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EXECUTIVE SUMMARY 
 
 
Technology at the City of Hood River has evolved over time in response to specific 
business needs.  This fragmented approach was initially successful in responding to 
basic office automation requirements; however, it positions the technology investments 
to be reactive rather than proactive.  In other words, the approach may address a single 
need at a point in time, but it does not position the organization to leverage those same 
investments for future initiatives or align itself with expectations and opportunities in 
service to the public.   
 
The model is inflexible and does not grow with public and employee needs as more 
modern, dynamic solutions would allow.  For example, there is expanding use of mobile 
devices in the field.  However, rather than taking full advantage of all the capabilities 
offered by a single investment (e.g. automatic transmission of data collected in the field, 
routing of data to appropriate parties for action, etc.), the electronic tablet has simply 
replaced the paper tablet in many cases.   This is just one example of many missed 
opportunities.  
 
Employees are independently seeking out new and innovative approaches to make their 
jobs more efficient.  This is evident across departments, from the attempts of 
Administrative Services to go paperless, to Fire using tablets for inspections, to Public 
Works using mobile devices for the management of City assets in the community.  

These actions represent a willingness and desire by 
staff to embrace new tools and processes to most 
efficiently manage workloads.  In other words, the first 
few steps of modernization are occurring with 
fragmented benefits, with or without a plan.  The 
benefit of modernizing with a strategic focus is that 
these initiatives are done securely, cost effectively, 
and can be scaled for other uses if not the entire 
organization. 

 
The City is now at a pivotal moment for technology investments.  Over 60% of the 
desktop PC environment is beyond or reaching end-of-life within the next year.  In 
addition, other critical infrastructure, such as the servers that host email and the City’s 
financial application, will all be out of warranty by September 2018.   The organization 
has the opportunity to maximize required technology investments by embracing a 
strategy to bring the environment current and keep it current.  The strategic plan defines 
that environment as secure, compatible, and dynamic, offering tools that meet the 
changing needs, challenges, and opportunities of the workforce and the public. 
 



 

  
CIVIC FOUNDRY 2 

 
 

Civic Foundry’s IT strategic plan sets a roadmap for the City that charts a course from 
where the organization is, to where it needs to be.  In addition to the data collection and 
analysis, the Hood River strategic plan is based on current trends in technology and the 
following key strategic initiatives that will have measurable impacts on the City: 
 

1. Enhancing Technology Support 
2. Establishing a Baseline Computing Environment 
3. Leveraging the Cloud for Efficiency 
4. Considering Platforms as the Future of Productivity 
5. Engaging the Public  

 
An important part of any strategic plan is the skill set required to operationalize it.  The 
hiring of a recommended part-time IT Manager (at minimum) with current skill sets and 
an understanding of modern trends in technology is critical to setting into motion and 
maintaining a strategic IT plan that delivers the value of the City’s investments.  In 
theory, many of the elements of the plan can be performed without modern in-house IT 
expertise.  However, the benefits of the tools will not be fully realized, and an ongoing 
cohesive IT strategy is unlikely without technical leadership that understands and has 
embraced modern computing architecture. In other words, achieving the goals of the 
strategic plan within the stated timelines, budget, and business requirements of the City 
is directly related to the IT Manager’s level of understanding of the technologies that are 
outlined in the plan, and is not being recommended to augment or address daily 
technical issues. 
      
This strategic plan focuses on getting the IT environment “healthy” and meeting the 
Council priorities to increase staff capacity and prioritize public communications.  There 
are many technology options that are available in the marketplace that could have been 
of interest to the City.  This plan was drafted with consideration for current and 
anticipated budget realities, and provides solutions with the broadest impact to the 
organization.  While it does require investment, the plan is phased and some of the 
expense will be offset by a reduction in existing IT expenditures.  The plan also sets a 
stable foundation for specific line-of-business technology initiatives that can leverage a 
contemporary platform with “swiss army knife” type functionalities that meet current 
needs and adapt to the future. 
 
 

SWOT ANALYSIS 
 
The SWOT (strengths, weaknesses, opportunities, and threats) analysis below is based 
on the themes summarized in this document.  It serves as high-level representation of 
the organization’s current technology posture.  Strengths and weakness are internal 
factors; opportunities and threats are external factors to an organization.  
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Strengths - The City’s staff exhibited openness to incorporating new technologies in 
attempts to make themselves more efficient. This plan creates a roadmap to update the 
City’s technology in a coordinated and comprehensive way. With the required upgrades 
and proposed strategies, tangible benefits can be realized quickly.   
 

Weaknesses - The City’s technology infrastructure (servers and PCs) requires 
significant investment due maintain a secure and efficient environment. Without internal 
IT expertise on staff or a defined replacement policy, the City is not well prepared to 
procure, install, and integrate replacement systems effectively. 
 

Opportunities - The need for major system replacements creates an opportunity to 
transition to cloud-based services; this moves the organization from investing in on-
premise equipment to investing in employees by providing and maintaining current 
tools.  The City can also leverage state administered procurement contracts for 
discounted pricing. The City has engaged a communications consultant that can drive 
the design of a new website.   
 

Threats – The current IT strategy allows equipment to fall into obsolescence which 
increases issues with security and compatibility.  The City is in an interagency 
agreement for its GIS services.  The County’s budget situation and potential solutions 
could pose a risk to critical services provided to the City.  The City’s own financial 
outlook also poses a potential risk to its ability to maintain a strategy that requires period 
major investments for IT. 
 

 
 

 

Strengths Weaknesses 

Threats Opportunities 
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BACKGROUND 
 
 
Hood River (City) is an Oregon city of approximately 8,000 residents and employs 
approximately 64 full-time equivalent positions and several seasonal or part-time 
positions.  This beautiful riverfront town and tourist destination, frequently recognized for 
its outdoor activities such as skiing, windsurfing, and kitesurfing, is located in the heart 
of the Columbia River Gorge.  It is a part of Hood River County (County). 
 
The City of Hood River released a Request for Proposal (RFP) for a Five-Year 
Information Technology (IT) Plan to identify the current state of the City’s technology 
environment and develop a roadmap in support of the organization and its future 
business initiatives.   Civic Foundry was engaged by Hood River to provide this strategic 
plan and cost-effective recommendations for secure and reliable operations, supported 
by technology.   
 
