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Date:             March 30, 2012               
 
 
To:   John Szerlag, City Manager     
  
From:  Gert Paraskevin, Information Technology Director 
  Thomas E. Darling, Interim Director of Finance & Administration 
 
 
Subject: Analysis of the Information Technology Department 
 
 
Executive Summary 
 
In 2012 the IT Department budget comprised 1.2% of the total City budget.  For the 2013 budget that 
percentage should remain relatively constant.   
 
To answer the question: “Can the City save money by outsourcing the Information Technology 
Department?” a review of the departmental costs and service level was completed.  The result was a 
clear.  There would be no benefit to the City from either a cost or level of service stand point to 
outsource the IT Department. This conclusion was reached based on these findings: 
 

1. ICMA recognized that the IT Department operates effectively and has contributed significantly 
to city-wide process improvement efforts and efficiency enhancements. 

2. An analysis of 2013 personal services costs in comparison to the contract market, indicate IT 
Department staff are significantly undervalued. 

3. An analysis of the IT Department budget for 2013 identifies that only 48% of the costs are 
variable and subject to outsourcing.  If in fact all functions were outsourced it would be an 
incremental cost of $290,000 to the City. 

To further illustrate how the costs for the IT Department are allocated the computer chargeback was 
also broken down by function.  Note that in the 2013 budget all public computers at the Library as well 
as all other contractually supported computers (Safebuilt, Billy Casper and Troy Historic Village) will 
be charged $2,785 per computer rather than the full $3,300 as result of their lower support 
requirements in some of the functional areas.   
 
The following analysis provides all the underlying details. 
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Analysis 
 
The analysis of the cost and service level of the IT Department was addressed in three different 
ways: 
 

1. Current status of the ICMA recommendations. 
2. Comparison of staffing costs to the market. 
3. Services/Functions performed and how they relate to the budget. 

 
1. ICMA Report 

Findings and Progress: 
 
The IT Department will likely be able to sustain current operations and service levels over the five-
year planning period; however, ICMA identified options (below) that could increase productivity and/or 
allow for increased service levels within the projected resource commitment.   Based on the ICMA 
analysis, Troy’s IT Department operates effectively and has contributed significantly to city-wide 
process improvement efforts and efficiency enhancements. 
 
Information Technology: 
 

Alternative Service Delivery Options: 
 

1. Offer to provide IT services to other jurisdictions. Examine the potential for providing 
GIS support (provide services, such as hosting, support and advanced planning and 
development); hosting New World and/or supporting and assisting with 
implementations; and providing services and expertise in the customer service and 
asset management area. Initiate a process to determine pros and cons and to 
determine potential target jurisdictions. 
 
The City currently has the infrastructure and administrative costs in place for IT 
services.  Any incremental costs for providing services to other jurisdictions would be 
competitive in the market.  We have had and continue to have conversations with other 
jurisdictions to explore the possibility of mutually beneficial arrangements that can 
exploit our strengths and generate revenue without a negative impact on the City.  
Those jurisdictions have included Madison Heights, Sterling Heights, Washington 
Township, Wyandotte and Ferndale.  We are currently actively talking to both Sterling 
Heights and Ferndale.   
 
We currently provide and charge for services to both Billy Casper Golf and Safebuilt.  
They represent two private companies that have taken over specific operations for the 
City. In addition, we continue to provide services to the Troy Historic Village, which is 
now a separate non-profit organization. 
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As for the idea of hosting New World, we have approached New World Systems to 
engage them in actively promoting the City of Troy as a potential partner to other 
communities during their sales/rfp response cycle.   
 
Any in-sourcing commitments made will have to work around time and resources 
committed to Troy specific projects. 
 
