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NEXTGEN RCS BOARD OF DIRECTORS MEETING

MINUTES OF THE MEETING
SAN DIEGO COUNTY - IMPERIAL COUNTY
BOARD OF DIRECTORS

Wednesday, February 11, 2026, 1:00 p.m.
SHERIFF'S CRIME LAB, 5590 OVERLAND AVE., ROOM 101
SAN DIEGO, CALIFORNIA 92123

Meeting was called to order at 1:00 p.m.

PRESENT: Directors Graham Mitchell; Brian Boggeln; Brian Mitchell; Karen Mullins; Jeremiah
Larson; Julie Jeakle; Deepak Kumar; Mike York; Joseph Bernal

AGENDA ITEMS

1. Roll Call and Determination of Quorum - The following Directors were in attendance and a
quorum was established:

Graham Mitchell, San Diego City/County Managers Association (Chair)

Chief Brian Boggeln, San Diego County Fire Chiefs' Association

Chief Brian Mitchell, San Diego County Fire Chiefs' Association

Commander Karen Mullins, San Diego County Sheriff's Office

Chief Jeremiah Larson, San Diego County Police Chiefs'and Sheriff's Association
Julie Jeakle, San Diego County

Deepak Kumar, Caltrans

Chief Mike York, IVECA

Chief Joseph Bernal, IVECA

2. Welcome and Introduction - Mr. Graham Mitchell welcomed the group.
3. Purpose of the meeting was to conduct the business of the NextGen RCS Board of Directors.

4. Approval of the NextGen RCS Board of Directors' Minutes for the Meeting of October 8, 2025.

NextGen RCS Board of Directors

SAN DIEGO COUNTY - IMPERIAL COUNTY
Graham Mitchell, City Manager, City of El Cajon (Chair)
Commander Karen Mullins, San Diego County Sheriff's Office - Daryl Arbuthnott, San Diego County Office of Emergency Services
Chief Jeremiah Larson, El Cajon Police Department - Chief Brian Mitchell, Poway Fire Department - Chief Greg 0'Gorman, Alpine Fire Protection District
Deepak Kumar, Caltrans - Chief Mike York, Brawley Fire Department, IVECA - Chief Joseph Bernal, El Centro Fire Department, IVECA


http://www.rcs800mhz.org/
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Action:
On motion of Chief Mitchell, seconded by Chief York, the Board of Directors approved the
Minutes of October 8, 2025.

Ayes: Directors Graham Mitchell; Brian Boggeln; Brian Mitchell; Karen Mullins; Jeremiah
Larson; Julie Jeakle; Deepak Kumar; Mike York; Joseph Bernal

5. Public Comments - There were no public comments.

6. Revenue/Billing Updates (October 2025 - January 2026): Ms. Alvaro reported the following
updates.
6.1 Network Operating Cost (NOC) Billing and Revenue - See attachment.
6.2 Trust Fund Balance - See attachment.

7. Network Operation Update
7.1 Monthly Report (October 2025 - January 2026): Mr. Dalton reported the following
updates - See attachment.

Discussion: Chief York inquired why Calexico ASR has higher busies. Mr. Dalton responded
due to most of the radios in their system being on FDMA, there are fewer channels
available compared to TDMA. Mr. Dalton confirmed with Chief York that as IVECA
upgrades their programming to TOMA and their radios, their call count busies should
decrease.

Mr. Kumar inquired why January 2025 had fewer calls than prior years. Mr. Dalton and Mr.
Brooks responded during SUA upgrades, RCS system operated from Dynamic System
Redundancy (DSR) at Bunker Core. DSR does not log the same as the main Primary Site
Controller (PSC)Main Core.

Chief York requested statistics on FDMA and TDMA for IVECA. Mr. Dalton responded that
they may provide the information.

Chief Mitchell inquired what Frequency Division Multiple Access (FDMA)and Time Division
Multiple Access(TDMA)is. Mr. Dalton responded FDMA makes the whole resource or
channel available, TDMA is in timeslots and splits the resource into time slots making the
available channel into two at once. Mr. Brooks added Phase Tis FDMA and Phase 2 is
TDMA. If there is Tradio that is not TOMA capable, the system reverts back to FDMA.

