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Introduction
The Executive’s recommendation related to IT focuses on reorganizing in the 2006-2009 timeframe. As stated in the business case, the consolidation process will be conducted in two phases. In the third quarter of 2006, the Executive branch IT units will be aligned to the new structure. This includes the Information and Telecommunications Division in DES. Such change will bring all of the Executive branch’s IT units together into alignment within OIRM and under the CIO.
Once the Executive branch’s IT reorganization is substantially complete, the process will move on in 2007 to identify and analyze a consolidated Enterprise, to effectively reorganize all countywide IT operations. This second round of analysis will be conducted to meet the needs of the separately elected officials, and best meet the needs of the County overall.

The 2006-2009 plan to reorganize contains four components. First, is Enterprise Architecture and Transition where service delivery plans and SLAs are developed and put into place. Second, is a Server Consolidation where plans will be developed to consolidate the number of servers operated. Third, is Workstation Standardization where plans will likewise be developed to implement a standardized architecture. Fourth, is the Service Center Buildout, the process of which will include developing a plan to establish Service Centers for enterprise and department needs in the 2006-07 timeframe.

The content and format presented below follows standard planning conventions. First, is a short narrative describing each of the four components in the plan. Second, within each component there is an abbreviated discussion about the schedule and costs of the component. Third, is a Gantt chart defining relevant tasking and timing, as well as a budget estimate for each component.
Enterprise Architecture and Transition
In 2006-07, the Executive branch will anchor the IT reorganization process through development of service delivery plans. This work will occur across the Executive branch at the enterprise level, and also within the departments. These plans will define the scope of IT operations for providing services to all end users of technology within the Executive branch. Integral to such plans will be development of service level agreements (SLAs) which will memorialize commitments made between IT and end users. Both the anticipated plans and SLAs will define performance in terms of metrics, measurement processes and ongoing reporting. Once plans are developed, such documents will be vetted by department sponsors prior to implementation.
The IT reorganization is planned to be a conventional process. The approach will respect all relevant County policies and especially those oriented towards labor. The reorganization process has already begun in some respect. With recent changes occurring at OIRM, IT oversight is being modified through collaboration and more effective planning within the Executive branch. This is the first step in any reorganization, as oversight, authorities, and accountabilities are appropriately defined.

Once oversight is strengthened, our next step will be to further analyze the IT hierarchy beginning at the top of the organization. This step will consolidate IT management and change the corresponding management structure. Once solidified, the next layer of the organization will be reviewed, and so on. Initially  the plan is to leave the IT business units intact within the departments, and remain operating at the same locations. The organizational evaluation will examine the many potential synergies available including opportunities for departments to work together. This will include a detailed evaluation of the capacity of individual positions. Once the “rank and file” positions are examined, great care will be taken to further synchronize department and IT business plans, needs, personnel skills, and capacity. 

The 15 Executive branch FTEs targeted for reduction in the business case are in actuality planned for position reconfiguration. The plan is to phase out such staff in their current positions, primarily through attrition and management streamlining, and/or where necessary, retrain and place them in new and needed IT positions. This planning and reorganization analysis will occur in 2006-07. In conjunction with this approach, IT processes will be redesigned where relevant and appropriate. It is anticipated that both “moves” and “hires” will occur during the reorganization process. In the end, we will have a streamlined and clearer organization structure. 

Concurrent with the reorganization process, the transition will be carefully managed. The IT reorganization is simply too large an initiative to treat in any other manner. To set the stage for such change, change management protocols will be defined. Roles and responsibilities for the transition team will be defined early on in the process. A multi-year transition team will be put into place to lead the charge and be responsible for change management. Such roles will include redefining all relevant, new, and modified IT processes. 

Also critical to change management will be a comprehensive and carefully implemented communication program. This program will entail communicating regularly and across multiple venues including email, meetings, and the web. Such communications are considered vital to proactively push information out regarding the detailed changes that will affect the workforce in a multitude of ways. Training staff will also be fundamental to reorganizing IT. Staff will be trained in position responsibilities, change management, communications protocol, problem resolution, etc.