Current list of projects (not complete): 
 
GIS 

1. Implementation of a public portal for Cityworks/Service Requests 
2. Improve workflow of the sidewalk replacement program 
3. Development of an address management database 
4. Upgrade of Cityworks to new release 

 
Programming 

1. Development of a Tax Payer Profile providing efficiency to the Treasurers 
office 

2. Programming modifications related to the BSA upgrade 
3. Programming modifications related to Cityworks upgrade 
4. Programming modifications related to LibertyNet conversion 
5. Programming modifications related to New World Next Gen upgrade 
6. Development of a Streetlamp Work order web application utilizing Cityworks 
7. Enhancements to the Fire Department Incident Notifier application 
8. Development of a Monthly Vehicle rental management 

 
Application support 

1. Upgrade of New World to Next Gen Version 
2. Upgrade of BS&A to .Net version 
3. Conversion of LibertyNet document imaging to OnBase 
4. Upgrade of Faster Vehicle Maintenance 
5. Implmentiaton of Utility Billing for Hydrant Rentals 

 
Network 

1. Implementation of alternate field delivery, possibly iPads 
2. Upgrade of wireless access security 
3. Upgrade of email system to Exchange 2010 
4. Implementation of internet connection load balancing 
5. Implementation of wireless for fuel imports 

 
PC Support 

1. Roll out of new PCs and/or implementation of virtualization 
2. Roll out of Windows 7 and Office 2010 for Library public computers and 

training room. 
3. Training on Windows 7 
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4. Support of Smartphones 

 
 

2. Investigate collaborative efforts that would be beneficial to Troy IT. Regional 
collaborative approach exists in other parts of the country (see Appendix ). This may 
provide long-term opportunities for cost reduction and flexibility. 
 
The IT Department currently participates in several regional programs and will continue 
to investigate opportunities for collaboration: 
 

Utilize various regional contracts for technology purchases:  State of Michigan, 
Oakland County, US Communities, Regional Educational Media Centers 
(REMC), and National Intergovernmental Purchasing Alliance (NIPA). 
 
Share space in the Troy School District data center allowing an offsite backup 
and recovery location. 
 
Utilize several Oakland County offerings including: Clemis, Fire Records 
Management, GIS data, and GovDelivery for e-notifications. 
 

3. Continue to consider possible outsourcing opportunities for specific services as they 
arise. 
 
As a matter of practice we utilize outside services to augment our expertise.  Sample 
projects include: 

 
• Implementation of Cityworks 

An outside vendor, Woolpert, was utilized for a limited engagement to provide the 
initial knowledge and expertise to implement Cityworks.  We were able to 
continue and complete the project at a reduced cost.   Woolpert hourly rate: $175 

• Implementation of VMware 
A VMware expert was engaged from CDW-G to provide us with the initial training 
and implementation.  Complete roll-out finished by in-house staff at a much lower 
rate.   CDW-G hourly rate: $165 

• Planned implementation of Exchange 2010  
CDW-G will be engaged to provide initial expertise and training.  They will assist 
in starting the implementation, but it will be completed by in-house staff at a lower 
cost. CDW-G hourly rate: $165 

• Upgrade to On-Base 
Hyland Software will be engaged to begin implementation and provide expertise 
to in-house staff to complete the project.  Hyland hourly rate: $198  
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Efficiency/Effectiveness Measures: 
 

1. Investigate costs and benefits of purchasing hand-held devices for appraisers working 
in the field. 
 
An upgrade to the .Net version of BS&A is required before devices can be deployed to 
the field.  The new design is more conducive to tablet use.  This upgrade will be 
completed on May 7, 2012.  In addition, the 2013 budget includes funds to replace 
computers.  At that time we will evaluate the cost/benefit of replacing traditional desktop 
computers with a tablet or other field device. 
 

2. Consider lease financing of computers and laptops to assure regular replacement, 
payment structure and asset investment. 
 
Leasing has been investigated in the past and has always proved to be more 
expensive.  In addition, it provides no flexibility for extending the life of systems for 
financial or other reasons. 
 

3. Establish performance metrics to enable comparison to other public and private IT 
Departments. 
 
Investigating. 
 

4. Conduct regular customer service satisfaction surveys. 
 
A previous survey indicated an overall satisfaction level of 2.526 on a scale of 1 to 3 (1-
Poor, 2-Good, 3-Excellent).  Since then we have replaced one staff person that has 
resulted in improved support.  The IT Department will continue to conduct surveys on an 
annual basis. 
  

5. Finalize budget impact analysis – review by senior staff and City Council. 
 
Was completed 11/16/2010. 
 

