WESTCOM MANAGEMENT COMMITTEE MEETING
Clerk’s Meeting Minutes

December 3, 2025

The meeting of the Westcom Management Committee meeting was called to order by Luke
Nelson at 8:30 AM. The following people were in attendance: Brad Deets, Tom Hadden, David
Jones (attended virtually), Matt McQuillen, Adam Plagge, Luke Nelson, Craig Leu, Chad
McCluskey, Chris Hamlett, Greta Truman, Aubyn Giampolo, Rob Dehnert, Molly Tracy, Jamie
Letzring, Tim Stiles, Ray Blaze (attended virtually), John Williams (attended virtually), Clint
Robinson and Emily Sellner.

Tom Hadden moved and Matt McQuillen seconded to approve the current agenda as distributed.
Ayes: all. Nays: none. Motion carried.

Matt McQuillen moved and Brad Deets seconded to approve the meeting minutes from
September 3™ and October 2™ as distributed. Ayes: all. Nays: none. Motion carried.

Approval of 2026 Meeting Dates

Brad Deets moved and Tom Hadden seconded to approve the 2026 meeting dates as distributed.
Ayes: all. Nays: none. Motion carried. Emily will send calendar invitations for the meetings.

Sub-Committee Report

Chief McCluskey reported that the encryption project has been presented, and logistical details
have been resolved. The project is scheduled for implementation in March/April 2026, and he is
seeking formal approval to proceed. Jamie requested a drafted paragraph summarizing the
project to share with the City Councils. A unified statement will be prepared and distributed in
advance so it can be shared with each council accordingly. Matt McQuillen moved and Tom
Hadden seconded to approve proceeding with the encryption of the police radio channels. Ayes:
all. Nays: none. Motion carried.

New Business

Westcom Secondary Internet Service Provider

With the transition to the Cloud, CentralSquare recommends establishing a secondary internet
service provider (ISP) to ensure continuity in the event of an outage. After discussions with IT, it
was noted that Aureon is the current provider and Segra supplies telephone service. Segra’s
pricing is competitive with Aureon, offering a rate of $827 per month for a 12-month term.
While longer terms are cheaper, a 12-month agreement is preferred as we continue evaluating the
Cloud environment. This cost is covered in the current budget and in the next fiscal year. Luke
confirmed that their IT team is supportive of adding a secondary connection. Tom Hadden
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moved and Adam Plagge seconded the approval of establishing a secondary internet service
provider with Segra. Ayes: all. Nays: none. Motion carried.

Old Business

Update on Metro Wide PSAP Discussion

Tom and David reported they have not received any updates from Polk County. Chief Leu shared
that he received an email yesterday from Nick Brockman at Polk County Sherrif’s Office
requesting information on radio talkgroups, their programming, and assistance in determining
costs (whether to remain with our RMS or use theirs, and whether to continue with Locution or
transition to theirs). Chief Leu advised them to price out both options. Chief McCluskey noted
that radio interoperability will likely become a significant discussion point. The furthest west
coverage for Polk County currently reaches is the Windsor Heights PD parking lot. Given that
Polk County is only now beginning to explore these details, progress may be slow. Currently, we
are waiting to hear back from them.

Update on CentralSquare Cloud Transition, Timeline & Progress

The Cloud transition continues to move forward. Meetings are ongoing, including one held on
Monday. It remains a slow process as we work toward upgrading all systems to their latest
versions. RMS needed to transition from Hybrid to web-only. We have a Cloud go-live date of
January 27, 2026 scheduled. The secondary internet provider will be in place by that time.

Westcom Internal Audit Progress Update

The internal audit process has fallen by the wayside as efforts have shifted toward the Cloud
transition. It was recommended that this item be removed from the agenda during the transition
phase. Luke noted that his expectations have been met regarding this adjustment and the item can
be removed from the agenda.

Polk County 9-1-1 Service Board IGA Status (28E Agreements)

We remain in a holding pattern. Polk County has been pushing for us to sign a contract-style
agreement, but since this should be a 28E agreement, we are unable to proceed until we receive
the correct document—none has been provided to date.

