Dakota 911
Executive Committee
Meeting Minutes: November 6", 2024

Members Present: Tom Lawell — Apple Valley; Dianne Miller — Eagan; Lynn Gorski —
Farmington; Dan Wietecha — Hastings; Justin Miller — Lakeville; Cheryl Jacobson —
Mendota Heights; Logan Martin — Rosemount

Members Absent: Gregg Lindberg — Burnsville; Heidi Welsch — Dakota County; Kris
Wilson — Inver Grove Heights; Ryan Garcia — South St. Paul; Nathan Burkett — West St.
Paul

Alternates Present: BJ Jungmann — Burnsville; David McKnight — Dakota County

Others Present: Rosemount Police Chief Dahlstrom — Law Enforcement Operations
Sub-Committee Chair; Julie Stahl — Dakota 911 Fiscal Agent; Dain Olson — Dakota 911
Legal Counsel; Heidi Hieserich, Brent Anderson, Jen Hildebrandt — Dakota 911

1. Call to Order

Recognizing a quorum, Chair Wietecha (Hastings) called the meeting to order at
3:01pm.

2. Roll Call
3. Approve Agenda

Discussion: No discussion.

Action: Motion by Martin (Rosemount) to approve the agenda. Second by Miller
(Eagan). Motion passed.

CONSENT AGENDA

4. Consent Agenda — Executive Committee Chair

Approve minutes of September 4t 2024 regular meeting
Approve July, August, & September 2024 paid claims
Receive September 2024 unaudited financial report

Receive executed contracts

Receive October 2024 operations committee meeting minutes
Recommend 2025 Depository Appointment

Recommend approval of 2024 Audit Engagement Agreement
Approve 2025 meeting schedule

Recommend approval of 2025 employee handbook updates
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Discussion: No discussion.

Action: Motion by McKnight (Dakota County) to approve the consent agenda as
presented. Second by Miller (Lakeville). Motion passed.

REGULAR AGENDA



Action Items
5. Executive Director Performance Evaluation
Discussion:

Wietecha (Hastings) informed members that while this item was personnel-related,
Director Hieserich indicated she was OK to continue the discussion in the open.
Consensus expressed no opposition to continuing the discussion accordingly.

Wietecha recapped the 2024 performance evaluation process stating that member
feedback was solicited and gathered during the month of October. Wietecha thanked
members for the improved participation, stating that 11 of the 12 member organizations
responded. Wietecha continued, stating that feedback was reviewed by the workgroup
including himself, Farmington Administrator Lynn Gorski, and South St. Paul
Administrator Ryan Garcia, and then reviewed with Director Hieserich. Wietecha noted
that hard copies of the compiled data were available for review during his report if
desired.

Wietecha reported that feedback was very positive, resulting in an overall ranking of 4.7
out of 5. Wietecha detailed how Hieserich received a perfect 5/5 score for her job
knowledge. Specific to her strengths, Wietecha noted that Hieserich received very high
scores for her communication and interpersonal skills, along with her professionalism,
accountability, planning innovation, and goal setting. Wietecha referred to areas for
improvement and noted that there were no identified deficiencies, and that member
feedback suggested a review of current standards measurements and the development
of a succession plan.

Martin (Rosemount) commented that he appreciated the digitized process. Wietecha
(Hastings) acknowledged and stated that one thing that was subject to change going
forward, was receipt and compilation of feedback. Wietecha noted that while it was a
light lift, the effort should be facilitated by someone other than the Director’s staff.
Wietecha reminded the Committee Dakota County facilitated the 2023 review process
but was no longer offering HR support services. Wietecha commented that Director
Hieserich was conversing with a couple of member agencies about providing high-level
HR support services going forward. Hieserich (Dakota 911) explained that, in 2025, she
anticipated presenting this member agency support agreement, along with some other
contracts for HR services that included leave administration and 360 performance
evaluations for the directors.

Miller (Lakeville) asked if the report to the Board of Directors would include anything
related to compensation. Hieserich (Dakota 911) clarified that prior to her employment
with Dakota 911, governance placed the two director positions on the step
compensation structure so if her performance was deemed satisfactory, there would be
no recommendation needed. She would simply move to the next step of the structure.

