amount  Amount

150-01-50007-301 Office Supplies $3,000.00 $22,600.00 $25,600.00

Total $3,000.00

TRANSFER FROM

150-01-50007-203 Staff Travel $2,000.00 $9,001.00 $7,001.00

150-01-50007-211 Training $1,000.00 $3,290.00 $2,290.00

Total $3,000.00

Reason:

Mark McMullen

Manager's Signature

Funds ARE available      X Funds are not available ________

Reviewed by Finance Asst FH 11/28/18

Initials Date

Approved by Director TG 11/28/18

Initials Date

Approved by JS Board ________ ________

Date

AMENDMENT # _____

Replenishment of Evidence packaging/forensic processing supplies



KENOSHA JOINT SERVICES 
PUBLIC SAFETY SUPPORT SERVICES 

Sheriff • Police • Fire • EMS 

1000 55th Street • Kenosha, WI 53140 
Website : www.kenoshajs.org • Phone: (262) 605-5050 

TO; Kenosha Joint Services Board 

FROM : Thomas Genthner, Director 

REFERENCE: Changes to the Employee Handbook 

DATE : November 30,2018 

ADMINISTRATION 

Thomas W. Genthner 
Director 

Joshua D. Nielsen 
Assistant Director 

Francine I. Hooper 
Finance Assistant 

Beverly M. Sebetic 

MANAGEMENT 

Michael S. Blodgett 
Dispatch/C ommunications 

Stephanie W. Lorenzo 
Records/Public Counter 

Patrick W. Sepanski 
Fleet Maintenance 

Mark D . McMullen 
Human Resource Coordinator Evidencelldentification 

We have added two items to the Employee Handbook. Please refer to the draft employee 

handbook found in the board packet. 

The first item is a new section VII which can be found on page 6 of the draft Employee 

Handbook. This section has been added to provide expectations for employees to 

appropriately handle confidential information as well as a requirement to sign a confidentiality 

statement. 

The second item is the confidentiality statement that can be found on page 31 of the draft 

Employee Handbook. Kenosha County Corporation Counsel has reviewed the new language 

and the confidentiality statement. 

Additionally, the table of contents, date, and numbering has been altered to accommodate 

these changes. 

I request your approval. 

Respectfu Ily 
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I. Introduction 

This employee handbook is intended to provide guidelines, policies and procedures, 
which employees of Kenosha Joint Services (Joint Services) must follow.  Additionally, it 
is intended to let employees know what is expected of them from Joint Services.  This 
handbook is neither a contract nor does it change the at-will nature of employment with 
Joint Services.   Further, this employee handbook does not establish any continuing 
entitlement to any perceived benefit discussed herein.   

Employment with Joint Services is voluntarily entered into and employees are free to 
resign at any time with or without cause.  Similarly, Joint Services may terminate the 
employment relationship with any at-will employee at any time for any reason or no 
reason, provided the termination is not a violation of applicable federal, state or local 
law. 

Joint Services reserves the right to change the handbook with or without notice, at its 

discretion. 

II. Management Rights 

Joint Services retains all the normal rights and functions of management and those that 
it has by law. Without limiting the generality of the foregoing, this includes the right to 
hire, promote, transfer, demote or suspend or otherwise discharge or discipline for 
cause; the right to decide the work to be done and location of work; to contract for 
work; the services or materials; to schedule overtime work; to establish or abolish a job 
classification; to establish qualifications for various job classifications and to change or 
eliminate any provision of this employee handbook. 

III. Equal Employment Opportunity 

Joint Services is committed to a policy of equal opportunity for all employees.  It is the 
Joint Services policy to seek and employ the best qualified personnel in all positions in a 
manner which will not discriminate against or give preference to any person because of 
race, color, political affiliation, religion, age, sex, national origin, disability, ancestry, 
sexual orientation, military service, marital status, arrest record or any other 
discriminatory basis prohibited by State or Federal Law.  

IV. Workplace Violence 

Joint Services has a “zero tolerance” policy regarding workplace violence.  This includes 

physical attacks, threats, menacing and harassing behavior in the workplace.  Employees 
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found violating this policy will be subject to disciplinary action up to and including 

termination.   

This zero tolerance policy includes domestic abuse and violent incidents that impact the 

workplace.  Victims or potential victims of domestic or dating violence are encouraged 

to: 

 Contact EAP for confidential counseling and referrals 

 Inform a supervisor or a Human Resources Coordinator 

 Contact Law Enforcement 

(Refer to Workplace Violence policy in Kenosha Joint Services policy manual) 

V. Harassment 

Joint Services is committed to providing a work environment in which employees are 
treated with courtesy, respect and dignity.  It is the policy of Joint Services that 
harassment including sexual harassment and/or retaliation is strictly prohibited.  (Refer 
to Harassment policy in Kenosha Joint Services policy manual) 

VI. Ethics 

All employees of Joint Services must observe in their official acts the highest standard of 
ethics and discharge faithfully the duties of their office regardless of personal 
consideration.  All who are employed with Joint Services must comply with the Joint 
Service’s Ethics policy.  (Refer to Ethics policy in Kenosha Joint Services policy manual) 

VII. Confidentiality 

During the course of employment, staff may have access to Confidential Information.  Any 

Confidential Information, whether oral, written, or electronic should be maintained in a manner 

that ensures its confidentiality. 

A confidentiality statement will be required to be signed by all staff prior to being allowed to 

work within this agency (page 30).  Upon receipt, each employee will read, acknowledge and 

sign the confidentiality statement.  This confidentiality statement relates to prohibited actions 

regarding: accessing, disclosing, or permitting the disclosure or use of department files, 

documents, reports, records, photographs, video or audio recordings or other confidential 

information.  A breach of confidentiality in violation of any policy may result in corrective 

disciplinary action, termination, as well as potential criminal and civil penalties. 
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VII.VIII. Weapons 

In action taken October 18, 2011, the Kenosha County Board of Supervisors in 
concurrence with 2011 Wisconsin Act 35, passed a policy resolution banning firearms, 
explosives, dangerous weapons in all buildings owned, leased or controlled by the 
county, except by a sworn government law enforcement officer. This action prohibits 
Joint Services employees from possessing or carrying weapons of any kind in County 
buildings, including the Kenosha County Public Safety Building. 

This includes:  

 Any form of weapon or explosive;   

 All firearms;  

 All other objects capable of inflicting death, bodily injury or property 
damage.  

Wisconsin Act 35 does permit employees to keep firearms in their personal 
automobiles, which are parked on county property while the employee is working.  

VIII.IX. Workplace Safety and Grievance Procedure 

Joint Services declares that it is the policy of the organization to provide employees with 
a fair means through which to seek local administrative redress for alleged violations or 
misinterpretations of expectations regarding workplace safety issues.  

Workplace safety means the conditions of employment related to physical health and 
safety matters as long as such conditions are not unenforceable under federal or state 
law: safety of the physical work environment, the safe operation of workplace 
equipment and tools, safety of the physical work environment, provision of protective 
equipment, training and warning requirements, workplace violence and accident risk.  

A. Grievance Procedure and Dispute Resolution  

Any difference or misunderstanding involving workplace safety shall be handled and 
settled in accordance with the following procedure: 

B. Verbal Grievance  

Within 7 calendar days of the actual or reasonable knowledge of a workplace safety 
issue and prior to filing a written grievance, the employee must discuss the dispute with 
his/her supervisor. The supervisor and employee must informally attempt to resolve the 
dispute. The supervisor shall notify the manager of this meeting and the results of the 
meeting.  The manager shall notify the director of the situation. 
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C. Written Grievance Submission 

An employee must file a written grievance within 7 calendar days if informal resolution 
of the grievance was not reached with the supervisor. The grievance must be in writing 
and must be filed with the director. The grievance shall contain a clear and concise 
statement of the pertinent facts, identify the workplace rules allegedly violated, the 
dates the incidents occurred, the identities of persons involved, documentation related 
to the grievance in possession of the grievant, the steps taken to informally resolve the 
dispute and the results of those discussions, all reasons why the actions of the 
supervisor should be overturned, if applicable, and the remedy that should be issued.  

D. Administrative Response 

The director will meet with the employee within 7 calendar days of receipt of the 
written grievance to discuss voluntary resolution of the grievance. This meeting will take 
place between the hours of 8:00 AM through 4:00 PM, Monday through Friday or at 
some other mutually agreed upon time.  If those discussions do not resolve the 
grievance, then administration will provide a written response to the grievance within 7 
calendar days of the meeting. The written response will contain a statement of the date 
the meeting between the director and the grievant occurred, the decision to sustain or 
deny the grievance and the deadline for the grievant to appeal the grievance through 
the appeal process. 

If at any time Joint Services fails to give their answer within the time limit set forth in 
this policy, the grievance is automatically advanced to the next step at the expiration of 
the time limits.  Any grievance which is not appealed to the next step within the time 
limits provided shall be considered settled on the basis of Joint Service’s last answer.   

E. Appeal - Impartial Hearing  

The decision of the director shall be final unless the grievant files a written appeal 
requesting a hearing before an Impartial Hearing Officer*. The written appeal shall be 
filed with director and within 10 calendar days of the director’s response. A hearing will 
be held on the matter within 30 calendar days of the written appeal. The Impartial 
Hearing Officer will file a written response within 15 calendar days of the close of the 
hearing. 

* The Impartial Hearing Officer will be an outside independent person who is not 
employed by Joint Services.  Any costs associated with the appeal to an Impartial 
Hearing Officer will be equally shared between the employee and Joint Services.  
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F. Appeal for Review 

The non-prevailing party may file a written request for review by the Joint Services 
Board (Board) within 10 calendar days of receipt of the Impartial Hearing Officer’s 
written response. 

G. Decision of the Joint Services Board 

The Board will make a decision regarding whether or not a meeting will be held within 
30 calendar days of the appeal. A decision by the Board will be made within 60 calendar 
days of the filing of the appeal unless the Board extends this timeframe. (Workplace 
Safety and Grievance Procedure replaces the Grievance Procedure in Kenosha Joint 
Services policy manual) 

IX.X. Length of Service 

Length of service is duration of employment beginning with full time date of hire. 

A. Orientation Period 

Newly hired employees, to include the following; finance assistant, personnel assistant, 
part-time administrative clerk, records clerk, fleet maintenance clerk, automotive 
technician, part-time car washer and identification technician will be on an orientation 
period of six (6) months from date of hire. Newly hired or promoted director, assistant 
director, managers, communication department assistant manager, and supervisors will 
be on orientation period of 1 year from date of hire/promotion.  911 
Telecommunicators will have an orientation period of 18 months from date of hire. 

During the first sixty (60) days of such orientation period, employees shall not be 
entitled to any fringe benefits except for the appropriate wage rate to be paid for work 
actually performed. Sick leave and vacation accumulation will be effective after six 
months of employment.   

Newly hired employees can be terminated during their orientation period with or 
without cause and they have no rights to the grievance procedures until they complete 
their orientation period.   

Length of service for employees hired on the same day will be determined by his/her 
placement on the applicable hiring list.  
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B.   Length of Service - Personnel Actions  

Generally the practice of following length of service in promotions, transfers, vacations 
and shift preference to fill vacancies will be continued. Ability and efficiency will be 
taken into consideration when they substantially outweigh considerations of length of 
service or in cases where the employee who otherwise might be retained or promoted 
on the basis of such continuous service is unable to do the work required. A transfer is 
the filling of a new or vacated position and will be governed by job posting. 

X.XI. Pre-employment Physical Exam 

All new employees shall be required to pass a pre-employment physical exam and drug 
screening, the cost of said exam being fully paid by Joint Services.  Other exams may be 
required, depending upon the position for which he/she was hired.  

XI.XII. Residency 

As of July 2, 2013, the State of Wisconsin prohibits local government, except as required 
under state law, from instituting or enforcing residency requirements on current or 
prospective employees.  

XII.XIII. Fingerprints and Photographs 

All employees of Kenosha Joint Services will be fingerprinted and photographed.  Copies 
of their fingerprints will be forwarded to state and federal agencies to allow for a 
fingerprint based background check.  Photographs will be used as Kenosha Joint Services 
identification and building access cards. 

XIII.XIV. Kenosha Joint Services/Building Identification 

All members of Kenosha Joint Services shall have in their possession and display in a 
conspicuous manner the Kenosha County Safety Building identification card issued to 
them whenever they are in an area restricted to the public.   The Kenosha Joint 
Services/Building identification card will be issued to all new employees upon starting 
their employment with Kenosha Joint Services and shall be returned upon retirement or 
terminating employment.    

The Kenosha Joint Services/Building identification card will serve as employee 
identification and building access card.    
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XIV.XV. Safety Devices 

Joint Services will furnish proper safety devices for all work.  

XV.XVI. Hours of Work 

The schedules and working hours listed below are illustrative and are subject to change 
at any time at the discretion of the director or of the manager of said department. 

A. Joint Services Clerks  

Joint Services Clerks will work a “four-two, four-two, five-two” (4/2, 4/2, 5/2) workweek 
cycle of four (4) consecutive days of worked followed by two (2) days off, four (4) 
consecutive days of work followed by two (2) days off, and five (5) consecutive days of 
work followed by two (2) days off, then repeat the cycle continuously. 

One clerk on first shift and one clerk on second shift will work a standard workweek of 
Monday through Friday consisting of (40) hours per week, eight (8) hours per day.  

Records Supervisors will be scheduled as needed to provide the necessary supervisory 
coverage for the department. As a matter of daily assignment, the 1st shift Records 
Supervisor will work a standard workweek of Monday through Friday; and the 2nd and 
3rd shifts Records Supervisors will work a “four-two, four-two, five-two” workweek.  

Shifts: 

First Shift: 7:00 a.m. to 3:00 p.m. 
Second Shift: 3:00 p.m. to 11:00 p.m. 
Third Shift: 11:00 p.m. to 7:00 a.m. 

All the above daily work shifts include a paid twenty (20) minute lunch break and two (2) 
paid fifteen (15) minute breaks.  Breaks will be taken in accordance with the needs of 
the department.  

B. Fleet Maintenance 

Fleet Maintenance Clerk, Lead Auto Technician, and Auto Technicians will work a 
standard “five-two” (5/2) workweek of Monday through Friday consisting of forty (40) 
hours per week, eight (8) hours per day. 

Part-time Car Washer will work Monday through Friday consisting of no more fifty-six 
(56) hours per pay period with a maximum of twenty eight (28) hours per week.   
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The Fleet Maintenance Clerk , Auto Technicians and, Part-time Car Washer will start 
their shift daily at 6:00 am and end their shift at 2:30 pm. 

All these positions are entitled to a thirty (30) minute unpaid lunch break and two (2) 
paid fifteen (15) minute breaks.  Breaks will be taken in accordance with the needs of 
the department.  

C. Telecommunicators 

911 Telecommunicators will work a “four-two, four-two, five-two” (“4/2, 4/2, 5/2”) 
workweek cycle of four (4) consecutive days of work followed by two (2) days off, four 
(4) consecutive days of work followed by two (2) days off, and five consecutive days of 
work followed by two (2) days off, then repeat the cycle continuously.  

Communication Supervisors will be scheduled as needed to provide the necessary 
supervisory coverage for the department. As a matter of daily assignment, the 
telecommunicator supervisor will work a “four-two, four-two, five-two” workweek.  

Shifts: 

First Shift:   0600-1400 
Second Shift: 1400-2200 
Third Shift:   2200-0600 

All the above daily work shifts include a paid twenty (20) minute lunch break and two (2) 
paid fifteen (15) minute breaks.  Breaks will be taken in accordance with the needs of 
the department.  

D. Identification Technicians 

Identification Technicians will work a "five-two" ("5/2") workweek, consisting of five (5) 
consecutive days of work followed by two (2) days off consisting of forty (40) hours per 
week, eight (8) hours per day according to the following schedule:  

Shifts: 

First Shift: (a) 7:00 a.m. to 3:00 p.m., Monday through Friday  
First Shift: (b)  7:30 a.m. to 3:30 p.m., Monday through Friday 
Second Shift 2:30 p.m. to 10:30 p.m., Monday through Friday  
Second Shift:  3:00 p.m. to 11:00 p.m., Sunday through Thursday  

The Evidence/Identification Supervisor will be scheduled as needed to provide the 
necessary supervisory coverage for the department. As a matter of daily assignment, 
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the Evidence/Identification Supervisor will work a standard workweek of Monday 
through Friday. 

Depending upon organizational needs the Identification Technicians may be assigned to  
daily work shifts that include a twenty minute paid lunch break or daily work shifts that 
include a thirty (30) minute unpaid lunch break.  Work shifts include two (2) paid fifteen 
(15) minute breaks.  Breaks will be taken in accordance with the needs of the 
department.  

Evidence Identification Technicians may be assigned to carry a cell phone during hours 
when the Evidence Identification department is not staffed.  Employees will be required 
to answer the call and/or return it within 15 minutes and report when necessary within 
one hour.  Employees so assigned will be rotated and will furthermore be able to trade 
the assignment where possible.  

E. Administrative Clerk 

Administrative Clerk will work a standard workweek of Monday through Friday, with 
maximum of (40) hours per week.  Work hours will be determined by the director. 

XVI.XVII. Flexing of Shifts and Hours 

Supervisors can flex an employee’s starting and/or working shift, moving that employee 
from the shift or their regularly scheduled days off to another day off or shift as needed 
to reduce overtime costs or facilitate training or achieve the goals of Joint Services.  
Employees may request to flex their shift contingent upon management approval. 

XVII.XVIII. Job Posting - Vacancies 

A.  Procedure 

Notice of vacancies within Kenosha Joint Services may be posted for review prior to 
listing and hiring externally.  Consideration in filling the vacancy will first be given to 
current employees based upon skill, ability, efficiency and length of service.  
Additionally, the internal candidate must meet the minimum job requirements for the 
position for which he/she is interested.   
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1. Job Transfer 

a) Employees transferring will receive pay at the equivalent 
step of their new position.   

b) Employees transferring departments will have an 
orientation period for ninety (90) days.  Orientation period may 
be extended as needed.   

c) An employee who fails to demonstrate the ability to 
perform a job obtained through job posting during his/her 
orientation period will return to his/her former job.  

XVIII.XIX. Shift Vacancies 

A. Procedure  

Consideration in filling a shift vacancy will first be given to employees within the 

department. 

1. In filling shift vacancies the needs of Kenosha Joint Services will be 
taken into consideration as well as skill, ability, efficiency and length of 
service.   

2. At a minimum of once a year or additional times if needed, a shift 
preference selection form will be completed.  Employees within each 
department will be requested to indicate his/her first and second shift 
preference.  The shift preference selection will be completed by length 
of services.  The employee within each department will select first, and 
then continuing sequentially through the remaining employees.   

3. As vacancies arise management will fill them in a manner that is in 
the best interest of Kenosha Joint Services and/or utilizing the yearly 
shift preference. 

XIX.XX. Wages  

A. Wages, See Appendix A and B 

B. Premiums and Shift Differential  

1. Certified Training Officer 
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Certified Training Officers will be paid at the rate of $2.75 per hour for 911 
telecommunicators, $2.50 per hour for records clerks and $2.62 per hour for 
other employees for all regular hours in a day for which a Certified Training 
Officer completes a daily observation report. The training premium will be taken 
into consideration for all overtime hours performed in the pay period that the 
training has taken place. Dollar amounts will not be rolled into the base pay.  

2. Shift Premiums   
 

Employees assigned to the second shift will receive a premium of 40 cents per 
hour. Employees assigned to the third shift will receive a premium of 50 cents 
per hour.  Employees assigned to the fourth shift will receive a premium of  
45 cents per hour.   

Shift premiums will be include for all paid leaves, such as vacations and holidays 
and paid sick leave. 

3. Telephone Premium 
 

While assigned a cell phone, Identification Technicians employees shall receive 
10% of their hourly rate of pay for each hour so assigned. Call-in pay shall be in 
addition to the 10% cell phone premium, except that no 10% cell phone 
premium shall be paid during hours for which the employee is receiving call-in 
pay.   
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1.4. Emergency Medical Dispatch 

911 Telecommunicator: A $.50 per hour premium shall be paid to employees, in 
addition to their base pay, classified as 911 telecommunicator, who possess EMD 
certification, and have successfully completed training in call taking. . Employees 
will maintain the EMD certification as a. condition of their employment. Step A is 
attained after successfully meeting the training criteria for one console, Step B is 
attained after successfully meeting the training criteria for two consoles, and 
Step C is attained after successfully meeting the training criteria for three 
consoles 

2.5. Automotive Fleet Technician 

Automotive Fleet Technician: The Lead Automotive Technician shall be paid a  
$ .50 per hour premium for all hours worked.  All Automotive Technicians shall 
receive a $150 per calendar year for the purchase of hand tools used in the 
performance of their duties as approved by the Manager.  Each Technician is 
required to wear shoes or boots with protective toe boxes and will be 
reimbursed $80 per calendar year for the purchase of such footwear. 

 

C. Pay Period  

Pay periods are bi-weekly with the payday being Friday, one week following the actual 
time worked. For pay purposes only, each pay period shall consist of 80 hours plus any 
applicable overtime and/or premium. However, any unpaid time off or tardiness shall be 
deducted from said 80 hours. The pay system is an automatic deposit to the employee's 
bank account.  

D.  Payment of Raises   

All changes to the hourly rate will be effective the first day of the pay period following 
the effective date of the pay change.  

XX.XXI. Overtime  

A.  Overtime Rate of Pay and Hours Worked 

Employees will be paid at one and a half times (1 ½) their normal pay rate for all hours 
that exceeds eight (8) hours of  work in a day or any scheduled day off.   
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B. Work on a Paid Holiday 

Employees who work on a designated paid holiday will receive one and one-half (1 1/2) 
times their regular rate of pay. 

C. Overtime Distribution  

Overtime shall be awarded in the best interest of the organization.    

D. Call-in Pay 

An employee called to work outside of his/her regular work schedule will receive a 
minimum of two (2) hours work or pay at the required overtime rate. The guarantee of 
two (2) hours will not apply when such work is continuous with the regular day’s work.   

E.  Requirements for Overtime to be Mandatory 

If overtime becomes mandatory because of staffing issues or an emergency, it will be 
assigned in the best interest of the organization. 

F. Training 

Employees will receive all wages and benefits for time spent at training or schooling.  If 
the training is outside of Kenosha County, the employee will be reimbursed for mileage 
(at the current IRS rate) and meals.   

G. Overtime Approval 

Overtime must be approved by management. 

XXI.XXII.  Vacations  

A. Vacation Entitlement  

All full-time employees will earn paid vacation in accordance with the following 
schedule:  

 Start through 6 years 8.00 hours per month (96 hours) 
 7 through 14 years 11.33 hours per month (136 hours)  
 15 thru 20 years 14.67 hours per month (176 hours)  
 21 years 15.33 hours per month (184 hours)  
 22 years 16.00 hours per month (192 hours)  
 23 years 16.67 hours per month (200 hours)  
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 24 years 17.33 hours per month (208 hours)  
 25 and more years 18.00 hours per month (216 hours)  

The above accruals shall be based upon hours paid in the previous year so as to allow 
employees to receive the above schedule of vacation accruals and hours effective 
January 1 of the following year. 

Vacation hours will be accrued on the second pay period of a month. An employee must 
work the majority of their scheduled work days in a month to be credited with vacation 
hours. For interpretation of this section, time paid will be considered time worked. An 
employee will not accrue vacation during the orientation period. However, upon 
completion of the orientation period, employees will receive vacation credit back to 
their original date of hire.  

B. Payment Upon Termination 

Any employee with more than one year of service will be paid for their accrued vacation 
at the time of terminating their service with Joint Services. This section shall not apply if 
the employee fails to give two (2) weeks notice, in writing, of his/her intention to sever 
his/her employment with Joint Services.  

C. Vacation Preference 

Vacations will be selected on the basis of length of service with selections starting 
January 15th and completed by April 1st of the year vacation is to be taken. Vacation 
preferences will be selected in separate blocks. Supervisory personnel (who count as 
part of staffing) will select from the 1st block followed by employees in order of length 
of service. The remaining blocks will be selected in the same manner.  

D.  Vacation Usage 

One five (5) day block for employees on a 5/2 schedule and one four (4) day block or five 
(5) day block for employees on a 4/2, 4/2, 5/2 schedule must be taken as the 
employee’s first selection.   

Remaining vacation time may be taken in increments of one hour (1). 

XXII.XXIII. Holidays  

A. Number of Holidays for 5/2 Schedule and Pay Rate 

There will be ten (10) paid holidays which are: New Year's Day, Good Friday, Memorial 
Day, Independence Day, Labor Day, Thanksgiving Day, Day after Thanksgiving, 
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December 24th, Christmas Day and December 31st.  Holidays will be paid at the 
employee’s regular hourly rate at the regularly scheduled number of hours. 

B.  Floating Holidays for 5/2 Schedule. 

There will, in addition to the Holidays, be one (1) additional floating holiday granted 
with pay, to be taken after July 1st of each year. 

C.  Holiday on Saturday or Sunday for 5/2 

If an observed holiday falls on a Saturday, the holiday will be observed on the previous 
scheduled work day. If the observed holiday falls on a Sunday, the holiday will be 
observed on the following scheduled work day.  

D. Paid Holidays for 4/2, 4/2, 5/2 

Employees working a regular scheduled day or overtime on the Christmas Eve holiday, 
Christmas Day holiday, New Year’s Eve holiday, Labor Day holiday, Good Friday holiday, 
Thanksgiving holiday, New Year’s Day holiday, the Day After Thanksgiving holiday, 
Memorial Day holiday and Independence Day holiday will be paid at the rate of 1-1/2 
times the employee's applicable base rate.  

XXIII.XXIV. Sick Leave  

A.  Earning of Sick Time  

Employees with regular full-time status will earn paid sick leave at the rate of eight (8) 

hours for each month of employment during which they work the majority of their 

scheduled workdays. For purposes of this section, time paid for shall be considered time 

worked.  

B.  Use of Leave 

Any employee may use sick leave (1) in case of his own illness, injury, or exposure to 
contagious disease; or (2) for attendance upon members of his household whose illness 
or injury requires the care of the employee except that no more than three (3) days of 
sick leave may be used in each instance of this type. As used in this section, the term 
"household" shall mean husband, wife, child, parent, mother-in-law or father-in-law of 
the employee residing together in a single dwelling unit. All leave used shall be charged 
in one hour (1) increments. The department head may require reasonable evidence to 
support a claim for sick leave and shall, in case of absence for more than three (3) 
consecutive working days, require a doctor's certificate to justify the absence.   
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Sick leave will not be used for periods of absence resulting from injury incurred in 
supplemental employment.  

An employee who exhausts his sick leave and annual leave credits and is still unable to 
return to work due to illness or injury may be granted a leave of absence without pay 
provided that a doctor's certificate is submitted indicating the extent of the employee's 
illness or injury and the length of time the employee will be unable to work. Such leave 
will be reviewed at six months to determine the employee’s ability to return to work.  
Upon return to work from an extended leave due to illness or injury, an employee will 
submit a doctor's certificate indicating he/she can resume normal work duties. 

C. Call-in Procedures 

Employees who are unable to report to duty shall notify management in a timely and 
efficient manner of his/her absence.  Notification is imperative to allow management to 
achieve organization goals and find replacement staffing.  Notification shall be done as 
prescribed by the Kenosha Joint Services Call-in policy. 

D. Sick Leave Monitoring 

Sick leave usage shall be monitored as prescribed in the Kenosha Joint Services Sick 
Leave Monitoring policy.  

E. Accumulation  

Joint Services agrees that any employee may accumulate   nine hundred and sixty (960) 
hours  of sick leave and in addition may accumulate another  ninety-six (96)  hours 
within a calendar year. None of said ninety-six (96) hours can be carried over into the 
next year except in the case of a continuing illness.  

In the case of a continuing illness, said ninety-six (96) can be carried over into the next 
year.  If there is no continuing illness one-half (1/2) of any of these additional hours 
which have not been used during the year will be recorded in a separate sick leave bank. 
Sick leave hours recorded in the sick leave bank are exempt from payout.    

F. Payment Upon Termination 

Employees with more than one year of service who terminates employment, except for  
discharge, or the estate of a current employee who dies, will receive a severance pay 
equal to 50% of his/her accumulated sick leave to a maximum of  four hundred and 
eighty ( 480)  hours  at his/her final rate of pay.   
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XXIV.XXV. Discipline and Discipline Appeal   

The purpose of this policy is to provide guidance for the employees and supervisors of 
Joint Services concerning discipline of employees of Joint Services and to implement the 
grievance procedures mandated by Section 66.0509(1m) of the Wisconsin Statutes.  

