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Executive Summary
Background - The Strategic Positioning Project resulted in several highly leveraged recommendations, chief among
them being a concerted effort to iterate CENCOM’s governance model so that the agency’s Policy Board becomes
the final, legal decision makers for the organization. Such a change would vest authority entirely in the hands of
CENCOM’s Board and result in greater effectiveness, flexibility, transparency, and stewardship. (Page 5)
Proposed Organizational Structure - The Strategic Positioning Project resulted in a recommendation of changing to
a governance model where CENCOM becomes a distinct legal entity owned by our member agencies and the policy
board is vested with final decision making authority. This change would allow us to leverage existing relationships
and new opportunities to improve efficiencies. By replacing the current three layers of governance (BOCC, CPB,
CEC) with a streamlined model that vests final authority in the Policy Board we can increase transparency to the
board as a whole. (Page 5, 14-18)
Board Structure - Continue the model of having a larger Board made up of elected officials representing the
county, cities, and fire districts (e.g. our current CENCOM Policy Board). This Board would continue to meet
quarterly with occasional work studies or special meetings. The Board would retain final decision making authority
for matters concerning: (1) adoption of the annual budget and funding, cost share distributions, and reserve funds;
(2) amendment to the ILA; (3) strategic plan adoption; (5) appointment of the Executive Committee; and (4)
appointment of the CENCOM Director. (Page 15)
Executive/Working Group - A smaller working group (IE our current CENCOM Executive Committee) would have
standing delegated authority to act on the Board’s behalf for all matters not specifically reserved for the full board.
(Page 16). This committee may need to add a second monthly meeting to their schedule. If so, this could be
accomplished via conference call or video conferencing. Additional authority would be delegated to the executive
director by policy (for example the authority to sign certain contracts, approve warrants, etc.). The Board may also
want to consider appointing one of its members to serve as the point person for fiduciary issues. This board
member could review warrants, financial reports, etc. in advance of board/committee meetings, play a more active
role in budget development, and assist with keeping the full board informed of the organization’s financial health,
helping to improve fiscal transparency. (Page 16).
Legal Basis - RCW 39.34 (Page 19) allows public agencies to create multiple types of separate legal entities
including nonprofit corporations, limited liability corporations, etc. The primary requirement is that all “members,”
“partners” or “owners” must be public agencies. TCOMM (Thurston) and NORCOM (North-East King), two of the
most recent 911 centers to transition to separate legal entities opted to organize as nonprofit corporations.
Regardless of which type of structure is selected CENCOM will be subject to state audits, etc. The board should
consider retaining outside legal counsel to advise us of the pros and cons to each approach and help draft ILA.
TCOMM opted to give their board the authority to change the legal structure without amending their ILA in case
they uncovered any problems with their planned approach during the transition. The Board may want to consider
a similar approach. (Page 17).
Additional Assumptions- Regardless of the decisions made, a change in governance structure should not trigger an
increase in user fees (Pages 11, 12, and attachment). Also, Board, Staff, Chiefs and other key stakeholders must
commit to engaging in a 3-5 year continuous improvement process where we frequently evaluate what’s working,
what’s not and adjust accordingly.
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Background - the 2015 Strategic Positioning Project
Strategic Positioning is a rapid cycle planning process used by CENCOM and other complex organizations to create
and prepare for high impact scenarios which are highly likely to occur in the next five to seven years. After
identifying powerful and significant trends, scenarios were created that imagined the continuation and
convergence of several drivers. The process yielded a narrative describing these challenges.
In the next few years CENCOM will continue to succeed at its mission in a rapidly changing and
complicated environment. CENCOM’s setting is characterized by profound changes in technology, regional
and national policy, the impacts of military funding as well as changes in community health care delivery
models. Citizens of Kitsap and surrounding counties will benefit from an exceptionally well-coordinated
public safety net wherein reliable and effective emergency communications is the norm and leaders of
various agencies function from vital, cooperative and successful working relationships.
CENCOM will face significant challenges as well as opportunities driven by technology, shifting finance and
funding models and innovative partnerships. These opportunities will require rapid-cycle decision making
in the context of a strategy arising from a supportive and responsive governance model.
Regionally, Fire Departments and Districts will become more intertwined with the health care of the
populace. The expansion of the Fire profession’s mission yet again will likely impact the daily logistical
support CENCOM provides.
National and regional pressure on Law Enforcement will increase and likely create major impact on
CENCOM as the public scrutinizes every use of force and calls for dramatic change.
Market driven communication technologies, along with all manner of connected technology, will drive
CENCOM to rethink part of its services and incorporate a wider array of tools into, and alongside, its
current platforms. The populace will at first request, then demand, services that fit ever more mobile and
connected lifestyles. Such market driven technologies will continue to change the scope of public safety.
The need for real-time video, voice and text communications will continue to press in on CENCOM and all
public safety responders. This interest will become a minimum expectation and result in the need for
significantly greater bandwidth for the agency.
Mission critical technology will continue to evolve. By 2020 all of CENCOM’s critical systems will be
replaced. Some technology systems will no longer be supported through their life cycle as vendors and
providers respond to market pressures and change strategies. A likely failure of critical technology looms
if funding cannot be secured to replace outdated systems. By 2020 or earlier, CENCOM, and all regional
emergency communications systems, will support true Next Generation 9-1-1 technologies. And,
employees will function in a new environment where multiple diverse communication media will flow in
and out of the center. Increasingly, as communications have moved to I.P. based platforms, CENCOM will
be exposed to cyber threats that, if coordinated with a significant public safety event, will have a profound
impact. Natural disasters such as an earthquake or epic windstorm, along with an active shooter event,
will likely occur in CENCOM’s future.
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In the foreseeable future, the cost of CENCOM’s workforce will increase by one third while
labor/management relations will be tested. CENCOM employees, functioning as Kitsap County
employees, are public safety communications professionals and, as such, will have increasingly complex
jobs and employment needs. Employment management approaches and systems, which work well for
County employees, will become less well suited for high-tech/high-pressure emergency communications
professionals. A significant breakdown in labor/management relations will occur with current
philosophies and practices. Moreover, filling high-tech/high-pressure emergency communications
professional jobs will become much more difficult in CENCOM’s near future. Shortfalls in recruitment and
hiring approaches that leave significant numbers of potentially qualified candidates outside of outdated
initial screening models, will create continued staffing shortages. These shortages leave CENCOM team
members with protracted overtime demands.
The profile of a dispatcher or call receiver has changed and will change again. Even higher professional
standards will be the hallmark and the CENCOM employee of the future. Professionals will have
experience, competencies and skill sets not currently built into recruitment and selection models.
CENCOM will also experience turnover of at least half of its current staff in the planning period and may
experience rapid turnover of much greater proportion.
Filling leadership positions in emergency communications centers is a national challenge. CENCOM will be
no exception. This trend will have greater impact on CENCOM, due to its complexity and scope.
In the midst of this exceptionally complex and challenging future, CENCOM team members, leaders and
stakeholders will benefit from an intentional culture that attains higher levels of commitment and
professionalism resulting in exceptional levels of service. Relationships with Law Enforcement and Fire
Leaders will continue to thrive even as local and regional political challenges grow in complexity.
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Highlight of Recommendations from the 2015 Strategic Positioning
Project
The Strategic Positioning Project resulted in several highly leveraged recommendations, chief among them being a
concerted effort to iterate CENCOM’s governance model so that the agency’s Policy Board becomes the final, legal
decision makers for the organization. Such a change would vest authority entirely in the hands of CENCOM’s Board
and result in greater effectiveness, flexibility, transparency, and stewardship.
The recommendations are…
RED 1st Point of Leverage

