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THE EMPOWERELD
TELEGOMMUNIGATOR

USING DISCRETION WISELY WHEN
A CALL DEFIES POLICY, PROTOCOL OR PROCEDURE

BY ROBERT VAWSER, RPL

M any dispatch agencies around the world have a set of policies and procedures in place that
addresses what should be done when telecommunicators are faced with a given situation.
Some agencies have also adopted a set of dispatching protocols that assist the telecommunicator
with gathering information from and offering instruction to the caller prior to arrival of responders.
Being well versed in agency policy, procedure and protocol is important for all telecommunicators.

Much attention is given to making sure
that every telecommunicator knows their
agency’s policies and procedures, as well
as any dispatching protocols that may be
in place. New hires should receive a copy
of the policy and procedure manual for
their review and use and attend a class
on the proper use of protocols. Policies
and procedures are commonly seen writ-
ten as standard operating procedures
(SOPs), standard operating guidelines
(SOGs), and policies and procedures
(P&P).! Dispatching protocols, such as
the APCO EMD guide cards, are usu-
ally adapted and maintained on a set of
nationally recognized standards.

Study in policy and procedure can be
offered in a formal training class from
the agency or through self-study by the
staff. Utilization of protocols is normally
delivered in a classroom session in which
areview of the protocol is offered to pro-
mote understanding, as well as an oppor-
tunity to role play scenarios utilizing the
guide card instructions.

It is important to understand the differ-
ences between policy, procedure and
protocol.

A policy is a guide to thinking. It
typically states what should happen in
very general terms. An example of a

policy is, “The telecommunicator must
be courteous to all callers.” There are no
guidelines, but it is clear from the state-
ment that the telecommunicator must be
courteous.!

A procedure is a guide to action.
The procedure is a specific guideline
designed to achieve the overall purpose
of the policy. An example of a procedure
is, “The telecommunicator will answer all
non-emergency phone calls by the third
ring and identify the agency and them-
selves.” This tells the telecommunicator
exactly what they must do when taking
calls on the non-emergency phone line.!

A protocol is a detailed outline of the
steps to be followed in a given situa-
tion. Normally the protocol is written
in a “what to do next” fashion, typically
moving from an easier task to a more
complex task or to achieve an outcome
through completion of the steps in the
protocol. An example of a protocol would
be the APCO EMD guide cards. These
offer the telecommunicator the ability to
follow the guide for a particular medical
emergency to offer assistance until help
arrives on scene.?

All three of these items are written
for an agency to do one thing, minimize
risk of litigation. By following the rules
as they are written, the telecommunica-
tor is able to help keep themselves and
the agency out of a potential lawsuit. We
all know it is crucial to follow the rules,

but what happens when a call goes out-
side of your agency policy, procedure
and protocol.

During training new employees are
introduced to policies, procedures and
protocols. The telecommunicator is
responsible for learning and knowing
them. The better we know them, the
better we will be prepared to handle sit-
uations that are not covered by a policy,
procedure or protocol.!

Local agencies have the ability
to create and control their own poli-
cies and procedures. In looking at the
APCO EMD protocols, they are writ-
ten to National Highway Traffic Safety
Administration (NHTSA) and ASTM
International standards. It is the respon-
sibility of the agency to control their
EMD program, incidentally through pol-
icy and procedure.

Policies, procedures and protocols are
all great to have in place, but there must
be a method set to evaluate and update
all three on a regular basis. Some agen-
cies will review policies and procedures
on an annual basis, whereas others will
update a section in rotating years. Of
course, with any change made in the
agency, policies and procedures must
be updated to reflect the most recent
and up-to-date information. The APCO
EMD protocols are updated as needed
or every couple of years as change dic-
tates. The CPR section is updated
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every five years as the American Heart
Association (AHA) completes its updates.

Agencies using the APCO EMD guide
card system must meet compliancy to be
certified and legally backed. Items that
are reviewed include making sure EMD
certifications are current, guide cards are
updated and current, a quality assurance
(QA) program is in place, there is a cur-
rent EMD-I or EMD-M on staff, and an
agency self-audit is completed and sub-
mitted to APCO every two years.