Nothing in this policy is intended to create a legally binding contract or change the at-
will nature of employment with Joint Services. 

A. Discipline 

When it becomes necessary to address an employee’s actions in the workplace, general 
guidelines of acceptable business conduct will govern. Depending upon the nature and 
seriousness of the employee’s actions, disciplinary action may begin at any step of the 
disciplinary process. The process should ensure that employees are informed of exactly 
what behavior needs to be corrected, inform employees of the measures they must take 
to correct unacceptable behavior, and give employees adequate opportunity to correct 
the behavior.  

B. Procedure  

All disciplinary action must be authorized by the Director of Joint Services prior to being 
issued. All documents relating to disciplinary actions will remain in the employee’s 
personnel file and will become a permanent part of the employee’s entire work record.  

A log of all disciplinary actions taken and the infraction that caused the action will be 
maintained. This log then forms the basis of the uniform application of discipline.  

The various levels of discipline are: verbal reprimand, written reprimand, suspension, 
disciplinary probation, and discharge. 

C. Levels of Disciplinary Action 

1. Verbal Reprimand 

A verbal reprimand is issued for a first offense of a minor infraction or the first incident 
of sub-standard work performance. The immediate supervisor of the employee will 
meet with the employee and inform the employee of the specific behavior that is 
unacceptable. The employee must be told clearly what the infraction is, how to correct 
the problem and explicitly inform the employee what further disciplinary action may 
result for failure to comply with recommended corrective action. The verbal reprimand 
may be issued to the employee by the director, department manager, or immediate 
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supervisor. Verbal reprimands must be documented for the personnel file in order to 
substantiate the start of the discipline.  

2. Written Reprimand  

A written reprimand follows an active verbal reprimand issued to an employee for a 
repeated offense, or a new offense of a more serious nature. A verbal reprimand 
therefore need not precede a written reprimand. The written reprimand may be issued 
to the employee by the director, department manager, or immediate supervisor.  

The reasons for the issuance of the written reprimand shall be explained as well as 
suggestions for correcting the behavior. Additionally there will be a warning of what 
discipline, up to and including dismissal, may be taken in the future if behavior or 
performance does not improve.  

3. Disciplinary Suspension  

A suspension is a temporary removal of the employee from the payroll. A suspension 
may be recommended when lesser forms of disciplinary action have not corrected an 
employee’s behavior or for first offenses of a very serious nature.  

Disciplinary suspension(s) remains active for an employee’s entire length of 
employment.   

The number of days recommended for suspension will depend on the severity of the 
act.  

4. Disciplinary Probationary Period 

An employee may be placed on disciplinary probation for a designated period of time 
for significant performance deficiencies that are determined to be within the 
employee’s ability and intent to correct. The employee’s immediate supervisor will 
counsel the employee regarding performance issues, job performance standards, 
implement an improvement plan, and specifically state what action will be taken if the 
employee fails to complete improvement goals.  

5. Discharge/Termination  

Discharge may be recommended for an employee for rule violations, poor performance 
and other acts of misconduct.  Such action may be justified because the offense is so 
severe that any employee normally would know that the behavior is completely 
unacceptable.  
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In these cases, the employee should be suspended with pay pending a complete 
investigation of the situation before recommending termination.  

D. Internal Review  

Before any of the disciplinary actions listed below may be taken, the following system of 
internal administrative review will be followed to insure that the discipline system is 
utilized in a uniform and equitable manner:  

 Suspension of one or more working days 
 Discharge.  

The following procedure will be adhered to:  

1. Employee infraction of rules, including continued failure to meet 

performance standards:  

 Supervisor, manager or director conducts investigation  
 Employee is provided with notice of investigation and his/her rights including 

the right to a hearing if charges are brought forward.  

2. Meeting to show cause:  

 Department supervisor and/or manager review results of investigation and 
recommend level of discipline to  the director 

 A maximum level of discipline will be authorized by the director based on 
equitable and uniform discipline agency-wide.  

3. Written notice to employee:  

The employee will be informed in writing of the discipline charges brought, his/her 
rights (which include: the right to representation, right to see/hear evidence produced 
to show misconduct and question witnesses, the right to present evidence and 
witnesses on his/her behalf and to rebut recommendations for discipline and certain 
basic “rudimentary rights” as guaranteed by Loudermill), and informed of the date, time 
and place of the pre-disciplinary hearing to discuss the charges.  

4. Pre-disciplinary hearing:  

o Conducted by the director  
o Supervisor and/or manager involved attends  
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o Employee must attend and a representative of his/her choosing 
may attend  

o Witnesses may be called by Joint Services or by the employee. 
Such witnesses will be provided sufficient time off from work to 
appear at the pre-disciplinary hearing  

o Charges will be discussed, with ample time provided for a 
complete presentation of charges and for rebuttal and defense by 
the employee.  

5. Results of pre-disciplinary hearing:  

As a result of the discussion, facts and material presented in the pre-disciplinary 
meeting, the director may:  

o Take disciplinary action as determined in them meeting to show 
cause;  

o Reduce the level of disciplinary action as determined in the 
meeting to show cause;  

o Take the matter under advisement for no longer than five (5) 
working days and issue a decision.  

6. Written Notice to Employee:  

Written notice of disciplinary action to be taken, if any, shall be given to the employee 
stating effective dates and time of action. The decision of the director shall be final 
unless the employee files a written appeal requesting a hearing before an Impartial 
Hearing Officer.* Written notice of the employee’s right to appeal the decision will also 
be provided with the written disciplinary decision. 

* The Impartial Hearing Officer will be an outside independent person who is not 
employed by Joint Services.  Any costs associated with the appeal to the Impartial 
Hearing Officer will be equally shared between the employee and Joint Services. 

7. Appeal/Grievance Procedure for Suspensions and Terminations 

The decision of the director, shall be final unless the employee/grievant files a written 
appeal requesting a hearing before an Impartial Hearing Officer. The written appeal will 
be filed with the director, within 10 calendar days of the director’s response. A hearing 
in front of an Impartial Hearing Officer will be held on the matter within 30 calendar 
days of the written appeal. The Impartial Hearing Officer will file a written response 
within 15 calendar days of the close of the hearing. 
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8. Appeal for Review 

The non-prevailing party may file a written request for review by the Joint Service Board 
(Board) within 10 calendar days of receipt of the Impartial Hearing Officer’s written 
response. 

9. Decision of the Joint Services Board 

The Board will make a decision regarding whether or not a meeting will be held within 
30 calendar days of the written request for review. A decision by the Board will be made 
within 60 calendar days of the filing of the written request for review unless the Board 
extends this timeframe. 

XXV.XXVI. Jury Duty  

Employees while on-duty summoned to jury duty shall be paid  his/her regular salary for 
the time they are actually required to be absent from their Kenosha Joint Services’ 
related duties provided he/she shall deposit any compensation he/she received for jury 
duty with the Director of Joint Services. Employees called for jury duty but not assigned 
to serve or released from jury duty, will return to their assigned jobs as soon as 
dismissed.  

XXVI.XXVII. Military Leave 

A. Armed Forces  

Employees called upon to serve in the Armed Forces of the United States shall be 
granted leaves of absence and their length of service shall accumulate providing they 
report for work within ninety (90) days of discharge, unless unable to do so because of 
illness or injury in which case leave shall be extended.  

1. Reinstatement 

Upon return from military leave, the employee shall be returned to a position and pay in 
keeping with federal regulations.  

B. Reserve Training 

An employee who is a member of a military reserve and who may be called upon for 
reserve training or emergency service will receive his/her regular pay for such training 
or service (not to exceed two (2) weeks for any one (1) call up), provided he/she shall 
deposit his/her military base pay with the Director of Joint Services and receive his/her 
regular pay in turn.  
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XXVII.XXVIII. Funeral Leave  

A. Funeral Leave for Immediate Family 

In the event of a death of an employee's father, mother, stepfather, stepmother, 
husband, wife, brother, sister, stepbrother, stepsister, son, daughter, stepson, 
stepdaughter, father-in-law, mother-in-law, son-in-law or daughter-in-law, such 
employee will be paid for straight time lost from scheduled work not to exceed three (3) 
scheduled work days to attend the funeral within a seven (7) day period following the 
date of death.  

B. Funeral Leave for Other Relatives 

In the event of a death of an employee's brother-in-law, sister-in-law, or employee’s or 
employee’s spouse’s aunt, uncle, niece, nephew, grandparent, or grandchild, such 
employee will be paid for straight time lost from scheduled work not to exceed one (1) 
scheduled work day to attend the funeral within a seven (7) day period following the 
date of death.  

1.  Rate of Pay 

Pay will be at the employee's straight time hourly earned rate for the payroll period in 
which the death occurred.  The employee may be required to furnish verification of the 
date of death, date of funeral and relationship to the deceased.  

XXVIII.XXIX. Insurance 

Joint Services makes available to its employees a comprehensive employee health 
benefit which includes dental and prescription plans.  Any employee that is currently 
eligible or becomes eligible, as well as any eligible retiree or COBRA participant, along 
with their eligible dependents will only be allowed to participate in the current program 
negotiated by Kenosha Joint Services for the current plan year.  Carrier and vendor 
partners for all lines of coverage herein mentioned may change and all eligible plan 
participants will be notified as soon as practical.  Contract terms and items of coverage 
may change from time to time. 

Single and family coverage is available to full-time employees.   

The term Spouse shall be defined in accordance with State and Federal law.   

Plan benefits, claim procedures, limitations and other details are available in the 
summary plan description.  
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Kenosha Joint Services reserves the right to change benefits provided and will make 
every attempt to stay in compliance with State and Federal laws.    

XXIX.XXX. Workers’ Compensation  

Worker’s compensation is a form of accident and disability insurance to protect an 
employee in the event of a job-related work injury or illness.  An employee who is 
absent due to injury or illness caused during the course of his/her duties will receive 
statutory benefits as required by the Wisconsin Worker’s Compensation Act.  

XXX.XXXI. Retirees 

A. Full-time employees 

Full-time employees who are at least 60 years of age and have had fifteen (15) or more 
years of employment with Joint Services immediately preceding retirement may retain 
hospital-surgical-major medical and dental coverage at no cost to the employee. If the 
employee was covered by a family policy at the time of retirement, he/she may be 
eligible to retain such family coverage. Joint Services’ premium obligation shall 
terminate when the employee becomes eligible for Medicare. Retirees get the same 
insurance as active employees.  

Full-time employees who retire who are fifty-seven (57), fifty-eight (58) or fifty-nine (59) 
years of age and have had thirty (30) or more years of employment with Joint Services 
immediately preceding retirement may retain hospital-surgical-major medical and 
dental coverage with fifty percent (50%) of the COBRA cost of said coverage to be paid 
by the employee. Upon attaining the age of sixty (60), the employee will be covered by 
the provisions of the above paragraph. Retirees get the same insurance as active 
employees.  

XXXI.XXXII. Wisconsin Retirement System 

Most Joint Services employees are enrolled in the Wisconsin Retirement System (WRS) 
pension benefit.  Employees that are eligible for WRS enrollment pay the employee 
share of the contribution through wage deduction on a pre-tax basis.   

XXXII.XXXIII. Life Insurance 

The Wisconsin Group Life Insurance Plan will be continued. Joint Services will pay the 
full premium required by the plan.  The eligibility of part-time employees for 
participation in the life insurance program for employees will be controlled by the 
regulations set up by the state agency administering the fund from which such benefits 
are paid. 
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XXXIII.XXXIV. Notice of Termination 

All employees will give fourteen (14) days notice of their intention to sever their 
employment with Joint Services.  Such notice will begin the following day it is received 
by the Manager of the Department or Administration Office.  The notice will be in 
writing, and signed by the employee indicating their intention to sever their 
employment with Joint Services.  If an employee fails to give such notice, any earned 
vacation pay shall be forfeited.  

XXXIV.XXXV. Part Time Employee Benefits  

A. Part Time Employees 

All regular part-time employees shall not receive fringe benefits, except for those 
provided by state statute with the exception of the part-time Administrative Clerk. This 
employee will receive benefits as follows:  

B.  Vacations  

Part-time employees who have worked a total of 520 hours, but less than 1040 hours in 
the period between January 1 of the previous year and December 31 of the previous 
year, and who are otherwise qualified to receive vacation pay, will receive vacation with 
pay at the rate of one-fourth (1/4) the vacation allowance he/she would have received if 
he/she had been employed on a full-time basis.  

Part-time employees who have worked a total of 1040 hours but less than 1560 hours in 
the period between January 1 of the previous year and December 31 of the previous 
year, and who are otherwise qualified to receive vacation with pay, will receive vacation 
with pay at the rate of one-half (1/2) of the amount he/she would have received if 
he/she were employed as a full-time employee.  

Part-time employees who have worked 1560 hours or more in the period between 
January 1st of the previous year and December 31st of the previous year who are 
otherwise qualified to receive a vacation with pay, will receive vacation with pay at the 
rate of three-quarters (3/4) of the amount he/she would have received if he/she were 
employed as a full-time employee.  

C.  Paid Holidays and Floating Holidays 

Part-time employees whose average weekly schedule of hours of work in the four week 
period preceding any of the paid holidays is less than ten (10) per week shall not be 
eligible for holiday pay.  
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A part-time employee whose average weekly schedule of hours of work in the four week 
period preceding the holiday is ten (10) or more hours, but less than twenty (20) hours 
per week, will, if otherwise eligible to receive holiday pay, receive holiday pay at the 
rate of one-fourth (1/4) of the amount he/she would have received if he/she had been 
employed as a full-time employee.  

A part-time employee whose average weekly schedule of hours of work in the four week 
period preceding the holiday is twenty (20) or more, but less than thirty (30) hours per 
week, will, if otherwise eligible for holiday pay, receive holiday pay at the rate of one-
half (1/2) of the amount he/she would have received if he/she had been employed as a 
full-time employee.  

A part-time employee whose average weekly schedule of hours of work in the four week 
period preceding the holiday is thirty (30) hours per week or more will, if otherwise 
eligible for holiday pay, receive holiday pay at the rate of three-fourths (3/4) of the 
amount he/she would have received if he/she had been employed as a full-time 
employee.  

D. Sick Leave 

The levels of said sick leave for part-time employees are to be prorated on the same 

basis as part-time vacations. 

XXXV.XXXVI. Temporary Employees 

Employees who are employed on a temporary basis shall not receive fringe benefits.  

XXXVI.XXXVII. Acknowledgement 

Every employee is required to read and acknowledge they received and understand the 
contents of this handbook.   
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Appendix A: Position Grade Assignment  

 

Appendix B: Pay Scale 2018 

  

Department Title Grade

Records Records Clerk 2

Evidence Identification Technician 2

Fleet/Admin Fleet Maintenance Clerk/PT Admin Clerk 2

Communications 911 Telecommunicators 3

Fleet Automotive Fleet Technician 5

Records Records Supervisor 6

Evidence Evidence/Identification Supervisor 6

Communications Communications Shift Supervisor 6

Administration Finance Assistant 8

Administration Human Resource Coordinator 8

Communications Communcations Assistant Manager 8

Records Records Manager 10

Fleet Fleet Maintenance Manager 10

Communications Communications Manager 10

Evidence Evidence/Identification Manager 10

Administration Assistant Director 13

Administration Director 17

Grade Step 1 Step 2 Step 3 Step 4 Step 5 Step 6 Step 7 Step 8 Step 9

1 17.7761 18.3094 18.8587 19.4245 20.0072 20.6074 21.2257 21.8624 22.5183

2 18.8427 19.4080 19.9902 20.5899 21.2076 21.8439 22.4992 23.1742 23.8694

3 19.9733 20.5725 21.1897 21.8253 22.4801 23.1545 23.8491 24.5646 25.3016

4 21.1717 21.8068 22.4610 23.1349 23.8289 24.5438 25.2801 26.0385 26.8196

5 22.4420 23.1152 23.8087 24.5230 25.2586 26.0164 26.7969 27.6008 28.4288

6 23.7885 24.5022 25.2372 25.9943 26.7742 27.5774 28.4047 29.2568 30.1346

7 25.2158 25.9723 26.7514 27.5540 28.3806 29.2320 30.1090 31.0123 31.9426

8 26.7288 27.5306 28.3565 29.2072 30.0834 30.9860 31.9155 32.8730 33.8592

9 28.3325 29.1825 30.0579 30.9597 31.8885 32.8451 33.8305 34.8454 35.8907

10 30.0324 30.9334 31.8614 32.8172 33.8018 34.8158 35.8603 36.9361 38.0442

11 31.8344 32.7894 33.7731 34.7863 35.8299 36.9048 38.0119 39.1523 40.3268

12 33.7444 34.7568 35.7995 36.8735 37.9797 39.1191 40.2926 41.5014 42.7464

13 35.7691 36.8422 37.9474 39.0859 40.2584 41.4662 42.7102 43.9915 45.3112

14 37.9152 39.0527 40.2243 41.4310 42.6739 43.9542 45.2728 46.6310 48.0299

15 40.1902 41.3959 42.6377 43.9169 45.2344 46.5914 47.9892 49.4288 50.9117

16 42.6016 43.8796 45.1960 46.5519 47.9484 49.3869 50.8685 52.3946 53.9664

17 45.1577 46.5124 47.9078 49.3450 50.8254 52.3501 53.9206 55.5382 57.2044

18 47.8671 49.3031 50.7822 52.3057 53.8749 55.4911 57.1559 58.8705 60.6366

19 50.7392 52.2613 53.8292 55.4440 57.1074 58.8206 60.5852 62.4028 64.2748

20 53.7835 55.3970 57.0589 58.7707 60.5338 62.3498 64.2203 66.1469 68.1313
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Confidentiality Statement 
 

Employees shall not access, disclose or permit the disclosure or use of files, documents, reports, 

records, photographs, video or audio recordings or other confidential information except in 

accordance with department policies, statutes, ordinances and regulations related to data 

practices.  If uncertain of the confidentiality status of any of the aforementioned information 

sources, consult with a supervisor to determine the status of the item(s) in question.   

By my signature below, I acknowledge my understanding that any and all information I come 

across in the course of my employment duties related to Kenosha Joint Services, its contractors, 

and agencies served including, but not limited to personal, medical, or investigative information 

about inmates, detainees, witnesses, suspects, victims, patients, employees, agencies served, 

or Kenosha Joint Services as an agent of Kenosha City and Kenosha County Governments, is 

strictly confidential. 

I will not use or disclose any information received except in the course of my job duties. 

I agree to respect the confidential nature of the above-mentioned information. 

A breach of confidentiality in violation of Kenosha Joint Services policies may result in corrective 

disciplinary action, termination as well as potential criminal and civil penalties. 

 

 

Print Full Name        Employee Number 

 

 

Employee Signature       Date Signed 
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EXECUTIVE SUMMARY 

Kenosha Joint Services (also referred to as “Agency”) retained Comm Center Solutions to 
conduct an assessment of its Communications Department (“Department”). The assessment 
included a review of its recruitment process, onboarding of talent once selected, training for new 
employees and existing employees, organizational structure, employee retention, and scheduling 
practices. The manner in which Comm Center Solutions accomplished these tasks is outlined in 
Section 1. In addition to these tasks, Comm Center Solutions drew on and applied its more than 
70 years of combined expertise as practitioners in public safety communications centers. 

Comm Center Solutions understands that while the goals are the same, each communications 
center has its own personality, unique set of tasks, and distinctive set of Telecommunicators. The 
Agency was no different. During the process, Comm Center Solutions made every effort to 
personalize our recommendations with that in mind. Our goal is to offer solutions unique to the 
Department through understanding the particular functionality of the Department and its 
personnel. 

Retaining consulting services for a review exemplifies a high level of willingness on the part of 
the Agency Board Members, Director, and Assistant Director to address issues and effect 
change. Initial conversations and meetings with leadership from the Department offered a picture 
of a dedicated group of individuals striving to create the best working environment and 
conditions for staff while providing the highest possible level of service to the public. The 
primary struggles outlined were obtaining full staffing levels; expediting of recruitment; 
onboarding of talent; streamlining of training, if appropriate; organizational structure; staff 
retention; and scheduling practices. Comm Center Solutions focused on these issues during the 
review process. 

Recruiting is a vital task in any public safety organization. It is a time-consuming, expensive 
undertaking that should be constantly reviewed as the workforce changes and demand for the 
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best candidates tightens. The Agency recognizes that it is competing for potential employees 
with a wide variety of private sector employers in the immediate area. The Agency has allowed 
recruitment cycles to grow excessively long and, in response, has undoubtedly lost out on viable 
candidates. Certain procedures within the process can be significantly streamlined, and others 
can be more applicant-friendly. Without question, adding additional resources and dispersing the 
multiple tasks involved will lead to better, faster results. In addition, the Agency will need to 
focus on rebranding the Department to attract candidates considering other private sector job 
offers. Suggested solutions for these frustrations have been included in Section 2 of this report. 

Effective, continuous training better prepares new employees for their position, helps tenured 
staff stay engaged and current in their profession, and reduces liability. The Agency recognizes 
that and takes the responsibility of training seriously, particularly regarding new employees. It 
has developed a training program that is comprehensive and addresses the disciplines of 
dispatching services for a variety of departments and different public safety genres.  

A particularly difficult process is training a new Telecommunicator. More often than not, these 
employees have no public safety or dispatching experience. Literally every aspect of their new 
career must be taught and tested. While that is a challenge, the Agency has implemented a 
variety of unique training ideas that are creative and effective, but often lengthen the process. 
Section 4 contains ideas to reduce the length of the training process that still result in a well-
rounded, well-prepared new Telecommunicator. In addition, recommendations have been 
included regarding continuing education for existing staff. Consideration should also be given to 
reestablishing the Training Coordinator position to enhance the overall training in the 
Department. With the ever-increasing demands placed on management of public safety 
communications centers, the time to adequately identify, track, locate, budget for, and conduct 
training for a substantial number of mission-critical employees is daunting, and without a fully 
dedicated position to constantly address and monitor the training aspect of the Department, items 
have fallen through the cracks. This position could also be tasked with conducting classroom 
training for new and tenured employees, thereby freeing up experienced Telecommunicators to 
work in the Communications Department. 

Once all of the efforts of recruiting and training personnel have been completed, there is no 
greater concern than retaining the developed talent. The Department has suffered significant 
losses from staff leaving. There are perceptions that a group of employees resigned based on the 
implementation of the recent Classification and Compensation Study. Others have been drawn 
away by private sector employers with the promise of better hours, weekends and holidays off, 
and less stress. The Agency can combat this trend through efforts to increase employee 
satisfaction, being creative with available benefits, exercising scheduling options to create 
work/life balance, and listening to and addressing employee frustrations within the Department. 
Recommendations regarding these topics can be found in Section 6.  
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Comm Center Solutions is honored that the Agency and its leadership provided the opportunity 
to offer recommendations regarding the Communications Department. Comm Center Solutions 
has found over many years in the industry that the greatest challenges in most public safety 
communications centers reside in staffing and overall functionality. The intent of this report is to 
provide realistic, workable solutions to the specific challenges facing the Department. While 
Comm Center Solutions is not as intimately familiar with the Department as those who work in 
and for it every day, the hope is that fresh eyes and a fresh set of recommendations specific to the 
Department’s operations prove to be valuable assets. It has been a privilege working with 
Kenosha Joint Services.  

 



This page was intentionally left blank 



Kenosha Joint Services 
Communications Department Review  

Section 1—Introduction page 5 

SECTION 1—INTRODUCTION 

Comm Center Solutions is pleased to present this assessment of the Communications Department 
of Kenosha Joint Services. This introductory section will discuss the assessment in general, the 
Department and mission, the scope of work, and the approaches and techniques utilized by 
Comm Center Solutions to develop conclusions. 

The order of this assessment is outlined below. Immediately following the Executive Summary 
are eight sections, including the topics of recruitment, onboarding of talent, training, 
organizational structure, employee retention, and scheduling practices, as well as the final 
section that includes short- and long-term prioritized recommendations. 

To clearly address the six strategic goal themes of recruitment, onboarding of talent, training, 
organizational structure, employee retention, and scheduling practices, the recommendations 
have been organized into those six categories in Section 8. 

Executive Summary: A summary of key areas of our review.  

Section 1 Introduction: An introduction to the assessment, the Department, the scope 
of work, and the approaches and techniques utilized by Comm Center 
Solutions. 

Section 2 Recruitment: A review of the recruiting efforts, process, and results for 
positions within the Communications Department.  

Section 3 Onboarding of Talent: A review of the procedures and process of bringing 
new employees into the Communications Department.  

Section 4 Training: An examination and appraisal of the training process of new and 
existing personnel of the Communications Department.  
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Section 5 Organizational Structure: An evaluation of the organizational structure of 
Kenosha Joint Services, specifically within the Communications 
Department.  

Section 6 Employee Retention: A review and discussion of the employee retention 
efforts and outcome of those efforts to retain qualified Telecommunicators 
in the Communications Department. 

Section 7 Scheduling Practices: An evaluation of scheduling practices within the 
Communications Department.  

Section 8 Summary of Findings and Recommendations: Short- and long-term 
recommendations identified by priority. 

1.1 SCOPE OF WORK 

The scope of this Kenosha Joint Services Communications Department assessment includes 
addressing the following elements: 

 Examination of the recruitment process for strengths and weaknesses and the 
success rate of the current procedures, including advertising, testing, interacting 
with applicants, interview process, background investigation, and the role of 
Human Resources in the process.  

 Assessment of the onboarding of talent, including the role of Human Resources 
and the Communications Department staff in the process. 

 Thorough review of the training of employees, both new and existing, including 
what training is offered, how it is offered, and its effectiveness. 

 Evaluation of the current organizational structure of the Communications 
Department and suggestions for improvement where needed, including chain of 
command and span of command issues and breakdowns. 

 Close examination of employee retention issues and employee satisfaction within 
the Communications Department for both new and tenured employees, as well as 
discussion of ideas for efficient scheduling that could benefit both the employees 
and organization. 

 Evaluation of the perception, business practices, and culture of the 
Communications Department and an exploration of the strengths, weaknesses, 
successes, and challenges, including an overall, global assessment of the 
Communications Department and suggestions for improvement and efficiencies 
where possible, as well as input from different staff levels and experience levels. 
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 Examination of scheduling practices within the Communications Department, 
including reviewing current and alternative schedules, shift selection, use of part-
time Telecommunicators, overtime, and annual leave. 

Review of these elements included approaches and techniques used by Comm Center Solutions. 

In researching and developing this assessment, Comm Center Solutions employed the following 
processes: 

1. Reviewed available documents and records relating to recruiting, interviewing, 
background investigation, onboarding of talent, training, organizational structure, 
employee retention, workflow, work volume, scheduling, staffing, employee 
agreements, and operations of the Communications Department. 

2. Convened meetings with the Director, Assistant Director, Communications 
Manager, Assistant Communications Manager, and Human Resources 
Coordinator.  

3. Conducted interviews with select Communications Department Supervisors, 
Training Officers, Telecommunicators, and Trainees.  

4. Toured the Communications Department and observed staff performing work in 
the Department, as well as technology and equipment used while performing tasks 
in the Department. 

5. Conducted follow-up telephone calls and emails with various personnel for 
clarification and sought additional information and materials. 

6. Considered best practices in other agencies for applicability in the Kenosha Joint 
Services Communications Department. 

7. Presented and discussed findings with the Director and Assistant Director of 
Kenosha Joint Services to allow an opportunity for questions, input, clarification, 
and/or further development. 

This study is primarily focused on recruiting, onboarding of talent, training, organizational 
structure, employee retention, and scheduling practices. Of great concern to the Department’s 
management are the lengthy recruiting process and high vacancy factor for staffing.  

At the project’s outset, it was readily apparent that the challenges facing the Kenosha Joint 
Services Communications Department are not all that different from the profession as a whole. 
Finding, training, and retaining the best possible workforce are challenges facing 
communications center leaders across the country. There are endless articles, lectures, and 
webinars to present ideas on how to overcome these obstacles. The Agency has an extra layer of 
concern with the ever-increasing private sector workforce developing in its immediately 



Kenosha Joint Services 
Communications Department Review 

Section 1—Introduction page 8 

surrounding area. The Agency will need to be creative, responsive, and attentive to this aspect of 
the equation to overcome this somewhat unique challenge. However, after having spent time 
with the leadership of the Department, Comm Center Solutions is confident Agency leadership 
and staff are willing to invest the energy to successfully combat this less common issue.  

