
CFS IT review – initial documents for your review

From: M Bret Blackford (bret_blackford@yahoo.com)

To: emcpherson@cfserve.org

Cc: bret_blackford@yahoo.com

Date: Thursday, March 26, 2026 at 08:18 AM CDT

Eric,

I am still working on the full write-up of the CFS IT environment and possible next steps, but I wanted to send these
attached documents ahead of that larger report. They reflect two key parts of what I plan to share and may be easier to
review separately.

One attachment is a memo regarding expectations for CIO-level services under the Fix It Solutions agreement. My
concern is not with routine support, which appears to be getting done, but whether CFS is receiving the level of
strategic IT leadership, documentation, vendor oversight, budgeting guidance, and roadmap planning that the
agreement appears to contemplate. The contract specifically references monthly reporting, quarterly Virtual CIO
meetings, budgeting, roadmap planning, and ongoing network documentation, which is why I believe it is reasonable
for CFS to expect more than basic maintenance and patching.

The second attachment summarizes phone-system costs and related observations. Based on the documents reviewed so
far, the current phone arrangement appears relatively expensive for an organization of CFS’s size, and it may also be
contributing to some network constraints that make maintenance, future changes, and ISP flexibility more difficult than
they should be. The summary also outlines a possible lower-cost alternative if CFS decides to revisit that area.

There is no urgency on any of this, but I do think there are some meaningful improvements that could be made to the
CFS IT environment. Some of those improvements may require modest consulting fees and some replacement
equipment. My initial impression is that the core network changes could potentially be done for less than $2,000, while
any phone-system replacement would likely cost more, depending on the direction chosen.

Once I complete the full write-up, I would be glad to sit down with you over coffee (fee for my services) and walk
through what I am seeing, what I think is worth addressing first, and a possible timeline. After that, it may also be
helpful for you, Kevin Romain, and me — and perhaps Mary Ennis as well — to meet together and discuss the findings
and possible next steps.

I also want to be respectful of boundaries. I do not want to overstep my role as a volunteer, but I do want you to know
that I am willing to help to whatever extent you believe would be useful and appropriate.

    ---- Bret

again - full documentation should be emailed later today or tomorrow
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Memo 

To: Eric McPherson, Executive Director, Christian Family Services 

From: Bret Blackford 

Date: March 2026 

Subject: Expectations for CIO Services Under the Fix It Solutions Agreement 

Bottom line: CFS should expect more than routine maintenance and server patching 
from an outsourced IT management provider. If the contract includes virtual CIO 
services, those services should actively protect both CFS's IT health and its IT spending. 
 
 

Christian Family Services has appropriately outsourced much of its IT support to Fix It 

Solutions. That is sensible for an organization of CFS's size, especially when internal 

technical leadership is limited. At the same time, an outsourced IT management 

relationship should deliver more than routine maintenance and reactive 

support. Based on the current-state review and the 2024 Fix It Solutions agreement, 

CFS should reasonably expect stronger CIO-level leadership and better overall 

stewardship of both its technology environment and its IT spending. 

This is not meant as a criticism of Kevin Romain personally. Kevin appears to be helpful 

and dependable in routine account maintenance, server patching, and day-to-day 

support work. Those services matter. The concern is that the agreement appears to call 

for more than that. It includes monthly reporting, a Virtual CIO function, quarterly 

review meetings, project discussion, vendor and best-practice guidance, budgeting 

assistance, roadmap planning, and ongoing network documentation covering hardware, 

software, network settings, IP addresses, firewall settings, and related information. 

If those CIO-level services are being provided, the results are not clearly visible in the 

current CFS environment. The documented environment appears older, more complex, 

and more fragmented than it should be for a small nonprofit. Routing, telephony, 

switching, and support responsibilities appear to be spread across multiple vendors and 

legacy devices. The Cisco ASA, MikroTik, older Netgear switch, and legacy server 

footprint all point to an architecture that may still function, but does not appear 

modern, unified, or easy to manage. 

The same concern applies to stewardship of IT spending. The current review suggests 

that CFS may be spending more than it should in certain areas without receiving the 

level of architectural guidance and cost oversight that should accompany a managed-

services relationship. Phone and internet arrangements deserve closer scrutiny, and the 

broader network design appears to reduce flexibility and make future provider or 

architecture changes harder than they should be. Even if some of these costs can be 

explained, they should be actively reviewed and challenged by whoever is serving in the 

CIO role. 
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In my judgment, the strongest conclusion is not that routine support has been poor, but 

that CFS does not appear to be receiving enough visible CIO-level leadership in the areas 

of planning, vendor oversight, documentation, budgeting, and architectural 

modernization. Those are strategic management functions, and they should be part of 

an outsourced IT leadership relationship. 

