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February 17, 2021

Melissa N. McCaw

Secretary, Office of Policy and Management
450 Capitol Avenue

Hartford, CT 06106

Dear Secretary McCaw:

Enclosed please find the Capitol Region Council of Government’s submission as a condition of
our Notice of Grant Award for plans the following:

e Consolidation of Public Safety Answering Points (PSAPs),
e Establishing a phase-in approach to municipal assessment, and
e Implementing our Council of Government’s top three (3) priorities

Included in the submission is a unified CTCOG plan that addresses the statewide commonalities
for first two items. CRCOG’s specific plan is also included in this submission.

We look forward to your review of this submission and would be happy to offer you additional
information to our many projects, programs and services that are supported by the Regional
Services Grant. We thank you for your attention to the Regional Services Grant and the many
benefits it provides to our thirty-eight member towns.

Please feel free to contact me or CRCOG’s Chief Operating Officer, Pauline Yoder, with any
follow-up questions you may have.

Thank you for your time and the opportunity to provide you this information.

Sincerely,

Lmray, PhD

Executive Director

Cc: Martin Heft, OPM
Dan Morley, OPM
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Background

In response to CT OPM Secretary McCaw’s instruction and conditions for the fourth quarter
payment of the Regional Services Grant, CRCOG is submitting a plan for the following:

* Consolidation of Public Safety Answering Points (PSAPs);
e Establishing a phase-in approach to municipal assessment; and
¢ Implementing your CRCOG’s top three (3) priorities.

CRCOG is incorporating the entirety of CTCOG’s Report regarding Public Safety Answering
Points and Municipal Assessment as part of its plan and response to Secretary McCaw’s
request.

Overview

CRCOG has been a regional leader in providing regional opportunities and services to CRCOG
member towns and other municipalities within the state of Connecticut. CRCOG’s Cooperative
Purchasing organization, the CRCOG Regional Purchasing Council, boasts 111 members.
CRCOG's IT Services Cooperative which encompasses many services, has 61 participating towns,
and CRCOG’s Job Order Contracting program recently surpassed $50 million in projects. In
addition, CRCOG has undertaken initiatives (either with state grants or of CRCOG’s own
initiative), including the www.nutmeghr.org portal which provides municipalities with a variety

of Human Resources related resources; the Electronic Document Management System, which
recently launched into program mode, and the Cybersecurity initiative, which provides
municipalities with assessment and remediation opportunities as well as model municipal
cybersecurity policies. Moreover, CRCOG is the fiduciary for DEMHS Region 3 Homeland
Security funds and has been for more than 15 years. Each of CRCOG’s Programs add value and
create efficiencies for our municipalities.

In FY 2017-2018 as part of its strategic planning, CRCOG conducted a survey of its members to
gauge interest in various regional programs. Both Public Service Answering Points (PSAPs) and
Regional Assessment were topics discussed in that survey. In 2019-2020 CRCOG conducted a
benchmarking study of municipal assessment against similar sized counties with similar
assessment schedules and requirements. In addition to other resources, the plan of those
potential projects will reference the 2017-2018 survey of CRCOG members as well as the 2019-
2020 benchmarking study.


http://www.nutmeghr.org/

Plan to Regionalize Public Safety Answering Points

The CRCOG region has a combination of some consolidated PSAPs (either regional or multi-
town) and some standalone PSAPs. Twenty-two of CRCOG members are standalone PSAPs and
16 are either consolidated with another municipality or part of a regional PSAPs. It is important
to note that of the CRCOG members that are part of regional PSAPs or multi-town PSAPs many
cross current COG borders.

Challenges to Consolidation

It is important to note that if any savings are realized from PSAP consolidation, there will not be
a corresponding reduction in state taxes. The 911-surcharge on phone bills could be reduced as
a result, but because PSAPs are not funded by state tax revenue, more efficient and effective
PSAPs will not result in tax reductions or state expense reductions.