1.2 STUDY BACKGROUND 

Kenosha Joint Services was established in 1982. The Agency’s mission is to operate a civilian 
agency that provides support services to the Kenosha Sheriff’s Department, the Kenosha Police 
Department, the Kenosha Fire Department, and various other law enforcement, fire, and 
emergency services agencies in the form of dispatching, records keeping, evidence/identification 
functions, and fleet maintenance, as well as to promote city and county government by being 
efficient and effective in its services through thorough knowledge of the job, proactive planning, 
and professionalism in the performance of duties. The Agency is comprised of five departments, 
including Administration, Communications, Evidence/Identification Bureau, Fleet Maintenance, 
and Records. 

Leaders of the Department are dedicated to providing optimum service to the public while 
fostering a productive, cohesive working environment for the staff in the Department. Their level 
of commitment is evident through the resources they have secured to initiate this study, among 
other efforts.  

Communications centers are dynamic environments that fluctuate from calm to frenetic with 
little or no warning. As the first point of contact with the public, and with the omnipresent threats 
to public, officer, and firefighter safety, the Communications Department requires state-of-the-
art technology, workstations, and facilities, as well as exceptional leadership, skilled personnel, 
and sufficient staffing levels to efficiently respond to rapid escalations in workload volume and 
complexity.  

The Department, which is the public-safety answering point (PSAP) in Kenosha County, 
Wisconsin, serves a population of approximately 168,000 people. The Department is a 
consolidated law and fire communications center that handles over 320,000 9-1-1 and non-
emergency telephone calls annually. The Agency functions as the dispatch center for Division 
101 of the Wisconsin Mutual Aid Box Alarm System (MABAS), a mutual aid organization used 
for deploying fire, rescue, and emergency medical services personnel in a multi-jurisdictional 
and/or multi-agency response. The Department is staffed 24/7/365 and provides dispatch services 
for 12 user agencies, including the Kenosha Police Department, the Kenosha Fire Department, 
the Kenosha Sheriff’s Department, Silver Lake Rescue, the Somers Fire Department, the Bristol 
Fire Department, Paris Fire and Rescue, the Wheatland Constable, the Wheatland Fire 
Department, the Pleasant Prairie Fire Department, the Randall Fire Department, and Salem 
Lakes Fire and Rescue. 
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Department team members are responsible for handling emergency and non-emergency requests 
for service and information from the public and other public safety agencies via the telephone 
and the radio from law enforcement officers and firefighters. They interact with other city and 
county agencies and utilize the computer-aided dispatch (CAD) system to coordinate field 
resources. Civilian Telecommunicators and Supervisors staff the Department and report to a 
civilian Assistant Communications Manager, Communications Manager, Assistant Director, and 
ultimately, a Director.  

The Communications Department is tasked with answering all emergency and non-emergency 
calls in Kenosha County, ascertaining the problem, and dispatching an appropriate response in an 
accurate, efficient manner. 
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SECTION 2—RECRUITMENT 

2.1 PROCESS REVIEW 

Recruitment is the process of finding and hiring the best-qualified candidate, from within or 
outside of an organization, for a job opening in a timely and effective manner. The recruitment 
process includes analyzing the requirements of a job, attracting employees to that job, screening 
and selecting applicants, and hiring and integrating the new employee into the organization.  

The Personnel Assistant is responsible for all Human Resources activities serving all 
departments within Kenosha Joint Services. This includes recruiting, labor relations, benefits, 
and other related activities for an organization with 80 full-time employee allocations and two 
part-time employee allocations.  

At any given time, vacancies must be filled in disparate job descriptions, in addition to the daily 
tasks of staying abreast of all Human Resources activities. The time and effort required to 
coordinate the recruitments alone can be immense and can easily overtake even the most 
organized and capable employee. When this occurs, it can result in delays, miscommunication, 
and potentially missed opportunities to attract and hire the best candidates for the job. 

The recruitment process for the Communications Department is such that it requires focus, 
attention to detail, and the ability to coordinate multiple testing sessions, interview panels, 
background investigations, psychological testing, and medical testing. This process is further 
complicated with the limited availability of the CritiCall testing room, as later discussed in 
Section 2.9, and the challenges of scheduling interview panelists from the Police Department and 
the Sheriff’s Department.  

The Personnel Assistant is solely responsible for coordinating these tasks, in addition to the daily 
Human Resources activities and recruitment for all five departments. The scheduling challenges 
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for the Telecommunicator recruitment and competing needs of the other four departments often 
result in delays, prolonging the recruitment by months.  

Given the size of Kenosha Joint Services and the needs of the five departments, it is probable 
that the addition of part-time help would be beneficial. A part-time employee could assume 
responsibility for some of the recruitment tasks and would not be distracted by other competing 
interests. Alternatively, the part-time employee could assume responsibility for some of the other 
Human Resources tasks, thereby allowing the Human Resources Personnel Assistant to devote 
more time and energy to the recruitment process. Either solution should increase coordination, 
streamline the entire process, and reduce or eliminate delays. Due to the Communications 
Department needing a part-time assistant in another area, to be discussed in Section 5.2.7 of this 
report, it is possible that adding one full-time person could address both needs. 

Finding #1: The Human Resources Personnel Assistant is solely responsible for 
all Kenosha Joint Services recruitments and Human Resources 
activities for five departments. There have been occasions when 
competing interests caused delays in the Communications 
Department recruitment process. 

Recommendation #1: Consider adding a part-time employee to assist the 
Human Resources Personnel Assistant and work to 
eliminate delays in the recruitment process. Review the 
recommendation later in this report to add a part-time 
employee to assist the Communications Department and 
consider creating one full-time allocation to supplement 
both areas. 

Many agencies struggle with recruiting and staffing for communications centers. Some are 
reaching out to high schools, job fairs, technical schools, police reserve academies, community 
colleges, and private sector companies, with varying degrees of success. Others are revitalizing 
their online presence with Twitter, Facebook, and agency websites to become more omnipresent 
and contemporary.  

The Communications Department’s recent Telecommunicator recruitments have included 
sharing the job announcement with current staff, user agencies, and local villages and town halls, 
and these job announcements are typically posted on the Kenosha Joint Services website, 
Facebook, governmentjobs.com, and Indeed.com (the latter via NEOGOV). The job 
announcement is also emailed to industry organizations such as the Association of Public-Safety 
Communications Officials-International (APCO) and the National Emergency Number 
Association (NENA). The job announcement has also been shared with the Job Center of 
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Wisconsin and the Wisconsin Law Enforcement Network. On occasion, Kenosha Joint Services 
representatives have also participated in job fairs. 

Employees hired since 2015 indicated that they learned about the Telecommunicator positions 
and one Supervisor position via the following means: 

 Job Center of Wisconsin: 4 

 Kenosha Joint Services employee referral: 3 

 INDEED.com: 3 

 Kenosha Joint Services website: 2 

 Wisconsin Law Enforcement Network: 2 

 Governmentjobs.com: 2 

 Job fair: 1 

 Other website: 1 

These results would suggest that, while no single option is dominating the process, the combined 
effort is reaching a wide audience. Each of these efforts should be routinely reviewed for 
effectiveness. 

One area noticeably limited for recruitment efforts is the restricted use of social media. While the 
Agency utilizes Facebook for recruiting, it should expand its use of social media to include such 
sites as Twitter, Instagram, and LinkedIn. These social media sites can be effective marketing 
tools that can reach the largest segment of the population, particularly adults of working age. 
They can also reach a segment of the population that may have never considered a career in 
public safety dispatching, while increasing the visibility of the Agency to those who would 
otherwise have no knowledge of the recruitment.  

Many companies successfully use social media to create buzz and produce consumer interaction. 
In 2014, over 80 percent of business executives identified social media as an integral part of their 
business.1 Roughly 77 percent of the current population in the United States has some type of 
social media profile that they engage in frequently.2 Using traditional means to reach the same 
size audience that can be reached using social media would be cost prohibitive for the Agency, 

                                                 
1 Bennett, Shea. “Social Media Business Statistics, Facts, Figures and Trends 2014.” 
https://www.adweek.com/digital/social-business-trends-2014/ (accessed April 4, 2016) 
2 Statista. “U.S. Population with a Social Media Profile from 2008 to 2018.” 
https://www.statista.com/statistics/273476/percentage-of-us-population-with-a-social-network-profile/ (accessed 
March 28, 2018) 

https://www.adweek.com/digital/social-business-trends-2014/
https://www.statista.com/statistics/273476/percentage-of-us-population-with-a-social-network-profile/
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but with the low-cost or free access to social media marketing sites, a social media strategy 
requires little budget.  

The key to success on these platforms is to task the appropriate person to oversee these efforts. 
The person should be enthusiastic and well versed in social media use, understand the culture 
and mission of the Agency, and be interested in engaging potential employee candidates in this 
medium. 

There are extensive discussions about bringing millennials into the workplace. Government 
agencies, which are often steeped in tradition, have been slow to embrace this new workforce. 
However, they are the largest demographic group of potential new hires. Efforts must be made to 
accept and welcome this new and different workforce into the Communications Department. 
This employee group can serve to enhance the Department and its ability to keep pace with 
changes in technology, service delivery, and the needs of the community. To attract these 
potential employees, changes must be made regarding recruiting strategies. Changes may involve 
revamping the Agency website, optimizing social media presence, presenting benefits of shift 
work for work/life balance, stressing flexibility, ensuring candidates understand the positive 
difference a 9-1-1 dispatcher can make, emphasizing the ability to help people, and discussing 
the team environment in the Department.  

Finding #2: Telecommunicator job announcements are broadly distributed, but 
Kenosha Joint Services’ social media presence and branding of the 
benefits of the position can be enhanced. 

Recommendation #2: Make updates to the Kenosha Joint Services website to 
highlight the benefits of being a Telecommunicator and 
increase social media presence to maximize exposure, 
particularly to millennials. Reconsider how benefits of 
the job are presented and advertised. 

2.2 WEBSITE AND RECRUITING VIDEO 

The Kenosha Joint Services website is user-friendly and may serve as a recruiting tool if the 
potential applicants understand what they are viewing. The website includes a professional-
looking recruiting video that showcases the Communications Department and members of the 
staff. It provides a sufficient overview of the job, but includes some terminology that might be 
unfamiliar to a potential applicant. For instance, it mentions vacancies on the second and third 
shifts, which may not mean much to potential applicants. This might be easier to understand if 
presented in lay terms, such as the afternoon shift or the graveyard shift. It is also something that 
could be shared during an orientation meeting. 
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The YouTube video provides inaccurate information regarding salary. This could be confusing to 
potential candidates since it does not match the current recruitment flyer and is detrimental to 
recruitment efforts since the top-tier salary discussed in the video is almost $6,000 lower than the 
current annual salary. Putting such detailed information in a video, which is difficult to update or 
modify, results in the video becoming stale and thus less valuable quickly. A more effective 
manner would be to include a video that provides an overall glimpse of the job and duties of a 
Telecommunicator, but refer candidates to the current job flyer for details.  

While the video appears to be of professional quality, it may be advantageous to create a new 
video that is more visually and audibly contemporary. Today’s viewers and potential job 
applicants are accustomed to videos, in general, that are faster paced and more dynamic. 
Applying these concepts to the background music, visual aspects, and narration could increase 
viewership and potentially increase the number of interested applicants.3 Audio recordings of 
incoming 9-1-1 calls and radio traffic can also be integrated with images of Kenosha 
Telecommunicators performing their duties. If the quality is of a professional grade, the video 
can be utilized as a recruiting tool in other forums, such as during the previews at movie theaters 
or on a loop at recruiting events. 

Finding #3: The video on the Communications section of the Kenosha Joint 
Services website uses phrases that may be unfamiliar and/or 
daunting to potential applicants. The music and narration used in 
the recruiting video appear dated, and the video includes an 
outdated salary schedule. 

Recommendation #3: Review the video and revise terms and phrases so a 
viewer who is not familiar with shift work or public 
safety communications can more easily understand 
them. Then create a new video with contemporary 
background music and a more dynamic presentation 
style.  

The video also references the requirement to complete data entry at a rate of 6,200 keystrokes 
per hour at a 95 percent accuracy rate. This, in itself, may seem unfamiliar and overwhelming to 
the entry-level candidate who does not understand the keystrokes per hour conversion to words 
per minute. While establishing a minimum keyboarding standard is necessary, whether it occurs 
during a data entry test or the CritiCall test, it might be less confusing to the applicant if verbiage 

                                                 
3 See example from the City and County of San Francisco. “Become a Dispatcher.” https://sfdem.org/become-
dispatcher  

https://sfdem.org/become-dispatcher
https://sfdem.org/become-dispatcher
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is added to clarify that the data entry standard is “somewhat similar to a keyboarding standard of 
25 words per minute, with 95 percent accuracy, in a five-minute timed test.”4  

Finding #4: The requirement to complete data entry at a rate of 6,200 
keystrokes per hour at a 95 percent accuracy rate may be confusing 
or seem overwhelming to potential new candidates.  

Recommendation #4: Consider elaborating on the data entry requirement and 
indicate that it is somewhat similar to a keyboarding 
requirement of 25 words per minute, with 95 percent 
accuracy, in a five-minute timed test. This may reduce 
confusion and increase the pool of interested applicants. 

2.3 IDENTIFYING AND RECRUITING VIABLE APPLICANTS 

Some of the biggest challenges facing many emergency communications centers are finding, 
attracting, and hiring qualified and interested applicants. Kenosha Joint Services is no exception. 
Past recruitments for the Department have yielded hundreds of applicants, yet a large majority—
more than 50 percent—did not respond to requests to schedule their appointment for data entry 
testing or did not show up to complete the data entry test. A very small percentage of the sample 
groups withdrew from the testing process after initially scheduling an appointment. As a result, 
the field of candidates was greatly reduced from the very beginning. 

There are many possible causes for the significant reduction in the number of applicants who 
show up for the first scheduled test. Among other things, some applicants will apply for jobs that 
they are not actually interested in or qualified for as a means of satisfying requirements to 
receive financial assistance. When this occurs, it dilutes the pool of serious applicants (i.e., those 
who are interested and qualified), and creates additional work for Human Resources to sift 
through the applications and contact viable applicants. In addition, when the testing occurs 
months after the application was submitted, some applicants may have secured other 
employment in the interim. To mitigate this, the application period of the recruitment cycle 
should be reduced to 30 or 45 days and testing should occur as soon as the application period has 
ended. This will likely result in fewer applicants for each recruitment cycle, but should improve 
the number of applicants who show up for testing. It will also reduce the number of applications 
that must be reviewed by Human Resources each time, thereby making the job more 
manageable.  

                                                 
4 Hastings, David. “How to Convert Keystrokes Per Hour to WPM.” Techwalla. 
https://www.techwalla.com/articles/how-to-convert-keystrokes-per-hour-to-wpm (accessed March 28, 2018) 

https://www.techwalla.com/articles/how-to-convert-keystrokes-per-hour-to-wpm
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Finding #5: More than half of the applicants in recent recruitments did not 
respond to requests to schedule data entry testing or they did not 
show up for their scheduled test. A smaller percentage withdrew 
from the process. 

Recommendation #5: Reduce the period for accepting applications to 30 or 45 
days and accelerate testing so that it occurs soon after 
the application period closes. This should result in 
smaller groups, but yield more viable applicants who 
would otherwise find employment elsewhere.  

Without a reliable method for identifying and recruiting viable applicants, many agencies have 
turned to creative alternatives for their recruitments, with varying levels of success. For Kenosha 
Joint Services, this could involve reaching out to local high schools and community colleges. At 
the high school level, recruiters could schedule a career day at the school to share information 
with graduating seniors. At the college level, recruiters could target students taking classes in 
criminal justice, political science, emergency management, and psychology. 

Finding #6: Kenosha Joint Services does not routinely recruit at schools or 
colleges in the area. 

Recommendation #6: Consider expanding recruiting efforts to include local 
high schools and colleges for potential candidates. 

There is no doubt the Agency is competing with the private sector for employees. The Wall 

Street Journal reported on August 8, 2018, that the most recent Labor Department data from 
May 2017 stated that the mean hourly wage for emergency call takers in the U.S. is $20.20. For 
private call centers the Labor Department showed the mean hourly wage is very close to $18.00 
and these employees often do not work weekends, nights, and holidays.  

During the site visit, staff shared that there are commercial industries in the immediate area that 
employ a large number of call center employees or customer service representatives. In addition, 
there is a new employer relocating to the area that will employ up to 13,000 employees, some of 
whom will work in a call center. There is a shared belief that these industries offer competition 
during the recruitment process for the same employee pool and that private call centers can 
entice employees away from the Agency with the promise of traditional business hours, 
comparable compensation, holidays off, and lower stress levels. While those observations may 
have merit, the Agency offers job incentives that these industries cannot.  
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The Agency needs to market its brand as an exciting, honorable profession. It should tap into the 
“public service” and “honor to serve” aspects of working in the Communications Department. 
There are very few, if any, private sector call centers that offer the opportunity to save lives. The 
public believes in 9-1-1, and the Agency should work on marketing that characteristic. The 
personal reward and ability to assist the public and first responders should be a focus during the 
recruitment campaign. For example, the Agency recently hired a new team member who was 
working in a private sector call center. Ironically, this new team member was satisfied with her 
job and not looking for employment. Rather, she was assisting a family member with a job 
search. However, after reading about the job and learning about the pay and benefits, she decided 
to apply and was ultimately hired.  

This is noteworthy because, though she had never thought about this career shift for herself, 
when she saw the recruitment she decided that she wanted to work for 9-1-1. Her new position 
also offered a shorter commute and better compensation. Efforts should be made to exploit the 
opportunity this creates. Allow this employee to be a spokesperson on behalf of the Agency and 
part of the recruitment team. She can discuss firsthand the rewards she has realized in her new 
position, along with a personal, passionate message about why she made the change.  

A less structured approach could involve targeting employees at local businesses who have been 
observed delivering exceptional service, such as food servers, customer service representatives, 
call center specialists, and retail representatives. In many cases these workers are accustomed to 
working less traditional shifts, including after hours, weekends, and holidays.  

To accomplish this, the Agency could create business cards that have the Agency name, phone 
number, and website on one side, with the other side including a phrase such as, “You provided 
great service today! Come and join our team. We are hiring 9-1-1 Dispatchers.” The 
Telecommunicators and Supervisors could distribute the business cards to people with whom 
they have contact during their daily activities and take the opportunity to share information about 
the benefits of working for the Department. 

Another approach that is sometimes overlooked involves recruiting friends and family members, 
though the Agency does broadcast recruitments to Department members in support of this. This 
pool of potential applicants is among the most predictable, as the recruiter actually knows the 
person, their values, their character traits, and their work ethic, making it more likely that the 
applicant would be a good fit. This approach is most successful when the recruiter has shared, 
and continues to share, the positive and rewarding aspects of being a Kenosha Joint Services 
Telecommunicator.  

Finding #7: Kenosha Joint Services is competing with numerous private sector 
employers for potential Telecommunicator candidates.  
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Recommendation #7: Implement a program to proactively recruit potential 
applicants at local high schools, community colleges, 
and businesses. Create business cards that 
Telecommunicators and Supervisors can utilize to 
recruit workers who seem like a good fit for the 
Department. Consider involving a current employee 
with private sector call center experience to help 
influence others to make the change. Make efforts to 
rebrand the role of a Telecommunicator to stress the 
public service aspect of position. Be sure to continue to 
keep current employees informed of upcoming 
opportunities.  

2.4 RECRUITERS 

With any recruiting endeavor, it is imperative that the recruiters are positive, enthusiastic, and 
loyal ambassadors of the Communications Department. It is not enough to share information 
with potential applicants. The recruiter must first and foremost be likeable, someone with whom 
the potential applicant would like to work. The recruiter must be high energy and convincing 
when promoting the many personal, professional, and financial benefits of being a Kenosha Joint 
Services Telecommunicator while also sharing some of the less attractive aspects, such as shift 
work and job stresses.  

The public can struggle when trying to visualize how their skill set, talents, or education will 
transfer into a Telecommunicator position. If possible, recruiters should represent a cross section 
of the Department. Representatives should be both male and female of different nationalities, as 
well as a cross section of experience. It is also welcoming for recruiters to describe the jobs they 
worked before they accepted a job at the Agency. Sharing this information often helps applicants 
understand that their skill set may be transferable or further developed and may be relevant to the 
skill set required for a Telecommunicator. It makes the recruiters appear approachable and 
relatable.  

Before sending recruiters out to meet with potential applicants, the Agency should consider 
providing recruiters with training to ensure they are prepared. This training should include a 
structured overview of the recruitment process, the training process, compensation, and benefits. 
While it is probable that the recruiters already know some of this information, it is important that 
they have all of the information and that they are able to accurately present it.  

It would also be advantageous to include information that would normally be geared toward 
people in recruiting, sales, and marketing. These types of training can help the recruiter fine-tune 
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formal and informal presentations, as well as talking points, to entice the potential applicant to 
pursue a career with the Agency. After all, the recruiter is essentially marketing Kenosha Joint 
Services Communications and “selling” the applicant on the advantages of becoming a Kenosha 
Joint Services Telecommunicator. 

Finding #8: The Department has the potential to maximize recruiting efforts by 
proactively involving Telecommunicators and Supervisors in the 
recruitment process. 

Recommendation #8: Select Telecommunicators and Supervisors who are 
positive, enthusiastic, and loyal to the Department to 
become recruiters. Ensure that the representatives are a 
cross section of staff regarding gender, nationality, and 
experience. Provide the selected recruiters with training 
in recruiting, sales, and marketing. Include role-playing 
to ensure consistent messaging.  

2.5 RECRUITING INCENTIVES 

Some agencies have offered recruiting bonuses to current employees. With most recruitment 
incentive programs, the applicant must include the recruiter’s name on the application when they 
apply. When the applicant is hired, fully trained, and capable of working independently as a 
Telecommunicator, the employee/recruiter named on the application receives additional 
compensation. The compensation is usually in the form of a one-time payment ranging from 
$500 to $1,500. In addition to rewarding the recruiter, consider rewarding the applicant. 
Recently, Portland, Maine, instituted a program wherein new hires will receive a $10,000 bonus 
upon successfully completing five years of service. 

If financial incentives are unavailable, consider offering a soft cost incentive. Examples of some 
soft cost incentives include an extra vacation day, a “sleep-in day,” early out / partial shift off, or 
a sought after designated parking space for a period of time.  

Finding #9: The Department is not maximizing incentives that may be 
beneficial to the recruiting process.  

Recommendation #9: Consider implementing a program that offers incentives 
to Telecommunicators and Supervisors for recruiting an 
applicant who successfully completes the 
Telecommunicator training program. 
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2.6 APPLICANT INFORMATION MEETING 

Potential Telecommunicator candidates often form their understanding of the job and job duties 
from the media, either having seen Telecommunicators performing their jobs on TV or having 
heard recordings of Telecommunicators. Seldom do applicants have the opportunity to meet with 
Telecommunicators or visit a communications center before their first day on the job, if they are 
successful in the recruitment process. 

Kenosha Joint Services enjoys a high number of applications submitted for the position of 
Telecommunicator and seeks to hire the most highly compatible candidates to fill vacancies. To 
this end, there are a variety of steps and testing requirements that must be satisfied. Included in 
this process is an optional opportunity for the applicant to visit the Communications Department 
and sit with a Telecommunicator. However, this occurs well into the process and may not always 
result in consistent messaging about the rewards and drawbacks of being a Telecommunicator 
with the Agency.  

In lieu of, or in addition to, individual sit-alongs, consider offering an information meeting with 
select staff members for all applicants. Doing so provides the opportunity for applicants to learn 
more about the job requirements, environment, demands and rewards. It also affords staff the 
opportunity to meet potential co-workers and provide their perspective of the job. In addition, it 
serves to excite and “hook” the applicants early in the process or eliminate the less interested 
applicants. During the meeting, Telecommunicators can share stories, play recordings, explain 
their backgrounds and how they came on board, and describe the personal satisfaction of 
performing the job. This structured setting allows candidates to see and hear the 
Telecommunicators as actual people, making the job more human and attainable. It also affords 
them an opportunity to ask questions regarding their concerns before continuing on in the 
process. A tour of the Communications Department can also be offered at the end of the meeting. 

The information meeting would include components of the orientation meeting that were offered 
in 2013 for Gateway Technical College. The purpose of that meeting was to endorse a public 
safety dispatcher course at the college. During the meeting, representatives explained some of 
the unique characteristics of the Telecommunicator position. They also offered insight into the 
events that a Telecommunicator with the Agency handles and some of the demands and rewards 
of the position. 

In addition to members of the Communications Department staff, a representative from Human 
Resources and a background investigator should be present to make brief presentations and 
respond to questions. This will allow potential problem areas for candidates to be identified prior 
to the Agency committing valuable time and resources. 
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Finding #10: Kenosha Joint Services does not currently offer an information 
meeting for applicants to provide more insight into the position 
than the job flyer provides. There is no opportunity for applicants 
to ask questions of staff before they are well into the process or 
actually hired for the position. 

Recommendation #10: Early on in the process, Kenosha Joint Services should 
schedule an open meeting with applicants allowing them 
an opportunity to learn more about the job duties, the 
Department, and the people who work in the 
Communications Department. 

2.7 JOB ANNOUNCEMENT AND RECRUITMENT TIMELINES 

Recent recruitments for Kenosha Joint Services have spanned up to one year from the time the 
application is submitted to the time an applicant is hired. Given the amount of time that has 
lapsed during the recruitment process, it is highly probable that qualified applicants have not 
been hired because they found employment elsewhere more quickly. 

Without question, the recruitment process for Telecommunicators is a detailed and arduous 
undertaking. There are several steps that must be scheduled and coordinated between Agency 
personnel, Human Resources, and the potential candidates. Each step in the process requires 
planning, scheduling, notifications, and execution. With some initial planning, the process can be 
kept on schedule and reduce the workload for Human Resources. 

Once it has been determined that a recruitment cycle is required, each stage of the process should 
be scheduled and included on the job announcement, as well as initial notifications and 
advertising. Every date for an event in the process should be established prior to the beginning of 
the process, included in the notifications of the process, and adhered to during the process. Doing 
so allows the Agency and potential candidates to set schedules and plan accordingly well in 
advance of each step of the process.  

The relevant job flyer should include detailed information, including a specific period when 
applications will be received and each step in the recruitment process, such as the data entry 
testing, CritiCall testing, and when the first round of interviews will occur. This allows the 
applicant to anticipate when each step will occur and plan accordingly. It also establishes a road 
map with identifiable timelines so that the Agency and other involved personnel can plan and 
schedule their activities.  

As an example, the job announcement would specify a 30-day period for applications to be 
submitted. It would also establish the following week for data entry testing and the next two 
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weeks, depending on the number of applicants, for CritiCall testing. Date ranges would also be 
included for the first round of interviews and the background process. While successfully 
completing each step of the process, the applicant would be provided with a specific date and 
time for the next step in the process. 

Internally, the Agency should have personnel scheduled to review the applicant data forms, 
conduct the records checks, and initiate the background investigations, with a target date for 
completion. Once that portion is completed, offer specific, predetermined dates for each event 
through the pre-employment psychological exam, physical, drug screening, and hearing test. In 
addition to affording the candidates the opportunity to plan and schedule these significant events, 
this offers a greater level of professionalism and structure from the Agency, allows less 
opportunity for procrastination or delays, and provides notice to involved staff members of 
pending obligations. 

Finding #11: While already a daunting undertaking, the current recruitment 
process is often impacted with excessive delays and lost time 
resulting in the loss of potentially viable candidates. 

Recommendation #11: Determine and schedule dates for execution and 
completion of each step of the recruitment process and 
include those dates in the initial advertising and 
notification. Once announced and published, adhere to 
the dates and complete the process in the time 
broadcasted to the applicants. This will provide a more 
structured process, reduce delays, and offer the greatest 
opportunity to hire viable applicants. 

2.8 AGENCY LIAISONS 

A pattern has developed at Kenosha Joint Services wherein applicants have languished on the 
recruitment list, often not knowing where they stand in the process. When they completed a 
segment of the process, such as data entry or CritiCall testing, they might not hear about their 
results for a month or more. A review of detailed documentation for the recruitment cycles since 
2015 reveals that the timelines from application submittal to hiring are too long, with some 
lasting as long as one year to complete.  

