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Introduction
On June 23, 2010 the Menasha Water and Light Commission directed stalf to study the
feasibility of a unified IT Department serving both the Utility and City departments. A
emall feam was assembied to conduct this study, the members of the team are Jeff Lacey
{Manager of IT Support for the City), John Teale (Technical Ser vices Engineer for the
Utility} and Steve Grenell (Project Engineer for the Utility). The team determined that
this study should show the impact on the City and Utility Informahonal Technoiogv 2010
budget’s, if they were a unified 1T Department. .

Executive Summery ‘

The conclusion of this feasibility study for a Unified 111f0rmat10n Technology .
Department Serving both the City and Utilities shows that there are currently “No Cosr
Benefis” for both the City and the Utilities. There 4 are however, areas that the Clty and
the Utilities can share support for each other in d Iy operdtions. Areas include data
sharing, and vacation support coverage. '

It needs to be noted as we move forward with the cond1t10ns of the Wisconsin Public
Service Cominission rate order, that all interdepartmental agleemen’is or arrangements are
approved by the Wisconsin Public Service Commission mcludmg the allocation method.
There will not be a subszdv creaied betwean departments. :

Therefore, this team does not recominend to the Menasha Utilities Commission a Unified
Information Technology Department ser ing both the City and the Utility at this time.
The team does recommend that the tw ';'_depamnents work together in the firture in such
areas as the budgeimg process for equipment / _soﬁware and other projects to see where
costs can be rcduced or systems shared.

City Informamn 'I‘echnolog} })ep tment

Currently the City has a dedicated stafl of two that makes up the City Information
echnolog gy. Department The two current positions in the City IT department are a

Manager of IT:Support, and Supervisor of IT Support. These two employees handle ail

the Informatmnal Technology functions for the City departments. Following is the job

‘. description for each of these positions as well as a list of services that these two positions

'"'"1-,.Manager of IT Support: the purpose of this position is to plan, direct and
Supeﬁnse information system activities and personnel; manage autom ated
information system projects; and conduct special studies, This position is
responsible for the coordination of local and wide area network activities, day-to-
day operations of the wide-area network and to provide technical assistance to all
City locations.



Supervisor of IT Support: the objective of this position s to assist in the direction
and coordination of local and wide area network activities as well as provide
technical support for all services and users in all locations.

Description of services that the City of Menasha [T Staff provides are but not

limited to:

¢ PC Support — Hardware / Software

e PC instaliation - Hardware / Software / Maintenan

» Network Administration
E-Mail Administration
‘Telephone Administration
Printer / Copier / Fax support
Training on PC’s and Software
Application Development

e & @ & =

&

s City Website

Menasha Utility Information Technology Department
Over the years Menasha Utilities staff has been prov1d1ng thc ervices that the City IT
department prowdes ‘the other City: depen its: ThiS unique‘setup has been utilized
elopment/utilization of process

ical Services Engineer: the purpose of this position is to be responsible for
the technical support for the Engineering, Electric Metering, Electric Distribution,
Distribution Substations, Office and Water Departments.  Work includes but not
limited to engineering, electrical metering, creating budgets, purchasing /
maintenance and repair of computer and network related equipment.

Description of services that the Technical Services Engineer provides to the
Ulility as IT services:
e PC Support — Hardware / Software
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PC installation - Hardware / Software / Maintenance
Network Administration
E-Mail Administration
Telephone Administration
Printer / Copier / Fax support
Training on PC’s and Software
Database / SQL Administration
SCADA / PLC Support

In addition to the typical 1T services provided the Tecim]cai Servmes Engmea:
provides many other services to the Utilities. The f{}l}m\mng is a list of just some:;

of these services and responsibilities:

¢ &« & @ @& @ ©

© Compiles required data for Wisc

Substation Relay Setup and trouble’shooting
Electric distribution short clrcmt?c' _c&latlon' & studies
Flectrical system power flow calcuianons nd requirements
Substation Maintenance Support, Plamnng & Budgeting
Telecommunications Support, Planning & Budgeﬁn
Transformer/Circyit-Breaker/Equipment Testing .
Oversees SpilL Pre: vention Program
consin Public Service Commission and
other organizations, such as Ameuoan Pubhc Power Association.
Technical resources for electnc and water meters

Special Capital projects uch as transformer oil containment




City Cost Allocation for information Technology

Carrently the City has a dedicated staff that handles ali the Informational Systems for the
City departments, this staff makes up the City Information Technology department. In
2010 the City council approved a cost aliocation method that would charge each
department a share of the IT budget. This cost allocation method defines the cost of three
different cost pools and charges each City department a percentage, based on ItS
individual allocation.

