
 
 

Vermont Capital Region Communications System Project 

The following is a description of the proposed project for the communications system upgrade for the 

Vermont Capital Region, in support of the Regional Communications Dispatch funding application. 

Background 

The Central Vermont Cities of Montpelier and Barre, together with stakehlders from the Capital Fire 

Mutual Aid System, Inc. (CFMAS), recently engaged an independent public safety communication 

consulting firm to conduct a needs assessment and to interview end users to assess the functionality, 

performance, and to identify gaps in the regional public safety radio communications system.  This 

system supports 9-1-1 incident dispatch and emergency response in the Vermont Capital Region.   

The consulting firm completed a region-wide assessment of existing public safety communications 

systems, defined stakeholder requirements, and proposed solutions to resolve the performance gaps 

identified and that will meet the needs of the community. 

The consultant identified key gaps related to 9-1-1 incident dispatch and response in the Vermont 

Capital Region.  The most concerning and dangerous gaps that were identified included: 

 The existing radio network does not meet the operational requirements of the region’s first 

responders, has been in service well beyond its intended lifecycle, and places citizens and public 

safety users of the network at tremendous risk 

 The radio network does not meet operational requirements due to a number of factors, 

including:  

o The network Is anchored on old conventional analog radio technology  

o A single simplex frequency is used for dispatch as well as response and interagency 

communications causing gaps in communications and frequent congestion 

o The network does not reliably cover the required service area 

o The network and equipment are operating beyond its useful lifecycle 

o Improved in-building coverage for fire radio communications is required within 

Montpelier and Barre City  

o Radio interference from Canada and within the State of Vermont adversely affects voice 

quality  

o Fire tactical channel communications cannot be monitored by dispatch. 

 Radio consoles that are outdated and no longer supported by the equipment vendor  

 The inability of each dispatch facility to dispatch agencies serviced for the other facility, which 

does not support backup capability  

 Different consoles in each dispatch facility which also fails to support backup capability 

 The current network was not able to help to absorb communities that will no longer be served 

by the State of Vermont. 

 

 



 
Recommended Solution 

In order to address these critical issues, the consulting firm proposed a multi-faceted yet cost-effective 

program to update and make significant improvements in the systems used for 9-1-1 incident dispatch 

and response.  These actions and improvements include: 

 New compatible radio consoles at both dispatch facilities 

 A new, modern, regional, standards-based Project 25 capable simulcast radio network with 

expanded coverage to support the Cities of Montpelier and Barre as well as the entire CFMAS 

response area 

 Separate simulcast cells and dispatch channels for Montpelier/Barre (3 sites) and for CFMAS 

operations (9 sites) in order to segregate dispatch radio traffic and relieve congestion 

 A highly reliable, fault-tolerant backhaul network connecting all 12 sites and both dispatch 

facilities 

 Access to both simulcast cells and dispatch channels by each dispatch facility to coordinate 

response and to enable each facility to act as backup for the other. 

Current Status and Funding Request 

The City of Montpelier, together with Barre City, have identified and allocated sufficient funding to 

procure and implement the new compatible radio consoles that are a critical portion of this project.  

This procurement is currently in process and the equipment has been ordered.   

Once the updated radio network (as described above) is implemented and the proper connectivity is in 

place, this network will provide backup dispatching for continuity of operations of dispatching capability 

in Barre and Montpelier, as well as provide that capability for the State of Vermont. 

The Project 25 standards-based simulcast regional radio network must be implemented to realize the 

full intended benefits of the recommended solution.  Therefore, the City is requesting the funding to 

procure and implement the radio network to facilitate the necessary improvements in 9-1-1 incident 

dispatch and emergency response in the Vermont Capital Region.  

The future radio network will provide extended reliable radio coverage throughout the current service 

area and provide viable options to attract additional towns and cities within and adjacent to the 

proposed service area. Importantly, this radio network will eliminate existing coverage, performance 

and unreliable emergency dispatching issues with the existing network that today places citizens and 

first responders at greater risk.  

The funding request covers the following items and components: 

 A three-site simulcast cell covering the Cities of Montpelier and Barre with a duplex 

communications channel 

 A nine-site simulcast cell covering the CFMAS response area with a separate duplex 

communications channel 

 A highly reliable backhaul network connecting both dispatch facilities and all Radio Frequency 

(RF) sites 

 A system core with simulcast timing and voting equipment 

 The procurement and installation costs of the above referenced equipment, and 



 
 Engineering and implementation support costs. 

An itemized list of the requested equipment and costs is provided in conjunction with this application.  

Equipment quotes were requested from three potential vendors.  A formal quote was received from one 

of the vendors, while the other two were not able to provide quotes in the time permitted.  The quote 

that was received was used for the equipment cost estimates in the application.  Only the most essential 

elements of the quote were included in the application.  Additionally, in discussions with the Vermont 

Statewide Interoperability Coordinator, a contingency amount was added to reflect the uncertainty of 

the current market and supply chain instability. 

Funding priority has been established for each system component as requested, although it is difficult to 

establish different priorities for each of the elements, since they are all critical components of an 

integrated system.   