The City retains external contractor(s) for all IT support services.  The primary 
contractor, Radcomp, is responsible for support and monitoring of the organization’s 
network and infrastructure, as well as IT asset tracking and desktop support (as 
required).  In addition to the primary IT service provider, the City also maintains 
contracts for additional support services including the telephone system, specific 
business applications, and several inter-agency agreements for Geographic Information 
Systems (GIS) and the dispatch center for public safety. 
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ABOUT CIVIC FOUNDRY 
 
 
Civic Foundry is a civic innovation and technology advisory firm focused on the 
advancement of smart cities.  Its founders have over 25 years of experience driving 
innovation in the public, private, and non-profit high-tech sectors, with successes that 
include the White House’s Smart America Challenge Award, and wide recognition by 
many other leaders in the field including the Silicon Valley Leadership Group and Public 
Technology Institute. 
 
Civic Foundry members serve as strategic advisers to a select group of high potential 
startups as well as larger, more established firms such as Accenture Global 2000 
customers through the Accenture External Advisory Board. In addition, Civic Foundry’s 
Chief Executive Officer co-founded the Wireless Broadband Alliance Connected City 
Advisory Board which brings together public-sector CIOs to share knowledge and 
develop a blueprint framework for building smart and connected communities. He is 
also a founding member of the Cisco IoT World Forum Steering Committee and served 
on the board for over three years. 
 
Civic Foundry differentiates itself from other IT consulting firms by delivering more than 
standard IT assessments and strategic plans. Rather, it provides individualized studies 
performed by partners with first-hand experience in all areas of information technology 
management from network design and security to research, budget, and human 
resources.  Civic Foundry’s assessments include recommendations to mature and 
modernize the computing environments of future-focused cities. Each engagement is a 
personalized experience with consideration for existing environments, trends in 
municipal government, and fiscal realities in which the organization operates. In short, 
Civic Foundry assessments and strategic plans culminate in realistic recommendations 
(affordable, achievable, and sustainable) for a given organization without assuming a 
common practice is necessarily a best practice. 
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APPROACH AND METHODOLOGY 
 
 
Civic Foundry initially engaged Hood River’s primary IT provider, Radcomp 
Technologies (Radcomp), to gain a high-level understanding of the computing 
environment for the City. This visit included site tours of City Hall, the attached Police 
facility, and the Fire Department. As part of the tour, we also canvassed the two 
computer room locations where the current on-premise servers and telecommunications 
equipment reside.  
 
Following the meeting and tours, Civic Foundry held a kickoff meeting with key 
stakeholders of the City including representatives of Finance, Planning, Administration, 
Public Works, and both the Fire and Police Chiefs. The kickoff was to formally introduce 
Civic Foundry to the key stakeholders, outline goals for the strategic planning efforts, 
provide an overview of the process, and answer any initial questions the participants 
might have had.  
 
Following the kickoff, Civic Foundry held one-on-one interviews with 16 City employees 
representing a broad cross-section of departments. With the data collected through the 
interview process, several themes emerged that were subsequently validated through a 
broader Citywide survey.  In addition to validated assumptions from the initial interviews, 
the survey was used to gain a deeper understanding of the organizational culture and 
priorities that ultimately influenced the guiding principles for the strategic plan.     
 
The survey was coordinated with the project sponsor who included his own questions of 
specific interest.  There were a total of 17 multiple choice and ranking questions, with 
two free text response questions that allowed participants the opportunity to highlight 
areas of particular interest, or identify areas of concern that may not have been covered 
by the survey questions. The survey was then sent to all City employees as well as 
elected officials, totaling approximately 80 people.   
 
The survey resulted in 57 total responses, or 71% of the organization.  30 of the 
respondents self-identified as non-management (53%), 15 were public officials (26%), 
and 12 respondents were management (21%). The results of the survey are discussed 
throughout this document; a copy of the full survey questions and results are included in 
this report as Attachment E. 
 
Civic Foundry also met with the Hood River County IT Administrator who oversees the 
Dispatch Center, and the GIS Manager, both of whom provide services to the City 
through interagency agreements.  Discussions were also held with Microsoft to review 
the latest office productivity suite offerings for government vs. commercial cloud 
offerings, and to determine approved State of Oregon contract holders.  As a result, we 
requested (on behalf of the City) and reviewed quotes from both Dell and SHI, approved 
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vendors by the State of Oregon to provide competitive prices for Microsoft products; the 
licensing option is discussed later in this document.  In addition, we received and 
reviewed hardware quotes for desktop replacements from three vendors to develop a 
baseline cost for an ongoing replacement program. 
 
In addition, Civic Foundry contacted Caselle, the City’s financial application provider, to 
identify which application modules had been purchased, those that were available for 
purchase, and details surrounding core functionality of the system such as document 
management and hosting to potentially address gaps and/or drive additional costs in the 
current environment. 
 
As part of the computing environment analysis, we reviewed several documents that 
were provided by the project sponsor, staff, or vendors.  Documents reviewed include 
the following: 
 

• Radcomp Technologies MSP Q3 Essentials (Support) Agreement 
• Solutions Yes Copier Lease (2017) 
• KCDA Purchasing Cooperative Post-RFP Contract Information for Kyocera 

Copiers (2017) 
• Intergovernmental Agreement Between Hood River County and the City of Hood 

River for GIS Services (2016) 
• Radcomp Technologies Managed Services Agreement (2015) 
• Radcomp Technologies Time and Materials Contract (2014) 
• Canon Maintenance Agreement for Copiers (2014) 
• Intergovernmental Agency Agreement between the City of Hood River and Hood 

River County 9-1-1 Communications Service District (2014) 
• Fiber Optic Indefeasible Right of Use Agreement with Axxis Communication 

(2014) 
• Caselle Software Maintenance and Support Agreement (2013) 
• Gorge Networks, Inc. Public Contract for Phone Services (2009) 
• Gorge Networks, Inc. December, 2017 billing for internet and telephone services 
• IT Sections of the Employee Policy Handbook (i.e. Information and 

Communication Systems, Workplace Monitoring, Cell Phone Policy, Social 
Networking and Blogging) 

• Licensing Report for Computing Environment 
• Inventory of Employee Software 
• Hood River Computer Inventory 
• Radcomp Service Requests  
• Server Backup and Hard Drive Rotation for Disaster Recovery Schedule 
• IT Spending Report by Account (FY13-14 to FY15-16) 
• Detail Ledger of IT Spending (2014-2017)  
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SURVEY RESULTS 
 
As expected, the Citywide survey results reinforced themes that evolved from the initial 
interviews.  In other words, the majority of the organization validated issues and 
experiences described by the key stakeholders and provided significant thematic data 
for the recommendations.  
 
