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SUBJECT
A briefing on the Information Technology Reorganization project. 
SUMMARY

The 2009 Budget appropriated $940,000 for the IT Re-Organization project. The project’s 2009 appropriation was significantly less than the requested amount. Therefore, after the budget was adopted the Office of Information Resource Management developed a new expenditure plan for the project. As part of the committee’s on-going oversight activities, today’s briefing will discuss the executive’s plan for the expenditure of those funds. 
BACKGROUND

IT Re-Organization is part of an on-going effort to improve the delivery of technology services. In 2006, Council adopted Motion 2006-0269 approving the business case, and executive recommendation to reorganize IT functions countywide. IT Reorganization was proposed in order to address documented problems of fragmented organizational structure, no cohesive culture, no single point of accountability, operational inefficiencies, and inconsistent service delivery. The Council approved reorganization plan called for a phased approach with the Executive branch completing its organization transition first and then if that effort was successful, a countywide reorganization could be considered. 
There are several broadly defined categories of projects within the scope of IT Reorganization. These include: establishing the transition to a centralized IT services organization, service delivery, establishing a central service desk, standardizing the computer workstations, and consolidating servers. In 2006, the Office of Information Resource Management (OIRM) estimated the cost to implement IT Reorganization is estimated at $5.8 million with a net savings of $20.1 million over 15 years.
The project is budgeted as a CIP project, but OIRM considers IT Reorganization more a program rather than a project because it is part of an on-going effort to improve the delivery of technology services for King County.
Appropriation and Funding History

In 2007, the project received an appropriation of $907,860. In 2008, the Executive’s budget included a budget request of $940,000 for IT Reorganization. This request was not approved was by Council because there were sufficient funds remaining in the 2007 appropriation. A 2008 supplemental request for $940,000 was not approved. Instead, the 2009 budget proposal for $2.99 million was reduced to $940,000. This was debt financed with repayment by OIRM internal service funds.
OIRM also incorporated several other separately funded, but related IT projects into the IT reorganization project. These include the following:

Inter-departmental collaboration tools: 
$85,383

Streamlining IT Procurement :
  
$87,882

Agency Technology Plans:

  
$30,000

IT Project Management II

 
$324,170

Performance Measurement Program  
$156,206 

Total Appropriations


           $683,641
ANALYSIS

How Was the 2007 Appropriation for $907,860 Spent? 
Most of the funding ($614,888) in the 2007 appropriation was spent on developing and implementing a new organizational structure. The structure was changed from an ad-hoc structure in each executive department to a consistent organizational structure across all executive branch departments. This change required a significant human resource effort to implement, but now that it is place it should allow for more consistent standardization in how IT Services are delivered and make it easier to roll-out technology initiatives countywide. 
An additional $83,001 was spent to begin to develop a service desk model to effectively and efficiently respond to customer “help” requests across the executive branch. Another $59,696 was spent for server consolidation activities. Finally, $150,000 was spent to develop standard configurations for desktop computers. This is intended to reduce the current level of technical support required to maintain the desktops.  

In addition to the budgeted funds, OIRM management staff also contributed significant time to complete a comprehensive business plan for Executive Branch IT Consolidated Organization, develop performance measures, complete a benefit realization report, and improve the process for multi-year contracts for technology.
Expenditure Plan for 2009 Appropriation
As discussed earlier, the final 2009 appropriation was significantly less than the requested amount. Therefore, the project had to develop a new expenditure plan once a final appropriation decision was made. The revised expenditure plan represents a new approach to implementing the IT Reorganization project. Rather than pursue all of the major components of IT Reorganization at once, OIRM will prioritize their efforts and focus on fewer areas. 
In 2009, the appropriation will be used for two primary goals. First, $490,000 will be used to continue the activities related to the transition of a new organizational structure for the executive branch. As part of this transition to a new organizational structure, OIRM is proposing to rename technology services for King County from Office of Information Resource Management to King County Information Technology (KCIT). This new entity would include all executive technology staff regardless of the department they are physically located in. (OIRM does not yet know how the new KCIT budget display will reflect this change.)  
The transition activities include reviewing and aligning classifications across KCIT, allowing visibility of IT budgets within department budgets for 2010, evaluating the progress of KCIT consolidation, developing the central IT HR function and implementing it across KCIT, and leading a cultural change effort. The transition activities would also include preparing the necessary code revisions to reflect the changes that have taken place in the organization. 
The second major area of expenditure will be $450,000 to improve help desk customer service. This may or may not involve physically moving help desk center staff in various departments to a centralized location. The help desk project is intended to create an automated system of tracking service requests so that central IT can better diagnose and problem solve for the county’s IT system. It is also intended to improve and make consistent the way IT service is handled across the executive branch. This will include establishing standards, processes, and procedures across KCIT for responding to, escalating, and completing customer service requests. The total budget for this effort is $850,000. However, there is only $450,000 available from the 2009 appropriation request to apply to this project.
In addition to the actual IT Reorganization CIP appropriation, the IT Reorganization program will continue to expend the remaining $405,093 of the $527,435 from the appropriations for the separately funded projects. 
Issues for Council Consideration 

Look for key deliverables and/or milestones in 2009

There are a number of key deliverables the Council should expect to see from the IT Reorganization project in 2009. These include:

· Proposed Code Changes, June, 2009

· Completion of Organization transition Dec., 2009

· Phase 1 Progress Report to Executive and separately electeds, Dec. 2009

· Service Center Model defined, May 2009

· Customer service expectations established and training provided, Sept. 2009
Project Deliverables for Service Desk Improvements Aren’t Clear. 
As noted above, OIRM intends to spend $450,000 to establish a centralized service desk. The total cost of this project is estimated at $850,000.Therefore, there is not sufficient funding to fund the remainder of this project. In the current fiscal climate, it does not appear to be a prudent business choice to scope and manage a project when it is uncertain whether you will receive almost half of the budget. The scope of the project, its value to the organization, and the list of deliverables will look very different whether it is a $450,000 or an $850,000 project. 
If OIRM proceeds forward with the service desk project, the committee may wish to direct OIRM to:

1) Provide a clear scope of work and deliverables limited to the 2009 funding. 
2) Confirm that the service desk project, even with a reduced budget of $450,000, will still generate benefits to the county and remains a top priority of the county’s technology services.
Alternatively, OIRM could identify a 2009 funding source to complete this project. 
Progress Report Should Include Recommendations for Phase Two. 

The plan for IT Reorganization countywide specified that it was to be a phased approach, with reorganization occurring first in the executive branch. Based upon recommendations from an evaluation,  the Council, in consultation with other separately elected offices, will consider expanding IT Reorganization throughout the county. 
However, it is not clear that the deliverables OIRM is planning will include an evaluation and recommendations for Phase Two. The revised project documents simply refer to the completion of a “progress report” and do not indicate whether actual recommendations on proceeding to Phase Two will be addressed. The committee may wish to clarify the intent of OIRM with regards to the progress report. 
ATTACHMENTS

None

INVITED
David Martinez, Chief Information Officer
Patti Cole-Tindall, IT Reorganization Program Manager 

Sharon Glein, IT Reorganization Program Manager

Gary Lemenager, Enterprise Service Director
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