Going hand-in-hand with communications and training will be a “cross functional teaming” where team building will occur among the many groups that will be working together. A great example of this necessary teaming is at the help desk, where various Service Center personnel will come together on an enterprise mission for the very first time. 

Managing through this magnitude of change will not be easy.  It should be recognized that a team of existing managers (and likely leads) will be needed to deal with change management as an organizational imperative, where attention and resources are applied both strategically and tactically. 

Along the way, progress reporting and performance measurement will be critical to helping ensure that this initiative is on track. Such metrics, obtained through QA observations and surveys, will dictate whether mid course corrections are required. Reporting to oversight bodies will provide the key to action. 

Server Consolidation
In 2006-2009, the Executive branch will develop and implement a server consolidation plan to reduce the number of servers in operation. Server consolidation is the process whereby hundreds of software applications running on the 636 existing servers will be converted to run on a significantly reduced number of servers. This process will eventually reduce the costs associated with supporting servers. With consolidation, the IT staff will be able to reduce the number of servers supported, increase the reliability of new servers by leveraging the savings from limiting the number of replacements, improve security by consolidating the data into more easily managed locations, and improve the ability to speed the backup of all end user data (spreadsheets, documents, etc.).
In order to maximize the benefits of server consolidation, a project would be initiated to conduct a complete and detailed inventory of the existing servers in order to understand what is currently in place. To conduct a comprehensive review, it is advisable to also inventory the supported applications in order to reduce the cost of gathering much needed information, usable on other pending and subsequent initiatives.

Once the inventory process is complete, the options will need to be evaluated related to server consolidation including at least three likely scenarios: (1) actual server consolidation (reducing servers by physically combining and decommissioning the servers), (2) storage area networks (SAN) and/or network attached storage (NAS), and (3) virtualization. Taken in combination, these options will provide a great deal of flexibility in planning for change.

Once we have a full understanding of the servers, data in place, and consolidation options available, a consolidation strategy and plan will be developed. Such plans will address print services, file consolidation and security. End users and department IT staff will be heavily involved in this planning effort to develop the most viable and optimal plans possible.
Implementation will occur in 2007-08. Plans developed in 2006 will guide the process for server consolidation. During the last half of 2008, we will then begin planning for additional phases of the server consolidation process. This planning process will include reviewing the current status of consolidation as well as incorporating lessons learned from the consolidation.
Workstation Standardization
Concurrent with the server consolidation process, a workstation standardization project will begin. This project will begin through the development of a plan to reduce workstation support operations. There are two technologies that will be used as part of the process: imaging and thin clients. Imaging is the ability to copy or clone a hard drive from one workstation to another which means that a single image could serve as the configuration for entire groups of workstations. Thin client workstations are workstations that do not run applications on the local workstation, but instead run the applications from the server. The benefit of thin clients is that the workstation does not have a hard drive and, therefore, no data is saved to the workstation. 
Workstation standardization is anticipated to reduce the costs associated with supporting end users’ workstations. With standardization, the IT staff will be able to deploy workstations faster, reduce excessive support times caused by multiple configurations, and ultimately reduce support times by being able to re-image a system, instead of having to troubleshoot the issue. If a workstation is not functioning properly, IT staff will be able to wipe the hard drive and deliver a working image in less than 30 minutes, or in the case of thin client workstations, the device will just be replaced.

In order to maximize the benefits of workstation standardization, two goals must be accomplished. First, minimize the number of hardware platforms used. This is because multiple hardware platforms increase the number of images that must be created and updated. Second, maximize the amount of software and software settings that will be loaded through imaging. By configuring as many settings as possible and installing much of the required software through the image, we will reduce the number of images needed. 