When there are any delays or periods with no communication during the recruitment process, 
candidates feel lost and forgotten. Discussions with newer employees confirm that this has been 
their experience and revealed frustration with the recruitment process. Many express that they 
abandoned hope of getting hired during these periods and considered other employment options. 



Kenosha Joint Services 
Communications Department Review 

Section 2—Recruitment page 24 

As a result of the delays and lack of communication, many viable candidates, possibly even the 
most qualified, seek and accept other employment opportunities. Talented, worthwhile 
candidates will often be lured away by other employers who can offer a sooner hire date. 

It is accepted that Human Resources does not have the time or personnel to maintain constant 
contact with the large number of candidates, yet that is desirable and will produce the best 
outcome. Dividing up this daunting task offers the greatest chance at success. Potential 
candidates who are successful in the process after the initial stages, such as after the interview 
panel, should be assigned a liaison from the Communications Department. This would be a 
perfect task for the Communications Training Officers. This representative should be tasked with 
initiating contact with the potential employee on a weekly basis. This contact can provide 
updates on the process, field questions from the candidates, and seek out answers to questions as 
they arise. In addition to a constant stream of communication, it affords the potential employee 
an opportunity to develop a rapport with a member of the Communications Department and 
offers them someone to contact other than the single Human Resources representative.  

Once this rapport has been established, the candidate will feel a connection and allegiance to the 
Communications Department before being employed there and will undoubtedly feel greater 
levels of commitment to continue in the process. Implementation of this practice in other 
communications centers has suggested that potential employees are more patient because they do 
not feel forgotten and are more forgiving and understanding regarding delays. It also maintains 
the level of interest and excitement of the promising new career at the forefront and conveys that 
the Communications Department is still interested in the applicant and what the applicant offers 
the Communications Department. 

Finding #12: Potential employees feel forgotten and frustrated in the hiring 
process when there are long delays in between contacts from 
Kenosha Joint Services. 

Recommendation #12: Once the applicant has successfully completed the 
interview panel in the recruitment process, assign a 
liaison from the Communications Department to make 
routine and timely contact with each potential employee. 
This representative will be responsible for seeking out 
information and responding to questions the applicant 
may have, as well as confirming the applicant is still 
interested and has not secured other employment.  
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2.9 INTERNET-BASED CRITICALL TESTING 

During the on-site visit, frustrations regarding the administration of the pre-employment public 
safety communications testing process were discussed. While the Department is pleased with the 
results produced by the testing software, CritiCall, the testing process is challenging in that it 
must be proctored by Agency personnel, takes approximately two hours to complete, and only 10 
applicants can be tested at one time. Additionally, the CritiCall test center is shared with other 
agencies and, at the time of the site visit, the venue for the CritiCall test was not available to the 
Agency until September 2018. 

As a result of these limitations, discussions were underway about investing in the web-based 
testing process, TestGenius, offered through the CritiCall vendor, Biddle Consulting Group. 
TestGenius allows employers to administer the test to large numbers of candidates from any 
computer through a web browser, which would allow the CritiCall testing to be completed 
online. Staff shared that a number of surrounding agencies have implemented this new testing 
process. While it would be more convenient and expeditious for applicants to complete the test 
remotely, there are questions about how the Agency can confirm that it is the applicant 
completing the test and not someone else.  

The Biddle Consulting Group asserts that the TestGenius software offers a security component 
that verifies the applicants’ identity to the greatest degree possible online. When contacted for 
further explanation as to how the security component is accomplished, the Biddle Consulting 
Group representative described a process through which an email is sent to the applicant with the 
test instructions, as well as a declaration and warning to the test taker that the potential employer 
retains the right to retest in person any candidate who submits a passing score. While the Biddle 
Consulting Group acknowledges there is no absolute assurance the person who scored well on 
the test is the same person applying for the job, their experience and a supporting study puts the 
level of dishonesty at less than 1 percent. Also, if a candidate attempts to carry out this 
defrauding maneuver, it is probable that they would be exposed quickly as they proceed through 
the process.  

Should the Agency elect to utilize the online TestGenius testing and feel verification of the top 
candidates is needed, there are a variety of ways to authenticate the potential employee is 
actually the test taker. One way can be to add a question to the pre-employment interview, or it 
may be beneficial for the finalists to be tested again in person near the end of each recruitment to 
validate the results of the online TestGenius test results. If there are more than 10 finalists, the 
Agency may consider in-person testing for a portion of the finalists—for instance, the top five 
passing scores, a random selection from the passing scores, or everyone with a score over a 
certain percentage, such as 80 percent. Whatever validation method the Agency is comfortable 
with, it should be consistently administered. Performing the same validation process each time 
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helps to eliminate any potential liability of testing candidates only when there is a suspicion of 
deception. 

In discussions with the Biddle Consulting Group, the web-based TestGenius does have 
additional costs, but it is not a permanent or irreversible commitment. The Agency can elect to 
purchase the web-based version and, if for any reason the version does not meet its needs or 
expectations, it can return to the current product at the time the service contract is scheduled for 
renewal.  

Finding #13: Kenosha Joint Services is considering implementing an online, 
web-based testing product called TestGenius to administer the pre-
employment CritiCall test. One of the major concerns of this 
decision is the inability to ensure unquestionably that the person 
taking the test is actually the applicant. 

Recommendation #13: Consider implementing the web-based testing product 
and implement safeguards to ensure the test taker is 
actually the applicant. This will help streamline the 
recruiting process while also protecting against 
fraudulent behavior during the testing process.  

2.10 APPLICANT PANEL INTERVIEWS 

Applicants who successfully complete the CritiCall test are invited to a structured interview. The 
three-person interview panel is comprised of one sworn representative from the Kenosha Police 
Department, one sworn representative from the Kenosha Sheriff’s Department, and a civilian 
manager or administrative team member from Kenosha Joint Services. The sworn members are 
usually at the rank of sergeant or above. 

The inclusion of sworn user agency representatives provides transparency and fulfills each 
agency’s interest in being involved in the hiring process. It may also serve to increase the 
potential for buy-in and future support of the hired Telecommunicator(s). At the same time, there 
are potential drawbacks when two of the three panelists are sworn and, more likely than not, 
have little or no experience working as a Telecommunicator.  

While the sworn panelists most likely possess sound judgment, good intentions, and field 
experience, the dynamics of working as a civilian Telecommunicator or supervising a civilian 
Telecommunicator are quite different than the work performed by sworn panelists. Also, the lack 
of line-level Telecommunicator, Trainer, or Supervisor-level panelists from within the 
Communications Department can have the unintended consequence of reducing the buy-in and 
commitment to Trainee success from existing personnel. 
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Replacing or supplementing sworn interview panelists with Telecommunicators and/or 
Communications Supervisors can be very beneficial in many aspects. First and foremost, civilian 
personnel who are working in the Communications Department have a profound understanding 
of the job demands, the environment, and the dynamics that may exist among Department 
personnel. With proper training on the interview process as a panelist, the Telecommunicators 
and Communications Supervisors can provide valuable insights. 

The Agency should consider including at least one Communications Training Officer (CTO) 
representative in the interview process. More than anyone else in the Department, the CTO has 
the most contact with the applicant after they are hired and the greatest opportunity to help the 
trainee succeed. A CTO who is part of the interview panel will gain an increased knowledge of 
the process and can gain an increased sense of ownership for the outcomes, as well as an increase 
in support of the applicants selected for hire. It can also increase the CTO’s commitment to 
Trainee success and enhance the CTO’s willingness to invest the time and effort that is required 
to help the Trainee complete the training program. As an added benefit, this inclusion contributes 
to teamwork and serves as a valuable career development experience for the CTO. 

Finding #14: The Telecommunicator interview panel is comprised of one 
representative from two user agencies and a manager or 
administrative team member from Kenosha Joint Services, for a 
total of three panelists. 

Recommendation #14: Consider adding Telecommunicators, Communications 
Training Officers, and/or Communications Supervisors 
as interview panelists for the initial interview process to 
increase the number of communications specialists 
involved in the process.  

2.11 INTERVIEW QUESTIONS 

Kenosha Joint Services interview questions are relevant and many are behavioral-based 
questions, meaning questions that prompt the applicant to describe how they have handled 
various work situations in the past. These questions are designed to elicit responses that reveal 
the applicant’s skills and personality.  

Undoubtedly the logic behind the behavioral-based interview questions is that the applicant’s 
behavior in the past reflects and predicts how the applicant will behave in the future. While this 
is usually true, it is important for interview panelists to carefully consider the applicant’s answers 
and appropriately weight the applicant’s ability to learn from past mistakes and overcome past 
struggles.  
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Eight of the 14 questions (1, 3, 4, 6, 7, 11, 13, and 14) used by Kenosha Joint Services prompt 
the applicant to recall and discuss past work situations, including mistakes, frustrations, 
criticisms, and work performance struggles. Question 14 is incredibly relevant and important. 
However, out of an abundance of caution, the second part of the question should be scrutinized 
for removal or revision. Asking the applicant how many days they were absent during the two 
prior years could cause the applicant to disclose information, such as a pregnancy or major 
surgery, that might be inappropriate during the interview. If rejected, an applicant could allege 
that the reason for rejection was related to thinly veiled questions designed to find out if the 
applicant has a child or any type of disability. While this may be considered overly cautious, 
question 14 opens the door to this unintended possible consequence and it is possible to obtain 
this information during the background process. 

Finding #15: The second part of interview question 14 could cause an applicant 
to divulge a prior pregnancy, injury, or disability during the 
interview and could be viewed as a creative way to screen out 
applicants with children or disabilities. 

Recommendation #15: Revise interview question 14 to avoid any potential 
allegations of impropriety and use the background 
investigation process to learn about an applicant’s 
attendance at current and former jobs. 

Three questions (8, 9, and 10) focus on the constraints or demands of being a Kenosha Joint 
Services Telecommunicator, such as working overtime or working an undesirable shift. All of 
these questions should assist the interview panelists in determining whether the applicant will be 
a suitable fit for the Department. However, consideration should be given to offer the candidate 
an opportunity to discuss a positive experience in the workplace. Perhaps a question could be 
included that would prompt a discussion of a time the applicant went above and beyond the 
expectations of the position or successfully completed a project that was highly complex or 
creative. 

Finding #16: Many of the interview questions are behavioral-based questions 
that are designed to elicit responses that reveal the applicant’s 
skills and personality. 

Recommendation #16: Consider including questions that prompt the applicant 
to share work-related accomplishments and positive 
experiences or contributions.  
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2.12 BACKGROUND INVESTIGATION 

Kenosha Joint Services is in the process of standardizing the background process for both sworn 
and civilian applicants. The background investigation process includes interviewing the 
applicant, as well as the applicant’s current and prior employers, personal references, and 
neighbors. A retired Kenosha Sheriff’s Detective (Investigator) conducts the Telecommunicator 
background investigations. The process has been described as taking up to 30 days to complete, 
which is not entirely unreasonable depending on the quality and thoroughness of the 
investigation. 

For Kenosha Joint Services, the Investigator uses checklists with specific questions to conduct 
the interviews via telephone or in person. Most of the applicant employment checklist and 
personal reference checklist questions are relatively straightforward, with relevant questions that 
the person being interviewed should be able to answer. However, both checklists contain two 
questions that cause the person being interviewed to broadly opine or speculate on the 
applicant’s ability to perform a job the person answering has most likely never performed. For 
instance, after the Investigator reads an abridged version of the Telecommunicator’s job 
description, the person being interviewed is asked to opine or speculate about which of the 
applicant’s qualities would meet the job description. Similarly, the person being interviewed is 
asked, “What area for this position do you feel that the applicant might have difficulty in?” 

It is unlikely that the interviewee has the relevant knowledge to determine whether the applicant 
possesses the qualities to operate radios, telephones, computers, teletype, and other electronic 
communication equipment, especially of the scale and complexity required in an emergency 
communications center. Additionally, it is unlikely that the interviewee is aware of the training 
the applicant will receive to develop the skill set required. As a result, it is possible that the 
Investigator will receive a response that is uninformed and based on speculation. 

Certainly there are aspects that may be obvious—for instance, if an interviewee had observed 
that the applicant is afraid to use computers. However, consideration should be given as to the 
amount of weight assigned to these types of responses. 

The neighborhood interview checklist includes questions that establish the nature of the 
neighbor’s relationship with the applicant and also seek neighbor opinions about the applicant’s 
parenting skills and social activities. The questions about the applicant’s parenting skills and 
“control over his children/family” cause the neighbor to opine and possibly speculate about 
something that is highly subjective. Additionally, the question asking, “Does the applicant have 
frequent parties/or cause disruption?” could cause speculation as to “frequent,” whereas asking 
whether the applicant causes disruption in the neighborhood is specific to the neighbor’s 
experiences with the applicant as a neighbor. 
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Finding #17: Some of the questions on the applicant employment, personal 
reference, and neighborhood interview checklists are worded 
vaguely, could cause speculation, and could be considered 
intrusive. 

Recommendation #17: Work with a Human Resources specialist to revise or 
remove questions on interview checklists. 

The applicant/home interview checklist contains questions that are not relevant to job 
performance and could be considered objectionable. Specifically, the applicant/home interview 
checklist prompts the Investigator to evaluate the applicant’s home appearance and the 
applicant’s personal appearance. There is rarely a nexus between an applicant’s housekeeping 
habits and the ability to perform the duties of a Telecommunicator. Additionally, while 
professional appearance is important, it is distasteful to have an Investigator render an opinion on 
this when it should have been decided during the panel interview. On a minor note, the checklist 
has a typographical error asking about numerous (which is subjective) “residents.” The correct 
word is “residences.” 

Many agencies have experienced success with a detailed personal history statement or a personal 
history questionnaire. There are many examples available online for agencies such as 
Milwaukee, San Diego, Dallas, and multiple cities in California. Admittedly, most of these 
examples are extensive and require quite a bit of detailed information. However, they serve as 
templates from which Kenosha Joint Services can select relevant questions and develop a more 
comprehensive and professional checklist that is not overly burdensome on the applicant or the 
Investigator.  

Finding #18: The applicant/home interview checklist contains questions that are 
not relevant to the job, and it also contains a typographical error. 

Recommendation #18: Remove the objectionable questions from the checklist, 
correct the typographical error, and consult with a 
background investigations specialist to revise the 
checklist.  

As part of the background investigation, the Investigator meets with the applicant for an 
interview at the applicant’s home. While it is important for the Investigator to meet with the 
applicant and, using the current checklist, determine if there are objectionable offenses in the 
applicant’s background, such as prior arrests or unlawful activities, it is rarely necessary for the 
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Investigator to meet at the applicant’s home. It is more appropriate for the applicant to meet with 
the Investigator in an office setting that is private and conducive to a professional meeting. 

Finding #19: The Investigator interviews the applicant at the applicant’s home. 

Recommendation #19: Arrange for the applicant to meet with the Investigator 
in an office setting at the hiring agency to allow for a 
private and professional meeting. 

Over the years, social norms have shifted and relaxed, making it a challenge for some applicants 
to successfully pass the background investigation. Many agencies have responded by relaxing 
some of the disqualifiers, specifically regarding the handling of credit issues and limited prior 
drug use. Kenosha Joint Services has taken the step to eliminate credit checks during the 
background process for both sworn and civilian applicants. To widen the potential pool of 
candidates, particularly regarding young adults, it may be beneficial for the Agency to consider 
relaxing its standard as it pertains to applicants with a history of recreational drug use or minor 
infractions. 

Finding #20: Kenosha Joint Services maintains high standards that may impede 
an applicant’s ability to pass the background investigation.  

Recommendation #20: Review the disqualifying standards for applicants that 
pertain to the more minor infractions and determine if 
any modifications should be made to the criteria. 

On occasion, there are intra-agency opportunities for Telecommunicators to promote to 
Supervisor. When this occurs, Kenosha Joint Services requires the Telecommunicator to undergo 
a psychological evaluation, even though the Telecommunicator successfully completed the 
psychological evaluation when they were initially hired. This is problematic if the 
Telecommunicator fails the psychological evaluation and is denied the promotion but is allowed 
to continue working in the Department as a Telecommunicator. If this occurs, the Agency has a 
Telecommunicator who has not passed a qualifying test required for employment.  

Finding #21: Requiring Telecommunicators to undergo a psychological 
evaluation as part of the testing process for promotion to 
Supervisor is problematic and not necessary.  



Kenosha Joint Services 
Communications Department Review 

Section 2—Recruitment page 32 

Recommendation #21: Discontinue the practice of requiring 
Telecommunicators to undergo a psychological 
evaluation as part of the testing process for promotion to 
Supervisor.  
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SECTION 3—ONBOARDING OF TALENT 

3.1 HUMAN RESOURCES ORIENTATION 

The onboarding process is a critical time in an employee’s career that can make or break the 
experience and perception of the new employer and coworkers. Every effort should be made to 
welcome the new employee and ensure that this addition to the team is both wanted and 
expected. Few things are worse than having an employee report to work and the Department 
being unprepared for an arrival. 

Kenosha Joint Services has taken the first steps with tasks that lend themselves to successfully 
onboarding new employees. This begins with a comprehensive list of activities to be performed 
by the Human Resources Personnel Assistant and includes a collection of administrative 
requirements to be completed. It is extensive and complete to ensure the proper paperwork is 
issued to and completed by the new employee. 

Finding #22: The Human Resources Personnel Assistant utilizes a 
comprehensive list to ensure that the proper paperwork is issued to 
and completed by the new employee.  

Recommendation #22: Maintain the practice of tracking that a new employee 
has been issued and completed the proper paperwork to 
assist with a smooth onboarding process. 

3.2 COMMUNICATIONS DEPARTMENT ORIENTATION 

Once the new employee is in the Communications Department, the process is not as tailored or 
efficient. When interviewed, long-term employees indicated that new employees are welcomed 



Kenosha Joint Services 
Communications Department Review 

Section 3—Onboarding of Talent page 34 

and appreciated as they recognize that the new employees are the help the Department is seeking. 
Recently hired employees, however, conveyed that they encountered a level of confusion and 
unpreparedness. As an example, one Trainee completed the initial classroom training, but was 
not able to begin the one-on-one training for a couple of months because a Trainer was not 
available.  

When reviewing the onboarding process, it is important to view it through the eyes of the new 
employee who is entering a very challenging and stressful work environment that includes its 
own language and complex technology. It is equally important to remember that the new 
employee is just one person who is meeting many new people, which can be very intimidating. 
Conversely, the current Department employees only have to remember the name and details of 
the one new Trainee.  

The following suggestions are offered to enhance the onboarding process and to welcome the 
new employee, help them feel at ease, and facilitate the transition into this new environment. 
Individually, some of the suggestions may seem minor, unnecessary, or even silly. Collectively, 
they create a process that favors inclusiveness, insightfulness, and acclimation. 

 Identify and notify the individual who will be responsible for completing each 
task, along with the date that each task or group of tasks must be completed. The 
tasks can be divided up and completed by many individuals, some by Human 
Resources and some by Communications Department Managers, Supervisors, 
Communications Training Officers, and Telecommunicators. 

 Have existing employees complete a brief introduction document, to be retained 
on file, that includes information such as the employee’s name, hometown, length 
of time working for the Department, job title, the types and names of pets, 
hobbies, and what is best about working for the Department. Consider including a 
helpful tip for the new employee, something that helped the current employee 
while in training. Attach a picture of each employee to their introduction 
documents, compile the documents, and provide them to the new employee as 
part of the orientation packet. This will help the new employee become familiar 
with the current employees. It also provides a foundation for positive conversation 
and interaction, as the new employee and current employees may have common 
interests in hobbies, hometown, and/or pets. 

 Have new employees complete a brief introduction document, to be retained on 
file that includes the information above. Replace references to the Department 
with information about the new employee’s former job and what was attractive 
about working at the Communications Department. Attach a picture and provide 
this to existing employees prior to the new employee’s arrival. This will help the 



Kenosha Joint Services 
Communications Department Review  

Section 3—Onboarding of Talent page 35 

existing employees become familiar with their new coworker and provide a 
foundation for positive interaction. 

 Provide the new employee with a uniform and grooming standards when the final 
job offer is accepted. This signals that the new employee is becoming part of a 
team. It sends a strong and positive message of inclusiveness and professionalism 
when the new employee reports for work and is wearing the same uniform as their 
co-workers.  

 Prepare the new employee’s identification badge, facility keys/passes with a 
lanyard, insurance and payroll documents, employee manual, and training manual 
prior to the new employee’s start date.  

 Invite and encourage police, sheriff, and fire chiefs from user agencies to 
participate in the new employee’s orientation or, at a minimum, come by to 
introduce themselves and welcome the new team member. 

 Prepare a document with the employee’s schedule as far into the foreseeable 
future as possible, with areas highlighted if the schedule can change due to 
Trainee progress or unforeseen challenges. 

 Prepare a document that offers helpful information, such as a diagram of the 
facility, parking areas, and a telephone directory for the Department. Also include 
a document that identifies local restaurants, drycleaners, and other establishments 
that might be helpful for a new employee. 

 Prepare a locker or desk cabinet with the new employee’s headset, pens, pencils, 
notepads (preferably with the Kenosha Joint Services logo or the new employee’s 
name) and a small welcome token, such as chocolates, a gift certificate, or spill 
proof beverage container, with a welcome note. If the locker or desk contains a 
lock, include the necessary keys with the rest of the keys/passes prepared for the 
new employee. 

 Schedule the Trainee to attend the three-day Emergency Medical Dispatch course. 

 Schedule the classroom to ensure it is available for the time when classroom 
training will occur. 

 For the classroom training, prepare and compile the course outline, lesson plans, 
videos, audio records, and student handouts. 

 Schedule and confirm instructors for each block of classroom training. Ensure that 
the instructors are prepared. 
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 For the on-the-job training (OJT), identify and confirm Trainers for each new 
employee as far as possible into the foreseeable future. Identify an alternate 
Trainer to fill in if the new employee’s Trainer takes time off or calls in sick. 
Ensure the Trainers are prepared. 

 Prepare the new employee’s work schedule and include the Trainer’s name. 

 Include the course outline and the OJT schedule in the new employee’s binder of 
documents to be received on the first day of work. 

 Post the course outline and the OJT schedule(s) in the Department and/or online 
where everyone has access and can readily view the documents. 

 Announce the new employee’s arrival and ensure that all existing team members 
are prepared. Reaffirm expectations that all will warmly welcome the new 
employee. 

 In advance, schedule the new employee’s orientation to occur on the first day of 
work and ensure that the necessary personnel are scheduled to participate and 
fulfill their individual and collective roles. 

 When the new employee reports for duty on the first day of work, ensure that the 
new employee receives an official and warm welcome from the Director, 
Assistant Director, Human Resources Personnel Assistant, Communications 
Manager, Assistant Communications Manager, a Supervisor, a Trainer, and a 
Telecommunicator. In addition to individual introductions, each person should 
explain their role in the Department and in helping the new employee acclimate 
and succeed. 

 Provide beverages and light snacks during the orientation. 

 Provide all of the prepared documents to the new employee during orientation, 
with each subject matter expert covering their area of expertise (e.g., the 
Communications Manager providing an overview of the Department and general 
expectations; the Assistant Manager explaining the training process, including the 
classroom training, on-the-job training and expectations, and quality 
improvement; the Supervisor covering shift expectations; the Trainer covering the 
OJT process; and the Telecommunicator offering insights from the line level on 
the training process).  

 Assign a liaison to the new employee who will provide a tour of the facility and 
approved parking areas. 

 When touring the Department, individually introduce those who are on duty.  
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 Guide the new employee to the proper locker or desk cabinet. 

 Ensure that all questions have been answered and the new employee knows when 
and where to report for duty the next day. 

Finding #23: The onboarding process is not as organized, comprehensive, and 
welcoming as it could be.  

Recommendation #23: Incorporate a system to improve and standardize the 
onboarding process with the intent to help the new 
employee feel welcomed and part of the Department and 
assist the new and current employees with getting 
acquainted and building rapport. 
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SECTION 4—TRAINING 

Training new hires in a public safety communications center is an arduous endeavor that can be 
immensely rewarding when the Trainee succeeds. The amount of complex information that each 
Trainee must learn is voluminous and can seem overwhelming to both the Trainee and the 
Trainer. Therefore, it is imperative for the training program to be very structured, yet flexible 
enough to facilitate each individual’s learning journey. It must be well defined for the Trainees, 
as well as the Trainers and journey-level Dispatchers.  

The training process is appropriately structured so that Trainees are provided with foundational 
information in a low-risk environment in a classroom. Trainers should utilize various interactive 
delivery methods. The delivery of information should be designed to make the learning process 
engaging and less intimidating. Kenosha Joint Services’ expectations should be made clear for 
all employees to prevent Trainers, Supervisors, and tenured Dispatchers from impairing any part 
of the training process and ensuring the greatest rate of success.  

The length of training should be pre-determined but flexible to meet each Trainee’s progress. An 
established flow of information should be outlined, both for the classroom and the Training 
Manual, and followed to ensure that it progresses from simple to complex and known to 
unknown.  

4.1 TRAINING NEW TELECOMMUNICATORS 

The training program for new Telecommunicators includes a combination of classroom training 
and on-the-job training (OJT), as outlined in the Department’s Training Program Standard 
Operating Procedure (SOP). The SOP outlines expectations, general timelines for each of the 
training phases, and the transitions between classroom training and OJT for each phase. It also 
includes guidelines for training and a sample training plan, both of which comprise the Training 
Guidelines. 
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The Training Guidelines offer a solid foundation, with certain aspects that should be very 
beneficial to the learning process and Trainee development. If the Training Guidelines are 
followed, the Trainee begins each phase with classroom training followed by OJT. For instance, 
the Trainee starts with two weeks of Basic Training followed by two weeks of OJT. The Trainee 
returns to the classroom for one week of Call Take training followed by two weeks of OJT.  

This approach incrementally introduces information in a manner that ranges from simple to 
complex and known to unknown. The Trainee has the opportunity to learn new information in a 
classroom setting that is much more controlled and less stressful than the Department. The 
classroom training is reinforced as the Trainee draws on the new information and applies the new 
skills during the OJT. As the process repeats, it helps solidify the knowledge and skill set. 
Additionally, even though each phase is more complex than the one before, the Trainee has been 
equipped with a broader foundation upon which to build. 

Finding #24: The Department’s Training Program Standard Operating Procedure 
provides guidelines to facilitate classroom training and on-the-job 
training (OJT) for each phase of the training process. This 
approach allows the Trainee to learn new information in a 
controlled setting and reinforce learning through application during 
OJT. 

Recommendation #24: With each phase, ensure that new concepts are 
introduced in the classroom setting and practiced during 
OJT. 

4.2 SHADOW PERIOD 

The process of going from classroom training to OJT and back again is repeated with some 
variations, as illustrated in the following table, with classroom training highlighted grey, until the 
training process is completed. 
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Table 1—Classroom Training and On-the-Job Training Timeframes 

Week Training Type 

Week 1 Classroom – APCO Course 

Week 2 Classroom – Basic Training 

Weeks 3 & 4 OJT  

Week 5 Classroom – Call Take 

Weeks 6 & 7 OJT 

Week 8 Classroom – CPR and EMD 

Weeks 9–13 OJT and Shadow* Call Take 

Week 14  Classroom – Fire Dispatch 

Weeks 15–22 OJT and Shadow Fire Dispatch 

Week 23 Classroom – Kenosha Sheriff Dispatch 

Weeks 26–33 OJT and Shadow Sheriff Dispatch 

Week 34 Classroom – Kenosha Police Dispatch 

Weeks 35–42 OJT and Shadow Police Dispatch 
* The term “shadow” reflects the two weeks at the end of each 
phase when the Trainer monitors the Trainee’s progress, leaving 
the Trainee to operate completely independent of the Trainer. 

Finding #25: There is some misunderstanding amongst staff members that the 
training schedule time frames are to be strictly adhered to rather 
than treated as guidelines or suggested time frames. 

Recommendation #25: Communicate to staff that there is latitude regarding the 
training schedule depending on the progression of the 
Trainee. The time frames can be adjusted to meet the 
needs of the employee. 

With Kenosha Joint Services, the shadow period at the end of each phase offers many benefits. It 
allows the Trainer to determine whether additional training is needed before moving to the next 
phase. This reduces the possibility of a Trainee making it through radio dispatch training without 
being proficient in call taking. It also allows the Trainer to address deficiencies and provide 
additional training to help the Trainee make the needed improvements. 