8. Administrative Update
8.1 Training Update - Ms. Farr reported the following training updates:
Classes: 2025 was closed with 40 classes completed with 840 individuals attending.
Government Training Agency (GTA): On January 1, 2026, a new contract was established
to manage instructor payments, and this transition occurred without any interruption to
program operations. The team is currently working with GTA to evaluate onboarding
processes with for new training instructors, with the goal of expanding the range of
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instructional skillsets available.

Discussion: Mr. Dalton added that current trainers primarily come from dispatcher
backgrounds. To broaden the training perspective, RCS plans to explore more additional
instructor avenues, including individuals with customer experience backgrounds, such as
those from fire agencies.

9. Major Projects Updates
9.1 RCS Site Projects Status: Mr. Brooks reported the following updates:
o Milestones & Accomplishments:
» Replaced(4)HVAC Units for Radio Sites, regular maintenance.
= Replaced(2)generators, Mount Woodson Site and Palomar Site generators.
= Maintained Monument Site road by filling potholes, replaced 40-foot section of
the road due to heavy rain erosion.
9.2 NextGen RCS Projects Status: Mr. Brooks reported the following updates:
o Milestones & Accomplishments:
= San Diego, Black Mountain Site - RCS Tower has been erected and in the
transition of moving equipment from leased City of San Diego tower to RCS
Tower.

Discussion: Mr. Kumar inquired if RCS will be raising the height of the antennas. Mr.
Brooks responded that there was no need to raise antennas to the RCS Black Mountain
Tower.

o Budget: Current contingency balance remains under $2 million. The Black Mountain
Site project is expected to have an increase of $150k due to 4-year construction
delay.

9.3 IVECA Projects: Mr. Schmidt reported the following updates:

o 3-year generator contract for repair maintenance granted to Bay City Electric
Works, San Diego, at the IVECA Board Meeting on October 23, 2025. Preventative
maintenance will begin February 23, 2026 for all IVECA sites.

o Nov 13, 2025, Brunts Corner Site, HVAC failure from the #2 compressor (2-year-old
unit), compressor repairs were covered by b-year warranty, freon and charging were
not included with repair. Repaired and went on full operation on November 26, 2025.

o Imperial County Air Pollutions Control District inspected all IVECA generators. On
December 2, 2025, all total in compliance.

o Numerous weather events during the months of January 2025 & January 2026. For
this quarter, no reports of any abnormal system anomalies.

10. Consent Agenda - NONE

11. Main Agenda
11.1 Request RCS Board to approve addition of broadband devices on the RCS network and
charge standard monthly Network Operating Cost user fee for each device added on the
RCS.
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Discussion: Mr. Dalton added there will be a standard Network Operations Cost and Motorola
will add an additional licensing fee for each device at a rate of S13 a month per device and a
SIM card for each broadband device which will be presented to the users before devices are
added.

Chief Bernal inquired once technology improves, will non-broadband radios be phased out of
RCS. Mr. Dalton responded that Motorola cannot guarantee coverage with the broadband
devices because of how the broadband system communicates with the RCS system. Mr.
Brooks commented that by design, broadband does not guarantee coverage as a normal
radio does on the RCS system, however, it will provide an opportunity for users to access the
system through their mobile devices instead of carrying a radio. Mr. Dalton added that
agencies who have used the broadband system are mainly from the command staff level
when communicating from out of county.

Chief Mitchell inquired if RCS was still able to lock users if broadband device is lost or stolen.
Mr. Dalton commented that RCS has several ways, including shutting off the RCS ID, for
locking devices on the system.

Action:

On motion of Chief Mitchell, seconded by Chief York, the Board of Directors approved
addition of broadband devices on the RCS network and charge standard monthly Network
Operating Cost user fee for each device added on the RCS.