Brown 2nd Point of Leverage (In tandem)
(T) – Technology Team

















Streamline Governance model
Identify and remove obstacles to rapid cycle change internally & externally
Explore Decision-Making models that result in greater autonomy (DM) for Commission Board
(Influence/Flexibility)
Define CPB, Executive, SAB roles re: decision rights and timing to enhance rapid cycle decision-making
Review and adapt recruitment approach
Update ideal telecommunications profile
Update ideal tech-professional profile
Intentional focus on Labor Management relationships regardless of government structure
Enhance internal leadership/professional development and create succession plan
Emphasize CENCOM’s significant mission
Evaluate In-Building radio coverage in Kitsap County Schools and other critical facilities (mall, casinos)
Study of technology to determine obsolescence
Create a model allowing for applications evaluation
Evaluate County wide radio coverage
Create a sustained technology road map looking out 2-3 years – determine what to do with new
technology
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Board Structure - Rationale for Change in the Governance Model
Establishing the CENCOM Policy Board as the Responsible Body for
Governance of the Agency
Combined emergency communications centers are highly complex, specialized agencies staffed by technical
professionals pressured to perform perfectly every time. These agencies are wholly dependent on mission critical
technologies that iterate regularly. The professionals provide a staggering array of services that connect members
of diverse communities with public safety first responders in a fast, effective and efficient way. The work of the
agency has become exceptionally intricate and hazardous. Regional and national trends suggest no ebbing of that
tide.
Emergency communications centers are the hub of the public safety network. As such, they function best when
their governance is forward looking, innovative, responsive and accountable directly to the users. Centers that
remain a part of a larger governance and administrative model are less responsive and, over the long term, have
higher over-all costs.
As CENCOM has grown in complexity and scope, its governance has become increasingly challenging. Layers of
decision makers have resulted in delays in implementation of even the most widely supported directives from the
Policy Board. Opportunities impacting potentially high leverage partnerships, capital improvements and
labor/management relationships have been missed. Inordinately complex administrative structures have resulted
in delays, missed opportunities, lack of alignment on decisions and redundant processes. Decisions made by the
Policy Board have not been implemented because of competing County demands.
CENCOM’s strategic planning process (called the Strategic Positioning Project) has repeatedly identified the
creation of a simple and clear governance model as the leveraged solution to the intricate challenges it faces. A
governance model wherein CENCOM is a distinct legal entity owned by User Agencies and the current Policy Board
is vested with final decision making authority is the industry and professional best practice. Such a model is tested
and proven across the region. Nearly all substantial agencies, having begun as departments of other governmental
entities, have years ago moved to vest authority in their Policy Boards and structure the organization as a separate
legal entity, defined by Inter Local Agreements.
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Recommended Steps
1.
2.
3.
4.
5.

