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Dear Paul and David:

Pacific Technologies, Inc. is pleased to present the final version of the King County IT
Organization Recommendation Report. The report documents the findings resulting from our
work at the County, begu in May, 2004. It includes recommendations for reorganizing delivery
ofIT servces at the County, along with associated cost-benefit analysis and a transition plan.

I would like to take this opportty to than you and the members of the County's Project
Advisory Committee for their significant contrbutions to this effort. At PT!, we would all like to
see the County move forward with the major recommendations.

Please call me at (425) 881-3991 if you have any questions about this deliverable.

Sincerely,~~
Michael Silverman

Co-CEO
Pacific Technologies, Inc.
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Responding to 2004 Budget Ordinance 14797, King County (the County) engaged Pacific
Technologies, Inc. (PT!) to develop a new information technology (IT) organization model, a
quantifiable business case supporting that model, and a plan for implementing it countyide.
The project began in May of 2004 and culminates with the delivery of this recommendation
report.

The scope of the contract included:

. Developing a countyide IT vision and goals statement

. Updating data from the County's recent IT Totil Operating Cost of Technology report to
include information about geogrphic distrbution of staff and IT assets

. Reviewig prior IT studies and sureying similar jursdictions

. Identifyg potential alternative approaches to IT service delivery at the County

. Recommendig a preferred approach to County IT service delivery and comparg the cost
of the preferred approach to the status quo

. Identifg imlementation considerations and proposing a transition plan

The work is intended to help the County address previously-ideatified issues related to
IT service delivery, as well as improve the overall efficiency and effectiveness of County
IT services. It wil also establish a foundation for the future by aligriing IT service

delivery with the County's revised IT vision and goals. "

The remainder of this chapter presents key results from the study, organized as follows:

A. IT Vision and Goals

B. Problem Statement

C. Curent Distrbution of IT Resources
D. Altematives Considered

E. Recommendation

F. Cost-Benefit Analysis Summary

G. Traition Strategy

H. Risks and Mitigation Strategies

1. Conclusion

The body of the report provides a more in-depth treatment of our fidings and recommendations,
including the new IT vision and goals, a recommended approach to IT service delivery at the
County, rela ted analysis and a strtegy for tritionig to the tageted organizational modeL. The
appendices present associated back-up material with additional details.
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A. IT VISION AND GOALS

PTI developed an IT vision and attendant goals to defie a clear, actionable, strategic "stake
in the ground" for the futue state of IT at the County. The following presents the vision and
goals, as accepted by the project sponsors for use by the consultants. i

B. PROBLEM STATEMENT

Several prior studies articulated signficant issues related to the County's IT services and
infrastrctue, both of which are highly decentralized today. They note that Kig County
lacks coordinated organiztion strctues to support countyide IT fuctions and
technologies, suffers from a proliferation of servers, and has very little IT performance
management information. The distrbuted natue of the County's curent network
infrastrctue increases cost and lowers effciency. It also leaves the County more
susceptible to outages and security breaches than other reasonable networkig solutions.
These problems cannot be construed as insignifcant. This study represents the
County's first effort to find a comprehensive solution to these issues.

Beyond the fidigs of prior studies, the County's current IT organizational modelis not
aligned with the newIT vision and goals. Ths position is understandable, as the existing
strctues were not designed with the new vision and goals in mid. In paricular, curent

decentrlized IT service delivery mechansms are at cross-puroses with a desire to provide a
reliable, cost-effective technical architectue; create countyide effciencies; support a
cultue of effective governance; and ensure IT securty and privacy. The existig highly-
distributed IT environment, which has evolved without significant focus on countyde
needs, serves as a roadblock to achievement of the County's newly~stablished IT goals.

The County's looming fiscal crisis adds another compellng dimension to this situation.
As the Kig County Commission on Governance Reporr noted County expenditues are
growing faster than revenues. The report indicates that, at curent growt rates, costs for law

1 In addition to the project sponsors, the Business Management Council (BMC), Technology Management Board

(TMB) and Project Advisoiy Committee each reviewed and accepted the IT Vision aid Goals for use by the
consultants.
2 King County Commission on Governance Report and Recommendations, prepared by Berk & Associates, March

2004

King County (Ç December 20,2004 1-2
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CURRENT DISTRIBUTION OF ALL IT RESOURCES BY PERCENT AGE

In addition, we found that Kig County is less centralized across the five major IT service
areas we analyzed than other peer organiations, as the following chart ilustrates.

KING COUNTY'S CENTRAIZTION OF IT SERVICES IN RELATION
TO PEER ORGAIZATIONS6
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The peer organzations included in this study for benchmarkig puroses were selected by the
project sponsors based on siZe (i.e., comparable or larger jursdictions than Kig County) and
reputation as high-performing service entities. That said, in reviewing this data, the reader
should be aware that the peer analysis does not connote "best practices." It simply reflects
the level of countyide IT service provision of the jursdictions sureyed. As such, it
provides only one data point of many analyzed by PTI durg the course of this work.

6 PTI surveyed seven other counties identified by King County as comparables. This chart depicts the

summarzed results of that work. Appendix C contains additional detaiL. It may be worth noting that several King
County agencies conducted follow-up sureys on an agency-specific basis (in contrast to PTI's aggregated
countyide analysis). In doing lD, they found tht replies from individual agencies in some of the same

comparable counties appeared to conflct with PTI's findings. (i.e., they reportd a higher level of decentralization
in the com arables than PTI found.
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D. ALTERNATIVES CONSIDERED

To explore options for addressing these issues and opportities, PTI identified eight

potential approaches to delivering IT services at the County. Five of 
these alternatives were

dismissed because they did not support the IT vision and goals, did not address fudamental
problems, or were not otherwse viable. Three alternatives remained for consideration:

E. RECOMMENDATION

The following table summaries the study's major recommendations:

Ou selection of Model C was drven by evaluation criteria 7 specifically developed to help
differentiate key elements of the three modls. The criteria revolved around two priar

themes: best addressing Kig County's unque set of challenges, and alignent with the
County's revised IT vision and goals. Overall, this strategic direction aims to balance IT cost-
efficiencies with County service effectiveness.

We believe that the best way to accomplish the recommended centrliztion is to establish a
new Central IT Departent that wil replace the impacted services curently provided by the
Inormation and Telecommunication Services Division, the Office of 

Information Resource

Management, and other County agencies. It is importt to note that ths recommendation
assumes that the new central IT organization wil be builtfrom a "clean slate." The intention

endix D describe these criteria and the evaluation methodology in more detail

King County (Ç December 20, 2004 1-5
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is not to transform existing offices, divisions, or departments into the new centralized IT
service provider. Rather, an entirely different organization wil be built to provide centralized
IT services.

In concert with the centralization effort, the County needs to rationalize its server architecture
and improve its ability to manage desktops. We expect the server work to signficantly
reduce the number of servers in the County, which curently exceeds 800. This wil lead to
savings in long-term replacement costs and a reduction in server support labor. The desktop
standardization, combined with establishment of a consolidated help desk in the new IT
organation, should also yield a large productivity gain.

Whle ths change is signficant, from a countyde IT service delivery perspective it is not as
radical as it sounds. Notably, it completely retains the current IT organizational model for
support of the County's business applications - the area of greatest value and importce to
deliverig services to County residents, businesses, and other public sector jurisdictions.
Since application support is largely workload drven, no cost savings would be derived from
transferrg fully-utilized agency application support personnel to a centralized service

provider. Rather, PTI believes it is most prudent to allow agencies to ascertin business
application support economic efficiencies on a case-by-case basis - utilizing a central IT
departent when it makes sense.

Over the long term, the County should be able to save money by optimizing its application
portfolio to eliminate redundant applications and improve data sharig. Our governance
recommendations establish communities of interest to focus on this effort.

The following chart contrasts the reportg relationships of IT staff under the curent model
with reporting relationships under the Preferred Alternative.

Reporting Relationships of IT Staff

Status Quo Preferred Alternative

ITS Staff
29%

Agency
Staff

42%

58%

Central IT
Dept. Staff

Agency
Staff

Note that, while reporting relationships change, some Central IT Departent staffwil remain
co-located in the business units. In partcular, facilities with large numbers of employees
may generate suffcient workload to justify permanent deployment of staff from the Centrl
IT Deparent.
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In short, the Preferred Alternative addresses all major aspects ofthe problem statement
by:

. Providing a strctue capable of resolvig long-term issues with countyide IT

infrastrctue and service delivery

. Serving as a firm foundation for achieving the County's long-term IT goals

. Offerig achievable effciency and effectiveness benefits

F. COST-BENEFIT ANALYSIS SUMMARY

The savings result from two areas:

. A reduction of approximately 60 full-time equivalents (FTEs) of labor devoted to IT

activities

. Server consolidation, which wil elimiate approxiately 279 servers from the inventory

and provide associated savings in replacement costs

It must be noted that it wi be difcult to achieve the full labor savigs in the form of

reduced budgets. Whle we believe it is achievable for the County to reduce total IT effort
by 60 FTEs, some percentage of the associated savings wil likely occur as a productivity ,
benefit (i.e., staff who relinquish a portion of their job responsibilities to the central IT
organiztion are then able to devote this "time saved" to other activities). The magnitude of
the labor savings ultimately realized as budget cuts wil depend upon how aggressively the
County pursues headcount reductions 9.

Realizing the entire savings requies investment of approximately $1 8.4 million in one-time
costs over the first five years to pay for:

. Enterprise architecture and transition activitie s, which include: transition
management, enterprise architectue10 planng and implementation, organization

8 Net present value is a financial calculation that expresses the lifetime return of an investment in

today's dollars, discounting the value of revenue streams in the future to account for the time value of
money. Internal rate of retu indicates the discount rate (i.e., interest rate) that would make the net
present value of the investment equal to zero. Both are commonly used to compare investment
alternatives. PTI uses them here to provide a financial comparison between the Status Quo and Model
C.
9 If the County considers all the staff that spend 50% or more' of their time on activities to be

centralized as candidates for consolidation or position elimination, then the vast majority of the savings
should be achievable as budget reductions. If the County chooses to establish a cutoff of greater thán
50%, or does not aggressively pursue elimination of positions, the budget savings diminish
accordingly. See Chapter 3 and Appendix G for additional explanation. .
10 Enterprise architecture costs include resources necessary to develop server and workstation

standards develo a server architecture and consolidation plan, develop application standards and an

King County (Ç December 20,2004 1-7
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transition services, business case development, and establishig base-lie service level
measures

. Server consolidation activities, which include: server consolidation and data center

build-out, along with necessary networkig upgrades

. Workstation standardization efforts, which include: planng and implementing

workstation desktop standardization, including remote management tools

. Service center build-out which includes: the establishment of a service center (i.e., call
center with a central help desk) and ongoing facility lease expenses

In addition, approximately $0.5 millon in annual operatig cost is required for the Service
Center facility.

Note that these activities represent required prerequisites to achieving the labor savings.
It is also worth noting that these costs are intended for intial planning puroses only - not as
budget placeholders. The County wil need to perform the requisite due diligence to fuher
analyze capital requiements prior to developing an actual budget request. The transition
strategy outlined in Chapter 4 of ths report includes a specific project directed toward that
effort.

The following tables sumanze the costs and savings over 15 years:

Costs Related to the Status Quo

* Cost accounts for annual maintenance fee on existing Help Desk softare

Costs Related to the Preferred Alternative

The final table in this subsection highghts the costs and savings of the Preferred Alternative
relative to the Statu Quo.

overall application architectue, optimize the network, establish other countywide IT architecture
standards and mana e the related im lementation effort.

King County (Ç December 20,2004 1-8
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Costs and Savings of the Preferred Alternative over the Status QU011

As noted, the labor savings result from a lower level of effort needed to support IT under
Model C. The following table contrasts curent IT labor effort levels 

12 with the finallabor

effort levels projected for Model C. PTI based projected labor effciencies on our experience
with high-performing IT organizations. Consistent with the methodology used in the Total

Operating Cost of Technology Report, the effort levels are presented by IT fuctional area.
Please see Appendices E, F, and G for additional detaiL.

IT LABOR EFFORT: STATUS QUO VS PREFERRD ALTERNATIV
(TOTAL FTES)

i i These numbers reflect the difference between the Status Quo and the Preferred Alternative - denved

by subtracting Status Quo one-time and recurng costs from one-time and recuring costs associated
with the Preferred Alternative (e.g., service center build-out costs are 58,691,580 - $260,621 =
$8,430,959).12 Based on the May 2004 Total Operating Cost of Technology Report. Note that approximately 25

FTEs of "shadow staff' (i.e., individuals who do not have IT job titles, but who perform IT work) have
been removed from the anal sis as onl IT-titled staff wil be impacted by the recommendations.

King County (Ç December 20,2004 1-9
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In the aggregate, PTI believes strongly that an overall reduction of 12% (approximately 60
FTEs) in IT operating labor represents an achievable target, although the County's ability to
translate this into budget savings wil require a strong emphasis on staff reductions, rather
than retaining these FTEs to work on other activities.

Whle a number of factors were considered in the development of the CBA, three in
particular are important to determing the fial cost savings. These three are:

+ Network upgrades and associated costs
An increase in either the degree of network upgrades and/or associated costs wil
decrease or elimiate projected savings

+ Server reductions and associated costs
A decrease in the number of servers to be reduced and/or an increase in overall associated
server costs wil decrease or elimate projected savings

+ Labor reduction levels .
Lower than anticipated staff reductions wil result in a significant increase in overall
labor costs resulting in a major negative impact on projected savings

Changes to the assumed values of the model in any of these three areas wil have a substantial
impact on total cost savigs. The sensitivity analysis section of the business case presented in
Chapter 3 provides more detailed discussions on each of these factors.

G. TRANSITION STRATEGY

We see four major threads of activity as centl to effectig a transition to the
Preferred Alternative:

+ Governance - these activities build a trsition management team establish project
governance, and manage the transition project

+ Servce Delivery - these activities build the new Centrl IT Dertent by establishig a
mangement team, developing operatig policies and pedormance measures, and makg
the new organiation operational

+ Technical Infrastructure- these activities implement workstation stadards and optime

the server architectue

+ Applications - these activities are centered on identifyg business applications for
centrlized mangement, serVice delivery and support

Given the potentially divisive natue of the trsition, and the politics involved in any radical

organizational chane, Kig County should start the transition process where the project
sponsors have the greatest opportty for success: agencies and departents that report to
the Kig County Executive. In doing so, the Central IT Departent would be created
relatively quickly to demonstrate the effcacy of the model, build service credibility, and
prove the cost-effectiveness of the new deparent. Once established - and the benefits are
well-communcated - centralized IT services would be extended to the other branches of
governent in a planned, phased manner.

Chapter 4, section D provides a detailed description of recommended transition approach -
includig a high- level implementation plan.

King County (Ç December 20,2004 1-10
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A. Servce degradation occurs during and
after the transition:

. Server downtime increases

. Problem resolution takes longer

C. Organizational resistance to changes
prevents full implementation

Baseline service levels need to be
established, with services being compared
over time to this baselie. Service level

agreements need to be created that defines
expectations for both service delivery and
receipt. Upgrades to the network may be
required. Investment in desktop and server
management technology wil be necessary.
The Central IT Departent must be
developed as a capable, credible, and
accountable provider of IT services. All
parties must be held accountable for their
responsibilities. This necessitates strict
attention to performance management. The
central provider must also recogne the
need for different levels of service (i.e.,
"one size doesn't fit all"), and be prepared
to provide higher levels of service as
necessary.

An effective governance process needs to
be put in place to manage the transition.
The Centrl IT Department must

demonstrte that it is a capable, credible,
and accountable service provider.
Bargaining unit concerns must be
addressed. Readiess evaluations should be
conducted to rate capability before services
are shifted to the Central IT Department.
Incentives, such as reinvesting some portion
of the savings back into the business unts,
could be explored Benefits need to be
documented and communicated to the
agencies.
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E. Predicted benefits are not fully achieved A clear set of expected benefits needs to be
defined and communicated, along with
associated quantitative measures. Curent-
state values for these measures need to be
taken to serve asa baseline. Measures need
to be repeated periodically, with
adjustments made if results do not appear to
be on track with expectations.

G. Leadership and/or management is
ineffective during the transition and
after the change

Effective management of both the transition
and the new Central IT Departent are
critical to ensurg effective service
delivery and instiling trst in the new
organization. The County can help mitigate
this risk by competitively filling key
management positions and providing
trainng as appropriate for management
staff of the new Centrl IT Departent.

Whle these risks present signficant challenges, we believe that the potential benefits clearly
outweigh the hazards. Neverteless, the County must actively manage these concerns to

ensure a successful trsition.

King County (Ç December 20.2004 1-12
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I. CONCLUSION

PTI recognes that this recommendation represents a radical change for IT service delivery
at the County - and wil likely meet with signific ant organizational resistance. Nonetheless,
ths report presents a clear and urgent message:

. The County is under severe financial preSSlr

. The effciency of current IT service delivery structures can be improved,

particularly in the areas of help desk and server administration (i.e.,
"commodity" services)

. The effciency of the County's technical infrastructure can be improved,

partcularly server and workstation architectures and related support

technologies

. The existing IT organizational model is not aligned with the County's long-

term IT vision and goals
. Signifcant benefits related to making changes are available- and achievable

The table on the following pages summaries this report's key recommendations, their
liages to the problems addressed, and the major attendant benefits.
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RECOMMNDATION SUMY

KEY PROBLEMS MAJOR
RECOMMENDATION ADDRESSED BENEFITS

1. Implement Model C - A highly-fragmented IT . Focuses agencies on
consolidating County IT service delivery approach, business-based, value-

functions, with the leading to: added IT activities - not
exception of business - increased costs commodity services
application support and - decreased effe iency . Potentially large labor
training, for all branches - inconsistent IT standards savings and ability to
of government in a new and practices better manage IT
Central IT Department performance and cost

efficiency

2. Competitively fil top IT Agency concerns regarding . Effective leadership and
management positions in the credibility and management of the
the Central IT capability of a central IT Central IT Departnt
Department and build a service provider durg and after the
culture of servce trnsition
excellence . Helps address issues of

trt and build

confidence among
agency stakeholders

3. Relocate all servers into a A proliferation of servers . Improved server

few centrally-managed and server locations (i.e., management and

data centers, consolidating over 800 servers in 217 attendant securty

servers to reduce long- different locations) leading protection

term replacement costs, to increased expenditures - . Potential cost savigs

liprove security, reduce as well as inconsistent due to lower long-term

support labor, and more securty-related polices and replacement costs

effectively use available procedures that may impact

capacity the effectiveness of
protection, detection, and
response

4. Transition staff from ITS Dug a period of loomig . Potentially large labor
and agenc y IT groups into financial crisis, Kig savings
the Central IT County operates a varety of . Improved IT career paths
Department to realize cost technology organiations through greater
savings from economies of with little coordination specialization of IT
scale among them - performing a skills and opportties

wide array of redundant for advancement
fuctions
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RECOMMNDATION SUMMY (CONT'D.)

KEY
I

PROBLEMS MAJOR
RECOMMENDATION ADDRESSED BENEFITS

5. Standardize workstation A wide and disparate set of . Reduced maintenance
configurations to improve desktop configurations exist complexity and cost
management effciency at the County, leading to: . Enables the
and security - increased support costs implementation of

- heightened securty risks remote softare tools
and assistance -

reducing downtime and
increasing productivity
of support staff

. Enhanced security
protection

6. Implement Communities of The County lacks . Reduction in redundat
Interest to help optimize coordinated approaches to business applications
the County's application cross- fuctional softare . Improved coordiation
portolio and guide needs and data sharg across
application investments business unts

Big pictue, the primary purpose behid any restrctug is to improve an organization's
ability to meet its goals. This study clearly demonstrates that the stated recommendations
wil unequivocally accomplish this ~bjective. The time has come to embrace a new way of
delivering IT servke that is better managed, more cost-effective, and focused on
providing value -added, reliable service to King County customers in the years ahead.
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Chapter 2 :
Study Context

Kig County's 2004 Total Operating Cost of Technology report provides a detailed treatment
of overall IT costs and service delivery patterns at the County. This organizational study built
upon that prior information by analyzing the geographic distrbution of IT resources and
sureying peer organizations about their IT service delivery approach.

This chapter highlights the results of our work in the context of Kig County's stated vision
and goals for information technology. Appendix C provides additional related materiaL.

The chapter is organized as follows:

A. IT Vision and Goals

B. Problem Statement

C. Current State

D. Peer Survey Results

Ä.ITVISION AND GOALS

PTI developed a revised IT vision and attendant goals to articulate a clear, actionable,
strategic "stae in the ground" for the futue 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. i

B. PROBLEM STATEMENT

For a variety of historical reasons, the County's IT support strctues evolved over time into
its current configuration - a series of highly-decentralized IT servce organizations and a
correspondingly decentralized hardware infastrctue. At a very fudamental level, the

County's existing IT organizational model is not aligned with its new IT vision and
goals, which indicate a strong emphasis on countyde needs.