Ayes: Directors Graham Mitchell; Brian Boggeln; Brian Mitchell; Karen Mullins; Jeremiah
Larson; Julie Jeakle; Deepak Kumar; Mike York; Joseph Bernal

11.2 FY 2026-2027 Proposed Budget Presentation - See attachment.
Discussion: Mr. Mitchell inquired how revenue would be affected if the NOC fees did not
increase. Ms. Pia explained that RCS would need to use the Trust Fund to supplement the
variance caused by keeping the NOC fees at the current rate.

Chief York asked whether the NOC fee will be defined in 2031. Ms. Pia explained that a full
cost-recovery NOC fee would be $38.50 as of today. She noted that because RCS needs to
reduce the Trust Fund balance, the planis to increase NOC fees over the next four years by
S1.50 per radio per month, with RCS reaching full cost recovery by Year 5. This plan assumes
operational costs increase only 2% annually. She added that NOC fees will still need to be
reevaluated each fiscal year based on actual operational costs and the Trust Fund balance.

11.3 Request the RCS Board to approve RCS Budget and increase of $1.50 in Network
Operating Cost (NOC) for FY 2026-2027.
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Action:

On motion of Chief Mitchell, seconded by Chief Boggeln, the Board of Directors approved
RCS Budget and increase of $1.50 in Network Operating Cost (NOC) for FY 2026-2027.

Ayes: Directors Graham Mitchell; Brian Boggeln; Brian Mitchell; Karen Mullins; Jeremiah
Larson; Julie Jeakle; Deepak Kumar; Mike York; Joseph Bernal

12. Roundtable

O

Chief Boggeln thanked the RCS Board and Staff for having him as a board member
and Vice-Chair. Chief Boggeln's last meeting with the RCS Board will be February 11,
2026. San Diego County Fire Chiefs' Association will nominate a replacement in the
next coming months.

Mr. Mitchell commented that RCS Board will need a replacement Vice-Chairand a
member for the RCS Board Budget Committee.

Mr. Mitchell inquired if state law regarding remote access for board meetings would
affect the RCS Board of Directors Meetings. Mr. Brooks responded that RCS Staff
will acquire information.

Ms. Jeakle thanked the RCS Board and Staff for having her as a Board member. Ms.
Jeakle's last Board meeting will be February 11, 2026. New Acting Director and
Assistant Director for OES will be appointed in the next coming months by County of
San Diego.

Chief Mitchell announced that Chief Sims will also be leaving the RCS Board as of
February 11, 2026. San Diego County Fire Chiefs' Association will nominate
replacement in the next coming months.

Mr. Mitchell presented a certificate of appreciation for Chief Boggeln and for Chief
Sims for their service in the RCS Board and to thank the staff for their support.

13. End of Meeting - the meeting ended at 1:44 p.m.

Next Board of Directors Meeting is on
Wednesday, May 13, 2026 at 1:00 p.m.
Sheriff's Crime Lab, 5590 Overland Avenue, Room 101, San Diego, CA 92123



=

NETWORK OPERATION COST (NOC) BILLING AND REVENUE UPDATE

OCTOBER 2025 - JANUARY 2026

Receivables
. Revenue
Invoice . Balance %
Received
October 539,816 531,073 8,743 1.62%
November 540,837 530,238 10,598 1.96%
December 564,317 523,519 40,798 7.23%
January 549,409 - 549,409 100.00%
TOTAL S 2,194,378 $ 1,584,830 S 609,548 27.8%

RCS TRUST FUND BALANCE

BEGINNING BALANCE
LESS:

OBLIGATED EXPENDITURES:

7,507,647

Prior Years' Replacement Infrastructure/Improvement Project 297,390
FY 25/26 Replacement Infrastructure/Improvement Projects 162,586
RCS BOD Minimum Reserve 3,000,000

3,459,976

PROJECTED AVAILABLE BALANCE AS OF JANUARY 31, 2026 4,047,671




February 11th 2026

RCS Network Operations Update

Motorola Critical Connect/WAVE Testing Complete

As part of ongoing efforts to evaluate next-generation communications capabilities for the
Regional Communications System (RCS), Wireless Services recently completed a 90-day user
field test of Motorola WAVE PTX through Critical Connect integrated into the RCS network.
Overall user feedback was very positive, with participants noting that the application was able
to provide communications in locations where traditional land mobile radio coverage is limited
or inconsistent. Specifically, users reported significant benefits when operating inside
hospitals, in out-of-county locations, and in numerous challenging in-building environments

where broadband connectivity offered improved access to system communications.