Discussion followed regarding the potential impact of Polk County EMA adopting its own tax
levy. AC Dehnert noted that this has long been a concern and could open the door to “back-door”
funding of 9-1-1 services that has not previously been accounted for. The Committee was also
cautioned that we must stay aware of any shared investments moving forward, as Westcom has
already made significant investments and the other two PSAPs have some catching up to do. AC
Dehnert also added that one of the major challenges in drafting the joint authority is determining
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how to fairly recognize the portion of our service area that lies in other counties. Chief expressed
concern that Westcom will consistently be outvoted in the current governance structure. Both the
executive committee and the service board are aware of this issue.

Jamie reported on recent meetings with West Des Moines’ lobbyist, Homeland Security,
government affairs, and the 9-1-1 program manager regarding double taxation. There is
increasing pressure from the Governor’s Office and DOGE to consolidate, and it appeared that
this was the first time they had fully understood the inequities in the current funding formula.
They asked whether we had legislation ready to propose; although we do not, we made it clear
that we want to be involved if any legislation moves forward. Jamie noted that the DOGE
committee had very limited representation from local government—only a few county
employees. There was discussion about whether other PSAPs statewide might face similar
issues; possibly one or two, though Westcom is by far the largest. This led to questions about
whether a legislative formula exists for situations like ours, or whether Westcom could pursue
carve-out legislation specifically acknowledging operations in more than two counties. Jamie
shared that carve-out legislation has been the most successful approach in the past. The group
agreed there is value in spending time after January 1 to brainstorm the mechanics of potential
Westcom carve-out legislation, socializing it, and testing its viability. Research is needed first to
determine how unique our situation is. Jamie will begin conversations with Dentons after that
initial research. Lindsay and Luke can assist, and Jamie will send them an email. Per Matt,
brainstorming with attorneys on possible legislative mechanics will also be useful. Chief
suggested considering a voucher-style program as one example of how the double-taxation issue
could be addressed. The goal would be to open discussions with counties early by presenting a
well-developed legislative concept. Questions remain—such as whether Polk County can levy
taxes for services not being provided to us. Greta will consider this further. It would also be
helpful to know whether Des Moines would support a change, since they should be among the
strongest proponents. Finally, eliminating 9-1-1 boards was discussed, but this would likely face
significant political resistance. Another idea raised was designating Westcom as its own service

board.

Budget & Finance Report/Discussion

A mostly flat budget was presented. Tim reviewed FY25 spending and noted the annual budget
reflects approximately a 4.6% increase. There may be additional savings beyond what was
budgeted due to the move to the Cloud. The 9-1-1 budget has increased—some of this is due to
carryover, as revenues exceeded what was budgeted. Some formula adjustments were made, and
certain project funds were pulled out and returned to the PSAPs, though future impacts remain
uncertain. The catastrophic reserve fund is fully funded; however, the state bill is being paid
from that fund, which will draw it down and require replenishment. Overall, revenue came in
higher than expected.

The budget anticipates two vacancies—not as cuts, but as a budgeting assumption. If no
vacancies occur, a budget amendment will be needed. RMS remains in the Westcom budget even
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though it would normally reside in the City budgets, which artificially inflates Westcom’s overall
cost. Fire/EMS agencies select and fund their own RMS, while all PDs use CentralSquare’s. It
makes operational sense for Westcom to host and manage the system and the employee
supporting it, but the increasing data storage needs will eventually become costly. These RMS
expenses are typically in a City’s PD general fund, so their presence in Westcom’s budget skews
cost comparisons. FirstNet, at approximately $10,000 per month, is another major shared cost
that contributes to the appearance of a higher budget.