Consider and approve the findings and recommendations of the Strategic Positioning Project (2015)
specific to governance.
Retain outside legal counsel.
Consider and approve ammendment to the Inter Local Agreement stipulating the definition of CENCOM as
a distinct legal entity (effective January 1, 2016)
Establish a Transition subcommittee to work on behalf of the Policy Board to implement changes.
Transition Subcommittee create a transition plan, along with deadlines, and report to the Policy Board at
Fall 2015 meeting.
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Internal Services Addressed by the Governance Model
The central objective of this proposed change is to totally vest authority for governance of CENCOM in its Policy
Board. Since CENCOM is an effective agency, significant changes to services are not anticipated. Under this
streamlined structure users and stakeholders will not experience change in quality or level of service.
All of CENCOM’s operations and services will remain the same with the exception of those efforts undertaken that
require a high degree of interaction with some Kitsap County support services. Most notably, human
resources/personnel services relating to recruitment, hiring and retention of CENCOM employees will be changed.
Other services to be considered and addressed in an administrative services plan would eventually include:


Legal support services



Purchasing and Contracting



Budgeting and Budget management



Payroll services



Information Technology Services
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Implications for CENCOM Workforce
The stakeholders and leaders of CENCOM have long recognized the complexity of leading and managing an
emergency communications professional workforce. Telecommunicators (including Call Receivers, Dispatchers,
Supervisors, Technical professionals and support teams) are a unique profession with exceptionally complicated
recruitment, hiring, training and retention challenges. Communications Centers across the Western United States
have all experienced a significant shift in the core competencies profile of exceptional Telecommunicators. These
professionals are becoming much more difficult to find, recruit and retain. The Communications Centers that have
the greatest ability to directly manage their employment processes and philosophies, their labor relationships and
compensation models are the most effective. Centers that are dependent on human resources departments
outside their control experience chronic labor/management relations problems, understaffing and difficulty in
recruitment and retention.
Many of the best candidates for employment also have other job offers and will not stay available for a long,
complex hiring process. Therefore recruitment, hiring and training of highly sought after technical professionals
must be fast, efficient, flexible and responsive.
Furthermore, labor/management relationships in a technical professional environment are most vital when
managed directly.
Under this structure the workforce would become employees of CENCOM rather than of Kitsap County. The
transition would preserve all agreements for the foreseeable future and enhance labor/management relationships
as direct communication increases the organization’s responsiveness to working conditions and contracts. Current
positions would be preserved. Hiring for open positions would accelerate and compensation models would
become more aligned with the profession.
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Suggested Approach to Management of Administrative Services
One of the findings and recommendations resulting from CENCOM’s last two Strategic Positioning Projects,
conducted over the past few years with the participation of over two dozen stakeholders, relates directly to the
complexity and cumbersome way in which the agency receives some support services. The majority of CENCOM’s
administrative services are provided by Kitsap County. The manner in which those services are provided is
designed to fit conventional county governmental departments and not a highly professional-technical, 24/7
emergency communications agency.
Stakeholders participating in Strategic Positioning Projects have repeatedly expressed the need to establish
authority and accountability wholly within CENCOM’s Policy Board to, among other challenges, ensure greater
responsiveness of administrative and support services.
The services provided by Kitsap County would possibly continue but with one substantive change: If mutually
agreeable, CENCOM would act as the customer and the County as contractor. Support would occur within the
construct of a clearly defined, and adequately compensated, level of service agreement.
Information Technology services, some elements of finance, treasurer and revenue collection services, some
elements of the human resources functions, legal services and elements of risk management are all candidates for
such a customer service relationship with the County.
The Policy Board, or the Executive Committee of the Board, would decide on a multi-year plan to address each
service in sequence and ensure the most flexible, cost effective and efficient operations for CENCOM while
leveraging Kitsap County government’s competencies. The administrative support services plan will identify the
principles by which in-sourcing or outsourcing decisions would be made. It would also provide the methodology
for a thorough cost/benefit analysis for each service.
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APPENDIX
Model organizations in Washington State
T-Comm (Thurston County)
Valley Communications Center (South King County)
Skagit 9-1-1 (Skagit County)
CRESA (Clark County)
RiverCom (Wenatchee, Douglas and Chelan Counties)
NorComm (North East King County)
SNOPAC (Snohomish County)
MACC (Grant County)

Cost and Opportunity Costs associated with Governance Model
A compelling trend CENCOM addresses is increasing costs and opportunity costs associated with its current
governance model. Examples of those costs are:




















Delays in hiring
Loss in well-trained professionals
Increased overtime costs
Turnover above industry and community standards
Paying County for HR services while we have ½ time employees for recruitment
Paying twice for HR work
Paying for services we don’t need (i.e. Training)
Loss of efficiency in purchasing process
Board’s decisions are all made twice (E. Board)
Finance decision made twice or more
Required to get legal advice from County
Partnerships i.e. Verizon radio tower/regionalization
Entities who do not want to receive services from Kitsap County
Delays in implementation of Policy Board decisions
County’s wage & employment philosophy of uniformity
Recruitment incentives
Layers in hiring process
Cannot control legal costs
Personnel actions are complex
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Philosophy of Finance
All effective, forward looking organizations create a clear and compelling Philosophy of Finance to be used by the
Board, senior managers and the Director and even User Groups as a guide when making near and long-term
decisions. CENCOM is no exception.
CENCOM’s Philosophy of Finance, should be reviewed to insure the Board still agrees with each of the following
elements:
Values
Mission
Stewardship of Public Trust
Approach to the Establishment of Long Term Debt
Communication with the Public
Decision Making Process and Approach to Budgeting
The Role of the Policy/Governing Board
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FAQs
Will CENCOM’s services be impacted?
No. CENCOM’s service will not be impacted by a change in governance model.
Will my employment with CENCOM change?
Yes. Employees will become employed by CENCOM rather than employees of Kitsap County. It is likely the
only change you will experience will be in logos and branding of the Agency. There will be no impact on
compensation, employment agreements or benefits.
Will Bargaining Unit relationships change?
Yes. The labor/management relationship will now be a direct one with the contracts established between
labor and CENCOM.
Will Employment Contracts change?
No. Current employment contracts will remain in force until expiration.
What will the makeup of the Board be?
Board membership will remain the same for the foreseeable future. But Board membership will be
stipulated in the ILA.
Who will own CENCOM’s buildings?
CENCOM will own all of its buildings.
Who will own CENCOM’s radio infrastructure?
CENCOM will own all of its radio infrastructure except those assets currently leased or co-owned.
What is an example of an ILA (Inter Local Agreement)?
See: http://www.rivercom911.info/pdfs/RiverCom_Interlocal.pdf and
http://tcomm911.org /Governance/Governance%202011.pdf
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DRAFT ILA EXCERPT- FOR DISCUSSION PURPOSES ONLY

