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March 1, 2006
The Honorable Larry Phillips
Chair, King County Council

Room 1200

C O U R T H O U S E

Dear Councilmember Phillips:

I am pleased to transmit for your review and consideration my recommendation for a re-organization of information technology (IT) functions.  I recommend that a phased approach be initiated with a consolidation of the IT functions within the Executive branch.  Following an evaluation of the operational performance, cost effectiveness, reliability and security of information technology and telecommunications operations achieved by the Executive Branch phase, I will make a recommendation for your consideration regarding a countywide consolidation. 

Background
In May 2002, the county received the report Navigating the Future: King County Strategic Technology Plan 2002 under a contract with the consulting firm of Moss Adams, LLP.  This report formed the basis for the county’s Strategic Technology Plan 2003-2005 (Revised) which was adopted unanimously by the County Council in 2003 (Motion 11660).  One of the strategies recommended in the Moss Adams report was titled “Reorganize technology functions around the County” and proposed a strengthening of coordination between the various IT groups in county agencies through modified reporting relationships and assigned responsibilities.  This strategy did not call for a full-scale centralization of all IT services and support staff.
In the 2004, 2005 and 2006 adopted budget ordinances, the County Council provided direction through provisos to explore options for reorganizing IT functions countywide.
In 2004, the county contracted with Pacific Technologies, Inc. (PTI) to develop a new IT organization model, a quantifiable business case supporting that model, and a plan for implementing it countywide.  PTI’s report, IT Organization Recommendation Final Report, December 20, 2004, provided a recommendation after analyzing three alternatives, including a status quo alternative as directed by the provisos.
PTI’s recommendations included consolidating IT functions countywide by establishing a new central IT department, transitioning IT staff to the new department, relocating all servers to a central data center, standardizing workstation configurations and implementing a new governance model.
In 2005, a deliberative review and assessment of PTI’s report was undertaken and a number of benefits as well as difficulties were identified related to implementing the recommendations provided.  I have summarized them in the enclosed report Executive Recommendation on IT Reorganization – March 1, 2006.
Also in 2005, to provide a forum to address issues related to the implementation of the proposed organizational changes, I authorized the establishment of the Joint Labor Management Information Technology Committee.  This committee, comprised of union representatives and the IT workers they represent throughout the county, is responsible for collaboratively addressing implementation issues as they arise with IT managers and human resources representatives.  The committee’s input to date helped inform the changes set forth in this transmittal.

The case for consolidation

Every service provided by county government is supported by information technology.  In today’s environment, the efficiencies that are enabled by technology are in jeopardy if the security and reliability of the county’s network are placed at risk by a lack of central oversight and management.  In order for the county to take full advantage of the emerging technologies that will enable voice and data to be managed on a single network, we must take steps now to provide the foundation for that transformation.  In addition, as detailed in the previously referenced consultant reports, our current decentralized management structure does not provide for the development, implementation and management of standardized systems and processes which can reduce the county’s overall costs and improve the security and reliability of services.
Given the complexity of the county’s charter which provides for our three branches of government as well as many separately-elected officials, I have taken the first step in what I believe will be a multi-year work program.  I began the consolidation of IT functions in October, 2005 when I appointed David Martinez, the county’s Chief Information Officer (CIO), to be the interim director of the Information and Telecommunications Services (ITS) Division.  In making that appointment, I noted that the CIO will have the opportunity in this interim capacity to gain a deeper working knowledge of the opportunities for and challenges of changes in how the county’s technology resources are managed.  My recommendation package is based on the CIO’s advice regarding how best to realize the service and savings benefits that have been identified by the consultant reports referenced earlier. 