The CTCOG plan clearly lays out challenges for PSAP regionalization.
CRCOG and Regional PSAPs

CRCOG's survey from 2017-2018 of its members for potential regional services showed the
Regional Dispatch Centers (along with Regional prison Holding Cells where that may become
necessary with some dark stations) ranked the lowest of all the projects proposed. In addition,
within CRCOG’s Public Safety committees and groups, opposition to Regional PSAPs run high.

Councils of Governments, by their nature, are in a challenging position regarding PSAP
consolidation. The COG’s primary constituents are the member municipalities and COG’s are
primarily planning organizations, not operational organizations. Moreover, many of the current
regional PSAPs cross current COG boundaries. Finally, CRCOG’s regional initiatives are all based
on a voluntary participation model. Effective consolidation of PSAPs would make a complete
voluntary participation model very hard to implement.

CRCOG believes the COGs can act as educators and supporters of Regional PSAPs but by their
very nature and the primary constituents and expertise, CRCOG believes the ultimate
consolidators and actors in implementing regional PSAPs must be the state working with the
COGs, municipalities and appropriate stakeholders to create Regional PSAP authorities.

CRCOG Planned Activities for 2021-2022

The CTCOG plan shows potential paths for the way forward. CRCOG does have specific activities
planned for the CRCOG region.

In its support of Regional PSAPs, in FY 2021-2022 CRCOG will conduct the following:



e Survey membership in understanding needs and attitudes for Regional PSAPs. This
survey would encompass Chief Elected Officials, Chief Administrative Officers, Chiefs of
Police and Fire and any other stakeholders.

e Create a preliminary executive summary that outlines investments and goals necessary
for regionalization of PSAPs

Plan for Regional Municipal Property Assessment

CTCOG’s report regarding Municipal Assessment covers CRCOG's activities and plans. The
following outlines planned CRCOG specific undertakings for FY 21-22

CRCOG’s Previous Activities Regarding Municipal Property Assessment

As part of its Municipal Services Workplan, in 2019-2020 CRCOG undertook a benchmark study
of the region’s assessment. Specifically, the benchmark study compared the CRCOG region
with Hennepin County, MN and Pima County, AZ, both which assess personal property (an
important role in assessments in Connecticut). The comparison was not truly apples to apples
primarily because motor vehicle appraisal is conducted by the state in both those counties. The
study showed that there was potential for cost efficiency, but when motor vehicle property is
considered, CRCOG towns appear to be at least as efficient if not more efficient than the other
two counties.

A 2014 1AAO Study: Staffing Assessment Study in Canada and U.S. showed that the Average FTE
per office is 15 with a median of 5. CRCOG average is 3. In addition, the Average Parcel per FTE
is 3,123. CRCOG is 2,590 —3,053, slightly below average. The IAAO Study, however, does not
consider personal property appraisals in its average parcel per FTE.

CRCOG’s Plan for Regional Property Assessment

Based on the base benchmark study, CRCOG proposes to conduct the following in FY 21-22.
The CRCOG’s Benchmark Study in 2019-2020 was at a very high level regarding CRCOG's
individual town’s assessments. In 2021-2022 CRCOG will:

e Undertake an inventory of CRCOG’s assessment practices:

o As noted in the CTCOG report, there are variations across towns on how
assessment and revaluations are conducted (data mailers, required visual
inspection, etc.). CRCOG will undertake an inventory of each CRCOG municipality
to document and understand how practices vary.

o Inventory office hours: One of the issues with the smaller towns have
anecdotally been the lack of availability of the part-time assessor. CRCOG will
inventory each municipality’s assessor office hours.



e The inventory above will guide CRCOG in determining the next steps necessary for
regionalization including any standardization that may be needed to assist in that
process as well as the small towns that could be interested in participating in shared
assessment to increase their service hours. CRCOG’s Opportunity Areas for Future
Regionalization

Regional Priority Areas

CRCOG submitted areas of priority in its December 2019 report. This is an update on those
areas and additional areas CRCOG is focusing on regarding regionalization.

