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TECHNICAL SERVICES UNIT/VIPER
23 April 2014
TO: 
All VIPER POC’s, EM BRANCH MANAGERS, EM COORDINATORS, VIPER STAFF, SWIC

FROM:
MICHAEL HODGSON, VIPER SYSTEM MANAGER
SUBJECT: 
COMMENCEMENT OF VIPER P25 CONVERSION
The VIPER Team of the Highway Patrol is very pleased to announce that the day for which we have been striving for the past seven years is finally at hand!! VIPER will begin the conversion from 4.1 to P25 on 16 June 2014. 

In preparation for this momentous task, all of the licensees operating in the National Public Safety (NPSPAC) portion of the 800 MHz band were required to relocate their frequencies to a lower portion of the 800 MHz spectrum as part of the FCC’s mandated “re-banding” project in conjunction with Sprint Nextel. I am happy to report that North Carolina completed not only the reprogramming of radios but also the re-tuning of the fixed network equipment (FNE) in late March and that we are now fully migrated utilizing the 15 MHz down shift frequencies. 

As subscriber radios were programmed for the new “re-banded” frequencies, all of the radios capable of P25 operation were touched to prepare them for the P25 conversion, which is what we have called “First Touch”. This “First Touch” has included the creation of additional “zones” in radios capable of simultaneously containing both 4.1 and P25 templates to mirror the current Motorola SmartZone 4.1 programming and to provide each user with the capability to operate on the “old” 4.1 VIPER network as well as on the “new” P25 VIPER system. This will allow these end users to simply change their radio from the 4.1 zone to the P25 zone once sites in their area are converted and seamlessly operate on the P25 system.  Because some end-user radios were not capable of having both systems in the radio simultaneously, agencies operating those radios will be required to reprogram them after the sites primarily used by them are converted.  These radios will not operate on the VIPER system until the P25 template has been programmed into the radios.  
VIPER has compiled a database for each county of all radios programmed during the “First Touch” process.  Each county VIPER POC should email a spreadsheet containing an updated alias list for each radio to viper-activate@ncshp.org no later than 15 May 2014.  These two databases will then be compared to ensure that every radio on the VIPER network has been accounted for.  Each county POC will be notified of any discrepancies between the two databases for follow up.

After the conversion to P25 and any discrepancies between the databases have been resolved, these databases will be transferred to the county VIPER POCs who will then assume the maintenance and administration of these databases including the assignment of VIPER IDs within their approved block of IDs to radios.  
As an attachment to this email you will find a copy of the site conversion schedule.  As you will see on the attached schedule, conversion of the entire State will only take 10 days, beginning 16 June and ending on 25 June, due to the preparatory work the VIPER Technicians have already completed.  In order to ensure that each county is aware of when its sites will be converted, there will be no deviation in this schedule.  Also note that there are no breaks in this schedule.  VIPER technicians will work straight through with no days off during the intervening weekend. 
It is also important to note that once site conversions have commenced, there is no turning back. We cannot stop the site conversion process due to a radio or group of radios having not been programmed for P25 operation. Every effort has been made and will be made during the site conversion process to facilitate programming expeditiously in the event that the need arises to update the programming in radios moving forward. 

Sites in the Wake County area are already operational on P25 and do not require conversion therefore they are not reflected on the above site schedule.  Additionally, accommodation has been made not to convert any sites associated with the areas in and around Moore County until after the completion of the Women’s US Open. 

Should questions arise please direct them to us at viper@ncshp.org.  Should a question of immediate concern arise, please contact the NOC at 1-888-92-VIPER.

We look forward to working with each of you as we work to complete this monumental task.
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