Lawell (Apple Valley) referred to the process and complimented Chair Wietecha for
wrangling responses. Wietecha (Hastings) acknowledged how expecting the Executive



Committee members to collect and compile feedback from their respective chiefs and
elected officials was a big lift, but it was important.

Dahlstrom (Law Enforcement Operations Chair) stated that on behalf of the LE Ops
chiefs, the group was very satisfied with the whole team. Dahlstrom referred to excellent
communication and new initiatives and stated there was nothing but positive feedback.

Hieserich (Dakota 911) recognized the time and effort put toward the annual
performance evaluation and commented that she greatly appreciated the feedback.
Hieserich noted a couple of key pieces that drew her attention, one of which was
addressing the communication gaps during service disruptions. Hieserich stated that
she welcomed and wanted feedback and invited members to reach out anytime with
suggestions and concerns.

Action: Motion by Lawell (Apple Valley) to recommend receipt and approval of the 2024
Executive Director Performance Evaluation report, reflecting a good performance rating.
Second by Martin (Rosemount). Motion passed.

6. Audio/Data logging Solution Contract

Discussion:

Hieserich (Dakota 911) noted that the replacement of the current Audio/Data Logging
Solution was a key effort identified in the 2024 budget. Hieserich explained that the
project began mid-2024 with a competitive procurement process. Hieserich continued
explaining how PSC Alliance facilitated the effort, which resulted in the receipt of 4
proposals ranging in costs from $159,000 - $567,000. Hieserich informed members that
she was very excited about the recommendation to engage Northland and Companies
for their RevCord ALRS. Hieserich reported that not only was Northland and Companies
local to Burnsville, but she and Dakota 911 had previous experience with the
organization. Hieserich stated that it was believed that the RevCord product
represented the best value for services and included enhancements like Artificial
Intelligence assisted key word alerting and evaluation support. Hieserich informed
members that the total cost for RevCord was $449,000, which included 5 years of
maintenance and Al services. Hieserich stated that Dakota 911 planned to apply
$130,000 of NextGen appropriations toward the cost. Hieserich reminded that NextGen
appropriations were required to be spent by June of 2025. Hieserich stated that if
approved by the Board, implementation could begin before the end of the year 2024.

Dahlstrom (Rosemount) referred to Artificial Intelligence and asked for an example of
how that might be used. Hieserich explained how Al assistance could improve Dakota
911’s quality assurance program and noted that nearly 100% of calls could be screened
for certain criteria related to service quality, including key words and voice inflection.
Comparatively speaking, Hieserich stated that staff were currently performing QA/QI
only on EMD calls, which was approximately 1% of calls. Hieserich emphasized that law
enforcement calls should be evaluated for quality as well and stated that this hasn’t
been possible with one QA support position. Hieserich added that Dakota 911 would



have to add several QA support positions to provide the level of support this assistive
technology has the potential to support.

Action: Motion by Gorski (Farmington) to recommend approval of the contract with
Northland and Companies for the RevCord ALRS. Second by Jacobson (Mendota
Heights). Motion passed.

7. Seculore Cybersecurity Services

Discussion:

Hieserich (Dakota 911) noted that another key project planned for 2024 was improving
Dakota 911’s cybersecurity posture. Hieserich stated staff had undergone an extensive
review of vendors and Seculore had been selected as the vendor of choice. Hieserich
stated that Seculore was well-known in the industry and public service sector and was
involved in developing standards and CJIS security requirements. Hieserich recapped
the comprehensive package which included three main components including cyber
benchmarking and policy development, security monitoring services, and incident
response support. Hieserich continued, stating that this purchase would be covered by
the one-time NextGen 911 appropriation funding.

Lawell (Apple Valley) referred to the 1-time expense of $51,000 and acknowledged that
it was accounted for in the budget. Lawell then referred to the $32,000 annual expense
and asked if that was also anticipated in the budget. Hieserich (Dakota 911) confirmed
that while the exact costs weren’t clear at the time of the 2025 budget, they were
estimated and anticipated in the approved 2025 budget. Hieserich added that the
annual costs were projected into future budget years.