1 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.
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Several prior studies documented problematic aspects of the County's curent situation.
From a summary perspective, Kig County's core IT issues can be characterized as follows:

To expand on the above, the tables on the following two pages encapsulate the findigs from
recent, related studies.
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FINDINGS FROM RECENT COUNTY STUDIES

King County Strategic
Technology Plan 2003-2005

derived from Kig County
Strategic Technology Plan
2002 by Moss Adams

. Kig County operates

technology groups in various
agencies with little
coordination across them -
performg redundant

functions that include
programming, report
development, network and
server administration, and
applications support

. Kig County lacks
centralized, coordinated
organization strctues

supporting IT-related
enterprise fuctions and
technologie s

. Formal performance

measurement related to IT is
not in place, hinderig
agencies from knowing
where plans, initiatives,
projects, and budgets stad

. Designs and plans to guide

personnel in development,
implementation, and
deployment activities are
inadequate

. Kig County lacks a

standardized infrastrctue

and suffers from a
proliferation of servers
without consideration of
capacity or placement .

Network
Infrastructure
Optimization
Assessment/
Evaluation Report
by IBM

. The decentralized

nature of Kig
County's strcture

raises costs and
lowers efficiency
of providing data
networkig

. Ths decentralized

structure
significantly
increases
expenditues and
leaves Kig
County more
susceptible to
,outages than other
reasonable
networkig
solutions

Report ofthe King
County General
Government Budget

Advisory Task Force
To Executive Ron Sims

. Kig County can
become more
effcient. All levels

of County
govemment, and all
programs, should be
engaged in
identifying ways to
become more
efficient and on
eliminating
duplication

. Kig County must
simplify, unify and
streamline its
management
practices. Basic
management
systems of Kig
County are
fragmented.
Multiple financial
systems and human
resources systems
exist. Basic business
policies and
practices of the
governent differ
widely across the
organzation

. Kig County must
place a higher
priority on investing
in central systems
technology
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FINDINGS FROM RECENT COUNTY STUDIES (eoutd)

King County
Commission on

Governance Report by

Berk & Associates

. Kig County's $500
milion general fud
faces a long-term
structual revenue gap

. At curent growth

rates, costs for law
and justice services

threaten to consume
all general fud
revenues by the year
2009

. The County should

consolidate all
irtemal service

functions (including
information
technology) for every
agency in a single
countyide office
focused on consistent
management and cost
controls

Total Operating Cost of
Technology Report by

Pacific Technologies

Security
Configuration
Assessment
Guidelines Report by
IBM

. Kig County spends . Kig County lacks
over $65 millon per a unified approach
year on IT-related to County IT
operations and security
maintenance, an . Inconsistent
amount that would policies and
make it Kig procedures may
County's eighth impact the
largest agency from effectiveness of
an operations and protection,
maintenance spending detection, and
perspective response

. Kig County has a . Each organization
highly-distrbuted implements its own
approach to IT service securty strategy,
delivery creating potential

. Ratios of exposures for the
workstations -to- other agencies.
desktop services staff . Kig County needs
and servers-to-server to create a security
administration staff organization within
are at or below the the strctue with
median found in other authority necessary
public sector to enforce
organizations - compliance with
signifying that room securty policies,
for improvement may procedures and
exist standards

. IT operating
expenditues as a
percentage of total
operating
expenditures are
above the range
tyically found in

other public sector
organizations

The County's fiscal crisis also presents a significant challenge. It strains the organization's
ability to deliver service to citiens and puts an even stronger emphasis on effciency. Under
these circumstances, many agencies prefer to be "masters of their own destiny," with tight
control over all aspects of their budgets. In addition, the complexity of the County's
operations - and the fact that it provides a wide varety of services to a broad aray of
constituents - makes it diffcult for some to even accept the concept of an "enterprise" that
transcends multiple, diverse lines of business.
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PTI The autonomous natu of mauy of the County'S agencies also seres as a baner to chauging
the fudamenta strtu of IT servce delivery. Sev""i agencies have indendently_
electe learship, while others have their 0wi soures offuds. Under these cIrinslace,
it may not be Ulconion for agencies to COnsiousiy Prioritize their individua needs OVer
coOUtyide Considerations Additionaly, some ageUcies believe stongly tht centrlizig IT

serce delivery Will degde service, increse COSt, aud im""t their ability to meet bUSines
objectives.

IT Organization
Recommendation
Report

One would e"Pt tht an orgization such as Kig CoOUty, With its hihlY-dentrlize

approach to IT serce, WOuld have IT peronel, server and workstations spread Widely

""ross its geogrphy. Thi is not the cae. Inste We found that the County's IT resources,

inclusive of bUsiness application sUPPrt IT stff ar larely conSOlidate geogrhicaly

Within Seattle - afthough not With a Sinle failty nor OUder the management of an
individualageucy or deent Two other areas, Renton and I(ent when eombined

Wih Seatte, aCClDt for the Vast Dlajorlty of servers, workstallons and IT stall Witln
IGg County'. The fOllOWing exibit Provide a SUniar-leel breadowi of our anlysis.

lIny at the County believe that it ca do better. Althoug Prior work dOCUmente Par
of the probleni th County underOok ths new stdy to COmprehensively IU imparal
evalute altertives for orge.ízg IT service delivery _ and teoniend a futu direction
centered on long-tenn improvement.

Chapter 2:
Study Context

100%

90%

80%

70%

60%

50%

40%

30%

20%

10%

0%

IT Stff

o Others
42

o Kent
8

. Renton
23

li Seatte
409

C!!NT DISTllIION OF IT llSOliCES

Servers

131

56

77

553

Workstations

, The", findngs "'e based on an exami"""on of the Pdor T 0",1 Opemtig Cost of T echoology rert
dota and -ly-gathered g""hic fuf_a,ion.

2,712

1,064

1,487

6,910
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Note that the FTE figues include only staff with IT job titles. "Shadow staff," i.e.,
individuals who do not have IT job titles but who spend some portion of their time on IT
activities, have been removed from the analysis.

CURRENT DISTRIBUTION OF ALL IT RESOURCES BY PERCENTAGE

From a "big pictue" perspective, this analysis yields a somewhat surrising conclusion:
geographically, both IT staff and the Co unty 's servers are largely already consolidated
Within this context, very few geography barrers exist regarding potential consolidation
efforts.

Curently, IT staff is distrbuted across the County's agencies with a variety of reporting

relationships. Some agencies have one or more designated IT units, with dedicated IT
managers. Other agencies have IT staff embedded in their business units. A few have taken
both approaches.

It is importnt to note that the curent organization contains a central IT service group (ITS),
housed within the Departent of Executive Services. ITS manages some aspects of IT for
countyide operations as-well as support for agencies in Kig County whìch do not
employee IT-titled staff. However, ITS accounts for less than 30% of the County's total
labor effort for services. The majority of IT labor efforts reside outside ITS.

This distrbution of staff creates inconsistencies across agencies. Agencies that have a more
stable and consistent fuding base are able to provide a grea1er level of in-house IT support.
It also creates overlaps in expenditues and planning efforts when agencies allocate fuds to
similar activities and services. Distributed IT staff reporting to multiple agencies and a
multitude of managers also contrbutes to a lack of standadization in technology, policies,
and procedures between agencies.

D. PEER SURVEY RESULTS

PTI conducted an externl surey as par of ths study, with seven peer organiations
responding 

3 . Sureys were completed by the CIO/CTO of each organiation. Results were

confied with the respondents in follow-up interviews. The peer organitions included in
this study for benchmarkig puroses were selected by the project sponsors based on size
(i.e., comparable or larger jursdictions than Kig County) and reputation as high-performg
service entlties. That said, in reviewing this data, the reader should be aware that the peer
analysis does not connote "best practices." It simply reflects the level of countyide IT
service provis ion of the jursdictions sureyed. As such, it provides only one data point of
many analyzed by PTI durg the coure of ths work.

In comparson to other simlar organations, the suey índicates that King County is less
centralized in aU five major IT functional areas :

. Cutomer Servce

3 See Appendix C - Current State for additional surey results. The County provided PTI with a list of 12 similar

junsdictions for inclusion in the survey. Five of these did not respond. .

King County (Ç December 20, 2004 2-6
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. System Service

. Business Application Services

. IT Admistration

. IT Planning

The following chart depicts average levels of centralization of the peer organizations' IT
service delivery, highlighting King County's relative position.

KING COUNTY'S CENTRAIZATION OF IT SERVICES IN RELATION
TO PEER ORGANIZATIONsl
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Building upon the problem statement presented earlier, in ths heavily-distributed
environment Kig County loses effciency of operations (and increases expenses) by not
having:

. Centrlized oversight, plang and techncal management of networkig, network

maintenance and futue network expansion/upgring to reduce potential outages

. Standad IT management practices including global governance and oversight of overall IT
operations to elimate redundat spendig habits and provide consistent service delivery to
all agencies and deparents with the County

. The ability to tae advantage of economies of scale in "commodity" servces, such as

workstation support and server admistrtion

. Routely-gathered quantitative measures of IT service pedormance

. A single securty authority with "teeth" for settg and enforcing application and data

securty standads across the board

4 PTI surveyed seven other counties identified by King County as comparables. This chart depicts the summaried

results of that work. Appendix C contains additional detaiL. It may be worth noting that several King County
agencies conducted follow-up surveys on an agency-specific basis (in contrast to PTI's aggregated, countyide
analysis). In doing so, they found that, even within the counties reported as highly centrlized, some individual

agencies remained ~utonomous.

King Count (§ December 20, 2004 2-7



Practical Planning
Positive Change

Issues of securty are increasingly importnt given the curent geopolitical climate and concems
surounding consumer privacy. The potential opportties for breeches of privacy as well as
attcks on servers, workstations and network components posed by inconsistent securty
standards and lack of consistent implementation of securty practices leaves Kig County open
to a wide variety of liability issues.

IT Organization
Recommendation
Report

Chapter 2:
Study Context
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This chapter presents the business case that analyzed IT organational options, including PTI's
cost-benefit analysis and identification of a preferred alternative. It is organied as follows:

A. Major Alternatives Considered

B. Discarded Models

C. Study Evaluation Methodology

D. Preferred Alternative

E. Cost-Benefit Analysis

Practical Planning
Positive Change

www.pti.çonsulting.com

IT Organization
Recommendation
Report

Chapter: 3

Business Case
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A. MAJOR ALTERNATIVES CONSIDERED

The graphics below ilustrate a high-level summary of the three models retained for
evaluation.
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To provide a consistent analytical strcture, we defined each model using PTI's proven
strategic planning framework for assessing IT service delivery. This framework distrbutes
IT labor into five separate functional areas: Customer Services, System Services, Business
Application Services, IT Administration, and IT Planning. These categories are also used to
frame assumptions for each model's end state. Each end state represents the anticipated
outcomes associated with a fully-implemented organization modeL. Brief definitions of the IT
fuctional areas follow.

The tables on the next two pages defie and contrt the alternatives as follows:

. IT Organization Models - End State Summary: provides an overall "snapshot"
description of how IT operations wil be organed when the alternative is fuly implemented

. IT Organization Models - End States by IT Functional Areas: provides a more detailed
end-state view, using the IT fuctional areas as a frmework

King County (Ç December 20, 2004 3-3
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B. DISCARDED MODELS

Five additional models were also intially considered but later discarded for a variety of
reasons. The rejected models are listed below, along with end-state assumptions and the
rationale for dismissal from fuher consideration:

Model D - Additional Decentraliation

End state: Furher decentralization of servers, support staff, and IT responsibilities within
the agencies
Reasons for dismissal:
. Does not align with County IT vision and goals

. Does not address fundamental problems identified with countyide IT service

delivery

. Does not improve effciency of IT service delivery

Model E - Outsourcing
End state: Designated IT fuctions would be outsourced2 as a means of cost savings

Reasons for dismissal:

. Bargaining unt and state labor law considerations make outsourcing very difficult

to accomplish

. Historically, it has proven very diffcult to achieve long-term cost savings with

outsourcing

Model F - Large Agency Autonomy
End state: The largest agencies of the County (i.e. DNRP, DOT, etc.) would remain as is,
managing their own information technology tasks
Reasons for dismissal:

. Does not fully address fundamental problems identified with countyide IT

service delivery

. Does not align well with IT vision and goals

. Potentially diffcult to centralize independently-elected agencies while leaving

executive agencies alone

. Opens door for additional exceptions

. Likely to offer significantly lower fiancial benefits

Model G - Optiized Architecture Only
End state: Agencies would implement best practices for countyide architectue to

establish a stadadied infrstrcture
Reasons for dismissal:

. Only parially addresses IT vision and goals

. Does not fully address fudamental problems identified with countyide IT
service delivery

. Offers signficantly lower financial benefits

. Difficult to achieve in a highly-distrbuted service delivery environment

2 We define outsourcing as contractig with a third-part provider to deliver an IT service in entirety.

Under this scenario, the County manages only the service level and the contract.
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Model H - Independent-Elected Autonomy
End state: Independently -elected agencies would remain staffed as they are - all other
agency IT support staff would be centralized
Reasons for dismissal:

.. Does not fully address fundamental problems identified with countyide IT

service delivery

· Does not align well with IT vision and goals
.. Opens door for additional exceptions

.. Likely to offer significantly lower benefits

c. STUDY EVALUATION METHODOLOGY

After reviewing and rejecting several of the models, we subjected the remaing models to a
more rigorous examination. This consisted of an evaluation based on specific criteria and a
subsequent scorig of the models.

PTI identified six criteria to use as a basis for evaluating the IT organization alternatives.
Each individual criterion was assigned a weight, or point value. More importnt criteria
received higher point values and less important ones received lower point values - effectively
weighting the criteria. These criteria and weights were reviewed by the County's IT
govemance body, updated based on input received, and accepted by the project's sponsors for
use by the consultant.

The table on the following page defines the criteria 3 and associated weights. Appendi D
presents a complete description of the scoring methodology and the specific rationale for each
score:

3 Evaluation criteria were reviewed by stakeholders. As a result of this review, the Superior Court

suggested adding three additional criteria: Quality of Justice, Confidentiality, and Continuity of
Business Practice. The consulting team believes that the defined criteria already encompass these
elements and have applied them accordingly:

· Criterion C - Securty/Privacy, speaks to the need to deliver appropriate application and data
confidentiality

· Criterion D - Responsive and Accountable Service, speaks (overall) to addressing the
agencies' business missions (in this particular case - quality of justice and continuity of
business practice supported by trained and authorized staff)
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ORGANIZATION MODEL EVALUATION CRITERIA AND WEIGHTS

Criteria Weight
(Points)

A. Cost Effciencv: relative savings of the alternative models
compared to the Status Quo - based on end-state labor forecasts and 100
assumptions regarding architectue standardization and
conso lidation

B. Consistent Countyide IT Service & Mir: ability of the option
to effectively manage and govern IT assets, standards, po lie ies and 70
service quality from an entire County perspective

C. Countyde Security/privacy: ability of the option to reliably and 80effectively deliver physical, desktop, application, and fie security
D. Responsive and Accountable Servce: ability of the option to

flexibly enable agency business needs and provide accountable IT 100
service to the business units

E. Skied Workforce: ability of the option to provide viable career 80
paths and appropriate specialization for County IT professionals

F. Lon2- Term Position: ability of the option to provide an enduring,
sustainable model for public access, regional initiatives, and

70
implementation of best practices in alignent with the County's IT
vision and goals

It is importnt to note that, while importnt, potential cost savings represent only one
component in the overall evaluation. Factors related to consistent countyide IT service and
management, securty and privacy, and futue positioning drove the selection process in
concert with the potential cost savings. Accordingly, PTI strved to balance IT cost
efficiencies with County service effectiveness.

PTI rated each model against all six criteria. For a given criterion, we assigned a score of 0 to

10 - where 10 represented the best score. Scores for a specific criterion reflected how well
that model's end state achieves the criterion's primary objectives.

For each criterion, the score was then multiplied by the criterion weight From these
individual weighted scores, a single weighted score was calculated for each mode~ with the
highest total score indicating the best overall model

The following table presents the scores for the thee models:
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The results cbrly iudicate that either Model B or C wlU he superior to the Stas Quo
at meeting the County's overall goals.

In fact, we believe tht ths model offers broad benefits to Ki County well beyond Ihe cost
savings, including:

+ More reliable, consistent, and standardized IT infrastructure through the
establislnent of data centers; serer consolidation activities, network upgr and Ihe
implementation of an enterpnse architectue enhancements

. Improved ahilty to manage overan cost effciencies and service leel thug a well

managed and staffed Central IT Departent, server consolidation and data center
mangement, workstaon stadadizon, and seice level agments wilh servce
reviews and feedback

. Enhanced IT seurity thugb Ihe station of server and detop configuons
and the implementation of central oversight and enforcement of stadards

. Focuse ageocies on business-hased val" -ade IT acövies by allowi lbem to

reta businSS applicaon suport and tring whe reoving commodty servces sucb

as server and networkig infrastrctue support

. Enhance Info..tion sbaring thugh Ihe reduction uf iutre barer across
agencies and lbe cosolidaon of server and multiagency applicatins, network

enbancements, and application stadazation vi lbe enterprise arehite effort an

establishment of communities of Interest

. improved ahllty to incorporate advance in Improved IT govemance, performance
managemeot, and accountabilty thugh restcted govemance boes, lbe adition

of cross-agency governance bodies, and a central IT management body

. Abilty to standardiz policies, procednres, and busines pracces retated to IT

service delivery thrugh governce improvements, Centr IT Depaent serce and
personnel management

. New technology thgh a cealiz IT process for reseah an developmen wit

agency/departent involvement

. posItions King County for enhanced reonal coperation and leadership

opportniti In regonal initatives hy assign ressIbilities for lbis acivity wilhin
the Central IT Department

In to, th beefits fudataly ars ALL ASPECfS of lb signca prlem
identified with IT servce delivery at the County tody.

The Prefered Alteative (Modl C _ Distbuted Aplication Supp) entals lb cr.tion of
a cetrl IT bo witb Kig Coun - esseally buíldi"g a neW orga"natiO"from a dea"

slate to provie IT serices to all agencies and departs, wilb Ihe excetion ofhusess
application support and training.
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Several factors contrbuted to our decision not to centralize business application support labor
under the Preferred Alternative. Foremost is the fact that cost savings are diffcult to achieve
in this arena. In contrast to technical architecture services, economies of scale are not readily
available in business application support. For the most part, application support costs are
demand-driven, with business units determining the demand. If 2,000 hours of support are
required for a given application, there is no effciency to be had by using a central provider to
meet this need. In essence, the fundamental body of work required to support the County's
business softare would be the same in a centralized or distrbuted environment.

In a highly-stadardized application environment, theoretical effciencies might be gained by
usmg a pool of staff with common technical skills. In practice, these savings are difficult to
realize, as business context represents a critical component of cost-effective application
support, and pooled staff often lack this knowledge. In any event, these savings would not be
available at the County, as the County's existing application environment is not standardized
and would not lend itself to such an approach.

Over the long term, the County may be able to save money by consolidating business
softare application licenses and using common softare for fuctions pedormed by
multiple business units (e.g., document management, maintenance management, etc.). It is
likely that this effort would yield IT labor efficiencies, as reducing the number of applications
should also decrease support labor demands. Unfortately, this is not a simple task. In most
intances, business process reengineerig wil be required in concert with the softare

changes, and new licenses wil need to be purchased. In addition, some business areas may
be asked to compromise application fuctionality for the sake of standardization. Makig
these determations requires reviewing specific applications in the County's business
softare portfolio and developing business cases for each instance - a worthwhile effort, but

one that was not withi the scope of this projed. Ultimately, PTI believes it is most prudent

to allow agencies to ascertain software support economic effciencies on a case-by-case
basis - utiizing a central IT department when it makes sense.

Whle Model C posits an organizational shift from the curent state, it is far from a complete
centraliztion, as the following chart indicates:

CHAGES IN IT STAF REPORTING RELATIONSHIPS

Status Quo Preferred Alternative

Agency
Staff

42%

Central IT
Dept Staff

Agency
Staff

4 It should be noted that costs for developing these business cases are included in the CBA.
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The table below highlights the proposed changes to the IT staff allocation, by major
fuctional areas. Note that Business Application services staff distrbution and effort levels
remain unchanged in the Preferred Alternative.
Additionally, it is importnt to note that this recommendation assumes co~location5 of
centralized IT support staff for "utility" servces (e.g., workstation support and server
administration) where it is warranted.

PROPOSED CHAGES TO IT FT ALLOCATIONS BY IT FUNCTIONAL ARA

Agency Staff
Central Org. Staff

There is a reduction in overall IT labor effort of 12% (approximately 60 FTEs) if the
necessary changes are fully implemented Implementation of the Preferred Alternative
relies on:

. Labor Adjustments: The labor reductions are based on changes in ratios of support
staff to workstations and servers, and in efficiency gains through provision of services via
a central organiztion. Each of these is examied in the cost-benefit analysis that follows,
with additional detail provided in Appendices E, F and G. PTI bases projected labor
efficiencies on our experience with high-pedorming IT organizations. Key factors that
influence the ability to achieve assumed servce ratios include: a standardized techncal
architecture, utilization of remote systems management tools, a fuctional IT service
desk, and a reasonably concentrated geographic base.