Nearly 80% of those responding felt that improving the City’s technology was crucial to 
their ability to serve the public in the future.  While nearly the same percentage felt that 
they had the tools to currently get their jobs done, only 18% agreed that the City was 
adequately equipped with respect to technology (0% strongly agreed that the City was 
adequately equipped).  This could initially seem contradictory, but other survey 
responses and interviews revealed that employees frequently struggle with hardware 
and software issues, technology basics including system reliability, antiquated 
hardware, and inconsistent or out-of-date application versions.  In other words, 

employees have been provided with tools, but those 
tools may be outdated or not working well.  
 
Some application issues may have been related to 
training as only 35% of the respondents indicated that 
they had adequate training to perform their jobs, with 
almost a quarter of those surveyed indicating they 
had never received formal training.  This should be an 

area of consideration as the City modernizes the technical environment; it can be a key 
element in a successful change management process. 
 
Another particular point of interest is how the employees of the organization prioritize 
technology issues that were identified through the interview process or included as 
important to the project sponsor.  The survey asked respondents to rank technology 
options in order of importance for enabling job performance or in service to the public.  
The results below reflect overall employee rankings, with one being the most important, 
and 10 as least important: 
 

1. Easier posting to the City website and better self-service options for the public 
2. Regular PC upgrades with the latest software for my co-workers and me 
3. Document collaboration for co-authoring, forms, workflow, approvals, etc. 
4. Adding new software that is specific to my department 
5. Increased social media presence 
6. Having an on-site IT person for daily assistance 
7. Enhanced Council Chambers technology for presentations 
8. Dashboards to display City data in formats that are easy to understand 
9. Better agenda management and Council issue engagement tools for the public 
10. Records retention/disposal 
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In addition to the survey selections above, survey recipients were asked to identify the 
most important factor, negative or positive, that had an effect on their ability to get work 
done.  The responses very neatly fell into two distinct categories:  the technology itself 
is insufficient or problematic, and the communication tools (particularly the website) are 
inadequate and not representative of a modern organization. 
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ASSESSMENT OF CURRENT IT ENVIRONMENT 
 
 

OVERVIEW 
 
The City has approximately 54 PCs and laptops, 46 phones, six multifunctional devices 
(copier, scanner, printer, and fax) as well as three physical servers and seven virtual 
servers. In addition, a number of tablets have been, or will be deployed for field 
personnel such as firefighters and maintenance staff. The City computing environment 
consists of three primary locations:  
 
City Hall and the Police Facility:  211 2nd Street, Hood River, OR 97031 
Fire Department Main Facility:  1785 Meyer Pkwy, Hood River, OR 97031 
Public Works Facility: 1200 18th Street, Hood River, Oregon 97031 
 
The three primary City facilities identified above are physically connected by fiber optic 
cables, with the Fire Department acting as the central “hub” for both internet and 
telephone connectivity. The City currently receives its telephone and internet circuits 
from Gorge Networks, a local communications provider located in Hood River. 
 
GOVERNANCE 
 
While the City does have some policies and procedures in place with respect to 
technology, we recommend the organization refresh the current policies to ensure that 
the direction of the policies address a true need and align with new technologies that 
will be entering the organization. The new solutions will have a significant impact on the 
way that the organization functions, or will potentially function, with the new tools that 
will become available through a modern computing environment. 
 
 The City should consider augmenting their existing IT policies with the following: 
 

• Technology Replacement Policy 
• Technology Procurement Approval Process  
• Remote Access Policy 
• Mobile Device Policy 
• Web Governance Policy 
• Information Security Policy 
• Records Retention and Destruction Policy 

 
The specifics of these policies should be tailored to the new environment.  For example, 
the remote access policy would change with Office 365 as the application allows users 
to access City data from any device, anywhere, anytime.   
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In addition, a policy governing technology purchases should be drafted as soon as 
possible, as we noted that technology is currently being purchased from sources such 
as online retailers, and those devices never become a part of asset management 
tracking.  While the approach of procuring technology independent of the IT provider 
may be suitable for cost savings (the IT provider likely charges for their time to spec, 
quote and procure the devices), there is no process to secure, manage, or track the 
devices once purchased. 
 
IT SUPPORT 
 
The City maintains a service contract with Radcomp to safeguard the technical 
environment by performing patch management, backups, and as-needed desktop 
support. The City previously employed a part-time onsite IT 
contractor who is no longer a part of the organization.  
According to Council action in January 2016, the City 
originally signed a time and materials contract with 
Radcomp as emergency backup to the onsite person, 
should he or she be unavailable.  In other words, Radcomp 
was initially contracted to provide emergency services, but 
the contract has now developed into a full maintenance 
agreement for the existing environment with no onsite City 
IT resource.  The vendor currently serves as the primary provider of IT services with the 
exception of copiers, telephones, and the support of applications for individual lines of 
business.   
 
A significant number of employees expressed frustration with the level of support 
offered by the current provider, although some of this is related to the end-user’s lack of 
knowledge about the contractual support levels.  Themes that emerged from employee 
input include the following: 
 

• Vendor’s lack of familiarity with the City’s technical environment – Staff 
expressed that when they called for technical support, the technicians who 
assisted the caller were unfamiliar with the operating environment, which often 
required the City employee to spend a great deal of time explaining or clarifying 
the issue. 

 
• Lengthy problem resolution – Issues that seemed easy to resolve such as remote 

access to data or on-premise systems including the primary financial application, 
Caselle, took considerable time to resolve.  At times, the issues were not 
resolved at all or the solution did not work reliably.   

 
The City has “backed into” a service agreement for IT support that has a base cost plus 
per incident charge, yet the contract does not include clearly defined service 
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requirements that could have been included had the services been competitively bid.  In 
other words, the agreement clearly refers to required vendor response times, but not 
what the City should expect from the vendor during the response (which is charged to 
Hood River in six-minute increments of the hourly rate).  However, it should be noted 
that Radcomp reported the implementation of several changes to address many of the 
issues raised by employees, including a dedicated team approach to support the needs 
of City. 
 