The first cost pool is the Per User Cost. This would include thosé cost 1hat can be
associated with the number of users in a particular department’ and ‘[hf: level’ of suppmt
they require.

The second pool is the Per Personal Computer Cost JThzs would include those cost that
can be associated with the physical number of p onal camputers in a department’™

The third cost pool is Direct Cost. This wouls
used by one department.

cost that are exclusively

Utilizing this IT cost allocating method for the 2010 budge ithe cost of I'T services for.
each city department are showr;. i T&bl — 1. Additional and’ supporting information on

- " Department .
Percentaue Percentage Cost Total

Human Resources’

Total 100269 166,822 48,166 315,257



Analysis

The City operates with a dedicated IT department with a cost aliocation method of
charging each department in the City for IT costs. The Utility is not much different,
except there is not a Utility department dedicated to IT service and each department has a
budgeted amount of the Technical Services Engineer’s time. This is no different than any
other position at the Utilities. In the following analysis of the Utilities &. City,. the Utility
is viewed as one department from the City level, even though there are- five separate
utility companies. In the following analysis the Technical Services Engineer’s fime
dedicated to providing equivalent IT services that the City would provade was estimated
at 25%. With 25% of the Technical Services Engineer’s time 3iiocated to Utlhty iT
functions and other budgeted 1T defined cost, a total cost of IT services for the Utility
based on the 2010 budget was developed and shown in Table — 2. Additional and -
supporting information on Table — 2 can be found m Appendzx B. )

‘Wenasha Utilities Thforma
Total Cost

User Based Cost Pool Total
PC Based Cost Pool Tetal o
epartment Total

Total Infm:*zm'atmn_ SewicééBudget S 152,2’6‘1‘

There are several different scenarios regardmg cost struvtme and allocations that were
iooked at, but only two were chosen to be d1scussed in this report.

Analysis — Scenario #1 :

The first sce ario shows the impact of gomzng o the two IT departmenis using the 2010
approved budgets Table = 3 shows the irupact of a combined IT department on the
Utilities as well a3 the City. Additional and supporting information on Table — 3 can be
foz_;;j;d_};n_/’&ppendm =C.

User Based Cost Pool Total - 166,822 _‘ o
P Based Cost Pool Total - 100 269 "
Cost per Department Tota}. 48, 166

Total fnformation Services Budget 315,257 152,261 470,859

. Diff
City Charges - 361,083 - - 234,174
Utilities Charges 169,777 17,516
Totai 476,859



As seen in Table - 3, the overall City 1T budget would be $14,174 less than the actual
2010 budget, while the Utsilities cost would be increased by $17,516. The services
provided by the City IT department and Utility would remain the same.

The reason for the cost difference is because the Utility would become the largest PC
Percentage user of 33%, and the second largest User Percentage at 23%.. See Table-AS in
Appendix — A, and table — C4 in Appendix — C for the cost allocation pezcemageﬂ;
between departments.

Analysis — Scenario #2 7
The second scenario shows the impact of joining the two IT dcpamnents using 1he 20105
approved budgels as was done in scenario #1, with a IT provided by the City '
1nformatmna1 Technology staff. In this scenano the Utilities Techmcal Servzce

o The City will pay 100%
to the City Budget.

the Sungard HTE accounting System according

Sffice Suite 2007, since the utility did this

upgrade il_f 2009

o TheUtlhtys wili pay-fb{}% of the toner supplies since this is a
depaﬁmeﬂtai cost,

User Basaed Cost Pool Total

PC Based Cost Pool Total
Cost per Department Total

Total Information Services Budget ~-315,257.:.:152,261 - 433,378

s
City Charges ~ 276,792 "-38,465
Utllities Charges 136,586 . 4,325 %%

Total 433,378



**Geenario #2 calculations show a large savings to the City of $38,463, while there is a
modest increase to the Utility of $4,325. This is because the labor cost that the Technical
Services Engineer of $30,940 was removed from the calculations. In reality, this position
is still employed and providing services to the Utility and the Utility 1s still paying the
labor cost. Even though the scenaric #2 looks like a great benefit to the Clty, the actual
cost to the Utility would be $35,265 not $4,325.