CRITICAL
CONNECT

) los While negative feedback was minimal, the
Jé B items identified were primarily related to the
functionality and layout of the Motorola
application itself rather than system

performance or connectivity. Users expressed

((T)) -'
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O

talkgroups from their scan lists, a capability not currently supported by the application.

interest in greater flexibility to add or remove

Additionally, some users noted a learning curve in understanding the application’s logout
behavior, as closing the app on a mobile device does not fully log the user out unless the formal

logout process is completed.

There are still some operational considerations associated with the application that can
present challenges, primarily when working with users who are already utilizing WAVE PTX
through another system (such as the City of San Diego) and are requesting access for use on
the RCS as well. While this interoperability is fully achievable, it requires clear operational
alignment regarding system ownership responsibilities, including management of user
profiles, device IDs, and talkgroup access permissions. Wireless Services technicians are
actively coordinating with Motorola on these matters and are working toward establishing
clear governance and direction to ensure seamless and well-defined operational support

moving forward.

Overall, the testing effort demonstrated strong
operational value, and all user feedback and

suggested improvements have been formally

shared with Motorola as part of ongoing

WAVE PTX" MOBILE APP
BROADBAND PTT APPLICATION

customer review and suggestions.

Monthly Statistics

October 2025

Total Call Count: 4,174,435

Avg. FDMA Calls: 82.30%

Avg. TDMA Calls: 17.70%

Total Busies: 32

Busy Detail: (3) Black Mnt Imp
(29) Calexico ASR

November 2025

Total Call Count: 4,496,882
Avg. FDMA Calls: 85.09%

Avg. TDMA Calls: 14.91%
Total Busies: 17

Busy Detail: (17) Calexico ASR

December 2025

Total Call Count: 4,028,989
Avg. FDMA Calls: 83.57%

Avg. TDMA Calls: 16.43%
Total Busies: 10

Busy Detail: (10) Calexico ASR

January 2026

Total Call Count: 4,194,855
Avg. FDMA Calls: 81.18%
Avg. TDMA Calls: 18.82%
Total Busies: 6

Busy Detail: (6) Calexico ASR

Historical Total Call Data
October 2024: 3,750,000

October 2023: 4,187,000
October 2022: 4,100,000

November 2024: 3,010,000
November 2023: 3,940,000
November 2022: 3,900,000

December 2024: 3,350,000
December 2023: 3,880,000
December 2022: 3,900,000

January 2025: 1,780,000
January 2024: 3,690,000
January 2023: 4,000,000
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FISCAL YEAR 2026-2027

PROPOSED BUDGET

OF THE

SAN DIEGO COUNTY - IMPERIAL COUNTY
REGIONAL COMMUNICATIONS SYSTEM

ORG 39497

RCS BOARD OF DIRECTORS MEETING
Wednesday, February 11, 2026

PROPOSED NOC RATE AT $32.00
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SAN DIEGO COUNTY - IMPERIAL COUNTY

FISCAL YEAR 2026-2027 PROPOSED BUDGET SUMMARY

Network Operating Cost (NOC) at $32.00 for FY 2026-2027

Operations & Maintenance (O&M) Budget Summary

Projected O&M| S (10,219,769)
Projected NOC Revenue per radio & T1 Network Services Revenue| $ 7,827,888
Customer Infrastructure Payment Revenue| $ 1,265,346

Net Balance $ (1,126,535)