To reach this point, we will need to conduct a full inventory of both hardware in place and software in use. The results of the hardware inventory will provide the information needed to decide which hardware platforms will be kept and used in images, and which platforms should be removed from service. The inventory will also assist in determining where thin client workstations may be appropriate.
Once the inventory results are used to determine the number of images, we will move to create and test the images. While the process of creating base images will be fairly straightforward, the specialty images will likely require extensive extra testing to ensure compatibility between the various applications. Once the images are created, deployment will be a matter of either pushing images to completely new workstations, or pushing the image to targeted workstations already in production.
Implementation will occur in 2006-2007. Plans developed in 2006 will guide the process for workstation standardization. During the last half of 2007, planning will begin for additional phases of workstation standardization if needed. This planning will include reviewing the current status as well as incorporating lessons learned from the standardization process.

Service Center Buildout
Also in 2006-07, the Executive branch is planning to establish Service Centers, or a multipart Service Center, to support Executive branch end users of technology. The Service Centers will address Enterprise needs and departmental needs. The centers will work closely together following the same model and using the same tools. The planning for these centers will determine the eventual scope of centralized help desk operations.

In order to fully realize the benefits of a centralized help desk, we will need to gain an understanding of the support currently being provided through the various existing organizations and departments. Once this understanding is obtained, we will need to develop service level agreements for support based on what is currently offered and any additional services should be offered through the central help desk. The development of SLAs will be conducted within the Enterprise Architecture component discussed previously. Additionally, we will need to conduct an inventory of help desk and system management tools currently in place within the departments.

With an understanding of the tools currently in use and the level of service to be provided, the plans will define how the acquisition of a central help desk system will occur along with any additional tools, such as anti-virus management, needed to provide service to the end users. The model Service Center design will contain many basic components including: (1) incident tracking and ticketing, (2) issue database for long-term problem analysis, (3) asset management and tracking, and (4) remote desktop access. With some modeled variation of these four components, the centralized help desk will directly address the level of support provided to departmental end users.

Proper configurations will need to be developed for each area of the help desk solution. Once the configurations are developed, training will be provided on the new system. Training will be straightforward since existing staff already perform some or all of these functions.
Implementation will occur in 2007-08. Plans developed in 2006 will guide the process for the Service Center build-out. During the last half of 2008, we will begin planning for additional phases if needed. This planning will include reviewing the current status as well as incorporating lessons learned from the build-outs.

High Level Work Plan
The high level work plan serves to identify the initial tasks involved, anticipated schedule, and estimated budget funding required to begin to implement the Executive’s IT Reorganization Plan. This budget covers the development and implementation costs associated with the four projects during the 2006 – 2009 timeframe. 

Enterprise Architecture and Transition

It is anticipated that development of the service delivery plans and service level agreements will begin in 2006 and will use existing staff. It is also expected that external consultants will assist in the process. 

In 2007, additional consulting fees are expected to occur in Q3 to assist with assessing the outcomes of the implementation. A projected review in Q4 of the ongoing reorganization plan will incur additional consulting fees. Major architecture and transition activities and expenditures include:

	Projects and Tasks
	2006
	2007
	2008

	
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4

	Develop Service Delivery Plan Guidelines
	
	
	
	
	
	
	
	
	
	

	Develop Initial Executive branch Service Delivery Plans
	
	
	
	
	
	
	
	
	
	

	Refine Service Delivery Plans, SLAs, and Performance Measures
	
	
	
	
	
	
	
	
	
	

	Evaluate implementation of Service Delivery Plans, Service Level Agreements, and Performance Measures
	
	
	
	
	
	
	
	
	
	

	Work with JLMIT group to resolve issues
	
	
	
	
	
	
	
	
	
	

	Transition to IT Service Delivery Managers for each Executive Department
	
	
	
	
	
	
	
	
	
	

	Complete transition of Executive branch IT groups
	
	
	
	
	
	
	
	
	
	

	Manage and monitor transition
	
	
	
	
	
	
	
	
	
	

	Evaluate and validate Executive branch reorganization from an organization perspective
	
	
	
	
	
	
	
	
	
	

	Determine consolidated countywide IT organization that meets needs of separately elected officials
	
	
	
	
	
	
	
	
	
	

	Begin transition to consolidated countywide IT organization
	
	
	
	
	
	
	
	
	
	

	Evaluate transition to consolidated countywide IT organization
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Enterprise Architecture and Transition

