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2021-2025 Strategic Plan

Executive Summary
The El Paso-Teller County 9-1-1 Authority (Authority) 2021-2025 Strategic Plan has been developed to provide
a systematic and structured guide to all Authority departments’ management and development to improved
operations, systems, projects, and products.
The Authority departments include Administration, Human Resources, Finance, Security, Quality Assurance &
Training, Public Education, Information Technology, Geographic Information Systems, Facility Management, and
Public Safety Answering Points (PSAPs), commonly referred to as 9-1-1 dispatch centers.
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SWOT FINDINGS
While many themes were identified in the SWOT, APG identified what they perceive as the top themes in each category
of strengths, weaknesses, opportunities, and threats illustrated in the matrices below.

STRENGTHS

WEAKNESSES

1. Leadership - recognized as leaders in the
industry

1. Lack of community awareness

2. BoD engaged at a healthy level

3. Significant workload on staff

3. Healthy workplace and culture

4. Single source of knowledge for multiple
positions

4. Dedicated, committed, and engaged
employees
5. Strong team - right number, right
people, and positive development of
personnel

2. Lacking an HR department

5. Some processes could be more effective
(e.g., onboarding and help desk
communication processes)
6. Document and knowledge management

6. Providing high value to the community –
across public education, training,
and IT/CAD

OPPORTUNITIES
1. Improve fiscal sustainability

1. The high rate of industry change

2. Create a documented succession plan

2. Success could lead to complacency

3. Expand training offerings

3. State-level regulatory change

4. Increase use of data analytics to support
decision making

4. Population growth

5. Improve vendor support
6. Cellular location technology
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THREATS

5. Unmanageable volume of support
requests from PSAPs
6. Infrastructure threats (e.g.,
cybersecurity, network single-point-offailure, catastrophic event)
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DEVELOPMENT PROCESS
In September 2020, the Authority
contracted Arrow Performance Group
(APG) to undertake a Strengths,
Weaknesses, Opportunities, and
Threats (SWOT) Project.
The project’s objective was to obtain concrete internal
and external data to serve as input into the Authority’s
strategic planning process. The project’s approach
included reviewing currently available materials (e.g.,
prior assessments, strategic plans, etc.), interviewing
internal and external stakeholders, and then
summarizing and presenting findings.
Throughout the project, APG conducted interviews
with twenty-four internal and external stakeholders
to understand the Authority from a wide variety of
perspectives. To understand the external view, APG
interviewed the management teams from each of
the six PSAPs, two Colorado peer Authority leaders,
and the Authority technology partner, Mission Critical
Partners. To recognize the internal viewpoint, APG
interviewed each member of the management team,
Authority employees, the chief executive officer (CEO),
and three representatives from the Board of Directors
(Board).
APG asked questions oriented focused on a
management system model that contains the
components of leadership, customers and markets,
strategy, workforce, operations, process, data analysis
and knowledge management, infrastructure, and
results.
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Summary
The Authority is the administrative entity
for 9-1-1 services in El Paso and Teller
Counties.
In recent years, the Authority has made significant
improvements in the services delivered to its
constituents through the guidance of a regional
Emergency Services Internet Protocol Network gap
assessment that was conducted in 2016 by Mission
Critical Partners, a consulting organization that
specializes in 9-1-1 agencies. This information led to a
strategic plan which has guided Authority investments
since 2017.
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The technology utilized to provide 9-1-1 services to the
PSAPs is continually evolving. This year, the Authority
is updating its strategic plan to meet these changing
needs. To provide input into the plan, the Authority
management team engaged APG to conduct a SWOT
analysis to gain internal and external perspectives of the
Authority’s internal operations, including administration,
technology services, geographic information systems,
quality assurance analysis, processes, training, and
public education.
The resulting SWOT analysis is being provided to the
Board and the Authority management team to help develop the next five-year Strategic Plan.
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STRATEGY DEVELOPMENT
The Authority managers reviewed the entire SWOT,
and each selected many of the highest priority SWOTs
to consider for improvement in the coming year. The
managers studied the SWOTs with each of their team
members, and together they brainstormed solutions,
created goal statements, and developed strategies
to address the highest-priority SWOTs. These teams
developed almost 40 strategic initiatives to address in
the coming year.
The remaining SWOTs were put back on the shelf and
will be addressed in 2022. The team strategies follow.
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Our Strategy
ADMINISTRATION
Expand Training Offerings
Train the office assistant on book-keeping, income,
and accounts payable to ensure the office runs
smoothly in the event of short or long-term leave.
Proactive Planning
Proactively plan for future growth and projects and
assess and adapt to changes annually.
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Document and Knowledge Management
Encourage communication and process sharing with
each department.
Encourage Program Growth
Add more programs so PSAPs can see benefits
that are not necessarily trickling down from stipends.
Continue to use a 5-year budget to ensure the
emergency telephone charge, also known as the
9-1-1 surcharge, continues to be affordable for the
communities served by the Authority.