Conclusion 55

This study didn’t just include these two scenarios, there were mfmy more, none of which
benefited both the City and Utilities. Scenario #1 shows a $14,174 savings for the 2010
budget, but would increase the Utilities budget by $17, 16. “The other scenario’s that -+
were analyzed showed similar results. Scenario #2 of: this report would show the best”
savings for the City, with just a modest increase 10 the Utilities. The problem with
scenario #2 is the labor cost for the Technical Services Engineer of $30,940 was removed
from the calculations. The position of the Techmcal Sewmeq Engineer would not be
eliminated from the Utility staff. So the actual increase in ‘scenario #2 to the Utility
would be $35,265, which clearly shows that this would not beﬁsﬁt ihe Utility.

If the City Information Technology Department was over siaffed ':r the Utiity
Information Services was over siaffed and there was over lap, in services, there may be a
savings to both the City and Utilities. This weu!d mean that equipment would be shared
and personal would have to be laid off. Currently the Clty Information Technology
Department is looking to expand their staffing to suppo:ft the current work load. This
increase in City Information Technology ‘Department was analyzed prior to doing this
study. The Utility doesn’t operate with 8 dedicated staff or department to address
Information. Technology issues, but rather has mcerpmateci those responsibilities to a
single posmon that also handles many Gther technical issues in all of the five Utility
Companies. . :

W_llth‘j_che cost allecation that the Cny is gmng to use in 2011, them would bea S[’lift of

cost of the U‘uhty The Utahtles operates as a re gulated utikity, which means that its
revenues and c¢osts are regulated by the Wisconsin Public Service Commission. In April

0f 2010 the Wlsconsm Public Service Commission issued a new rate order that included
anguage that 1eqmres that all interdepartmental or arrangements need to be approved by
the:Wisconsin Pubhc Service Comunission, including cost allocation. This would mean
that c:ombmmg the Information Technology Departments between the City and Utility
would qui;e the Wisconsin Public Service Commission’s approval. The reason for this
language in the rate order was to eliminate cross subsidy between departments and using
the funds of the Electric Utility to fund activities outside of its business.

Menasha Utilities is governed by a dedicated Utility Commission. The responsibility of
this Commission is fo oversee the operation of the Utilities. The agreements for sale of
the Electric Utility assets to WPPI includes language that states the Utility to remain

under the control of the Commission. The idea of combining Informational Technology



departments would give the authority to the City 1T Steering Committee and City Council
to decide what the needs of the Utitity would be in the area of Informational Technology.
A combined Information Technology Department would not satisfy this agreement with
WPPI, and would also need their approval.

Druring this study other discussions on various topics were discussed, whi h"ceuld benetit
the City and Utilitics in the future. The team strongly agreed that mczeased
communications between the C}ty and Utilities could result in a stronger and more
efficient operation of the City and Utilities. The communications ‘should’ include the
Utilities attending the City I'T Steering Committee meetings, collabozale with software
and hardware specifications, joint purchasing, and back up, support:: Even though both
the City and Utilitzes purchase equipment under state and’ 1ocal government contracts, an”
additional savings may be achieved by purchasing with WPPT members,

At this time, this team does not see any financial savings t6;both the City and Utilities by
combining the two Information Technology Depariments ‘he outside influences on the
Utility side may inhibit a combined department The team does feel that Worlxmg
together in the future by participating in the budgeting process, planning, and projects
could result in reduced cost for both the City and the Utilities :

Such type project would be the'e-mail archiver. In June of this year the cost of the
Utilities purchasing its own ‘eimail Archiver w s‘compared to ‘utilizing the Cities e-mail
archiver. The result was that there wouid be 4 savings o the Utilities if they were to
purchase this unit on their own rather thar utilizing the City.

thi Study only a aiyz;ed the 2G10 budgets, this type of analysis should be done
when necesv.ary Thergiare ‘alots of Varxabies used to calculate the costs and how they are
distributed, such as;

“o  'The costs for new equipment and projects
o= ser Base __PGOE Costs change {(Health Care Plans, Salaries)
o Change in PC and User percentages

Wzth the ever chancrmg cconomy there may be a time in the future that combining or
sharmg more tesources between the City and Utilities Information Technology
Depeu tme:ﬂts: would have cost bepefits for each.