Many agencies include a shadow period as part of the training program to evaluate the Trainee’s 
readiness to work independent of a Trainer. Some reserve the shadow period until the training is 
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completed. Other agencies may have a shadow period at the halfway point and at the end of the 
training process or, similar to Kenosha Joint Services, at the end of each phase.  

While the shadow period at the end of each phase is very beneficial, there is some question as to 
whether two weeks are needed at the end of each phase. During each phase, the Trainer should 
be consistently training, observing, and/or evaluating the Trainee. The shadow period should 
occur when the Trainee has demonstrated proficiency in the tasks contained in each phase. For 
example, during the Call Take training phase, the Trainee should have already demonstrated 
proficiency in handling all of the call types and scenarios that are contained in the training 
manual for the Call Take phase, either with real calls or realistic role playing. Once that occurs, 
the shadow period should commence and, since the Trainee has already demonstrated 
proficiency, serve as additional validation of the Trainee’s progress and the Trainer’s assessment.  

Consider reducing the shadow period to one week or less at the end of each phase and evaluate 
outcomes with each Trainee. If one week seems to be insufficient, there may be several factors 
affecting the outcomes. Review the tasks contained within each phase, as well as the training 
methods and daily observation reports to determine if there is a breakdown or gap in the training 
process or if the time allotted for completing the particular phase needs to be increased. As 
always, Trainees progress at different rates and it may be necessary to increase the duration of 
training for one or reduce it for another. 

Finding #26: The shadow period at the end of each phase is beneficial, but may 
be able to be reduced. 

Recommendation #26: Ensure that the Trainee has demonstrated proficiency in 
all tasks contained within the phase before commencing 
the shadow period. Consider reducing the shadow period 
to one week or less at the end of each phase. Evaluate 
results and modify training content, expectations, and/or 
timelines as needed.  

4.3 TRAINEES’ SCHEDULES 

After completing the Call Take phase, the Trainee begins training on Fire Dispatch. This is a 
logical progression because Fire Dispatch is generally more structured and less complex than 
Police Dispatch or Sheriff Dispatch. It also does not include much of the spontaneous activity 
such as traffic stops, foot pursuits, or vehicle pursuits that typically occurs on Police or Sheriff 
Dispatch. 

During the OJT for Fire, Police, and Sheriff Dispatch, the Training Guidelines suggest that the 
Trainee works two days of Call Take each week. This allows the Trainee to continue mastering 
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Call Take and reduces the chance of the Trainee forgetting the information and skills learned 
during the Call Take phase. This approach is very forward-thinking and beneficial for 
maintaining perishable skills. However, this consumes half of a four-day workweek and prolongs 
the training process for the three remaining disciplines. 

It is a challenge to maintain perishable skills in the absence of practicing those skills, but it is 
probable that the Trainee can maintain the newly acquired Call Take skills without devoting half 
of Dispatch training time each week to Call Take. It is even more challenging to learn new 
information and skills that are increasingly complex, such as law enforcement Dispatch, when 
the training is put on hold two days every week so the Trainee can work Call Take. Including 
scheduled days off, this essentially interrupts the training process for four or five days each 
week. Increasing the amount of time that is dedicated to Dispatch training to three or four days 
each week allows the Trainee to focus on learning the new information and skills. 

Instead of working Call Take two days a week, during Dispatch OJT the Trainee could train on 
Dispatch for six hours and work Call Take for two hours each day. This provides reinforcement 
and practical application of recently developed skills on a daily basis. Another approach would 
have the Trainee work Call Take for one half of a shift and train on Dispatch for the other half of 
the shift for two days a week. As a third option, the Trainee could work Call Take one day a 
week and train on Dispatch the remainder of the workweek. All of these options address the 
concern regarding perishable skills. 

The Department can experiment with the different approaches and determine what works best for 
the Trainee and the Trainer, but emphasis should be placed on providing as much training as 
possible on the specifics of the current phase. 

Finding #27: The Training Guidelines suggest that the Trainee works Call Take 
two days each week during the on-the-job training for Fire, Police, 
and Sheriff Dispatch training phases. This interrupts Dispatch 
training, reducing the Dispatch training time to two or three days 
each week and possibly making it challenging for Trainees to 
retain the newer and more complex Dispatch-related information 
and skills. 

Recommendation #27: Allow the Trainee to work Call Take up to eight hours 
each workweek during Fire, Police, and Sheriff Dispatch 
on-the-job training to maintain perishable Call Take 
skills. This will help accelerate the training process and 
should improve the Trainee’s retention of new and more 
complex Dispatch-related information and skills. 
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For the most part, the Training Guidelines offer a progression in training that allows the Trainee 
to learn simple tasks before being introduced to more complex tasks and concepts. They also 
start with basic information and call taking, some of which is known or more familiar to the 
Trainee, before moving into unknown aspects, such as radio dispatch training. However, in 
Section 5.3 Systems Training, the guideline suggests placing emphasis on listening to the radio, 
among other things. While suggesting the trainee listen to the radio throughout the day is a sound 
plan, steps should be taken to ensure that effort does not interfere with learning the topic at hand. 

Listening to the radio can be very intimidating to a new Trainee. The spoken radio language is 
often a mix of 10-codes, vehicle codes, penal codes, and acronyms, some of which have likely 
not been learned by the newer Trainee. While it is advantageous for the Trainee to understand 
how the information gathered during call taking is shared with the patrol units, it could be 
overwhelming and confusing to emphasize radio listening before the Call Take training has 
occurred. Even if this is the only example or a matter of semantics, it would be advantageous to 
review the Training Guidelines and ensure that the progression of training within the phases 
transitions from simple to complex and known to unknown. 

Finding #28: For the most part, the Training Guidelines offer a progression in 
presenting training and new concepts transitioning from simple to 
complex and known to unknown, though there are potentially 
segments of training that could be reordered. 

Recommendation #28: Review the Training Guidelines to ensure that the 
progression of training is logical and designed to 
transition from simple to complex and known to 
unknown. 

4.4 TRAINING MANUAL 

The Department uses a training manual that is loosely based on standards developed by the 
Association of Public-Safety Communications Officials-International (APCO), which is 
considered an industry standard. When discussing the training manual, there was general 
consensus that it needs to be reviewed and updated to reflect changes that have occurred with 
technology and equipment upgrades. The review should also include all content to ensure that it 
is current, comprehensive, and consistent with industry standards, as well as Department policies 
and procedures.  

It is imperative that the training manual contains accurate and comprehensive training materials 
for the Trainer and the Trainee. As the foundation for training, an outdated or incomplete 
training manual can create confusion. When this occurs, Trainers are left to their own devices 
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and this can result in inconsistent training. This can be mitigated by instituting a system to 
review portions of the training manual throughout the course of a year. Although a daunting task, 
it can be delegated and shared among Supervisors, Trainers, and Telecommunicators. 
Additionally, notify all team members of changes to the training manual when they occur. 
Supervisors indicated they had worked on updating portions of the training manual and 
submitted them for review. They suggested that the process could be faster if Supervisors had 
access to the Power DMS software.  

Finding #29: The Department training manual has not been updated to reflect all 
changes in technology, equipment, and business practices. 

Recommendation #29: Conduct a review of the entire training manual to ensure 
that it is current, comprehensive, and consistent with 
industry standards, as well as Department policies, 
procedures, and technology. Institute a system to review 
the training manual annually, with tasks shared among 
all team members. Notify all team members when 
changes are made to the training manual. This should 
improve consistency among all team members.  

4.5 TRAINING COORDINATOR POSITION 

Training is a multifaceted, never-ending proposition in any communications center. Effective, 
routine training reduces liability and produces more confident, capable employees. In addition to 
the obvious need to invest a significant amount of training in new employees, every employee in 
the Department, up to and including the Manager, requires ongoing updates and training. The 
process of identifying the training, scheduling the training, and, in some cases, facilitating and 
often teaching the training is a considerable undertaking that could occupy a full-time employee 
if done properly.  

Prior to 2009, the Communications Manager was the only management allocation within the 
Communications Department. At the time, the Communications Manager was highly focused on 
technical issues and systems. The Agency’s Staff and Training Coordinator performed many of 
the duties that would normally be performed by the Communications Manager, such as training, 
scheduling, personnel matters, and supervisory issues. The Staff and Training Coordinator was a 
single allocation that reported directly to the Agency Director. The following is an organizational 
chart from 2008. 
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Figure 1—Kenosha Joint Services Organizational Chart from 2008 

 

While the distribution of duties worked well in some aspects, the organizational structure 
contributed to an unclear chain of command. There was also some confusion at certain levels in 
the delegation and delineation of responsibilities. 

In 2009, the Agency made changes to the organizational structure. The following is an 
organizational chart reflecting the changes. 
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Figure 2—Kenosha Joint Services Organizational Chart as of 2009 

 

The Staff and Training Coordinator allocation was eliminated, and the responsibilities associated 
with that allocation were assigned to the Communications Manager. The Agency also created a 
Communications Assistant Manager allocation in the Communications Department to focus on 
technical aspects and serve as a backup to the Communications Manager. These responsibilities 
are accurately reflected in the current job descriptions. 

Following the 2009 restructuring, the training program continued to be developed and 
improvements put in place. Such items as the Training Program Standard Operating Procedures 
were developed and expected training timelines were created. It was during this time that the 
classroom training was developed and implemented. 

However, over the past nine years the operational and technical aspects of the Communications 
Department have become more complex and time-consuming. As discussed elsewhere in this 
report, the Communications Manager and Communications Assistant Manager each have work 
backlogs and/or incomplete projects. As a result, they are not able to dedicate the time required 
to address all the training needs of the staff, and therefore training has suffered. It is prudent for a 
communications department the size of Kenosha’s to have a designated Training Coordinator. 
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The returns on effective, timely, and pertinent training cannot be overstated. The addition of a 
Training Coordinator would be beneficial to the success of the entire staff. The Communications 
Manager and Communications Assistant Manager could focus on their core responsibilities, 
without the responsibility of training and related issues. The Training Coordinator could focus 
and expand on the entire training program. In addition to planning, preparing, and presenting 
classroom training for new hires, thereby allowing CTOs to remain in the Center, the Training 
Coordinator can implement programs to ensure that all Communications Department personnel 
receive continuous professional training on a regular basis. They can also ensure that training is 
provided relatively soon after employees are promoted to a new position or assigned a new, 
unfamiliar task. The Training Coordinator would offer continuity in oversight of the daily 
observation reports and evaluations for Trainees while also making comparisons year after year 
to identify trends and modifications that may be needed in the training program and/or with the 
Trainers.  

Finding #30: The complexity and amount of training that is required for all 
employees in the Department warrants the addition of a Training 
Coordinator position. 

Recommendation #30: Create a Communications Training Coordinator 
allocation and task this person with all matters related to 
entry-level and continuous professional training.  

4.6 TRAINING FOR TRAINERS 

The Trainer is one of the most critical jobs in the Department. The Trainer imparts valuable 
knowledge and helps Trainees develop the knowledge and skills that are critical to a well-run 
communications center. Among other things, the Trainer must be flexible and able to shift the 
training style to meet the Trainee’s learning style, while providing the training in a live 
emergency communications center that allows little to no room for error. 

Trainers tend to emulate the training style and methods that they experienced as a Trainee or 
have witnessed as a tenured Telecommunicator. Without CTO training and consistent feedback 
from Supervisors, new Trainers can quickly develop bad habits that expose the Department to 
liability and reduce the chance of Trainee success. One of the ways to accomplish this level of 
support and input is to schedule routine Communications Training meetings with the Trainers, 
Supervisors, and Managers. In discussions during the site visit, CTOs shared that monthly 
meetings are scheduled, but they are often cancelled. 
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Finding #31: Monthly Communications Training Officer meetings are scheduled 
for once a month, but routinely cancelled. 

Recommendation #31: Ensure that monthly Communications Training Officer 
meetings are not derailed. All participants should be 
prepared to provide an update concerning each Trainee, 
and topics interesting to the entire group could be 
presented and discussed.  

Kenosha Joint Services’ Trainers are generally offered an online APCO CTO course after they 
have been selected to become a Trainer. While this type of training may be more cost-effective 
in the short term, it does not offer the same benefits as classroom training and it could be costlier 
in the long term. 

Classroom training, when properly presented, offers the new Trainers a more robust and 
interactive experience that is much more conducive to learning. In a classroom, the new Trainer 
has the opportunity to participate in discussions, ask questions, and hear firsthand the material 
presented by subject-matter experts. Role-playing and case studies are especially beneficial in 
the classroom as it engages the Trainers and allows them to learn from their mistakes and the 
mistakes of their classmates in a safe, non-threatening environment. It also affords the 
opportunity to network and establish professional relationships with peers who are sharing the 
same experience of being a new Trainer. They can offer support to the new Trainer and also 
serve as a source of validation for classroom understanding and experiences.  

Finding #32: Training for Trainers is limited to an online course unless the class 
is offered locally. Online courses do not afford the new Trainer the 
ability to learn through role-playing with other students, to 
network, or to engage in classroom discussion. 

Recommendation #32: Though more expensive, new Trainers should attend 
Communications Training Officer training at the earliest 
opportunity and, preferably, in a classroom setting. 

4.7 TRAINING FOR SUPERVISORS 

When a Telecommunicator is promoted to Supervisor, they receive OJT with another Supervisor, 
using a checklist to ensure the pertinent areas have been completed and are understood. The new 
Supervisor is also required to complete the APCO Communications Center Supervisor course. If 
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the course is being offered locally, the new Supervisor it able to attend the course. More 
commonly, the new Supervisor completes the course online.  

For the same reasons outlined under Training for Trainers, the new Supervisor should attend the 
Supervisor course in a classroom setting. If at all possible, this should occur while the new 
Supervisor is still in training and before working independently. Doing so will help prepare the 
new Supervisor for this important job while also reducing the likelihood of making otherwise 
avoidable mistakes. 

Finding #33: In addition to on-the-job training and quality improvement 
training, new Supervisors complete the APCO Communications 
Center Supervisor course online if a course is not offered locally.  

Recommendation #33: New Supervisors should attend a Supervisor course in a 
classroom setting at the earliest opportunity. 

4.8 TRAINING FOR THE COMMUNICATIONS ASSISTANT MANAGER 

A training summary was not available for the Assistant Manager training requirements. A 
published training summary makes it easier to ensure that the job occupant has completed, or is 
scheduled to complete, all of the necessary training for the position. It is also valuable for others 
who may aspire to promote to another position, as they may take the initiative to complete some 
of the training on their own. 

At a minimum, the Assistant Manager should have completed all of the training required for 
Telecommunicator, CTO, and Supervisor. The Assistant Manager should complete courses such 
as Agency Instructor, Quality Improvement Supervisor/Administrator, and Communications 
Center Manager. The Assistant Manager should also complete the coursework necessary to 
become certified as either an Emergency Number Professional or a Registered Public-Safety 
Leader. 

Finding #34: A training summary was not available for the Assistant Manager 
training requirements. 

Recommendation #34: Complete a training summary or similar document to 
ensure the Assistant Manager is provided with the 
training needed for this position. 
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4.9 TRAINING FOR THE COMMUNICATIONS MANAGER 

A training summary was not available for the Communications Manager training requirements. 
A published training summary makes it easier to ensure that the job occupant has completed, or 
is scheduled to complete, all of the necessary training for the position. It is also valuable for 
others who may aspire to promote to another position, as they may take the initiative to complete 
some of the training on their own. 

At a minimum, the Communications Manager should have completed all of the training required 
for Telecommunicator, CTO, Supervisor, and Assistant Manager. The Communications Manager 
should have already obtained certification as an Emergency Number Professional or Registered 
Public-Safety Leader and completed courses such as Agency Instructor, Quality Improvement 
Supervisor/Administrator, and Communications Center Manager. The Communications Manager 
should also complete courses for project management and the Certified Public-Safety Executive 
program, Center Manager Certification program, or something similar. 

Finding #35: A training summary was not available for the Communications 
Manager training requirements. 

Recommendation #35: Complete a training summary or similar document to 
ensure the Communications Manager is provided with 
the training necessary for this position. 

4.10 ADDITIONAL CONTINUOUS PROFESSIONAL EDUCATION 

Continuous professional training (CPT) currently consists of training required to maintain 
certifications such as emergency medical dispatch and cardiopulmonary resuscitation, both of 
which are valuable. Beyond that, there is little additional CPT offered to the experienced 
employee. 

Annual CPT for 41 employees can be an expensive proposition if it includes tuition, travel, 
lodging, and per diem. However, meaningful, annual CPT is beneficial to the employee and the 
employer. It represents an ongoing investment in the employee and often yields positive results 
for the employer. 

There are several companies that offer CPT that is specific to those who work in public safety 
communications. There are also companies that offer more generic classes that can be equally 
beneficial to career development and employee well-being. In both cases, an employer can often 
host the class and reduce tuition costs. Even if a class requires travel, lodging, and per diem, it is 
a worthwhile investment. 
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Finding #36: Continuous professional training is limited for experienced 
employees, which can be detrimental to morale and professional 
growth. 

Recommendation #36: Expand the training budget to allow each employee to 
attend at least eight hours of meaningful continuous 
professional training annually. 

4.11 ALL-SHIFT DAYS FOR TRAINING AND MEETINGS 

The current schedule includes an eight-hour training/meeting day every 19 days for every shift. 
This provides an excellent opportunity to deliver meaningful continuous professional training, 
discuss policies, and share information. Yet, there have been occasions when the training either 
did not occur or was perceived as unorganized or prepared at the last minute. As an example, on 
one occasion, the All-Shift Day occurred on a Saturday. Instead of receiving training or having a 
meeting, the Telecommunicators were informed that they were going to work call taking or radio 
dispatch in the Department.  

This was a missed opportunity and, because it was a Saturday, the change was not well received. 
Regardless of what caused the change in plans, the optics caused speculation that the training 
was unimportant or that the presenter did not want to work during the weekend or was not 
prepared. It was a significant setback that resulted in staff losing interest and respect for the 
potential training opportunity.  

Finding #37: The All-Shift Days do not always include training or meetings, and 
there is a perception that training, on occasion, is unorganized or 
prepared at the last minute, making it less valuable. 

Recommendation #37: Ensure that All-Shift Days are organized and filled with 
meaningful continuous professional training, meaningful 
discussions, and information sharing.  

Preparing meaningful training is time-consuming and requires attention to detail, creativity, and 
resourcefulness. It is estimated that it takes four hours of research and out-of-classroom work to 
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prepare one hour of content for a class that the presenter has not taught before. For a class that 
the presenter has taught before, the estimate is two hours of preparation for one hour of content.5  

Using these ratios, it would take 32 hours to properly prepare an eight-hour class from beginning 
to end or 16 hours to refresh or brush up on an eight-hour class that the presenter has taught 
before. Both represent a significant time commitment that is multiplied if new training is 
developed every month and presented three times (once per All-Shift Day). It is time well spent 
if it produces quality and meaningful training. 

Ensure that each member of the Communications Department team acting as a presenter has 
successfully completed an instructor development course. This type of course should provide the 
fundamentals for developing a course outline for a multi-day course and a lesson plan. It should 
also offer suggested guidelines for content development and material formatting, as well as 
effective presentation styles. 

If there is inadequate time to prepare constructive training, consider maintaining a backlog of 
incident recordings from both inside and outside Kenosha Joint Services to critique and offer 
improvements. Be sure to select incidents that will not embarrass or ridicule existing staff. 

Finding #38: On occasion, training presented during the All-Shift Days has been 
perceived as unorganized or insignificant, or having been prepared 
at the last minute. 

Recommendation #38: Ensure that the training presenter is afforded the 
training, time, and resources needed to develop and 
present meaningful continuous professional training. 

                                                 
5 American Faculty Association. “Hours for Teaching and Preparation Rule of Thumb: 2–4 Hours of Prep for 1 Hour 
of Class.” http://americanfacultyassociation.blogspot.com/2012/02/hours-for-teaching-and-preparation-rule.html 
(accessed March 28, 2018) 

http://americanfacultyassociation.blogspot.com/2012/02/hours-for-teaching-and-preparation-rule.html
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SECTION 5—ORGANIZATIONAL STRUCTURE 

5.1 AGENCY REVIEW 

Kenosha Joint Services utilizes a functional organizational structure philosophy comprised of 
five departments (Administration, Communications, Evidence/Identification Bureau, Fleet 
Maintenance, and Records). The Administration Department is staffed by an Assistant Director, 
a Finance Assistant, a Personnel Assistant, and a part-time Administrative Clerk, each of whom 
provides shared services to the other four departments and reports to the Director. The 
Evidence/Identification Bureau, Fleet Maintenance, and Records Managers also report directly to 
the Director. The Communications Manager reports to the Agency Assistant Director. The 
Assistant Director formerly served as the Communications Manager.  

The Communications Department is staffed 24/7/365 by a team of 32 full-time 
Telecommunicators, which includes seven (soon to be eight) Communications Training 
Telecommunicators (Trainers). There are six Communications Supervisors, one Communications 
Assistant Manager, and one Communications Manager.  

Employees are welcome to strive for each promotional opportunity, and the Department does not 
generally recruit outside the Agency when these opportunities arise. In the past, however, the 
Department would seek outside candidates for the position of Communications Supervisor, as 
the existing staff did not possess the required experience. In response to this dilemma, the 
Department elected to change the qualifications to three years of dispatching experience so more 
internal candidates are eligible to compete for Supervisor job openings. This was well received 
and viewed as creating more opportunity for existing personnel.  

Telecommunicators are not required to test to advance into the Trainer position. The assignment 
is made based on employee performance, perceived aptitude for the position, and the overall 
demeanor of the employee. It was referred to as being “tapped” for the position. Some 
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Telecommunicators are not interested in performing the additional tasks required when training 
even though there is additional compensation for their efforts. Others felt there was a vein of 
favoritism or personality contest in the assignment and thus felt excluded or overlooked. Still 
others believe they “need” to accept the position if they have aspirations of promoting in the 
Department. In any case, no official testing is required.  

5.2 GUIDING PRINCIPLES FOR ORGANIZATIONAL STRUCTURE 

The purpose of an organizational structure is not only to provide traditional command and 
control of an agency, but also to help define job duties and responsibilities, ensure efficient and 
effective workflow, establish a reporting hierarchy, and ultimately determine appropriate lines of 
authority and accountability. To accomplish this, the design of an organizational structure and 
placement of employees within the organization should be established on general principles that 
provide the organizational cohesion necessary to accomplish the primary mission of the work 
unit, in this case Kenosha Joint Services, specifically the Communications Department. What 
follows are eight organizational principles and their descriptions, complete with a comparison 
against the way they are implemented, or not, at Kenosha Joint Services. 

5.2.1 Responsibility and Authority 

An organizational structure must have clear lines of responsibility to accomplish the mission and 
goals of the organization and the authority within the organization to manage assigned operations 
to accomplish the organizational mission and stated goals. 

The job descriptions for Telecommunicator, Supervisor, Assistant Manager, and 
Communications Manager clearly outline each position’s responsibility and authority. As it 
pertains to authority within the Department, current practices are consistent with the four job 
descriptions and conducive to managing assigned operations to accomplish the organization 
mission and stated goals. Likewise, current practices for Telecommunicators and Supervisors are 
consistent with the lines of responsibility as outlined in the job descriptions. It appears, however, 
that the lines of responsibility for the Communications Manager and the Assistant Manager are 
not entirely consistent with the written job descriptions, having shifted over time based on the 
individual performing the function and the individual’s perceived strengths.  

According to the job description, the Communications Manager “plans, organizes, coordinates 
and directs the communications and dispatch functions for police, sheriff, fire and emergency 
medical services in Kenosha County.” The job description, among other things, also tasks the 
Communications Manager with coordinating training, recertification, and development of 
Communications Department personnel; evaluating training needs of new and existing 
employees; and establishing training plans in accordance with Department requirements. There is 
very little mention of the Communications Manager being directly responsible for the technical 
and equipment operations of the Communications Department.  
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According to the job description, the Assistant Manager “is responsible for the technical 
operations of the Communications Center and, in addition, assists the Communications Manager 
with planning, organizing, coordinating and directing the communication and dispatch functions 
for police, sheriff, fire and emergency medical operations in Kenosha County.” The job 
description tasks the Assistant Manager with configuring and maintaining the computer-aided 
dispatch system and other systems. It also tasks the Assistant Manager with assisting the 
Communications Manager “in coordinating training, certification, recertification and 
development of Communications Center personnel.”  

When the prior Assistant Manager was promoted to Communications Manager, he retained many 
of the technical and equipment responsibilities and also acquired most of the operational 
responsibilities outlined in the job description. Responsibility for coordinating the training 
program for new hires, presenting classroom training, and conducting quality assurance for 
emergency medical dispatch calls was shifted to the newly promoted Assistant Manager.  

This division of responsibilities is not consistent with the job descriptions and is not in alignment 
with accomplishing the Department’s mission and goals. For example, as a result of this 
somewhat verbal, mutual agreement between the parties, some assigned duties have slipped, 
such as the timely completion and presentation of annual evaluations. Although some may 
consider this a minor effect, a thorough examination of the gaps in the lists of responsibilities 
would prove beneficial to see what else has fallen aside. 

Finding #39: Authority within the Communications Division is clearly 
delineated at all levels. The lines of responsibility for the 
Communications Manager and Assistant Manager deviated from 
the job description when each was promoted to their current 
position, resulting in workload imbalance and inefficiencies. 

Recommendation #39: Review the Communications Manager and Assistant 
Manager responsibilities to ensure they are consistent 
with the job descriptions and structured to accomplish 
the Department’s missions and goals. If necessary, 
redistribute workload to reflect the job descriptions or 
revise the job descriptions to reflect actual 
responsibilities. Provide additional training, assistance, 
and oversight, as needed, to ensure peak performance. 

5.2.2 Accountability 

An organizational structure should provide clear lines of accountability among management and 
supervisory staff. While this is highly dependent upon the individuals assigned to the functions, 
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the organizational structure itself should facilitate, and not impede, general supervision of 
employees and the daily performance of an organization. 

The current structure provides clear lines of accountability among supervisory staff and, for the 
most part, management. The structure itself is conducive to facilitating general supervision of 
employees and the daily performance of the Department. However, there is some question as to 
the effectiveness of some individuals in certain functions.  

For instance, there is consensus that performance evaluations have not been consistently 
completed and/or provided to staff. Supervisors have completed performance evaluations for 
their respective Telecommunicators and submitted said evaluations to the Communications 
Manager. However, the evaluations have not been returned to the Supervisor for presentation to 
the Telecommunicators. When asked, the Communications Manager agreed and attributed the 
delays to competing projects. More troubling, however, were reports that some Supervisors have 
not received evaluations in quite some time. 

Another example pertained to disciplinary actions submitted to the Communications Manager for 
review and approval prior to the Supervisor taking action. By some accounts, months have 
passed without receiving the approval to present the action to the Telecommunicator. In other 
accounts, it was asserted that the Supervisor never received a response and, therefore, the 
disciplinary action did not occur. 

Whatever the cause, it speaks to the need for accountability at all levels within the organization. 
Whether the cause is specific to competing workload demands, professional uncertainty, the 
recommended course of action, or some other reason, it must be identified, addressed, and 
resolved. The resolution may involve an assessment of the Manager’s workload and personal 
work habits or require additional training, mentoring, and increased attention, but it cannot 
remain unaddressed or it will continue to impede the Department’s ability to function at its full 
potential. Even with a sound organizational structure, it is imperative that individual team 
members are held accountable to perform their functions in a competent and timely manner. 

Finding #40: The structure calls for accountability within the various job 
functions, but is not consistently demonstrated or applied. 

Recommendation #40: Identify the cause of the delays and non-responsiveness. 
Remove obstacles through workload management, 
improved personal work habits, additional training, 
mentoring, increased attention, or a combination thereof. 
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5.2.3 Complementary Functions 

The organization structure should group like functions together to support regular interaction for 
planning and scheduling approaches and for effective service delivery. 

The organizational structure within the Communications Department is consistent with industry 
standards.  

5.2.4 Coordination of Work Efforts 

The organizational structure should facilitate communication and working relationships among 
staff and work units. Many functions need close or indirect alignment to maximize efficiency 
and effectiveness. The structure should also provide easy identification of job function to people 
outside the organization, including government partners and user agencies. 

