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SUBJECT

A briefing on the King County Strategic Information Technology Plan 2016-2019 (2017-RPT0065) and the 2017 Annual Update (2017-RPT0061).

SUMMARY

King County Code requires the County’s Chief Information Officer to prepare a Strategic Information Technology Plan every four years and submit it to the County Council for adoption by motion. The Council conditionally approved the King County Strategic Information Technology Plan 2016-2018 with the passage of Motion 14717 in September 2016, but requested that additional work be complete by April 30, 2017. County Code also requires annual updates to the adopted plan be transmitted to the Council by April 30th. Today’s briefing provides an overview of the changes in the revised plan transmitted in response to Motion 14717 and a summary of the 2017 Annual Update that is required by Code.

BACKGROUND 

King County Strategic Information Technology Plan 
King County Code[footnoteRef:1] requires that the County’s Chief Information Officer (“CIO”) prepare a Strategic Information Technology Plan (“SITP”) every four years and submit it to the Council for adoption by motion. The Code also requires the CIO to provide the Council with annual updates to the adopted SITP by April 30th of each year. The SITP provides strategic direction regarding the County’s information technology and must include the following items:  [1:  K.C.C. 2A.380.200] 


· a description, for individual planning issue areas, of the current environment, strengths, weaknesses, opportunities and challenges;
· a list of recommended objectives, with description; 
· the approach to achieve the desired outcomes for each strategic objective;
· progress towards meeting objectives, as well as identification and discussion of objectives that have not been met and the obstacles towards meeting those objectives; and
· appendices supporting the recommendations.

The King County Strategic Information Technology Plan 2016-2018 (“2016-2018 SITP”)[footnoteRef:2] was transmitted to Council in June 2016 and included the following five strategic objectives: [2:  Note that the 2016-2018 SITP spans only three years. Ord. 18432, approved in December 2016 after the 2016-2018 SITP was transmitted, changed the reporting requirement for the SITP from every three years to every four years (beginning in 2019) to better align with the biennial budget process.] 


1) Digital Civic Engagement: Leverage IT platforms and tools as a channel to increase the opportunities, convenience and audience engaging with government.

2) Workforce Empowerment: Employees effectively use IT platforms and tools to drive business process improvements.

3) Data Driven: Increase utilization of data to understand the current situation, analyze opportunities, measure results and make more informed initial and corrective decisions.

4) IT Mobility: Free residents and employees to interact and transact business when and where most appropriate and convenient.

5) Effective Digital Systems: Increase value to customers by providing high quality digital systems to better meet their needs using standard components and continuous process improvement.

The Council conditionally approved the 2016-2018 SITP with the passage of Motion 14717 in September 2016. The Motion stated that approval of the 2016-2018 SITP was contingent on receiving a revised SITP by April 30, 2017 that contained: 
· further developed performance measures, 
· objectives and performance measures related to improving the delivery of countywide IT services, and 
· information about the investment costs and potential challenges involved in achieving the objectives listed above. 

Motion 14717 did not require Council action on the revised SITP.

Revised Strategic Information Technology Plan and Annual Update
The Executive transmitted a legislative package in April 2017 with two reports related to the SITP and which are the focus of this briefing:

1) King County Strategic Information Technology Plan 2016-2019 (“Revised SITP”), which represents the response to Motion 14717 (2017-RPT0065)

2) 2017 Annual Update to the SITP (“2017 Annual Update”), which is required by King County Code (2017-RPT0061)

ANALYSIS

Changes in the Revised SITP
The Revised SITP (Attachment 1) includes a number of changes to the strategic performance measures, the addition of operational performance measures for the King County Department of Information Technology (“KCIT”), and information about the costs and challenges to achieve the objectives.

