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Final Report Agenda

❑

❑
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MAR 2023 - MAR 2024
PROJECT INITIATION SITE VISITS 

&  WORKSHOPS, WORKING 
GROUP SESSIONS

DEC 2023
PCC ACCEPTANCE OPTIONS & 
RECOMMONDATIONS REPORT

DEC 2023
IMPLEMENTING IGA #2

APRIL 10, 2024
FINAL REPORT &

TRANSITION TIMELINE
IGA#2 / FINANCIALS  

PCC REVIEW

APRIL 2024 
CONTINUED MOMENTUM & 

IMPLEMENTATION
YOU ARE HERE!
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Roadmap & Progress Report
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Key Factors in 
Consolidation Success

•

•

•

PURPOSE

PERSEVERANCE

PEOPLE

LakeComm’s 
SUCCESS 



The Why

Continued Consideration / 

Sustainability of Existing 

PSAP Operations and 

Personnel  

 .

Purpose: 

Implementing IGA #2 

and LakeComm J/ETSB 

IGA  Drafted and 

Governance Defined

Governance:

Month-by-Month Suggested 

Transition Tasks Clearly 

Defined  (Governance, 

Operations, Technology, and 

Finance).

Roadmap / Transition Plan:

Fair & Equitable Model 

Cost-Sharing Criteria for 

Fire/EMS/LE 

Encourages Opt-In vs. Opt-Out 

Transition Costs and Future 

LakeComm Budget Defined 

Cost-Sharing:  

Options and Recommendations 

(PCC Acceptance)

Final Report / Transition Timeline 

(Pending PCC Endorsement) 

Outreach, Educate, and 
Socialize 

Buy-In / Participation: 

Forward Momentum 
Hire an Interim Executive Director ASAP 

Establish a Transition Team

Prepare to Execute the Governance IGA’s 

Transition:  

LakeComm PSAP Consolidation
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PSAP Consolidation: 
Challenges & Barriers 

Shared Vision and Purpose  
IGA 1 Executed and PCC Governance & COOP Established 
Significant Investment in Shared Technology 
Capital Investment in ROC Facility (Future LakeComm PSAP) 
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LakeComm Finance 
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LakeComm – 
Best Practice Models 
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Roadmap To Consolidation - 
LakeComm Models of Success

CONTINUITY OF 
OPERATIONS GROUP (COOP)

CORE LEADERSHIP 
STEWARDS OF THE PROJECT

FIRE OPERATIONS 
GROUP

GOVERNANCE 
WORKING GROUP

POLICE OPERATIONS 
GROUP

PSAP MANAGERS 
GROUP

FINANCE TIGER TEAMROC FACILITY/DESIGN 
TEAM



Transition – Detailed 
Plan
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LakeComm Transition  

•

•

•

•

•
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Transition Plan & Timeline

PHASE 1
Q1/Q2 2024

EXEC DIRECTOR NOT 
HIRED YET

PHASE 2
Q3/Q4 2024 TO 

SUBSTANTIAL 
BUILDING COMPLETION

PHASE 3
Q1/Q2 2025 

PRE-CUTOVER

PHASE 4
CUTOVER

POST CUT OVER

• Hiring Exec Director 
(or Interim) is priority

• Socialize IGA #2 & 
JETSB IGA

• Review & Decide 

Recommendations
• Establish HR for 

LakeComm

• Establish Transition 
Team

• Technology Transition 

& Implementation
• ROC Facility Outfitting
• LakeComm cost 

sharing model 
socialized / finalized.

• Execute IGA #2 

JETSB IGA

• Review & Decide 

Recommendations

• Establish 

Governance Boards

• Transition Plan 

Developed & Approved

• Talk Group 

Consolidation Planning

• LakeComm 

Transition Team 

Implemented

• 5 Year Strategic Plan

• Prepare / Submit 

Consolidation Plan

• Staffing Plan/ 

Recruiting

• SOP Drafts

• Finalize Technology 

Transition

• Building Occupancy
• LakeComm set up

• Testing & Training
• Cutover Activities
• Member Board & Exec 

Committee Actions
• PSAP Consolidation 

Plan Approval

• Staff recruiting, hiring 
& training

• ROC Facility Testing & 

Acceptance
• Each PSAP Cutover 

Plan developed

• Go/No Go Decision 
for LakeComm Cutover 
- Operations & 

Technology
• ROC Facility 

Occupancy

• Board Member & Exec 
Committee Actions

• First PSAPs Go Live
• System Review & 

Issues Reporting

• Prep for Go Live #2

• Continued issue 
reporting, review and 

resolution
• Shared learning from 

findings
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Key Transition Milestones  



.

General

Governance

Operations

Facility

Finance

Technology

CY Q1 CY Q2

2024

Cost sharing agreement “Lease” for 

LakeComm

Options and Recommendations PCC Acceptance 12/13/2023

Hire/Onboard Executive Director (or 

Interim) Director 

ROC Design Working Group 

Cost-Sharing Models/Tools Developed 

& Socialize Approach 

Identify a Technology Transition Schedule to Install 

Equipment in ROC Facility for LakeComm upon 

Substantial Building Completion 

Prepare & Execute Vendor 

Contracts (Lake County ETSB) 

IMRF Requirements/Transition 

Process Initiated 

End of Phases 1 

–   CY Q3 

LakeComm Transition – Phase 1
(Jan 1, 2024 – June 30, 2024) 

Review  Options and Recommendations Report, Continue Working Groups and Smaller Working Groups, 
Discuss, Decide, and Take Action 