Update on December 2019 Report Areas
On-Call Human Resources

Many small towns have a need for human resources assistance. They are not large enough to
have a human resources person on staff, however, they have human resources issues or need
assistance in various human resources areas. In spring of 2020, CRCOG created a program for
its small towns for Human Resources on-call consultants. This program has been up and running
since May of 2020 and although CRCOG will increase promotion of the program, CRCOG
believes this need can now be met through CRCOG’s new program.

Electronic Document Management System (EDMS) Program Expansion

CRCOG's current EDMS program launched into program phase in October of 2020. The current
program includes agenda management, HR File management, and Land Use documents.
CRCOG continues to work towards expanding the program to enable more municipalities to
take advantage of this resource. CRCOG considers the EDMS program to be one of many
resources available to municipalities across Connecticut.

School/Town Back Office Consolidation Assistance to Towns

CRCOG submitted a Regional Performance Incentive Program Grant proposal to create
School/Town Back Office Consolidation templates for the towns. Some CRCOG members have
already consolidated this area, and this is of high interest for some of our members. CRCOG
still believes a program to assist towns in implementing school/town back-office consolidation
could enable towns to realize efficiencies within the municipalities. Given municipal and
member interest, CRCOG will continue to explore avenues to assist towns in this area.

Consistent High Resolution State-wide Orthographic Aerial Acquisition (every 4 to 5 years)

CRCOG continues to strongly advocate for consistent state-wide high-resolution aerial
acquisitions every 4 to 5 years. This would be a benefit to the state and all regions and should
be a consistent part of the state’s budget.



Additional On-Going Areas of Activity in 2020-2021 and 2021-2022

In addition to the priority areas outlined above, and the COVID-19 support areas outlined in the
CTCOG report, CRCOG has used the Regional Services Grant funding for a variety of shared and
regional services. Although these have not been identified as areas of priority, they are all
services and projects CRCOG continues to offer and pursue. Some of those services and
programs are as follows:

Capitol Region Purchasing Council
¢ Annual Bids (up to 20 bids per year)
e Energy Consortia (Reverse Auctions for Electricity completed in 2020)
o ezIQC (Job Order Contracting — bid completed in October 2020)
IT Services Cooperative
e Regional Online Permitting
e Fiber Infrastructure (SERTEX)
e General IT Services (Novus Insights)
e CRCOG Data Center (includes Hosting Services / Disaster Recovery)
¢ Voice over Internet Protocol (VolP)
e Cybersecurity Program (Services and Model Policies)
e Time and Attendance Software
HR-Portal
¢ Salary Survey and Reporting Module
e Model Documents
¢ Sample Document Library
e Interview Panel
Solid Waste/Materials Management RFP’s or RFI's
o Textile Recycling
e Curbside Textile Recycling (planning stages in 2020-2021)
e Curbside Food waste Pick-up (planning stages in 2020-2021)
Other On-Going Programs
e Regional Online GIS System
Public Safety and Security Related Programs
e Support of the Capitol Region Citizen Corps Council and its Community
Emergency Response Teams (CERT)
e Support of Capitol Region Emergency Planning Council and its Emergency
Support Functions (ESF’s)
e Regional Cybersecurity Task Force
Transportation and Planning Related Programs
e Land use zoning referrals
o Software for scenario planning and other transportation planning
Statutorily Required Areas
e Human Services Coordinating Council
e Regional election monitor




Priority Areas for 2021-2022

CRCOG continues to explore ways to make municipalities more efficient in their back-end
processes.

Regional Job Portal

One area of recent request in helping our members was a regional on-line job-application
portal. The regional on-line job application portal would serve as a central point where
applicants could apply to multiple municipalities and allow smaller towns without on-line
application ability to be able to offer an on-line application to applicants. CRCOG will work with
interested towns to offer this as a potential area of expansion of nutmeghr.org.

Expansion of Purchasing Council, IT Services and Shared Services

CRCOG has robust offerings in its commodity bids, energy consortium, IT services and other
service areas. CRCOG will explore opportunities to offer additional commodities and services as
well as expanding usage of current programs.

