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1. 
Executive Summary
The Executive commissioned a consultant’s report in May, 2004 to develop a new information technology organizational model, a quantifiable business case supporting that model, and a plan for implementing it countywide.  The consultant delivered the report, IT Organization Recommendation Final Report, in December, 2004.

The report as presented by the consultant introduced too many challenges to allow for direct acceptance of the recommendations.  Therefore, the Executive developed a recommendation to address difficulties in the consultant approach while maintaining the benefits.
The Executive’s recommendation implements a consolidated Information Technology organization in two phases:

· Implement a consolidated IT organization consisting of Executive Branch departments only by Q3-2006
· Evaluate results of the Executive Branch consolidated IT organization in 2007 and determine/recommend a consolidated countywide IT organization that best meets the needs of the other separately elected officials (PAO, Sheriff Office, District and Superior Court, Council and Assessor) in the 2008 time frame.

The Executive recommends this approach for the following major reasons: to allow for collaboration with the Joint Labor/Management Information Technology (JLMIT) on implementation implications; to comply with Council’s proviso; to align with countywide IT Vision & goals; to provide improvement of IT management, operations & service delivery performance; to reduce number of county departments over the consultant approach; and supports, Executives directions and goals for a cost effective and efficient government.
The Executive’s recommendation also includes:  IT Vision & Goals, benefits, a new IT organization structure, roles and responsibilities, high level transition plan, and an outline of the IT service delivery plan.

2. 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.  The project began in May of 2004. 
The scope of the contract included:

· Developing a countywide IT vision and goals statement

· Updating data from the County’s recent IT Total Operating Cost of Technology include information about geographic distribution of staff and IT assets

· Reviewing prior IT studies and surveying similar jurisdictions

· Identifying potential alternative approaches to IT service delivery at the County

· Recommending a preferred approach to County IT service delivery and comparing of the preferred approach to the status quo

· Identifying implementation considerations and proposing a transition plan
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.
3. IT Vision and Goals
PTI developed a revised IT vision and attendant goals to articulate a clear, actionable,

strategic “stake in the ground” for the future state of IT at the County. The following presents the vision and goals, as approved by the project sponsors and project governance for use by the consultants.  In addition to the project sponsors, the Business Management Council (BMC), Technology Management Board (TMB) and Project Advisory Committee each reviewed and accepted the IT Vision and Goals for use by the consultants.  This vision and goals were designed specifically to be used for the IT reorganization study, and to be used to evaluate alternatives.
KING COUNTY IT VISION STATEMENT

Utilizing information and technology to shape a better tomorrow by

enabling effective public services and streamlining countywide operations

KING COUNTY IT GOALS

· Deliver responsive service to internal customers, the public, and other jurisdictions

· Provide reliable, cost-effective technical and application architectures

· Create countywide efficiencies for business functions and infrastructure that are common across the organization

· Support a culture of effective governance, clear accountability and communication

· Ensure IT security and privacy

· Facilitate information sharing – internally and externally

· Recruit, deploy and retain an appropriately-skilled workforce

· Serve as a leader in IT regional initiatives
4. Consultant Recommendation




The consultant analyzed three alternatives: the status quo, complete centralization,  and a centralization option providing application support within the business units. The consultant (PTI) recommendation is summarized below.  The consultant’s report, IT Organization Recommendation Final Report, December 20, 2004, is attached.
Recommendation 

· Implement Model C – consolidating County IT functions, with the exception of business application support and related training, for all agencies in all branches of government in a new Central IT Department
· Competitively fill top management positions in the Central IT Department and build a culture of service excellence

· Relocate all servers into a few centrally-managed data centers, consolidating servers to reduce long-term replacement costs, improve security, reduce support labor, and more effectively use available capacity

· Transition staff from Information Technology Services (ITS) and agency IT groups into the Central IT Department to realize cost savings from economies of scale

· Standardize workstation configurations to improve management efficiency and security

· Implement “Communities of Interest” to optimize help the County’s application portfolio and guide application investments
Costs

$18.4 million one time costs
Benefits 

$34.3 million (NPV) savings over 15 years. 
$64 million net savings over 15 years
Transition Period 

· Transition to countywide central IT Department within 5 years 

· Transition the executive branch in years 2 thru 5

· Transition other agencies during years 4 & 5
5. Executive Assessment of Consultant’s Recommendation
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.  They are identified below as pros and cons of the consultant report.
PRO’s