Wietecha (Hastings) asked how Dakota 911 handled IT support currently. Hieserich
(Dakota 911) explained that Dakota 911 has lean IT support with 2 staffed technical
support staff providing front-line helpdesk level support. Hieserich stated that Dakota
911 contracts with LOGIS for contracted support and managed services. Hieserich
explained, however, that while LOGIS offered Security as a Service (SAAS), it was not
yet equipped to provide this robust level of cybersecurity support.

Action: Motion by Miller (Lakeville) to approve the Seculore contract for cybersecurity
services. Second by Martin (Rosemount). Motion approved.

8. Dakota County Legal Services Agreement

Discussion:

Hieserich (Dakota 911) explained how the Dakota County Legal Services Agreement
was a renewal of the existing legal services agreement which expires at the end of
2024. Hieserich reported that the contract reflects a 2-year term and basic fee increases
of 3% each year.

Martin (Rosemount) commented that as the consortium looked forward to Dakota
County assistance with fixed costs, it seemed silly to have to enter into an agreement



for the services. Martin added that it seemed unnecessary to be passing money
amongst each other.

Action: Motion by Miller (Eagan) to recommend approval of the Dakota County Legal
Services Agreement. Second by Gorski (Farmington). Motion passed.

Information Updates/Discussion Items

9. 2025 Health Insurance Memorandums of Agreement

Discussion:

Hieserich (Dakota 911) referred to 2025 Health Insurance Memorandums of Agreement
executed with the two bargaining units. Hieserich reminded members that Dakota 911
participated in the LOGIS Health Insurance pool, and as a member of that pool, was
subject to any plan changes made by the pool. Hieserich stated that two plans were
being discontinued, a mid-collective bargaining agreement. Hieserich explained that the
MOAs capture the changes, including the addition of a new higher deductible HSA
option, along with employer contributions to that plan. Hieserich added that the MOAs
captured new premium splits which shared 2025 increases. Hieserich assured that all
changes were within the approved budget, and this item was informational only.

Lawell (Apple Valley) referred to the 5 premium rating bands within the LOGIS Pool and
asked where Dakota 911 fell within those bands. Hildebrandt (Dakota 911) explained
that due to lower claims experience than other agencies in the pool Dakota 911 had
benefited from movement from band C to band D, bearing less of the increase than
groups in the A, B or C bands for the 2025 plan year.

Action: No action. Information update.

10. Data Governance Policy

Discussion:

Hieserich commented that a question about data ownership came out of a conversation
at the County Commissioner level, and how there was no formalized data sharing policy
between Dakota 911 and member agencies. Hieserich expressed how the intent of the
policy being considered was to ensure members understood how Dakota 911
responded to data requests. Hieserich acknowledged that it was because of variables
that contributed to each data request, the policy was intentionally high-level. Hieserich
noted that the policy was intended to capture how, while some data like call recordings
may be owned by Dakota 911, much data was shared depending on the members’ role
and contribution to the data. Hieserich advised that most of the time, regardless of
Dakota 911 data ownership, the member agency was consulted before any information
was released. Hieserich continued, stating that in most cases data requests were
referred to the originating member agency for redaction and release according to the
member’s policy. Hieserich stated that the draft document was created by Dakota 911 in
concert with Dakota County Attorney’s Office, and if feedback was favorable, the policy
would be brought back to the February 2025 meeting for formalization.



Lawell (Apple Valley) asked if the policy had been reviewed by the operations
committees. Hieserich (Dakota 911) responded that it had not been reviewed by the
operations committees yet as it wasn't finalized in time for those meetings. Hieserich
clarified that most operations committee partners already understood the process and
that Dakota 911 was directing data requests to the member agency. Hieserich noted
that she would make sure the policy went before the operations groups to ensure
everyone was on the same page. Lawell (Apple Valley) acknowledged that there was no
change from current practice. Dahlstrom (LE Ops Committee Chair) confirmed but
added that it could be discussed at the upcoming Chiefs meeting on November 8.
Hieserich (Dakota 911) confirmed.