School/Town Back Office Consolidation Assistance to Towns

School/Town back-office consolidation continues to be an area of interest by many CRCOG
members. CRCOG will continue to work with its interested members to find avenues for
furthering school/town back-office consolidation.



CRCOG-MetroCOG-RiverCOG
NECCOG-NVCOG-NHCOG
SCRCOG-SCCOG-WestCOG

CT Council of Governments Report:
Public Safety Answering Points & Municipal
Assessment

The Secretary of the Office of Policy and Management Secretary has requested that the state’s
Councils of Governments (COGs) submit reports showing plans for consolidation of Public
Service Answering Points (PSAPs) and establishing a phase-in approach to municipal
assessment, as well as implementing the COGs top three (3) priorities. Because both PSAPs and
assessment are state-wide issues with many common themes for the COGs, the Connecticut
Association of Councils of Governments (CTCOG) is submitting a unified report for those
common themes and plans. Individual COGs may or may not expound on additional points or
information or progress that may be unique to their regions in their individualized reports to
the Secretary. Moreover, each COG will report individually on progress regarding its three
highest priorities listed in its December 2019 report to the Secretary.

In addition, since the inception of the pandemic in the spring of 2020, COG’s have been
requested by the State to perform multiple functions regarding COVID recovery, including
forming and staffing Regional Long Term Recovery Steering Committees and attending
numerous meetings regarding COVID response and recovery. For this Fiscal Year, this effort is
being funded by Regional Service Grant (RSG) funds. CTCOG is including in this report a section
regarding work that all COGs have been performing for the COVID recovery efforts, because
COVID recovery has become a priority for all COGs at this time.

Samuel S. Gold, AICP, Chair Matt Fulda, Vice Chair Francis Pickering, Sec/Treasurer
sgold@rivercog.org mfulda@ctmetro.org fpickering@westcog.org
860-581-8564 203 366 5405 X26 475-323-2070
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1. Public Safety Answering Points

CTCOG has long recognized the benefits and the potential of PSAP consolidation. The 2012
Kimball report commissioned by the State and referenced in many previous reports is still
applicable today. The report concluded that 3 Regional PSAP centers statewide would be ideal
for the State of Connecticut. Understanding that consolidation to 3 PSAPS is likely not
achievable, there are still potential gains and efficiencies that could be achieved through
smaller-scale consolidation.

The largest difference between 2012 and today, almost 10 years later is technological advance
both in physical infrastructure (hardware) and software. On the hardware side, a robust fiber
connection has been established between police and fire stations. The Public Safety Data
Network (PSDN) is a high speed fiber optic network that serves as a dedicated data transport
infrastructure and interconnectivity pathway for public safety and government applications and
services throughout the state. The network consists of approximately 8,800 miles of fiber
connecting 515 nodes or Points of Interest (POIs) and is designed with the highest level of
redundancy. This network connects the 110 PSAPs in Connecticut that provide the 911
Emergency Answering service to the citizens of the state. On the software side, potentially
viable alternatives to on-premises installations have become available and experienced
substantial market uptake. The PSDN could provide the infrastructure and opportunities for
leveraging cloud computing and other new technologies in public safety and PSAPs.

1.1. Opportunities for the Way Forward

CTCOG sees several potential paths as opportunity areas to consolidated PSAPs that meet
economies of scale and would work with the COG structure:

e Establish virtual regional PSAPs.
e Stand-up a regional system and offer a voluntary buy-in solution for municipalities.

» Critical Elements from the State

In order to move forward with discussions on consolidation there are actions from the State
that would pave the way to enable COGs to assist or achieve PSAP consolidation.

Clear goals and definition of acceptable consolidation. Statewide, there are 110 PSAPs.
Numerous reports and studies have made it clear that that is too many. CTCOG agrees,
although not every stakeholder may concur with this assessment. CTCOG proposes the State
define two straightforward and simple metrics as targets, or at a minimum, soft goals. These
goals would give COGs the ability to encourage members and showcase the benefits of
consolidated emergency response.

e Call volume (daily, weekly, or annual)
e Ability to respond to larger emergencies (this could be measured by FTEs or the ability
to take X number of calls within a short time period)



e Set goals based on national standards or averages (such as the number transfers,
response times or others). The state could set goals that require PSAPs to meet or
exceed Next Generation 911 standards (such as APCO, NENA, etc.) and to encourage
voluntary consolidation.