Recommendation

My recommendation will establish a clear line of authority in the Executive branch for the management of IT functions.  We will accomplish this with minimal disruption to the current management structure of our departments.  Line staff will continue to report to the same managers and no physical re-locations or changes to current systems or facilities are proposed at this time.  The change in organizational structure comes from a new reporting relationship for department IT managers.  
Under my recommendation, the IT managers will become IT service delivery managers and will report directly to the county’s CIO and to the department director on service level performance matters.  Each IT service delivery manager will work under the direction of the CIO and in coordination with the department director to prepare the department’s IT Service Delivery Plan.  The plan will define the scope of services that will be delivered to the department, under the management of the IT service delivery manager.  The department director will ensure the appropriate levels of budget and staff resources are available to fulfill the commitments of the plan.
Due to resource and time constraints related to meeting your requested date of March 1st for transmitting my recommendation, I have not completed a work plan for the next phase of the consolidation.  As a result, I do not yet have all the elements needed to complete a quantifiable business case to provide further detail on the benefits of consolidating these functions for your review and consideration.  I have directed staff to continue their work on these two reports with a target transmittal date of June 2, 2006.

As we begin our planning for the 2007 budget, I have directed staff to move forward with developing budget proposals and work programs for the transition projects.  If, by your action on my recommendation, a different planning activity is needed, I will make appropriate re-directions.

Proposed legislation

I am seeking the County Council’s approval to make several organizational changes, formalized in the proposed ordinance’s changes to King County Code, Title 2.  In approving the ordinance, you will be approving organization changes only.  There are no changes to our systems or services and the affected staff will not be physically relocated.  Much of what I am proposing at this time could be accomplished on an interim basis through an Executive Order.  I am requesting your consideration of my recommended changes to allow for the transparency of the public dialog that we all value.  

I have also included a motion for your consideration to approve my recommended vision and goals as requested by provisos included in the adopted 2004, 2005 and 2006 annual budget ordinances.  Your approval of this motion will remove restrictions placed on spending $1 million of the ITS 2006 operating fund appropriation.  In addition, a capital appropriation in the amount of $67,000 is proposed, to replace the $67,000 restricted capital appropriation to Office of Information Resources Management (OIRM) capital fund project 377138.  

During the County Council’s deliberation of the 2006 Annual Budget, several proposed appropriation requests were not acted upon, pending your receipt of my recommended organizational changes.  I have included an appropriations ordinance to bring those appropriation proposals forward for your approval in conjunction with the proposed organizational changes. 
The following requests are included in the appropriations ordinance:
· Internal Support – An adjustment in the amount of $294,943 is proposed to Internal Support to make correcting entries for placeholders for rate reductions in I-NET, ITS – Technology Services, and OIRM that were included in the 2006 Adopted Budget as follows: I-NET $17,832, ITS $252,609, and OIRM $24,502.
· I-NET Operations – The supplemental request provides $42,511 and 1.0 FTE appropriation to fund an Administrator II position in I-NET.  The position will improve customer communications and meet obligations identified in I-NET customer contracts.

· Office of Information Resources Management – Supplemental appropriation in the amount of $55,686 and 1.0 FTE is provided to OIRM to fund a Confidential Secretary to support the county’s Chief Information Officer. 
· ITS – Technology Services - $601,449 and 10.0 FTE appropriation is provided to ITS to provide funding for 2.0 FTE System/Network Engineers, 4.0 FTE ADSS O&M Application Analysts, 2.0 FTE ADSS New Development Application Analysts, 1.0 FTE Web Analyst, and 1.0 FTE Technical Project Manager.  The appropriation also provides $210,000 in contingency appropriation to provide adequate budgetary resources to perform services to county agencies for new development projects.
I certify that funds are available to support these appropriations.
At this time, there is also proposed Motion 2005-0428 before the County Council that would approve the King County Strategic Technology Plan 2006-2008 as endorsed by the Strategic Advisory Council at their July 20, 2005 meeting, with one member abstaining.  The plan contains an objective related to reorganizing technology functions to improve services and reduce costs.  In my September 26, 2005 letter to you, I explained that the endorsement followed from meetings with separately-elected officials where concerns related to operational autonomy were discussed and then addressed in the plan that is now before you for your action.
I ask the County Council to give my recommendation your careful consideration and join with me in making these improvements in our ability to support and deliver services.
Sincerely,

Ron Sims

King County Executive
Enclosures

cc:
King County Councilmembers



ATTN:  Shelley Sutton, Policy Staff Director



  Rebecha Cusack, Lead Staff, BFM Committee




  Anne Noris, Clerk of the Council
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