· Aligns with Countywide IT Vision & Goals 

· Supports the Executive’s direction and goals for a cost effective and efficient government

· Complies with Council’s proviso

· Positions IT to better respond to the County’s short/long term business needs

· Provides improvement of IT management, operations & service delivery performance
CON’s

· Creating a new department is inconsistent with the Executive’s direction to reduce the number of County departments   

· Costs & quantifiable benefits are based on soft estimates and require additional validation

· Transition approach and plan as outlined introduces significant risk and adds challenges to be successfully managed under current business conditions

· Opposition from separately elected officials (and concern from department directors) related to abdication of management and control of their IT staff and functions

· Will create significant concerns from labor regarding potential immediate lay off of represented employees
6. Alternatives Considered

Although the Executive found several excellent benefits in the recommendation from the consultant, there were also many challenges preventing direct acceptance of the consultant recommendations at King County.  The Executive considered two alternatives.   

First was a status quo alternative.  This had already been rejected by the consultant, and the Executive rejected it also because it did not address the needed improvements in the management of IT at the county.  It does not address the provisos, does not support the new vision and goals, nor does it provide for improvements to the management of IT functions in the county.
The Executive selected his second alternative and recommends implementing a consolidated IT organization in two phases – the Executive branch first, followed by the separately elected organizations.  

Alternative 1 –maintaining status quo
Alternative 2 - Implement a consolidated IT organization in two phases:

(a) – Implement a consolidated IT organization consisting only of Executive branch departments by Q3-2006.

(b) – Evaluate results of the Executive branch consolidated IT organization in 2007 and determine/recommend a consolidated countywide IT organization that best meets the  needs of the other separately elected officials (PAO, Sheriff Office, District and Superior Court, Council and Assessor) in the 2008 time frame.

7. Executive’s Recommendation

The Executive’s recommendation will establish a clear line of authority in the Executive branch for the management of IT functions.  It 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.  
The IT managers will become IT service delivery managers and will report directly to the county’s Chief Information Officer (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.
Recommendation: Implement a consolidated IT organization in two phases

Approach:

Q3/2006
Complete consolidation of Executive branch IT units (including the Information and Telecommunications Division currently in DES) into the Office of Information Resource Management under the oversight and management of the Chief Information Officer.
2007
Identify and recommend a consolidated countywide IT organization that further considers and best meets the needs of the other separately elected officials (PAO, Sheriff, District and Superior Court, Council and Assessor).
2008 Begin implementation of approved recommendation.
8. Benefits
The following benefits for reorganizing IT were identified by PTI in the Business Case section of their report and these benefits also apply to the Executive’s Recommendation:

· Enhanced IT security

· Improved IT governance, performance management, and accountability

· Ability to standardize and improve policies, procedures, and business practices related to IT service delivery

· Focuses agencies on value-added IT functions, not provision of commodity services

· Cost savings and associated increase in non-IT related productivity

· Enhanced IT professional development as the restructure expands opportunities for upward mobility for IT professionals and fosters deeper skill specialization
The Executive’s approach also provides the following additional benefits: 

· The separately elected agencies are not included in the initial recommendation.  They will be considered after experience is obtained with the Executive branch and after a study is conducted on how to best meet the needs of the separately elected organizations.  This is a practical approach that stages the volume of work and change, first in the Executive branch where the Executive has the most influence over improvements, and only then, after experience, beginning to address opportunities in the rest of the county.

· The Executive’s recommendation also has little impact on facilities and staff.  The staff will remain with the departments, but report to the CIO, which will minimize the impact on staff moves and the need to find additional facility space for staff.

· The consultant’s recommendation did not identify any improvements for application support, but they did recommend that it remain in the departments.  The Executive’s recommendation improves on the consultant’s by not only leaving application support staff at the departments, but also having them report to the CIO, which can provide improvements in the overall management of applications in the Executive branch.
9. Organization Structure

The following organization chart documents the new IT organization for the Executive Branch and its relationship to the Executive and the Executive departments.  The IT organization in the Executive Branch is changed to the following structure:
· The Chief Information Officer (CIO) continues to report directly to the Executive.

· The Office of Information Resource Management, with its current functions, continues to report to the CIO.

· Information and Telecommunications Services (ITS) Division moves out of the Department of Executive Services and is headed by the CIO.