. Server Consolidation: moving servers into a few geographic locations in data centers to
provide a greater level of security to these resources as well as to allow for the
consolidation of server tyes to reduce overall numbers from the curent 817 down to
537. Standardization of server configurations will also occur, allowing an increase in the
ratios of servers to support staff (i.e., fewer support staff are needed.)

5 Co-located staff means that the IT staff would be located in a facility where there is a suffcient

workload to justify staff presence, but would be managed by the Central IT Departent. For example,
a Tier 2 IT staff would be justifiably co-located in a facility with 1,000 workstations but would handle
requests processed through the Service Center - and be managed under the Central IT Department.

King County (Ç December 20, 2004 3-11



Practcal Planning
Positive Change

www.pti-consulting.com

IT Organization
Recommendation
Report

Chapter 3:
Business Case

. Workstation Standardization: standardizing workstations on a set of operating systems,
remote management tools, core applications and desktop securty configuations to
increase the effciency of management and maintenance, allowing an increase in the ratio
of workstations to support staff (i.e., fewer support staff are needed).

. Service Center Development: the creation of a centralized service center comprised of a
call center with highly-automated support tools. This group wil focus on real-time
problem resolution and allow for more consistent end-user support countyide through
standard management of issues and by acting as a clearighouse for referrals to other IT
related fuctions.

E. COST-BENEFIT ANALYSIS

The cost-benefit analysis compares the relative cash flows of the Status Quo (Model A)
which serves as a baseline, to the Preferred Alternative (Model C). A fifteen-year period was
selected for the CBA. This period is consistent with standard practices in establishig CBA
time frames, which match the analysis period with the asset life. In this case, the asset under
analysis is an organization change. Presumàbly, ths change would have a very long life.
Correspondingly, a fifteen year period seems reasonable.

The CBA compares the two models across five discrete areas:
. Labor Adjustments: Changes in labor due to the centralization and tighter adherence to

industr standards for adminstrative and technical support of IT functions - note that

these savings depend upon the followig activities, which establish the foundation for
achieving overall labor savigs

. Server Consolidation Activities: Migrtion and reduction in the number of

geographically-dispersed servers into a few data centers, associated costs, (including
increased networkig bandwidth, facilities, labor and detailed planning costs) and long-
term savings due to reduced equipment replacement costs

. Workstation Standardization Efforts: Costs to standardize desktop configutions of
all Kig County workstations, includig associated one-tie labor costs for detailed
planing and implementation, and costs for acquisition of softare (e.g., imaging and
management tools) to facilitate the effort

. Service Center Build-Out: Facilities and equipment costs associated with establishig a
centralized Service Center, inclusive of changes in softare used for providig services

and end-user support as well as new space for the staff
. Enterprise Architecture and Transition Activities: Labor and implementation costs

associated with developing the County's enterprise architectue and managig its
implementation, organiational change management, and related trsition management
activities

Please see Appendices E and F for additional Inorration about the CBA. Note that the model
itself does not eaily lend itself to text presentation. Correspondigly, we have provided the
County with an electronic copy of the workbook
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It must be noted that it wi be diffcult to achieve the full labor savings in the form of
reduced budgets. While we believe it is achievable for the County to reduce total IT effort
by 60 FTEs, some percentage of the associated savings wil likely occur as a productivity
benefit (i.e., staff who relinquish a portion of their job responsibilities to the central IT
organization are then able to devote this "time saved" to other activities). The magnitude of
the labor savings ultimately realized as budget cuts wil depend upon how aggressively the
County pursues headcount reductions 7. P lease see the final subsection of this chapter and
Appendix G for more detaiL.

The following graph sumaries costs and savings ofirplementing Model C over a 15-year
period:

CASH FLOW RELATIV TO THE STATUS QUO

Cash Positive Break Even
$10

$8

$6

II $4c:
.2

$2
:æ

$-

$(2)

$(4)

$(6)

$(8)

2 3 4 5 7 8 9
Years

6 10 11 12 13 14 15

6 Net present value is a financial calculation that expresses the lifetime return of an investment in

today's dollars, discounting the value of revenue streams in the future to account for the time value of
money. Internal rate of return indicates the discount rate (i.e., interest rate) that would make the net
present value of the investment equal to zero. Both are commonly used to compare investment
alternatives. PTI uses them here to provide a financial comparison between the Status Quo and ModelC .7 If the County considers all the staff that spend 50% or more of their time on activities to be

centralized as candidates for cònsolidation or position elimination, then the vast majority of the savings
should be' achievable as budget reductions. If the County chooses to establish a cutoff of greater than
50%, or does not aggressively pursue elimination of positions, the budget savings diminish
accordingl y.
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As stated previously, an initial expenditue is required to realize the cost savings. This
investment is spread over five years and results in a gradual realization of savings durg the
second, third and fourh years of implementation. From the fifth year on, projected costs and
savings increase with inflation.

In any CBA, cash flows depend heavily upon the timig of key activities. Major assumptions
surounding the timing in this CBA include:
. Labor adjustments as a result of the above activities are realized starting at the middle of

year two and continue through the end of the fifth year
. Server consolidation activities start in the in the middle of the fist year (with plannng

and prep work) and are completed by the end of the third year
. Workstation standardization efforts start in the midde of the first year (with planning and

prep work) and are completed by the end of the third year
. The Service Center buid-out (Call Center/Help Desk and centralization of associated IT

support staff begits durig the second year, with the facility fully operational by the end
of the third year

. Enterprise architecture8 and transition activities begin durg th~ first year and are spread

over the first four years with fial work being completed durig the begInÏJg of the fifth
year

The following graphically summaries the above:

TIMG OF MAJOR ASSUMPTIONS
Task Name
Labor Adjustments

Server Consolidation Activities

Workstation Standardization Efforts

-Service ëënter BuTld~Out ---.-----

Enterprise Architecture and Transition Activities

The followig tables summarize the one-time and recurg costs, as well as the associated
savigs, for the Status Quo and Preferred Alternative:

Costs Related to the Status Quo

* Cost accounts for annual maintenance fee on existing Help Desk softare

8 Enterprie architecture costs include resources necessary to develop server and workstation standards,
develop a server architectue and consolidation plan, develop application standards and an overall

application architecture, optimize the network, and establish other countywide IT architectue
standards.
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Costs Related to the Preferred Alternative

The final table in this subsection highlights the costs and savings of the Preferred Alternative
relative to the Status Quo.

Costs and Savings of the Preferred Alternative over the Status Quo

The remaing sub-sections offer additional information related to each of the five previously
descnbed areas. These are provided in the reverse order of the above, since the labor
impacts are dependent on the other four and are best understood within the context of
the other activiies:

. Enterpnse Architectue and Transition Activities

. Service Center Build -Out

. Workstation Standardization

. Server Consolidation

. Labor Adjustments

For each area, we provide more complete descriptions with key assumptions, and associated
benefits. See Appendices E and F for additional assumption detail, includig data sources for
costs associated with the CBA Ths chapter concludes with a discussion of our sensitivity
analysis and a look at the potential impact on IT staff of implementing the preferred
alternative.

The work necessar to ensure a smooth trition requires a dedicated team to manage the

transition. It also requires that IT staffbe trined to ensure effective service delivery once the
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transition is completed, and that due consideration is given for enterprise architectue and
other organizational transition activities planning and implementation needs.

The table below presents a summar of enterprise architectue and trnsition activity costs.

Enterprise Architecture and Transition Activity Cost Summary

Staff Training
Transition Management Labor
Enterprise Architectue Labor
Organization Transition Labor
Documentig Curent Service Levels

$ 490,000

$ 2,987,122
$ 5,500,000
$ 2,500,000
$ 750,000

Total One-Time Costs I $12,227,122

. Transition to the Central IT Deparment wil occur over a four year period

. Enterprise architectue planng and implementation, and other organization transition

servces, occur over three years durg the transition period

. IT related staff, both moving into the central organzation and remaing withi the
business unts, will require additional training to bring them "up to speed" to maintain
continuity of service, and to ensure service levels and service coordination

. Transition management labor costs wil be greater for the fit two years of the tranition
period, with fewer staff required as the Central IT Departent comes "on-line" durng the
thid and four years ofthe trnsition (see Chapter 4 for additional information

surounding transition management labor)

.'=5'""_' .,~ d~~'II"'''.'''fli..=S'~II' '--'lIiiwiiwi¡¡_, '. %i'~"'_7. . . "" '''\'ra;.'i1-''F?qii!fifjj'''~''' ......t'J¡¡;-"C¡II. '. "i.' il_ ", ~," - 1.'~' ..,.j'-_......;..'.-',...--'''..,. ',." .'krclt .,%.., ';' - '~1W. "'Ji~'.-- .,-" ";~.Th.+.*¿...',;'~''r.~*':'.'.''.''''~~4£¿; ~v_g,"'-;;1£~.*.-R41~.--~-1;,.:A',' -fft;-.'~~;
;'"i~qi - -'.,-,;iJ~~1r~:-',~l::.-",';~t~r:: , " ";' , wit~v1t-t;'," ,.~t01m¡Mf~..i..__~~- '_:-,-~:¡~~l%t¡".,.~

. Staff in the new Centrl IT Departent will be able to provide consistent, quality service

. The transition process wil be well managed with due consideration to impacted areas of

operation and proactive exception handling

. Enterprise architectue and other organizational transition needs wil be handled

appropriately with due consideration to the complexity of changes being made and their
impacts on on-going operations

SERVICE CENTER BUILD-OUT .." ': .. .
A servce center staffed with IT professionals who are involved in supporting use of countyide
applications and technology, would liely result in bettr overall customer techncal support than

curently exists. The service Cete will serve as the fit point of contact for all customer calls,
with the exception of calls related to business applications.

9 Training costs are predicated on IT FTE labor reductions for IT staff transitioned into the Central IT

Department.
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The table below presents service center build-out costs.

Service Center Build-out Costs

Total Annual Recurring Cost $ 499,577

+ A service center would be setup "from scratch" with associated start-up costs

+ The existing phone system would be either supplemented or replaced to accommodate
call center needs

+ Additional resources wil be required to help establish the service center, with
corresponding costs included in the CBA

+ Some resources would be co-located in the agencies to provide tier 2 (i.e., desk-side)
service

+ The Service Center (Call CenterlHelp Desk and centralization of associated IT support
staff) is setup durng the second year and is fully operational by the end of the thid year

+ Ability to reduce labor costs due to economies of scale and efficiencies rela ted to shorter
problem-resolution times

+ Pooling of knowledge and skills of curent IT support staff

+ Cross-traing of support staff through informal contact on a daily basis

+ Creation and maintenance of a repository of common problems and solutions which

could be accessible to non-IT staff for self-access as well as by techncians and other IT
staff for more effcient service

+ The ability to trck and monitor problem frequencies, problem resolutions, possible

securty breaches, etc. (i.e., ability to pedormance manage the environment)

+ Empowers agency/departental staff to improve performance through the use of
technology since they can focus on business objectives and spend less time dealing with
technology issues

+ Provides a single point source of contact for other IT -related needs for departental and
agency staff

10 Recurrng costs appear here in 2004 dollars - 15-year totals presented elsewhere include an annualinflation factor. .
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. Decisions regarding useful life of workstations can take into account the actual support
costs, allowing more effective decisions to be made

Standardizing the County's workstations enables the use of imaging and remote management.
tools, thereby allowig fewer staff to service a greater number of workstations across the
network to any site. This would allow geogrphically -centralized support staff to manage and
maintain workstations throughout the County, mimiing the need for more expensive desk-side
service calls. Costs reflect activities associated with plang, designg, testig, and
impl:menting the workstation images.

The table below presents stadadization costs.

Workstation Standardization Costs

. The County can agree on a relatively small number of standard desktop configuations
for its workstations ii

. Workstation replacement costs are consistent between the current state and that of the
centralized model

. Client (workstation) licenses for server access are covered by existing countyde and/or
departental/agency softare licensesl2

. Standardizing workstation configuations has a consistent and predictable average labor

cost per workstation

. Workstation stadardization starts in the middle ofthe first year (with planning and prep
work) and is completed by the end of the thid year

11 We define a "standard desktop configuration" as a workstation configuration around a common

operating system coupled with a "core" set of productivity applications (e.g., Microsoft Offce suite,
mainframe access applications, etc.), remote management, administration and security tools, and
standard security settings for desktop "lock down" taken independently of hardware configurations. No
assumption is made regarding a "one size fits all" approach as there wil be several standard
configurations that suit productivitylbusiness needs taking into account existing workstation hardware
limitations. The key to cost savings and increased effciency of services is to minimize the number of
"standards" deployed and ensure a consistent remo te management/service capability.
12 Determining the necessary number of Client Access Licenses (CALs) for each server type by

agency/department and/or business function is beyond the scope of this study- however, existing CAL
agreements should be able to be leveraged during the centralization effort to minze up front costs

(e.g., department/agencies wil retain existing client access levels and current countyide levels wil be
maintained.) Any new servers acquired during server replacement cycles would include CAL costs in
the initial purchase costs (see the Server Consolidation section that follows) and is factored into the
analysis (additional CAL expenses could be easily taken into account by increasing per server costs.)
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· Fewer adminstrators are required to manage workstations, as the complexity of
maintenance is reduced substantially and remote control tools improve productivity

· Standardized configuations allow for the implementation of remote softare update,
assistance and management tools, which reduces downtime and allows for an effcient
proactive approach to workstation maintenance

· All staff would be able to seek assistance from a centralized service center that maintains
a database of common problems and their solutions

· Direct assistance would be available to all staff via phone as well as direct intervention
by Service Center staff through remote workstation management and assistance tools

· Self-service capabilities would be available to all staff via the Web for assistance with
common issues

· Better ability to manage desktop asset life, potentially extending the useful asset life of
some workstations

As servers are consolidated into a few data centers and server configuations are stadardized,
the ratio of admstrtors to servers can increase (e.g., each admstrator could handle more
servers). Additionally, server consolidation results in a decrease in the overall number of servers
since under-utilized servers can be removed and less powerfl servers can be replaced with more

powerfl servers capable of handlg a greater overall load

The table on the, fOllowig page presents server consolidation costs.

Server Consolidation Costs

Facilities
Server Maintenance
Server Replacements
Networkig Upgrade Connectivity

,

1,307,501
413,432

2,067,160
882,000

Total Annual Recurring Cost $ 4,670,093

The followig char ilustrates the cost of centrliing servers withi data centers (Model C) over

the Statu Quo (Model A).

13 Recurring costs appear her in 2004 dollars - IS-year totals presented elsewhere include an annual

inflation factor.
14 Server maintenance costs listed here are based on total number of servers after consolidation has

occurred under the Preferred Alternative (i.e., after the entire reduction in the number of servers has
occurred)
15 AnuaJ network connectivity costs are for network upgrades above the costs associated with the

Status Quo- these costs are in addition to existing networking costs.
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As the grph above ilustrtes, there is an intial increase in expenses that is followed by a drop in
overall costs related to a gradual reduction in the number of servers and the build-out of data
center facilities. Ongoing server costs in term of connectivity, maintenance and space
expenditues are projected to rise with ination after intial savigs are realied, with expected

periodic increases in networkig costs: The gap between the two lies on the grph gives an
indication of the cost savigs - which are due to an overall reduction in the number of servers.

. The average life cycle of a server system is five years - after five years, a server is

tyically replaced - and replacements occur on an anual basis with, on average, 115th of
the servers being replaced each yearl6

. Server consolidation and subsequent reductions will occur over a three year period.

. License costs for servers and some level of client side access are included in server cost
estimates 17

. Server stadardiation will result in a decrease in labor needs as more servers are able to

be managed by fewer server administrators

. Additional costs for space to house the servers will be incured

. Network improvements 18 may be needed to support consolidation:

16 Industr standards for server life cycles vary and depend on server type md estimated usage. A

range of between three and seven years is typically used as an average age range for replacement. We
selected a midpoint ofthat range for tlse in the analysis.
17 The assumption of 

bundled client access licenses complements a similar assumption presented in the
~rior Workstation Standardization section.
8 The analysis includes a contingency for overall networking improvement costs.
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· Prospective data center locations (e.g., core areas) may need investment for
additional network capacity

· Some remote sites (e.g., facilities in rural areas or geographically distant areas) would
need to have an increase in network bandwidth to accommodate remote access of
servers

. Additional resources wil be required for server consolidation analysis, architecture

planning and analysis, and phased implementation, with corresponding costs included

. Server consolidation starts in the middle of the first year (with planing and prep work)

and is completed by the end of the thid year

. Ability to reduce labor costs due to more effcient server management

. Lower server costs due to an overall reduction in the number of servers

. hnproved physical and logical securty for servers and associated hardware due to use of

stadards and physical consolidation into appropriately secured areas

. Better ability to manage server asset life, perhaps extending the useful life of some
servers

"UÄBOR. AD3USmMENTS i " _P Y '," "," ,', .' ,~\,. "," ,':~; .~:':/\,~ " :~.. . , .. v""~ ~, , y,' ",i ~ ",,'f, -:
By far the greatest fiancial impact of centralition is labor savigs. As previously noted,
savigs are fully achieved in this area only after the other activities have been completed PTI
arrived at the savigs amount by aggregating the value of ALL potential labor savings
associate d with the Model C, including amounts associated with loss of fractional FTEs.
Some of these savigs may be diffcult to realie in the form of budget reductons, and wi
more liely be captured as productivity gains. Pleae see the labor impact subsection at the
end of this chapter and Appendi G for additional explanation.

The chart on the followig page ilustrtes the projected labor cost of the centrliation (the

Preferred Alternative) in contrt to the curent state (the Statu Quo):
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Afer an intial five-year trition penod for labor reductions, the cost per year is fairly
consistent and nses at the rate of ination in this projection. The gap between the line
representing the higher S1atus Quo costs and the lower costs of the Preferred Altemative model
ilustrtes the savings. Note that real-world savigs wil be greater if penodic raises in wages

and benefits are greater than the rate of ination.

. Labor data contained in prior reports is sufficiently accurate for modeling purposes

. Average IT activity labor costs per FTE are suffcient for cost calculations i 9

. Labor efficiencies wil occur for IT -titled staff as a result of centralization efforts

. Some porton of labor efficiencies will be tre cost savings (i.e., related budget reductions
wil occur) while some portion will be in productivity benefits (i.e., staff time is made
available for other activities)

. Staff transitions will begin in the middle of the second year, wil take three-and-a-half

years to accomplish, and wil occur in roughly equal par per quaer each year once
intial transition strategies are in place

. Additional resources wil be needed to assist business planning and change management

efforts during the transition, with associated costs included in the CBA20

. Labor reductions as a result centralization activities are realized starting at the middle of
year two and contiue though the end of the fifth year

19 Note that calculations do not take into 
account the anticipated one-time increase in base

compensation. This raise, if effective, wil increase the projected savings resulting from the labor
reductions.
20 These transition costs are accounted for in the Enterprise Architecture and Transition Activities

section prior to this. This assumption is included here for the sake of completion where labor efforts
are highlighted. These costs are not accounted for in the associated Relative Costs of Labor

ilustration.
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. Enhanced IT securty

. 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 fuctions, not provision of commodity services

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

. Enhanced IT professional development as the restrcture expands opportities for

upward mobility for IT professionals and fosters deeper skill specialization

SENSII'IVím¥AN~l.¥sjS' )~,,;,'/ ;';'"" '," , ;: ,c:~L, "ß::: ~:"/ "~':1::',':J"i;:: ',':~r,':,;,';', ,"~)" -,'" ~~""v'~";;;":,,:~~-'1, ". ~~l~""~',; ~~ O:':~''''

Whle a multitude of factors were considered in the development ofthe CBA, three in
parcular are highly infl~ential in determining the final cost-savings. These three are:

. Network upgrades and associated costs

. Server reductions and associated costs

. Labor reduction levels

Changes to the assumed values of the model in any of these thee areas could have a
substantial impact on total cost-savings 21.

Upgrades to existing network bandwidth are critical to the server consolidation component of
the recommendations. An increase in the number of circuits required (expressed as I-Net
circuits at 1.5 Mps increases in bandwidth per cost increment) and/or an increase in the
annual cost per additional circuit wil reduce the overall benefits as modeled Curently, the
model assumes the need for 100 additional circuits. If the number of additional circuits were
increased by 2.5 times the modeled estimated, approximately $14.4 milion (NPV) in
projected savings would be lost over 15 years. Likewise, if the anual cost per circuit were
greater by a factor of two, the net present value of approximately $27.3 milion in projected
savigs would be lost. Combining these two factors at the same magnitudes as expressed
would elimiate any savings and result in an actual increase in costs over the Statu Quo.

A substatial cost savigs is gained from reductions in the number of "FilelPrint" and

"Other" servers deployed withi Kig County, independent of staffing changes due to
consolidation efforts. If server reductions are not fully realized and there are 50% more of
these server tyes than modeled, approximately $8.1 million (NPV) in savings are lost.
Likewise, if server costs are doubled, $22.7 milion (NPV) in savigs are lost, and if facilities
costs are simlarly increased, then $14.3 millon (NPV) in savings are potentially lost.
Combing these three costs, more servers with a greater server costs in more expensive
facilities, the overall projected savings are elimiated and additional costs would incurred

21 This section provides ai overview of the major factors impacting the CBA in terms of the Net.

Present Value - Please see appendix F fora detailed sensitivity analysis ilustrating various scenaros
and their impact on both the NPV and IRR of the modeL.
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By far the area of greatest impact is in the area of labor reductions. If there are 50% fewer
reductions than recommended in impacted IT fuctions, the net present value of the savings
anticipated drops by $26.5 million. While delaying labor reductions by a year or more also
has an impact, the impact is small when compared to overall reductions (a net present value
of approxiately $4.6 millon in lost.savings.)