Effective subsidizing. Currently, most PSAPs have very little or no financial incentive for
consolidation. Currently, there may be a disconnect between PSAP leadership and municipal
leadership. This, we believe, should be corrected. One solution is that the statute be modified
to require both municipal CEO representation and a comprehensive annual report to each
community served. Within such report should be a consideration of consolidation or sharing of
services to reduce costs and improve efficiencies. The current subsidy does not encourage or
incentivize consolidation. Gradually changing the formula over multiple years to reward
consolidation would give additional incentives to the municipalities.

The state could and should define what constitutes "regional" or a minimum "critical mass" to
qualify as a PSAP eligible for subsidy. House Bill 6052 and HB 6302 have likely been introduced
as potential vehicles to structure a PSAP consolidation process. The current language of 6302
does set a threshold of PSAPs serving populations of 40,000 - similar to previous legislative
proposals. The previous legislative proposals did not provide enough incentive for
municipalities with standalone PSAPS. An effective incentive rewarding consolidation would be
significantly more impactful than these proposals.

Encourage municipalities to understand the benefits. The primary benefits of consolidation are
in quality of service and better response times, which is often critical in situations of life-or-
death. A primary reason for PSAP consolidation is the opportunity for better response times in

a disaster or major emergency. Simply put, it is the ability to answer and respond to emergency
calls that matters most. Call transfers risk losing calls and delays that may cost lives. Many of
the smaller PSAPs were overwhelmed during some of the recent weather events (the
microburst that affected many Connecticut towns readily comes to mind) and a consolidated
PSAP would have been better able to handle those emergencies. This benefit needs to be
stressed with the municipalities through existing communication channels.

Significant state capital investment. Building consolidated regional centers, or moving to
consolidated regional centers, will require significant capital investment. When towns need to
upgrade outdated equipment or upgrade their CAD/RMS system, the state could encourage
consolidation by offering significant state investment if the municipality is moving to a
consolidated model.

Encourage a long-range view of consolidation. With clear goals laid out, the State can
encourage municipalities over the long-term to consolidate and reap the benefits of
consolidation. Savings and efficiencies will be gained, but those savings will be over the long-
haul. Large PSAP consolidation will take five years if done aggressively. The monetary savings
from those five years will be reaped years after that consolidation takes place.


https://www.cga.ct.gov/2021/TOB/H/PDF/2021HB-06052-R00-HB.PDF
https://www.cga.ct.gov/2021/TOB/H/PDF/2021HB-06302-R00-HB.PDF

CAD/Mobile Systems. There should not be an assumption that PSAPs can easily consolidate
using the existing CAD/Mobile systems. A consolidation process should include an assessment
of the current CAD/Mobile system and evaluate other systems that may improve public safety
operations. In addition, most of the departments use an integrated CAD/RMS (Records
Management System) and police and Fire RMS should be a component of a PSAP consolidation
project.

GIS/Mapping. — Modern CAD/Mobile systems are mapping centric. The public safety grade GIS
data should meet NG911 GIS standards.

1.2. Virtual Regional PSAPs

The State has made significant investment in its robust fiber optic network and Connecticut
Statewide Police Emergency Radio Network. Currently almost every firehouse or police station
is connected to these networks. There is potential to leverage the networks and create Virtual
Regional PSAPs.

Many commercial call centers today actually are answered from the customer service
representatives’ individual homes, saving costs, as well as providing flexibility and resiliency.
From the outside, a Virtual Regional PSAPs would appear as a single PSAP but from the back-
end perspective, the locations of the actual “Regional PSAP” would be dispersed across the
participating municipalities. This virtual PSAP would address concerns related to dark stations,
understaffing and excessive call volume.