6. Train staff in competitive contracting and process improvement. 
 
Additional training can be added to the IT training budget if desired.  However, the IT 
Department has already been very successful in implementing process improvements 
with technology throughout the City.  In addition, we have been very successful during 
contract negotiations to receive no cost software and reduced implementation fees. 
Examples include: 

 
• Cityworks provided their Asset Management, Customer service, Work Orders 

and Inventory modules with no software license costs.  The value of the 
software was $200,000.  We were also able to implement at a reduced rate of 
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$50,000, when the normal rate was approximately $150,000. Total Value 
$300,000 

• New World Systems provided their financial package with no software license 
costs.  Value $420,000. 

• LibertyNet provided their document management software with no software 
license costs.  Value $270,000. 

• APOS provided the Business Objects interface at no cost.  Value $20,000. 
• GeoCortex provided ArcServer Framework software at a reduced cost for a 

savings of $8,000. 
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2. Staffing Costs 

In an effort to compare current staffing costs to outsourcing alternatives a review of available pricing 
from various contract companies and RFPs was conducted.  The following summary illustrates that IT 
staff is below market contract rates in all but one position.  The Robert Half Salary Guide for 2012 has 
also been included for comparison to the direct hire market. 
 

Information Department Personal Services Analysis 

Position 
FT
E Hours  Salary  

Total 
Compensati
on 

Base  
Rate 

Fully 
Burdene
d Rate 

Average 
Contract 

Rate in the 
market 

Robert 
Half 

Salary 
Guide 
2012 

 GIS Administrator   1 
           
1,976  71,590 114,524 36.23 57.96 96.00 NA 

 Network 
Administrator   1 

           
1,976  76,742 130,934 38.84 66.14 69.82 76.94 

 Application 
Specialist 1.6 

           
3,224  97,536 138,265 30.25 42.99 88.30 48.26 

 Data Proc 
Analyst/Programmer   1 

           
1,976  59,038 108,275 29.88 54.64 71.93 63.91 

 Lead PC Specialist   1 
           
1,976  55,775 101,156 28.23 51.64 52.92 50.26 

 PC Specialist/Help 
Desk Technician   2 

           
4,056  98,386 168,535 24.26 41.53 38.97 36.58 

 
 
Note:  
 
The IT staff is somewhat unusual in that we provide not only technical support, but also project 
management and process improvement services to the City.   IT has been the main force behind 
many of the systems that have been introduced to the City over the years.  Examples include: 
Financial Management Software, Document Imaging Software, Geographic Information Systems, 
Customer Service and Asset Management. 
 
In addition, each staff member functions in multiple capacities and are not specialized in just one 
specific area: 
 

GIS Administrator – Supports and implements ESRI GIS software; also responsible for the 
implementation and support of Cityworks our customer service and asset management 
system, as well as develops programming scripts and SSRS reports.  This position has been 
able to develop specific applications utilizing GIS and Cityworks to address specific business 
problems. 
 
Network Administrator – Oversees the City’s network; also manages the Exchange email 
system, servers, security, virtual environment, SAN environment, and telecommunications.   
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Also the resident expert in any new technology we might want to consider or pursue.  As a 
result of research, often after work hours, has found free or very low cost software to improve 
IT support functions. 
 
Application Specialists – These positions determine requirements for software needs, make 
recommendations, and implement applications.  They provide front line support for a number 
of systems including: New World Financials, LibertyNet Document Management, BS&A 
Software (Tax, Assessing, Permitting, and Cemetery Maintenance), Vermont Systems 
RecTrac recreation tracking software, GovDelivery e-notification software, Moodle training 
software, and Codespear emergency notification software.  This service provides a great time 
saver to departments, allowing them to concentrate on their work rather than taking time to 
research software issues then interact with software vendors to resolve them.  Application 
Specialists are the experts in the software and also understand the business processes they 
are used for.  As such, they are able to function as business analysts to implement new 
features which helps end users become more efficient.  They also conduct training, write 
manuals, create reports, and perform all software upgrades.   
 
Data Proc Analyst/Programmer – This position serves as our SQL database administrator and 
is responsible for technical website maintenance, custom programming (including new 
applications and interfaces between existing applications), as well as development of web 
applications. 
 