OUTSIDE POLICY,

PROCEDURE OR PROTOCOL

You are sitting in your PSAP at your
work station when an earthquake occurs
in your jurisdiction. Naturally, the next
thing that happens is the phone lines
light up. Some of those calls will be needs
for fire, police and EMS. Then, you have
those requests that are in a gray area,
uncovered by policy.

Do you follow your feelings on calls
at times?

“9-1-1, where is your emergency?” On
the other end of the phone, the female
caller was able to give only the address,
which was then followed by screaming.
The line then disconnected. Attempted
callbacks yielded a series of busy signals.
Something inside was telling me that
instead of just sending law enforcement
to check the call, which was policy, that I
should send fire and EMS as well. When
the responding police officer arrived in
the area, she reported there was a resi-
dential structure fire. The decision to
send all assistance was a good one and
eliminated a delay in response by the fire
department.

Familiarity with policies, procedures
and protocols will assist in making deci-
sions in which a policy, procedure or
protocol doesn't exist. Having the knowl-
edge and experience is critical when
it comes to calltaker, telecommunicator
and responder actions on incidents that
fall in the gray areas. I knew that I was
stepping outside of policy by sending
police, fire and EMS to the call I had just
taken. My training and knowledge, and
relying on a little bit of instinct aided me
in making a decision to send an all-out
response rather than just the police to
check the situation.

Empowered telecommunicators think, make decisions and act on the basis of knowledge and experience.

EMPOWERING OUR STAFF

What does it mean to empower people?
Empowering personnel means that we
are giving them the opportunity to think,
act and make decisions that are based on
knowledge and experience. When we
empower employees, we aren’t restrict-
ing them to a rigid set of rules, but
instead motivating them and their abili-
ties to expand their potential. In short,
knowledge is empowerment.

The best description I have seen is
an article written by Dr. Karen Lawson,
a consultant for leadership, business
and ethics. Lawson says, “When you
empower your employees, you cre-
ate an environment where people are
encouraged to explore, discover, take
risks and develop trust.” She also iden-
tifies four keys for empowering people:
involve them in decisions, ask them to
participate in planning, praise them,
and continually provide training and
support.?

In an interview on policeone.com,
columnist Dick Fairburn talks about
how to empower telecommunicators
when it comes to critical incidents.
Fairburn mentions that it is impor-
tant that telecommunicators know what
responders need during the response.

This includes obtaining essential

information from the caller and asking
essential questions of the responders.
Fairburn also discusses the importance
of the flow of information gathering.
For responders, the best source of
information is what is being relayed
from the dispatch center. “Dispatchers
are only able to relay the informa-
tion they are receiving,” says Fairburn.*
He also states that it is important to
empower telecommunicators to relay
any information that is known to the
responders. When a telecommunica-
tor who has 20 years of experience has
information on previous responses to
a given location and sends the officer
with one year of experience, it is cru-
cial that information be given to the
responders. Part of this comes from the
respect that is gained through interac-
tion of telecommunicators riding along
with police officers and likewise, police
officers spending time with telecom-
municators in the dispatch center.
Although the short clip included on
a site I was reviewing was dealing
with developing capable young people,
the information was very applicable
to the concept of empowering peo-
ple in everyday life. The presenter H.
Stephen Glenn is internationally known
for his work in education, mental health
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and training. During the viewing of the
short video clip, Glenn says, “When you
invite and encourage a person’s assis-
tance in thinking through or resolving a
problem, you empower them and show
your respect for them.”

There are five things that can help

our employees feel empowered:

* Give compliments that are
meant. Be open and direct
in compliments. People will
be able to see through phony
compliments.

e Be sincere. When we are sin-

would be followed by protocols in the
next quarter.

As a training coordinator, I devel-
oped on-shift training. The staff would
participate in developing short training
sessions thatinvolved low-frequency, high-
liability incidents. This accomplished two
things critical to the operations on the
floor. First, it gave the telecommunicator
delivering the training an opportunity to
research and prepare the session based on
the policy, procedure or protocol regard-
ing their chosen topic. Normally, the tele-
communicator would select a topic they

needed to become stronger in knowing.
They would confer with the supervisor or
training coordinator to assist in develop-
ing the training session.