Consultant assistance in developing service 

delivery plans, service level agreements, and 

performance measures

$150,000 

Consultant evaluation of implementation of 

service delivery plans, service level agreements, 

and performance measures

$75,000 

Consultant evaluation and validation of 

Executive branch reorganization form an 

organization perspective

$50,000 

Enterprise change management (tools, 

processes, staff)

$1,500,000 

Enterprise support of major county enterprise 

initiatives (Service management improvements, 

document mamagement, finance payroll HR 

budget initiaitves, and security)

$1,500,000 

Sub Total $150,000  $125,000 $1,500,000 $1,500,000 


Server Consolidation

It is anticipated that development of the consolidation plan will begin in 2006 with existing staff. It is also expected that external consultants will assist in the process. 

Implementation of the server consolidation will occur in 2007 and 2008. 

	Projects and Tasks
	2006
	2007
	2008

	
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4

	Establish project
	
	
	
	
	
	
	
	
	
	

	Inventory servers
	
	
	
	
	
	
	
	
	
	

	Develop server consolidation project plan and cost benefit analysis and obtain approval to proceed
	
	
	
	
	
	
	
	
	
	

	Develop enterprise architecture standards for server configurations and software
	
	
	
	
	
	
	
	
	
	

	Implement server consolidation
	
	
	
	
	
	
	
	
	
	

	Evaluate server consolidation savings and potential staffing changes
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Server Consolidation

Consultant assistance in developing service 

delivery plans, service level agreements, and 

performance measures

$150,000 

Implementation costs $500,000  $650,000 

Sub Total $150,000  $500,000  $650,000  $0 


Workstation Standardization

The approach for standardizing workstations will be to use existing equipment replacement funds in departments to fund the improvements. The need for additional investments has been identified in 2008-2009, following an evaluation that is expected to identify additional work to achieve the desired environment.  A strategy to fund equipment replacement in CX agency will still need to be developed.
	Projects and Tasks
	2006
	2007
	2008

	
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4

	* Existing pilot project to evaluate alternative workstations (thin clients)
	
	
	
	
	
	
	
	
	
	

	Establish project
	
	
	
	
	
	
	
	
	
	

	Inventory workstations
	
	
	
	
	
	
	
	
	
	

	Develop workstation standardization project plan and cost benefit analysis and obtain approval
	
	
	
	
	
	
	
	
	
	

	Develop enterprise architecture standards for workstation configurations and software
	
	
	
	
	
	
	
	
	
	

	Standardize workstations


	
	
	
	
	
	
	
	
	
	

	Evaluate workstation standardization savings and potential staffing changes 
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Workstation Standardization *

Use department equipment replacement funds

Pilot project to evaluate alternative workstations 

(thin clients)

* Funded in 2006 OIRM capital budget - $295,000

Implement standardization changes $398,666  $398,666 

Sub Total $0  $0  $398,666  $398,666 

*


Service Center Buildout

In 2006-07, it is expected that the Executive branch will build a Service Center model for Information Technology and implement it for the Executive branch to address enterprise services and the individual departments. It is anticipated that development of the plan will occur in 2006 and will require one dedicated staff. External consultants are anticipated to assist in the development process. 

In 2007, the staff member will be dedicated to the implementation. The implementation will include tools and training. No consulting fees are expected to be incurred during this phase of work.

	Projects and Tasks
	2006
	2007
	2008

	
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4
	Q1
	Q2
	Q3
	Q4

	Establish project
	
	
	
	
	
	
	
	
	
	

	Develop service center model, plan and cost benefit analysis
	
	
	
	
	
	
	
	
	
	

	Implement service center for enterprise and departments 
	
	
	
	
	
	
	
	
	
	

	Evaluate service center and recommend improvements
	
	
	
	
	
	
	
	
	
	

	Develop enterprise architecture standards for business applications, support & training
	
	
	
	
	
	
	
	
	
	

	Implement enterprise application portfolio (by 2010)


	
	
	
	
	
	
	
	
	
	