POTENTIAL IMPÄCm'~N AGENGi~ STARF:' . ';;~ :', ,: ' . . . .' :~V, "" ~ ~" ~ ,,~ ~ . ~ "v '" ~ .
The following table sumaries the staffng imact of Model C on each agency. It reflects
the application of the recommended reductions to curent agency staff allocations as reported
in the TOCT study.

IT FTE Impact by Agency

Note that to arve at the figues in the table above, the 'following reduction factors were

applied:
Reduction % by IT Functional Ard2

22 The reduction percentages applied were based on Status Quo agency and DES ITS organization iT

FTFs compared to the Preferred Alternative agency and central organization IT FTFs in the major IT
functional areas.
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The above figues were used for all agencies except ITS, which experiences a de-facto 100%
reduction. See Appendix G for additional detaiL.

- " ,,"- ~ , "'v~ 'i"_ "v_ ~ ': n V "_~'" ~ V~n ~n il ~ """ ""?,"'t~ ..t-'" ,'F.'''~.t~ì'SßV v, "' ¥9:'"

RE!lI.IZII\Gl;!AB()R:S~'SINGS -.' " :. '. '.; ~"'. '¿. ....' ". h..'~~,.:,;iii:t'¡;~'.;.',,0":' . ". '.'; "'" ", ~ònn '~nk A Â _ v '-'"~,, L ",,; ~2 t ~~¡ ~~-~~~"v,,-n ; )â\ "'v ~/" ;r ";A:~~~?g;'J~:~;:~;~ 1 ~ ~ ~ ~~~;i

While the potential changes in labor seem rather drmatic, we believe that they are highy
achievable - keeping in mid that the end state IT labor effort reduction differs from the Statu

Quo by only 12%. However, realiing labor reductions as budget savings presents its own
challenges. As previously noted, some percentage of these savings wil liely occur as a

productivity benefit, with staff reliquishig a portion of their job responsibilities to the central
IT organation able to devote ths ''time saved" to other activities. The magnitude of the labor
savings ultimately realized as budget cuts will depend upon how aggressively the County
purues headcount reductions.

To assist in understadig the options for headcount reductions, the table on the following page

indicates the potential impact of our recommendations on agency staff by identifying the total

number of individuals in each agency who spend a signficant porton of their tie on IT
activities that will be moved to the centrl organition under the Preferred Altemative. It has
four columns:

. Agency - indicates the abbreviation of the agency to which the staff curently report

. Individuals Spending 50%-100% on Impacted Activities - the total number of
individuals who spend half their time or more on IT activities that wil be centrlized
under the Preferred Alternative

. Individuals Spending 75%-100% on Impacted Activities - the total number of
individuals who spend thee-quarters of their time or more on IT activities that wil be
centrlized under the Preferred Alternative (this figue represents a subset of the previous
colum)

. Individuals Spending 100% on Impacted Activities - the total number of individuals
who spend ALL their time on IT activities that wil be centralized under the Preferred
Alternative (this figure represents a subset of the previous two columns)
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Count of Individuals Spending Significant Time on IT Activities to
be Centralied Under the Preferred Alternative

Under the Preferred Alternative, the Central IT Department would require approximately
209 FTlS to accomplish ths body of work. 23

Analysis of the 209 FTEs necessary for the Central IT Departent and the desired decrease in
IT labor effort can help provide an indicator of how aggressively the County would have to
pursue headcoUnt reductions in order to fully realize the projected labor savings as budget
cuts.

Recall that the Preferred Alternative requires an overall reduction of 12% in IT labor at
the County. This translates to the loss ofapproxirately 60 FTEs24. Correspondingly, in
order to fully realize the projected labor savings as budget reductions, the County wil have to
eliminate 60 positions.

The followig table ilustrates the impact of decisions to centralize or elimiate curent IT
positions based on the percent of time that individuas perform fuctions to be centralized
under the Preferred Alternative.

23 The centrl IT organization asks for approximately 245 FTEs, however approximately 36 of these

provide business application services, a function that wil not be centralized. Deducting these from the
total leaves 209 FTEs to handle the remaining central services workload.
24 Calculated as the difference between the Status Quo FTEs and the Preferred Alternative FTEs

(482.00 FTE-421.74 FTE = 60.26 FTE)
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StaffTransition i Can full
based on % of time Positions available budget
spent on centralized to eliminate or reductions Estimated financial impact

IT functions repurpose be achieved? over 15 years

At 50% cut-off 107 Yes Savings of up to $79.5

(i.e., 316-209= 107) million (NV $49 Milion)
At 75% cut-off 63 Yes Savings of up to $79.5

(i.e., 272-209=63) millon (NPV $49 Milion)

At 100% cut-off None, must add 62 No Increased cost of

(i.e., 147-209=-62) approximately $17.3

Milion25

The table indicates that the County could fully achieve the labor savings as budget
reductions using a 50% cut-off by:

+ Moving 209 of the individuals who curently spend 50% or more of their time on
impacted activities to the Central IT Departent

+ Eliminating 60 positions

. Repurosing the labor effort of 47 remaing positions, in par to absorb workload of
staff moved from the business units to the Central IT Departent

It also tells us that the County could fully achieve the labor savings as budget reductions
using a 75% cutoff by:

+ Movig 209 of the individuals who curently spend 75% or more of 
their time on

impacted activities to the Central IT Deparent

. Eliminating 60 positions

+ Repurosing the labor effort of 3 remaining positions, in part to absorb workload of staff
moved from the business units to the Central IT Departent

. Note that this would likely leave some labor deficit in the business units, as not enough

staff would remain to absorb the work that did not move to the Central IT Departent,
but was performed by staff who did move (or whose positions were eliminated)

Finally, it indicates that the County can not fully achieve the labor savings as budget
reductions using a 100% cutoff, as not enough staff wil be available to handle the

workload of the Central IT Departent. In fact, under this scenario, the County would have
to hie 62 additional individuals, significantly increasing costs over the Status Quo.

25 Additional costs were calculated by distributing additional FTE increases across all impacted IT

fuctional areas.
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This chapter presents Pacific Technologies' IT organization, transition and management
recommendations, organized as follows:

A. Organization Recommendations

B. Roles and Responsibilities

C. Governance Considerations

D. Transition Strategy

E. Benefits and Risks

A. ORGANIZATION RECOMMENDATIONS

The recommendations outlined in this section are specifically crafted to address the problems
articulated in Chapter 2 of this report. Notably, they center on improving infrastrctue
management, enhancing securty, reducing servic e and infrastrcture redundancies, achieving
greater cost efficiencies, and implementing quantitative measures related to IT performance.

Moreover, these recommendations are directed toward meeting the County's revised IT
vision of utilizing information and technology to enable effective public services and
streamline operations. In alignent with Kig County's associated IT goals, the

organizational recommendations defined herein wil enable the County to:

. Create IT effciencies countyide for common buiness fuctions and infrastrctue

. Improve the reliability - and decrease overall costs - of the County's teclical and

application architectues

. Provide responsive core IT services - allowing Kig County agencies and deparents to

focus more exclusively on the business applications that serve the public and other
jursdictions

. Improve IT securty and privacy via effective standards and enforcement

. Enhance IT governance, accountability and communcations

. Facilitate intemal and external information sharig

. Enhance the County's environment for recruting, deploying and retaining a skilled IT
workforce

Based on Model C as-he Preferreçl ;Altemative, PII recommends tbat King County create
a new Central IT Departfent- rather than attempt to simply recast the current OIRM and
ITS organzations. ' , , '
The new departent would be responsible for the majority of IT "utility" services (e.g.,
activities related to supporting the County's networks, servers, and workstations). At the
same time, tbe provision of business application servces would not be altered Individual
agencies and departents would stil be responsible for their own application support and
associated internal staff training - the areas of greatest business value.

The new departent would also be responsible for overall IT planng and governance -
fuctions managed by the Office of Information Resource Management today. With the
County's existing, highly-distributed approach to IT planning, maintaining a separate
organation devoted exclusively to IT governance makes sense. Under a more centralized

service delivery model, we believe that folding these responsibilities into the Central IT
Department will improve both the effciency and overall effectiveness of the County's IT
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planning efforts. The peer surey also supports this approach, as six of the seven responding

chief information offcers indicated that they had direct operational responsibilities.

We understand that creating a new departent represents a major undertkig for the County.

Given the magnitude of this organization's responsibilities, and the need for its leadership to
be able to work effectively with senior management from other County agencies, we believe
that Departent status is appropriate.

We fuher recommend that the County fill senior management pos itions in the new IT
departent - particularly the director position - through a competitive hirg process.
This recommendation is not intended to reflect on the capabilities of curent senior IT
management at the County. Rather, it recognzes the fact that the new director position has
broader responsibilities than any existing County IT position. This approach wil also help
encourage development of a new organization from a clean slate, which may ease concerns
that some agencies have expressed about the ability of existing service providers to supply
adequate service levels.

The following pages present PTI's recommended confguation for the new Central IT
Departent, a sample agency/departent IT support model, and attendant responsibilities
within each organization. Note that, while we believe the suggested organization construct
would adequately serve the County's needs, the new Central IT Departent Director - as

well as agency directors - should have input regarding the ultimate organizational strctues,

as authoried by the CounciL.
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Chapter 4:
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AGENCYIDEPARTMENTIT SUPPORT: SAMPLE ORGANIZATION!

Appliçation
Services

.-._._-----I I
Coordination . Central IT I

.-.---------.----~ Department .

l___.___._.1
IS Manager

Customer Service

A2encyIDepartment IT Support: Sample Or2anization Overview

Organizational
Component Responsibilty
is Manager + Agency strategic IT planng in coordination with Central

IT Department
+ Managing agency IT staff
+ COI representation, as applicable
+ Manages service relationships with Central IT Departent:

· SLAs, including problem escalation and biling issues
. Other contract services, as needed

.. First point of dispute resolution

· Coordination with any co-located staff from the Centrl
IT Departent

+ Budgeting

+ TMB representation
+ Agency IT governance
+ Manage vendor relationships and contract management

+ Business applications and processes traing

+ Telephone/desk-side business application support

B. ROLES AND RESPONSIBILITIES

This section expands upon the roles and responsibilities outlined in the previous section,
including fuer explanation of the relationship between the agency and centralized

fuctions. The majority of this informatDn is presented in table format, utilizing a set of
icons to facilitate comprehension and readability.

1 A small agency/departent would entail only the IT Manager and Application Development

organizational units, with the Customer Services responsibilities being folded into Application
Services
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The section is organized as follows:

. Defintion of Roles

. Sumar Overview

. Responsibilities

. Conclusions

The following list identifies the roles of the new department and those of all other
agencies/departents. It also provides a key to the icons and associated labels used
thoughout the remainder of ths section.

o Prioritizes - Determines the importce/ran of an activity, project or intiative in
comparison to all others curently being implemented or under consideration

C. Provides Servce - Delivers IT service to or within agencies or departents, and
monitors/adjusts service quality based on client/customer feedback, existing service
stadards, and internal review

o Sets Standards - Determines standards for operations, customer service, equipment,
security or other IT fuctions as required

8 Contracts for servce - Contracts with internal or external service providers for an IT
service and negotiates service level agreements appropriate to need

(i Partcipates - Is involved in the process of IT decision makig or service delivery while

not primarly responsible for makng the final decision or for delivering services

The following table summarizes the roles of the Central IT Departent, as well as the

County's other agencies and departents. The table is organied by IT fuction2, consistent
with PTI's IT strategic planng frmework and the approach to developing the staffing
assumptions for the CBA

2 Refer to the glossaiy (Appendix G) for definitions ofITfunctions used in this study.
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Roles and Responsibilties Summary Table

Provides Service

Contracts for service

Tier I (Help Desk)

Tier 2 (Hardware/Device Support)

Business Application Support (Help Desk)

Training

Network Connectivity

Workstation Adm istration

Server Admistration

Mainframe Operations & Adminstration

Data Center Operations

Database Admistration

Securty Admistration

Telephone Systems Support

Asset Management

IT Procurement

Project Maagem~nt

Standards & Policy Development

Admistrtive Support

Departent IT Management

The following section provides a full description of each of the above fuctional areas by
respoiIible unt.

3 NOTE: Customer service-oriented Business Application Support refers to addressing inquiries and trouble calls

related to business softare via the Help Desk. This differs from Business Application Services, which center on

softare development, maintenance and administrtion.
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The following tables provide a more detailed definition of responsibilities, by IT fuctional
area and fuctions, for both the Central IT Departent and the other County
agencies/departments.

CUSTOMER SERVICES

Tier 1 (Help Desk)
Tier 2 (HardwarelDevice Support)

Business Application Telephone
Support

Training

Prioritizes
Fields service calls and
prioritizes requests

o Provides Service

Responds appropriately to
service requests based on
priorities, routes calls to
appropriate central IT
groups, dispatches Tier 2
staff as necessary

Provides Service

Provides service/support
for business applications
as contracted

Provides Service

Provides IT training
services and training
support opportnities

and/or coordination of
training for agencies and
departments

King County

Contracts
Contracts with the Central
IT Departent for service
level agreements (SLAs)-
lf Participates

Participates with the

Central IT Department
and IT governance bodies
on setting service
standards and identifying
feedback mechanisms

o Prioritizes
Works with Service
Center staff to prioritize
critical trouble calls

Provides Service

Provides service/support
for business applications

it Contracts

Contracts with the Central
IT Department for support
as needed

Provides Service

Provides training on
business applications

it Contracts'

Contracts with the Central
IT Deparment for other
IT training as needed
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SYSTEMS SERVICES

Network Connectivity
Workstation Admistration
Server Admistration
Mainframe Operations &
Administration
Data Center Operations

Database Admistration
Securty Admistration
Telephone Systems Support

Provides Service

Provides direct service and
support to all agencies
within King County,
manages/maintains all
related hardware,
infrastructure and
equipment; monitors

service agreements and
customer service in
partnership with agency
representatives

BUSINESS APPLICATION SERVICES

. i
Agency Business Application
Support

Provides Service

Provides agency business
application support for
agencies that choose to
contract for this service
from the Central IT
Department

(i Participates

Participates with agencies
in determining support
needs

King County

Contracts
Contracts with the Central
IT Department for
services utilizing
appropriate SLA s;
provides feedback on
service quality

Provides Service

Provides agency business

application support for
individual agency needs

8 Contracts
Contracts with the Central
IT Department for SLAs
related to application
support require ments

(Ç December 20, 2004 4-9
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IT Planning
- ":'

.'. ... .

Research & Development

Business Continuity Plang

IT PLANNING

Responsible Unit
Central IT Agency!
Department Department

~ Provides Service

Develops and implements

approved countyide IT

plans in conjunction with
agency participation

o Sets Standards

Identifies and enforces IT
standards for the County
(e.g., desktop, server,
application architectures)

rioritizes
Works with agencies to
establish priorities for
major initiatives

Provides Service

Investigates, tests and
documents products and
services that may be
applicable for deployment
within the Central IT
Departments as well as
those that may have
countyide utility

Provides Service

Researches, drafts and
circulates disaster

planning documentation
for all IT efforts;
tests/implements plans as
appropriate

4 Governance is addressed in section C of this chapter.

King County

Participates
Works in partnership with
the Central IT Department
through participation in the
Business Management
Council (BMC),
Communities of Interest
(cor) and other
governing/planning
bodies4

o Provides Service

Develops individual
agency IT plans

prioritizes
Works with Central IT
Department to establish
priorities for major
initiatives. Sets priorities
for a enc initiatives.

Provides Service

Investigates, tests and
documents application-
related products and
services specific to the
agency that may improve
the overall service
delivery and operational
effciency of the agency

I. Participates

Coordinates with Centrl

IT Deparment on business
continuity planning and
participates in recovery-
related planning efforts as
required (e.g., business
impact analysis)
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IT ADMINISTRATION

Provides Service

Tracks, manages, and
reports upon IT assets
countyide

IT Procurement Provides Service

Develops procurement
strategy for IT -related
goods and services,
determines
upgrade/replacement cycles
in conjunction with other
agencies/departments/units,
places orders, and tracks
warranties and service
agreements

Project Maagement Provides Service

Manages central IT projects
and multi-agency projects,
and provides expert project
management assistance to
agency/department IT
projects

Standards & Policy Development Provides Service

Researches and drafts
standards for hardware,
software, services,
operations and operating

policies and procedures for
IT countywide

Admiistrtive Support Provides Service

Provides IT administrative
support within the Central
IT Deparent, as well as
ad hoc clerical support for
inter-agency IT projects

Deparent IT Management Provides Service

Manages the Central IT
Department

King Count

tJ Participates

Communicates with the
Central IT Department on
asset status and
procurement needs

Provides Service

Manages business
projects, with
coordinating assistance
from the Central IT
Department as appropriate

." Participates

Works in partnership with
appropriate governance
bodies and by providing

feedback based on
individual agency needs

Provides Service

Provides individual
agency/department-
specific IT administrative
support

Provides Service

Manages IT. within
individual
agencies/departents

(Ç December 20, 2004 4-11



TI
Practical Planning

Positive Change

IT Organization
Recommendation
Report

Chapter 4:
Recommendations

C. GOVERNANCE CONSIDERATIONS

This section presents governance considerations pertaining to the recommended IT
organizational modeL. It includes material related to overall IT governance, along with
recommendations related specific ally to transitioning to the new IT organization model

In generat ongoing IT governance largely would be handled by existing bodies (e.g., the
Business Management Council, Strategic Advisory Council, etc.) with some modifications to
their operating charters to accommodate necessary changes - and to address concerns
expressed durg interviews with County management. In addition to these groups, new sub-

groups would be created around Communities ofInterest (COI) to optimize the application
portfolio and improve cross-functional, application-related decision makig.

In the followig subsection we present the "curent state" of existig governance bodies

contrasted by their future "end states" in the context of the Preferred Alternative.
Governance recommendations for transitioning to the new IT organizational model follow
that discussion.

PTI's interviews with County directors and managers identified the following chief concerns
surounding current IT governance:

. The process is very resource- and overhead-intenive; correspondingly, it is expensive - as

high-cost personnel attend the meetings

. Representatives of the BMC and TM often feel uncomfortble makg decisions outside
their individual areas of expertse (e.g., someone from the cour makg softare decisions
about trsporttion projects, etc.)

· The ~ceived confict between OIR and ITS has negatively impacted the effectiveness of
IT governance at the County

. Current IT governance processes are, to some degree, an over-reaction to problems

associated with the origial fiancial system replacement project

. Some are frtrated with the advisory natue of the governance commttees and would like
them to have more authority

With this in mind, the following presents a sumary of "current-state" governance bodies5
and related "futue-state" considerations.

5 Information on the existing governance bodies is quoted from the King County Offce of Information

Resource Management web site and appropriate sub-sections of the site at htt://ww.metroKing
County .gov/oirm governance.aspx
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The Chief Information Officer (CIO) advises all branches of the County governent on IT
issues and provides vision and coordination in IT management and investment across the
County. Currently, the CIO directs the OIR, chairs the various related IT governing bodies,
reports to the Kig County Executive and advises independent electeds and
agencies/departents on IT related matters.

In the futue state, the new Director of the Central IT Departent effectively replaces the
CIO, expanding the curent role to include responsibility for a much larger and more
comprehensive IT services organization than the current OIR. In this capacity, the Director
of the Central IT Departent would have oversight and management authority of this new
organization - which would include day-to-day IT operations responsibilities, curently under
the aegis of ITS.

The BMC would continue to fuction as an advisory group, with the same scope of
responsibilties. Additionally, in the future state, the BMC would direct and manage a small
set of sub-committees organized around specific Communities of Interest6 (COI). The COI
would provide business application-specific expertise and analysis to address key, cross-
fuctional softare needs at the County. This will assist the BMC members in makg
application-related decisions regarding areas outside of their business focus/understading -
and help highlight opportties for cross-agency/departent cooperation on major IT

initiatives.

The role of the TMB wil be greatly reduced over time - as previously indicated,
infrastrcture and securty-related policies and stadards wil be handled by the Central IT
Departent. Ultimately, the remaining responsibilities of the curent TMB (i.e., policies and
standards for applications and data management) would be absorbed by the Communties of
Interest - reporting to the BMC, as directed. Doing so wil help streamline existig
bureaucracy, reduce govemance time and expense, and help the BMC make informed IT
decisions around softare and information sharig.

6 Communities ofInterest (COI) are detailed later in this section.
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The SAC would continue to function in the same marer, advising the Director of the Central
IT Departent.

The PRB is involved in "advising the County's Chief Information Offcer in implementing
the project management guidelines developed by the central information technology project
management offce" and "may assume the project oversight role assigned to the project
management office."

The PRB would continue to fuction in the same manner, advising the Director of the Central
IT Departent.