This agreement is entered into among Bainbridge Island Fire Department, Central Kitsap Fire and Rescue, the City
of Bainbridge Island, the City of Bremerton, the City of Poulsbo, the City of Port Orchard, North Kitsap Fire and
Rescue, the Port Gamble S’Klallam Tribe, Poulsbo Fire Department, South Kitsap Fire Department, and the
Suquamish Tribe, all of which are public agencies under the laws and statutes of the State of Washington.

ARTICLE 1 RECITALS
Whereas, the parties are empowered to provide emergency communications services to the residents within their
respective jurisdictions; and
Whereas, the parties recognize the benefits in terms of efficiency and economy as well as in the furtherance of the
health, safety, and welfare of the public from a consolidated 911/emergency communications system; and
Whereas, Chapter 39.34 RCW, the Interlocal Cooperation Act, authorizes the Parties to enter into agreements with
one another for joint or cooperative action; and
Whereas, the parties agree that it is in the public interest to for a new entity, Kitsap 9-1-1 (CENCOM), as a separate
legal entity whose function and activities are subject to policy direction from the undersigned member agencies
according to the provisions of this agreements, and
Whereas, the governing body of each party has resolved, agreed, or ordained that this Interlocal Agreement may
be entered into;
NOW, THEREFORE, in consideration of the mutual covenants contained herein, it is hereby agreed as follows:

ARTICLE 2 FORMATION, PURPOSE, and POWERS
2.1 Formation. The Parties hereby create Kitsap 911 (CENCOM), a separate legal entity organized as a nonprofit
corporation organized pursuant to Chapter 24.06 RCW and s a tax-exempt organization under Section 115 and
Section 501(C)3 of the Internal Revenue Code. The parties may reorganize the form of Kitsap 911 in any manner as
may be permitted by law as described in Article XX or by amendment of this Intergovernmental Agreement in
accordance with Article XX.
BOARD QUESTION: RCW 39.34 allows public agencies to create multiple types of separate legal entities including
non-profit corporations, limited liability corporations, etc. The primary requirement is that all “members,”
“partners” or “owners” must be public agencies. TCOMM (Thurston) and NORCOM (North-East King), two of the
most recent 911 centers to become separate legal entities opted to organize as non-profit corporations. NOTE:
regardless of which type of structure is selected CENCOM will be subject to state audits, etc. Should CENCOM
organize as a non-profit corporation or take advantage of one of the other options available under RCW 39.34?
Staff Recommendation: Obtain outside legal counsel to advise the board of the pros and cons to each approach
and help draft ILA.
2.2 Duration. The agreement shall remain in force and effect perpetually or until terminated in accordance with
Article XX.
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2.3 Purpose. The purposes of KITSAP 911 (CENCOM) shall include, but are not limited to financing, design,
acquisition, construction, equipping, reequipping, operation, maintenance, remodeling, repair, and improvement
of the 911/Emergency Communications System.
2.4 Powers. In furtherance of its purposes, Kitsap 911 (CENCOM) shall have the power to:
Acquire, construct, receive, own, manage, lease and sell real property, personal property, and intangible
property;
Operate and maintain the System and related facilities;
Enter into contracts with public and private entities;
Sue and be sued;
Incur indebtedness and to issue bonds, notes, or other evidence thereof (through one or more of the
member agencies unless and until; Kitsap 911 (CENCOM) has such power under applicable law);
Establish and collect fees in accordance with the funding formula;
Establish polices, guidelines or regulations to carry out its powers and responsibilities; and
To exercise all other powers that were within the statutory authority of and may be exercised by the
member agencies with respect to the System.

ARTICLE 3 MEMBERSHIP AND GOVERNANCE
3.1 Membership. Membership is established by execution of this agreement and payment of any required cost
allocation as established in accordance with this agreement.
3.2 CENCOM Board of Directors: There shall be a Kitsap 911 (CENCOM) Board of Directors, (hereinafter called the
Board), composed of thirteen (13) members as follows:

All three Kitsap County Commissioners;
The Bremerton Mayor and two City Council members;
The Mayors of Bainbridge Island, Port Orchard, and Poulsbo;
Three Fire Commissioners appointed by the Kitsap County Fire Commissioner’s Association; and,
The Kitsap County Sheriff

BOARD QUESTION: Do you want to change the makeup of the BOD? Appointing authority?
The Board shall meet so often as necessary, to conduct its business. Annually, at the first meeting of the calendar
year, the Board shall elect a chairperson, who shall preside over meetings, and a vice chairperson to serve in the
absence of the chairperson.
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BOARD QUESTION: Finance Officer? Staff Recommendation: Appoint a finance officer who sits as one of the five
voting members of the Executive Committee. Responsible for reviewing warrants, contracts and quarterly budget
reports prior to each Executive Committee and Board meeting. Reports to Board of Directors and Executive
Committee.
The Board may appoint an Executive Committee to exercise certain, limited authority and make such decisions that
are necessary to ensure the efficient operation of CENCOM. However, the Board shall retain final decision making
authority for matters concerning: (1) the annual budget and funding, cost share distributions, and reserve funds;
(2) amendment to the Agreement; (3) strategic plan adoption; and (4) appointment of the CENCOM Director.