The organizational structure for the Department is such that it supports the coordination of work 
efforts. However, while the functions are properly aligned and job functions are easy to identify, 
there is a breakdown in communication and working relationships among staff. While this is not 
uncommon in emergency communications centers, it quickly erodes trust, esprit de corps, 
productivity, and employee well-being. It can also have a profound and detrimental impact on 
the ability to attract, train, and retain employees, as well as service delivery. 

As examples, team members at all levels were quick to criticize peers, Supervisors, and 
subordinates. While there is agreement that the majority of Telecommunicators and Supervisors 
are skilled and capable, there is also a pervasive sense, especially with the Telecommunicators, 
that the work is completed because it has to be completed, but there is little joy or pride in doing 
so. A clear example of this was that upon being selected as the Telecommunicator of the Year, 
the recipient was reluctant to accept the recognition for fear of retribution from others. Trainees 
reported being ignored or intimidated, at best, and bullied, at worst, by Trainers and veteran 
Telecommunicators. They also reported receiving conflicting instruction from Trainers, though 
this claim is a common problem in many emergency communications centers.  

There is a sense of detachment from management in terms of infrequent and inconsistent 
communication and messaging. This extended to the perceived absence of engagement from 
managers with line-level team members, suggesting that there is not as much as a greeting when 
walking through the Communications Department. This sentiment was not without another 
perspective, wherein managers discussed the negative and unwelcoming environment created by 
the Telecommunicators. Managers discussed, however, the support and pleasant relationship 
they share with administrators. Whether the reported observations are real or perceived, they 
serve to undermine the ability to function as a cohesive unit. As a result, it is likely that team 
member interactions are strained and work efforts are not coordinated as efficiently as possible. 
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A multi-pronged approach is often required, and it is usually time-consuming to overcome these 
issues. It involves increasing the frequency, quality, and consistency of Department-wide 
communications via email and memorandum. Frequent and meaningful personal 
communications with Telecommunicators, Supervisors, and Managers in the Communications 
Department are also beneficial, as well as scheduled, constructive meetings.  

Finding #41: The organizational structure facilitates communication and 
working relationships among staff, in concept. However, the 
prevailing discourse is distracting and detrimental to the 
coordination of work efforts and is hindering the successes the 
Department can realize.  

Recommendation #41: Examine current communication and messaging within 
the Department to identify voids, inconsistencies, and 
irregularities. Increase the frequency, quality, and 
consistency of Department-wide communication via 
email and memorandum. Increase the frequency of 
meaningful communication with Telecommunicators, 
Supervisors, and Managers in the Communications 
Department, as well as the frequency of scheduled 
meetings.  

5.2.5 Degree of Organizational Risk 

This relates to how much risk a function incurs if an activity is not performed or is performed 
poorly. Risk might involve operations, consequence of error, or service level concerns. 
Generally, higher risk functions have closer management oversight. 

The Kenosha Joint Services practices regarding degree of organizational risk are addressed in 
conjunction with its practices regarding degree of public scrutiny. 

5.2.6 Degree of Public Scrutiny 

This factor is concerned with the degree to which public attention is routinely paid to a given 
activity. Activities with potentially high public scrutiny, such as a communications center, are 
best performed under closer supervision. 

The very nature of an emergency communications center brings with it a degree of 
organizational risk and public scrutiny. The Communications Department mitigates these risks 
by, among other things, providing close supervisory oversight around the clock and civilian 
managers who worked their way through the ranks and are familiar with the operations of the 
Department. All exchanges, both on the telephones and radio, are recorded and available for 
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review, and a portion of the calls are critiqued with employees. In addition, there is a quality 
improvement program overseen by the Supervisors, with calls reviewed on a weekly basis.  

5.2.7 Supervisor and Management Span of Control 

This relates to whether Supervisors are fully devoted to overseeing a select few primary activities 
or a broader set of duties and responsibilities. Appropriate spans of control are related to both the 
number of staff directly supervised and the complexity of activities overseen. 

The current staffing model provides at least one Supervisor on duty at all times for each of the 
three shifts, and there are occasionally shifts when there are two Supervisors on duty. With 
minimum staffing established at five to six Telecommunicators on duty, depending on the time 
of day, the span of control for the Supervisors relative to the number of staff supervised is 
consistent with industry best practices. 

Finding #42: The span of control for the Communications Department 
Supervisors relative to the number of staff supervised is consistent 
with industry best practices. 

Recommendation #42: Maintain the span of control as the Department grows to 
ensure the appropriate Supervisor-to-Telecommunicator 
ratio. 

The complexity of activities within the Communications Department is consistent with similarly 
sized emergency communications centers that serve law, fire, and emergency medical services. 
The Supervisor is primarily responsible for monitoring all activities in the Department and 
providing oversight to the five or six Telecommunicators who are working radio and/or 
telephone positions. Generally speaking, the complexity can shift from mundane activities to 
highly complex and emergent situations at a rapid pace.  

The Supervisors are also responsible for listening to audio recordings for public records requests 
and quality improvement, as well as creating audiotapes during their shift, all of which can make 
it challenging to monitor activities within the Department. The Supervisors must also leave the 
Department for 15- to 20-minute increments to deliver the audiotapes to the Evidence Bureau. 
During this time, the shift is without supervision.  

To maximize the span of control in terms of complexity, it may be advantageous to shift 
administrative tasks such as listening to, creating, and delivering audio recordings to someone 
who is not supervising the Department. This would increase Supervisor availability and focus to 
provide oversight and guidance at all times, and especially during complex situations. 
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The audio recordings are generally prepared for evidentiary purposes, and this task may be more 
appropriately assigned to the Evidence/Identification Bureau or Records Section once that person 
has been trained. If there is not an existing team member who can absorb these additional duties, 
consider hiring a full-time assistant to supplement Communications and Human Resources. With 
training, the assistant can be tasked with the duties related to audio recordings and also work 
with the Human Resources Personnel Assistant to streamline and help coordinate the 
Telecommunicator recruitment process.  

Finding #43: The Supervisors have ancillary duties that divert their attention 
from the Communications Department and require them to leave 
the room for 15 to 20 minutes at a time to deliver audiotapes. The 
ancillary duties broaden the complexity of the position, and the 
absences create a void in supervision in the Department.  

Recommendation #43: Consider reassigning the ancillary duties to another team 
member who can absorb the workload, or hire a full-
time assistant who can be trained to handle the audiotape 
process and also work with the Human Resources 
Personnel Assistant to streamline and coordinate the 
Telecommunicator recruitment process. 

5.2.8 Degree of Centralization 

The geographic or physical dispersal of functions also relates to supervisory and management 
requirements—the greater the level of physical decentralization, the greater the number of 
managers and/or supervisors are generally required. 

The Communications Department is in a centralized location and within the same building as the 
Kenosha Joint Services Administration Department. 

5.3 ORGANIZATIONAL STRUCTURE SPECIFIC TO LINE-LEVEL OPERATIONS 

5.3.1 Telecommunicator versus Call-Taker-Only Classifications 

The Department has job classifications for Telecommunicator, Communications Supervisor, 
Assistant Communications Manager, and Communications Manager. Of these classifications, the 
Telecommunicator has been the most challenging in terms of recruitment, training, and retention. 
The process of hiring and training a Telecommunicator who is capable of learning and mastering 
all three disciplines is time-consuming, labor-intensive and expensive, and it can yield 
disappointing results. 
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Currently, the Telecommunicator must achieve competency in all aspects of line-level operations 
to successfully complete the training program. This includes learning and developing the skills to 
work as a call taker, law radio dispatcher, and fire radio dispatcher. This structure ensures that all 
Telecommunicators are cross-trained and capable of working any discipline within the 
Communications Department.  

The current structure affords the greatest amount of flexibility, but also requires a greater 
commitment of time, effort, and training. The training process has evolved from six months to 18 
months to provide the Trainee sufficient time to learn the increased complexities associated with 
each discipline. However, even with the increased training duration, some new 
Telecommunicators are not able to master all three disciplines.  

There is speculation that some of the former Telecommunicators who were not able to master 
radio dispatch might have been able to succeed as Call Takers. This has prompted the 
exploration of bifurcating the Telecommunicator classification. 

One option entails increasing staffing allocations and creating a separate Call Taker 
classification. In this scenario: 

 The pay scale for the Call Taker classification would be reduced to reflect the 
reduction in job responsibilities.  

 The entry-level minimum qualifications would remain the same. 

 The job description would be unchanged after removing the few references to 
radio dispatching.  

 The scope of training would be reduced to focus on call taking but would still 
need to include much of the foundation-building materials and information 
currently required for a Telecommunicator. 

 The time in training would be reduced with the elimination of law and fire radio 
dispatching. 

 It is possible that the Trainee success rate could increase since the newly hired 
Call Taker is responsible for mastering law and fire call taking, but not radio 
dispatching. 

 The Department would need to add a minimum of five Call Taker allocations to 
provide call-taking coverage of one Call Taker 24/7/365.  

 The addition of five Call Taker allocations would reduce, but probably not 
eliminate, the need for Telecommunicators to perform call-taking duties.  
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 It is possible that call answer times could improve with the addition of dedicated 
Call Takers, so long as Telecommunicators assist with answering incoming calls 
when call volume increases. 

 There is still a career ladder, but only if the Call Taker has the ability and desire to 
learn and master law and fire radio dispatching.  

If Kenosha Joint Services determines the Call Taker allocations are not beneficial, it is easier and 
less disruptive to eliminate or phase out the added Call Taker allocations than it would be if the 
allocations were previously Telecommunicators.  

There are some potential disadvantages to the scenario outlined above. For example: 

 If the Agency has struggled to attract qualified applicants at the higher 
Telecommunicator pay rate, it is unlikely that more applicants would be attracted 
to a lower pay rate. 

 Call-Taker-only training typically does not include radio dispatch training. This 
can limit the Call Taker’s understanding of the nuanced information that is 
requested by field units, but can usually be overcome with time and experience. 

 The Call Takers are not eligible to work Telecommunicator overtime for sick 
leave or vacation leave. 

 The stressors on Call Takers are often underrated. The Call Taker must frequently 
shift from mundane calls such as a barking dog or abandoned vehicle to a 
domestic abuse situation or something more significant. When cross-trained to 
work radio dispatching, the Telecommunicator has the ability to take a break from 
deciphering these types of calls. When working solely as a Call Taker each and 
every shift, the employee has little relief from one call to the next. This holds true 
for the Telecommunicators working the radio exclusively as well. They are not 
afforded the break from working the radio to function as the Call Taker.  

 Adding Call Taker allocations will add to the budget bottom line and can be an 
expensive proposition. 

 Adding Call-Taker-only allocations presents an additional dimension and 
challenge to scheduling, which is already a complex undertaking in a 
communications center. 

 Telecommunicators would have to cover each other and the Call Taker during 
meals and other breaks. 
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Finding #44: The challenges of finding, hiring, and training Telecommunicators, 
coupled with the disappointing success rate, have prompted 
consideration of creating an additional Call-Taker-only 
classification. Though tempting, this option introduces additional 
challenges to the work environment. 

Recommendation #44: Retain the current Telecommunicator allocations and 
work toward filling vacancies with fully qualified 
applicants. If the decision is made to create a separate 
Call Taker classification, ensure that the pay is 
competitive and the allocations are added to the roster, 
not subtracted from existing Telecommunicator 
allocations. 

Another option involves reclassifying existing Telecommunicator allocations to create Call 
Taker allocations. Many of the advantages and disadvantages previously discussed will still 
apply, but the differences are significant.  

 Reducing Telecommunicator allocations to add Call Taker allocations can be very 
limiting in terms of organizational efficiencies and flexibility, especially in 
smaller agencies. 

 It can be challenging to cover Telecommunicator vacancies caused by sick and 
vacation leave, especially when the absence is unexpected, because the pool of 
Telecommunicators has been reduced.  

 Call Takers are not eligible to work overtime for any position other than Call 
Taker. This reduces the pool of available personnel who can work 
Telecommunicator overtime and at the same time creates greater overtime 
demands for Telecommunicators, both of which can be burdensome.  

 Telecommunicators can work Call Taker overtime, when necessary, but this 
provides little relief to the Telecommunicators. In larger agencies, this is more 
easily overcome as they have a larger cadre of Call Takers to call upon. In smaller 
agencies, it can become more challenging. 

 Call-Taker-only positions can also have an adverse, sometimes unforeseen, 
impact on Telecommunicators, who are then working an excessive amount of 
time on the radio. While the Telecommunicator gets a break from call taking, 
working the radio without relief can cause accelerated burnout for these 
employees.  
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 It can be challenging to restore the Telecommunicator allocations if the decision 
is made to eliminate the Call Taker classification. The fate of any existing Call 
Takers would need to be decided and additional Telecommunicator allocations 
would be needed. New Telecommunicators would need to be hired and trained in 
all three disciplines. 

Finding #45: For an agency the size of Kenosha Joint Services, reclassifying 
Telecommunicator allocations to create Call-Taker-only 
allocations is very limiting and can be detrimental to 
organizational efficiencies.  

Recommendation #45: Explore other options to cope with the staffing and 
training issues before considering Call-Taker-only 
allocations. Reclassifying existing Telecommunicator 
allocations to create a Call-Taker-only classification is 
not recommended. 

5.4 CROSS-TRAINED TELECOMMUNICATORS FOR RADIO DISPATCH OR DISCIPLINE-
SPECIFIC RADIO DISPATCHERS 

There was some interest expressed in creating separate radio dispatch classifications, such as fire 
radio dispatcher and law radio dispatcher. While this could be accomplished, it largely mitigates 
the benefits of having a consolidated emergency communications center.  

With the consolidated communications center, Telecommunicators are cross-trained to work call 
taking and all of the radio dispatch functions. This cross-training provides the Department with a 
high degree of efficiency, stability, and flexibility, especially as it pertains to staffing and 
scheduling. When successful, cross-training also yields a very skilled Telecommunicator who 
has a solid and broad understanding of the various disciplines and how to best accomplish the 
Department’s mission. The training process, however, can be quite extensive, and the 
complexities can be challenging for some Trainees.  

With discipline-specific law or fire radio dispatchers, the Department sacrifices the benefits of 
consolidation and cross-training for the possibility of reducing the scope and duration of training. 
It also introduces many of the disadvantages described in the Call-Taker-only scenarios, along 
with the possibility of creating problems that do not currently exist. For instance, in a co-located 
center, it is not uncommon for disruptive camps or cliques to form if the law radio dispatchers 
view their work as more complex and critical than fire dispatching. With the differences in 
compensation, which it is assumed would be established, it is not uncommon for fire dispatchers 
to become dissatisfied because their pay scale is often lower than law dispatchers. The 
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promotional process also becomes more complicated because potential Supervisor candidates 
usually need to have worked and mastered each of the disciplines before they can compete in the 
process.  

Finding #46: Creating separate law radio dispatcher and fire radio dispatcher 
classifications defeats the purpose of a consolidated 
communications center and introduces problems that do not 
currently exist. 

Recommendation #46: Direct efforts on other areas for improvement, such as 
recruiting, onboarding talent, training, scheduling 
practices, and employee retention. 

5.5 CHAIN OF COMMAND 

The chain of command within the Department is appropriately structured at the line level, with 
Telecommunicators and Trainers reporting to their respective shift Supervisors. The Supervisors 
report to the Communications Manager directly on all matters except training. For training-
related issues, the Supervisors report to the Assistant Manager. The Assistant Manager reports to 
the Communications Manager.  

Further up the chain of command, the Communications Manager reports to an Assistant Director 
and the Assistant Director reports to the Director. The Director is accountable to the Kenosha 
Joint Services Board, which consists of seven members representing the cities and county, along 
with one civilian member. 
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SECTION 6—EMPLOYEE RETENTION 

Employee retention is a challenge in any organization, and few things are more frustrating than 
watching talent and investment walk out the door. Typically, an organization has invested 
thousands of dollars recruiting, hiring, and training the employee, and an early departure 
represents a significant loss of time, effort, and money. It is especially frustrating for the Trainers 
who worked side by side with the Trainee. 

Employee turnover can be a compounding problem in communications centers as it results in 
added responsibilities, workload, and stresses for the remaining employees. It can also cause a 
domino effect that triggers increased absenteeism, unprofessional behavior, and substandard job 
performance, among other things. It often manifests as an elitist attitude among the remaining 
employees, who adopt the belief that nobody can do the job better than they can. This creates 
additional issues, not the least of which is creating unrealistic expectations for Trainees.  

Every reasonable effort should be made to retain competent, valuable employees. In the private 
sector, many companies have the luxury of offering bonus pay, flexible schedules, gym classes, 
free meals in gourmet cafeterias, and other such perks. In the public sector, there are often 
financial and organizational limitations that prohibit these types of incentives. This requires 
public sector leaders, such as communications managers and supervisors, to be resourceful and 
creative when trying to introduce incentives with a goal of increasing employee retention. It also 
requires some introspection and work to assess whether the organization offers an environment 
that is conducive to the esprit de corps that is desired by many of today’s employees. 

6.1 CREATE A ROAD MAP FOR EMPLOYEE RETENTION 

During the on-site visit, there were discussions and observations about steps that could be taken 
to improve employee satisfaction and, hopefully, employee retention. Though not an exhaustive 
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list, the suggestions in this section are specific to the Department and can be used to develop a 
road map with timelines for implementation. 

6.2 MILLENNIALS IN THE WORKFORCE 

The working environment is changing. It has been predicted, and is becoming a reality, that 
employee retention will become more of a concern as more millennials enter the workforce. In 
2020, they will make up 46 percent of the workforce, and they already make up a larger segment 
of the workforce than any of the other generations.6 Although assumptions regarding a group of 
people should never be based solely on perceptions or stereotypes, the realization is that the 
millennials’ work style and expectations often differ from previous generations, as do their 
work/life priorities. Many of the most common millennial traits can frustrate and challenge the 
long-standing, quasi-military settings of first responder work environments, but in reality their 
expectation and demands would serve to improve most working environments for all employees. 

While the following attributes are not true of all millennials, they are used here as a generalized 
point of reference to better understand and relate to millennials. Millennials are often described 
as placing greater value on time off versus salary, and they demand flexibility in their life 
schedules. They appreciate regular, constructive feedback and do not put a high value on 
longevity to an employer. They believe they work with you as opposed to for you, and they 
desire accelerated advancement, as well as professional development. They tend to learn through 
questions and require consistent recognition and celebrated successes. They are reliant on social 
media and cellphones. Millennials require a purpose and want to be part of something bigger 
than themselves. Many will turn down or leave a job based on the organization’s values. They 
will often become disenchanted if they do not believe they work to “do good” in the world. But, 
it is not all bad news. 

Millennials also offer traits that serve communications centers’ mission and goals. The challenge 
is to recognize these traits and desires, embrace the differences, and where possible, make 
adjustments to capitalize on their desires. Some traits that play exceptionally well in the 
communications center include the desire of millennials to work in groups, help people, and give 
back to the community. They are extremely comfortable and astute about technology and want to 
use technology to improve their effectiveness. They also often have a college degree.  

First responder organizations, including Kenosha Joint Services, need to harness these beliefs. 
The Department’s mission, goals, and values need to express the strong desire to assist the 
citizens of their community and describe the role the Department plays in achieving those goals.  

                                                 
6 Brack, Jessica & Kelly, Kip. “Maximizing Millennials in the Workplace.” UNC Executive Development (2009). 
https://www.kenan-flagler.unc.edu/executive-development/custom-programs/~/media/files/documents/executive-
development/maximizing-millennials-in-the-workplace.pdf (accessed September 20, 2018) 

https://www.kenan-flagler.unc.edu/executive-development/custom-programs/~/media/files/documents/executive-development/maximizing-millennials-in-the-workplace.pdf
https://www.kenan-flagler.unc.edu/executive-development/custom-programs/~/media/files/documents/executive-development/maximizing-millennials-in-the-workplace.pdf
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A positive first step includes conducting a survey of existing team members to identify matters 
that are most important to them. Not just problems, but enhancements that would make their 
career with the Agency more rewarding, more interesting, less stressful, more meaningful, and 
possibly, more fun. 

Some of the considerations the Agency can strive to achieve are: 

 Initiate a more liberal cell phone policy, allowing them to stay connected so long 
as it does not interfere with work 

 Institute flexible work hours and shifts if calls for service history and workload 
allow some flexibility regarding start/stop times 

 Ensure opportunities to give back to the community are communicated 

 Constantly remind staff of the importance of the work they perform 

 Offer public praise and recognition as often as warranted 

 Include all employees in team decisions and events 

 Do not discourage the use of vacation time 

 Reward wellness and recognize exceptional attendance 

 Solicit, encourage, and be accepting of questions 

 Offer as much training as budget/time/scheduling allows 

 Address the culture in the Department and communicate openly and often 

 Keep promises 

 Accept feedback from all employees 

 Allow internet access at a standalone computer 

The traits millennials seek and respect in their leaders are significantly different from other 
generations. Millennials are more outspoken about conveying their expectations, something that 
is not always well received. Although millennials may be viewed as idealistic, it is important for 
leaders to listen, adapt, and make changes, where possible, to retain this employee group.  

Millennials expect their leaders to believe in and exemplify the Department values and function 
as role models while they do. They demand constant communication and transparency with staff. 
They want their bosses to own their mistakes and do not need them to pretend to be perfect. 
There must be a mutual level of trust developed, and interactions must be respectful. Millennials 
expect leaders to make the right decisions, even when it is difficult, not just to make the popular 
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decisions, and they expect this to be done in a genuine, honest manner. They also expect a 
greater level of kindness and compassion from the people and organization they work for.  

Finding #47: Millennials will soon comprise the largest work group in the 
Communications Department and their views, desires, and beliefs 
can be challenging for quasi-military style leaders. 

Recommendation #47: Embrace the different generations working within the 
Department and develop working styles, policies, and 
practices that can accommodate everyone, where 
possible. 

6.3 IMPROVE ORGANIZATIONAL CULTURE 

The culture within an emergency communications center is one of the most important factors that 
must be considered regarding employee retention. It is not enough to retain employees. It is 
imperative that the appropriate employees are retained and even more important to maintain a 
culture that is conducive to teamwork, professionalism, and peak performance.  

All too often, Supervisors go to great lengths describing a Telecommunicator’s behavioral issues 
and the problems the Telecommunicator causes in the communications center. In many cases, the 
Supervisors finish their statement with something similar to “. . . but, when it gets super busy or 
you have a major incident or critical incident, he is the one you want working the radio. He does 
such a great job.” While this may be true, it ignores the reality that significant and prolonged 
increases in complex and/or intense workload are the exception in most emergency 
communications centers. Rather, in most emergency communications centers, the 
Telecommunicators have ample time throughout each shift for leisure activities. Unfortunately, 
the problem employee uses this spare time to cause trouble, gossip, bully, and/or be disruptive, 
even in busier centers.  

When it comes to organizational culture, it can take just one problem employee to erode the 
Department’s culture. In many cases, the problem employee gains followers and together they 
create a toxic environment and essentially hijack the Department. A problem employee who is 
not held accountable gains power, creates fear, and often lowers the standards for behavior and 
performance. 

The cultural shift is sometimes so gradual that those who have been around for some time are not 
fully aware of just how far the culture has drifted. Take, for instance, a Telecommunicator who 
occasionally complains about, or ridicules, a caller. Over time, the complaints can become so 
frequent that it occurs after almost every call. While some choose to refer to this as venting (as if 
the descriptor makes it better) and accept the behavior or allow it to occur, leaders recognize that 
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this behavior, left unchecked, creates an unprofessional environment that can easily become 
overly negative. It is also a behavior that can be contagious, with other team members jumping 
on board and exhibiting the same traits. 

Consider the newly hired Trainee who experiences the culture in its entirety immediately upon 
entering the Department. Even under the best of circumstances, it is intimidating and stressful for 
most Trainees to observe the inner workings of an emergency communications center and, with 
each day, realize how much there is to learn. Combine this with an environment where Trainees 
are met with indifference, rudeness, or even bullying from their new co-workers and it is easy to 
see why Trainees are not successful.  

By all accounts, the Kenosha Joint Services Director and Department leaders have put forth 
efforts to introduce positive changes geared toward enhancing employee satisfaction and 
increasing employee retention. It was interesting to hear from line-level staff how the changes 
are perceived, with some wondering what took so long, questioning the motive, or wanting more. 
It was equally interesting to hear management staff describe their perception of how the changes 
have been received by line-level staff, with Managers and Supervisors expressing frustration 
because their efforts to enhance employee satisfaction are “never enough.” Ironically, both 
perceptions are laced with some degree of accuracy. Leaders often wonder why they cannot get 
traction in making the changes they know are necessary. They articulate a new vision. They 
change a few policies. They might even replace a few key people. But, nothing substantive 
changes. The problem is that culture is largely invisible to those inside of it. It is like water to a 
fish or air to a bird. It is simply the environment they live in.7 This holds true for the Department.  

Changing an organization’s culture is one of the most difficult leadership challenges because an 
organization’s culture comprises an interlocking set of goals, roles, processes, values, 
communications practices, attitudes, and assumptions. The elements fit together as a mutually 
reinforcing system and combine to prevent any attempt to change it. This is why single-fix 
changes, such as the introduction of teams; Lean, Agile, or Scrum frameworks; knowledge 
management; or some new process may appear to make progress for a while, but eventually the 
interlocking elements of the organizational culture take over and the change is inexorably drawn 
back into the existing organizational culture. 

Changing a culture is a large-scale undertaking, and eventually all of the organizational tools for 
changing minds will need to be put in play. However, the order in which they are deployed has a 
critical impact on the likelihood of success. In general, the most fruitful success strategy is to 
begin with leadership tools, including a vision or story of the future; cement the change in place 

                                                 
7 Hyatt, Michael. “How Do You Change Organizational Culture.” Michael Hyatt. 
https://michaelhyatt.com/changing-organizational-culture/ (accessed April 20, 2018) 
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with management tools, such as role definitions, measurement, and control systems; and use the 
pure power tools of coercion and punishments when all else fails.8 

There is a plethora of articles and books about organizational culture and the various approaches 
to change management. While there are many variations, there is agreement that changing the 
culture is one of the most difficult things a leader may face. It may be beneficial to consult with a 
change manager when deciding on the approach and desired outcomes. Whatever the approach, 
it should be inclusive of team members from all levels within the Department and 
Administration. 

Staff should also be prepared to focus on the goal for an extended length of time. The endeavor 
will undoubtedly be long and hard, but rewarding in the end. 

Finding #48: Though not uncommon in emergency communications centers, 
several cultural behaviors within the Department are detrimental to 
the success and retention of quality employees and require 
improvement. 

Recommendation #48: Work together as a team, including all levels within the 
Department and Administration, to create a culture that 
is conducive to teamwork, professionalism, and peak 
performance.  

6.4 TRAINERS 

More than anyone else, the Trainer has the ability to influence the Trainee, mostly because they 
are together every moment during the shift, but also because Trainees seek guidance and depend 
on the Trainer for help. The Trainer’s actions help to define the accepted norms in the 
Department. 

Great Trainers are personally invested in their Trainee’s success. They should devote their time, 
energy, and experiences to helping their Trainee learn. Great Trainers know how to best explain 
and demonstrate the material that must be covered. They demonstrate patience, kindness, and 
determination. They know how to present the same information in different ways to help their 
Trainee learn and understand. They encourage, build up, and help their Trainee overcome 
mistakes and obstacles. They help their Trainee establish a solid foundation and present 

                                                 
8 Denning, Steve. “How Do You Change An Organizational Culture?” Forbes. 
https://www.forbes.com/sites/stevedenning/2011/07/23/how-do-you-change-an-organizational-
culture/#3e1175b039dc (accessed April 20, 2018) 

https://www.forbes.com/sites/stevedenning/2011/07/23/how-do-you-change-an-organizational-culture/#3e1175b039dc
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information from known to unknown and simple to complex. Equally important, great Trainers 
demonstrate behavior that is positive, professional, and compassionate.  

Mediocre or sub-standard Trainers can debilitate even the most promising Trainee. They are 
often indifferent to their Trainee, sometimes declaring in as short as one month that their Trainee 
will not succeed. They place Trainee success squarely on their Trainee’s shoulders without 
accepting responsibility for their role in the process or outcome. They can be impatient, stern, 
and uncaring. They often put minimal effort into the training process, expecting their Trainee to 
learn by watching or reading. In extreme cases, they are punitive, often chiding their Trainee for 
asking the same question more than once. They sometimes belittle their Trainee and point out 
mistakes without compassion. They are often haphazard in their training approach and 
demonstrate little commitment. They usually treat others poorly, gossip, and disparage 
Department policies.  