It should also be noted that service level agreements (SLAs) are mutual, and if the City 
expects additional or higher level of support in the future, it is likely there would be a 
required City investment to modernize its aging hardware and software (e.g. PCs, 
licensing, etc.).  However, if the operating environment is brought up to date and IT 
support services are then bid, there is potential for the investment costs to be offset by 
lower expenses for maintenance due to a reduction of required server administration 
tasks and a stable operating environment consisting of new PCs and cloud-based 
services. 
 
NETWORK AND INTERNET 
 
As mentioned above, the City has three physical sites connected by fiber optic cabling. 
The Internet and telephone systems are both located at the fire station and also serve 
the other two sites, City Hall and the Public Works buildings. Internet connectivity is 

currently 100 megabits download with 15 megabits 
upload capacity, delivered over fiber optic cabling from 
the City’s Internet service provider, Gorge Networks.  
This is adequate for the current architecture as much 
of the City’s data resides on-premise (within City 
facilities).  However, as the City modernizes its 
infrastructure to reduce risk and improve service 
delivery, Internet bandwidth will likely need to be 
increased, specifically on the upload, to accommodate 

the changing usage patterns.  For example, content is currently created and stored on 
servers which have no impact on the Internet connection.  Should the City choose to 
take advantage of more modern and efficient technologies, content would still be 
created locally but stored in the cloud, which requires increased upload capacity to 
obtain a quality user experience.   
 
The network equipment used to connect PCs together and to the Internet have been 
deployed over time, creating a patchwork of various equipment and ages. The wired 
networking equipment is of a small business class nature providing modern business 
features at a relatively low cost. The WiFi system also consists of various manufacturers 
and models.  During the course of the assessment, the Fire Department’s WiFi was 
upgraded which improved coverage and capacity, but still left a few locations, such as 
the dorms, where WiFi remained weak or non-existent. According to staff, this area is of 
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particular importance for WiFi coverage as much of the training and charting activities 
occur there. 
 
In addition to the primary sites connected by fiber, the City also maintains two Airaya 
wireless point-to-point links.  One of links serves as a connection to the County for 
Public Safety’s CAD (Computer Aided Dispatch) and RMS (Records Management 
System) access, and a link from the main Public Works building to an outlying trailer 
that is occupied by City employees. Since implementing these point-to-point links, 
Airaya has ceased manufacturing the equipment which introduces risk as firmware for 
security and bug fixes will no longer be developed, nor will replacement parts be readily 
available.  
 
Finally, Internet security is provided through SonicWall firewalls and the Radcomp 
managed service provider security update solution. In addition to securing the primary 
connection to the internet, Radcomp, on behalf of the City, maintains connections to the 
County for dispatch.  
 
TELEPHONES 
 
The existing City telephone system is a Toshiba Hybrid CIX 670 on-premise PBX 
(private branch exchange telephone system) physically located at the Fire Department 
site. Toshiba sold this telephone system to Mitel, and according to telephone 
integrators, development of the system ceased in June, 2016.  Licensing, handsets and 
manufacturer support reportedly was available through September, 2017.  The 
telephone system supports approximately 46 City telephones and has a concurrent call 
capacity of 23 simultaneous calls to and/or from the City at any given time. The 
telephone system was implemented as part of building a new fire station and should be 
considered at the end of its useful life. The Fire Department site uses digital handsets 
connected directly to the telephone equipment, while the remaining locations (City Hall 
and Public Works buildings) use handsets that are Voice Over Internet Protocol (VoIP) 
enabled.  Customers expressed some voice quality issues during the stakeholder 
interviews, especially when on speaker phones located at remote sites using VoIP 
handsets.  This was further validated in the survey, as one-third of the respondents 
reported issues while using the speakers and over one-quarter of the respondents 
reported voice quality issues with the handsets. 
 

In addition, the organization has been 
plagued by faxing issues when faxing from 
the analog phone lines located at each 
physical location. These issues have had a 
significant impact on employee productivity. 
An example includes the municipal courts 
repeated unsuccessful faxing attempts and 
the need to retry fax releases multiple times 

“Nixon could talk to men on the moon in 
1969, but in the 21st century, I can’t send a fax 
to the next city.” 
--- Hood River employee 
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throughout the day.  The Fire Department also reported significant issues faxing patient 
care reports to the hospital after performing first responder service, and in some cases, 
Fire personnel have resorted to driving reports to the hospital, which as reported by 
Fire, could be up to an hour away in each direction. (It should be noted that Civic 
Foundry reached out to the telecom provider for resolution on behalf of the City, and the 
vendor reports that the issue has now been resolved.  Reportedly, configuration issues 
at Gorge Networks’ long-distance provider was impairing the ability to send faxes that 
were long distance. The configuration issue was reportedly corrected, and the City has 
been notified.) 
 
SERVERS 
 
The City has three physical servers, two of which have been replaced in the past four 
years. The servers perform several critical functions for the City, including hosting email, 
storing files and documents created by employees, housing digital police evidence and 
the Caselle application which is the primary line of business application for the core 
financials, municipal courts, etc.  While each server has its respective applications and 
services running on it, each also serves as a backup for the other in the event of a 
critical failure.  The server operating systems are still within their useful life which means 
they are at an ideal point to begin planning a transition to replace the them before 
software vendors discontinue the development of security patches.  
 
It should be noted that the hardware warranty for one server expired in August 2017 
with the remaining two server warranties expiring in September of 2018. In addition to 
the servers, the computing environment includes network attached storage (NAS) for 
backups between sites. The backups are scheduled to occur between the City Hall site 
and the Fire Station sites on a daily basis, with monthly offsite rotations of data to 
Radcomp.  
 
DESKTOPS/LAPTOP/TABLETS 
 
As new employees join the organization, each person is typically issued a new PC or 
assigned a PC used by a previous employee. The PC and software (Microsoft Windows 
and Office) are typically “frozen” in time from the date of purchase for the employee.  In 
other words, there generally are no hardware or software refreshes or version upgrades 
unless the system fails.  This strategy is short-sighted in that it does not recognize the 
cost of employee productivity impacts.   For example, during the course of an interview 
for this study, one PC took nearly 15 minutes to simply boot up and reach a ready state 
for the employee to use.  
 