3.3 CENCOM Executive Committee. There shall be a CENCOM Executive Committee, composed of seven (7)
members as follows:

One Board Member from Kitsap County, appointed by the Kitsap County Commissioners and Sheriff;
One Board Member from the City of Bremerton, appointed by the Mayor of Bremerton;
One Board Member representing the Fire Commissioners, appointed by the Kitsap County Fire
Commissioners Association;
One Board member representing the cities, appointed by the Board members from the cities of Bainbridge
Island, Port Orchard, and Poulsbo collectively;
The Board Chair; and,
The Chair and Vice Chair of the CENCOM Strategic Advisory Board, as non-voting members of the
Committee;

The Executive Committee shall make recommendations to the Board on matters reserved for Board action. The
Committee shall have and exercise its limited authority, as provided by the Board, to make such decisions as are
necessary to ensure the efficient operation of CENCOM. These actions may include, but are not limited to: (1)
providing direction to, and managing the performance of, the Executive Director; (2) authorizing budget
amendments, including expenditures from the reserves, provided such amendments do not change the amount
due by any signer to the Interlocal agreement; and (3) providing direction to staff and oversight of labor
agreements; staffing or personnel issues; excise tax levels; implementation of now programs and discontinuance of
existing program and other such matters; and (4) providing recommendations to the Board of County
Commissioners regarding excise and sales tax levels.
Any action taken by the Executive Committee shall be reported to the Board, at the Board’s next regularly
scheduled meeting, or at any special meeting convened for that purpose, and incorporated into the minutes
thereof.
3.4 Other Agencies. The Board may provide emergency communications to other agencies. Such, agencies, if
approved, shall enter into an Interlocal Agreement substantially similar to this agreement, or execution of a service
contract with CENCOM.
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ARTICLE 4 Executive Director
The Board shall appoint an Executive Director who shall serve under the general policy guidelines of the Board.
Such Director shall be responsible for: (1) maintenance and operation of the emergency communications system;
(2) hiring, firing, disciplinary actions, and other personnel matters; and (3) the accomplishment of directives from
the Board and/or Executive Committee. The Director shall make regular reports to, and act upon
recommendations received from the Board and the Executive Committee.

Article 13 CHANGE IN CORPORATE FORM
Notwithstanding anything in this Intergovernmental Agreement to the contrary, the Board of Directors may, by
Supermajority Vote, approve conversion of Kitsap 911 (CENCOM) to a joint operating agency, municipal
corporation, public corporation, limited liability corporation, limited liability partnership or other corporate form.
The Member Agencies hereby acknowledge that the Board of Directors has the authority to elect to change the
corporate form of Kitsap 911 (CENCOM) as set forth in this Article ## and to effect such change. Each Member
Agency hereby consents to such change in corporate form.
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CENCOM Policy Board

CENCOM Executive Committee

Strategic Advisory Board
(Chiefs)

CENCOM Director

CENCOM Staff

19

Proposed CENCOM Governance Model

RCW 39.34.030

Joint powers—Agreements for joint or cooperative action,
requisites, effect on responsibilities of component agencies—
Financing of joint projects.
(1) Any power or powers, privileges or authority exercised or capable of exercise by a public agency of this
state may be exercised and enjoyed jointly with any other public agency of this state having the power or powers,
privilege or authority, and jointly with any public agency of any other state or of the United States to the extent
that laws of such other state or of the United States permit such joint exercise or enjoyment. Any agency of the
state government when acting jointly with any public agency may exercise and enjoy all of the powers, privileges
and authority conferred by this chapter upon a public agency.
(2) Any two or more public agencies may enter into agreements with one another for joint or cooperative
action pursuant to the provisions of this chapter, except that any such joint or cooperative action by public agencies
which are educational service districts and/or school districts shall comply with the provisions of RCW 28A.320.080.
Appropriate action by ordinance, resolution or otherwise pursuant to law of the governing bodies of the
participating public agencies shall be necessary before any such agreement may enter into force.
(3) Any such agreement shall specify the following:
(a) Its duration;
(b) The precise organization, composition and nature of any separate legal or administrative entity created
thereby together with the powers delegated thereto, provided such entity may be legally created. Such entity may
include a nonprofit corporation organized pursuant to chapter 24.03 or 24.06 RCW whose membership is limited
solely to the participating public agencies or a partnership organized pursuant to chapter 25.04 or 25.05 RCW
whose partners are limited solely to participating public agencies, or a limited liability company organized under
chapter 25.15 RCW whose membership is limited solely to participating public agencies, and the funds of any such
corporation, partnership, or limited liability company shall be subject to audit in the manner provided by law for
the auditing of public funds;
(c) Its purpose or purposes;
(d) The manner of financing the joint or cooperative undertaking and of establishing and maintaining a budget
therefor;
(e) The permissible method or methods to be employed in accomplishing the partial or complete termination
of the agreement and for disposing of property upon such partial or complete termination; and
(f) Any other necessary and proper matters.
(4) In the event that the agreement does not establish a separate legal entity to conduct the joint or
cooperative undertaking, the agreement shall contain, in addition to provisions specified in subsection (3)(a), (c),
(d), (e), and (f) of this section, the following:
(a) Provision for an administrator or a joint board responsible for administering the joint or cooperative
undertaking. In the case of a joint board, public agencies that are party to the agreement shall be represented; and
(b) The manner of acquiring, holding and disposing of real and personal property used in the joint or
cooperative undertaking. Any joint board is authorized to establish a special fund with a state, county, city, or
district treasurer servicing an involved public agency designated "Operating fund of . . . . . . joint board".
(5) No agreement made pursuant to this chapter relieves any public agency of any obligation or responsibility
imposed upon it by law except that:
(a) To the extent of actual and timely performance thereof by a joint board or other legal or administrative
entity created by an agreement made pursuant to this chapter, the performance may be offered in satisfaction of
the obligation or responsibility; and
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(b) With respect to one or more public agencies purchasing or otherwise contracting through a bid, proposal,
or contract awarded by another public agency or by a group of public agencies, any statutory obligation to provide
notice for bids or proposals that applies to the public agencies involved is satisfied if the public agency or group of
public agencies that awarded the bid, proposal, or contract complied with its own statutory requirements and
either (i) posted the bid or solicitation notice on a web site established and maintained by a public agency,
purchasing cooperative, or similar service provider, for purposes of posting public notice of bid or proposal
solicitations, or (ii) provided an access link on the state's web portal to the notice.
(6) Financing of joint projects by agreement shall be as provided by law. [2009 c 202 § 6. Prior: 2008 c 198 § 2;
2004 c 190 § 1; 1992 c 161 § 4; 1990 c 33 § 568; 1981 c 308 § 2; 1972 ex.s. c 81 § 1; 1967 c 239 § 4.
[2009 c 202 § 6. Prior: 2008 c 198 § 2; 2004 c 190 § 1; 1992 c 161 § 4; 1990 c 33 § 568; 1981 c 308 § 2; 1972 ex.s. c 81 § 1; 1967 c 239 § 4.]
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General Fiscal Policy