Some Trainers in the Department were described as being indifferent, impatient, and inconsistent 
when training their Trainees. They have reportedly been harsh toward Trainees and are known to 
gossip about others who work in the Department. In and of itself, this is problematic, but the 
Trainee who survives such an experience could possibly emulate the observed behaviors and 
repeat them throughout the Trainee’s career. This can negatively impact the Department and 
those who work there. 

Finding #49: Some Trainers are not consistently providing the optimum training 
experience for their Trainees. 

Recommendation #49: Regularly evaluate and ensure that Trainers are doing 
the best job possible with their Trainees, especially in 
terms of modeling the desired behaviors regarding 
training, mentoring, and nurturing. Do not hesitate to 
terminate a Trainer’s responsibilities if substandard 
performance is confirmed. 

6.5 INTERNET ACCESS 

The internet access in the Communications Department is harnessed in an effort to reduce the 
possibility of a virus or theft of information from occurring. While those are real concerns for 
any local government agency, restricted internet access limits the assistance that 
Telecommunicators can provide to callers or field personnel. Information provided via the 
internet has expanded to the point that restraining access reduces the effectiveness of the 
Communications staff. In addition to staying “connected” via Facebook and Instagram, many 
Telecommunicators have used the internet to assist callers, locate suspects, and solve problems. 
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Some have also pursued online courses to continue their education. In essence, the internet has 
replaced books, magazines, and newspapers that used to be found in communications centers. 

Providing stand-alone computers for internet access at each workstation can alleviate the 
concerns about security. The stand-alone computers can also be equipped with software such as 
Microsoft Word, Excel, and PowerPoint to allow team members to create documents. 

Kenosha Joint Services Managers should also engage in conversations with their vendors to 
determine what internet access will be required for their NextGen 9-1-1 solution. Most solutions 
will require full internet access at each workstation to enable the capabilities to receive text, 
photos, and video messages from citizens.  

Finding #50: Internet access in the Communications Department is restricted, 
with fewer privileges for Telecommunicators than Supervisors. 

Recommendation #50: Provide a stand-alone computer at each workstation that 
Telecommunicators can use for internet access, with the 
same privileges afforded the Supervisors. Also include 
Microsoft Word, Excel, and PowerPoint. This provides 
Telecommunicators with the ability to develop skills 
that can benefit the Communications Department. Also, 
work with technology support to create adequate 
firewalls to protect data.  

6.6 CONFERENCES 

Conferences can be very beneficial to expanding an employee’s point of view, knowledge base, 
and range of professional contacts. In addition to educational opportunities, attendees interact 
with peers and share new ideas. They often discover that the practices in their center are very 
similar to practices in other centers. This limits the notion that the grass is greener in another 
center or that the practices in the current center are not consistent with industry practices.  

Conferences offer professional development opportunities and can prompt an employee to 
become involved in a larger cause, such as an industry organization. When this occurs, the 
employee, the center, and the public safety communications industry can benefit from increased 
participation. As an example, the Communications Manager is currently the Wisconsin Joint 
APCO-NENA President.  

The Department allows one Supervisor and one Trainer to attend the annual Wisconsin Joint 
APCO-NENA Conference. The ability to attend rotates among the Supervisors and Trainers each 
year. Based on current staffing, each Supervisor attends one conference every six years and each 
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Trainer attends one conference every nine years. At one point, Telecommunicators were offered 
the opportunity to submit an application to attend the conference. Only one Telecommunicator 
submitted the required application. 

Finding #51: One Supervisor and one Trainer attend the annual Wisconsin Joint 
APCO-NENA Conference. 

Recommendation #51: Allow one or two Telecommunicators, if at all possible, 
to attend the Wisconsin Joint APCO-NENA Conference 
to encourage professional development, continuous 
professional training, and networking. 

6.7 INCONSISTENT APPLICATION OF POLICIES 

The Department often struggles with consistent application of policies. Team members cited 
examples such as upcoming policy changes being emailed to one shift and not the others. Also, 
hats are not allowed in the Department, yet a team member wore a hat during a shift without 
being questioned. While these examples may seem minor, in the aggregate they erode the 
stability of the Department and create an environment that supports deviation from the stated 
norm. This is especially true when minor policy infractions are evident to all and the Supervisor 
does not take action to correct the offender.  

Few Supervisors enjoy the task of correcting or disciplining a team member and many struggle 
with the thought that they are being “nit-picky” if they address a very minor policy deviation 
when it occurs. Instead, the Supervisor will look the other way or allow the transgression to 
occur without consequence. This is compounded when the Manager or Assistant Manager pass 
through the room without any apparent attention paid to the offender. 

Some may suggest that the Manager or Assistant Manager may have followed up with the 
Supervisor discreetly. And, it is correct that team members should not know when corrective 
action or discipline has occurred, other than to notice that the transgression stops and does not 
recur. With the Communications Department, however, the examples that were provided 
supported the claim of inconsistent application of the policies. 

In terms of employee retention, few things are as disheartening to the “good” employee who 
follows the rules than a policy infraction that occurs without correction. At some point, it sends 
the message that following the rules is not valued or necessary. It also breeds mistrust and 
concerns about favoritism, neither of which are healthy or conducive to longevity.  
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Finding #52: In an arena where consensus is scarce, there is agreement that 
policies are not consistently communicated or applied.  

Recommendation #52: Establish a process to formally distribute new policies, 
as well as policy changes, to all team members in an 
orderly and timely manner. Ensure that Supervisors 
actively monitor activities and promptly take action to 
correct even the most minor policy infraction. This will 
help improve a sense of stability and consistency, while 
reducing the appearance of favoritism. 

6.8 PEER SUPPORT PROGRAM 

Peer support programs have become increasingly popular in emergency communications centers 
and with good reason. This formalized and structured support system offers Telecommunicators 
an avenue wherein they can confide in a peer, without fear of reproach. The system also provides 
peers with training and tools to assist their fellow team members. This can often help peers bond 
and become a more cohesive team, while also helping with the current issue.  

The Communications Department has been developing its own peer support program and team 
members are looking forward to implementation. However, the amount of time that has passed 
since the concept was first discussed has caused skepticism about whether the program will 
actually come to fruition. Unfortunately, the absence of this well-intended program is currently 
one more example offered as a reason for dissatisfaction. 

Extreme caution should be used in the selection of the members of the Peer Support Program. A 
single breach of confidentiality will serve to completely undermine and discredit the program. 
And although they were supportive of the concept and eager to implement this change, staff 
expressed this concern. 

Finding #53: The Communications Department has been developing a Peer 
Support Program, but the delays in implementation have caused 
skepticism among employees. 

Recommendation #53: Develop and implement the Peer Support Program, 
along with the requisite training for team members. This 
will fulfill a commitment made to the employees and 
also provide a valuable resource. 
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6.9 EMPLOYEE EVALUATIONS  

Employees and management, alike, described delays in completing and presenting employee 
evaluations. Supervisors have completed Telecommunicator evaluations and submitted them to 
management but not received approval to present the evaluations to the Telecommunicators. 
Supervisors also have not received their own evaluation from management in several months, 
with one Supervisor stating that it had been years since receiving an evaluation. 

Management described the competing demands of managing technical projects and also 
managing operational aspects of the Department. Allowances have been made for the delay in 
providing employees at all levels with evaluations. Nonetheless, it creates a void and provides 
one more example that employees can use as an unfulfilled commitment.  

Honest, meaningful, and timely evaluations are important. Among other benefits, they reinforce 
desired behaviors and job performance. When completed properly and discussed with an 
employee in a constructive manner, the evaluation offers the opportunity to discuss building 
blocks for personal and career development.  

The evaluation also serves as the foundation for documenting sub-standard behaviors and 
performance, as well as any corrective action or discipline that has occurred up to that point. 
While Kenosha Joint Services can terminate employment without cause, it is still beneficial to 
complete and maintain supporting documents such as evaluations. 

Finding #54: Employee evaluations have not been completed and presented to 
employees in a timely manner. 

Recommendation #54: Take whatever steps are necessary to ensure that every 
employee receives a timely, honest, and meaningful 
annual evaluation.  

6.10 EMPLOYEE MEETINGS 

The Communications Department used to have regular meetings for various levels of staff. In the 
recent past, those meetings have not occurred for an array of reasons. However, employees 
indicated that they believe regular meetings would be beneficial to open communication and 
forward progress. 

Scheduling meetings in an environment that is staffed 24/7/365 is challenging under the best of 
circumstances and that challenge is magnified when there are staffing vacancies. Nonetheless, it 
is important to conduct meetings at regular intervals, even though it will likely require overtime. 
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At a minimum, there should be Telecommunicator meetings with the Assistant Manager and/or 
Communications Manager. The Trainers should have regular meetings with the Assistant 
Manager and the Supervisors should meet regularly with the Manager. The agenda for each 
meeting should include topics of interest and concern, with input solicited from the meeting 
participants ahead of time. With all meetings, it is imperative that minutes are published and 
action items or other commitments are completed and communicated in a timely manner. 

Finding #55: The Communications Department does not have scheduled 
meetings with established agendas. 

Recommendation #55: Schedule regular meetings with the various levels of 
staff and solicit participant input to create the agenda. 
Publish meeting minutes and follow up to ensure that 
action items or other commitments are completed and 
communicated in a timely manner. This will help 
improve consistency and promote open communication.  

6.11 COMPENSATION 

Kenosha Joint Services’ current salary and benefits package is adequate, offering an annual 
salary from $41,545 to $52,627. Springsted Incorporated performed a Wage and Compensation 
Study in April 2017. This thorough and comprehensive study was commissioned in an effort to 
increase the market competitiveness of the Agency within the regional marketplace as well as 
provide increased internal equity among positions. The willingness to perform the study speaks 
volumes regarding the level of commitment of the Agency management to offer fair and 
comparable compensation to its staff members. Twenty-one surrounding public agencies were 
invited to be part of the study and compared to Kenosha Joint Services; sixteen participated. 
Private sector employers in the area were not included.  

The findings supported changes in the compensation for some positions within the organization 
with the average salaries at the time 6.08 percent below the market average. The final 
determination was to bring Kenosha Joint Services into mid-range with the surrounding public 
agencies. Options for implementing the changes were suggested and the Agency elected one of 
the options. Predictably some Agency members, including a portion of Communications 
Department staff members, were unhappy with the implementation method. Also predicable is 
the probability that any class and compensation study will result in consternation for a portion of 
the staff.  

The Agency has expressed concerns over losing employees and competing with local, private 
sector employers. Amongst others, two major competitors are PPG Paints and Uline, both of 
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which have customer representative positions offering less stress and limited shift work. And the 
situation could worsen as FoxConn, a Taiwanese manufacturing company, broke ground in June 
2018 on a new plant that could potentially bring approximately 13,000 jobs to the area which 
could offer further competition for talent. The Agency has not routinely experienced employees 
leaving for other public safety organizations. To address these concerns, the Agency should 
develop a method to routinely monitor the effects of competing with the private sector local 
employers and ensure they maintain a competitive salary and benefit package to maintain staff 
and, if at all possible, entice employees from the private sector.  

Finding #56: Kenosha Joint Services conducted a classification and 
compensation study that was completed in April 2017 and, 
although there were salary adjustments, some employees were 
unhappy with the manner within which the findings were 
implemented and left.  

Recommendation #56: Continue to evaluate compensation for the 
Communications Department staff and make 
adjustments when warranted to compete with 
surrounding public safety agencies as well as private 
sector call centers. 

6.12 APPEARANCE AND ESPRIT DE CORPS 

One of the most important benefits of working for a public safety employer is joining and feeling 
like part of a team. New hires and long-term employees like to believe that they have joined a 
mission and have a duty both to the team and the citizens they serve. There is no greater symbol 
of this phenomenon than wearing a uniform. A uniform is an outward symbol that an individual 
has been tested and selected to join an elite team. It helps promote a level of professionalism 
both inside and outside the Department. 

Studies have been performed regarding “enclothed cognition.” Enclothed cognition is used to 
describe the systematic influence that clothes have on a wearer’s psychological processes and 
behavioral consequences. The clothes worn convey meaning as well as the physical experience 
of wearing them. The influence that clothing, particularly uniforms, has on individuals has long 
been understood and associated with judgments on morality, importance, power, and courage. 
The uniform, in particular, serves as a visual unifier of the team and may even trigger behavior 
that is associated with the symbolic meaning of the clothing.  

Many communications centers have adopted uniform standards for an array of reasons. Some 
have transitioned to uniforms at the request of line level staff and supervisors. Others have 
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introduced uniforms in an effort to standardize attire and eliminate inconsistent enforcement of 
clothing guidelines. Regardless of the reason, the effect is a communications center that appears 
more unified and professional, often with employees expressing pride in wearing their agency’s 
uniform.  

During the on-site visit, nearly every employee contacted mentioned that they were ecstatic with 
the recent change in policy allowing them to wear denim pants and hats to work. They explained 
that they wore uniforms in the past but were extremely unhappy with the type and style of 
uniforms provided. Quite obviously this is a sensitive subject in the Communications 
Department. While it is recognized that comfort and personal choice are important, the 
immeasurable benefits of the team wearing uniforms may be lost on the group right now.  

With the current environment and vacancies in the Department, the suggestion of uniforms may 
not be well received at this time. However, Kenosha Joint Services could routinely poll the 
Communications Department team to determine a time when this concept may be better 
received. If there is any level of interest, it would be advantageous to ensure that members of the 
Communications Department staff are highly involved in the design and selection of the 
uniforms. 

If there is widespread opposition among the Communications Department team to a traditional 
uniform that is similar to that of the sworn personnel, consider changing the shirt color to 
something more agreeable. Or, explore a casual uniform, similar to Southwest Airlines that 
allows polo shirts and long sleeve button-front shirts worn with skirts, slacks, and shorts. At a 
minimum, consider supplying polo shirts, long sleeve shirts, and sweatshirts that are emblazoned 
with the Kenosha Joint Services 9-1-1 logo.  

Finding #57: The Telecommunicators do not wear uniforms and there was a 
wide range of varying attire worn by Communications Department 
staff members. 

Recommendation #57: At a minimum, consider purchasing polo type shirts for 
the Communications Department staff to wear while on 
duty. Develop a uniform policy wherein the polo shirts 
will be worn with slacks/pants of a particular color such 
as black or khaki. Have Communications Department 
staff participate in the selection and design of the polo 
shirt, as well as the policy. Issue the “uniforms” at the 
time of hire. 
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SECTION 7—SCHEDULING PRACTICES 

7.1 CURRENT SCHEDULES 

Scheduling is a top priority in an emergency communications center and, even under the best of 
circumstances, it can be challenging. Scheduling is an art, especially when there are competing 
interests and success is determined by meeting the needs of the agency as well as the desires of 
the employees. It is a difficult and elusive undertaking. 

Communications Department staff currently work eight-hour days on a 5/2, 5/2, 4/2 rotation. 
There are guidelines in place that govern the selection and assignment of shifts, time off, and 
overtime. While many of the guidelines represent a need, compromise, or agreement that has 
been established throughout the years, procedures should be routinely reviewed for current 
effectiveness and purpose. Often a policy or guideline put into place specifically to address a 
problem may no longer be needed or is no longer relevant because the problem no longer exists 
or circumstances have changed.  

Kenosha Joint Services strives to implement the most effective schedule, while all the time 
considering workload, meeting the needs of the citizens they serve, and maintaining employee 
satisfaction. The Agency’s current schedule affords rotating days off so everyone working in the 
Communications Department routinely enjoys all or a portion of the weekends off. This concept 
helps to evenly accommodate the requests for the most desirable time off. The current schedule 
does not have fixed days off which can hamper an employee from attempting to schedule a 
weekly event such as participating in school, a sport, or a social club. 

7.2 CONSIDERATION OF ALTERNATIVE SCHEDULES 

Schedules are the cause of a lot of angst, frustration, and thus conversation. Schedules affect 
people’s lives. Once the needs of Kenosha Joint Services have been met, every consideration 
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should be given to accommodate the employees’ desires and requests. There are endless 
scheduling ideas and employee input should be sought to develop the working schedule. When 
new ideas are proposed, it can prove very effective to develop a pilot program to determine if the 
new schedule is workable.  

With a pilot program, the Agency can implement a new schedule for a period of three to six 
months and evaluate the schedule’s effectiveness along the way and at the end of the pilot 
project. This encourages flexibility from staff, helps them to try new ideas, and lets them know 
there is willingness to change working conditions. The “we’ve always done it this way” 
syndrome should be avoided.  

Having shift lengths that can be nicely divided into a 24-hour day, such as 8 or 12 hours, makes 
scheduling easier and more effective than shifts of 9 or 10 hours. A scheduling expert 
commented that the latter two are the least desirable shifts for a 24-hour operation. While the 8-
hour shift may be easier for the person doing the scheduling, an 8-hour shift is widely regarded 
as the least employee-friendly approach for scheduling. That does not seem to be the case in the 
Agency. Employees expressed satisfaction with the 8-hour days and with the rotation of days off. 

Another method involves having shifts of different lengths. For instance, there could be primary 
shifts of 8- or 12-hour days and overlap shifts of 10-hour days. Offering a variety of shifts is 
often viewed as desirable in that employees can generally find a shift that meets their desires. It 
also allows employees who work longer days to have more days off. We recognize that each of 
these solutions creates additional work for the scheduler; however, the movement and interaction 
between more employees generally makes it worthwhile. It also affords more options for 
employees to select a schedule that is a better fit their personal lives. 

There is a 12-hour schedule that is popular and affords staff a three-day weekend off every other 
week. It is relatively easy to follow and gives employees more time off. In a two-week pay 
period, the first week an employee works Monday and Tuesday, is off Wednesday and Thursday, 
and works Friday, Saturday, and Sunday. The next week they work and are off the opposite days. 
So, they are off Monday and Tuesday, work Wednesday and Thursday, and are off Friday, 
Saturday, and Sunday. This schedule does result in each employee working four hours of 
overtime each pay period for a total of 84 hours, but requires less staffing.  

The Agency could meet, and in fact exceed, the minimum staffing levels developed by having 
six Telecommunicators on each shift team with four teams. This would require 24 
Telecommunicators. The Agency could take it one step further and eliminate the built-in 
overtime by assigning seven Telecommunicators to each of the four shifts and, for one day in the 
pay period, one Telecommunicator would be assigned an 8-hour day which would still provide 
ample coverage and allow for a staff member to take time off without the need of filling the 
vacancy every time.  
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There are some drawbacks to the 12-hour team schedule. The employees may not like working 
the longer work days even though they gain additional time off. The teams generally work 
together for a designated length of time, which can have drawbacks, if cliques are allowed to 
develop. More employees are also assigned to an overnight shift, which may not be as desirable.  

Finding #58: Communications Department employees expressed satisfaction 
with their current schedule and the schedule efficiently works with 
a 24-hour period. At the same time, there is a desire to explore 
options that may be more appealing and increase flexibility. 

Recommendation #58: Consider creating a new schedule that includes a 
combination of 8-hour and 12-hour shifts and testing it 
as a pilot project for a fixed period of time to assess 
suitability. 

7.3 SHIFT SELECTION PROCESS 

During the site visit, we learned that the Communications Department selects shifts only once a 
year. There was the general impression that shifts are for “life” or until someone wants to move. 
This stagnation can present a series of problems.  

One of the issues is that newer employees feel that there is little chance that they will be able to 
move to a desirable shift, thus creating hopelessness and frustration. Selecting shifts once a year 
stifles movement. It creates a situation wherein employees may not move to try a different shift 
because they fear it will be a year before they can make a change. It may also create working 
silos wherein employees are not exposed to their coworkers and how they work. This can result 
in an imbalance of talent amongst the different shifts. It can also form camps and alliances 
between employees.  

Some agencies have identified that a “pack mentality” and/or an exaggerated level of confidence 
can develop under certain circumstances. When this occurs it can result in beliefs that no others, 
particularly new hires, can possibly achieve or function at such a high competency level. The 
existing staff often creates an unwelcoming and/or discouraging environment, sometimes with 
unrealistic expectations, that makes it difficult for new employees to succeed. The group may not 
consciously be aware of this self-sabotaging climate or behavior. When this occurs, it can result 
in exclusiveness, bullying, and in the worst-case scenario, a hostile work environment. When 
young adults feel they have little to no control over their working conditions, they are less likely 
to stay with an employer long term. 

Some agencies require every Telecommunicator to select a shift other than their preferred shift at 
least once every two or three years. This ensures that a Telecommunicator who prefers the Third 
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Shift (nights) is still capable of working the First Shift (days) or busier Second Shift (mid-day). It 
also increases the chance for a newer Telecommunicator to work a more desirable shift, even if it 
is only temporary. 

Finding #59: The current shift selection process reduces Telecommunicator 
exposure to other shifts and co-workers and can introduce 
problems in the Department. 

Recommendation #59: Consider offering shift selection two or three times a 
year and promote movement from a current shift by 
requiring Telecommunicators to select a different shift at 
least once every two years. This will increase exposure 
to other shifts and co-workers, while allowing less 
tenured Telecommunicators an opportunity to work a 
more desirable shift schedule, even if temporary. 

7.4 PART-TIME TELECOMMUNICATORS 

Movement amongst the shifts is preferable. How that is accomplished can be specific to each 
agency. Some agencies accomplish it with mandatory rotation. For instance, shift changes every 
four months, three times a year, and each employee can only stay on the same shift two of the 
three deployments. Other agencies resolve it with overlapping shifts that have staggering start 
times. This results in employees overlapping with different employees throughout their workday 
and workweek. Kenosha Joint Services has had overlapping shifts in the past, known as Power 
Shifts. These were from 1000 to 1800 hours and 1800 to 0200 hours. These shifts are no longer 
offered due to the current vacancies.  

The Agency has determined that each Telecommunicator is available to work roughly 1,606 
hours each year, after routine absences have been calculated. Current staffing minimums are six 
Telecommunicators on duty from 1000 to 2200 hours and five from 2200 to 1000 hours. For 
approximately three months out of the year (Memorial Day to Labor Day), the time period to 
have six Telecommunicators on duty is extended to 0200 hours. A review of 2016 and 2017 calls 
for service supports these practices.  

With the current eight-hour shifts, this scheduling requires 17 Telecommunicators in a 24-hour 
period to accomplish. With the 32 allocations in the Department, there are approximately 51,392 
work hours available to be scheduled. The extended shifts, even if implemented year-round, 
require 49,640 hours of staffing, leaving a slim overage of 1,752 hours of additional staff time. 
With all the extenuating circumstances that can cause a Telecommunicator to be unavailable to 
work, this is a very slim margin. 
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To supplement the current workforce, The Agency should consider part-time 
Telecommunicators. Part-time programs are more successful when only regular, full-time 
Telecommunicators who have prior experience with the Agency are considered for the positions.  

Employees have changes occur in their life situations that cause them to have to alter their 
working conditions. Routinely this requires an employee to resign from a position to resolve the 
often temporary situation. Rather than lose the investment made in the employee, consider 
negotiating a temporary, part-time schedule that can assist with coverage in the Communications 
Department and allow the employee to handle their issue. Part-time positions, when offered, can 
help retain the talent and supplement full-time staff. To make this affordable, consider paying 
these employees an hourly rate only with no benefits and offering them available overtime slots 
first thereby eliminating paying time and one half for the coverage.  

By applying certain guidelines, budget savings can be realized. However, implementing this 
policy can cause morale and/or resentment issues when regular, full-time personnel are not first 
offered the available overtime. Another strategy is to only offer the part-time Telecommunicators 
the overtime that was not signed up for by the full-time staff. And yet another strategy would be 
to have part-time personnel assigned regular, scheduled hours to supplement staffing. Should the 
Agency elect to offer part-time positions, management would have to make decisions as to what 
approach would best serve the Communications Department and staff. 

If part-time employees are utilized, consideration should be given to allowing two part-time 
employees to share a full-time job. Most job share arrangements evenly divide compensation and 
benefits between the two part-time employees. This can be another strategy to maintain the talent 
that the Agency has worked so hard to develop.  

Finding #60: The Communication Department does not currently utilize part-
time Telecommunicators or offer job sharing. 

Recommendation #60: Part-time Telecommunicators with prior experience at 
Kenosha Joint Services should be considered to 
supplement staffing. Job sharing should be considered 
when appropriate. 

7.5 FILLING OVERTIME HOURS 

The process for filling available overtime includes posting the vacant shifts in the 
Communications Department for everyone to view. The available time is then routed by seniority 
to Telecommunicators to voluntarily sign up for time slots. There are restrictions in that each 
Telecommunicator must have a period of 24 hours of continuous time off each week and they 
cannot work more than 12 hours in a day. Once everyone has had an opportunity to make a 
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selection, the remaining overtime shifts are routed again for a second round of voluntary sign-
ups. If there is still overtime available, it is mandated to the Telecommunicators with the least 
seniority. Employees can only be mandated every other day during their work week. While 
certainly this is rewarding to the long-term employees, it tends to burn out the newer employees 
and offers little incentive for the more senior employees to assist with filling the vacancies.  

It was also noted that while the overtime information is routed, staff cannot view who has signed 
up for the overtime slots. This creates both anxiety and confusion in that if personnel could see 
who has signed up for the timeslots, they could determine where they were in seniority for the 
overtime and the likelihood of being rewarded the time or mandated. When discussed with 
management, an explanation was offered that because the system is tied to the payroll system, 
that is not possible. 

Although it can be more time-consuming, a more equitable system for mandating overtime may 
be to track the total hours worked by each employee, starting at the beginning of the calendar 
year, and assigning the unwanted overtime hours to the employee who has worked the fewest 
number of hours, both regular and overtime. Employees who have consistently worked their 
shifts and helped with overtime hours have already done their share to assist and support the 
team. Assigning overtime to the person with the fewest number of hours worked spreads the 
burden across the entire team. It also affords employees the chance to control their own destiny. 
If they prefer to work when it is more convenient, they will volunteer when they are most 
available knowing it reduces the likelihood that they will be mandated.  

Finding #61: Overtime in the Communications Department is routed by 
seniority and then if there are no volunteers, it is assigned to the 
Telecommunicators with the least seniority, which can place a 
greater burden on newer employees. Also, staff is not able to view 
who signs up for the available time. 

Recommendation #61: Consider developing a system wherein staff can view 
who has signed up for available overtime that is not 
linked to the payroll system and mandating overtime to 
team members who have overall worked the fewest 
hours in the calendar year. This more equitably 
distributes the unwanted overtime and encourages the 
entire team to participate in voluntarily filling vacant 
overtime shifts.  
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7.6 SUPERVISORS FILLING OVERTIME HOURS 

By policy, Communications Supervisors can only fill a vacant Telecommunicator position as a 
last resort. “Last resort” was defined as one in which no one has volunteered for the overtime 
shift and there is no one available to be mandated. Kenosha Joint Services should reconsider this 
restriction. For the sake of employee morale and good will, consider allowing Communications 
Supervisors to work an overtime position after it is confirmed that no Telecommunicators are 
willing to volunteer for the time. In other words, prior to mandating a Telecommunicator, if a 
Communications Supervisor is willing to volunteer, allow them to fill the opening. If the concern 
is that the Communications Supervisor can accrue compensatory leave, in lieu of monetary 
payment, for working the overtime hours, consider further restricting the Supervisor’s ability to 
accrue compensatory leave. This will reduce the multiplying factor of compensatory leave that 
can be used by the Supervisor to take time off at a later date. If there is a fiscal concern because 
the Supervisor earns overtime at a higher pay rate than the Telecommunicator, the immeasurable 
benefit of not mandating a Telecommunicator to work overtime should be considered. 

As an added benefit, this approach offers the Supervisor the chance to brush up on their call 
taking and radio dispatch skills. It also offers them the opportunity to work more closely with the 
Telecommunicators, which can enhance camaraderie. 

Finding #62: Supervisors are only able to sign up for Telecommunicator 
overtime in the Communications Department when no one has 
volunteered for or can be mandated. Supervisors are prohibited 
from working Telecommunicator overtime except when none of 
the Telecommunicators have volunteered to work the overtime and 
it is not possible to mandate any Telecommunicator to work the 
overtime. 