Overall, PTI believes it makes sense to retain the curent advisory natue of the County's
governance commttees - rather than charter them with more authority. In our v~w, this
approach wil enable the new Central IT Departent Director to appropriately receive key
stakeholder input without hamperig his or her ability to effectively steward the new
departent - and countyide-deployed, centrally-managed IT resources.

Communities of Interest do not curently exist within the IT governance strcture of Kig
County. They represent a shift from the present IT governance model

As previously indicated, the BMC and TMB curently segment business-related IT issues
from the technical/infrastrcture issues of IT governance. In the futue state, the majority of
technology instrctue policies and standards wil be addressed by the Central IT

Department. The softare needs of individual agenc~s would stil surace in the BMC.
Communities of Interest, ultiately, would fill the advisory gap that remains by serving as
techncally-literate subcommittees to the BMC regarding the County's cross-fuctional
business application needs.

COIs would form around broad areas of common or related business activities, comprised of
staff drawn from individual agencies/departents involved in business application support
with those areas. As a starting point, groups could center on the following gèneral

categories of interest:

. Justice

. Land

. Trasporttion

. Health

. Admstrtion

King County (Ç December 20,2004 4-14
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Each of these Communities of Interest would be charted under thë BMC to analyze and
surface high-priority areas for investment, highlighting potential opportnities for integration

of applications and data, as well as the potential for pooling resources (i.e., capitai hardware,
software, and personnen. To be more specific, the Communities of Interest would be
responsible for:

. Recommending solutions to business concerns that cross agency/departental boundaes

. Improving data flow and application integration across related business areas

. Providig input on potential costs, benefits and risks (e.g., business case development)

. Identifyg opportties and developing strategies for potential application consolidation

and IT resource sharig to better address business need, extend/enhance service levels, and
streamline operations

. Educating and informg the BMC regardig cross-fuctional IT policies, procedures and
standardiztion

It is worth noting that the Communities of Interest would not be operational entities with
separate budget, resource and/or project implementation responsibilities. Rather, they would
fuction as advisory groups in support of the BMC - representig an informed cross-section
of stakeholder perspectives sharig common service objectives - to fill an unet governance
need at the County.

Under the aegis of the BMC, COI groups wil also develop business cases aimed at
rationalizing and enhancing the County's business application portfolio. As the transition
plan outlied later in this chapter indicates, the intial business cases wil focus on potential
"high yield" applications that may benefit from consolidation effort. These studies wil
surace opporttie s to elimiate redundancies, enhance integration, and achieve long-term .

cost efficiencies. Accordingly, our cost assumptions include a $1 millon budget allocation
diected toward this effort to fud the active involvement of COI representatives in the

analysis and development of these application-oriented studies.

The preceding subsection addressed governance considerations surrounding the new IT
organization end-state. This subsection speaks to the need for governance strutues that will
effect a smooth transition to the recommended modeL.

In broad terms, the governance strctues for transitionig to the new IT model should

include:

. Clear lies of authority for day-to-day project management, policy issue resolutions, and

exception approval

. A detailed exception process, includig cogent guidelies for handlig exception requests

and mechansms for their research, review and approval

. Streained decision makg, with clearly-ariculated responsible paries

. Ample opportty for staeholder input though existing Kig County govemance

mechansms - includig escalation processes as necessar for diectors/independent electeds

. A defied end-state with associated measures, reporting, and feedback mechansms

The ilustrtion on the following page provides an overview of Trasition Project

Governance.
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PTI Transition Group Descriptions
Practical Planning

Positive Cliange

IT Organization
Recommendation
Report

Project Sponsors

King County Executive

. Provide overall 
leadership for the trsition

. Keep abreast of 
progress and communcate with the

Kig County Council to keep the Council informed
of progress

. Make fial decisions on major project issues,

including final approval of exceptions
Chapter 4:
Recommendations

Transition Team Groups

Staff drawn from existing IT and other
groupS within King County who have
the relevant expenence and knowledge
to effect a smooth transition in each of
the designated specialized areas listed
below. Augmented with additional
resources as necessary.

. Implements in whole or in par activities associated
with the trsition, with leads paricipatig on the
Trasition Management Team. Individual
Transition Tea Workgroup descnptions follow.

Staff Transition Workgroup
Staffed as needed

. Implements HR-onented activities and addresses
associated issues (e.g., bargaig unt
considerations) related to the trition

. Effects staff tritions

King County (Ç December 20,2004 4-17



PTI
pfactical Planning

Positive Cbange

IT Organization
Recommendation
Report

Chapter 4:
Recommendations

Countyide Architecture
Workgroup
Staffed as needed

. Implements activities related to
telecommunications, wireless and network/data
communications necessar for the trition

. Manages enterprise architectue review and

stadardization

King County Council
Elected representatives

. Kept apprised of trition activitie s and overall
transition progress

. Conducts legislative review/revision as appropriate
and necessary to ensure a successful trsition

Exception Handling Team

Three individuals appointed by project
sponsor with recommendation from
BMC

. Processes exception requests from agencies and

deparents by conducting relevant research

. Forwards recommendations for approval to the
Project Sponsors

This section outlines the major transaction activities and an associated schedule for
successfully migrating to the new IT organizational modeL.

Given the potentially divisive natue of 

the transition, and the politics involved in any radical

ortiona chage, King Connly shonld start th transition process where the projec
sponsors have the gratest pissihle snecoss: agencies and departents that direl~

report to the King Connly Execntive. In doing so, the Cen1I IT Depaent could be
created relatively quickly to demonstrate the efficacy of the model, build service credibility,
an prove the cost-effecveocSS of the new deparol Once eslablished - and the beocfits
are weii-communicated _ centralied IT services could be extended to the other branches of
governent in a planned, phased manner.

A key component of the transition strtegy is a thoughtfu and well-executed approach to
change management. As described later in ths section, these efforts must focus on

eng commtment to, belief in and excitement arimd aneW, coimtyde IT cultu.

The following Gantt char depicts the major trnsition activities and their timing, addressing
all thee branches of goverent.

King County (Ç December 20,2004 4-18
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Practical Planning
Positive Change

IT Organization
Recommendation
Report

Chapter 4:
Recommendations

As the Gantt char indicates, we organied the activities required to make a successful
trnsition to the new IT organization model as follows:

. Governance - the establishment of IT decision-makig strctues, policies, and operations

. Servce Delivery - the establishment of the Centrl IT Departent and related staff
trsitions

. Technical Architecture - the standadiation of the County IT architectue and related

techncal project

. Applications - the establishment of COIs and identification of applications for potential
consolidation

The tables on the next several pages defie the major activities within each of these transition
project "threads," with brief descriptions of each underlying activity.

King County (Ç December 20, 2004 4-20
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Practical Planning
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IT Organization
Recommendation
Report

Chapter 4:
Recommendations

Simply put: change is difficult. Good intentions, extensive analysis, and sound strategies can
too-easily devolve into chaos and failure in the face of organizational resistance, poor
planng, and ineffective communcation. Clearly, a proven and professional approach to
managing change is instrmental to successfully transitioning to a new countyide IT
cultue. With this in mid, we recommend that Kig County pay particular attention to
change management.

Key components of change management that must be addressed include:

. Planning for change

. Establishing a change management team

.. Defmig change management plans, milestones, success measures, and timelines
· Assessing transition risks and developing remediation strategies

. Managing the change

. Establishing two-way channels of communication and feedback

· Establishing an effective conflict resolution process
· Implementing the change management plan - including a readiness assessment to

ensure that the Central IT Departent is functional and likely can fulfll
commitments made in the service level agreements

. Monitoring effectiveness ofthe change

· Gatherig and analyzing feedback information (e.g., sureys, "brown bag" sessions)
. Assessing the gaps between intended outcomes and reality

. Effecting requisite corrective actions

To be effective, the County must have strong executive leadership throughout the process -
focused on long-term results. The project sponsor and Kig County management must be
involved in the process to provide a clear and consistent message to County employees that
there truly is a commtment to the transition effort.

In addition, the importnce of effective communication canot be overemphasized. The
County wil need to have a cogent plan for employee communication - and use it. Along
these lines, communcation surounding the transition must reinforce key messages (e.g.,
attinent of the County's IT vision and goals). Communication must also be tailored to
meet the needs of the County's diverse workforce segments- keeping in mid that "one size
doesn't fit all." Additionally, it is imperative that communcations include actively listening
to better understand concerns as they arise and develop appropriate strategies to miimize
passive - or active - resistance.

Pacific Technologies recommends implementing a manageable set of pedormance metrcs to
monitor IT service delivery, operations, and expenditues and enhance IT -related governance.

Pedormance-based decision makig relies heavily on data collectio n and analysf;. The effort
to do th can be signficant, and should not be underestimated. However, such analysis is

requied to trly understand the value being achieved from IT investments. With the
context of our recommendations, it is the only way to objectively determe the impact of the
suggested changes.
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Chapter 4:
Recommendations

To put in place a process for performapce measurement, King County wil need to identify
areas for measurement, expected or desired targets for those metrics, and a method for
collecting the data. The following outlines PTI's specific recommendations in this regard.

AREAS FOR MEASUREMENT

. IT Customer Support and Satisfaction

. IT Financial and Management Performance

. IT Project Performance

. Transition Progress Performance

IT CUSTOMER SUPPORT AND SATISFACTION
These measures help the County determine how well the Central IT Departent meets
agency and deparental needs, while also providing a basis for a before/after comparison of
service levels. Metrcs for customer-centric services (e.g., the Service Center) also help IT
providers and customers understand service trends and areas of concern. Service level target
commitments must be determined in a collaborative effort between customers and IT staff to
ensure measures address customer demand, and that these commitments are attainable.

Suggested measures include:

. Customer satisfaction surey (expandig on any that are curently conducted by OIR and
ITS)

. Tier 1 and Tier 2 servce metrcs:

. Natue of problems curently resolved by Tier 1 and Tier 2 staff, respectively (e.g.,
hardware failure, configuration problem, trainng issue, application failure, etc.)

. Percentage of problems resolved by Tier 1 staff

.. Percentage of problems resolved withi a fixed time frame (e.g., 30 minutes)

. Percentage of Tier 2 problems resolved within a fixed time frame of 
the intial Tier 1

response (e.g., 2 hour)

. IT incidents per workstation, agency/departent, service type, etc.

. Cost per incident

When the Service Center is implemented with a phone system that supports call queuing an
related featues, additional measures might include:

. Percentage of phone calls anwered withi 20 seconds (or other appropriate timefre)

. Call abandonment rate

Whenever possible, data needs to be gathered and analyzed before, durg and after the
trnsition period.

IT FINANCIA AN MAAGEMENT PERFORMCE
Financial and management pedormance measures help decision makers take a broad look at
IT service delivery and effciency. Suggested measures include:

. IT Labor Expenditues by category (as defied by IT fuction in ths study):

. Customer Service

. System Services

King County (Ç December 20, 2004 4-27
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. Business Application Services9

.. IT Planning

. IT Adminstration

. Goods and Services expenditues:

.. Softare licenses

.. Hardware by major category

. Contract labor

. IT operating budget as a percentage of total countyide operating budget

. IT expenditues per Kig County resident

. Workstation to workstation-support -staff ratios

. Server to server-admstrtion-staff ratios

. Major IT cost drvers (combined labor and goods & services costs10)

. VV orkstations

. Mainame and servers

. Network

. Mobile devices

. Other system services

. Applications

. Project management

. IT planng

. IT admtrtion

. Telecommuncations

. All other

TRASITION PROGRESS AND PERFORMCE
The measures presented in the previous paragraphs are expected to be evaluated on an
ongoing basis - most likely annually. Additionally, we recommend that the County gather
performance measures on a quarterly basis to track progress toward completing the
recommendations in this report. Suggested measures include:

. Percenta~ of defined pri taks completed from the trition plan

. Percentage of workstation support servces delivered centrlly (by FTE)

. Percentage of workstations deployed with a standad confguation

. Total number of servers

. Percentage of servers managed centry

. Ratio of users to file/prit and e-mail server

9 Even though Business Application Services would remain within individual agencies/departments, it

is stil importnt to monitor fiscal and service levels at a greater organizational level as part of the

governance process. Note that this would also include business application support for multiagency
arplications as well as countywide application support that would be managed centrally.
1 These major cost drivers are referenced in Chapter i and Appendix E of the King County Total

Operating Cost of Technology report.
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DESIRED TARGETS

In establishig the performance measures, the County must:

. Define performance tagets (e.g., ratio of workstations to support-staff-FTE's, etc.) as
recommended

. Captue baseline measures as services and deployments exist now to ensure an accurate

pictue of curent performance

E. BENEFITS AND RISKS

This section highlights the primary benefits and risks associated with the new IT
organizational modeL.

Major benefits include! i:

. Improved IT governance, penormance management, and accountabilty, including
enhanced abilty to manage servce quality through centraUzation of responsibilty and
collection of penormance measures

. Abilty to standardie policies, procedures, and busine ss practices related to IT servce

delivery through centraUzation of responsibilty and development of enterprise
standards

. Enhanced information sharig through the reduction of infrastructure barriers across
agencies

. Agency focus on business-base value-added IT activities - not commodity servces

. Enhanced IT security through centraliation of responsibilty, consolidation of assets,
and implementation of standards

. More reliable, consistent, and standardied IT infrastructure through centraUzation of
responsibilty, and consolidation and standardization of assets

. Improved abilty to incorporate advances in new technology through implementation
of standards and focused research and development efforts

. Positions Kig County for enhanced regional cooperation and leadership opportunities

in regional initiatives through specifc assignment of these responsibilties in the
Central IT Department

Proactively addressing potential risks minimizes the possibility that they wil derail the IT .
reorganiztion effort and the attendant benefits to be realized. The following highlights
major risks and attendant mitigation strategies related to the new IT organizational modeL.

i! Refer to Chapter 3 for a more detailed description of benefits, outlined in the business case.
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A. Service degradation occurs during and
after the transition:

. Server downtime increases

. Problem resolution takes longer

Chapter 4:
Recommendations

Baseline service levels need to be
established, with services being compared
over time to this baselie. Service level

agreements need to be created that defie
expectations for both service delivery and
receipt. Upgrades to the network may be
required. Investment in desktop and server
management technology wil be necessary.
The Central IT Departent must be
developed as a capable, credible, and
accountable provider of IT services. All

paries must be held accountable for their
responsibilities. This necessitates strct

attention to performance management. The
central provider must also recognize the
need for different levels of service (i.e.,
"one size doesn't fit all"), and be prepared
to provide higher levels of service as
necessary .

c. Organizational resistance to changes
prevents fuD implementation

An effective governance process needs to
be put in place to manage the transition.
The Central IT Departent must
demonstrate that it is a capable, credible,
and accountable service provider.
Bargaining unit concerns must be
addressed. Readiness evaluations should be
conducted to rate capability before services
are shifted to the Central IT Departent.
Incentives, such as reinvestig some portion
of the savings back into the business units,
could be explored. Benefits need to be
documented and communicated to the
agencies.
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E. Predicted benefits are not fully achieved A clear set of expected benefits needs to be
defined and communicated, along with
associated quantitative measures. Curent-
state values for these measures need to be
taken to serve as a baseline. Measures need
to be repeated periodically, with
adjustments made if results do not appear to
be on track with expectations.

G. Leadership and/or management is
ineffective during the transition and after
the change

Effective management of both the transition
and the new Central IT Departent are
critical to ensurg effective service
delivery and instiling trst in the new
organization. The County can help mitigate
this risk by competitively filling key
management positions and providing
trainng as appropriate for management
staff of the new Centrl IT Departent.

While these risks present significant challenges, we believe that the potential benefits clearly
outweigh the possible hazards. Nevertheless, the County must effectively manage these
concern to ensure a successful transition.

The roles and responsibilities depicted for both the Centrl IT Deparent and the other
agencies and deparents pivot around two priary themes: allowing the central service
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PTI provider to provide commodity IT services as a countyide "utility," and focusing limited IT
resources in the agencies on higher-value, business-based application support. An implied
two-way communcation transcends these organizational boundaries - centerig on
partership and accountabilty.

Practical Planning
Positive Change

IT Organization
Recommendation
Report

Service level agreements foster an explicit covenant around agency/departent needs,
expectations and attendant Central IT Department resource demands and limitations.
Additionally, IT governance plays an important role in assurg that IT is effectively
performance-managed and capable of supporting critical County services in a credible, cost-
effective manner.Chapter 4:

Recommendations

Transition to the Central IT Departent will be complex - and politically challenging. That
said, the complexity and challenges inerent in this change can be addressed by a clearly-
delineated transition plan, effective change management, and a quantitative approach to
managing performance to ensure that IT service providers deliver on their promises.

The recommendations outlined in this report serve as a starting point for the more detailed
planning (and hard work) that lies ahead.
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Appendix A:
InteNiew Log

This appendix lists the individuals within King County who were interviewed as part of thissrudy. .
A. INTERVIEW LOG

Name Title Department
Gedeon Michael Interim - Chief of Onerations DAJD
lonnlev Tim Information Svstems Mananer DAJD
Maves larN Interim Director DAJD
Maclean. Jackie Director DCHS
Mark T errv Assistant Director DCHS
Nauven Dien IS Coordinator/Proarammina Analvst IV DCHS
Solemsaas Rachel Chief Financial Offcer DCHS
Pahl Michael Information Services Manaaer DOES
Warden Stenhanie Director DOES
Kearns Kevin Division Director DES
Tanaka Paul Countv Administrative Offcer DES
Whalen Caroline Deoutv Countv Administrative Officer DES
Bailev Teresa Denutv Director DJA
Miner Barbara Director & Sunerior Court Clerk DJA
Shuster Joe T echnoloav Division Manaaer DJA
Hansen Rod Denutv Director DNRP
Hockinn Garv Technoloav Unit Mananer DNRP
Medved Rich Administrative SeNices Director DOA
Desmond Kevin General Manaaer DOT
Peterson Marv Deouty Director DOT
Scharrer Grea Budaet & Systems Mananer DOT
Taninuchi Harold Director DOT
Wilis Pennv Manaaer DOT
Kinn. Greaa Chief Administrative Offcer DPH
Nauven Hoann Health Proaram Assistant I DPH
Peter Dorothv Chief of Health Onerations DPH
Plouah Alonzo Director DPH
Schwendeman Patty Information Svstems Analvst DPH
Unlorn Kathleen Administrative Services Director DPH
Constantine Dow Councilmember - District 8 KCC
Haaue Jane Councilmember - District 11 KCC
Crozier. Tricia Chief Administrative Offcer KCDC
Grindle Cathy T echnoloav Director KCDC
Harn Corinna Chief Presidina Judae KCDC
CalL. Steve Director Offce of Manaaement & Budaet KCEO
Martinez David Chief Information Officer KCEO
Sims Ron Countv Executive KCEO
Walsh Jim Countv Executive Assistant II KCEO
Honner Bettv Director Information Services KCSC
Sherfey Paul Chief Administrative Offcer KCSC
Dazell. Charlotte T echnoloQY Manaaer KCSO
lee Pat Criminallnvestiaation Division KCSO
Turner. Denise Technical Services Division KCSO
Flickinner Fred Comnuter Services Mananer PAO
Malenn Norm Kina County Prosecutina Attornev PAO
Rvan David Director of Information and Technoloav PAO
Satterbern Dan Chief of Staff PAO
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Appendix C:

Current State

This material summarizes PTI's findings regarding information technology (IT)
organizational structures, geographic distrbution of IT assets and staff, and survey responses
from comparable jurisdictions.

PTI developed these findings based on data gathered from Kig County documents, a staffing
questionnaire answered by agency personnel, interviews with representatives from each
County agency, and surveys with IT representatives from seven other Counties. We also
relied heavily on the staffing data from the County's recent IT Total Operatig Cost of
Technology (TOCT) study.

The remainder of this appendix presents our "current state" findings, organized as follows:

A. Sumar of Findings

B. IT Staffing and Organiztion

C. Curent Geographic Distrbution

D. Surey Results

A. SUMMARY OF FINDINGS

This section provides a distilation of our key findings. The following table and chart outline

additional highlights from our analysis.

SUMMY ANALYSIS OF IT STAFFING AND ASSET DISTRIBUTION

ConcentrationofIT -titled FTEs -b
Seattle core

Renton core
Kent core

All others

service locatioii:
408.78 Representing 85% of the total
23.10 Representing 5% of the total
8.00 Representing 2% of the total

42.12 Representing 9% of the total

If
Concentration of workstations ~b
200+ workstations

100 - 199 workstations

21 - 99 workstations

1 - 20 workstations

o workstations

Representing 53% of total workstations

Representing 18% of total workstations

Representing 23% of total workstations
Representing 6% of total workstations

Representing 0% of total workstations

Total 217
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SUMMY ANALYSIS OF IT STAFFING AND ASSET DISTRIBUTION (cont.)

Count Percentage of Total Count
Concentration of workstations - bv service location:
Seattle core 6,910 Representing 57% of the total

Renton core 1487 Representing 12% of the total

Kent core 1064 Representing 9% of the total

All others 2,712 Representing 22% of the total

Total 12,173

Concentration of servers - . b-v facIIi :

100+ servers 1 Representing 14% of the total servers

40 - 99 servers 4 Representing 28% of the total servers
10 - 39 servers 12 Representing 31% of the total servers

1 - 9 server 88 Representing 28% of the total servers

o servers 112 Representing 0% of the total servers

Total 217

Concentrationofservers-bvservice location: .