· Department IT management and staff report directly to the CIO, and to the department director on service level performance matters pertaining to the IT Service Delivery Plan.  The current department IT managers become IT Service Delivery Managers for their respective departments, and they remain located within the departments with their IT staff.
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10.  IT Organization Roles & Responsibilities

The key areas where roles and responsibilities need to be clarified for the Executive Recommendation are the Chief Information Officer (CIO), the Office of Information Resource Management, department IT Service Delivery Managers, and Department Directors.  The descriptions below clarify the roles and responsibilities in each of the four areas.
Chief Information Officer (CIO)
· Responsible for planning, oversight and management of IT functions within the Executive Branch

· Approves the department IT Service Delivery Plan in conjunction with the department director (IT service delivery plan will be comprised of budget requirements and service level agreements)
· Ensures that department specific IT service delivery needs are met according to the agreed upon goals and objectives 

· Responsible for hiring and managing the department IT service delivery manager, in consultation with the department directors, to manage the day-to-day IT operations within the department 

· Ensures that department IT needs are aligned with the countywide three year strategic technology plan and the annual technology business plan  

· Management of the Office of Information Resource Management 

· Reports to the King County Executive

Office of Information Resource Management

· IT Governance, Strategic Planning and IT Program Management Office

· Enterprise Wide IT Operations (current ITS Division)

· Department IT Service Delivery Functions within the Executive Branch
Department IT Service Delivery Manager
· Assists the CIO in the preparation and updates of the department IT Service Delivery Plan

· Ensures department specific IT service delivery needs are met in compliance with overall Executive Branch IT Service Delivery Plan and direction

· Supervises departmental IT staff   

· Reports directly to the CIO and to the department director on service level performance matters pertaining to the IT Service Delivery Plan.
Department Director

· Partners with the CIO in the development of the department IT Service Delivery Plan (staffed by department IT Service Delivery Manager)

· Approves the IT Service Delivery Plan in conjunction with the CIO

· Works closely with the CIO to ensure that department IT needs are aligned with the countywide three year strategic technology plan and the annual technology business plan
11. Current Executive Branch IT Staff 
The consultant study analyzed the current staff across five functional areas.  Those areas are: customer services, system services, business application services, IT planning, and IT administration.  These areas are defined in appendix H of the consultant report.  The consultant surveyed county agencies and departments to determine the number of staff in each of the five areas.  

The following table identifies the number of FTEs affected by the Executive’s Recommendation in each department, and identifies the type of work they do, in the categories developed in the consultant study:

	Department
	Customer Services
	System Services
	Business Application Services
	IT Planning
	IT Admin.
	Totals

	Budget & KCEO
	0.50
	0.50
	0.00
	2.00
	4.00
	7.00

	DCHS
	2.40
	6.00
	7.70
	1.00
	1.65
	18.75

	DAJD
	2.20
	1.13
	1.56
	0.35
	0.76
	6.00

	DDES
	1.65
	2.50
	9.95
	0.40
	1.50
	16.00

	DPH
	11.90
	15.53
	18.12
	2.90
	4.55
	53.00

	DNRP
	10.74
	14.35
	13.90
	3.04
	8.47
	50.50

	DOT Transit
	14.18
	11.24
	17.78
	4.13
	11.16
	58.49

	DOT AFR
	2.52
	5.68
	7.80
	1.76
	2.49
	20.25

	DES Finance
	1.16
	2.21
	9.43
	0.02
	1.09
	13.90

	DES HR
	0.80
	1.70
	3.52
	0.70
	0.75
	7.47

	DES ITS
	21.00
	45.95
	36.16
	4.40
	34.52
	142.03

	DES Other
	3.53
	3.70
	4.17
	0.62
	1.08
	13.10

	Totals
	72.58
	110.49
	130.09
	21.31
	72.01
	406.48


This data was extracted from data provided by PTI as part of their consultant study.

12. High Level Transition Plan 

The following high level transition plan is a first draft of the transition to the Executive’s recommendation.  This transition plan will be revised and enhanced during the first stage.
The transition plan focuses on transitioning staff to the new central IT organization, establishing IT service delivery plans, and consolidating the technical infrastructure.

The transition plan is based on the recommendations by the consultant.  It includes the following:
· Reorganization of IT staff beginning with the Executive branch and after learning from the Executive branch reorganization, and working with the separately elected agencies to determining how to best address their needs, making additional changes where needed to support the entire county.