Matt requested a list of expenses housed within Westcom that are not directly related to
dispatching but are paid for centrally, noting this would be valuable for city finance teams and
City Councils. He also suggested creating an RMS division within Westcom, similar to the
Logistics division, and developing a “membership benefit” document outlining services that
member cities would otherwise need to fund on their own. Matt expressed concern about the 8%
increase in the operations budget, which is driven almost entirely by Cloud-related costs. If 9-1-1
funding does not materialize, the budget increase could be significant. There remains mistrust
regarding the sustainability of the 9-1-1 budget, and potential Cloud savings are uncertain at this
stage. Westcom’s contribution to IT infrastructure during the Cloud transition could eventually
reduce costs. This reinforces the importance of the service board structure and Westcom’s role
within it. Joint projects continue to draw funding off the top, and Westcom could be outvoted on
shared expenditures it does not need. Chief McCluskey noted that Westcom does push back
when appropriate.

Chief Leu emphasized that nothing moving forward is going to become cheaper. He has pared
the budget down as much as possible, but many costs are unavoidable. A new building is not
feasible, but renovating the current facility is. He floated the idea of relocating dispatch to the
main floor of Station 19 as the most cost-effective strategy to extend the building’s useful life.
The audio logger remains in the E-911 budget at $50,000. Regarding the vehicle replacement
program, Westcom is working with Fleet to trade Westcom vehicles for retired police cruisers. A
proposal will be sought from Design Alliance, which designed the building, to better understand
renovation costs. HVAC upgrades and remodel costs are not currently budgeted or spent. Radio
upgrades are anticipated in 2030 along with new tower sites, some benefiting West Des Moines
specifically and some shared. Motorola conducts major platform upgrades approximately every
20 years. The transition from the G-series to the D-series must occur before support ends in
2032. The original CIP estimate for this upgrade was $10M, with an additional southwest tower
at a cost of $3M. Motorola offered a bundled proposal for both at $9M. Signing by year-end
secures a $400K discount. Westcom still qualifies for additional discounts and Motorola is
flexible regarding financing, equipment delivery, and long-term scheduling. Signing the
commitment preserves the equipment’s value even if Westcom transitions to PCSO. Westcom
will need the breakout cost of the tower for the 28E agreement. Jamie asked whether this is the
appropriate time to address the communications barrier between ISICS and Raycom. The group
agreed this is the right opportunity. AC Dehnert will follow up. Matt asked whether each city
would bond its portion of the expense since this is a CIP-level investment. Westcom will bill
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each city for its share; each city will determine how to finance it. CIP discussions will require
additional time because CIP is separate from operations and 9-1-1 budgets.

David asked whether the 4% wage increase is across-the-board or all-in. West Des Moines’
approach is a July 1 COLA based on the Midwest CPI (September to September), with additional
merit and promotional adjustments—combined equaling approximately 4%. The policy can be
provided to the Management Committee. Insurance was discussed; Tim confirmed that West Des
Moines, as a self-insured entity, performs a year-end true-up for claims and that next-year
projections roll forward.

Regarding personnel costs for FY26: the revised staffing number will be addressed in a future
amendment. The difference stems from budgeting for a full-time chief and now having Chief
Leu. The QA position has remained vacant for at least half the year but is still included for
FY26-27; it can be removed if desired.

The committee revisited CIP planning. With a new audit firm, it may be worthwhile to revisit
CIP in a virtual meeting in mid- to late-January, with auditors present, as they have strong
interest. Luke said late January works best. No objections were raised. The agenda will include
only CIP and the FY25 Auditor’s Report. A meeting will try to be scheduled for January 21 if
that works for everyone as the auditors will be on site. If not, a virtual meeting will suffice.

Matt McQuillen moved and Brad Deets seconded to approve the Westcom general budget as
presented. Ayes: all. Nays: none. Motion carried.

Matt McQuillen moved and Brad Deets seconded to approve the 9-1-1 budget as presented.
Ayes: all. Nays: none. Motion carried.

At the March 2026 meeting, it was suggested to invite AJ and Lynn to review and discuss
updated 9-1-1 funding projections. This timing should align with approval of the budget in
February.

Next Meeting

The next meeting of the Westcom Management Committee is scheduled for Wednesday, March
4,2026 at 8:30 AM.

There being no further business before the Committee, the meeting was adjourned at 10:00 AM.

E. Sellner, Recording Secretary
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