Changes to Strategic Performance Measures
Motion 14717 requested that the performance measures used to assess progress in achieving the objectives be further developed. The Revised SITP contains sixteen strategic performance measures for the five strategic objectives. Relative to the 2016-2018 SITP, one was added, nine were refined, two were combined into one measure[footnoteRef:3], and one was removed and replaced with a placeholder whose performance measure has not yet been defined.[footnoteRef:4] Table 1 provides a high-level summary of the transmitted performance measures.  [3:  The two performance measures in the Workforce Empowerment objective in the 2016-2018 SITP were combined into a single performance measure in the Revised SITP. ]  [4:  The performance measure in the Data Driven objective about business intelligence inquiries in the 2016-2018 SITP was removed. KCIT notes that they intend to replace it with a performance measure that is broader in nature, but is not yet defined. ] 


Additionally, three performance measures take the form of roadmaps. In these areas, KCIT has indicated that additional planning work needs to occur before specific performance measures can be identified and has outlined a series of planning milestones, along with a quarter and year by which to achieve them. All three roadmaps begin in Q1 of 2017. 



















Table 1. Summary of Strategic Performance Measures in the Revised SITP

	Objective
	Performance Measure

	Digital Civic Engagement
	· Online Public Outreach
· # of social media subscriptions (including Facebook, Twitter, electronic newsletter and alert signups)
· Reach of social media (based on subscribers who like, comment, and repost the content)
· Roadmap to promote digital civic engagement throughout the Executive Branch
· Broadband Internet Access
· % of King County households that report having broadband internet access at their home
· Electronic Payments
· % of King County products and services that residents can purchase using electronic payment

	Workforce Empowerment
	· Implementation of the Workforce Empowerment Roadmap
· # of King County employees participating in a KCIT SharePoint course
· # of King County employees participating in a KCIT Power BI course
· # of King County employees participating in a KCIT Unified Communications/Skype course

	Data Driven
	· Data Maturity Model
· Score between 1-5 based on the Gartner Data Management Maturity Assessment[footnoteRef:5] [5:  The Gartner tool is a self-assessment tool to help KCIT understand the county’s maturity with regard to data management. ] 

· Value Ratings of Data Assets and Analytics
· Performance measure not yet defined

	IT Mobility
	· Mobile Workforce
· # of King County facilities supporting wireless internet access
· % of King County workstations that are laptops rather than desktops
· Online Services / Mobile Application Usage
· Roadmap to formulate IT mobility program strategy and approach
· Improving the Visitor Experience to King County’s Web Environment
· % of King County’s web environment using enhanced services

	Effective Digital Systems
	· Cloud Adoption
· % of KCIT’s application components in the cloud
· Service-Oriented Architecture
· Roadmap to offer service-oriented architecture



Addition of KCIT Operational Performance Measures
Motion 14717 also required that objectives and performance measures related to improving countywide IT services be added to the SITP. The Revised SITP contains five newly added operational performance measures that concern KCIT’s delivery of services across the county. Note that these are standalone measures and are not integrated into the five strategic objectives that were previously described. Two of the performance measures relating to customer satisfaction are not yet defined. A summary of the operational performance measures is provided below:

· Customer Satisfaction: KCIT plans to use the quarterly Voice of Customer survey to gather information concerning the business value KCIT provides to departments and agencies, as well as discover defects, service delivery issues and other customer experiences. KCIT indicates that this measure was not yet defined due to issues of timing. The first survey was sent out in Q2 of 2017.
· Performance Measure: Not yet defined  

· Customer Focused Performance Management / Service Level Agreement Dashboard: KCIT indicates that they are in the process of developing a real-time or near real-time dashboard that would provide performance management data to the department service delivery managers based on the terms of each department’s Service Level Agreement with KCIT.   
· Performance Measure: Not yet defined

· Security Scorecard: The Chief Information Security and Privacy Officer creates a detailed assessment of more than a dozen potential vulnerabilities to the information and data environment. 
· Performance Measure: Security score between 0 and 10, resulting from the assessments described above