Below is a breakdown of the desktop PC ages: 
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In addition, individual departments have introduced tablets for workflow and field 
productivity.  While this has increased efficiency, these solutions are unable to reach full 
beneficial potential.  For example, data collection has become more efficient in the field, 
but the tools are not being used to streamline “back of the house” operations in the 
office as they could be.  While the current usage is certainly a step forward, it still 
requires supervisors to comb through multiple emails to corelate data as opposed to 
storing it in a database where trends can be identified, automated alerts can be 
generated, and other such productivity enhancements can be applied.  Further, without 
set procurement guidelines and departments purchasing tablets themselves, the assets 
are not included in the City’s inventory maintained by Radcomp, rendering it difficult to 
obtain an accurate and reliable count or ensure that data is secure should a mobile unit 
be lost or stolen.  
 
COPY, PRINT, AND FAX CAPABILITIES 
 
The City has a number of individual printers and six leased multifunctional devices 
(MFDs) that provide scan, print, and fax capabilities from a single network device. The 
latest MFD contract is generally perceived as working well with the exception of the 
faxing capabilities. As mentioned earlier, staff have struggled with faxing to long 
distance locations. With the multiple service providers involved in delivering 
telecommunications services, the resolution took a considerable amount of time and the 
manual workarounds have been a considerable drain on productivity.  
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In addition, the Administrative Services Division has begun scanning documents in an 
effort to go paperless which represents a leap forward in improving productivity and 
efficiency of the organization. However, at present, the scanned documents are stored 
on the file servers as images which make them difficult to search.  This indicates the 
need for a more comprehensive solution to realize the full potential of the paperless 
office. 
 
WEBSITE & SOCIAL MEDIA 
 
The City of Hood River’s website (http://ci.hood-river.or.us/) is hosted by CentralPoint 
Systems, a former local web design and hosting company, which is now Lever Pulley 
Systems. According to staff, the website is cumbersome to update and as a result, 
sufficient efforts are not being made to ensure that website content remains current.   
 

The City website has been in place for a number of 
years and lacks intuitive navigation and many of the 
modern features the public would expect such as 
online fillable and submittable forms, responsive 
design for mobile devices, etc.  While there are a 
variety of forms on the City website in various 
formats such as Word documents, PDF non-fillable, 

and PDF fillable, the forms generally require hand, mail, or fax delivery to the City.   
 
Civic Foundry analyzed the City’s web statistics from January, 2017 through December 
31, 2017.  The website had a bounce rate of 78.6%.  This means that 78.6% of the 
visitors left the first page without clicking on another page for information (a “good” 
bounce rate is generally in the 40%-55% range).  Since there is little actual data on the 
City’s home page, visitors spend one minute on average on the website, and only 13% 
return to the website after visiting previously, one can infer that visitors do not find it of 
great value and leave quickly as it is difficult to find or navigate to information they are 
seeking.   
 
Below are additional statistics from the City’s website: 
 

• 30,187 total users of the website in calendar year 2017 consisting of 26,216 
(86.8%) new users to the website, and 3,971 (13.2%) returning users 

• The City website serves between 2,000 – 3,000 visitors a month 
• The visitors to the website were primarily from the Pacific Northwest, and mostly 

from: 
o Hood River 
o Portland 
o The Dalles 
o Seattle 
o Vancouver 

“How can the City be taken 
seriously with a 15-year old website 
where you can’t find anything?” 
--- Hood River Employee 

http://ci.hood-river.or.us/
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One important addition that the City did implement was MailChimp, an email list 
management tool that enables the public to subscribe to areas of interest. The “Stay 
Connected” portion of the website provides an easy way for the public to subscribe and 
unsubscribe to topics of interest without the need for staff intervention. 
 
The current website platform and template are cumbersome to work with and support 
from the current provider can take weeks to complete what should be relatively simple 
tasks. Aesthetically and functionally, the website should be updated to reflect the 
expectations and needs of the public, and reduce the time spent by staff responding to 
repetitive or unnecessary inquiries.   
 

In addition to the website, the City and several 
departments maintain social media accounts. The City 
Facebook page maintains 1,152 followers while the 
Fire Department has 2,453 followers for the Hood 
River Fire and EMS page. The Hood River Police 
Department has 3,015 followers on its Facebook page. 
All pages have recent posts and active community 
followers.  There also appears to be a second Fire 
Department Facebook page called “Hood River Fire 

Department” that has not seen active posts since Nov 2017.  In addition, the Fire 
Department maintains a Twitter account with 690 followers.  The City can also increase 
its use of social media by setting up a NextDoor page.  There are currently more than 
700 users of NextDoor in Hood River; this represents a missed opportunity to easily 
reach close to 10% of the City’s population. 
 
The City has hired a communications consultant to work on public engagement. Civic 
Foundry has provided the consultant with access to the website analytics for further 
analysis and recommendations for content and taxonomy.  
 
CORE APPLICATIONS 
 
Caselle is the City’s main financial accounting application and operates on a virtual 
server. While the server is managed by Radcomp, the primary support for application 
installation and usage comes from City administrative staff.   The application itself works 
as designed.  However, with the lack of an IT strategy, the system is not being 
leveraged for its automated tools that currently require significant manual processes.  
For example, a department director indicated that it is not uncommon to spend nearly 
1.5 hours simply approving timecards in the current paper system.  In addition, the 
payment mechanisms are inconsistent and do not always integrate with Caselle.  If you 
pay a parking citation online, your payment goes through UPSafety.com.  If you make 
the same payment at City Hall, the system is Xpress Bill Pay which integrates directly 
with Caselle.   
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The most common application in use throughout the City is Microsoft Office.  There are 
differing versions of Office in use throughout the City, causing feature and formatting 
issues, as well as frequent compatibility and training challenges.  The City currently 
uses different version of Microsoft Office ranging from Office XP with no support (or 
security patches) since support ended in 2011, to the currently supported Office 2016. 
This represents six different generations of the software operating across the 
organization.  The City’s current email system is supported through January, 2020. 
 
A special district provides the City Police and Fire Departments with computer-aided 
dispatch (CAD) and the records management system (RMS) which is administered and 
supported by County IT personnel. These functions are centrally administered with the 
Fire and Police Chiefs sitting on the governance board. For the most part, the existing 
applications meet the needs of the Police Department. However, the Fire Department 
did note that they do not have the ability export CAD data to streamline the creation of 
reports and document key performance indicators.  
 

The Police Department also maintains specialized software for body-
worn cameras (Taser) and in-vehicle dash cameras (Coband) which 
are primarily supported by department personnel. They also use 
UPSafety.com handhelds for parking enforcement but have not rolled 
out electronic citation devices to officers. 