Miller (Lakeville) commented that it made sense to have a policy, and he had run it past
his police chief who agreed it was formalization of what was already being done. Miller
added that he appreciated the flexibility in vague policies, but he was a bit hung up on
the reference to “when D911 receives a request for data that is clearly public, D911 will
respond”. Miller questioned how that statement might be interpreted from administration
to administration. Miller suggested it may be a good idea to get input from the
operations group. Hieserich (Dakota 911) acknowledged and clarified that if the request
was simply for summary data, basic stats, and clear public information, that is when
Dakota 911 might release the information. Miller (Lakeville) acknowledged that it may
not be a problem until it is.

Dahlstrom (LE Ops Chair) asked where the liability fell if there was a mistake. Hieserich
(Dakota 911) noted that it depended on the data in question and who made the mistake.
Hieserich reiterated that this just reinforces the current practice to refer the data
requests to member agencies for release in accordance with their practices and
policies. Hieserich continued, stating that she was open to suggestions and thoughts
on how to refine, and it may be a better discussion held offline. Jungmann (Burnsville)
suggested there may be risk of how different city attorneys and departments interpreted
and handled the policy and releases. Jungmann agreed that most requests started with
the member agency operations group.

Hieserich agreed to engage the operations groups for additional feedback.

Action: No action.

11. Dakota 911 Project and Goals Update

Discussion:

Hieserich (Dakota 911) provided an update on the status of Dakota 911’s 2024 goals
and objectives and noted a narrative summary capturing current status in the packet.
Action: No action. Information update.

12. Executive Director Report

Discussion:
PST Staffing — Hieserich (Dakota 911) noted that public safety telecommunicator gross



staffing was at 54 of the 55 authorized level, and 11 of those PSTs were in various
stages of training.

State/ECN Updates — Hieserich (Dakota 911) updated that the ECN had not yet
identified it’'s new Director and Program Manager, so state led projects had been stalled
pending filling of those positions.

Regional Updates — Hieserich (Dakota 911) reinforced that the regional PSAP group still
had the same priority, Data Sharing via CAD to CAD, and was hoping for funding
assistance from the State. Hieserich referred to the current school indoor mapping effort
and the $7,000,000 awarded in support of the project and noted that the MESB was in
the early stages of facilitating that process for the region.

Statistics — Hieserich (Dakota 911) informed members that staff had recently identified
an error with call answer time statistics that had been reported incorrectly for several
years. The data was not pulled from the correct source, resulting in a slight change to
call answer times. Hieserich referred to the Call Answering Times stat and stated that
while the discrepancy was minor, the 100% satisfaction rate for calls answered within
15 seconds was more like 98%. Hieserich assured that staff was working with Motorola
to review and validate data currently being reported, but in the meantime, reports may
give the appearance that the level of service had decreased, which it hasn't.

Martin (Rosemount) asked if this message would be shared with the Board of Directors.
Hieserich (Dakota 911) assured that the Board would receive the same message.

BOD appointments — Hieserich (Dakota 911) informed members that they should be
receiving letters reminding them that they may need to designate their Dakota 911
Board of Directors representatives. Hieserich stated that while it is a required action for
7 agencies, it may also be necessary for the other 5 agencies subject to internal policy
or recent election results.

Action: No action. Information update.

OTHER BUSINESS

Lawell (Apple Valley) referred to the non-emergency online service requests effort and
asked what the status of that project was. Hieserich (Dakota 911) reported that the
service was up and running, and staff was in the early stages of socializing the service
with the operations committees. Hieserich stated that the service was primarily being
used by members PDs in their lobbies, and for those who had embraced it, the
feedback was very favorable. Hieserich added that staff attending outreach events were
also socializing the new service with the public.

Lawell (Apple Valley) referred to the URL and expressed concern that it was very long
and may be difficult for citizens to embrace. Lawell continued, suggesting it may be
better to direct people to the Dakota 911 website for that service. Hieserich (Dakota



911) explained that the link was already available on the Dakota 911 website. Hieserich
advised that the URL was not being shared publicly. Instead, a QR code was available
for people to scan and be immediately redirected. Hieserich explained that residents
were more likely to search a member agency’s website for the online service request
versus Dakota 911’s website. As such, Hieserich encouraged members to consider
posting a link to their websites as well.