Appendix - A -— City of Menasha Information Fechnology 2010 Budget

Table - Al Table — A2

“City of Menasha Information Services = farmation Services
User Based Cost Pool PC Based Cost Pool
Salaries-10-02 117,713 Professional Services-21-04" % 49,750

Cutsource 10,000

Health Insurance-15-01 10,675 Fiber Optic Rental 19,950

Life Insurance-15-02 134 [mernet Agcess 16,800
- Dental Insurance-15-03 775 Cab&hng Pm_]ecis 3,000

Retirement-15-04 12,948

FICA-15-03 9,005 Anaual Soﬁwa;e Mamfenance-’)dl 04

Vision Insurance-15-07 56 © Barracuda Spam B?eckerh ;

Workers Comp-15-08 295 Sungard HTE

Telephone-22-01 2,200

Other Municipal Entities-25-¢1 0 upplies Tools & Equipment-30-15 ARV

Printing-29-01 100 Office Suite 2007 15,870

Vahicle/Equipment Rental-29-05 2,600 T ming Vldeo for Office Suite 2007 00
Office-30-10 iergency Replacement Equipment 5,000

Postage-30-11 ge Calibration Server &
Dues/Memberships/Licenses-32-0F
Mileage-43-01
Registrations-34-02
Lodgingn/Meals-34-03

Other Expenses-34-04

Liability Insorance-51-04

User Based Cusf EE"éol Tntal

Compuier Eqmpment -80-01
Offi eEqu1pmem—80~04

PC Based Cost Pool Total 106,269
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Table — A3

fena formation Serviees
Cost per Department _
Annual Software Maintenance Cost-24-04. 32766~ Dept.
Win Wam 650 Health
City of Neenah Tax System 2,500 Finance
Arc View 3,000 Finance |
Govern 4,900 Comm: Dev.
Land Deskzop 3,976 Pub, Works
CarteGraph g
Safari 4,500 Parks
MarketDrive 43500 Assessor
T2 Parking 900, Police

Livescan Fingerprint
Oce Plotter

Supplies-Tools & Equipment-30-15
Diagnostic Software PWF

Panascnic Toughbook

Thermal Printer

11

3,500 Police
2,340 Pub. Works

5,908

9,900 Police



Table — Ad
SEER D gty 6F Menasha Taformation ServicesT AR
Total Cost_
User Based Cost Pool Total 77 166,822
PC Based Cost Pool Total 100,269
Cost per Department Total 48,166

Total Information Services Budget ~ 315,257

Department

Human Resources

City Clerk

Mayer

City Attorney

Health Department

Sendor Center ¢ ;

Commuanity Development Comm. De

Park and Rec Dept.

Public Works 14%

Polige Department Police 41%
fance Department  Finance 6%

City Assessor .. Assessor 3%

Library . Library -~ 3%

T 100% 100%



Appendix — B --- Menasha Utilities Information Technology 2010 Budget

Table - B1

5 Menasha Utilities Tnformation Services

User Based Cost Pool
Salaries 17,872
Health Insurance 4,208
Life Insurance 4
Dental Insurance )
Retirement 1,966
FHZA 1,367
Vision nsurance 0
Workers Comp 30
Telephone 60
Other Murnicipal Entities 0
Printing 50
Vehicle/Equipment Rental 1,000
Office 38
Postage ’ 50
Dues/Memberships/Licenses
Mileage
Registrations
Lodging/Meals
Other Expenses

Liability Insurance
User Based Cost Pool Total [

Table - B2
Ménasha Utilitics Information Services
PC Based Cost Pool

Professional Services 39,389
Oufsource 5,000

er Optic Rental 30,363

lernet Access 4026

Cabeling Projects

Annual-Sofiware Maintenance )
Barracuda Spamn Blocker
Sungard
s & Equipment LI 000
: Office Suite 2007
ning Video for Office Suite 2007
3,000