Introduction
CENCOM’s mission is to serve the citizens of Kitsap County through professional, timely, and effective 9-1-1
communications and the coordination of emergency services response. The CENCOM Policy Board 1 and CENCOM
staff are accountable to the citizens of Kitsap County for the wise and most effective/efficient use of financial
resources necessary to accomplish CENCOM’s mission.
Sound budgeting and fiscal policies that adhere to the principles of transparency, stability, sustainability,
stewardship, responsibility, and accountability help CENCOM’s elected officials and managers protect public
interests, ensure public trust, and to allocate and use resources more effectively. They enhance the quality of
decision making by encouraging practices that illuminate the key issues and choices facing the organization. They
also help the Board, public, auditors, and others evaluate how effective management is in achieving the goals of
the organization.
Good budgeting is a broadly defined process that has political, managerial, planning, communication, and financial
dimensions. Good budgeting practices have a long-range perspective and are not simply an exercise in balancing
revenues and expenditures. They effectively involve all stakeholders (elected officials, managers, staff, user
agencies, and the public), focus budget decisions on results and outcomes, and reflect the needs and priorities of
all stakeholders.
These principles guide all decisions and practices at CENCOM, particularly those related to financial matters.
This directive is intended to provide the basic framework for managing revenues and expenditures and provide
guidelines for evaluating both current activities and proposals for future services. It is not meant to include all the
concepts, assumptions, conventions, principles, or rules upon which generally accepted accounting principles are
based.

Policy Statements
Governing Documents/ Regulations:
All business and accounting at CENCOM must conform to:
1.

2.
3.
4.

1

Washington State Law (i.e. RCW Chapter 43.09, Chapter 82, and associated chapters of the Washington
Administrative Code) and Budgeting, Accounting, and Reporting System (BARS) Manual for Cities,
Counties, and Special Purpose Districts (GAAP).
Kitsap County Ordinance,
Governing Directives, (Policies and Procedures) adopted by the CENCOM Policy Board,
Policies, Procedures, and recommendations of the Kitsap County Auditor, and

The abbreviations Board and CPB refer to the CENCOM Policy Board. The abbreviation BOCC refers to the Board
of County Commissioners.

22

Proposed CENCOM Governance Model

5.
6.

Generally Accepted Accounting Principles (GAAP) for Governmental Organizations as adopted by the
Government Accounting Standards Board (GASB), and
Internal CENCOM Policies (developed in accordance with Communications Center standards of the
Commission on Law Enforcement Accreditation and the Best Practices recommendations of the
Government Finance Officers Association).