PC Specialists – These positions provide hardware and software support to all workstation and 
laptop users.  This support includes the image and install of new or replacement computers, as 
well as support for any peripherals such as printers, scanners, and copiers.  In addition, to 
support of desktop software such as Windows, Microsoft Office, and Adobe; they also support 
specialized departmental software.  For example: The Library uses Envisionware, Deep 
Freeze and Vendprint for public computers.  The Clerks office utilizes Pollbook software for 
elections. PC Specialists support all desktop phones, as well as Smartphones, and set up 
equipment for Council and various boards and committees.  
The industry average ratio of PC support personnel to computers is in the range of 60-120 
computers per support person.  In the City of Troy the ratio is 484:3 or 161 computers to 1 
support person.  This is markedly above the industry average. 

 
There are several advantages to having in-house staff: 
 

1. Familiarity with processes and procedures.  Every organization is slightly different in how they 
implement systems.  Completely new staff in a contract environment will lower service levels 
dramatically for an extended period of time.  It would be difficult, if not impossible to replace 
the level of knowledge, expertise, and experience currently in place.  There has been a very 
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heavy reliance on the IT Department especially during this period of budget issues and layoffs.  
Employees are required to take on unfamiliar new tasks and are looking for ways to make 
current processes more efficient.  IT plays a key role in both those areas.  IT is the expert in 
the applications they support and provide a great deal of assistance during this very difficult 
time.  IT continues to implement new modules and work with departments to improve 
efficiencies.  If the IT Department were to be outsourced, support requests would require 
assistance from our software vendors who charge relatively high contract rates to provide that 
type of assistance.  For example New World Systems charges $165 per hour to implement a 
module or create a custom report whereas IT’s cost is $43 per hour. 
 

2. Additionally, if we were to rely more heavily on vendors we would be subject to their schedule 
and resource availability.  Currently, requests for ad hoc reporting or system modifications are 
performed by in-house staff very quickly.  One example is the recent requirement for a City 
dashboard.  That project was completed within the timeframe required at no additional cost to 
the City.  Similarly, the Open Troy website was completely developed and implemented by IT 
staff in a very short period of time at no cost. 
 
 

3. Security would be a concern, especially for the Police and Fire Departments, because IT staff 
has access to very sensitive information.  We have worked hard to develop trust between IT 
and the departments.  It would be very difficult to build and maintain in a contract environment, 
especially if there was a great deal of turnover. 
 

4. Employees often work after hours and on weekends to accomplish tasks so as to have little or 
no impact on end users.  None of the hourly rates used in the analysis above take into account 
any premium costs that would have to be included in a contract situation. 
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Contract Rate Details 

 
 

 

Position 

Averag
e 

Contrac
t Rate 
in the 

market 

Kest 
Technologi
es 

Relian
ce One 

Corona 
consultan
ts 

Sierra 
Consulti
ng 

Sterling 
Heights 
GIS 
consultan
t  

Wixo
m 
RFP 

New 
World 
Systems 
Additiona
l Support 
Services  

Woolper
t 
Citywor
ks 
Systems 
Analyst 

Grand 
Rapids 
Outsource
d Rates 

 GIS Administrator   96.00 67.00 55.00 88.00 
 

111.00 
  

175.00 80.00 
 Network Administrator   69.82 70.50 55.00 70.00 90.00 

 
64.42 

  
69.00 

 Application Specialist  88.30 
 

50.00 88.00 82.50 
  

165.00 
 

56.00 
 Data Proc 
Analyst/Programmer   71.93 70.00 58.67 66.50 95.00 

    
69.50 

 Lead PC Specialist   52.92 
 

52.00 54.75 52.00 
      PC Specialist/Help Desk 

Tech   38.97 
 

35.00 43.88 46.00 
    

31.00 
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3. Functions and Services Provided 

Further evaluation of the IT Department was done to determine fixed versus variable costs by function 
or type of service.  This analysis identifies the variable costs, which are costs that are associated to 
staffing, that could be eliminated by outsourcing and those that would remain.  The remaining costs 
are referred to as fixed costs such as hardware maintenance, software maintenance, administrative 
costs etc, that would not be eliminated by outsourcing.  Reducing fixed costs would require that one or 
more of the functional areas be eliminated or reduced. 
From the detailed chart on the following page it is clear that 52% of the costs in the IT Department are 
fixed.  Therefore only 48% are variable and subject to possible outsourcing.  The following chart 
breaks down the per computer charge of $3,300 based on this analysis. 

 
Of the per computer charge only $825 is attributable to direct PC Support.  The rest of the charge is 
split among the various services the IT Department provides. 