I developed the on-shift training for
our agency to be short in duration with a
given time for delivery, discussion, dem-
onstration and time for questions. The
normal time frame for an on-shift train-
ing session was no more than 30 minutes.
If necessary for busy times, we would
offer the training at different times dur-
ing the shift to make sure everyone could
participate.

cere, people feel appreciated.

* Nurture others. If we see peo-
ple who have talent, we should
encourage that talent.

* Have suggestions ready. Let
everyone’s opinion be heard,
and be ready to offer feedback
when necessary.

e Encourage others. Those who
have talent will grow that tal-
ent when encouraged and will
wither away when criticized.

I asked a college classmate this
question, and she said when some-
one asks in training when a situation
isn’t covered under policy, proce-
dure or protocol, the most frequent
answer is to rely on your training.
When the decisions we make are
under legal scrutiny, we will be com-
pared to what anyone else in our
position would have done.

BECOME BETTER VERSED
There are several ways that you can
become more versed in policy, pro-
cedure and protocol. One method is
driven by the administration of the
department making it a requirement
of the personnel to perform manda-
tory reading assignments each quar-
ter. The reading assignment would
alternate between all three areas. The
reading assignment would be followed
with a short quiz to ensure the reading
assignment was completed and there
is understanding of the policy, proce-
dure or protocol.

One of the agencies that utilized
this method would require reading
of a particular policy or section of
policies one quarter. The next quar-
ter employees would be required to
read a section on procedures, which
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WINCHESTER ELECTRONICS
designs and manufactures an
extensive range of interconnect
products used throughout the
telecommunications, military,
aerospace, wireless infrastructure,
computer, industrial, and medical
equipment industries. CDM offers
a full line of pin and socket style
connector systems available for
cable to cable, cable to panel,
and cable to board applications.

CDM Electronics

Phone: 856-740-1200 « Fax: 856-740-0500
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One other method to use to get staff
versed in policy, procedure or protocol
is to develop a trivia game with ques-
tions from any of the three sections.
Someone acting as the moderator could
ask the questions and award points
or give goodies to those who answer
the questions correctly. This can be
a fun, friendly competition between
telecommunicators.

The important thing to remember
when using any of these methods is
that there has to be a measurement
of understanding following the assign-
ment—a demonstration of competency,
a Q&A session or a quiz—which is then
kept on file with the employee train-
ing record.

Judith Weshinskey-Price, communi-
cations manager for the city of Amarillo,
Texas, says they tie policies, pr()cedures
and protocols back to the mission state-
ment and ethics of the department so
the telecommunicator understands the
reason why they are written. With that

TR

There can never be a policy or procedure written for every scenario telecommunicators may face.

understanding, the telecommunicator
can make a decision when it comes
to calls that fall in the gray area. “We
don't stress what the policy is but why
we have it and what our priorities are
as far as our goals and expectations,”

Weshinskey-Price says.

A participant in a leadership class I
attended said, “Dispatchers that have
the most success when needing to
break from protocol are the ones who
have a real working knowledge of all

STEVE SILVERMAN

the resources. They don’t need to be
trained in the field, but they need to
be familiar with all the equipment and
personnel. If you know what every unit
is capable of, you have the tools to
make an educated decision on how best
to handle the situation.”

GRAY AREAS

Will you be the one that answers the call
that requires you to step outside of pol-
icy, procedure or protocol? What do you
say when the call falls in the gray area?
Should you stay within the guidelines as
they are written? Do you have adequate
knowledge, training and experience to
make a decision when the call falls in
the gray area? Are there tools in place to
make sure that you are covered by your
decision?

