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SUBJECT

Proposed Motion 2017-0274 would accept a report on the Exchange to Office 365 Pilot Project conducted by King County’s Department of Information Technology (KCIT), which migrated two County departments to a cloud-based email service included as part of the County’s existing Microsoft Enterprise Agreement.  

SUMMARY

In 2016, the Council appropriated approximately $491,000 to the Exchange to Office 365 Pilot Project, a technology capital project which migrated two County departments to cloud-based email service included as part of the County’s existing Microsoft Enterprise Agreement.[footnoteRef:1] The appropriation ordinance also included a related expenditure restriction stipulating that no funds be expended to migrate more than two departments to cloud email until the Executive transmits a report to Council along with a motion accepting the report.  [1:  Ordinance 18239] 


The Report on Exchange to Office 365 Pilot Project, transmitted in June 2017 with this proposed motion, indicates that satisfaction with the migration process improved with Superior Court compared to KCIT, which had been migrated first. The report notes that, since migration, there has been no system-wide downtime with cloud email while the email service hosted on physical servers has suffered multiple outages in the same period. 

The Executive recommends migrating the remaining County departments to cloud email and is requesting approximately $470,000 in expenditure authority[footnoteRef:2] in the supplemental budget omnibus[footnoteRef:3] being considered by Council to complete this work. KCIT indicates that if the County does not move fully to cloud email, the outdated physical servers that are used to support email for most of the County would need to be replaced in order to reduce the risk of failure. Server replacement would cost approximately $325,000, a cost which would have to be incurred every four to five years, whereas the migration to cloud email would require no equipment replacement.   [2:  The Executive has proposed funding this work, in part, with the $254,658 remaining from the migration of KCIT and Superior Court, and with the balance covered by a transfer from the KCIT Services Fund ($215,241).]  [3:  Proposed Ordinance 2017-0395] 


BACKGROUND 

Exchange to Office 365 Pilot Project (CIP #1127266)
In 2016, the Council appropriated $490,912 in a supplemental budget ordinance[footnoteRef:4] for the Exchange to Office 365 Pilot Project (CIP #1127266), to migrate two County departments to a cloud-based email service included as part of the County’s existing Microsoft Office 365 Enterprise Agreement. At the time of project approval, all County departments used email service hosted by physical servers owned by the County and located at the Sabey Data Center in Tukwila, and which are referred to by KCIT as “on-premise servers.” Between April and October of 2016, KCIT migrated email for all staff in both KCIT and Superior Court from the on-premise servers to the cloud.  [4:  Ordinance 18239] 


With the project appropriation described above, the Council included an expenditure restriction[footnoteRef:5] stipulating that no funds be expended to migrate more than two departments to cloud email until the Executive transmits a report that summarized the user satisfaction with the migration process, the user experience with the new cloud email system, and the system availability with cloud email compared to on-premise email, as well as a motion accepting the report. The expenditure restriction states: [5:  Ordinance 18239, Section 40, Expenditure Restriction ER1] 


	Of this appropriation, no funds shall be expended to transition more than two departments to cloud e-mail until the executive transmits a report on the results of the cloud e-mail pilot (CIP 1127266) and a motion that accepts the report is passed by the council.  The motion shall reference the subject matter, the proviso's ordinance, ordinance section, and proviso number in both the title and body of the motion.
	The motion shall reference the subject matter, the proviso's ordinance, ordinance section, and proviso number in both the title and body of the motion.
	The report shall be approved by the Business Management Council and include, but not be limited to:
	A.  A summary of user satisfaction with the migration experience addressing user satisfaction with communications, and downtime for users;
	B.  A summary of user experience with the new solution including ease of accessing e-mails formerly saved as PST files; and
	C.  System availability with cloud e-mail compared to on premise e-mail.
	The executive must file the report and motion required by this proviso in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the government accountability and oversight committee, or its successor.
	Upon acceptance by motion of the report, remaining funds may be spent to transition other departments to cloud e-mail.
 
The Report on Exchange to Office 365 Pilot Project was transmitted to the Council in June 2017 and is the subject of this proposed motion. 

ANALYSIS

The Report on Exchange to Office 365 Pilot Project (report) includes information related to each of the requirements outlined in the expenditure restriction. A more detailed discussion of how the report meets the requirements is found in the following subsections. 

The report also notes the benefits that may result from migrating the County fully to cloud email: 
· Increased storage: The report indicates cloud email offers more storage per user and eliminates the need for separate PST files. PST files are mail folders stored locally on the user’s computer, and therefore not available via web-based email;
· Automatic system upgrades: The report notes that software updates and upgrades occur automatically with cloud email so that employees use the latest versions of Outlook; 
· Enhanced stability: KCIT reports that the County’s on-premise servers are outdated and in need of replacement and thus, migrating the County to cloud email reduces the risk of server failure, as well as avoids server replacement costs. 