The original set of recommendations prepared by the consultant identified a total of 11 recommended 

communications upgrades and established priorities to each of them.  The regional system upgrade and 

the upgraded common consoles were both clear number 1 priorities.  Therefore, it is difficult to assign 

any priority other than number 1 to any of the regional system components.  However, the Capital 

Region has reluctantly assigned a priority of 2 to the microwave component.  While technically, the 

system could be implemented with alternative backhaul connections, microwave is by far the preferred 

approach wherever possible in order to maintain public safety grade operation due to its reliability and 

capability for redundancy. 

Project Implementation Planning, Coordination, and Implementation Project Management  

The Capital Region has advanced strategic planning, organized stakeholders, and has been preparing for 

a communications system upgrade for several years.  We have identified many of the required critical 

resources (radio sites, radio frequencies, equipment shelters, backup power, etc.), have begun licensing 

the additionally required candidate radio sites, and have developed a draft RFP for the proposed system 

improvements.   

The Capital Region has been working for several years to license the frequencies required to implement 

the proposed system and has licenses in place at all of the existing sites utilized by CFMAS.  Some 

additional new sites will require licensing during the system implementation.  However, due to their 

location relative to the existing sites, licensing at the new sites is not expected to be a challenge. 

The Capital Region also has a successful history of working together as a regional entity consisting of the 

two cities and CFMAS.  Each city operates a dispatch facility that provides contracted dispatch services 

within their respective city police, fire, and emergency medical services agencies, and to multiple public 

safety entities within the Capital Region (A sample contract is included as an attachment to the 

application), including over 20 towns represented by CFMAS that utilize the City of Montpelier and Barre 

City dispatch facilities for its dispatching services.   

These arrangements have worked successfully for many years and continue to provide effective and 

efficient service.  In combination with the operational governance structure, the two cities and CFMAS 

coordinate closely together, especially given that they share a single dispatch frequency.   

Additionally, the Continuity Of Operations Plans (COOPs) for the two cities mirror each other and each 

lists the other as providing backup services in the event of an emergency. Once an agreement is 



 
executed, backup dispatch services would be extended to the State of Vermont dispatch facilities and 

incorporated into the COOP.    

The Capital Region has been working closely with the Statewide Interoperability Coordinator as this 

project has been evolving to ensure it is consistent with the State’s direction and other regional 

initiatives.  

The Capital Region recognizes that the implementation of a system of this magnitude will be a 

substantial undertaking and is prepared to establish a team of regional stakeholders, in addition to the 

selected manufacturer, the identified installation/service shop, and an experienced implementation 

consultant (via a contractual arrangement) to successfully manage the system implementation.  The 

regional stakeholder team will consist of police and fire chiefs, dispatch facility directors, city executives, 

select board members and others who will serve as an oversight working group to guide and direct the 

network implementation and to facilitate ongoing network operations and system enhancement. 

In preparing the draft radio network RFP along with this funding opportunity application, the Capital 

Region has completed preparation aspects of the project and is prepared to immediately initiate the 

project upon funding award.   

Regional Commitment 

The Capital Region has the support of all of its stakeholders and customers as evidenced by the letters of 

support received from town select boards for this project. (letters of support are attached). 

Project Sustainability 

The Capital Region is fully committed to sustaining this project and in maintaining the operational 

continuity, reliability of performance, and the improved functionality that will be delivered by the future 

dispatch facilities and regional radio network.  The network implementation project will be 

professionally managed to ensure project sustainment and vendor contractual compliance, including 

project task, schedule, and budgetary adherence.   

Each dispatch facility maintains an ongoing operational expenditure budget (copies of which can be 

provided upon request) that includes equipment repair and maintenance, while CFMAS maintains a 10-

year Capital Equipment Plan (CEP) to cover the ongoing maintenance and infrastructure equipment 

replacement (a copy of the CEP has been included as an attachment to the application). The projected 

cost of the dispatch facilities and future radio network operations and maintenance (O&M) has been 

modeled and will be appropriately funded to maintain sustainability.  

Justification for Planning/Engineering Costs 

As stated above, the Capital Region recognizes that the implementation of a system of this magnitude 

will be a substantial undertaking and is prepared to establish a team of regional stakeholders, including 

the selected manufacturer, the identified installation/service shop, and an experienced implementation 

consultant (via a contractual arrangement) to successfully manage the system implementation.  The 

requested planning/engineering costs will cover the engineering cost proposed by the vendor, as well as 

the cost of the experienced implementation consultant.   



 
While the Capital Region has experience planning and implementing communications projects, we 

recognize that a project of this magnitude and complexity, which includes digital and simulcast 

technology, requires both the engineering expertise of the manufacturer who has designed and will be 

installing and configuring the equipment, as well as professional oversight by experts in the industry 

who have the necessary time and expertise to devote to the management and vendor oversight to 

ensure the project is implemented on time, on budget, and such that the maximum benefit is realized by 

the Capital Region.  

 

 

Sincerely, 

 

 

 

Brian R. Peete 

Chief of Police 

 

 

 

 