I believe CFS should reset expectations with Fix It Solutions. At a minimum, CFS should 

expect a current network diagram, clear documentation of routing and system 

dependencies, regular strategic review meetings, proactive recommendations to simplify 

and modernize the environment, and stronger attention to cost stewardship. If Fix It 

Solutions wishes to continue in a broader strategic role, CFS should expect those 

outcomes. If not, CFS may need to decide whether separate strategic IT guidance is 

needed while retaining Fix It for maintenance and support. 
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Addendum A 

2024 Fix It Solutions Agreement 

 
  



Page 4 

 
  



Page 5 

 
  



Page 6 

 
  



Page 7 

 
  



Page 8 

 
  



Page 9 

 
  



Page 10 

 
  



Page 11 

 
  



Page 12 

 
  



Page 13 

 
  



Page 14 

 
  



Page 15 

 
 

 



CFS Phone Cost and Equipment Summary 

based on the 2022 Affiliated Com-Net agreement, Hawk iSolutions proposal, and Mar. 2026 invoice 

Monthly recurring charge Documented one-time charges Best current reading 

$257.05/month in the signed 2022 
Affiliated agreement. 
A Mar. 2026 invoice shows 
$274.39/month currently billed. 

Affiliated agreement: $793.44. 
Hawk proposal: $3,793.44, including 
$3,000 deployment/programming. 

This looks more like an ongoing hosted-service 
arrangement than rent-to-own. 
The documents do not show automatic transfer of 
ownership after 36 months. 

 

Key points 

• The signed Affiliated Com-Net agreement shows a 3-year term and a monthly service-plan total of $257.05. 
• That agreement also lists one-time installation and activation fees totaling $793.44. 
• A separate Hawk iSolutions configuration sheet shows the same monthly amount but higher up-front charges because it 

includes a $3,000 deployment/programming line. 

• The contract language says monthly charges begin at installation/service inception, so total paid to date depends on the 
actual billing start date and any partial first month. 

• The Mar. 2026 invoice indicates monthly charges continued after the initial 36-month term, which suggests the term was a 
service commitment rather than a clear rent-to-own schedule. 

• The provider-managed voice/router design appears to have imposed routing restrictions that make maintenance, network 
changes, and ISP transitions more difficult for CFS. 
 

Estimated recurring total paid 

Scenario Months Total 

If full monthly billing began Sep. 2022 
and continued through Mar. 2026 

43 $11,053.15 

If the first full month billed was Oct. 
2022 and continued through Mar. 2026 

42 $10,796.10 

 

Why monthly charges may still continue 

• Hosted PBX / cloud voice service 
• DID numbers and SIP/voice paths 
• E911 and regulatory fees 
• Licensing, support, and maintenance 
• Possible continuing device-related service charges 

Recommended next check: Obtain the full executed agreement, 
equipment schedule, and a current invoice detail before assuming 
CFS owns the phones/router or that monthly device charges should 
have ended after month 36. 

Illustrative UniFi Talk comparison 

Estimated cost comparison assuming 2 outside numbers and 10 extensions: 

Option Up-front cost Monthly cost 42-43 month result 

Affiliated Com-Net 
(documented paid to 
date) 

$793.44 documented 
one-time charges 

$257.05 / month $11,590-$11,847 paid to date 

UniFi Talk 
(estimate) 

$1,489 
10 phones + 1 console 

$19.98 / month 
2 numbers 

$2,328-$2,348 over the same period 

Estimated savings 
with UniFi Talk 

- - $9,261-$9,498 less 

Recommendation 

Based on the costs paid to date, CFS's modest telephony needs, and the operational constraints created by the 
current provider-managed voice/router design, CFS should strongly consider replacing the current Affiliated 
arrangement with UniFi Talk or a similarly simple VoIP platform. A change would likely lower recurring costs, 
simplify administration, improve network flexibility, and remove restrictions that currently complicate 
maintenance, future network additions or updates, and ISP changes. 

Notes: UniFi Talk estimate assumes 10 desk phones at about $129 each, one modest UniFi console at about 
$199, and 2 outside numbers at $9.99 each per month. It does not include separate migration labor or outside 
support. The current provider arrangement also appears to have enforced routing constraints through its 
managed voice/router design, complicating maintenance, network changes, and ISP transitions. 
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2022 Affiliated Com-Net signed service agreement 

 

  



2022 Hawk iSolutions configuration / pricing sheet 

 

  



March 2026 Affiliated Com-Net invoice 

 

  



 

Christian Family Services (CFS)  
Network Diagram 
As of March 2026 

 