· An IT efficiency program to improve management of IT resources in three areas:

· Workstation standardization
· Server consolidation

· Service center consolidation

The following table shows the major steps of the work program to implement the Executive’s recommendation. 
The time frames indicate the target end date to complete the deliverable or milestone. The time frames and the work program may need to be adjusted based on council direction and decision turnaround time.   The transition plan was developed using the PTI report Transition Strategy as a guide.
	
	Phase/Stage
	Deliverable / Milestone
	Time Frame
	

	1.0
	Executive Recommendation
	· Submit Executive recommendation package and vision & goals to council 
	Q1 2006
	

	
	
	· Council action based on motion and legislation
	Q1 2006
	

	
	
	· Submit executive recommendation, quantifiable business case, and revised transition plan
	Q2 2006
	

	2.0
	Initiate Program
	· Establish transition team to support consolidation
	Q2 2006
	

	3.0
	Transition IT Organization 
	Transition IT Organization in two phases
	
	

	3.1
	Transition Executive branch IT groups 
	· Work with the Joint Labor/Management Information Technology (JLMIT) group to resolve issues
	Q3 2006
	

	
	
	· Transition existing Executive branch department IT managers to department IT service delivery managers.
	Q3 2006
	

	
	
	· Develop IT service delivery plans for each department
	Q3 2006
	

	
	
	· Complete transition of executive branch IT groups
	Q3 2006
	

	3.2
	Countywide IT Organization
	· Evaluate results of the executive branch consolidated IT organization
	Q3 2007
	

	
	
	· Determine/ recommend a consolidated countywide IT organization that best meets the needs of the separately elected officials.
	Q4 2007
	

	
	
	· Begin transition to consolidated countywide IT organization
	Q1 2008
	

	4.0
	Enterprise IT Efficiency Program
	Establish IT Efficiency Program
	
	

	4.1
	
	- Workstation Standardization
	
	

	
	
	Develop workstation standardization project plan & CBA
	Q2 2007
	

	
	
	Review for approval to proceed
	Q2 2007
	

	
	
	Develop enterprise architecture standards for workstation configurations & software
	Q4 2007
	

	
	
	Finalize workstation standardization implementation
	Q2 2009
	

	4.2
	
	· Server Consolidation
	
	

	
	
	Develop server consolidation project plan & CBA
	Q4 2007
	

	
	
	Review for approval to proceed
	Q4 2007
	

	
	
	Develop enterprise architecture standards for server configurations & software
	Q2 2008
	

	
	
	Finalize server consolidation Implementation
	Q4 2009
	

	4.3
	
	· Service Center
	
	

	
	
	Develop service center project plan & CBA
	Q2 2008
	

	
	
	Review for approval to proceed
	Q2 2008
	

	
	
	Develop enterprise architecture standards for business applications, support & training – 
	Q4 2008
	

	
	
	Finalize service center build out Implement enterprise application portfolio 
	Q2 2010
	

	
	Close out Program
	Measure results of enterprise IT efficiency program 
	Q3 2010
	


13. IT Service Delivery Plan 

Introduction

Each Executive branch department will have an IT Service Delivery Manager for their department.  The IT Service Delivery Manager will develop an annual IT service delivery plan with the department.  The service delivery plan will define services required by the respective department. The plan will be a written agreement between the Chief Information Officer and the Department that will be managed by the IT Service Delivery Manager for that department.
Purpose
The purpose of the service delivery plan will be to define the scope of IT services that will be delivered to a department, and managed by the IT Service Delivery Manager, and to establish a written agreement for that scope.  

Key Components of the Plan
The key components of an IT Service Delivery Plan are illustrated below:
· Service delivery plan administration – rules and processes
· Plan development and agreement process

· Change process – how to modify the scope mid-year

· Issue escalation or complaints 

· Performance measurement and reporting
· Services to be delivered

· Enterprise services (network, messaging, telecommunications, etc.)

· IT Planning service – develop or update department technology plan
· Department applications to be supported
· Maintenance budgets
· Planned enhancements
· Department IT projects to be managed
· Project descriptions

· Project budgets
· Department owned IT equipment to be managed
· Equipment inventory

· Maintenance budgets
· IT staff dedicated to the department and managed by the IT Service Delivery Manager
· Manage vendors and contractors and their contracts 
· Staffing

· Number of FTEs
· Positions, names
· Staff budget
· Service Level Agreements
· Overall Department IT Budget
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