You may have to step outside your
agency’s policies, procedures or proto-
cols at some point in your career. It
is important to remember that a pol-
icy or procedure can never be writ-
ten for everything that we will have to
deal with. Telecommunicators may feel

YOUR VEHICLE BATTERY USING
2 SEPARATE TIMING DELAYS

* Protect vehicle batteries from over-discharge by shutting off up to single 30
amp and 20 amp loads at a preset time after the engine is shut down or when
the battery is discharged to a low voltage level

* An emergency switch allows |5 minutes of operation after the timer shuts down
the equipment

* The timed sequences can be activated by sensing when the ignition is turned
to, or the alternator goes, off

* Allows full testing of the system after installation; momentary closure of the
test switch reduces the delay time by a factor of 100 to allow a quick test of

the system timing function

POWER SPECIALISTS FOR MOBILE COMPUTING

1.800.697.3701 - info@lindelectronics.com ¢ www.lindelectronics.com
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FOR PANASONIC LAPTOP
BATTERIES
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EASY TO SETUP & USE

LIND Battery Chargers are designed for charging the battery
packs of Panasonic Toughbooks. Battery Chargers are available
with |, 3, or 5 identical charging bays, mounted together and
powered from a single power source. Battery Chargers are
available for the Panasonic Toughbook 08, 18, 19, 29, 30, 52, T4 and T5
series laptops.

For ~more information, please call Lind Electronics at
1.800.897.8994, email info@lindelectronics.com or visit us
online at www.lindelectronics.com.

POWER SPECIALISTS FOR MOBILE COMPUTING
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uncomfortable stepping outside of policy,
pr()cedure or protocol. Itis imp()rtant to
become familiar with your agency’s poli-
cies, procedures and protocols. All three
are intertwined. A policy and a procedure
can be written on the use of protocols,
which enforce each other.

It is important to have methods in
place to inform personnel on policies,
procedures and protocols. Having the
knowledge of what is contained in the
policies, procedures and protocols, as
well as your training, education and expe-
rience will help you make a decision,
even when that decision falls to the gray
area. |PSC|

ROBERT VAWSER is a supervisor for Air St. Luke’s
air medical transport program and an RPL, as well
as an adjunct instructor for APCO Institute Inc. He
spent 13 years in the 9-1-1 service as supervisor
and training coordinator in Southern Idaho. He
currently lives in Boise, Idaho.
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DISPATCHER 1/
DISPATCHER 1I
BOULDER COUNTY
SHERIFF'S OFFICE

Dispatcher |: $3039/month (Training level)
Dispatcher I1: $3358/month (after
successful completion of training level)
Also recruiting experienced Police
Dispatchers for lateral pay.

If you have experience dispatching for

a police agency, your experience will

be adjusted commensurate to your
experience, knowledge and skills. We
have great benefits, including a retirement
program, fitness club membership, health/
dental/vision insurance, sick and vacation
time, holiday time and much more.

For more information and to apply online:
http://www.bouldercounty.org/jobs/opp/
pages/default.aspx

Emp@/menf Opporfum'ﬁbs

Boulder County Sheriff's Office has
immediate openings for a Dispatcher

I. This is a trainee-level classification.

Upon successful completion of the

training program, trainees may be
promoted to Dispatcher |l at the approval
of the Communications Director. The
Communications Dispatcher | must become
proficient at handling complex systems,
multiple duties and responsibilities in a
stressful and highly technical environment.
You must be able to proficiently use

30+ software systems and exercise
independent judgment. Work involves
extended periods of sitting while working
closely with others with occasional periods
working alone. The Communications Center
is staffed 24 hours day, 365 days per year.
During training your shift assignment will
be based on the trainer you are assigned
to and will require you to be exposed to all
shifts. Upon completion of training, shifts
are assigned based on seniority. You should
expect to work any shift, including days,
nights, weekends, on call and holidays.

¢ High school diploma or equivalent

* Type a minimum of 40 wpm with accuracy

* Prior emergency dispatching or similar
work experience preferred

e Previous CCIS, CAD and EMD experience

preferred

* Thorough knowledge of Boulder County
and surrounding areas preferred

e Ability to operate/use multiple computers
and displays, and written materials

* Read and comprehend maps and
mapping systems, terminology
and provide directions

Physical requirements: Primarily sedentary
physical work requiring ability to lift a
maximum of 40 pounds and frequently be
able to reach above shoulder, at or below
waist level at the workstation; occasional
lifting, carrying, walking and standing;
frequent hand/eye coordination to operate
computer keyboard and mice and office
equipment; vision for reading, recording
and interpreting information; speech
communication and hearing and ability to
maintain mental capacity to communicate
with employees and members of the public
with stressful situations. From “Dictionary
of Occupational Titles”, U.S. Department of
Labor: Occasionally: activity or condition
exists up to 1/3 of the time. Frequently:
activity or condition exists from 1/3 to 2/3
of the time. Constantly: activity or condition
exists 2/3 or more of the time.