2021-2025 Strategic Plan

HUMAN RESOURCES

QUALITY ASSURANCE & TRAINING

Cross-training
Reduce organizational risk by identifying highimportance tasks with only a single knowledge
source. Create a matrix of these tasks organized
by risk-level and current knowledge points.

Knowledge Base
Utilize a knowledge base to organize improvement
initiatives for internal and external stakeholders.

Prioritize tasks for cross-training and provide the
necessary education.
Onboarding
Create an automated onboarding process in the
human resources information system. This
automatic process will notify Authority staff of
required tasks for new employee set up. The
streamlined onboarding process will guide the
new hire through paperwork and onboarding
tasks and ensure a more effective onboarding
experience.
Professional Development
Define and educate all staff on what Professional
Development looks like at the Authority.
Create an individual learning plan template
allowing the employee to map out their goals and
development needs that align with the Authority
goals.

Update Training
Use innovative ways to remain industry leaders by
updating in-house training as needed.
PSAP Communication
Continue to improve relationships with the PSAPs,
including feedback solicitation, to communicate, and
develop solutions within a consistent timeframe.
Team Onboarding
Update and improve the team onboarding process
that dovetails with the human resources onboarding
process.
Skills Inventory
Develop skills inventory to identify resources and
improve knowledge back up and provide 			
opportunities for employee career development.

Succession Plan
Promote inclusion and development for Authority
staff by supplying opportunities for skill
advancement critical for the future success of the
Authority management.
Culture
Sustain positive organizational culture by
defining culture and deepening roots to create
stability through organizational changes.
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PUBLIC EDUCATION
PSAP Collaboration
Collaborate with PSAPs and use 9-1-1 data to
determine public service announcement campaigns
that promote the appropriate use of 9-1-1.
Education Programs
Review and realign the educational programs that
the 9-1-1 Authority offers to ensure we are not
competing with other agencies in elementary
schools.
Training Return on Investment
Establish a metric that measures the return on
investment to determine which events the public
education team will attend, ensuring that the public
education team uses taxpayer resources effectively.
Dashboard Utilization
Utilize a metrics dashboard to measure program
effectiveness.
Process and Procedures
Create file structure and documents that outline the
process of how the public education team operates.
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INFORMATION TECHNOLOGY
Efficient PSAP Communication
Develop a yearly survey to the PSAPs and users
following the SWOT format to solicit feedback on
help desk operations.

Keep Ahead of Industry Change
Stay ahead and be adaptive to new threats as they
emerge. Create more mature remediation tactics
and incident response plans to take swift action and
ensure business continuity.

Survey Platform
Modify and implement the current survey platform
generated from ticket closures to be specific to
9-1-1 operations.

Efficient Project Management
Develop the underlying infrastructure to support a
centralized, secure project management platform.

User Experience Observation
Develop a plan for periodic observation of users at
the PSAPs. Ensure that there is time to solicit
feedback from the users regarding what is working
and what is not working.

Maintain Stability
Explore the feasibility of leveraging the newly
constructed PSAP facility in Teller County to act as a
backup center for Cripple Creek and Woodland Park
communities.

Efficient Help Desk
Formalize the ‘Golden Rules’ and Help Desk
Standards.

Create New Resources from Within
Assess current work/project load and determine the
number of additional IT resources required to
complete the strategic initiatives.

System Stability
Standardize change management process to
ensure system stability, prevent rework, and drive
unified communication. Utilize ITIL framework to
determine change impact and auditing.
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GEOGRAPHIC INFORMATION SYSTEMS
Industry Trends
Continue training and monitor industry trends
and emerging technology to ensure continuous
improvements in GIS data, products, and services.

PSAPs Relationships
Continue partnership and collaboration with PSAPs
and government entities to continue to improve GIS
data.

Services
Leverage GIS data and processes to continue
developing and implementing new layers, products,
and services.

Process Improvement
Maintain process improvement to monitor emerging
technology incorporation into our procedures.

Training
Coordinate planning and development of computeraided dispatch administration training and
GIS business practices overview.
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FACILITY MANAGEMENT
Knowledge Base
Procure and use a digital platform of the continuity
plan for facilities operation that would include asset
management, file management, service records,
project management, visual representation of
the building, contract management, maintenance
management, vendor management, and critical
management.

CEO
Human Resources Department
Empower the human resources generalist to monitor
state laws, update and keep Authority business
practices consistent and compliant.
Communication
Establish strategic communication norms to
Authority employees so all staff members are aware
of what is occurring within the organization and
industry.
Project Management
Establish and utilize a universal project management
system to monitor projects across the organization
for maximum efficiency.
Accessibility
Establish a connection between access services,
including speech impaired, the deaf, and hard of
hearing advocacy groups. Engage an intern or workstudy student proficient in American Sign Language
to develop and deliver 9-1-1 training materials
specifically for the deaf and hard of hearing citizens.
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