RCS Infrastructure Budget Summary

Infrastructure Replacements / Improvements/ NextGen| $ 1,051,254
Requested Revenue from Trust Fund #61346| S (1,051,254)
Net Balance| $ -

Summary - BOD



FISCAL YEAR 2026-2027

REGIONAL COMMUNICATIONS SYSTEM (RCS)
Proposed Revenue Projection

REVENUES
Network Operating Cost (NOC)

Radio Counts Revenue
Network Operating Cost (NOC) FY 25/26 Units FY26/27 Units Change Percent FY 25/26 NOC Revenue |FY 26/27 NOC Revenue S Change Percent Chang
Revenue (Budgeted) (Proposed) Change (530.50/mo) ($32.00/mo) (@$32.00) (@$32.00)
RCS Partner Agencies 11,161 11,557 396 | 3.5% 4,084,926| $ 4,437,888| S 352,962 8.6%
County of San Diego 6,278 6,287 9| 0.1% 2,297,748| $ 2,414,208] S 116,460 5.1%
RCS Customer Agencies 2,351 2,363 12| 0.5% 860,466| S 907,392| S 46,926 5.5%
TOTALS 19,790 20,207 417 2.1% 7,243,140 S 7,759,488 S 516,348 7.1%
T1 Network Services Revenue 68,400| $ 68,400 |

Total NOC and T1 Network Revenue

7,311,540 S

7,827,888 $

516,348

TRUST FUND REVENUE

FY 26/27 RCS Projected Revenue

FY 25/26
(Budgeted)

R Inf
CS Customer Infrastructure 1253,689| ¢ 1,265346| ¢ 11, 657
Payments

TOTAL 1,253,689 $ 1,265,346 $ 11,657 0.9%

Percent

Ch
ange Change

FY 26/27
(Proposed)

Trust Fund Revenue

* Based on January 2026 Billing



REGIONAL COMMUNICATIONS SYSTEM (RCS)

EXPENDITURES

FISCAL YEAR 2026-2027

Proposed Expenditure Projection

TOTALS

$ 9,491,990

S 8,356,271

$ 10,049,048 S 10,219,769

$ 170,721

Operations and Maintenance Budget FY 24/25 FY 24/25 FY 25/26 FY 26/27 FY25/26 AND Percent
Network Operating Cost Budget Actuals Budget Proposed | FY?26/27 VARIANCE Change
Salary and Benefit Costs 5,597,541 5,117,411 6,180,399 6,173,170 (7,229) -0.1%
Services and Supplies 1,689,306 1,254,715 1,483,915 1,600,354 116,439 7.8%
Telephone 25,000 19,670 25,000 25,000 - 0.0%
Vehicle Maintenance 224,885 182,981 314,937 322,622 7,685 2.4%
Rents, Leases, and Facility Operating Costs (FOC) 1,955,258 1,781,494 2,044,797 2,098,623 53,826 2.6%

TRUST FUND EXPENDITURES

Generators with ATS (3)

600,000

Mobile generator (1)

Infrastructure Replacement/ FY 24/25 FY 25/26 FY 26/27
Improvement Projects Budget Budget Proposed
(NextGen) Admin Analyst Part-Time 116,162 122,771 99,654
NextGen Overtime 25,000 25,000 25,000

100,000

Cisco Enterprise ASR903 MPLS Routers Refresh

Upgrades (30) 750,000
Dehydrators (20) 90,000
Gate installation (Pala) 25,000
Road improvement (Lyons) 100,000

Critical Connect for LTE

100,000

RCS Training Platform

NextGen Interest Payment Variance
TOTALS

$ 2,438,371

277,209 277,209

$ 1,365,980

AC Replacement (10) 150,000 166,000
RCS Site Relocations/Acquisitions (planning costs) 30,000 30,000

NextGen Backhaul Configuration 50,000 50,000 50,000
UPS Units (10) 125,000 505,000 553,000

100,000

45,600
$ 1,051,254

Operation and Maintenance Cost Variance

| 1,278,837 |

1,483,819

| 1,126,535
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