Except as provided herein, if any of the above disagree, their order of precedence is as listed above.
Ethics and Conflicts of Interest: Officials and employees involved in CENCOM’s fiscal oversight and accounting
functions (including but not limited to investments, procurement, and accounts payable) shall refrain from personal
business activity that may conflict with the proper execution of the program, or may impair their ability to make
impartial decisions. Potential conflicts must be reported to the Director (for employees) or the CENCOM Executive
Committee (for the director and elected officials).
Basis of Accounting: CENCOM uses the modified accrual basis of accounting as outlined in the BARS Manual (See
Governing Documents #1).
Budget Period: CENCOM may establish either an annual or biennial budget with the calendar year(s) as the budget
period.
Balanced Budget: The CENCOM budget will be balanced upon adoption, meaning the beginning fund balance plus
revenues equals expenditures plus ending fund balance. The Operations Section should also be structurally
balanced meaning operating revenues equal or exceed operating expenditures in the current budget period and
over the long term.
Ending Fund Balance(s): The ending fund balance will be equal to (or greater than) the minimum reserve required
by the Stabilization and Equipment Replacement Fund/Reserve Policies.
Conservative Forecasts: Projections of revenues and expenses should be conservative. When in doubt, staff will
err on the low side for revenues and on the high side for expenses. CENCOM will not rely on a single source for
sales tax revenue forecasts. Revenue forecast resources may include the Kitsap County Budget Office, the
Washington State Economic and Revenue Forecast Council, the Bureau of Labor Consumer Price Index, and the
budget offices of municipalities, other counties, 911 agencies, and special service districts. Staff will identify the
sources used in the budget proposal. [See also- Evaluation of Revenue Stability in the Stabilization Policy]
Fund Management: All sums received by CENCOM from any source shall be placed into a fund managed by the
Kitsap County Treasurer, and all sums disbursed by CENCOM shall be expended from this fund.
Investments: Kitsap County manages CENCOM’s investments according to the procedures and requirements
specified in the County’s approved investment policy. Funds will be invested in a manner which provides the
highest investment return with maximum security while meeting the daily cash flow requirements and conforming
to all state and local statutes governing the investment of public funds.
Reserves: Reserves will be managed in accordance with the Stabilization and Equipment Replacement
Fund/Reserve Policies.
Debt: Issuing debt commits revenues into the future and may limit the agency’s flexibility to respond to changing
service priorities, revenues, and cost structures. Debt must be managed prudently in order to maintain a sound
fiscal position and protect credit quality. Debt must not be used to pay operating expenses.
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The use of short term credit (IE purchase accounts, credit cards, etc.) and petty cash accounts is governed by the
policies of the Kitsap County Auditor’s Office.
The use of long term credit must be approved by the Policy Board. In order to avoid the use of long term credit
adequate funds should be saved or alternative revenue sources including low interest intergovernmental loans
should be explored. Proposals to use long term credit should be limited to funding a specific project, capital
improvement, or equipment replacement. Proposals to use long term credit must clearly identify the purpose and
include a cost benefit analysis that evaluates the following:










urgency of the project,
useful life of assets to be purchased (lifespan should equal or exceed the maturity of the debt),
structural features of the debt (payment schedule, interest rate, any provisions that restrict the
liquidity of other CENCOM assets, etc.),
comparison of total cost of completing the project with and without issuing debt,
impact of the proposed debt on CENCOM’s debt capacity,
impact of the proposed debt on the strategic plan,
impact of the proposed debt on future revenues (particularly user fees), and
impact of the proposed debt on the long-range fiscal health of CENCOM.

Additionally, project proposals must comply with other relevant requirements of this policy.
Grants (and other one-time revenues): The use of grants and other one-time revenues must be sustainable and
approved by the Board. Use should be limited to startup expenses, capital purchases, special projects, and early
debt retirement. The use of grants and other one-time revenues to pay for ongoing expenditures must be
approved by the Board and should be limited to stabilization (i.e. to cover approved expenditures that temporarily
exceed revenues or allow for an orderly/incremental reduction in services) or situations compatible with the long
term revenue plan.
A cost/benefit analysis will be performed for all potential grants. Grants opportunities should be considered if they
would advance the CENCOM strategic plan or Board Priorities, or resolve a critical infrastructure problem. Careful
attention must be paid to both financial and operational impacts of any proposed grant (for example: matching
requirements, staff time, etc.). The revenue source to pay matching expenses and ongoing/support expenses not
covered by the grant must be clearly identified. Grants will not be accepted if the impacts cannot be justified.
One-time revenues means any revenue that cannot be relied upon in future budget periods (for example, abnormal
increases to regular revenue sources, sale of assets, temporary cost savings- including savings realized through
refinancing of debt, etc.). One time revenues may be available for more than one year, but are expected to be nonrecurring. [see also- Evaluation of Revenue Stability section of the Stabilization Policy]
Staffing Levels: Emphasis is placed in improving individual and work group productivity rather than increasing
authorized staffing levels. CENCOM will request additional staff only after the need of such positions has been
demonstrated and documented and when technical solutions or other tools to maximize productivity are
unavailable or impractical. Staffing studies will be conducted regularly so that necessary increases can be
implemented incrementally. The APCO Project RETAINS tool will be used to evaluate dispatch floor staffing
requirements.
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Budgeting Personnel Expenses: When appropriate, personnel expenses may be budgeted at less than 100% of
authorized staffing levels. The Director or designee will evaluate retention trends, training schedules, and other
relevant factors when preparing the budget and will inform the board of the justification for budgeting below
100%. In the event that retention exceeds budgeted levels, the Director may transfer funds to cover the overrun
without additional authorization from the Board. The Board must be informed of such action no later than the
next Policy Board Meeting. This section does not grant authority to exceed 100% of authorized staffing levels.
“Authorized staffing” includes positions which are included on the budget document commonly known as
“Schedule C1” minus any positions which have been temporarily defunded or permanently eliminated by the
CENCOM Policy Board. Funds transferred from the Reserve for this purpose must be restored during the next
budget period or as directed by the Board.
Personal Responsibility: CENCOM employees who exceed their designated purchasing authority and obligate
CENCOM to a financial commitment which results in a financial loss may be held personally responsible and are
subject to discipline. CENCOM is entitled to recover the full amount of such loss from the employee.
Reimbursable Expenses: CENCOM will reimburse employees for their necessary and reasonable travel and nontravel expenses incurred in the conduct of their official business for CENCOM (In accordance with RCW Chapter
42.24 and Kitsap County Policies). Expenditures must be pre-approved by the Director or designee. In all cases,
the employee should be able to demonstrate the public purpose served by the expenditure for which the
reimbursement is requested and provide reasonable documentation supporting the expenditure. Expenses
incurred under this policy will be appropriate to the circumstances and consistent with the best interests of
CENCOM.

