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SUBJECT

A motion approving the King County Strategic Information Technology Plan 2016-2018.

SUMMARY

King County Code requires the King County Department of Information Technology (KCIT) to develop a strategic technology plan every three years. The transmitted plan includes five major objectives and reports on the County’s progress in achieving its prior objectives. Bill Kehoe, Chief Information Officer, will present an overview of the Strategic Technology Plan to the committee today.

BACKGROUND 

King County Code, 2.16.0757 requires the Department of Information Technology to develop a Strategic Technology Plan (STP) and provide annual updates for Council approval. The STP sets forth the county’s major strategic objectives for technology for a three-year period.  

The code requires the STP to include the following:

· text describing, for individual planning issue areas, the current environment, strengths, weaknesses, opportunities and challenges;
· a list of recommended objectives, with description; 
· the approach to achieve the desired outcomes for each strategic objective;
· the accomplishments towards meeting objectives from previous approved strategic plans, when objectives have not been met and a discussion of the obstacles towards meeting those objectives; and
· appendices supporting the recommendations with empirical data.

The STP was transmitted to the Council in June 2016. 

The Committee has invited the County’s Chief Information Officer, Bill Kehoe, to present today on the 2016-2018 STP.


ANALYSIS

Past Accomplishments from 2013-2015 STP

As required in code, the 2016-2018 STP includes a summary of past accomplishments from the 2013-2015 STP. 

The 2013-2015 STP included 30 measures to assess progress for the four objectives of the 2013-2015 STP. Of the 30 measures:

· Three meet or exceed long-range targets
· Twenty-three are making positive progress at or above expected levels
· Two are making progress, but at a rate slower than initially expected
· Two were not defined

As expected, since this is intended to be an evolving process, KCIT has made minor changes to some of the indicators in order to try and better capture the results over time.

The following section provides a high level summary of the measures for each of the four technology objectives. 

E-Government
This objective is intended to improve service delivery by offering more online service and communication options. Five of the six measures in this area show progress. The measure for improving website vulnerabilities (security weaknesses in our website) did not show expected progress largely because the total number of website vulnerabilities is greater than originally estimated. Website vulnerabilities are identified by information security professionals or hackers, catalogued and rated for severity by industry experts. Tests are performed against King County web servers to discover vulnerabilities and then patches or controls are applied to prevent their exploitation. The number, severity and exploitability of vulnerabilities is constantly changing due to the identification of new threats, weaknesses in application code and sophistication of attack mechanisms available on the Internet. 

Mobility
KCIT reports progress in meeting its objective to enable employees and citizens to interact and transact business when and where most appropriate and convenient. All six of the measures for mobility are meeting or exceeding expected progress toward their goals.  

Technology Modernization—Applications 
The 2013-2015 STP included twelve measures for evaluating modernizing applications. Of the 12 measures, ten meet or exceed expected progress. The measurement process for two measures were not defined.

IT Service Improvements
KCIT reports strong progress in five of the six measures for improving IT service delivery. KCIT reports it is not showing progress in the security measure related to IT service improvement because the planned activities in this area were not funded. KCIT did some initial work, but did not complete an indicator to measure customer satisfaction.

Five Strategic Technology Objectives for 2016-2018 STP

The 2016-2018 STP identifies the following five technology objectives, and in Appendix C identifies the strategies to achieve those objectives and measures of whether those strategies are successful. These five objectives were approved by the County’s Strategic Advisory Committee on March 15, 2013. 

1) Digital Civic Engagement—leverage IT platforms and tools as a channel to increase the opportunities, convenience and audience engaging with government.

The STP notes outcome measures are not finalized, but KCIT is considering metrics related to the growth of social media, text messages, website visitors, public feedback submitted via on-line tools, and percent of homes with broadband access. (

Increasing the percent of homes with broadband access is a significant addition to the STP for 2016-2018 because King County does not directly provide broadband services to homes so achieving this objective will require community partnerships.