Function 
Admin/ 
Fixed  

Network 
Support 

Programming/
Web 
Development 
and Support 

GIS 
Development 
and Support 

Application 
Support 

PC 
Support Total % 

Cost 
Breakdown per 
computer  16% 15% 7% 11% 26% 25% 

  
Fixed 

                       
528  

               
233 

                                  
18 

                            
82                583  

               
283  1,727 52 

Variable 
                          

-    
               

262 
                             

213  
                          

281                275  
               

542  1,573 48 

Total 
                       

528  
               

495  
                             

231  363               858  825 
                         
3,300  
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  Information Technology Budget Broken down by Function

Function Admin/Fixed 
Network 
Support

Programming/Web 
Development and 

Support

GIS 
Development 
and Support

Application 
Support PC Support Total %

Expense Category
Staff Hours 1,976            1,976         1,976                     2,470                3,224         6,032        17,654           

Fixed
Personal  Services  (Adminis trative) 171,102     171,102$       10.74%
Personal  Services  Legacy Reti ree 
Medica l 9,266         6,676         5,136                     6,228                5,011         9,460        41,777           2.62%
Office Suppl ies 2,000         2,000             0.13%
Computer Suppl ies 1

10,000       10,000      20,000           1.26%
Other Service Charges -                0.00%

Communications 600      28,992       29,592           1.86%
Equipment Maintenance 24,010       9,100        33,110           2.08%

Contractual  Services 2
38,872       475                        29,000              273,525     9,912        351,784         22.09%

Computer Services  Internal 3,300   3,300         3,300                     3,300                6,600         99,000      118,800         7.46%
Education, Tra ining and Books 1,000   1,000             0.06%
Membership Dues 100      100                0.01%
Other3

63,400 63,400           3.98%
Total Fixed 250,768        111,850     8,911                     38,528              285,136     137,472    832,665         52.28%

Variable
Personal  Services 124,013     102,842                 129,588            133,597     261,021    751,061$       47.16%
Other Service Charges -                0.00%

Communications 600            1,800        2,400             0.15%
Computer Services  Internal -                0.00%
Education, Tra ining and Books 550            1,100                     1,050                1,000         1,000        4,700             0.30%
Membership Dues 800            450                        550                   1,800             0.11%
Other3

0.00%

Total Variable -                125,963     104,392                 131,188            134,597     263,821    759,961         47.72%

Grand Total 250,768$      237,813$   113,303$               169,716$          419,733$   401,293$  1,592,626$    

1 - Does  not Include budgeted personal  computer replacements  - funded from fund ba lance
2 - Contractual  Services  i s  mainly comprised of software maintenance
3 -  Other includes  Insurance, Depreciation, and misc other charges
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The chart below provides the cost to outsource the variable portion of the budget based on the 
average contract rate.  Note the green highlighted cost line which identifies the cost to outsource 
(hours in that function times the average contracted rate) is higher than the current variable cost line 
for the corresponding function highlighted in yellow.  The total incremental cost would be $290,341 
more than the current variable staffing cost.  It is clear that outsourcing would cost much more than 
the current in-house staffing. 

 

Function Admin/Fixed  
Network 
Support 

Programming/Web 
Development and 

Support 

GIS 
Development 
and Support* 

Application 
Support PC Support Total % 

Expense Category 
     

  
 Staff Hours 1,976 1,976 1,976 2,470 3,224 6,032 17,654 
 

Total Fixed 
               

250,768  
               

111,850                  8,911            38,528  
        

285,136  
        

137,472  
      

832,665  
52.28

% 

       
  

 
Total Variable                         -    

               
125,963              104,392          131,188  

        
134,597  

        
263,821  

      
759,961  

47.72
% 

       
  

 Grand Total  $   250,768   $  237,813   $  113,303   $  169,716   $  419,733   $  401,293  $1,592,626  
 

         
         Contracted Average Hourly Rate 69.82 71.93 96.00 88.30 52.92/38.97 

  
  Cost  $ 137,964   $  142,134   $   222,893   $  284,679   $ 262,632  

 
$1,050,302  

 
         
Over/(Under) Current Variable 
Costs 

                 
12,001                37,742          91,705  

        
150,082  

          
(1,189) 

      
$290,341  

 
 

*Includes .25 FTE GIS Analyst position calculated at a 30% lower rate 
 
 