CTCOG is interested in exploring the possibility of virtual regional PSAPs including the necessary
infrastructure, required equipment and other technical aspects of virtual consolidation. From a
high level, it appears that the current infrastructure could be used, but a deeper review would
be necessary to verify what is required and identify deficiencies in the current infrastructure.
Although individual COGs may vary, CTCOG sees this as a potential option worth pursuing and
plan to explore the “how-to” and options in further detail during the next fiscal year.

1.3. Voluntary Buy-in Solution

The second way forward for large PSAP consolidation is standing up a regional PSAP with two or
more key municipalities and creating a structure for other municipalities to “buy-in” as their
equipment or software needs require updating and replacement.

This is a more traditional model of larger scale PSAP consolidation. Depending on the region, it
is possible an existing PSAP could be used as the base for the consolidation and “adding”
additional municipalities and functions.

Some areas in Connecticut already have this structure in place and can add additional members
(within a certain size) with the right incentives. Other areas in Connecticut would require
willing partners and significant capital investment to set-up a consolidated buy-in solution.



1.4. Challenges

As with all plans, programs and opportunities, consolidated PSAPs are not without specific
challenges. CTCOG will address a few major themes in the challenges that CTCOG, in general,
has faced when discussing PSAP consolidation with its members. The challenges can be divided
into two major categories: technical and people. CTCOG believes the technical challenges can
be overcome with the right planning and careful implementation. The people challenges are
the ones in which CTCOG believes state incentives and encouragement will be key.

» Technical Challenges

The technical challenges to consolidation are: cost, systems integration, and effective service
provision.

Cost. With the Virtual Regional PSAPs, it is likely the initial capital costs would be less than a
traditional consolidation models. There are, however, still necessary costs with any
consolidation. Ideally, equipment across the shared areas would be standardized. The cost of
equipment, however, is a significant capital investment many municipalities are reluctant to
make until absolutely necessary. Moreover, municipalities may simply analyze the capital costs
of the regional system against their existing system and choose not to invest because of a lack
of costs savings, without comparing opportunity costs and potential benefits of integration (i.e.,
lives saved). In addition, there will be one-time consolidation and coordination costs during the
implementation process. With voluntary buy-in solution, if the region does not have a system
already in place, there will be additional capital costs for buildings and equipment.

Systems Integration. The Computer Aided Dispatch and Records Management System
(CAD/RMS) is critical in the PSAP operations. Many police departments in Connecticut
purchase proprietary CAD/RMS systems that may not be able to tie in with other systems in
neighboring municipalities. This information, in general, is not shared across municipalities.
Municipalities are also on different contracts and schedules with their CAD/RMS system:s.
Integrating the CAD/RMS is a critical piece to any consolidation and will require careful planning
and selection of the right system for the region to allow for integration and easier ability for
towns to move from their current system.

Continuing and effective service provision. In implementing either of the two options, planning
will be critical to the continuity of service throughout the transition process. In addition,
effective transfer of data and sharing of local knowledge will be critical on enabling continual
service that addresses local knowledge and service concerns.

» People Challenges

Challenges related to people will be more difficult to overcome and will require state
assistance, encouragement, and incentives. The primary challenges in this area are political
opposition as well as union or labor concerns.



Political Opposition. Historically, opposition to PSAP consolidation is not technical, but
political. Some municipalities or fire districts often have stakeholders who are indifferent to
consolidation, and in some cases, publicly against consolidation efforts. In addition, public
attitude and concerns over “dark stations” must be addressed at the beginning of the process
and continually throughout the various stages of implementation. State incentives and
encouragement would help support COGs in this effort while working towards PSAP
consolidation to effect significant increases in public safety and security.

Union, Employee and Labor Concerns. For PSAP dispatchers who are under union contract any
integration / regionalization would require transition periods or negotiations so that any union
or labor concerns are addressed. In addition, for PSAPs that have police officers who act as
dispatchers (whether regularly or on an as-needed basis) expectations and requirements also
will have to be negotiated and addressed in any consolidation process. In general,
organizational changes to the PSAP structure may create concerns for PSAP employees. As
needed in any consolidation effort that impacts employment, those concerns should be
addressed throughout the process.