The STP also includes metrics to track the number of financial transactions King County customers can do on-line.  As KCIT finalizes its measures for this objective, it may wish to consider whether there are measures which could evaluate the extent to which civic engagement efforts are reaching the most disadvantaged communities.

2) Workforce Empowerment—The STP explains this objective as “Effectively using IT platforms and tools to drive business process improvements.” 

The 2016-2018 STP notes that many countywide IT applications such as unified communications, document sharing, video meeting capabilities are available for employee use, but that utilization of these tools is still fairly low compared to the value they can bring. This objective aims to increase the use of these tools to improve communication, collaboration, and continual process improvement. 

KCIT plans to measure the use of these tools. As KCIT implements this objective, it may wish to focus on assessing whether the intended benefits of improved communication, collaboration, and continual process improvement are achieved rather than simply the increased use of the tools.

3) Data driven—Increased use of data to understand the current situation, analyze opportunities, measure results and make more informed initial and corrective decisions.

The STP reports KCIT will use a customized adaption of a Gartner Data Management Maturity Assessment tool to measure progress in this area. The Gartner tool is a self-assessment tool to help KCIT understand the county’s maturity with regard to data management. KCIT reports it will assess both how the data is managed as well as the extent to which data is used for key decisions. Future annual updates to the STP should consider including a summary of the Gartner assessment results and performance targets.

4) IT Mobility—Allow residents and employees to interact and transact business when and where most appropriate and convenient.

The STP includes measures for tracking wireless capacity and adoption of mobile devices by county employees. KCIT will also measure the number of county services that have mobile applications.

5) Effective Digital systems 

KCIT explains this objective is focused on ensuring technology systems meet county technology standards and deliver the intended benefits to the end users. KCIT reports it will measure the percentage of applications that are modernized to allow customers to make process changes to improve business processes. KCIT will also measures the percent of applications in the cloud and metrics measuring the use of a specific technical method to design software. KCIT may wish to consider measuring the extent to which modern application features are actually used to improve business processes. 

Issue for Committee Consideration

Measures for assessing outcomes are limited and focused on technology

As noted above, the STP includes a limited discussion of outcome measures to assess whether the strategic objectives have been achieved. As with many technology projects, the STP struggles to consistently identify measures which directly assess whether business improvements have been achieved. Many of the listed measures are measuring whether technology improvements have been made, rather than whether the intended public benefit or operational business improvement has been achieved. 

The discussion of the measures acknowledges additional work is needed. During the upcoming budget process, the Council may wish to consider a proviso requirement to further develop the measures.  

Objectives related to KCIT’s core functions

As proposed, the STP 2016-2018 does not include objectives related to the central services KCIT provides. For example, the STP could be expanded to include an objective of providing cost effective central IT services which meet or exceed industry standards. A similar objective was included in the 2013-2015 STP and provided a framework for service improvements. Given KCIT’s commitment to continuous improvement efforts, it could be helpful to again include an objective related to improving IT central services. 

Additionally, the STP could be expanded to include an objective related to successfully and cost effectively implementing technology projects such that the operational benefits of a project are realized. 

During the upcoming budget process, the Council may wish to consider a proviso requirement for KCIT to expand the STP so that it includes objectives and corresponding performance measures related to the central IT services provided by KCIT. 

Council needs information on costs and complexities of achieving the objectives

The Strategic Technology Plan presents a vision for the County’s technology objectives and discusses the benefits of achieving those objectives. However, in evaluating these objectives, it would be informative for the Council to have information on the costs and potential challenges that will be involved to achieve these objectives. This information is currently not included in the Strategic Technology Plan. For example, increasing employee mobility may involve labor issues that would need to be addressed in order to fully take advantage of the mobility provided by new technologies. There is also no information provided in the Strategic Technology Plan on the costs of such a strategy. 

ATTACHMENTS

1. Proposed Motion 2016-0353 and attachments 
2. Transmittal Letter

INVITED

1. Bill Kehoe, Chief Information Officer, King County Information Technology 
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