	Expand service center to address applications and separately elected official needs (by 2010)
	
	
	
	
	
	
	
	
	
	


	Costs
	2006
	2007
	2008
	2009

	Service Center Buildout
	 
	 
	 
	 

	Internal staff to support the transition
	$65,000 
	$125,000 
	 
	 

	Consultant to develop service center model
	$75,000 
	 
	 
	 

	Implement two part service center (tools and training)
	 
	$150,000 
	 
	 

	Sub Total
	$140,000 
	$275,000 
	$0 
	$0 


Consolidated Costs

[image: image5.emf]Costs 2006 2007 2008 2009

Enterprise Architecture and Transition

Consultant assistance in developing service 

delivery plans, service level agreements, and 

performance measures

$150,000 

Consultant evaluation of implementation of 

service delivery plans, service level agreements, 

and performance measures

$75,000 

Consultant evaluation and validation of 

Executive branch reorganization form an 

organization perspective

$50,000 

Enterprise change management (tools, 

processes, staff)

$1,500,000 

Enterprise support of major county enterprise 

initiatives (Service management improvements, 

document mamagement, finance payroll HR 

budget initiaitves, and security)

$1,500,000 

Sub Total $150,000  $125,000 $1,500,000 $1,500,000 

Costs 2006 2007 2008 2009

Server Consolidation

Consultant assistance in developing service 

delivery plans, service level agreements, and 

performance measures

$150,000 

Implementation costs $500,000  $650,000 

Sub Total $150,000  $500,000  $650,000  $0 

Costs 2006 2007 2008 2009

Workstation Standardization *

Use department equipment replacement funds

Pilot project to evaluate alternative workstations 

(thin clients)

* Funded in 2006 OIRM capital budget - $295,000

Implement standardization changes $398,666  $398,666 

Sub Total $0  $0  $398,666  $398,666 

Costs 2006 2007 2008 2009

Service Center Buildout

Internal staff to support the transition $65,000  $125,000 

Consultant to develop service center model $75,000 

Implement two part service center (tools and 

training)

$150,000 

Sub Total $140,000  $275,000  $0  $0 

Total $440,000  $900,000  $2,548,666 $1,898,666 

Grand Total



$5,787,332 



*
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Sheet1

		Costs		2006		2007		2008		2009

		Enterprise Architecture and Transition

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Consultant evaluation of implementation of service delivery plans, service level agreements, and performance measures				$75,000

		Consultant evaluation and validation of Executive branch reorganization form an organization perspective				$50,000

		Enterprise change management (tools, processes, staff)						$1,500,000

		Enterprise support of major county enterprise initiatives (Service management improvements, document mamagement, finance payroll HR budget initiaitves, and security)								$1,500,000

		Sub Total		$150,000		$125,000		$1,500,000		$1,500,000

		Costs		2006		2007		2008		2009

		Server Consolidation

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Implementation costs				$500,000		$650,000

		Sub Total		$150,000		$500,000		$650,000		$0

		Costs		2006		2007		2008		2009

		Workstation Standardization		*

		Use department equipment replacement funds

		Pilot project to evaluate alternative workstations (thin clients)		*

		* Funded in 2006 OIRM capital budget - $295,000

		Implement standardization changes						$398,666		$398,666

		Sub Total		$0		$0		$398,666		$398,666

		Costs		2006		2007		2008		2009

		Service Center Buildout

		Internal staff to support the transition		$65,000		$125,000

		Consultant to develop service center model		$75,000

		Implement two part service center (tools and training)				$150,000

		Sub Total		$140,000		$275,000		$0		$0

		Total		$440,000		$900,000		$2,548,666		$1,898,666

		Grand Total		$5,787,332
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Sheet1

		Costs		2006		2007		2008		2009

		Enterprise Architecture and Transition

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Consultant evaluation of implementation of service delivery plans, service level agreements, and performance measures				$75,000

		Consultant evaluation and validation of Executive branch reorganization form an organization perspective				$50,000

