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STAFF REPORT
SUBJECT:  A MOTION approving the report, King County Strategic Technology Plan 2006-2008.
SUMMARY:

Proposed Motion 2005-0428 would approve the proposed Strategic Technology Plan that would establish the strategic direction for technology investments for King County for the three-year period 2006 through 2008.   The proposed Strategic Technology Plan is fundamentally similar to the Revised King County Strategic Technology Plan (2003-2005) that Council adopted in 2003 (Motion 11660).  

Council requested that this Strategic Technology Plan be transmitted to Council by July 13, 2005 in order for Council to deliberatively review the plan before the budget process (Motion 12097).  The proposed Strategic Technology Plan was endorsed in July 2003 by the Strategic Advisory Council, with the county assessor abstaining.   The Strategic Advisory Council endorsed the proposed plan and added the statement that the operational autonomy of the separately elected offices shall be preserved.

The plan was transmitted by the executive along with the proposed 2006 budget in November 2005.  
Proposed Motion 2005-0428 was referred to the Budget and Fiscal Management Committee.  On November 9, 2005 the Budget and Fiscal Management Committee deferred discussion of this proposed legislation so that the Council could deliberatively review the plan after the budget process.  On January 23, 2006 Proposed Motion 2005-0428 was reintroduced and referred to the Labor, Operations and Technology Committee.

The executive proposed nine new technology projects in the proposed 2006 budget.  However, since the Strategic Technology Plan was not adopted, it was unclear whether the proposed new technology projects would be aligned with the Strategic Technology Plan.  Therefore, the Council adopted a proviso in the adopted 2006 budget stating that funds for these nine technology projects shall not be expended or encumbered until the Council approves the strategic technology plan and determines that each of the proposed projects are aligned with the plan.  Upon adoption of Proposed Motion 2005-0428, funds will be released for the nine technology projects.

BACKGROUND:
The King County Code provides that a strategic technology plan with annual updates shall be produced by the Office of Information Resource Management (OIRM) for Council approval (K.C.C. 2.16.0757A).  In addition, the Strategic Advisory Council (SAC) shall develop and recommend strategic objectives for information technology (IT) deployment countywide (K.C.C. 2.16.07582).   

In May 2002, the county completed its first strategic technology plan since 1996.  This strategic technology plan was conducted under a contract with the consulting firm Moss Adams Advisory Services.   The executive developed a revised strategic technology plan based on the consultant’s strategic technology plan and Council approved it in 2003 (Motion 11660).  The proposed Strategic Technology Plan for 2006 through 2008 is based on the previously adopted Strategic Technology Plan for 2003 through 2005. 
Strategic Technology Plan Description

The Strategic Technology Plan consists of a vision statement, goals, guiding principles and an investment strategy to guide technology investments.  The Plan also describes accomplishments made in implementing the Strategic Technology Plan (2003-2005)  The Plan also provides 18 strategies to provide strategic direction for technology at the County over the next three years.  In summary, the proposed Strategic Technology Plan provides a recommended high-level road map for the County to follow over the next three years to achieve a more standard and cost-effective approach to technology investments.  This proposed Strategic Technology Plan will provide the framework to evaluate all technology investment decisions for technology projects during 2006 through 2008.  

Vision

The vision statement contained in the proposed Strategic Technology Plan remains the same as the vision statement in the previous Strategic Technology Plan that Council adopted. The technology vision for King County states that:

“All County information and information-based services are cost-effective, easy to access and use by the public, by private companies, and internal staff through Web-based technologies with appropriate security and privacy controls.”

Goals

The goals contained in the proposed Strategic Technology Plan remain the same as the goals in the previous Strategic Technology Plan adopted by Council.  The goals are that technology projects should improve at least one of the following:

· Efficiency;

· Public Access to Our Government;

· Customer Service; and 

· Transparency of and Accountability for Decisions.

The Guiding Principles for Information Technology

The guiding principles contained in the proposed Strategic Technology Plan remain the same as the goals in the previous Strategic Technology Plan that Council adopted.  The guiding principles provide the policy framework to promote a standard and cost-effective approach for delivering and operating information technology at the County to achieve the goals of improving:
1. Central Review and Coordination of Technology.  This principle recommends that technology investments should be coordinated at a Countywide level to leverage development efforts, reduce duplicative costs and ensure compatibility of systems. 

2. Technology Enables Effective and Efficient Service Delivery.  This principle recommends that the County make investments in technology based on performance-based management.  Funding decisions for technology will be based on sound business cases, cost-benefit analyses and measurable results that have been approved through the technology governance process.  Commercial off-the-shelf software solutions are preferable to custom developed applications.  Investments in legacy systems should be limited.

3. Technology Standards.   This principle recommends that the County develop and adhere to standards approved through the technology governance process.  Development and adherence to standards will result in significant results in improved performance, efficiency and cost-avoidance.  Standardization will also help lessen the risk that large technology projects will fail to be implemented.

4. Access to Information and Services.  This principle recommends that citizens have improved access to County government and that Web-based technologies should be used that may reduce costs of providing public services while improving public services.

5. Business Process Improvement.  This principle recommends that the County redesign and align business processes across organizational boundaries in contrast to the current “business as usual” decentralized approach.  