Seattle core 553 Representing 68% of the total

Renton core 77 Representing 9% of the total

Kent core 56 Representing 7% of the total

All others 131 Representing 16% of the total

Total 817

The followig chart provides a farther breakdown of workstations, servers and IT FTEs by
major geographic service areas across the County.

IT TITLED STAFF AN ASSETS BY CORE SERVICE ARA, ~~ ThW ThW
Core Service Location Zip Code Workstations Servers IT FTEs
Seattle Core

. Seàttle Core Sub Tótal
Renton Core

We find that contiguous zip codes within Seattle, Renton, and Kent contain the majority
of the County's IT labor and hardware assets. These zip codes are grouped together and
designated as core service areas. Seattle core consists of Seattle zip codes 98104,98121, and
98134; Renton core zip codes consist of 98055 and 98056. Kent core zip codes consist of
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98031 and 98032. The remainder of this appendix uses these core service area groupings
as one of its primary lines of analysis.

B. CURRENT GEOGRAPHIC DISTRIBUTION

Ths section summaries the County's curent geographic distrbution ofIT labor,
workstations and servers.

The following subsections include:

. Overall IT labor distrbution

. Workstation ditrbution

. Server distrbution

OVERALL IT LABOR DISTRIBUTION

PTI's IT strategic planng framework organizes IT labor in to five separate fuctional areas:
Customer Services, System Services, Business Application Services, IT Administration, and
IT Planning. As a means of providing consistent strctue, our labor distrbution analysis
also employs these major categories oflT service delivery.

Brief defintions of the functional areas follow:
· Customer Services - labor related to diectly supportg users ofIT systems and services

· System Services-labor related to implementig, maintaing and supportg the
organtion's computers, systems softare, and network connectivity

· Business Application Services-labor related to providig, maintaing, and supporting the
use of softare needed to meet the operational, management, and reporting requirements of

the organtion

· IT Adminstration - labor related to the oversight of the technology fuction at the
organtion

· IT Plang - labor related to the planng, research and development, disaster recovery, and

securty of the technology fuction at the organation

Utiliing this framework, we then look at the distrbution of County IT labor and assets
across two major dimensions:

· Facilty- a buildig that houses County agency staff and assets

· Core Servce Area - a geogrphic area, based on zip codes, tht represets a meangfl
concentrtion of labor and/or assets

King County (Ç December 20, 2004 G-3
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The following tables present our analysis of IT labor categories, first by facility - then by
core service area The first chart, IT Labor - by Facility, lists the ten facilities with the
highest IT FTE counts based on the "priary location" in the geography data provided by the
agencies.
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DISTRIBUTION OF FTES FOR IT SERVICES BY CORE AREA

Other, 9%

Renton,
5%

The next table provides an analysis of shift staff IT labor and also shows the average number
of hours in a year that staff members pedorm actul support work while on call. For example,
if a staff member is on call for 120 hours in a year and pedorms 10 hours of actul work in
response to a user's problem or trouble ticket, 10 hours were counted. Hours that a staff
member is on call but performs no work are not included in the totals.

SIDFT ANALYSIS AND ANNUAL ON CALL HOURS

Second Third Shift Rotating Annual Average Hours of
Agency Shift FTEs FTEs Shift FTEs Work While on Call

BEEO 0
KC Council 0
DAJD 1 049.0
DCHS 0
DES FBOD 0
DES HR 0
DES ITS 3 3 3 2.450.0
DES Other 0
DJA 0
DNRP 556.0
DOA 26.0
DOT Data not available
DOT - Transit 2057.0
KCDC 50.0
KCSC 340.0
DOES 120.0
PAO 0.0
DPH 2 2 548.0
KCSO Data not available
Totals 3 5 3 9,196.0

King County (Ç Deæmber 20, 2004 C-6



PTI Note that:

. The vast majority of the County's IT staffwork fist shift

. ITS and the Deparent of Public Health are the only agencies that have reported any shift
work

. The Departent of Public Health, Deparent of Transporttion- Transit, Departent of
Executive Services and the Departent of Adult and Juvenile Detention all report an annual
average of over 1,000 hour of work while on call
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Current State
WORKSTATION DISTRIBUTION

This subsection presents our analysis of workstation distrbution across the County.

For the puroses of this study, we define a workstation as a single -user computing device,
such as desktop personal computers and laptops.

The table on the following page outlines the number of workstations by facility within the
County, highlighting facilities with workstation counts of 150 or more.

King County (Ç December 20,2004 G-7



WORKSTATION COUNTS BY FACILITY
. . . . . . . .

KinQ Street Center 981041 DNRP 924
IDOT 270
I DOT-Transit 715

KinQ Street Center Subtotal 1.909
King County Courthouse 98104 DAJD 57

DES Other 0
DJA 205
KCC 170
KCSC 314
KCSO 239
PAO 4

Kina County Courthouse Subtotal 989
King County Administration Building 98104 DES FBOD 98

DES HR 71
DES Other 474
DOA 178
ITS 0
KCC 9
PAO 94

. . . Kina Countv Administration Buildina Subtotal . . 924
Regional Justice Center 98032 DAJD 150

DCHS 3
DES Other 2
DJA 88
DPH 50
KCDC 27
KCSC 191
KCSO 128
PAO 83

Reaional Justice Center Subtotal
.....

. 722
Wells Faroo Center 1 981041 DPH 584

Wells Faroo Center Subtotal ......... 584
Exchange Building 98104 DCHS 206

DES FBOD 185
DES HR 10
DPH 16
DOT-Transit 89

Exchani:e Buildini: Subtotal . ." 506
Blackriver Corporate Park 980551 DDES 383

IDOA 103
BlackriverCoroorate Park Subtotal .' m 486

King County Unincorporated I DES Other 0
I KCSO 360

Kina County Unincoroorated Subtotal ." .'. ,360
Bank of America Tower 98104 BEEO 128

DES Other 15
ITS 0
PAO 208

Bank of America Tower Subtotal .' '. 351
- RAnkin I ~flO!,!,1 DCHS 345

.... WorkSource -Renton Subtotal . ','.' .','. .,'. 345
Yesler Building 98104 DAJD 24

DES HR 29
DES Other 20
DPH 93
KCC 8
KCSC 0
KCSO 9
DOT-Transit 132

YeslerBuildina Subtotal ....' . ..... ','.. 315
Seattle Municipal Tower 98104 DES HR 0

DES Other 0
OJA 0
ITS 234
PAO 15

'Seattle MUl1icioal Tower Subtotal
'.. ", ".', ,i'. ' 249

King County Correctional Facility 981 041 OAJO 150
IOPH 76
KCOC 2

Kini: Couotv Correctional FaciltvSubtotal .' '.' . ,: ';.i . ,'.':' .:.. 228
Renton Roads Maintenance I 980561 DOT 15C

" 'Renton Roads Maintenance Subtotal 
'. .. .. ,',.... .... . "'150

-

Grand Total 12,173
All th 4541
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Overall we find that:

. 16 facilties are respo nsible for 200+ workstations

(53% of the total workstations)

. 16 facilties are responsible for 100 - 199 workstations

(18% ofthe total workstations)

. 58 facilties are responsible for 21- 99 workstations

(23% of the total workstations)

. 127 facilties are responsible for 20 or fewet workstations

(6% of the total workstations)

The table below shows the groupings of workstations by location:

WORKST A TION COUNTS GROUPED BY F ACILITY LOCATIONS

200 or more
100 to 199

21 to 99
20 or fewer

9
8

21
23

2
3

7
6

1

3

4
10

4
2

26
88

16
16
58

127

The chart below displays the percentages of workstations by core geographic area.

WORKSTATION COUNTS BY CORE GEOGRAHIC ARA

2,810
24%

1,074
9%

6,996
59%

1m Seattle

ii Kent

o Renton

o Other

1,010
8%

As the chart clearly indicates, 59% of the County's workstations reside in the core downtown
Seattle service location.

1 This "20 or fewer" category includes facilities with no workstations.
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SERVER DISTRIBUTION

Ths subsection presents our analysis of server distrbution across the County.

The table on the following page outlines the number of servers, by facility, within the
County.
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Again utilizing our analysis by zip codes, the following chart displays the percentages of
servers by core service area.

SERVER COUNTS BY CORE SERVICE ARA

56
mi Seattle

II Renton'

o Kent

o All Other
77
9%

553
68%

We found that 68% ofthe County's servers are located within the Seattle core service
area.

We also found that all server tyes are distrbuted thoughout various agencies as ilustrated
in the following table.

SERVER COUNTS BY AGENCY

Total
File/Print Email Application Other Servers per

Agency Servers Servers Servers Servers Agency
DNRP 52 0 52 66 170
ITS 5 15 39 60 119
DOT-Transit 18 2 31 26 77
DES Other 26 0 19 27 72
DPH 26 0 9 32 67
KCSO 4 0 12 46 62
DOT 16 0 14 13 43
DJA 5 0 10 25 40
KCSC 20 0 12 8 40
DCHS 20 0 4 14 38
DES FBOD 10 0 6 0 16
PAO 8 0 3 4 15
DOES 2 0 5 6 13
KCDC 1 0 0 10 11

DES HR 5 0 3 3 11

DAJD 2 0 2 6 10
DOA 2 0 1 5 8
KCC 0 0 1 4 5

Grand Total 222 17 223 355 817
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From this, we determined that 6 King County agencies were responsible for 50 or more
servers. These agencies comprise 69% of the County's total servers. A breakdown of this
count follows:

KING COUNTY AGENCIES WITH 50+ SERVERS

Total Total
File/Print Total Email Application Total Other Total Servers

Agency Servers Servers Servers Servers per Agency
DNRP 52 0 52 66 170
ITS 5 15 39 60 119
DOT-Transit 18 2 31 26 77
DES Other 26 0 19 27 72
DPH 26 0 9 32 67
KCSO 4 0 12 46 62
Total 131 17 162 257 567

c. SURVEY RESULTS

In addition to reviewing the County's IT service delivery model, PTI sureyed other counties
to determine curent states and futue trends regarding allocation of IT services. PTI
contacted 17 other counties. A total of seven responded. Participants (either the CIO/CTO or
their designate) were surveyed by telephone and by maiL. We received responses from:

. Broward County, FL

. San Bernardino County, CA

. Harrs County, TX

. Tarant County, TX

. Fairax County, VA

. Santa Clara County, CA

. Los Angeles County, CA

To analyze and trend each County's levels of centrlization, once again we sumared surey
data across five major service categories of:

. Customer Services

. System Services

. Business Application Services

. IT Adminstration

. IT Planng

The remainder of this section provides a sumary of our analysis.

TRENDS WITHIN IT SERVICE DELIVERY

We asked participants to provide curent measures and futue trends of centraliztion and
decentralization within the specified IT service categories.
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Overall, the survey indicates that most counties have recently become (or are in the
process of becoming) more centralized- with some counties pursuing almost complete

centralization ofIT service delivery. In most instances where no change was expected to
occur in service delivery, signficant centralization had already occurred. Business
Application Services represents the only area where decentralization is planed and the level
of change is slight. The following table offers a summary view.

SUMMY TRENDS IN COUNY IT SERVICE DELIVERY

The chart below depicts the relative levels of centralization of respondents' IT service
delivery by major IT fuction. The yellow arrow indicates Kig County's position relative to
the average level of centralization for each IT fuction.

AVERAGE LEVEL OF CENTRAIZATIONIDECENTRALIZATION
OF IT SERVICE DELlVERy2
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2 PTI surveyed seven other counties identified by Kig County as comparable.. This chart depicts the

summarized results of that work. Appendix C contains additional detaiL. It may be worth noting that several King
County agencies conducted follow-up sureys on an agency-specific bases (in contrst to PTI's aggregated,
countyide analysis). In doing so, they found that replies from individual agencies in some of the same
comparable counties appeared to conflct with PTI's findings. (i.e., they reported a higher level of decentralization
in the comparables than PTI found).
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The following grphs offer a more detailed look into each IT service area, along with
associated average scores.

SERVICE DELIVERY DET AIL

The following charts present levels of centralization across each of the five major IT
functional areas for the sureyed counties, along with an averaged score and King County's
position on this continuum.

Fairfax Cnty, VA

Harris Cnty, TX

San Bernadino Cnty, CA

Tarrnt Cnty, TX

Broward Cnty, FL

Santa Clara Cnty, CA

Los Angeles Cnty, CA

King Cnty, WA

Fairfax Cnty, VA

Harris Cnty, TX

Tarrant Cnty, TX

San Bernadino Cnty, CA

Broward Cnty, FL

Los Angeles Cnty, CA

King Cnty, WA

Santa Clara Cnty, CA
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IT Planning
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ADDITIONAL SURVEY DATA

PTI also gathered general inormation concerng the standadization of desktops, enterprise
architectue, remote control tools, and organiation strctue - summared in the following
table.

SURVEY RESULTS - ADDITIONAL INFORMTION

Surve Questions
Has the county performed an
architecture 0 timization? Y Y N y y y y
Are all the county's desktops
standardized? N y N y y N N

Does the county have and utilize
remote control tools? N y N y y y y
Does your county have a CIO/CTO
osition established? Y Y Y y y y y

Does the CIO/GTO position have
direct IT 0 erational res onsibilit ? y y y y y y N

Findings:

. Kig County is behid the curve regarding centraliation in all IT servces areas

. Only one other county reported a CIO who does not have authority overfor IT

operations
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This appendix descnbes PTI's approach to scorig the three final models and provides the
rationale behind our specific scores.

A. SCORING METHODOLOGY

After reviewing and rejecting several of the models, we subjected the remaining models to a
more ngorous examination. This consisted of an evaluation based on specific cnteria and a
subsequent sconng of the models.

PTI identified six cntena to use as a basis for ratig the IT organization alternatives. Each
individual cntenon was assigned a weight, or point value. More importnt critenareceived
higher point values and less importnt ones received lower point values - effectively
weighting the cntena. These cnteria and weights were reviewed by the BMC, TMB, and
Project Advisory Committee!, updted based on input received, and accepted by the project's
sponsors for use by the consultant.

The table below defines the criteria and associated weights:

ORGANIZATION MODEL EVALUATION CRTERI AND WEIGHTS

Criteria Weight
(Points)

A. Cost Effciency: relative savings of the alternative models
compared to the Status Quo - based on end-state labor forecasts and

100
assumptions regarding architectue standardization and
conso lidation

B. Consistent Countyde IT Servce & Mir: ability of the option
to effectively manage and govern IT assets, standards, policies and 70
service quality from an entire County perspective

C. Countyide Securitv/Privacy: ability of the option to reliably and 80
effectively deliver physical, desktop, application, and fie securty

D. Responsive and Accountable Servce: ability ofthe option to
flexibly enable agency business needs and provide accountable IT 100
service to the business unts

E. Skied Workforce: ability of the option to provide viable career
80paths and appropriate specialization for County IT professionals

F. Lon2-Term Position: ability of the option to provide a long-term
sustainable model for public access, regional intiatives, and

70
implementation of best practices in alignent with the County's IT
vision and goals

PTI rated each model against all six criteria. For a given criterion, we assigned a score of 0 to
10 - where 10 represented the best score. Scores for a specific critenon reflect how well that
model's end state achieves the critenon's p~ary objectives.

1 As a result of this review, the Superior Court suggested adding three additional critena: Quality of Justice,

Confidentiality, and Continuity of Business Practice. The consulting team believes that the defined criteria
already encompass these elements and have applied them accordingly:

Criterion C - Security/Privacy, speaks to the need to deliver appropriate application and data confidentiality

Criterion D - Responsive and Accountable Service, speaks (overall) to addressing the agencies" business
missions (in this particular case - quality of justice and continuity of business practice

supported by trined and authorized staff.
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For each criterion, the score was multiplied by the criterion weight. From these individual
scores, a single total weighted score was calculated for each model- with the highest score
indicating the best overall modeL.

These points were calculated as follows:

(Option Score) X (Criterion Weight) = Weighted Score

For instance, assume a criterion has a weight of 80 points available. Model X rates a 7 for
that criterion, while Model Y rates a 3. Model X wil be awarded a weighted score of 560
(i.e., 7 x 80), while Model Y wil receive a weighted score of 240 (i.e., 3 x 80).

Weighted scores for each option were summed to attain a total score.

B. SCORING RESULTS AND RATIONALE

The results of this scorig effort follow for each of the three models considered:

+ Model A - Statu Quo

+ Model B - Complete Centrliztion

+ Model C - Distrbuted Application Support

WEIGHTED SCORES OF ORGANIZATION MODELS

600

6 420
7 560
7 700
7 560
9 630

Note that potential cost savings represent a relatively small component of the
differential between the weighted scores. Factors related to consistent countyide IT
services and management, security and privacy, and long-term position drove the selection of
Model C over Model A.2

The following tables provide the scorig rationale for each model.

2 Some readers may be surpnsed that PTI rated "cost effciency" identically for models Band C - attbuting no

additional savings for complete centralization of application support. We base this evaluation on the assumption
that the fundamental body of work (Le., labor) required to support the County's business softare would be the
same in a centralized or distributed environment. Unlike economies of scale associated with server or IT service
desk consolidation, we believe that the labor requirements would not be altered by centralizing application
support Along similar lines, we also perceive no discemable benefit in distnbuting application support currently
performed by King County's centrl IT servce provider.
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SCORING RATIONALE
MODEL A - STATUS QUO

Scored at the mid point to provide a reference for
scorig the other models

Wide distrbution of labor force is diffcult to
manage consistently and effectively

Lack of standard processes across all agencies
results in varying service levels

Silo approach to IT labor management makes it
difficult to establish countyide service policies
Lack of centralized securty management and
enforced standards for securty means no unified
securty strategy

Expansive WAN provides many entr points for
unauthorized access

Curent envionment lacks security
standards/compliance when using third part

tools and softare to access the County's

networks

On-site staff flexible to individual agency
requirements

After-hours response processes are in place

Help desks are not coordinated at an enterprise
level, so efforts may be duplicated

Limited number of service-level agreements
which hinders accurate performance
measurement

No significant quantitative measures of service
quality exist, makig objective assessment
diffcult
Scored at the mid point to provide a reference for
scorig the other models

Does not provide the stability of infrastrcture
required to most effectively sustain broad public
access, regional initiatives, and implementation
of best practices in alignent with IT vision and
goals

3

3

8

5

4
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SCORING RATIONALE
MODEL B - COMPLETE CENTRALIZATION

9

9

3

8

8

Centralization of IT staff leads to labor efficiencies

Consolidation of servers reduces replacement costs
and workload for server adminstration

Standardizing servers and workstations increases the
productivity of related support staff

Centralizes labor force for more effective
management
With centrlized management of IT staff and
equipment, implementation of countyide initiatives
is easier and more efficient

Conducive to establishig and supporting
countyide stadards and practices
Provides a more unlateral approach to sharig
technology across the County's agencies
Centrlized environment is more conducive to

developing service-level agreements for accurate
pedormance measures

Consolidation and stadardization of servers
reduces the level of exposure to information loss and
unauthoried access - both physically and logically

Centralized securty staff to provide better
specializtion and consistent enforcement of policies
and procedures

IT staff will not report to the agencies, makig them
less accountable to agency needs .

Agencies that are fartest from a core service
location may have longer network response times
than agencies that are closer

A less complicated network created by
centrliztion mean a network that is easier to
manage and confgue
Provides better career paths for IT staff

Supports greater techncal depth and specialiation

Greater opportity for peer-to-peer cross traing

Implementing countyide improvements to systems

and technology will be more effcient and
economical because of centralized IT staff and
equipment
Conducive to enhanced asset management,
planning, and monitorig
Provides a better foundation for sustaing public
access, regional intiatives, and implementation of
best practices in alignent with IT vision and goals

.

.

.

.

.

.

King Count (Ç December 20; 2004 0.4



PTI
Practical Planning

Positve Change

IT Organization
Recommendation
Report

Appendix 0:

Scoring
Methodology
Details

SCORING RATIONALE
MODEL C -DISTRIBUTED AGENCY APPLICATION SUPPORT

Scores the same as Model B because it has the
same end-state labor and infrastructure costs

Scored lower than Model B because
decentralization of application staff wil make
consistent use of tools and standards more
diffcult
Scored higher than Model A because most
benefits of centralization do accrue

Scored slightly lower than Model B because
decentrlization wil make it more diffcult to
consistently enforce application security

Scored higher than model A because most
benefits of centralization do accrue

Scored higher than Model B because application
staff report to the business unts, makig them
directly responsible to customer needs

Scores lower than Model A because
infrastrctue support staff are centralized and

may not be as responsive to local needs

Scored lower than Model B because it does not
provide the same potential for cross-tring and
career advancement for application support staff

Scored higher than Model A because it does
provide better depth of skill, cross-training, and
career opportities than the Status Quo

Scored higher than Model A and B because it
provides a more effective balance between IT
commodity services and the need for agency
autonomy over the long-term

6

7

7

7

9
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This appendix presents the major assumptions that form the foundation of the cost-benefit
analysis. These assumptions provide the basis for assigning both costs and benefits to the
Status Quo and the Preferred Alternative. Correspondingly, significant changes to the
assumptions may impact the results of the financial analysis. As necessary, an explanatory
rationale accompanies each assumption.