Special requirements: Must successfully
complete and pass a thorough application
and background investigation, polygraph
examination, drug screen, audiogram
(hearing test) and psychological evaluation.



» CLASS SCHEDULE

APCO Institute | 351 N. Williamson Blvd.

M APCO

Institute

APCO's Training & Certification Division

Daytona Beach, FL 32114-1112 | 888/272-6911 | 386/322-2500
Fax: 386/322-9766 | institute@apco911.org | www.apcoinstitute.org

Class# Class Location Dates

Active Shooter Incidents for Public Safety Communications $199
34746 Malone, N.Y. April 18
34820 Fort Smith, Ark. April 22

35081 Hopkinton, Mass. April 22
34892 Stuart, Fla. April 26
35080 Sturtevant, Wis. April 29

35009 Abilene, Kan. May 2

35006 Bradenton, Fla. May 9

35181 Polson, Mont. May 21

34228 Online Starts May 22
35183 Polson, Mont. May 23

34959 Arkansas City, Kan. May 29

34960 Arkansas City, Kan. May 30

35064 Pueblo, Colo. May 31

35070 Cambridge, Mass. June 12
35011 Webster City, lowa June 21

CALEA Public Safety Communications Accreditation Manager

34169 Online Starts Sept. 4

Communications Center Supervisor, 4th Ed. $349
34239 Online Starts April 17

34933 Georgetown, Ohio April 23-25

34240 Online Starts May 1

35050 Fort Smith, Ark. May 4-6

34847 Nashville, Tenn. May 6-8

34241 Online Starts May 15

34364 Bountiful, Utah May 20-22

34242 Online Starts May 29

34567 New Braunfels, Texas ~ June 5-7

Communications Training Officer 5th Ed. $349
34259 Online Starts April 17

35016 Chaska, Minn. April 29-May 1

34261 Online Starts May 1

34494 Sebastian, Fla. May 8-10

34263 Online Starts May 15

34264 Online Starts May 29

35235 Calumet City, IlI. June 12-14

34266 Online Starts June 12

35013 Lake Mary, Fla. June 18-20

35052 Fort Smith, Ark. June 22-24

Communications Training Officer 5th Ed., Instructor $459
34784 Effingham, S.C. May 6-10

34293 Online Starts May 8

35236 Charlotte, N.C. June 24-28

Crisis Negotiations for Telecommunicators $199
34280 Online Starts May 1

34495 Sebastian, Fla. May 15

Customer Service in Today’s Public Safety Communications Center ~ $199
34531 Medford, Mass. March 21

34276 Online Starts April 3

35049 Fort Smith, Ark. May 20

35182 Polson, Mont. May 22

35068 Cambridge, Mass. June 10

**By invitation only.

Disaster Operations & the Communication Center $199
34819 Fort Smith, Ark. April 8

34288 Online Starts May 8

34496 Sebastian, Fla. May 16

35069 Cambridge, Mass. June 11

Emergency Medical Dispatcher 5.2 $379
34344 Online Starts April 24

34345 Online Starts May 22

34346 Online Starts June 6

Emergency Medical Dispatch Instructor $459
34354 Online Starts April 17

34791 Effingham, S.C. May 6-10

34355 Online Starts May 15

34356 Online Starts June 12

35237 Charlotte, N.C. June 24-28

EMD Manager $199
34333 Online Starts May 8

34334 Online Starts June 5

Fire Service Communications 1st Ed. $379
34760 Online Starts April 10

34618 Missouri City, Texas May 13-16

34761 Online Starts June 12

Fire Service Communications 1st Ed., Instructor $459
34792 Effingham, S.C. May 6-10

34302 Online Starts May 8

35238 Charlotte, N.C. June 24-28

llluminations

35240 Starts April 1

Leadership Certificate Program—Registered Public Safety Leader ~ $995**

Public Safety Telecommunicator 1, 6th Ed. $309
34569 West Olive, Mich. April 8-12