PC Based Cost Pool Total

13



ition Servicss

Cost per Department
Annual Software Maintenance Cost-24-0¢ 47,0325
Iiron MVRS/FC200 3,560
Anti-Virus Software 1,000
Wonderware SCADA 7,100
Wonderware Water 9,500 7
Win 411 f}ﬂﬁ
E-Care _;2,;700
Harris 10,179
Solemon ... 7,263:,,
Website Renewal.” 1,500

730
2,000
700

500

KSRI Mapping Conversion
" Drafting Plotter

Offive Equipment .
T Color Copier

~ Cost per Department Total = 78,932
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Appendix — C — Scenario #1 Combined Information Technology 2018 Budget

FTable-C1 Table — C2
ST "Menasha Combined Tnformation Services Wenashia Combined Tnformation Services ™"
User Based Cost Pool PC Based Cost Pool
City MU City MU
Salatries-10-02 117,715 17,872 Professional Services-21-04: . TU49.750 0 39389
Health Insarance-15-01 16,675 4208 Oulsource 10,060 5,000
Life Insurance-13-02 134 4 iber Optic Rental 19,950 30,363
Dental Inswrance-15-03 775 0 Iriterne Access 16,800 4,026
Retirement-15-04 12,943 1,966 Cabeling Projects 3,000
FICA-15-05 9,005 1,367 _ .
Vision Insurance-13-07 50 ] Axnnual Software Maintenance-24-04 0
Workers Comp-15-08 295 56 g Barracuda Spam Blocker
Telephone-22-01 2,200 60 Sungard HTE
Other Municipal Entities-25-01 Y {
Printing-29-01 100 50 Supplies Tools'& Equipment-36-13 U21070.70010,842
Vehicle/Equipment Rental-29-05 2,600 1,060 “ Office Suite 2007 15,870 7,842
Office-30-10 75 38 Training Video for Office Suite 2007 300
Postage-306-11 Emergéﬁg:x Replacement Equipment 5,000 3,000

Dues/Memberships/Licenses-32-01 alibration Server ]

Mileage-43-01
Registrations-34-02
Lodgingn/Mealis-34-03
Other Expenses-34-04
Liability Insurance-51-04
User Based Cosl
User Based Cost Po

Office Equipment-80-04 _
PC Based Cost Pool = /500,269 1
PC Based Cost Pool Total = 7180,500:7
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.. Table-C3
" ‘Mienasha Combined Infermation Services

Cost per Department
Annual Software Maintenance Cost-24-0¢ 76598 == Dept.
Win Wam 650 Health
City of Neenah Tax System 2,500 Finance

Are View 3,000 Finance .-;;.f,f:

Govern 4,800 Comm. De\;
Land Desktop 3.976 Pub.-Works;,
CarleGragh 1,000 Pib. Works

. Safari 4,500 Parks
MarietDrive 4,300 Assessor

T2 Parking :_‘-}1“" 909. Police
Livescan Fingerprint .= 3,500 Police

Gce P]aﬁt;l‘r ' 2,340 Pub. Works
Cemetery 1,000 Parks

Ton MVRSFC200, 3,506 Utility

Wonderware SCADA 7,100 Utility
Wonderware Water 9,500 Utility. .
Win 911 ACH '
E-Care

7,203 Utility

750 Utility
2,000 Utility

500 Utility

jes-Tools & Equipment-30-15 H-7 400
: Diagnostic Software PWF 1,400 Pub, Werks

Panasonic Toughbook 3,800 Police
Pentax Thermal Printer 300 Police

ESR1 Mapping Conversion 6,000 Utility
Drafiing Plotier 10,000 Utility

Power Quality Analyzer 4,400 Utility
Toner Supplies 7,500 Utility

Additional FC200 for Meter Reading 4,800 Utifity

Office Equipment-80-04 "0 900
Color Copter 9,900 Police

Cost per Department Total 123,898
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Bepartment

Abbreviation

of PC's Percentage of User's
Human Resources HR 1.70 1% 220
City Clerk Clerk 3.40 3%
Mayor Mayor G.85 i%
City Attorey Horney 0.85 1%
Health Department Health 16.20 8%
Senior Center Senior 7.65 8%
- Community Development Comm. Dev, 425
Park and Rec Dept. Parks 5.80
Public Works Pub. Works
Police Department Police
Finance Departiment Finance
City Assessor Assessor
Library Library
Utility Utility