 
The Fire Department uses a variety of applications for managing personnel shifts, 
charting and reporting patient care, training, and other functions. The greatest 
opportunity in Fire is the automation of data from the Physio Control LIFEPAK 15 
monitor/defibrillator equipment.  Patient data is read from the equipment, then re-
entered into charting software, and finally delivered to the hospital.  Although Fire has 
made proactive steps toward automation in several areas, there continues to be 
opportunities to enhance the collection, storage, and routing of essential data. One 
example of additional progress that could be made is in migrating the Fire Department’s 
Patient Care Reporting Software to an integrated electronic (ePCR) system. An ePCR 
system allows charts to be completed remotely and integrates with the hospital system 
EPIC to ensure timely sharing of patient care information.  This reduces multiple entries 
and potential for errors by reducing the manual data entry steps required to deliver data 
in a timely manner. 
 
The Planning Department leverages the State of Oregon’s contract for e-permitting via 
Accela. Much of the staff time in Planning is reportedly spent monitoring a “shot clock” 
to ensure that the City responds to development requests within 120 days of submittal 
as required by Oregon law.   The tracking is done manually by staff using an Excel 
spreadsheet.  This process is extremely time consuming and lacks such features as 
alerting and notifications that are generally critical to monitoring.  It relies on staff to 
remain vigilant to catch those submittals that could potentially exceed the 120-day limit. 
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In addition to the use of Accela, the City also relies in the County’s web-based GIS tools 
to convey information to the public and provide them with self-service tools.  While 
much of the work of the department is “behind the scenes,” they could benefit from 
increased use of website updates and social media channels to keep the public better 
informed of development activities.  
 
The City recently implemented Slack, a communications tool 
primarily used for instant messaging and to identify the status 
of personnel (e.g. on vacation, in a meeting, working remotely, 
etc.).   It is currently used by Hood River front-line staff that 
interface with public, often on behalf of the people who need to 
be located in other work areas.  While a relatively simple tool, 
Slack was well received by employees and has had a 
significant impact on the way the employees interact and 
support each other in service to the public. 
 
The Public Works Department is in the process of implementing a new Enterprise Asset 
Management solution called Aktivov. The new system features modern functionality with 
respect to mobile applications, mapping, and the ability to integrate with other systems. 
GIS and field personnel are working closely to implement the new solution and 
transform otherwise laborious and paper intensive processes for management, 
maintenance, and emergency response for City assets. As this project goes live, there 
could be opportunities for other departments, and potentially the public, to leverage this 
system. Online work requests from both departments and the public could go directly to 
Public Works crew members in the field. 
 
COUNCIL CHAMBERS 
 
The City Council Chambers uses relatively little technology. There is a relatively new 
audio system with microphones for amplifying the voices of speakers and a video 
projector for presentations. Presentations at Council are often difficult due to the wide 
variety of devices and potential video connectors. Several staff mentioned that the 
ability to do PowerPoint presentations or display online videos at Council would improve 
communications with the public and assist in conveying difficult concepts through visual 
aids. 
 
Recently a community group called Immense Imagery began streaming Council 
meetings independent of City involvement with the goal of improving government 
transparency. Civic Foundry engaged Immense Imagery to review their business model, 
determine collaboration opportunities, etc. The business model for this company is to 
provide free streaming, subsidize the costs by selling advertisements, and deliver the 
Council meeting streams to users over Facebook. In addition to the City of Hood River, 
Immense Imagery streams meetings of The Dalles City Council and several school 
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boards.  The streaming of meetings supports the Council goal to engage the public, and 
Immense Imagery services are currently provided at no cost to the City. 
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APPLICABLE TRENDS IN MUNICIPAL TECHNOLOGY 
 
Municipal technology is ever-changing and has grown well beyond traditional support of 
the finance and human resource functions.  It is now ubiquitous in all departments of a 
City and is critical to operations from parks to parking.  
 
Below are applicable forward-focused trends for tactical solutions that can be achieved 
in the next two years, yet also set the foundation for longer term solutions that will have 
a greater impact on productivity over the next five years.  Although there are many 
current trends in the field of civic technology, the strategic plan and recommendations 
are based on those trends that support realistic and achievable results within the City’s 
current resources, General Fund forecast, and stated priorities in the 2018 City Council 
Goals. 
 
Power of the Cloud - Cloud computing shifts the 
processing, security, and maintenance of 
technology to services providers, such as Microsoft, 
Google, or Amazon, from more traditional servers 
that are located within an organization (on-premise). 
One of the primary advantages of cloud computing 
is that it is typically lowers costs to deploy and 
maintain technology. The costs associated with 
such solutions are spread over many customers, therefore lowering expenses for each 
individual customer. 
 
Collaboration - A change in workstyle where rather than relying on the hierarchy of 
management, employees can co-create work products simultaneously. Document 
collaboration can generally take place at any time, from any location, and from any type 
of computing device with built-in data loss protection features such as version history. 
 
Citizen-centric Design – A concept where government adapts its operations to be 
more inclusive of the public. Examples of such designs are found in community-based 
applications for marketing of City services and reporting of issues to the City without the 
need to call or show up in person. In addition, this design concept can be extended to 
the website, use of social media, or other channels where government meets its 
constituents in the customers’ preferred methods of communication, and without 
residents requiring a working knowledge of the organizational structure to locate the 
information they need.   
 
Digital Transformation -  The process by which paper or manual processes are 
automated and made digital.  Examples of digital transformation include the conversion 
of paper forms to online forms, which can then be routed for approvals or have other 
workflows built into the document lifecycle. The data then has a complete lifecycle that 
is born, lives, and dies in digital, easy to store formats. 
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Data-driven Government – A concept of building a baseline understanding of the 
community through the use of data. That data is stored in formats where it can be 
consumed by various IT systems or members of the public delivering, quality, replicable 
results.  
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CITY OF HOOD RIVER IT STRATEGIC PLAN INITIATIVES 
 
 
Through future investments in technology and execution of this strategic plan, Hood 
River has the opportunity to improve service delivery, streamline internal operations, 
and ensure the safety and security of its technology assets and the public’s data.  The 
principles below served as a framework for developing the specific initiatives for the 
Five-Year Strategic Plan and Two-Year Tactical Plan.  We also recognized the 
importance of the public’s trust instilled in the organization through the care of its 
monies and, equally as important, its personal data.  
 
