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May 9, 2003

To:

Paul Tanaka, County Administrative Officer

From:

David Martinez, Chief Information Officer

Subject:
ITS Equipment Replacement Plan – Technology Governance Review
The King County Technology Governance reviewed the “Equipment Replacement Strategy for King County Enterprise-Wide IT Infrastructure”, report dated April 1, 2003, at the April 8, 2003, Technology Management Board meeting and the April 22, 2003, Business Management Council meeting.  Both meetings were well-attended with the members raising good points to clarify issues and understand the consultant’s work and recommendations.  The proviso that called for the governance review is:

[Section 118 – CIP]

PROVIDED FURTHER THAT:  Of the appropriation in Fund 3781 for Project 378206, ITS Equipment Replacement, $200,000 shall be expended only on purchasing critical capital equipment; no more than $50,000 shall be spent to hire a consultant to develop an its technology services equipment replacement plan; and $117,253 shall be expended only on purchasing capital equipment in accordance with an ITS technology services equipment replacement plan, prepared utilizing an outside consultant and submitted by the executive and only after the plan is approved by the council by motion.  The plan should be submitted to the council no later than July 1, 2003.  The plan shall be reviewed and approved by the technology management board, the business management council and the chief information officer before the plan is submitted to council.  The plan shall include, at a minimum: an inventory of existing equipment; equipment standards; a description of the function the equipment performs; the age and useful life of the equipment; a prioritization list, schedule and budget for replacement of the equipment; the failure cost of equipment failing or at risk for failure; and a proposal for establishing an equipment replacement reserve.  The report must be filed in the form of 15 copies with the clerk of the council, who will retain the original and will forward copies to each councilmember and to the lead staff for the labor, operations and technology committee or its successor.
A re-cap of the discussion from both meetings is provided below in the form of the governance groups’ approval of the recommendations of ITS’ consultants, and the comments and conditions that accompany the approval.  

	Consultant Recommendation
	BMC & TMB Approval & Conditions & Comments

	1. Adopt the revised (Replacement Factors) equipment replacement model
	Approved with the following comments:

· Need guidelines on how factors will be applied and changed

	2. Adopt ITS proposal for periodic and routine equipment review and reporting to the TMB
	Approved with the following comments:

Review needs to include: 

· A review of the architectural design of the network

· Understanding of where ITS support of the network stops and the departments or other network providers take over (such as the State with the IGN)

· Capacity planning analysis

· A way to mitigate the cost impact of moves

· Understanding of how ITS will address staff capacity for replacing equipment

· Information on how maintenance contracts are funded in the operating budget

	3. Inventory management

· Conduct comprehensive physical inventory

· Track physical inventory

· Staff this function
	Approved with the following conditions:

· Each of the bullets must be preceded with “Need to”.

· Approved in concept, but DES needs to work with the budget office as part of a larger budget prioritization issue to address funding, if they don’t have the funds to manage the inventory properly.



	4. Track equipment by funding source

· Rate bucket segregation

· Technology Management Board reporting
	Approved with the following conditions:

· Wording should be changed to “Track” as shown to the left, instead of “Develop” as originally shown.

	5. County should address unfunded liability of equipment purchased between 1996 and 2002
	Approved with the following conditions:

· Approved in concept, but DES needs to work with the budget office as part of a larger budget prioritization issue to address funding.  




There were 2 issues called out that should be addressed, but not necessarily included in a revised plan document.  One issue relates to a request to analyze bandwidth demand/usage by agency for use in setting rates charged.  There is currently no analysis available that would allow ITS to charge agencies differently based on their use of network bandwidth.  Since a factor in considering replacement of network equipment relates to the demand for bandwidth, consideration of a more sophisticated charge-back model may be a worthwhile approach.  The second issue relates to budgetary considerations of the consultant recommendations for asset management improvements and to provide funding for a “catch-up” amount documented from the depreciation schedules that support the financial planning for equipment replacement.  

Finally, an important part of the governance review is that the BMC voiced support of applying the existing, identified funds toward replacing equipment without delay, as proposed in the plan.

It is our expectation that these comments and conditions will be addressed accordingly.  In early communications of the work plan for the governance review, it had been agreed that at least one week would be provided to me to review the final package prior to transmittal to the County Council.  The expected outcome of that review is a letter of endorsement of the final report that you will be including in your transmittal package to the County Council per the proviso requirements.

A final note on one piece of unfinished business at this point:  in both TMB and BMC meetings, I requested a listing of all failed equipment that supports the $1,000,000 of failing equipment stated in the November, 2002 letter to Dow Constantine supporting the ITS equipment replacement proposal.  During our discussions leading up to signing that letter, it was not apparent and at times confusing, what equipment was actually failing.  However, in the governance review meetings, the consultants stated that most equipment was not failing and the ITS-T&O manager confirmed that point in the TMB meeting.  I will need to get a copy of that information and understand this issue before I will be comfortable endorsing the replacement plan.

Thank you for your support of the technology governance and this review process.  I look forward to clearing this proviso and moving ahead with other challenges.

cc:
Caroline Whalen, Deputy County Administrative Officer, Department of Executive Services (DES)

Kevin Kearns, Manager, DES - Information & Telecommunications Services Division


TMB members


BMC members