Assumptions, with respective rationale, are presented in three tables:

A. Global Assumptions - apply to both the Statu Quo and the Preferred Alternative

B. Preferred Alternative Assumptions - apply only to the Preferred Alternative

C. Statu Quo Assumptions - apply only to the Status Quo

A. GLOBAL ASSUMPTIONS

Assumption Rationale ¡Explanation
A. Labor data contained in the TOCT is The data is the most recent available from Kig
sufficiently accurate for planning County. Stakeholders have had ample time to
purposes. review and correct the information.

B. The CBA wil use the average IT This represents a conservative IT labor cost
activity labor costs from the TOCT as the numbers, as average compensation wil
initial per-FTE annual labor cost for all undoubtedly increase before implementation of
cost calculations related to IT labor. these recommendations. An increase in average

compensation wil correspondingly INCREASE
the magntude of the savings from staff
reductions.

C. Geography data is sufficiently accurate The data is assumed "good" at time of
for planng purposes: compilation based on Kig County-supplied and

. Facility list is accurate and PTI -acquired data, and data verification that has
includes a singe unique name for occured since initial collection
each facility

. Facility list accurately reflects
deparment/agency locations

. Allocation of staff to facilities is
accurate

. .Allocation of workstations and
servers to facilities is accurate

D. Average server life span is five years. Assumption based on common IT practice of
redeploying, upgrading and/or replacing servers
on a 3 to 7 year cycle.

E. An average server replacement cost is Sensitivity analysis indicated no change in net
sufcient for calculations of server and present value when costs specific to server tyes
server related costs were substituted. Server costs used are baed on

Dell and Compaq server configuations that are
highly robust and scalable. County staff was
consulted as these costs were developed.
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Assumption Rationale /Explanation
F. Average anual server maintenance is While using 10010 of replacement costs as an
4% of server replacement costs. annual figue for server support and

maintenance expenses is a commonly accepted
practice when modeling these expenditues,
we've chosen a lower percentage. This figue
was reduced to take into account that three year
warranties/service contracts are often bundled
with new servers. Some maintenance overhead
is necessary to cover costs associated with
upgrades to accommodate additional growth
load and component repairs/replacement as a
server nears the end of its lifecycle (after the
warranty coverage has usually expired).

G. Costs for workstation replacements Kig County procures, deploys and recycles
wil not be included in the analysis, as it is workstations in a manner that is independent of
assumed that these expenditues would this study. Changes to these processes wil have
occur anyway and that there wil be no exactly the same impact on either model and
difference in these expenditues between therefore do not need to be included in a
the Status Quo and the Preferred financial comparison of the models.
Altemative.

F. Costs for client access licenses to The County's curent licensing arngement for
fie/prit servers wil not be included in this softare is independent of the IT service

the analysis. delivery modeL. Changes to these processes wil
have exactly the same impact on either model
and therefore do not need to be included in a
financial comparison of the models. In addition,
procurement of servers at the cost levels
specified bundle some overhead for client access
licenses into the modeL.

G. The CBA is assumed to include 15 Typically, the term of a CBA is matched to the
years. asset life. As the organational changes wil be

long-term, a 15 year analysis is appropriate.

H. The CBA assumes an inflation rate of King County provided this figue as their
2.5%. plang figue effective through 2006. We

have extended it throughout the life of the CBA
due to a lack of better data. Note that any
change to the rate of inflation wil be offset to a
degree by calculations involving the cost of
capital, makig the study somewhat less
sensitive to fluctuations in the ination rate.

1. The CBA assumes a cost of capital of Ths figue was provided by Kig County as the
5.25%. curent rate for a 20 year bond. While a lower

figure was also provided for a lO year bond, the
higher percentage was taken for a more
conservative analysis.
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B. PREFERRED AL TERNA TIVE ASSUMPTIONS

Assumption Rationale /Explanation

1. Server consolidation wil occur as part The County has too many servers, particularly

of the labor centrlization effort. file and pi;t servers. An architecture
optimization effort, in concert with the
consolidation of staff into a centralized

See Appendix D for additional detaiL. organization within King County, wil enable
the consolidation of servers to occur. Estimated
labor costs for planning and implementing this
consolidation are included in the modeL.

K. Workstation configurations wil be In order to realize the maxium benefits of
standardized as part of the consolidation consolidation, workstation configuations (not

effort - with an assumed labor cost per necessarily hardware) must be standardized and
workstation. secured Workload and hourly labor costs

(either in-house provided or contracted)
associated with this effort are included in the
modeL.

L. Remote control softare to enable In order to realize the maximum benefits of
remote administration of servers and consolidation, remote management software

workstations will be purchased and must be deployed. Associated cost estimates are
deployed as part of the consolidation included in the modeL.

effort.

M. Labor efficiencies wil occur for IT- The consolidation effort and architecture
titled staff as a result of the consolidation improvements wil allow for some economies of
and the architectue improvements. scale in service delivery. IT staff wil benefit

from increased specialization as they dedicate
See Appendix F for additional detail more time to specific IT -related fuctions as

well as gain a greater support base from
associated IT staff being located in closer
proximity.

N. For benefit-ca1cùlation puroses, all Labor savings attbuted to loss of "parial FTE"
labor savings wil be considered responsibilities represent a valid tangible

"tangible" benefits, even though some benefit. The County's ability to tu this

portion of the labor savings wil likely productivity savings into a budget reduction

accrue as productivity benefit (i.e., staff depends upon how aggressively actual
tie is made available for other activities) headcount reductions are pursued.
rather than as budget reductions.
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Appendix E:
Detailed
Assumptions

Assumption Rationale /Explanation
O. A call center facility wil be created, The existing ITS Help Desk is loosely organized
including purchase of necessary phone with no direct lin between the existing help
systems, help desk softare, and other desk softare and the phone system. In

automation tools as necessary. addition, existing Tier 1 and Tier 2 support staff
are scattered throughout the County, resulting in
the lack of a shared knowledge base. Briging
these indivnuals under "one roof' wil enable
more efficient and timely support across
agencies, as well as reducing labor costs.

P. Space wil need to be acquired for data This conservative assumption presumes that the
centers and central service provider staff. County does not curently have sufficient space

under lease to support the recommended
changes. Space costs are therefore included in
the expenses associated with the Preferred
Altemative.

Q. Network bandwidth between Seattle Server consolidation may place demands on the
locations is sufficient to support existing network that exceed curent capacity. In
service levels, but may not be suffcient to addition, facilities in remote or more rual sites
support consolidation of servers may need to have their network bandwidth

increased to allow "human tolerable" access to a

R. Network bandwidth between Renton data center.

buildings is sufficient to support existing
Note that, while the analysis of the current stateservice levels, but may not be suffcient to

support consolidation of servers identifies Seattle, Renton, and Kent as "core"
with the logical potential to house data centers,

S. Network bandwidth between Kent
the CBA does not necessarily require

buildings is suffcient to support existing
establishment of data centers in these specific
locations. Furhermore, the CBA model does

service levels, but may not be sufficient to not limit the number of potential data centers to
support consolidation of servers three. If the County were to consolidate servers

into an area that had insufficient bandwidth,
additional costs would be incured - potentially
beyond those estimated in the CBA.

T. Where necessary to support server The CBA includes costs for additional
consolidation, additional bandwidth wil bandwidth (I-Net circuits were used as an
be available at currently available estimate for market rates related to networkig -
prevailing market prices use of I-Net circuits is not meant to imply

extending or adding I-Net circuits, though this is
an option in areas already wiredfor I-Net).

U. Additional labor resources wil be The recommended changes are complex and
needed to implement the server exiting staff are busy. A signficant cost
consolidation and workstation allowance is made for enterprise architectue
stadadization as well as to staff the and organiztional transition work.
transition management effort

King County (Ç December 20, 2004 6-4
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C. STATUS QUOASSUMPTIONS

Assumption I Rationale ¡Explanation
V. No significant improvements to the
efficiency of IT service delivery wil
occur over the period of the CBA

In the Status Quo, nothing changes.
IT Organization
Recommendation
Report

W. No signficant consolidation of server
architecture wil occur over the period of
the CBAAppendix E:

Detailed
Assumptions

King County (Ç December 20, 2004 E-5
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Appendix F: Cost-
Benefit Analysis

Ths appendix provides additional supportg information for the cost-benefit analysis. It
includes:

A. Sumary Cash Flow and Costs
A summary of the net cash flow resultig from the comparson of the Preferred Alternative
to the Statu Quo is presented along with a break-out of costs

B. Preferred Alternative End-State Assumptions

The detailed assumptions used to arrve at the end-state staffing levels and server counts in
the Preferred Alternative

C. Values and Cost Estimates

A detailed sumary of the data sources for the values and cost estimates used withi the
CBA

D. Sensitivity Analysis
A sensitivity analysis that examies the variables impacting the CBA and anticipated cost-
savings

E. Comparson of Staffing Levels
A more detailed comparson of Status Quo and Preferred Alternative staffing levels used in
CBA calculations

Note that the CBA itself is a spreadsheet that does not render well in a prite format. The
electronic fie has been provided to the County in addition to ths report; it documents additional
material suroundig our assumptions.

A. SUMMARY CASH FLOW AND COSTS

The tables on the following pages use major expenditue categories to sumare the net cash
flow of Preferred Alternative relative to the Status Quo. Note that negative values in the table
indicate a cost savings over current costs (i.e., the Preferred Alternative is LESS
EXPENSIVE than the Status Quo) while positive values indicate a net additional
expenditure over current costs (i.e, the Preferred Alternative is MORE EXPENSIVE than
the Status Quo).

Net Present Value in this analysis represents the su total savings expressed in today's dollars
over the period of the analysis. A portion of ths savings is due to productivity gains in labor.

Internal Rate ofReturnin ths analysis represents the return on the Irvestment of makig
changes expressed as a percentage.

King County (Ç December 20,2004 F-1
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Appendix F: Cost-
Benefi Analysis

B. PREFERRED ALTERNATIVE END STATE ASSUMPTIONS

The following table details the assumptions used to arrve at the end-state server counts and
total labor effort levels. It provides both the assumption and the related end-state impact.

Assumption End State Impact
Consolidation and standardization of fie/prit

servers wil allow the ratio of workstations to
file/print servers to increase from the curent
57:1 to 250:1.

. Number of file/prit servers are reduced
by 78%

PTI's experience indicates that the ratio of
workstations to file and prit servers

continues to increase as technology advances.
It is not uncommon to find ratios of 500 or
more workstations per server, meang that,
on average, 250: 1 should be an achievable .
target.

Consolidation and standardiztion of "other"
servèrs wil allow the number of.'other"
servers to be reduced by 30%.

. 30% fewer "other" servers

In our experience, high-performing
organizations are aggressively consolidating
servers and are moving away from
"combination use" servers, which is what
many of the County's '.other" servers appear
to be. Also, in our experience, the County has
a large number of servers. A 30% reduction
in this category seems conservative to us.

King County (Ç December 20, 2004 F-6
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Assumption End State Impact
Consolidation of Customer Services wil
allow the ratio of workstations to desktop
services staff to increase to 235: 1 (it is 138: 1
today) by:

. Consolidating Customer Service staff

. Standardizing desktop configutions

. Installing Remote controVaccess softare

to allow remote admstrtion of
workstations

. Deployig sophisticated help desk
automation, includig modem help desk
softare and a phone system that supports

call queuing, analysis of hold
times/dropped calls, etc.

PTI sees organization that have consolidated
help desks (including business application
support) and implemented effective remote
control tools using workstation-to-staff ratios
of225:1 or more, with reasonable customer
satisfaction. We have also seen this ratio
trending up over time.

Given that the consolidated help desk wil not
resolve business application problems
(reducing the workload accordingly) and that
technology wil likely continue to increase the
effciency of these staff, a ratio of 235: 1 was
used.

31 % reduction in labor for desktop
services activities:

. Tier 1 (help desk)

. Desktop PC support

. Personal productivity tool support

. Workstation admstrtion

Architectue consolidation and

standardization! allows server adminstration
staff to admiister more servers per FTE:

. File/prit server:adm ratio increases to
30:1 (it is 17.7:1 today)

. Application server:admi ratio increases to

27:1 (itis 18.7:1 today)

. Oter server:adm ratio increases to 27:1
(it is 22:1 tody)

. Server configutions are stadardied

with each group of server tyes
(file/prit, application, emaiVcalendag
and other)

We used ratios that reflect averae performance
based on our experience.

. 41 % reduction in requied file/prit

server admstrtion FTEs for a
specifed number of servers

. 31 % reduction in application server

admstrtion FTEs for a specified
number of servers

. 18% reduction in other server

admstrtion FTEs for a specified
number of servers

. No change in e-maiVcalendag

admstrtion FTEs

1 Architectue consolidation and standardization is inclusive of servers hosting business applications.
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Assumption End State Impact
Staff consolidation leads to a gain in overall + 20% reduction in labor in the followig
labor efficiencies in remaining Systerr activities:
Services areas with the exception of:

Network connectivity
Mainfrme admiistrtion, which sees no

.
+

changes
. Database administration

Securty admstrtion, which sees no
+ No change to:

+

changes . Mainframe administration

+ Data Center operations, which sees an
. Securty adminstration

increase due to increased workload + 20% increase in labor in:

PTI estimated these staffing adjustments, . Data center operations
based on over 12 years of experience
including IT staffng analysis at over 50
public sector entities.

Staff consolidation leads to a gain in labor + 20% reduction in labor in the followig
efficiencies in the IT Planng functions activities:
overall . Strategic planning and govemance

PTI estimated these staffing reductions, based . Research and development
on over 12 years of experience including IT + 50% reduction in labor in the followig
staffing analysis at over 50 public sector activities:
entities. . Business continuity

Staff consolidation leads to a gain in labor + 50% reduction in labor in the following
efficiencies overall in the IT Administration activities:
fuction, with the exception of the project

Asset managementmanagement activity, which remains .
unchanged + 20% reduction in labor in the following

activities:
PTI estimated these staffg impacts, based on

IT procurement
over 12 years of experience including IT

.

staffing analysis at over 50 public sector . Standards and policy development

entities. . Adminstrative support

. Departental management

+ No change in labor in the following
activities:

. Project Management

c. VALUES AND COST ESTIMATES

The table on the following page details the cost estimates and their sources used with the
CBA. The first table breaks out major categories segmented by major activities associated
with a transition from the Status Quo to the Preferred Altemative. The second table presents
per FTE staffing costs used in labor cost calculations.

King County (Ç December 20, 2004 F-8
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Packa e a lication maintenance:

83151
97 533
83 527
95 396
78 084
91 505
74116
82 047
86 247
88 555

90 700
91 760

113608
78 389
96 549
95 178
70 973
83 692
86178
87 704

.1: .1

85 302
87402
92 854
96 857
74958
99 938
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c. SENSITIVITY ANALYSIS

Sensitivity analysis examines how the manipulation of underlying cost assumptions impacts
the results of a cost-benefit analysis . We choose a selection of variable s to examine for their
impact on the CBA's NPV and IRR outcomes while holding all other variables constant
within the modeL. This section presents the different parameters examined with associated
outcomes in an outline format for ease of reference for the three scenarios presented in the
report.

Net Present Value I $ 34,334,859
Internal Rate of Return I 27%

1. Network upgrade costs are higher
A. Cost for "per circuit" one-time activation costs are higher (annual costs are

unchanged)
. 1. 100% more expensive

Net Present Value $ 34,140,572
Internal Rate of Return 27%

2. 50% more expensive

Net Present Value $ 34,237,715
Internal Rate of Return 27%

B. Cost for "per circuit" anual connectivity costs are higher (activation costs

are unchanged)
1. 100% more expensive

Net Present Value $ 7,031,796
Internal Rate of Return 9%

2. 50% more expensive

Net Present Value $ 22,921,284.
Internal Rate of Return 19%

C. Number of needed circuits is underestimated (curent model is 100)
(the number of circuits acts as a multiplier to overall activation costs and
overall annual costs)

1. 2.5x more circuits needed

Net Present Value $ 19,944,305
Internal Rate of Return 17%

2. I.5x more circuits needed

Net Present Value I $ 29,538,008
Internal Rate of Return , 24%

D. Combined increase in activation costs and anual costs
1. Combined II.A.I. and II.B.I. (hgher activation and annual costs)

Net Present Value $ 6,837,509
Internal Rate of Return 9 %

2. Combined II.A.I. and II.B.2. (hgher activation and anual costs)
Net Present Value $ 22,824,140

Internal Rate of Return 19%

2 CBA parameters are provided in detail in the pnor sections of 

this appendix.
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E. Combined increases in activation costs + more circuits
1. Combined: I1.A.l., 11. C.1. (more circuits at higher activation costs)

Net Present Value $ 19,548,587
. Internal Rate of Return 17%

2. Combined: II.A.2., iiC.2. (more circuits at higher activation costs)
Net Present Value $ 29,392,292

. Internal Rate of Return 23%
F. Combined increases in annual costs and more circuits

1. Combined: I1.B.1. and I1.C.1. (2.5 more circuits at 2.0 higher
anual cost)

NO SAVINGS
Additional costs incurred over Status Quo

2. Combined: I1.B.2. and II.C.2. (1.5 more circuits at 1.5 higher
annual cost)

Net Present Value $ 14,417,645
Internal Rate of Return 13%

II. Server consolidation costs are higher (impacts to Preferred Alternative Only)

A. Reductions in number of File/Prit and Other servers is less than estimated
1. 50% more servers than modeled

Net Present Value $ 26~27,468
Internal Rate of Return 22%

2. 25% more servers than modeled

Net Present Value $ 30,226,429
Internal Rate of Return 25%

B. Server costs are higher (impacts maintenance costs and costs/server to move)

1. 100% greater (x2)
Net Present Value $ i 1,661,606

Internal Rate of Return 13%
2. 50% greater (x1.5)

Net Present Value $ 22,998,233
Internal Rate of Return 20%

C. Facilities costs per server are higher (at modeled number of servers)
1. 100% greater (x2)

Net Present Value $ 19,993,778

Internal Rate of Return i 8%
2. 50% greater (x1.5)

Net Present Value $ 27,164,318
Internal Rate of Return 23%

D. Combined fewer reductions and higher costs and higher facilities costs
1. Combined: il.A.I., II1.B.1. and II1.C.I.

NO SAVINGS .
Additional costs incurred over Status Quo

2. Combined: il.A.2., il.B.2., and IILC.2.
Net Present Value $ 9,900,983

Internal Rate of Return 12%
III. Labor reductions are not as great

A. Labor reductions fewer: 50% of estimated reductions in all categories
Net Present Value $ 7,881,402

Internal Rate of Return i i %
B. Labor reductions are delayed until year 3 (take place years 3, 4, 5 and 6)

Net Present Value $ 29,690,300

Internal Rate of Return 27%
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Net Present Value $ 5,589,897
Internal Rate of Return 9%
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A. COMPARISON OF STAFFING LEVELS

The on the following page presents a more detailed comparon of IT effort between the
Status Quo and the Preferred Alternative -- It represents the figues that formed the basis of
the labor cost calculations in the CBA.

Appendix F: Cost-
Benefit Analysis
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COMPARSON OF FTE COUNTS:
STATUS QUO VS. PREFERRD ALTERNATIVE

. - . '0
ll 0

0

. ..
Heln Desk (Tier 1) 19.38 13.37
Tier 2 sunnorl:

Deskton PC sunnort 39.01 26.92
PDA "unnort 2.27 2.27

nther DDrtable/sDecializød devi"e "..nnort !i R2 5.82
Personal nroductivitv tool sunnort 4.96 3.42

Business aDD Ii cation SUDDort 15.95 15.95
Trainina 8.48 8.48

. . I;
N"twnrk ,.n"nø"'tvitv IWAN/LAN/wir"h""") I 2".231 70.181

Workstation administration 1 13.26T 9.151
Server administration:

.

Email administration 2.12 2.12
Fil"/nrint arlmini"tration 1io:: 7.10

GIS server administration 1.67 1.67
Annlication server administration 11.58 7.99

Other server administration 13.81 11.32
nnø'''t 0 . . R m; 8.06

Data center onerations 9.59 11.51
Database administratian 16.47 13.18
Securitv administration 8.83 8.83~Annl/cation deve/onmenf:' ~. ""*~,.

Website desinn/maintenance 13.31 13.31
n"skton "nnlication d"velanm"nt/m"int"n"n"" A.44 8.44

r,IS aDDlication develnnmønt/m"int"nan"" R.RR 8.88
All other develonment 15.36 15.36

Renuirements analvsis 14.66 14.66
Data "dmini"tr"tion 11.01 11.01
Annli,."tion "dmini"tration R.79 6.79
Custom annl/cation maintenance: ._i-

ARMS 1.63 1.63
IBIS 3.10 3.10

E"sB""e nfl2 0.02
Other finance 5.08 5.08

Other HR 0.00 0.00
Other Davroll 0.84 0.84

01R o 1n

Aaencv ann 1 11.30 11.30
Anencv ann 2 3.78 3.78

All ather 27.96 27.96
p""'k"nø "nnlic"tion mAintenance: ~;' .