 
GUIDING PRINCIPLES  
 

• Ensure the prudent expenditure of public funds. 
• Ensure alignment between the strategic plan and the City’s Mission and Vision 

Statements as well as the City Council’s 2018 priorities. 
• Focus investments on ensuring employee productivity versus maintaining 

technology, to achieve the Council’s stated goal to increase staff capacity.   
• Focus investments on those that are most impactful for the improvement of 

communications between the City and the residents of Hood River.   
• Prioritize recommendations that address multiple issues simultaneously to 

maximize the return on investment and recognize the City’s projected fiscal 
constraints. 

• Leverage modern IT trends and enterprise technology offerings specific to 
municipal governments and more importantly, those that are applicable to the 
City of Hood River. 

• Address the most problematic issues as identified by employees and key 
stakeholders, to benefit employees, both rapidly and sustainably. 

• Ensure safe, secure, and reliable networks and systems to protect City assets 
and public data. 

• Provide employees with technology tools that enable self-service solutions.  
• Invest in platforms that can be leveraged across multiple employees and 

departments. 
• Strengthen support of employee use of technology. 
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STRATEGIC INITIATIVES 
 

1. Enhancing Technology Support 
2. Establishing a Baseline Computing Environment 
3. Leveraging the Cloud for Efficiency 
4. Considering Platforms as the Future of Productivity 
5. Engaging the Public  

 
 
ENHANCING TECHNOLOGY SUPPORT 
As the organization’s reliance on technology continues to grow, it faces significant 
modernization requirements whether or not it elects to implement any or all elements of 
the strategic plan.  Civic Foundry recommends the addition of a dedicated part-time 
technology resource within the City with the required skills to oversee migrating to the 
cloud, and has ability and understanding of modern technical architecture to 
operationalize the strategic plan.  
 
The current support model is the result of an aging patchwork of technologies and a 
maintenance contract that is structured around a base level of fees to support that aging 
equipment, and an hourly charge for Helpdesk requests and projects.  The contract 
does not reflect the services or protections that are now needed, and will be needed in 
the future.   
 
With the City planning for new investments in technology, the time is appropriate to 
revisit the support model, service offerings, and potential providers for new services that 
include migration, support, and ad-hoc projects to deliver on the strategic plan. Civic 
Foundry recommends onboarding the part-time technical resource and releasing an 
RFP for a technical support service provider with the following considerations: 
 

• Provide a full range of planning, deployment and support for converged voice, 
data, and Microsoft cloud environments  

• Specific expertise in migrating from on-premise email and fileservers to the 
Microsoft cloud and provide ongoing support 

• Expertise in supporting public safety organizations and the unique security 
requirements for both police and fire departments such as CJIS and HIPAA so 
that these types of requirements are considered in the selection of future 
technologies 

• Optionally, has expertise in application integration services leveraging common 
technologies such as webservices and application programming interfaces (APIs) 

  
The combination of a dedicated IT resource and a support agreement suited for the new 
environment will maximize the potential of success in implementing the strategic plan. 
While much of the technology recommended in the strategic plan is “off-the-shelf,” 
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managing the specific details of the configuration to meet City requirements, the 
migration process, and ongoing support will be make the difference in the success of 
each technology. Finally, change management in the organization cannot be 
underestimated and will best be addressed by this hybrid IT resource model.  
 
 
ESTABLISHING A BASELINE TECHNOLOGY ENVIRONMENT 
Perhaps the greatest impact from technology that the City can realize is from 
developing a baseline technology environment. In other words, provide the employees 
with a consistent, reliable, secure, and modern operating environment where technology 
is an enabler of productivity as opposed to an inhibitor of efficiency. The elements of a 
baseline technology environment include: 
 

• Developing a replacement schedule and regularly refreshing PCs on a five-year 
cycle 

• Ensuring that everyone in the organization is on consistent versions of office 
productivity software by modernizing to subscription services such as Office 365 

• Providing adequate opportunities for self-paced training in the many new tools 
offered in the subscription services such as Office 365  

• Upgrading, expanding, and securing the wireless infrastructure that serves both 
employees and the public  

• Improving asset management by including mobile devices in the provisioning, 
tracking, and security (ability to remotely wipe data on devices that are lost or 
stolen)  

• Beginning the gathering of business requirements and starting the planning 
efforts to fund and procure a modern telecommunications platform, replacing the 
current end-of-life system  

 
LEVERAGING THE CLOUD FOR EFFICIENCY  

Adopting the baseline computing environment will 
eliminate much of the need for the onsite servers, along 
with the support and replacement costs to maintain 
them.  The greatest benefit of being on the cloud as 
opposed to the legacy on-premise strategy is that the 
organization will always be on a secure and compatible 
platform by having the latest software available.   The 
organization should also see a reduction in support 
costs associated with managing the current on-premise 

servers which could potentially assist in funding enhanced support levels (if this is 
addressed in a properly structured RFP). 
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CONSIDERING PLATFORMS AS THE FUTURE OF PRODUCTIVITY 
The City has historically invested in technology silos, which have moved productivity 
forward to a point.  The next level of employee productivity will come from the 
integration of the silos. Office 365 offers a platform by which employees are able to 
leverage the built-in tools without necessarily requiring IT expertise. Microsoft is 
constantly adding new features and services to Office 365, which the City can leverage, 
with the costs included in the annual subscription fee.  These types of platforms are a 
force multiplier in terms of employee productivity, and the real benefit of remaining 
current through a subscription model. 
 
ENGAGING THE PUBLIC 

The City should improve its ability to use the web and social 
media as a modern means to engage the public.  The City’s 
website is antiquated, difficult to navigate, and does not have 
many of the features that would normally be expected of cities, 
regardless of size.  This has been discussed in greater detail in 
the Social Media and Web section above, but the City’s 
website is a representation of itself to the public and should be 

a source of accurate, easy to find information and services for residents and visitors of 
Hood River. Civic Foundry reviewed several solutions for modernizing the technology 
used to host the City’s website, including WordPress.  This is the largest web content 
management solution currently in use on the Internet and 30% of the world’s websites 
run on this platform. In addition, WordPress has many programmers and pre-developed 
solutions available that could assist the City in modernizing the website functionality. 
We also examined government-specific solutions ranging from web content 
management to full web and legislative management tools.  Based on the data collected 
during this assessment, WordPress represents a cost-effective option to meet the City’s 
needs.  However, the City has engaged a communications consultant to perform a more 
in-depth analysis of the website functionality, and a final decision regarding the web 
platform should be based on the outcome of that study.   
 