Recommendation #62: Allow Communications Supervisors to sign up for 
overtime in the Department once the 
Telecommunicators have had the opportunity to 
voluntarily sign up for the vacant overtime shift(s) but 
before Telecommunicators are mandated to work the 
overtime shift(s). 

7.7 MANDATING OVERTIME 

The current policy prohibits mandating an employee to work overtime on their scheduled day 
off. This is an admirable policy, if it can be accomplished without unduly burdening other 
employees. In Kenosha Joint Services, that does not appear to be the case. Rather, the current 
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policy allows an employee to work their eight-hour shift, be mandated to work an additional four 
hours, be allowed to go home for four hours, and then come back for four hours. That practice 
should be discontinued. There is no situation wherein an employee can get any measurable 
amount of rest in a four-hour break after working 12 hours that would allow them to safely return 
to work again. It would be a better practice to have an employee work16 hours straight and then 
allow them to go home for uninterrupted rest.  

Finding #63: The current policy prohibits mandating employees to work 
overtime on their days off. Instead, Telecommunicators can be 
required to work 12 hours, have four hours off, and return to work 
for four additional overtime hours. 

Recommendation #63: The policy of not mandating Telecommunicators to 
work overtime on their day off is noble and should be 
maintained if possible. Consider allowing staff to work 
16 hours straight to cover overtime, rather than working 
for 12 hours, leaving for four hours, and returning to 
work for four more hours. 

7.8 ANNUAL LEAVE 

Last-minute absences are often disruptive in communications centers. They disrupt the delicate 
balance of staffing and cause anxiety for employees. Often Telecommunicators will resort to 
calling in sick or unavailable when they believe they will not get time off they need and/or they 
want to utilize a benefit that they have been provided. Although Kenosha Joint Services offers 
incentives to not use an excessive amount of sick leave, such as paying employees separating 
from the Agency, except for discharge, severance pay equal to 50 percent of their accumulated 
sick leave to a maximum of 480 hours, some employees still feel that using sick leave when they 
are not sick is a benefit they are afforded and thus feel entitled to use that benefit.  

The majority of employees cannot call in sick for work when they are not truly sick with a clear 
conscience. But there are some that are not bothered by the inconvenience it presents to their 
coworkers. The Agency’s Call-in Policy is clear regarding the circumstances for which it is 
considered acceptable for employees to call in when they are unavailable to work. Even if an 
employee’s absence is consistent with the policy, circumstances such as excessive absenteeism 
may trigger an administrative review and potential discipline.  

In response to these frustrations, some agencies have adopted an annual leave benefit. Annual 
leave is the concept of one leave bank for each employee rather than separate banks for vacation, 
bereavement, and sick leave. Converting all three leave banks into one annual leave bank 
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resolves a wide variety of problems. It serves to even the playing field regarding chronic sick 
call-in employees in that they get less vacation time as they reduce their available time off. It 
tends to reduce the need to call in sick when in fact the employee may not be ill and encourages 
them to be honest with their employer. It also serves to avoid verification when an employee 
chooses to exercise bereavement leave or extended sick leave. The concept is easy. If for almost 
any reason the employee is not at work, their time is deducted from their annual leave bank. 
Last-minute absences are usually greatly reduced when annual leave is coupled with a policy that 
is clear regarding when time off will be approved.  

Finding #64: Telecommunicators utilize separate leave banks for vacation, sick 
leave and bereavement leave. 

Recommendation #64: Consider combining all leave banks into one annual 
leave bank and emphasize the employee’s responsibility 
for managing their own time off. Doing so, when 
combined with a clear policy on approving time off, 
may significantly reduce last-minute absences. 
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SECTION 8—LIST OF FINDINGS AND RECOMMENDATIONS 

This section provides a summary listing of all findings and recommendations, and includes a priority for each recommendation. The 
priorities are defined as follows: 

1. Recommendation mandatory or critical 

2. Strongly recommended 

3. Not critical, but will improve operations 
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Finding Recommendation Priority (1-3) 

Recruitment   

Finding #1: The Human Resources Personnel Assistant 
is solely responsible for all Kenosha Joint Services 
recruitments and Human Resources activities for five 
departments. There have been occasions when competing 
interests caused delays in the Communications 
Department recruitment process. 

Recommendation #1: Consider adding a part-time employee 
to assist the Human Resources Personnel Assistant and work to 
eliminate delays in the recruitment process. Review the 
recommendation later in this report to add a part-time employee 
to assist the Communications Department and consider creating 
one full-time allocation to supplement both areas. 

1 

Finding #2: Telecommunicator job announcements are 
broadly distributed, but Kenosha Joint Services’ social 
media presence and branding of the benefits of the position 
can be enhanced. 

Recommendation #2: Make updates to the Kenosha Joint 
Services website to highlight the benefits of being a 
Telecommunicator and increase social media presence to 
maximize exposure, particularly to millennials. Reconsider how 
benefits of the job are presented and advertised. 

2 

Finding #3: The video on the Communications section of 
the Kenosha Joint Services website uses phrases that may 
be unfamiliar and/or daunting to potential applicants. The 
music and narration used in the recruiting video appear 
dated, and the video includes an outdated salary schedule. 

Recommendation #3: Review the video and revise terms and 
phrases so a viewer who is not familiar with shift work or public 
safety communications can more easily understand them. Then 
create a new video with contemporary background music and a 
more dynamic presentation style.  

2 

Finding #4: The requirement to complete data entry at a 
rate of 6,200 keystrokes per hour at a 95 percent accuracy 
rate may be confusing or seem overwhelming to potential 
new candidates.  

Recommendation #4: Consider elaborating on the data entry 
requirement and indicate that it is somewhat similar to a 
keyboarding requirement of 25 words per minute, with 95 
percent accuracy, in a five-minute timed test. This may reduce 
confusion and increase the pool of interested applicants. 

3 

Finding #5: More than half of the applicants in recent 
recruitments did not respond to requests to schedule data 
entry testing or they did not show up for their scheduled 
test. A smaller percentage withdrew from the process. 

Recommendation #5: Reduce the period for accepting 
applications to 30 or 45 days and accelerate testing so that it 
occurs soon after the application period closes. This should 
result in smaller groups, but yield more viable applicants who 
would otherwise find employment elsewhere.  

1 
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Finding Recommendation Priority (1-3) 

Finding #6: Kenosha Joint Services does not routinely 
recruit at schools or colleges in the area. 

Recommendation #6: Consider expanding recruiting efforts 
to include local high schools and colleges for potential 
candidates. 

3 

Finding #7: Kenosha Joint Services is competing with 
numerous private sector employers for potential 
Telecommunicator candidates.  

Recommendation #7: Implement a program to proactively 
recruit potential applicants at local high schools, community 
colleges, and businesses. Create business cards that 
Telecommunicators and Supervisors can utilize to recruit 
workers who seem like a good fit for the Department. Consider 
involving a current employee with private sector call center 
experience to help influence others to make the change. Make 
efforts to rebrand the role of a Telecommunicator to stress the 
public service aspect of position. Be sure to continue to keep 
current employees informed of upcoming opportunities.  

3 

Finding #8: The Department has the potential to 
maximize recruiting efforts by proactively involving 
Telecommunicators and Supervisors in the recruitment 
process. 

Recommendation #8: Select Telecommunicators and 
Supervisors who are positive, enthusiastic, and loyal to the 
Department to become recruiters. Ensure that the 
representatives are a cross section of staff regarding gender, 
nationality, and experience. Provide the selected recruiters with 
training in recruiting, sales, and marketing. Include role-playing 
to ensure consistent messaging.  

3 

Finding #9: The Department is not maximizing incentives 
that may be beneficial to the recruiting process.  

Recommendation #9: Consider implementing a program that 
offers incentives to Telecommunicators and Supervisors for 
recruiting an applicant who successfully completes the 
Telecommunicator training program. 

3 
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Finding Recommendation Priority (1-3) 

Finding #10: Kenosha Joint Services does not currently 
offer an information meeting for applicants to provide more 
insight into the position than the job flyer provides. There is 
no opportunity for applicants to ask questions of staff 
before they are well into the process or actually hired for 
the position. 

Recommendation #10: Early on in the process, Kenosha Joint 
Services should schedule an open meeting with applicants 
allowing them an opportunity to learn more about the job duties, 
the Department, and the people who work in the 
Communications Department. 

3 

Finding #11: While already a daunting undertaking, the 
current recruitment process is often impacted with 
excessive delays and lost time resulting in the loss of 
potentially viable candidates. 

Recommendation #11: Determine and schedule dates for 
execution and completion of each step of the recruitment 
process and include those dates in the initial advertising and 
notification. Once announced and published, adhere to the 
dates and complete the process in the time broadcasted to the 
applicants. This will provide a more structured process, reduce 
delays, and offer the greatest opportunity to hire viable 
applicants. 

1 

Finding #12: Potential employees feel forgotten and 
frustrated in the hiring process when there are long delays 
in between contacts from Kenosha Joint Services. 

Recommendation #12: Once the applicant has successfully 
completed the interview panel in the recruitment process, assign 
a liaison from the Communications Department to make routine 
and timely contact with each potential employee. This 
representative will be responsible for seeking out information 
and responding to questions the applicant may have, as well as 
confirming the applicant is still interested and has not secured 
other employment.  

1 

Finding #13: Kenosha Joint Services is considering 
implementing an online, web-based testing product called 
TestGenius to administer the pre-employment CritiCall test. 
One of the major concerns of this decision is the inability to 
ensure unquestionably that the person taking the test is 
actually the applicant. 

Recommendation #13: Consider implementing the web-based 
testing product and implement safeguards to ensure the test 
taker is actually the applicant. This will help streamline the 
recruiting process while also protecting against fraudulent 
behavior during the testing process.  

2 
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Finding Recommendation Priority (1-3) 

Finding #14: The Telecommunicator interview panel is 
comprised of one representative from two user agencies 
and a manager or administrative team member from 
Kenosha Joint Services, for a total of three panelists. 

Recommendation #14: Consider adding Telecommunicators, 
Communications Training Officers, and/or Communications 
Supervisors as interview panelists for the initial interview 
process to increase the number of communications specialists 
involved in the process.  

2 

Finding #15: The second part of interview question 14 
could cause an applicant to divulge a prior pregnancy, 
injury, or disability during the interview and could be viewed 
as a creative way to screen out applicants with children or 
disabilities. 

Recommendation #15: Revise interview question 14 to avoid 
any potential allegations of impropriety and use the background 
investigation process to learn about an applicant’s attendance 
at current and former jobs. 

3 

Finding #16: Many of the interview questions are 
behavioral-based questions that are designed to elicit 
responses that reveal the applicant’s skills and personality. 

Recommendation #16: Consider including questions that 
prompt the applicant to share work-related accomplishments 
and positive experiences or contributions.  

3 

Finding #17: Some of the questions on the applicant 
employment, personal reference, and neighborhood 
interview checklists are worded vaguely, could cause 
speculation, and could be considered intrusive. 

Recommendation #17: Work with a Human Resources 
specialist to revise or remove questions on interview checklists. 

2 

Finding #18: The applicant/home interview checklist 
contains questions that are not relevant to the job, and it 
also contains a typographical error. 

Recommendation #18: Remove the objectionable questions 
from the checklist, correct the typographical error, and consult 
with a background investigations specialist to revise the 
checklist.  

2 

Finding #19: The Investigator interviews the applicant at 
the applicant’s home. 

Recommendation #19: Arrange for the applicant to meet with 
the Investigator in an office setting at the hiring agency to allow 
for a private and professional meeting. 

2 

Finding #20: Kenosha Joint Services maintains high 
standards that may impede an applicant’s ability to pass 
the background investigation.  

Recommendation #20: Review the disqualifying standards for 
applicants that pertain to the more minor infractions and 
determine if any modifications should be made to the criteria. 

3 
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Finding Recommendation Priority (1-3) 

Finding #21: Requiring Telecommunicators to undergo a 
psychological evaluation as part of the testing process for 
promotion to Supervisor is problematic and not necessary.  

Recommendation #21: Discontinue the practice of requiring 
Telecommunicators to undergo a psychological evaluation as 
part of the testing process for promotion to Supervisor.  

1 

Onboarding of Talent   

Finding #22: The Human Resources Personnel Assistant 
utilizes a comprehensive list to ensure that the proper 
paperwork is issued to and completed by the new 
employee.  

Recommendation #22: Maintain the practice of tracking that a 
new employee has been issued and completed the proper 
paperwork to assist with a smooth onboarding process. 

3 

Finding #23: The onboarding process is not as organized, 
comprehensive, and welcoming as it could be.  

Recommendation #23: Incorporate a system to improve and 
standardize the onboarding process with the intent to help the 
new employee feel welcomed and part of the Department and 
assist the new and current employees with getting acquainted 
and building rapport. 

2 

Training   

Finding #24: The Department’s Training Program 
Standard Operating Procedure provides guidelines to 
facilitate classroom training and on-the-job training (OJT) 
for each phase of the training process. This approach 
allows the Trainee to learn new information in a controlled 
setting and reinforce learning through application during 
OJT. 

Recommendation #24: With each phase, ensure that new 
concepts are introduced in the classroom setting and practiced 
during OJT. 

2 

Finding #25: There is some misunderstanding amongst 
staff members that the training schedule time frames are to 
be strictly adhered to rather than treated as guidelines or 
suggested time frames. 

Recommendation #25: Communicate to staff that there is 
latitude regarding the training schedule depending on the 
progression of the Trainee. The time frames can be adjusted to 
meet the needs of the employee. 

1 
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Finding Recommendation Priority (1-3) 

Finding #26: The shadow period at the end of each phase 
is beneficial, but may be able to be reduced. 

Recommendation #26: Ensure that the Trainee has 
demonstrated proficiency in all tasks contained within the phase 
before commencing the shadow period. Consider reducing the 
shadow period to one week or less at the end of each phase. 
Evaluate results and modify training content, expectations, 
and/or timelines as needed.  

1 

Finding #27: The Training Guidelines suggest that the 
Trainee works Call Take two days each week during the 
on-the-job training for Fire, Police, and Sheriff Dispatch 
training phases. This interrupts Dispatch training, reducing 
the Dispatch training time to two or three days each week 
and possibly making it challenging for Trainees to retain 
the newer and more complex Dispatch-related information 
and skills. 

Recommendation #27: Allow the Trainee to work Call Take up 
to eight hours each workweek during Fire, Police, and Sheriff 
Dispatch on-the-job training to maintain perishable Call Take 
skills. This will help accelerate the training process and should 
improve the Trainee’s retention of new and more complex 
Dispatch-related information and skills. 

2 

Finding #28: For the most part, the Training Guidelines 
offer a progression in presenting training and new concepts 
transitioning from simple to complex and known to 
unknown, though there are potentially segments of training 
that could be reordered. 

Recommendation #28: Review the Training Guidelines to 
ensure that the progression of training is logical and designed to 
transition from simple to complex and known to unknown. 

2 

Finding #29: The Department training manual has not 
been updated to reflect all changes in technology, 
equipment, and business practices. 

Recommendation #29: Conduct a review of the entire training 
manual to ensure that it is current, comprehensive, and 
consistent with industry standards, as well as Department 
policies, procedures, and technology. Institute a system to 
review the training manual annually, with tasks shared among 
all team members. Notify all team members when changes are 
made to the training manual. This should improve consistency 
among all team members.  

1 
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Finding Recommendation Priority (1-3) 

Finding #30: The complexity and amount of training that is 
required for all employees in the Department warrants the 
addition of a Training Coordinator position. 

Recommendation #30: Create a Communications Training 
Coordinator allocation and task this person with all matters 
related to entry-level and continuous professional training.  

2 

Finding #31: Monthly Communications Training Officer 
meetings are scheduled for once a month, but routinely 
cancelled. 

Recommendation #31: Ensure that monthly Communications 
Training Officer meetings are not derailed. All participants 
should be prepared to provide an update concerning each 
Trainee, and topics interesting to the entire group could be 
presented and discussed.  

2 

Finding #32: Training for Trainers is limited to an online 
course unless the class is offered locally. Online courses 
do not afford the new Trainer the ability to learn through 
role-playing with other students, to network, or to engage in 
classroom discussion. 

Recommendation #32: Though more expensive, new Trainers 
should attend Communications Training Officer training at the 
earliest opportunity and, preferably, in a classroom setting. 

1 

Finding #33: In addition to on-the-job training and quality 
improvement training, new Supervisors complete the 
APCO Communications Center Supervisor course online if 
a course is not offered locally.  

Recommendation #33: New Supervisors should attend a 
Supervisor course in a classroom setting at the earliest 
opportunity. 

1 

Finding #34: A training summary was not available for the 
Assistant Manager training requirements. 

Recommendation #34: Complete a training summary or 
similar document to ensure the Assistant Manager is provided 
with the training needed for this position. 

2 

Finding #35: A training summary was not available for the 
Communications Manager training requirements. 

Recommendation #35: Complete a training summary or 
similar document to ensure the Communications Manager is 
provided with the training necessary for this position. 

2 

Finding #36: Continuous professional training is limited for 
experienced employees, which can be detrimental to 
morale and professional growth. 

Recommendation #36: Expand the training budget to allow 
each employee to attend at least eight hours of meaningful 
continuous professional training annually. 

2 
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Finding Recommendation Priority (1-3) 

Finding #37: The All-Shift Days do not always include 
training or meetings, and there is a perception that training, 
on occasion, is unorganized or prepared at the last minute, 
making it less valuable. 

Recommendation #37: Ensure that All-Shift Days are 
organized and filled with meaningful continuous professional 
training, meaningful discussions, and information sharing.  

2 

Finding #38: On occasion, training presented during the 
All-Shift Days has been perceived as unorganized or 
insignificant, or having been prepared at the last minute. 

Recommendation #38: Ensure that the training presenter is 
afforded the training, time, and resources needed to develop 
and present meaningful continuous professional training. 

2 

Finding #39: Authority within the Communications Division 
is clearly delineated at all levels. The lines of responsibility 
for the Communications Manager and Assistant Manager 
deviated from the job description when each was promoted 
to their current position, resulting in workload imbalance 
and inefficiencies. 

Recommendation #39: Review the Communications Manager 
and Assistant Manager responsibilities to ensure they are 
consistent with the job descriptions and structured to 
accomplish the Department’s missions and goals. If necessary, 
redistribute workload to reflect the job descriptions or revise the 
job descriptions to reflect actual responsibilities. Provide 
additional training, assistance, and oversight, as needed, to 
ensure peak performance. 

3 

Organizational Structure   

Finding #40: The structure calls for accountability within 
the various job functions, but is not consistently 
demonstrated or applied. 

Recommendation #40: Identify the cause of the delays and 
non-responsiveness. Remove obstacles through workload 
management, improved personal work habits, additional 
training, mentoring, increased attention, or a combination 
thereof. 

2 

Finding #41: The organizational structure facilitates 
communication and working relationships among staff, in 
concept. However, the prevailing discourse is distracting 
and detrimental to the coordination of work efforts and is 
hindering the successes the Department can realize.  

Recommendation #41: Examine current communication and 
messaging within the Department to identify voids, 
inconsistencies, and irregularities. Increase the frequency, 
quality, and consistency of Department-wide communication via 
email and memorandum. Increase the frequency of meaningful 
communication with Telecommunicators, Supervisors, and 
Managers in the Communications Department, as well as the 
frequency of scheduled meetings.  

2 
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Finding Recommendation Priority (1-3) 

Finding #42: The span of control for the Communications 
Department Supervisors relative to the number of staff 
supervised is consistent with industry best practices. 

Recommendation #42: Maintain the span of control as the 
Department grows to ensure the appropriate Supervisor-to-
Telecommunicator ratio. 

3 

Finding #43: The Supervisors have ancillary duties that 
divert their attention from the Communications Department 
and require them to leave the room for 15 to 20 minutes at 
a time to deliver audiotapes. The ancillary duties broaden 
the complexity of the position, and the absences create a 
void in supervision in the Department.  

Recommendation #43: Consider reassigning the ancillary 
duties to another team member who can absorb the workload, 
or hire a full-time assistant who can be trained to handle the 
audiotape process and also work with the Human Resources 
Personnel Assistant to streamline and coordinate the 
Telecommunicator recruitment process. 

2 

Finding #44: The challenges of finding, hiring, and training 
Telecommunicators, coupled with the disappointing 
success rate, have prompted consideration of creating an 
additional Call-Taker-only classification. Though tempting, 
this option introduces additional challenges to the work 
environment. 

Recommendation #44: Retain the current Telecommunicator 
allocations and work toward filling vacancies with fully qualified 
applicants. If the decision is made to create a separate Call 
Taker classification, ensure that the pay is competitive and the 
allocations are added to the roster, not subtracted from existing 
Telecommunicator allocations. 

3 

Finding #45: For an agency the size of Kenosha Joint 
Services, reclassifying Telecommunicator allocations to 
create Call-Taker-only allocations is very limiting and can 
be detrimental to organizational efficiencies.  

Recommendation #45: Explore other options to cope with the 
staffing and training issues before considering Call-Taker-only 
allocations. Reclassifying existing Telecommunicator allocations 
to create a Call-Taker-only classification is not recommended. 

3 

Finding #46: Creating separate law radio dispatcher and 
fire radio dispatcher classifications defeats the purpose of a 
consolidated communications center and introduces 
problems that do not currently exist. 

Recommendation #46: Direct efforts on other areas for 
improvement, such as recruiting, onboarding talent, training, 
scheduling practices, and employee retention. 

2 

Employee Retention   

Finding #47: Millennials will soon comprise the largest 
work group in the Communications Department and their 
views, desires, and beliefs can be challenging for quasi-
military style leaders. 

Recommendation #47: Embrace the different generations 
working within the Department and develop working styles, 
policies, and practices that can accommodate everyone, where 
possible. 

3 
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Finding #48: Though not uncommon in emergency 
communications centers, several cultural behaviors within 
the Department are detrimental to the success and 
retention of quality employees and require improvement. 

Recommendation #48: Work together as a team, including all 
levels within the Department and Administration, to create a 
culture that is conducive to teamwork, professionalism, and 
peak performance.  

1 

Finding #49: Some Trainers are not consistently providing 
the optimum training experience for their Trainees. 

Recommendation #49: Regularly evaluate and ensure that 
Trainers are doing the best job possible with their Trainees, 
especially in terms of modeling the desired behaviors regarding 
training, mentoring, and nurturing. Do not hesitate to terminate a 
Trainer’s responsibilities if substandard performance is 
confirmed. 

1 

Finding #50: Internet access in the Communications 
Department is restricted, with fewer privileges for 
Telecommunicators than Supervisors. 

Recommendation #50: Provide a stand-alone computer at 
each workstation that Telecommunicators can use for internet 
access, with the same privileges afforded the Supervisors. Also 
include Microsoft Word, Excel, and PowerPoint. This provides 
Telecommunicators with the ability to develop skills that can 
benefit the Communications Department. Also, work with 
technology support to create adequate firewalls to protect data.  

2 

Finding #51: One Supervisor and one Trainer attend the 
annual Wisconsin Joint APCO-NENA Conference. 

Recommendation #51: Allow one or two Telecommunicators, 
if at all possible, to attend the Wisconsin Joint APCO-NENA 
Conference to encourage professional development, continuous 
professional training, and networking. 

3 

Finding #52: In an arena where consensus is scarce, 
there is agreement that policies are not consistently 
communicated or applied.  

Recommendation #52: Establish a process to formally 
distribute new policies, as well as policy changes, to all team 
members in an orderly and timely manner. Ensure that 
Supervisors actively monitor activities and promptly take action 
to correct even the most minor policy infraction. This will help 
improve a sense of stability and consistency, while reducing the 
appearance of favoritism. 

1 
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Finding #53: The Communications Department has been 
developing a Peer Support Program, but the delays in 
implementation have caused skepticism among 
employees. 

Recommendation #53: Develop and implement the Peer 
Support Program, along with the requisite training for team 
members. This will fulfill a commitment made to the employees 
and also provide a valuable resource. 

2 

Finding #54: Employee evaluations have not been 
completed and presented to employees in a timely manner. 

Recommendation #54: Take whatever steps are necessary to 
ensure that every employee receives a timely, honest, and 
meaningful annual evaluation.  

1 

Finding #55: The Communications Department does not 
have scheduled meetings with established agendas. 

Recommendation #55: Schedule regular meetings with the 
various levels of staff and solicit participant input to create the 
agenda. Publish meeting minutes and follow up to ensure that 
action items or other commitments are completed and 
communicated in a timely manner. This will help improve 
consistency and promote open communication.  

2 

Finding #56: Kenosha Joint Services conducted a 
classification and compensation study that was completed 
in April 2017 and, although there were salary adjustments, 
some employees were unhappy with the manner within 
which the findings were implemented and left.  

Recommendation #56: Continue to evaluate compensation for 
the Communications Department staff and make adjustments 
when warranted to compete with surrounding public safety 
agencies as well as private sector call centers. 

2 

Finding #57: The Telecommunicators do not wear 
uniforms and there was a wide range of varying attire worn 
by Communications Department staff members. 

Recommendation #57: At a minimum, consider purchasing 
polo type shirts for the Communications Department staff to 
wear while on duty. Develop a uniform policy wherein the polo 
shirts will be worn with slacks/pants of a particular color such as 
black or khaki. Have Communications Department staff 
participate in the selection and design of the polo shirt, as well 
as the policy. Issue the “uniforms” at the time of hire. 

3 
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Scheduling Practices   

Finding #58: Communications Department employees 
expressed satisfaction with their current schedule and the 
schedule efficiently works with a 24-hour period. At the 
same time, there is a desire to explore options that may be 
more appealing and increase flexibility. 

Recommendation #58: Consider creating a new schedule that 
includes a combination of 8-hour and 12-hour shifts and testing 
it as a pilot project for a fixed period of time to assess suitability. 

3 

Finding #59: The current shift selection process reduces 
Telecommunicator exposure to other shifts and co-workers 
and can introduce problems in the Department. 

Recommendation #59: Consider offering shift selection two or 
three times a year and promote movement from a current shift 
by requiring Telecommunicators to select a different shift at 
least once every two years. This will increase exposure to other 
shifts and co-workers, while allowing less tenured 
Telecommunicators an opportunity to work a more desirable 
shift schedule, even if temporary. 

3 

Finding #60: The Communication Department does not 
currently utilize part-time Telecommunicators or offer job 
sharing. 

Recommendation #60: Part-time Telecommunicators with 
prior experience at Kenosha Joint Services should be 
considered to supplement staffing. Job sharing should be 
considered when appropriate. 

3 

Finding #61: Overtime in the Communications Department 
is routed by seniority and then if there are no volunteers, it 
is assigned to the Telecommunicators with the least 
seniority, which can place a greater burden on newer 
employees. Also, staff is not able to view who signs up for 
the available time. 

Recommendation #61: Consider developing a system wherein 
staff can view who has signed up for available overtime that is 
not linked to the payroll system and mandating overtime to team 
members who have overall worked the fewest hours in the 
calendar year. This more equitably distributes the unwanted 
overtime and encourages the entire team to participate in 
voluntarily filling vacant overtime shifts.  

1 
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Finding #62: Supervisors are only able to sign up for 
Telecommunicator overtime in the Communications 
Department when no one has volunteered for or can be 
mandated. Supervisors are prohibited from working 
Telecommunicator overtime except when none of the 
Telecommunicators have volunteered to work the overtime 
and it is not possible to mandate any Telecommunicator to 
work the overtime. 

Recommendation #62: Allow Communications Supervisors to 
sign up for overtime in the Department once the 
Telecommunicators have had the opportunity to voluntarily sign 
up for the vacant overtime shift(s) but before 
Telecommunicators are mandated to work the overtime shift(s). 

2 

Finding #63: The current policy prohibits mandating 
employees to work overtime on their days off. Instead, 
Telecommunicators can be required to work 12 hours, 
have four hours off, and return to work for four additional 
overtime hours. 

Recommendation #63: The policy of not mandating 
Telecommunicators to work overtime on their day off is noble 
and should be maintained if possible. Consider allowing staff to 
work 16 hours straight to cover overtime, rather than working for 
12 hours, leaving for four hours, and returning to work for four 
more hours. 

3 

Finding #64: Telecommunicators utilize separate leave 
banks for vacation, sick leave and bereavement leave. 

Recommendation #64: Consider combining all leave banks 
into one annual leave bank and emphasize the employee’s 
responsibility for managing their own time off. Doing so, when 
combined with a clear policy on approving time off, may 
significantly reduce last-minute absences. 

3 
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