1.5. PSAP Conclusion

CTCOG believes there is a way forward regarding PSAP consolidation. Clear goals, the right
incentives and the right investment from the state will provide a pathway to help move this
process forward. Bills in this legislative session (HB6052 and HB6302) may be important first
steps. In the meantime, in addition to the items outlined above, each COG will continue to
respond to its members and plan to conduct various activities to help in moving towards
effective PSAP consolidation.



2. Phase-in Approach to Regional Municipal Assessment

Although each region and COG have different needs and different levels to which some
assessment functions have been regionalized (or are exploring opportunities in assessment),
this is another area where there are unified efforts and consistent themes and plans
throughout all COGs.

There are several distinct areas that can be addressed in the phased in regional municipal
assessment at the state or CTCOG level. They are as follows:

Data Standardization

Software and Vendor Procurement

Effective Collection and Customer Facing Solutions
Personnel Qualifications and Standardization.
Regional revaluation

vk wn e

2.1. Data Standardization

Currently CTGIS Network and OPM are working on creating standardized reports for
municipalities to export their Computer Assisted Mass Appraisal (CAMA) data. Each region
currently collects this information per statute and standardizing this information will enable
back-office service provision and better development of regional tools and studies. This effort is
currently underway.

Moreover, some towns do not have accurate or updated parcel data. Many small
municipalities lack the necessary resources to update parcel information frequently. State
assistance in ensuring consistent and accurate parcel data across the entire state would
enhance the use of standardized CAMA data and regional GIS systems.

Consistent CAMA data combined with regularly updated planimetric data would offer the
opportunity for more accurate assessments and discovery and listing of properties or portions
of properties that have not been assessed but should be.

In addition to CAMA and parcel data, digitization of land records is the foundation for enabling
regional back-office workflows and shared building department approaches.

2.2. Software and Vendor Procurement

» Software

Municipalities vary widely in their assessment software. There are multiple vendors, but also
multiple versions within vendors. Moreover, some assessment vendors will only work with a
limited number of software applications and will not perform assessment services for some
municipalities with different software. Consequently, reviewing and cataloging what software
municipalities are using and potentially initiating statewide or regional procurement
opportunities could offer an area of potential savings.



A common software solution would also assist with better and more effective vendor
procurement and easier interface with the chosen vendor.

Challenges of creating the common software solution is the willingness of municipalities to
participate. The costs of converting to a new software coupled with the cost of retraining staff
often cause hesitation - even from one version to an upgrade of the same software. This
additionally hinders the filling of vacancies for Assessor jobs in towns where the software in use
is not understood by an otherwise qualified applicant. The state could conduct a common bid
for CAMA software and in turn work with the Assessment Association to provide training and
technical assistance.

» Vendor Procurement

CTCOG would like to note that there are only a few vendors who have the capability of servicing
the revaluation of an entire region. In addition, the variation across municipalities poses the
real challenge in vendor procurement. Some municipalities will use the vendor for all
properties - others conduct elements themselves as well as variations in usage of data mailers.
There is considerable diversity across even similar or neighboring municipalities. Given this
reality, any expectations of procurement and savings from regional revaluation procurement
should be approached with caution.

There are two potential approaches to structuring regional vendor procurement. One method
is for the participating municipalities to structure their assessment on a rotating basis over five
years, such that the vendor has consistent workflow throughout the life of the contract.
Another method is to have all the participating municipalities have their re-assessment
performed in the same year. NECCOG has successfully used an approach where first,
revaluation dates are restructured so that there is an equalization of parcels per year. Second,
NECCOG’s vendor conducts a full inspection on 50% of parcels each year and use that
information to provide the so-called statistical update. This was designed by assessors and has
worked very well. All methods have their strength and weaknesses. Statutorily, CTCOG
recommends municipalities and regions having the ability to structure their procurement and
assessment in a format that best fits the regional needs.