		Enterprise change management (tools, processes, staff)						$1,500,000

		Enterprise support of major county enterprise initiatives (Service management improvements, document mamagement, finance payroll HR budget initiaitves, and security)								$1,500,000

		Sub Total		$150,000		$125,000		$1,500,000		$1,500,000

		Costs		2006		2007		2008		2009

		Server Consolidation

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Implementation costs				$500,000		$650,000

		Sub Total		$150,000		$500,000		$650,000		$0

		Costs		2006		2007		2008		2009

		Workstation Standardization		*

		Use department equipment replacement funds

		Pilot project to evaluate alternative workstations (thin clients)		*

		* Funded in 2006 OIRM capital budget - $295,000

		Implement standardization changes						$398,666		$398,666

		Sub Total		$0		$0		$398,666		$398,666

		Costs		2006		2007		2008		2009

		Service Center Buildout

		Internal staff to support the transition		$65,000		$125,000

		Consultant to develop service center model		$75,000

		Implement two part service center (tools and training)				$150,000

		Sub Total		$140,000		$275,000		$0		$0

		Total		$440,000		$900,000		$2,548,666		$1,898,666

		Grand Total		$5,787,332





Sheet2

		





Sheet3

		






_1210142223.xls
Sheet1

		Costs		2006		2007		2008		2009

		Enterprise Architecture and Transition

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Consultant evaluation of implementation of service delivery plans, service level agreements, and performance measures				$75,000

		Consultant evaluation and validation of Executive branch reorganization form an organization perspective				$50,000

		Enterprise change management (tools, processes, staff)						$1,500,000

		Enterprise support of major county enterprise initiatives (Service management improvements, document mamagement, finance payroll HR budget initiaitves, and security)								$1,500,000

		Sub Total		$150,000		$125,000		$1,500,000		$1,500,000

		Costs		2006		2007		2008		2009

		Server Consolidation

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Implementation costs				$500,000		$650,000

		Sub Total		$150,000		$500,000		$650,000		$0

		Costs		2006		2007		2008		2009

		Workstation Standardization		*

		Use department equipment replacement funds

		Pilot project to evaluate alternative workstations (thin clients)		*

		* Funded in 2006 OIRM capital budget - $295,000

		Implement standardization changes						$398,666		$398,666

		Sub Total		$0		$0		$398,666		$398,666

		Costs		2006		2007		2008		2009

		Service Center Buildout

		Internal staff to support the transition		$65,000		$125,000

		Consultant to develop service center model		$75,000

		Implement two part service center (tools and training)				$150,000

		Sub Total		$140,000		$275,000		$0		$0

		Total		$440,000		$900,000		$2,548,666		$1,898,666

		Grand Total		$5,787,332
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Sheet1

		Costs		2006		2007		2008		2009

		Enterprise Architecture and Transition

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Consultant evaluation of implementation of service delivery plans, service level agreements, and performance measures				$75,000

		Consultant evaluation and validation of Executive branch reorganization form an organization perspective				$50,000

		Enterprise change management (tools, processes, staff)						$1,500,000

		Enterprise support of major county enterprise initiatives (Service management improvements, document mamagement, finance payroll HR budget initiaitves, and security)								$1,500,000

		Sub Total		$150,000		$125,000		$1,500,000		$1,500,000

		Server Consolidation

		Consultant assistance in developing service delivery plans, service level agreements, and performance measures		$150,000

		Implementation costs				$500,000		$650,000

		Sub Total		$150,000		$500,000		$650,000		$0

		Workstation Standardization		*

		Use department equipment replacement funds

		Pilot project to evaluate alternative workstations (thin clients)		*

		* Funded in 2006 OIRM capital budget - $295,000

		Implement standardization changes						$398,666		$398,666

		Sub Total		$0		$0		$398,666		$398,666

		Service Center Buildout

		Internal staff to support the transition		$65,000		$125,000

		Consultant to develop service center model		$75,000

		Implement two part service center (tools and training)				$150,000

		Sub Total		$140,000		$275,000		$0		$0

		Total		$440,000		$900,000		$2,548,666		$1,898,666

		Grand Total		$5,787,332
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