Percentage

| Department

User .
reentage Cost

ge Pe

Park’and Rec Dept.
Public Works
Police Department
- Finance Department
City Assessor
Library
Utidity

15

1y AL

3h. e

Total ) :

150,500

‘196,462 " "123,808 - 470,859
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Appendix — I} - Scenario #2 Combined Information Technology 2010 Budget

Tabie - D1
*"Menasha Combine

Table - B2
Cobined Tofor

User Based Cost Poal
City
Salaries-10-02 117,715
Health Insurance-15-01 10,675

Life Insurance-15-02 134

Dental Insurance-15-03 775
Retivermnent-15-04 12,948
FICA-15-03 ) 9,005
Vision Insurance-13-07 50
Workers Comp-15-08 295
Telephone-22-01 2,200
Other Municipal Entities-23-01 ]
Printing-29-01 100
Vehicle/Bquipment Rental-25-05 2,500
Office-30-10 75
Postage-30-11 160

Dues/Memberships/Licenses-32-01
Mileage-43-01

Registrations-34-02
Lodgingn/Meals-34-03

Other Expenses-34-04

Liability Insurance-51-04 . -
User Based Cost Poo} Tota

PC Based Cost
City  Combined MU
Professional Services-21-04 36,780 18,000 34,389
Outsource. 15,000
Fiber Optic Rental i, 19,950 30,363
Intertiet Access 16,800 4,026
Cabeling Projects 3,060
Annual Software Maintenance-24-04 750 iR
Barracuda Spam Blecker 730
Sungard HTE
Supplies Tools & Equipmeiit-30-15 SUHETTe 8,000 0
i, Office Suite 2007 15,870
Training Video for Office Suite 2607 300
Emergency Replacement Equipment 8,000
Office Calibration Server 0
- PC Based Cost Paol & - T26,828 134,385
. PC Based Cost Pool Total 142,658 T



Table—D3

13 Combiited Information Services:
* Cost per Department

Arnual Software Maintenance Cost-24-0¢
Win Wam

City of Neenah Tax System

Arc View

Govern

Land Desksop

CarteGraph

Safari

MarketDrive

Itron MVRSZFCZGQ

Wonderware SCADA

Wonderware Water
Win 911
E-Care
Harris

ies-Tools & Equipment-30-15
Diagnostic Sefiware PWF
Panasonic Toughbook
Pentax Therma!l Printer
ESRI Mapping Conversion
Drafting Plotter
Power Quality Analyzer
Toner Supplies
Additional FC200 for Meter Reading

Office Equipment-80-04

Cost per Department Total -

19

T2 Parking

Solomon, .,

776,598:7: Dept.
630 Heaith
2,500 Finance
3,000 Finance
4,900 Comm
3,976 PubzWaorl

4,500 Paiks
4,500 Assessor

fiility
10,179 Usility
7,203 Utlity

750 Utility
2,600 Utility

500 Utility

137,400
1,400 Pub. Works
3,800 Police

300 Police
6,000 Utility
10,600 Utility
4,400 Utility
7,508 Uility
4,800 Utility

19,900,
Color Copier

9,900 Police

123,898




Table - D4

se
- T Nomber Spe T Number ' User

Department Abbreviation of PC's Percentage of User's Percentage

Huwman Resources HR 170 1% 2.2G : 2%

City Clerk Clerk 340 3% w 2%

Mayor Mayor 0.85 1% 1%

City Attorney Attomney 0.85 1% 1%

Health Department Health 10.20 8%

Senior Center Senior 7.65 6%

Community Development Comm. Dev. 425 %

Parlk and Rec Dept. Parks 6.80 5945

Public Works Pub., Works 13.60 119

Police Department Police 26.33

Finance Department Finance 5.95

City Assessor Assessor 0.85

Library Library

Utility Utitity

" Department
Cost

142 100%

c nmunity D

Park-and Rec Dept.
Pubhc Works
Polite Department
Finance Department
Assessor

Total LU 142,688 -

20

166,822

123,898 433,378