Budget Goals:
1.

2.
3.
4.
5.
6.
7.
8.
9.

To ensure diversified annual financial resources that are sufficient to provide for regular and ongoing
operations plus enough additional reserves to ensure sufficient:
a. cash flow,
b. equipment replacement, and
c. stabilization/ contingency funding.
To balance recurring operating expenses and debt service to recurring operating revenue.
To provide adequate liquidity to provide for limited interruptions in revenues (natural disasters,
unexpected loss of revenue source, etc.).
To maintain public trust and confidence by utilizing resources in the most efficient manner possible.
To ensure the legal use of public assets through an effective system of internal controls and to ensure that
all local, state, and federal rules are followed.
To ensure responsible use of public assets through an operating philosophy of cost control and responsible
fiscal management.
To maintain a budgetary control system to ensure compliance with the approved budget policy.
To provide budget and accounting reports demonstrating the status of financial activity and results on a
timely basis to the Management Team, the Executive Committee, and the CENCOM Policy Board.
To develop the annual budget in a format that is clear and understandable to the Board and the general
public and allows for year to year comparisons.

Budget Schedule (and Instructions): The Director or designee will develop and distribute the Budget Schedule to
key staff and stakeholders.

The Budget Schedule should include:
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dates of key events and deadlines,
a description of the overall budget and planning process
roles, responsibilities, and assignments,
a copy of (or instructions for locating) this and other applicable policies.

The draft budget will be:
 presented to the Strategic Advisory Board in May, and
 presented to the Executive Committee in June, and
 delivered to Policy Board Members at least two weeks prior to the July CPB meeting, and
 presented for Board action at the July CPB meeting.
Note: If a biennial budget has been adopted the above timeline will apply to the second year of the budget cycle,
and the Board will conduct budget reviews as necessary during the biennium.

Budget Organization: CENCOM’s budget will be organized into four sections:







Revenues: Fund balance and revenues from all sources.
Operations Expenditures: Expenditures necessary to maintain current operations for the budget
period including personnel expenses, general operating supplies and services, and repair and
replacement of existing equipment not associated with a special project and not funded through
the Equipment Replacement Fund/Reserve.
Capital and Technology Expenditures: expenditures associated with capital improvements, new
technology initiatives, and equipment replacements funded through the Equipment
Replacement Fund/Reserve. (Reported in project budget format, regardless of cost center,
account code, etc.).
Surcharges and Special Project Expenditures: expenditures associated with surcharges, passthrough charges (i.e. I-Leads), and situations when tracking associated expenses as part of a
project budget will improve budget transparency or is necessary for fee-for-use/ surcharge
based billing . (Reported in project budget format, regardless of cost center, account code, etc.).

Project Budgets that span multiple budget cycles will include the full appropriation necessary to implement the
project along with an estimate of expenditures broken down for each budget cycle.
CENCOM’s official budget submission to the Kitsap County Budget office will comply with the directives and fund
management requirements of that office (IE Cost Center, Fund Accounting, Account Code, etc.). Although the
“county’s” budget documents may vary in form, the total appropriation authorized by the CENCOM Policy Board
may not be exceeded.
Budget Administration and Authority for Budget Adjustments: Expenditures approved by the CENCOM Policy
Board (Appropriations) define CENCOM’s spending limits for the budget period. Beyond legal requirements,
CENCOM will maintain an operating philosophy of cost control and responsible fiscal management.
For purposes of maintaining adequate internal control of expenditures, the budget will be administered at a greater
level of detail than that at which it is legally adopted.
Failure to realize budgeted revenues may necessitate corresponding reduction of expenditures in order to maintain
the integrity of the budget.
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Appropriations will be controlled by the following expenditure categories.
1.
2.
3.

Personnel Expenses (Salaries and Benefits)
Non-Personnel Expenses (Supplies, Services, and other non-personnel expenses)
Reserve

Except as provided in the Stabilization and Equipment Replacement/Reserve policies, transfer between these
expenditure categories must be approved by the Board.
As long as expenditures do not exceed the total appropriation, the director may transfer line item appropriation
authority within each of the above categories without further approval of the Board.
If a proposed budget adjustment changes the total authorized appropriation, or includes a transfer between the
above expenditure categories, the Director will verify that sufficient resources are available in the budget for the
adjustment and will present the proposal for consideration by the Board. The proposal will include the
recommended funding source, an analysis of the fiscal impact and a review of all reserves and previously approved
amendments since budget adoption. (The Board may delegate this authority to the Executive Committee or to the
Board of County Commissioners.)
When necessary, budget amendments are completed on a quarterly basis. All budget amendments and transfers
are subject to the procedural requirements of the Kitsap County Budget Office.
Budget Monitoring and Reporting: Each division supervisor is responsible for monitoring their assigned budget
line items and reporting deviations to the Director.
The Director or designee will prepare fiscal status reports which will be distributed to the Board at least quarterly.
The report will provide an overview of financial activities with comparison to the approved budget. For multi-year
projects, the report will include budgeted and expended figures for both the current budget period and for the
entire project.
At the end of each budget period, the Director or designee will report on the agency’s financial status. The report
will include a summary of performance measures. Once adopted by the Board the report will be posted on
CENCOM’s web page.

CALEA Standard - 2.4.2