PeonieS oft 4.69 4.69
MSA 2.90 2.90

Fixed Asset 0.25 0.25
Oth"r fin"nc" 0.08 0,08

Other HR- 0.45 0.45
Other navroll 0.95 0.95
Other budaet 0.05 0.05
Aaen"'l ",nn 1 25-: 2.53
AnF!n"v "nn 2 1 "a 1.fiç¡

All other 3.74 3.74
. 0

I 0 I 11 fi ç¡ ?41

1 1 R ?ol 6.631
r Disaster recoverv/Dlannina 1 3.741 1.871

. 0 . : -I I

Asset mananement 5.65 2.82
IT nro"ur"mF!nt 7f;1 n.Oç¡

Proiect mananement 25.64 25.64
Standards and nolicies develonmEmt 6.01 4.81
Administrative SUDDort 15.21 12.17
D rtmøntal m"'naaement 2-:.2Q ,181

. . -; II
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Ths appendix provides additional inormation regarding IT labor reductions between the curent
state (Statu Quo) and futue state (Preferred Altemative). It includes:

A. Realig Labor Savings

B. AgencylDeparent IT FT Labor Impacts

A. REALIZING LABOR SAVINGS

Labor savings are predicated on deciding which positions are to be moved under the Central
IT Department, which positions are to be eliminated, and which wil remain in the agencies.
One means of determing this is to examie the "FTE-ness" of the positions and make
moves/reductions based on the percentage of time an individual spends on IT activities that
wil be centralized under Model C. The following table is presented from Chapter 3 to aid in
understanding of the discussion that follows.

Count of Individuals Spending Significant Time on Activities to be
Centralied Under the Preferred Alternative

Under the Preferred Alterative, the Central IT Department would require approximately
209 Ffs to accomplish this body of work. 1

The 209 FTEs necessary for the Central IT Departent, the data fròm the above tale, and

the desired decrease in IT labor effort can provide an indicator of how aggressively the

1 The æntral organization asks for approximately 245 FTEs, however approximately 36 of these

provide business application services, a function that wil not be centralized. Deducting these from the
total leaves 209 FTEs to handle the remaining central services workload.
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County would have to pursue headcount reductions in order to fully realize the projected
labor savings as budget cuts.

Recall that the Preferred Alternative asks for an overall reduction of 12% in IT labor at the
County. This translates to the loss of approximately 60 PTEs 2. Correspondingly, in order to
fully realize the projected labor savings as budget reductions, the County wil have to
eliminate approxiately 60 positions. The following tables use this number, in concert with
the data from the table above, to indicate what the County would have to do in order to fully
achieve the projected savings as budget reductions. Specifically, these tables outline:

. Impact of a 50% cut -off for staff transition

. Impact of a 75% cut-off for staff transition

. Impact of a 100% cut -off for staff transition

IMPACT IF THE COUNTY USES A 50% CUT -OFF FOR
TRANSITIONING STAFF

I
Item Count Comment

A. Individuals spending 50% or 316 Count of individuals who spend 50% or more
more of their time on of their time on IT activities that wil be
impacted activities centralized under the Preferred Alternative

B. End-State Staff Count Under 209 Count of FTEs required to perform the IT
Preferred Alternative activities that wil be centralized under the

Preferred Altemative
C. Potential Staff Reductions (A 107 Number of individuals curently performg

mius B) IT activities that wil be centralized whose
labor effort wil no longer be required on
these activities under the Preferred
Alternative

D. Positions the County Needs to 60 Calculated from the CBA, this number
Eliminate to Fully Realize represents the FTE reduction required to
Labor Savings in Budget realize the entire labor benefit in the form of

budget savings

E. Positions Remaining 47 The difference between C and D, this number
indicates the number of staff curently
spendig 50% or more of their time on IT
activities that wil be centralized who would
remain in the business units

The above table demonstrates that the County could fully achieve the labor savings as
budget reductions using a 50% cut-off by:

. Movig 209 of the individuals who curently spend 50% or more of their time on
impacted activities to the central service provider

. Eliminating 60 existig positions

. Repurosing the labor effort of 47 existig positions, in par to absorb workload of staff
moved from the business units to the central provider

2 Calculated as: 482.00 Status Quo FTEs minus 421.74 Preferred Alternative FTEs equals 60.26 FTEs.
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IMPACT IF THE COUNTY USES A 75% CUT -OFF FOR
TRANSITIONING STAFF

I Item Count Comment
A. Individuals spending 75% or 272 Count of individuals who spend 75% or more

more of their time on of their time on IT activities that will be
impacted activities centralized under the Preferred Alternative

B. End-State Staff Count Under 209 Count of FTEs required to perform the IT
Preferred Alternative activities that wil be centralized under the

Preferred Altemative
C. Potential Staff Reductions (A 63 Number of individuals curently performing

minus B) IT activitie s that wil be centralized whose
labor effort wil no longer be required on
these activities under the Preferred
Alternative

D. Positions the County Needs to 60 Calculated from the CBA, this number
Eliminate to Fully Realize represents the FTE reduction required to
Labor Savings in Budget realize the entire labor benefit in the form of

budget savings

E. Positions Remaining 3 The difference between C and D, this number
indicates the number of staff curently
spending 75% or more of their time on IT
activit ies that wil be centralized who would
remain in the business unts

The above table demonstrates that the County could fuDy achieve the labor savings as .
budget reductions using a 75% cutoff by:

. Moving 209 of the individuals who currently spend 75% or more of their time on
impacted activities to the Central IT Departent

. Elimiating 60 positions

. Repurosing the labor effort of 3 remaing positions, in part to absorb workload of staff
moved from the business unts to the Central IT Departent

. Note that this would likely leave some labor deficit in the business unts, as not enough

staff would remain to absorb the work that did not move to the Central IT Deparent,
but was performed by staff who did move (or whose positions were eliminated)

IMPACT IF THE COUNTY USES A 100% CUT -OFF FOR
TRANSITIONING STAFF

I Item Count Comment
A. Individuals spending 100% of

their time on impacted
activities

B. End-State Staff Count Under
Preferred Alternative

147 Count of individuals who spend 100% of
their time on IT activities that wil be
centralized under the Preferred Alternative

209 Count of FTEs requed to pedorm the IT
activities that wil be centralied under the
Preferred Alternative
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I
Item Count Comment

C. Potential Staff Reductions (A -62 A negative number here indicates that, under
mius B) this scenario, not enough positions exist to

adequately staff the central service provider
under the Preferred Alternative. In fact, 62
new positions would have to be created.

D. Positions the County Needs to 60 Calculated from the CBA, this number
Eliminate to Fully Realize represents the FTE reduction required to
Labor Savings in Budget realize the entire labor benefit in the form of

budget savings

E. Positions Remaining -122 Under this scenario, this negative number
fuher reinforces that fact that the County
would have to hie additional IT staff in order
to adequately provide service through a
central provider

The above table demonstrates that the County can not fuUy achieve the labor savings as
budget reductions using a 100% cutoff, as not enough staff wil be available to handle the

projected workload of the central service provider. In fact, under this scenario, the County
would have to hire 62 additional individuals, significantly increasing costs over the Statu

Quo.

B. AGENCY/DEPARTMENT IT FTE LABOR IMPACTS

This section projects the FTE impact of Model C on the agencies. In essence, it indicates the
agency impact of our recommendations by applying the IT FTE reductions modeled in the
CBA to agency-specific IT FTE levels. .

The following table presents the summary FTE impact by agency. Differences in reduction
percentages among agencies reflect differences in staffing patterns across agencies. For
instance, an agency that has a large number of application FTEs and relatively few system
services FTEs will have a lower reduction percentage. This is because applications are not
being centralized under Model C, so more staff wil remain in these agencies. DES ITS is the
only agency treated differently - it shows a 100% reduction, as all of its fuctions are taken
over by the central IT organization.
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Summary IT FTE Impact by Agency

Not(t that the table shows a reduction of approximately 305 FTEs in agency IT staff. As
explained in the previous section, the Centrl IT Departent wil require approximately 245
FTEs (209 to pedorm IT fuctions being centralized, and 36 to support business
applications). The difference between these two numbers represents the 60 FTEs available
for reduction (i.e., 305-245=60).

The table on the following page presents a more detailed view, showing agency impact by
each of the five major IT fuctions:

. Customer services

. System services

. Business application services

. IT planning

. IT admistration
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GLOSSARY

ADMIISTRATIV SUPPORT - the processes related to the provision of clerical,
admistrative, and related services required for the ongoing operation of the IT departent

AGENCY - the organiation level used for analysis in this report as defined in Appendix A

APPLICATION ADMISTRATION - the processes related to admiisterig and
configug production business application softare, includig maitaing workfow, setting
access rights for users, and updating validation tables

APPLICATION DEVELOPMENT - the processes related to engieerig new softare that
meets system-wide needs, integrates thid part softare, and accommodates special requests.
Includes major enhancements to existig applications. Development phases include design,
codg, testing, and implementation.

ASSET MAAGEMENT - the processes related to managing the IT properties of the
organization, including trackig inventory, softare license compliance, warranty
information, and performance guarantees

BUSINESS APPLICATION SERVICES- those fuctions related to developing, installing,
confgug, and otherwise maintaing the softare needed to meet the opertional,
management, and reporting requiements of the organiation

BUSINESS APPLICATION SUPPORT - the processes related to providing end-user
support (answerig questions, etc.) regarding the use of business-specific softare (e.g.,
fiancial management, permt management, etc.) beyond that which is provided by the first
point of contact

BUSINESS UNIT - the divisions/sections of an agency responsible for business operations
other than IT. In ths context of ths report, ths is in comparson to the IT units, the sub-division
of an agency responsible for agency-specific IT activities.

CAPITAL BUDGET - fuds allocated to one-tie expenses, usually for depreciable assets

CHAGEBACK - the method employed by a service-based agency to recover its expenses
from the customers it serves. The charges are tyically meted out based on an algorithm that

allocates costs for a service by either a direct cost drver (actual cost of a service) or a proxy
for workload drivers (e.g., number of PC's).

CUSTOM APPLICATION MAIENANCE - the processes related to updatig and
makig minor enhancements to existing softare applications to meet new requirements and
comply with external mandates. Includes writing new code, extracting data for use by other
applications, and customizing report for users.

CUSTOMER SERVICES - those fuctions related to directly supportng users of IT
systems and servces

DATA ADMISTRTION - the processes related to the analysis, development, and
maintenance of the organtion's data models and relate da dictionares

DATA CENTR OPERATIONS - the processes related to the plang, admstrtion, and
operation of the facility that houses all centralied enterprise computig equipment, includig
production control, rubooks, backup/restore operations, and storage management It also
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includes operation and maintenance of the attendat systems, includig fie suppression, backup

electrcal power, air conditionig, etc.

DATABASE ADMIISTRA nON - the processes related to plang, implementig, and
adsterig the data strctues required to support the organtion's applications portolio.
Includes performance management and recovery.

DEPARTMENTAL MAAGEM ENT - the processes related to management and oversight
of the organtion's technology fuctions: includig staff evaluation, quality assurce, and
budgeting. Includes the effort made by non-IT managers to manage IT labor resources.

DESKTOP APPLICATION DEVELOPMENT AN MATENANCE- the processes
related to providing assistance in creating and using desktop applications based on
productivity tools (e.g., spreadsheets, macro development). Also includes performing
upgrades and maintaining these applications.

DESKTOP PC SUPPORT -the activities related to onsite support of the organtion's
network applications (e.g., calenda, email, etc.), desktop computers, mobile computing devices

(e.g. laptops, PDAs, etc.), and related operating systems and peripherals

DESKTOP SERVICES - the IT support services related to support and maintenance of end
users and their computing equipment (e.g., PCs). This tyically includes Tier 1 (telephone or
email) support, Tier 2 (desk-side) workstation and personal productivity support, and
workstation administration effort.

DISASTER RECOVERY MAAGEMENT - the processes related to developing,
maitaing, updatig, and testig the organtion's IT disaster recoverylbusiness resumption

plan and to activatig and managig the plan in the event of a disaster

DISTRIUTED IT EFFORT - the IT effort provided by service providers locate with
agencies (i.e., outside of a central servce provider for the entire organtion). Distrbuted effort
ca be provided by a formal IT unt with the agency, IT staff reportg with a business
organtion, or shadow staff

END USER APPLICATION SUPPORT - the activities related to the desktop setup,
installation, and maintenance, as well as supportg the day-to-day use of the organtion's
business applications. For instace, helping a user accomplish a specific business fuction, or

updating value in a validation table would qualify as business application support.

ENTRPRISE - A BUSINESS ORGANIZATION OR ENTITY IN ITS ENTIRTY

ENTERPRISE ARCHIECTUR - a framework that describes common IT organizational
and techncal stadards that are adopted and enforced across all IT groups, assets and
facilities (e.g., workstations, servers, networks, security, applications, data centers, etc.)
withi an enterprise.

ERP - enterprise resource planng. A term originally used to describe enterprise-wide
systems that include financial, human resources, and materials management fuctions in a
production environment,' but is often used to describe an enterprise-wide implementation of a
single, complex, and completely integrated system that can automate virlly every business

process with the organization.

FULL TIM EQUIALENT (FTE) - The labor effort equal to the workig time of a ful-
year, full time staff member. Often used to calculate the total labor effort associated with an
activity. For instace, if 5 individuals spend 50% oftheir time on a paricular activity, then

that activity received 2.5 FTEs of effort. Note the FTEs do not necessarly equate diectly to
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employees. One FTE of effort may be provided by a combination of one or more individuals,
including employees, contractors, etc.

GIS - geographic information systems

GIS APPLICATION DEVELOPMENT/MTENANCE- the processes related to
planing, implementing, and supporting map-based applications for the organization

FUNCTIONAL AREA - high- level categories that can be used to sumarize IT labor
effort, including customer services, system services, business application services, IT
planning, and IT administration

GANTT CHAT - a bar graph or other grph that helps plan and monitor project
development or resource allocation on a horizontal time scale. Gantt charts are used to
indicate and monitor diverse aspects of project management, including without limitation: the
exact duration of specific tasks, the relationship between tasks, planned and actul
completion dates, cost of each task, the person or persons responsible for each task, and the
milestones in a project's development.

HELP DESK - a source oftechnical support for hardware or softare. Help desks are
staffed by people that can either solve the problem directly or forward the problem to
someone else.

INFORMTION TECHNOLOGY aT) - the profession concerned with all aspects of
managing and processing information via computers and computer systems

INTERNAL RATE OF RETU aRR) - the rate of retu that would make the present
value of futue cash flows plus the final market value of an investment equal the current

market price of the investment.

IT - inormation technology (see above)

IT ADMIISTRATION - those fuctions related to the oversight and admstrtion of the
technology fuction at the organzation

IT PLANNING - those fuctions related to planng for the technology fuction at the
organation

IT PROCUREMENT - The processes related to acquisition of goods and services 
in support of

all IT fuctions; including the development ofRFP's, evaluation and selection of 
vendors,

management of purchasing activties, and receipt of good.

IT UNIT - the sub-division of an agency responsible for agency-specifc IT activities

LABOR - the human effort expended on a given fuction, often expressed in unts of FTEs

LAN -local area network, a collection of computers and/or computig devices (e.g., priters,
wieless PDAs) that are connected to allow the sharig of 

resources; generally within a

building or a floor of a building.

MAFRAE OPERATIONS & ADMINISTRATION -The processes related to
admsterig the operation of the host/mainframe computing platforms, managing their
operating systems to keep fuctionality at optimal performance levels, and managig
associated peripheral devices.

King County (Ç December 20, 2004 H-3



PTI
Pradical Planning

Positve Change

IT Organization
Recommendation
Report

Appendix H:

Glossary

NET PRESENT VALUE (NPV) - the present value of an investment's futue net cash flows
mius the intial investment. If positive, the investment should be made (unless an even better
investment exists), otherwise it should not.

NETWORK CONNECTIVITY (W AN/LANIWRELESS) - the activities related to
implementig and maintaining the operational integrty ofthe organiation's local and wide-area
networks, both wied and wireless. Technologies include building wirg, fiber optic data
circuits, and point-to-point technologies such as laser and microwave. These activities include
responding to user requests for assistance, pedormance monitorig, coordiating with extemal
network service providers, and takig appropriate corrective actions as needed.

O&M - Operations and Maintenance. Includes the ongoing expenditues and labor
associated with performing the functions of a given agency or supporting a specific project or
application.

OPERATING BUDGET - funds allocated for O&M expenses, generally used for such items
as salary, maintenance contracts, etc.

OTHER PORTABLE/SPECIALIZED DEVICE SUPPORT - The processes related to
onsite support of the organization's computers which do not reside on a desktop (beyond
PDAs), such as kiosks, laptops, and mobile data termals (MDTs), along with attendant
peripherals.

PACKAGE APPLICATION MATENANCE- the processes related to intalling,
integrating, intedacing, and testing business-specific packaged applications and their
associated data, including managig vendor relationships, and providing necessary business
context for integrtion. Includes installing new releases, rnor updates, and bug fixes.

PC - personal computer. A single -user computig device that does not necessarily rely on
another computer to pedorm data processing.

PDA SUPPORT - the processes related to ollite support of personal digital assistats (PDAs),
includig troubleshooting syncing to desktop PCs, network connectivity, and their business-
specific applications

PERFORMCE MEASURE a quantitative indicator (measure) that can be used to track
progress toward an objective

PERSONAL PRODUCTMTY TOOLS SUPPORT - the processes related to providig
ollite end user support concerng the use of desktop applications such as word processing,

spreadheets, presentation tools, and other organtional offce productivity tools.

PROGRA - the organational division used by Kig County in presenting its budget

PROJECT MAAGEMENT - those activities related to the oversight and coordination of
major technology intiatives

REQUIRMENTS ANALYSIS- The processes related to describing business needs,
evaluatig altematives, recommendig an approach to address the requirements, and creating the
suar and detailed specifcations for softare that would meet the requiements.

RESEARCH AN DEVELOPMENT - the processes related to evaluation and testing of
currnt and futue IT products and servces, and to the deployment of pilot projects to test the
viabilty of these technologies for the organtion. Includes dissemiation of relevant
inormation to appropriate pares.
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SECURTY ADMIISTRATION - the activities related to developing, maintaing, and
admsterig the securty plan and overall securty approach for the organization's host
processors, servers, personal computers, communcation devices, and networks

SERVER - a computer which provides shared files, applications, connectivity, or prit
services to users of a network

SERVER ADMIISTRATION - the activities related to implementig and maintaing
servers, including both Intel-based and mid-range devices (such as AS/400). These activities
also incìide adminstration, account management, and operation of fie, prit, and application
servers and other logical network devices; pedormance management; tug; applying operating
system patches and upgrades; and admsterig configution data.

SHAOW STAFF - non-IT-titled staff who spend 10% or more of their time pedorming IT
support tasks on behalf of other staff

STANARS AN POLICIES DEVELOPMENT - those processes related to the creation
and updatig of enterpri,se-wide IT standards and policies related to hardware, softare,
procurement, securty, and staffing

STORAGE MAAGEMENT - the activities related to deploying, upgrding, managing, and
maintaining centrlized enterprise storage devices and networks. Includes aggregating and
consolidating data applying retention and destrction policies, pedormance tug, monitorig
and reportg on utiliztion

STRATEGIC PLANING AN GOVERNANCE- the processes related to identifying and
evaluating the futue diections for IT application, networks, and hardwar for the organtion.
Includes strtegic plang, evaluating and prioritizing IT investments, technology research,

paricipating in commttees and task forces, and feasibilty studies.

SYSTEM - any computer, computer system, computer network, computer program or
combination of other data processing or communication device along with the business
processes they are intended to support

SYSTEM SERVICES - those fuctions related to implementig, maintaing, and supportg
the organition's computers, systems softare, and connectivity

TELEPHONE SYSTEMS SU PPORT - the activities related to irplementing and maintaing
the operational integrty of the organtion's voice network. Th includes respondig to user
requests for assistace, admsterig data associated with the voice network, pedormance

monitorig, coordinatig with telecommuncations providers, and tag appropriate corrective
actions as needed.

TIER 1- the activities related to providing a fist point of contact for users to report problems
and seek anwers to questions related to their desktop PCs, network access, email, personal
productivity softare, and business application softare. Includes intial problem resolution,

trage, and problem escalation.

TIER 2 - the activities related to providig on-site assistace with the softare and hardware
that support user work fuctions, includig PCs, handhe1ds and other mobile devices,

peripherals, and specialized computing environments such as public kiosks.

TRAING- the processes related to providig technology-related intrction to staff aimed at
enhancing their skills, knowledge, and pedormance. Includes trg requiement analysis,
coure design and development, and traing delivery.
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WORKTATION ADMIISlR TION - the activities related to the setup, configution,
original installation, and scheduled maintenance of end users' desktop computers and
peripherals. Includes installation and configution of PC operating systems and softare, such
as personal productivity tools and anti-vir applications. Includes the creation and maintenance
of disk images, application of patches and updates, and all scheduled maintenance.

WORKSTATION - single user computing device, such as a desktop personal computer or
laptop
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