Prepare IGA #2 and J/ETSB IGA 

Agreements – Complete Legal Review, 

Stakeholder Input 

Partner Agency Outreach

Hiring Strategy For Legal Counsel

Transition Team Established 

(Members & Workspace Identified  

Finalize  Radio Tower 

ModificationsLakeComm Admin Phone System 

Contract Executed

Note: quarters are on a calendar basis, e.g., Q1 is considered, January through March

LakeComm Budget Finalized

IGA #2 or By-Laws Updated with Cost-Model 

Transition Formula and Strategy Finalized

Executive Team Prepares Background Materials 

& Socializes LakeComm and IGA #2

Executive Director (or Interim 

Director) Hiring Plan Executive Director (or Interim 

Director) Recruitment

Support ROC Design Working Group Meetings & Activities through Substantial Building Completion

Identify Lead and Track Vendor Installation Schedule

Gather & Validate 

Data Elements for 

Cost-Sharing Models
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General

Governance

Operations

Facility

Finance

Technology

CY Q3 CY Q4

2024

Develop a Security Plan for the ROC 

Facility (for Post-Substantial Building 

Completion

Executive Director (or Interim Director)Onboard

Prepare LakeComm 

Consolidation Plan 

ROC Design Working Group 

Draft 2025-2026 LakeComm budget and “cash flow ” analysis 

(available for LakeComm Member Board by 12/01/2024)

Prepare Plans for Legacy Equipment 

Transitioning from PSAPs to LakeComm 

Coordinate & Communicate 

LakeComm Transition Activities to 

other ROC Facility Occupants

Talk Group Consolidation 

Planning  (LE Operations & 

Telecommunicator Managers)

Substantial Building Completion 

~ Dec 31, 2024  

LakeComm Transition – Phase 2
(July 1, 2024 to Substantial Building Completion) 

LakeComm Advisory Committees (Fire & Law  

Enforcement), and HR Recruiting, and Technology

, 

Discuss, Decide, and Take Action 

Implement LakeComm Member 

Board & Executive Committee

Supporting J/ETSB Established by IGA & 

LakeComm, Established by IGA #2 

Evaluate existing Mutual Aid 

Agreements for Talk Group Changes

LakeComm SOPs for Training Plan

Execute Contracts w ith Vendors for 

Legacy Equipment Moves

Note: quarters are on a calendar basis, e.g., Q1 is considered, January through March

Implement Governing Board/Committee(s) 

for Lake County J/ETSB

Transition Team Implemented Five-Year LakeComm 

Strategic Plan Developed

Support ROC Design Working Group Meetings & Activities through Substantial Building Completion

Complete and Obtain Approval for Substantial Building 

Completion Activities 

Transition Plan Developed & 

Approved

LakeComm Staff ing Plan (Telecommunicator & Non-Telecommunicator 

Submit the LakeComm 

Consolidation Plan to State 

911

Identify Talk Group First Responder 

Procedure Changes

Identify Equipment Transfer for Satellite Back-up 

Centers

Finance Transition Activities Identif ied in the Transition Plan by LakeComm Executive Director, Member Board, or Executive Committee 

IGA #2 / J/ETSB Fully 
Executed 
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General

Governance

Operations

Facility

Finance

Technology

CY Q1 CY Q2

2025

Go-No-Go Decision (ROC Facility)

Building Occupancy for LakeComm at ROC

LakeComm Telecommunicator 

Training 

ROC Design Working Group 

Finance Transition Activities Identified in the Transition Plan

by LakeComm Executive Director, Member Board, or Executive Committee 

Manage Transition Budget

Technology Transition (Install, Test Execution

Technology Readiness Review (Go, No-Go 

Decision for LakeComm Cutover

LakeComm Technology Testing and Acceptance 

Cutover Readiness

LakeComm Transition – Phase 3 
(Jan 1, 2025 to LakeComm Cutover) 

Member Board Reviews and Approves 

2025-2026 LakeComm Budget 

Pre-Cutover Activities 

Member Board Meets to Review and Take Action on LakeComm Cutover Plans 

Public Notification 

Strategy Finalized 

LakeComm SOPs Finalized

Note: quarters are on a calendar basis, e.g., Q1 is considered, January through March

LakeComm Executive Committee Meets to Take Action (as required)

PSAP Consolidation Plan 

Under Review by State 911

LakeComm PSAP Consolidation 

Plan Approval 

Facility System Testing (HVAC, UPS, Failover, Load Testing

ROC Occupancy Initiated 

LakeComm Recruiting, 

Selection, Hiring 

Sunset Plan Finalized for PSAPs Transitioning 

to LakeComm

Legacy PSAP Cutover Plans Readiness Review (Go, No-Go Decision for 

LakeComm Cutover

Back-up Center Testing 
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Go-Live activities detailed in the final Transition and Cutover Plans 

.Governance

Operations

Facility

Finance

Technology

CY Q3 CY Q4

2025

Go-Live Readiness Approved

ROC Design Working Group 

Go-Live activities detailed in the final Transition and Cutover Plans 

LakeComm Transition – Phase 4 
(~ July 1, 2025 to LakeComm “Live Operations”) 

LakeComm Member Board, LakeComm Executive Committee, Advisory Committees, and Lake County J/ETSB 
Meet per IGA #2 or Supporting IGA and By-Laws

Public Notification

Note: quarters are on a calendar basis, e.g., Q1 is considered, January through March

First PSAP Cutover to LakeComm

Day in the Life Training

Subsequent PSAPs Cutover to LakeComm 

Go-Live activities detailed in the final Transition and Cutover Plans 
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FE Support Summary

•

•

•

•
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FE Support Summary

•

•
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