· Response to Incidents: According to the Revised SITP, incidents are defined as an unplanned interruption to an IT service, a reduction in the quality of an IT service, or the failure of a piece of equipment that has not yet impacted an IT service but that has the potential to do so. Incident resolution timeframes vary based on impact and urgency, ranging from two hours to five business days.
· Performance Measure: % of incidents resolved within their targeted timeframes

· Response to Service Requests: According to the Revised SITP, a service request is a generic description for many different requests that are placed upon KCIT by users, such as changing a password or installing additional software on a particular workstation. Service request resolution timeframes vary based on impact and urgency, ranging from one to ten business days.
· Performance Measure: % of service requests resolved within their targeted timeframes

Costs and Challenges to Achieve Objectives
As requested by Motion 14717, the Revised SITP provides information about the costs and potential challenges that will be involved in achieving the previously described objectives. Table 2 provides a summary of the costs, impacts, and expected timeframe that KCIT estimates will be necessary to achieve the objectives.

KCIT estimates that the IT Mobility and Data Driven objectives would potentially require a ‘medium’ investment, meaning that they could cost between $500,000 and $2.5 million.   

Table 2. Summary of Costs, Impacts, and Expected Timeframe to Achieve Objective

	Objective
	Potential Investment Size
	Expected Timeframe
	Impact on Business Processes and Culture
	Impact on IT Resources

	
	Small = $0 to $500k 
Med = $500k to $2.5M
Large = $2.5M+
	Short = <3 years
Med = 3-5 years
Long = 5+ years
	Minor
Moderate
Significant
	Minor
Moderate
Significant

	Digital Civic Engagement
	Small
	Medium
	Moderate
	Minor

	Workforce Empowerment
	Small
	Short
	Moderate
	Minor

	IT Mobility
	Medium
	Medium
	Moderate
	Significant

	Data Driven
	Medium
	Long
	Significant
	Significant

	Effective Digital Systems
	Small
	Medium
	Significant
	Significant



2017 Annual Update
The annual update (Attachment 2) provides a report on KCIT’s progress in achieving the objectives of the Revised SITP, along with the associated performance measures summarized in Table 1 and the operational performance measures described on the previous page.  KCIT reports that all defined strategic performance measures from the Revised SITP are making expected progress towards their targets and that the operational performance measures are trending towards their targets. 

However, because three performance measures have not yet been defined – two operational measures related to KCIT customer satisfaction and one strategic measure about the value of the County’s data assets and analytics – progress in these areas cannot be tracked at this point. Additionally, as noted previously, three other performance measures take the form of roadmaps that begin Q1 of 2017. Given this start date, progress against these roadmaps will have to be assessed in the 2018 annual update.  

Issues for Council Consideration

Customer-focused operational performance measures not yet defined 
As previously described, Motion 14717 requested that performance measures related to improving countywide IT services be added to the SITP. The Revised SITP contains placeholders for two customer-focused performance measures. Given the Council’s prior request for more performance metrics related to countywide services and the importance of customer satisfaction, Council may wish to request KCIT update the transmitted Strategic Plan in 2017 to include specific customer satisfaction measures.  

Broadband access performance measure does not measure KCIT efforts
The Revised SITP uses annual census data from the American Community Survey to track the percentage of households that report having broadband internet access at their home and establishes yearly targets to meet or exceed. While this information provides some useful context, it does not directly measure KCIT efforts to expand internet access, given that KCIT does not provide broadband access to homes and must instead work with community partners such as schools and community centers to deliver access via the County’s Institutional Network (I-Net).[footnoteRef:6] The Council may wish to request additional metrics which could be used to measure KCIT’s efforts to expand internet access.  [6:  I-Net is a fiber optic network that provides high-speed internet access to public facilities and nonprofits.  ] 


ATTACHMENTS

1. King County Strategic Information Technology Plan 2016-2019 (2017-RPT0065)
2. 2017 Update – Strategic Information Technology Plan (2017-RPT0061)
3. Transmittal Letter
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1. Bill Kehoe, Chief Information Officer, Department of Information Technology 
2. John Klein, IT Strategic Planning Manager, Department of Information Technology
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