User Satisfaction with Migration Process
The expenditure restriction requires the report to include a summary of the user satisfaction with the migration process, including satisfaction with communications and any downtime. The report states that only one out of approximately 1,100 users experienced any downtime after the migration of desktop email, but that some customers experienced issues with email on their mobile devices which required some staff to wait for an overnight synchronization process to resume use of email on their phone. 

A survey conducted immediately after migration indicates that 46 percent of KCIT and 83 percent of Superior Court survey respondents were satisfied with the migration process and the communications and training provided. Figure 1 provides the full results related to this survey question. KCIT staff have noted that the difference in satisfaction levels between the two departments is, in part, explained by the fact that KCIT migrated to cloud email first and the process used for Superior Court was improved based on the lessons learned. The report notes that deploying IT staff on-site specifically to address issues with mobile devices was an important process improvement. 
 










Figure 1. Survey Results for User Satisfaction Related to the Migration Process




User Experience with Cloud Email
The expenditure restriction also requires the report to include a summary of the user experience with the new cloud email system, including the ease of accessing emails saved as PST files. The report provides a selection of user comments on the overall experience that KCIT indicates makes up a representative sample of those received.  Comments included in the report vary, with some users noting an inability to tell the difference after migration and others pointing out that some processes and features have changed (for example, reserving a conference room). 

In the survey, KCIT asked if users were satisfied in being able to access all emails, including archives and PST files. Survey results indicate that 79 percent of KCIT and 94 percent of Superior Court respondents expressed satisfaction. Figure 2 provides the full results related to this survey question.

Figure 2. Survey Results for User Satisfaction Related to Accessing PST Files


System Availability
The expenditure restriction further requires the report to include information about system availability with cloud email compared to on-premise email. The report notes that since migration, there has been no system-wide downtime with cloud email while the on-premise environment suffered multiple outages in the same period. 

Business Management Council Approval
The expenditure restriction also requires the report to be approved by the Business Management Council (BMC).[footnoteRef:6] The BMC approved the report on April 25, 2017. [6:  Per K.C.C. 2A.380.310, the Business Management Council acts in an advisory capacity to the County’s Chief Information Officer (CIO) in developing short-term, mid-term, and strategic objectives for countywide technology, recommending IT proposals for funding, and in developing standards, policies, and guidelines for implementation. Representatives include the CIO, Deputy Executive, and agency deputy directors or business managers chosen by the agency’s director.  ] 


Fiscal Analysis 
KCIT staff have indicated that the on-premise email servers used by all departments besides KCIT and Superior Court are outdated and currently in need of replacement, which given their age and configuration would require third-party assistance. KCIT estimates that the equipment purchase and the third-party assistance required for replacement would cost approximately $325,000 and that this cost would be incurred every four to five years to keep the associated software and hardware up-to-date.  This would be in addition to annual operating costs, which in 2016 cost approximately $495,000, not including staffing costs. According to KCIT, there are currently 3.0 FTEs supporting the on-premise servers.  

Instead of replacing the on-premise servers, the Executive has requested $469,899 in appropriation authority in the supplemental budget ordinance[footnoteRef:7] currently being considered by Council to support the migration of the remaining County departments to cloud email. KCIT staff indicate that the appropriation authority requested would be one-time costs to complete the migration, after which the ongoing costs would be the license fees for the Microsoft Office 365 enterprise agreement and staff support. According to KCIT, the 3.0 FTEs supporting the on-premise servers would transition to supporting cloud email if the County were to fully switch to the cloud. [7:  Proposed Ordinance 2017-0395 ] 


The Executive has proposed funding the migration of the rest of the County, in part, with the balance of $254,658 left over from the pilot. The report indicates that the pilot completed work under budget, in part, because vendor bids for consultant assistance related to planning and performing the migration came in under the original estimate. The rest of the project funding would be covered by a transfer from the KCIT Services Fund ($215,241). 

KCIT indicates that no equipment replacement would be necessary for the migration to cloud email, which would allow the County to reduce future costs. However, this cost avoidance would only be realized should all County departments, including the separately elected agencies, migrate to cloud email. If the Council approves this motion and the funding request in the supplemental budget and one agency or department chooses to continue using the on-premise email system, both the cloud email system and the on-premise system would have to be maintained by KCIT. Executive staff have indicated that any agency or department that chooses not to migrate would bear the cost of needed system replacement costs, as well as the staff and resources needed to operate the on-premise email system.  

Results of Council Action
If the Council chooses to approve the proposed motion, KCIT would then be permitted to spend the remaining expenditure authority of $254,658 to migrate the rest of the County departments to cloud email. However, as previously noted the Executive has requested additional funding in the supplemental budget ordinance being considered by Council[footnoteRef:8] and proposes funding the work to migrate the rest of the County with the remaining expenditure authority and a transfer from the KCIT Services Fund.  [8:  Proposed Ordinance 2017-0395] 



ATTACHMENTS
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