Dahlstrom (LE Ops Chair) referred to the many years the consortium had been
marketing 911 for all, and how posting this QR code in member lobbies, and using the
service for non-emergency service requests, might be a great first step toward
separating emergency and non-emergency needs. Dahlstrom continued, suggesting it
may also be beneficial for department lobby phones to be programmed to direct to the
non-emergency number instead of 911.

Hieserich (Dakota 911) noted that Dahlstrom’s comments were a good segway to
preliminary conversations being had with operational committees about departing from
the “911 for all” message the consortium decided upon years ago. Hieserich explained
that this topic had been discussed at the operations committee level, and that the
concern with 911 for all was shared amongst the membership. Hieserich explained that
the “911 for all” message is inconsistent with both local and national messaging on the
use of 911 and makes the 911 call triage process more difficult. It also adds risk by
increasing the likelihood of reaching call capacity and true emergency calls receiving
either a busy signal or call routing complications. Hieserich noted that she understood
the reasons behind how the consortium arrived at the message, including simplicity for
citizens, and multiple area codes in the County. Hieserich noted that the intent wasn’t to
push out a massive change in direction, but to start encouraging the non-emergency
contact options as well. Hieserich assured members that staff would never refuse
service on the 911 line.

Lawell (Apple Valley) commented that the Apple Valley PD had already put out some
information on the use of SPARK online service requests, and to not use 911 anymore.
Hieserich (Dakota 911) acknowledged that some members have the “911 for all”
message while others are not promoting it.

Dahlstrom (LE Ops Committee Chair) noted that he had personally used the online
service request feature and that it was very user-friendly. Dahlstrom added that member
agencies have the option of directing lobby visitors to the QR code or providing the
added service level of doing it for/with them.

Jungmann (Burnsville) commented that it would take some time to unwind the “911 for
all” message. Martin (Rosemount) agreed, suggesting a coordinated /marketing
campaign to flood the county with the message. Hieserich (Dakota 911) commented
that it was a great idea, and the first step was this preliminary socializing of the idea with
members to gauge interest.

Wietecha (Hastings) asked if it would be appropriate to bring the topic to the
November/December Managers roundtable for further discussion. Hieserich (Dakota



911) commented that she’d love the opportunity to attend the manager’s meeting to
socialize the idea.

Miller (Eagan) noted that she had conversations with her police chief who expressed
some concerns. Miller asked if there was clear unanimity on the topic. Hieserich
(Dakota 911) clarified that there were two topics being discussed. The first was the
online service requests, and there was not unanimity on that topic. Hieserich reported
that the SPARK system was very robust and could have parameters built-in that would
redirect users to the agency’s online reporting system when applicable. Hieserich
reiterated that the use of the online request for service, while encouraged by Dakota
911, was not required of all agencies. Hieserich referred to the second topic, related to
dis-engaging the "911 for all” message and stated that this change received strong
support from the operations groups, and she had not heard of any opposition. Hieserich
stated, however, that she was still gathering feedback.

Dahlstrom (LE Ops Committee Chair) referred to the online request for service and
stated that while some reported already having an online reporting option, he didn’t hear
that anyone was strongly against the broader message behind the tool. Dahlstrom
continued stating there was a Chiefs meeting on 11/8 where it could be brought up
again.

Lawell (Apple Valley) referred to the non-emergency calls coming into 911 and asked if
Dakota 911 was receiving calls on 911 for everything, not just Fire/EMS/Law response.
Hieserich (Dakota 911) confirmed that Dakota 911 was receiving calls for everything.
Lawell (Apple Valley) suggested moving away from the “911 for all” was a big enough
change that there should be a communication plan. Hieserich (Dakota 911) agreed and
offered to bring a draft communication plan back to the February meeting, dependent on
feedback received from the City Managers meeting.

ADJOURN

Action: Motion by Miller (Eagan) to adjourn. Second by Jungmann (Burnsville). Motion
passed. The meeting adjourned at 4:06pm.

NEXT REGULAR MEETING
February 5, 2025
3:00pm
Dakota 911 Training Room