The Council meetings represent open government and the opportunity to engage in a 
dialogue with the public.  This opportunity is unnecessarily challenged by the technology 
in the Council Chambers.  This can easily be addressed by modernizing the 
presentation and display technology such as: 
 

• Two 65” television monitors 
• Video sharing infrastructure 
• Partnering with Immense Imagery, allowing them to connect audio cables to 

the Council Chambers mixer 
 
With these relatively simple investments alone, staff and the public will gain the ability to 
present professionally on screens and broaden the audience for Council meetings to 
enable viewing from locations outside of City Hall.   
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FIVE-YEAR STRATEGIC PLAN AND ESTIMATED COST MATRIX 
 

Project Description Year 1 Year 2 Year 3 Year 4 Year 5 
ENHANCING TECHNOLOGY SUPPORT 

IT Manager 
Add a part-time IT manager to 

focus on implementation 
of the strategic plan elements 

$30,240– 
$41,667 

$30,240 – 
41,667    

IT Vendor 
Support 

Select a vendor to migrate and 
support the new environment $30,000 $30,000 $30,000 $30,000 $30,000 

ESTABLISHING A BASELINE COMPUTING EVIRONMENT 
Implement 

Five-year PC 
Replacement 

Plan 

Replaces 53 desktops and 12 
tablets over a 5-year period $20,276 $10,138 $10,138 $10,138 $10,138 

Office 
Licensing 

Licensing for O365 or M365 for 64 
users + 64 email only accounts 

$15,922- 
$24,406 

$15,922- 
$24,406 

$15,922- 
$24,406 

$15,922- 
$24,406 

$15,922- 
$24,406 

Migrate 
Services to 
the Cloud 

Based on 4 hours per PC @ 
$109/hr. + contingency $25,000     

Procure New 
Phone 
System 

Procure Ring Central or 
alternative phone system  $24,000 $16,560 $16,560 $16,560 

Migration to 
New Phone 

System 

Based on 1.5 hours per phone @ 
$109/hr. + contingency  $8,000    

Network Contingency funds for network 
repairs $1,000 $1,000 $1,000 $1,000 $1,000 

LEVERAGING THE CLOUD 

Caselle 
Server 

Hosting 

Migrate the Caselle on-premise 
server to Azure for hosting in the 

cloud 
 $5,000 $2,500 $2,500 $2,500 

ENGAGING THE PUBLIC 
Website 
Upgrade 

Develop and host a new website 
based on WordPress $5,500 $5,000 $5,000 $5,000 $5,000 

Update 
Council 

Chambers 
Technology 

Install 2 new monitors and 
wireless AV connectivity to display 

presentations 
$5,000     

TOTAL 
$132,938 

- 
$152,849 

$129,300 
- 

$149,211 

$81,120  
-  

$89,604 

$81,120  
-  

$89,604 

$81,120  
-  

$89,604 
Figures in 2018 dollars, not inflation adjusted 
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TWO-YEAR TACTICAL PLAN 
 
 

Project Description Action Items 
Time 
Period 

IT Manager Add a part-time IT manager to 
focus on implementation of the 
strategic plan elements 

Draft and release job announcement for candidates that 
are well-versed in modern infrastructure and 
applications such as the cloud 

Y1, Q1 

Hire qualified IT manager Y1, Q1 
IT Vendor 
Support 

Select a vendor to migrate and 
support the new environment 

Draft RFP for IT integrators capable of planning, 
executing, and supporting the strategic plan  

Y1, Q2 

Award RFP to the most qualified integrator Y1, Q3 
Implement 
Five-year PC 
Replacement 
Plan 

Replaces 53 desktops and 12 
tablets over a 5-year period 

Draft a 5-year replacement policy for desktop PCs and 
mobile devices 

Y1, Q2 
 

IT manager develop specifications for a desktop PC 
model to become the 5-year standard 

Y1, Q2 
 

Release a bid for a 5-year term for PC hardware vendor Y1, Q2 
Office 
Licensing 

Licensing for Office or Microsoft 
365 for 64 users 

Leverage the State of Oregon Microsoft cooperative 
licensing agreement with Dell or SHI to procure 64 
m365 or O365 license 

Y1, Q3 

Migrate 
Services to 
the Cloud 

Plan and deploy Office 365 to all 
PCs. Migrate email to exchange 
online and local data to OneDrive.  
Decommission on-premise 
servers and support.   

Develop a governance strategy for data stored in the 
cloud 

Y1, Q3 

Develop communications plan for end-users to address 
change management 

Y1, Q3 

Execute the migration of 53 desktops by IT vendor Y1, Q4 
Decommission on-premise servers and support Y2, Q1 

Caselle 
Server 
Hosting 

Migrate the Caselle on-premise 
server to Azure for hosting in the 
cloud 

Execute Azure or Caselle hosting agreement Y2, Q2 
Migrate existing server to Azure or Caselle Y2, Q2 
Decommission on-premise Caselle server Y2, Q2 

Website 
Upgrade 

Develop and host a new website 
based on WordPress 

The communication consultant should develop the 
taxonomy and desired features for the new website 

Y1, Q1 

Hire a WordPress developer to build the website Y1, Q2 
Test the website with a variety of browsers and devices Y1, Q3 
Launch the new website Y1, Q3 

Procure New 
Phone 
System 

Procure Ring Central or 
Alternative Phone System 

Review alternative solutions with the IT vendor Y2, Q2 
Select the most cost-effective solution that meets the 
needs of the organization 

Y2, Q2 

Migration to 
New Phone 
System 

Migrate to the new phone system Develop a migration plan & communication plan for the 
new phone system 

Y2, Q3 
 

Deploy new handsets Y2, Q3 
Migrate the existing phone numbers  Y2, Q3 
Decommission the old phone system and handsets Y2, Q4 

Council 
Chambers 
Technology 
updates 

Provide 2 new monitors and 
wireless video connectivity to 
display presentations 

Purchase two 65” televisions and video sharing 
infrastructure 

Y1, Q1 
 

Make any necessary electrical and structural changes to 
mount monitors 

Y1, Q1 
 

Train City staff on use of the new equipment Y1, Q1 
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