34320 Online Starts April 10

34321 Online Starts April 17

35219 Fort Smith, Ark. April 27-May 1

34322 Online Starts May 1

34323 Online Starts May 15

34324 Online Starts May 29

34325 Online Starts June 5

34552 Medford, Mass. Starts June 10

Public Safety Telecommunicator 1, 6th Ed., Canada $359
34549 Online Starts June 26

Public Safety Telecommunicator 1, 6th Ed. Instructor $459
34747 Effingham, S.C. May 6-10

34306 Online Starts May 8

35234 Charlotte, N.C. June 24-28

Public Safety Communications Staffing & Employee Retention $199

34285 Online Starts May 1

34497 Sebastian, Fla. May 17

Stress in Emergency Communications $199
34776 Online Starts May 15

35053 Fort Smith, Ark. June 17

» APCO Institute Presents Web Seminars

For a complete list of seminars on topics vital to your agency, visit www.apcointl.
com/institute/webinars.htm. Current APCO members receive a $20 discount. Dates,
locations and prices are subject to change. Students who enroll in Institute Online
classes will be assessed a $50 Distance Learning fee. Tuition is in U.S. funds.
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» CDE EXAM #34049: THE EMPOWERED TELECOMMUNICATOR

1. Apolicyis a:
a. Guide to action
b. Guide to thinking
¢. Standard guideline
d. National standard

2. A procedure is a:

a. Guide to action

b. Guide to thinking
c¢. Standard guideline
d

. A required step in job completion

3. A protocol does not outline the steps to be followed in
given situations.
a. True b. False

4.  Newly hired telecommunicators should be introduced to
policies, procedures and protocols

a. Asincidents occur

b. When a question arises

c¢. During training

d. There is no need to train new hires on policies, proce-
dures and protocols.

5. The APCO EMD protocols are written to:
a. OSHA standards
b. NHTSA standards
c. ASTM standards
d. NFPA

Using the CDE Articles
for Credit
1. Study the CDE article in this issue.

2. Answer the test questions online
or using this form. Photocopies are

acceptable, but don't enlarge them. Expiration Date:

3. Fill out the appropriate information
section(s), and submit the form to:

APCO Institute
351 N. Williamson Blvd.
Daytona Beach, FL 32114

Expiration Date:

6.

10.

Who is responsible for creating and updating policies and
procedures?

a. APCO

b. NENA

c. Each agency

d. None of the above

Knowledge and experience should not be considered
when it comes to varying from policies and procedures.
a. True b. False

Empowering personnel means giving employees opportu-
nity to :

a. Act

b. Think

c. Make decisions

d. Be insubordinate

Which of the following is a suggestion for making employ-
ees feel empowered?

a. Be sincere and give compliments

b. Be short and curt

¢. Be mean and discourteous

d. Do not encourage or nurture employees

Which of the following was not a suggestion for becoming
better versed in policies, procedures and protocols?

a. Mandatory reading requirements

b. On-shift training

c. Games

d. Group study

ORDERING INFORMATION: it you are APCO certified and will be using

the CDE tests for recertification, complete this section and return the form when you send
in your request for recertification. Do not send in the tests every month. There is no cost for
APCO-certified personnel to use the CDE article program.

APCO Instructor Certificate #

APCO EMD Basic Certificate #

If you are not APCO certified and would like to use the CDE tests for other certifications, fill out
this section and send in the completed form with payment of $15 for each test. You will receive
an APCO certificate in the mail to verify test completion. (APCO instructors and EMD students

please use section above also.)

Questions? Call us at 888/APC0-9-1-1.

You can now access the CDE Exam
online! Go to hitp://apco.remote-learner. | Title:
net/login/index.php to create your user- Address:
name and password. Scroll down to

"CDE Magazine Article Exams” and click | Phone:
on “Public Safety Communications Mag-
azine Article Exams”; then click on “The
Empowered Telecommunicator (34049)"
to begin the test. Once the testis com-
pleted with a passing grade, a certificate
is available by request for $15.

Name:

E-mail:

If other, specify:

| am certified by: @ MPC

Organization:

Fax:

Q PowerPhone Q Other

Q My check is enclosed, payable to APCO Institute for $15.
Q Use the attached purchase order for payment.
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