2.3. Effective Collection and Customer Facing Solutions

In discussing and reviewing assessment and collection, municipalities have little or no
information on the benchmark of what constitutes effective tax assessment and collection.
Setting standards or understanding and communicating standards to municipal leaders is one of
the first steps in receiving buy-in for regional assessment.

Another area of need in some municipalities is the need for effective customer-facing solutions.
Many of the smaller municipalities have part time assessors and face challenges in hiring a part
time assessor but in also servicing municipal customers because the part time assessor is only

available once or twice a week during limited hours. These municipalities would benefit from a



consolidated effort that could enable access to an assessor by phone or virtually every day of
the week and in-person office hours on a more consistent basis.

2.4. Benefits of Regional Assessment

The goal of regionalized municipal assessment should be multi layered: increased and better
customer service through more effective data, and in some cases, more assessor availability,
and finally, improved accuracy of existing assessments and enhanced discovery of
under/unassessed property, ensuring a fair and equal burden for all taxpayers. All these areas
are benefits which would benefit both the municipality and the citizen.

CTCOG would like to note that those hard dollar savings do exist in various areas in
regionalizing assessment, but those savings will not be significant enough to motivate many
municipalities to “buy-in”. The alternative benefits (including increased revenue through better
assessment and effective collections) are more likely to motivate municipalities to pursue
opportunities in Regional Assessment.

2.5.  Where the State Can Help

Given the challenges and some opposition to regional assessment, some areas where the State
can be helpful or assist COGs are outlined below.

e Continue to assist and encourage the CAMA standardization efforts.

e Standardize motor vehicle assessment at a statewide level. Comparatively speaking,
motor vehicle evaluation, assessment and appeals require a larger portion of the
assessment time than the value it offers. Standardizing motor vehicle assessments, for
example by a set statewide depreciation schedule from MSRP, would eliminate
considerable amount of work and effort by the assessor without sacrificing quality,
revenues, and local control.

e Allow municipalities the use of GIS and orthoimagery in lieu of physical visits. This
would enable municipalities to focus on high value changes more effectively and
drastically reduce costs.

e Encourage digitization of land records, building documents and workflows to facilitate
shared back off solutions.

e Support the creation and maintenance of high quality statewide base map data in GIS.
Include aerial photography, , municipal and parcel boundary layers and planimetric
dataset (road and building footprints, which are critical for efficient and accurate
property discovery and change detection).

e Consider a consistent high resolution orthographic aerial acquisition and planimetric
updates on a regularly scheduled basis. Many state agencies already commission and
use some level of orthographic aerial acquisition services. Many of these are not helpful
to municipalities because of the low level of resolution. Given the relative



inexpensiveness of such a project (52 - $2.5 million dollars for the entire state), a
consistent statewide flight would benefit all regions and should be part of the state’s
budget and process instead of projects that happen intermittently and unpredictably.

2.6. CTCOG’s Role in Assessment

CTCOG will continue to support the current efforts in CAMA data standardization across
municipalities, including efforts to improve statewide GIS.

CTCOG will continue to explore opportunities to help provide better assessment services,
especially in the smaller municipalities as well as in vendor procurement.

Finally, CTCOG will work towards additional back-end support and efficiencies including
increasing availability of public information and documentation.

3. COVID-19 Recovery Activities

In March 2020, Connecticut’s Regional Councils of Governments were called upon by the
Governor to lead the long-term recovery planning from the COVID-19 Pandemic. The COGs
were also asked to support their DEMHS emergency planning regions in both planning for
response and recovery emergency support functions. Additionally, each COG has supported
their municipalities and CEOs in addressing the challenges facing municipal governments during
COVvID.

Although not originally included in our approved FY21 RSG work plans, RSG has allowed COGs
to continue supporting state, regional, and local response and recovery efforts. This includes
helping the state’s recovery and resiliency contractor the Global Resilience Institute / McCyrstal
Group, leading the five DEMHS region long-term recovery planning steering committees,
participating in state steering committees, identifying unmet needs in our communities and
regions, planning for COVID-19 testing and vaccination sites, and applying to EDA for economic
recovery planning grants.