6. Privacy and Security.   This principle recommends that the County should adopt and implement privacy policies and measures to protect data privacy as well as provide for auditable security measures to protect data, hardware and software from inappropriate or unauthorized use, alteration, loss or destruction. 
Strategic Technology Objectives

The proposed plan includes 18 strategies categorized by the four goals of: (1) efficiency; (2) public access and customer service; (3) transparency and accountability for decisions; and (4) risk management.  The strategies are prioritized by rank order within each goal and were prioritized by the Chief Information Officer based on his judgment.  It is the intent of this proposed plan to implement all 18 strategies by the end of 2008, if funds are made available.
The proposed 18 strategies, by goal, are:

Efficiency
1. Institutionalize IT project management by establishing comprehensive, standardized project management practices that improve the management of IT initiatives.
2. Institutionalize performance measurement for IT operations by establishing methods and practices to consistently measure investment and performance of IT operations across King County.
3. Institutionalize performance measurement for IT projects by establishing methods and practices to consistently measure investment and performance of IT projects across King County.
4. Expand the Law, Safety and Justice program to implement additional projects to improve the integration of justice information.
5. Implement enterprise applications: integrated financial, HR, payroll and budget business processes and applications with the Accountable Business Transformation Program (ABT).
6. Standardize document management and the management of electronic public records.
7. Standardize technology by managing IT using a portfolio approach.
8. Standardize data retrieval.
9. Explore applicability of open source and thin client technologies to reduce IT costs in King County.
Public Access and Customer Service

1. Increase public service by providing online payment options to the public for county services.
2. Increase public service by improving online access to county information and services.
Transparency and Accountability for Decisions

1. Reorganize technology functions.
2. Develop agency technology plans.
3. Establish IT asset management policies, standards, and guidelines, and combine reporting on all county IT assets. 
Risk Management

1. Strengthen information security in the agencies.
2. Strengthen information privacy practices in the agencies.
3. Strengthen IT business continuity in King County government.
4. Transition King County to an integrated voice, data, and video IP network.
Investment Strategy to Implement Plan

The proposed plan includes priorities for funding proposed technology projects and a general description of funding strategies.  The proposed plan does not include an estimate of how much it would cost to implement the plan or a financing plan.  

The plan includes criteria for prioritizing proposed investments in technology projects; these criteria are known as “IT investment imperatives.”  
The imperatives are as follows:
1. Business Cases Required.  Technology investments will be prioritized for funding consideration based on a compelling business case.  The business case shall include total costs, including subsequent computer hardware and software upgrades, alternatives, coordinated efforts with other county departments and agencies and standard management tools and practices.

2. County Web Site Expansion a Priority.  All county agencies support an expansion of the county’s web site to increase public access to information and services and promote equal opportunity and healthy communities with appropriate privacy and security controls in place and the ability of agencies to control their web sites.

3. IT Support for Emergency Planning Is a Priority.  Provide an appropriate level of IT support to enable all county agencies to comply with their responsibilities under King County’s Emergency Management Plan.
4. Privacy and Security Is a Priority.  Provide an appropriate level of resources to ensure compliance with privacy and security regulations and county policies and to protect the county’s information assets, including personal and sensitive information, from threats: internal and external, intentional and accidental.

5. Providing Information to Decision-makers Is a Priority.  Provide an appropriate level of resources to conduct and support performance measurement activities related to the technology that supports county services and initiatives.  This will provide important information for the county’s management and elected officials to improve decision-making regarding the use of technology to support the delivery of services and ensure that departments stay focused on top priorities.  
The proposed plan includes a general description of the roles of the Office of Management and Budget and the Chief Information Officer in evaluating technology proposals for funding.   A general statement on the funding strategies to implement the plan is also presented.  
The strategies the Office of Management and Budget will use to fund technology strategies in the proposed plan are as follows:
· Use debt for large multi-year projects, allocating debt service to benefiting agencies;

· Establish and maintain dedicated short-term reserves for funding significant smaller duration projects.  The Current Expense Transition Fund is used for operational efficiencies to enable agencies to maintain service levels at lower costs; and

· Allow agencies to use operating funds within the constraints of available resources for agency-specific projects. 

POSSIBLE ISSUES:

Following are four possible issues that the committee may want to consider:  
1. Are there resources to implement the plan?

The proposed Strategic Technology Plan includes 18 technology strategies to be implemented during the three-year period of 2006 through 2008.  The proposed plan includes strategies for several expensive technology projects, such as the Accountable Business Transformation Program and the Law, Safety and Justice Strategic Integration Program.  

The proposed plan includes a high-level investment strategy, but does not include an estimate of how much the plan will cost and whether there are resources to implement the plan.  As a cost comparison for the proposed Strategic Technology Plan, the consultant who prepared the Strategic Technology Plan for 2003 through 2005 estimated that it would require $73.56 million in capital funding and $8.36 million in additional operating funding for implementation.  
While the proposed plan does not include a cost estimate or financing plan, the executive will be developing this information as part of the implementation plan for each strategy.  The proposed Strategic Technology Plan is a high-level strategic planning and resource forecasting document; it is not an implementation plan.  The Strategic Technology Plan provides a roadmap for the County to follow to improve its government operations.  Once the roadmap is approved, each strategy along the way will receive an in-depth financial analysis to determine accurately each strategy’s cost.

2. There are three possible issues regarding the strategy to streamline and integrate the county’s finance and human resource processes. 
2A. The committee may want to add an MSA stabilization strategy to the plan.
Nearly six years after the suspension of the previous effort to integrate the county’s financial and human resource systems, this effort remains in a pre-planning stage.  
In the meantime there is a need to stabilize the MSA payroll system.  The committee may want to add a new MSA stabilization strategy to the plan and make it the number one risk management strategy.  
2B. The committee may want to make the finance/human resource strategy the number one efficiency priority in the Strategic Technology Plan.  

The finance/human resource strategy has not been an executive high priority.  In the previous Strategic Technology Plan (2003-2005), the executive did not propose that the finance/human resource strategy be a priority.  In the proposed Strategic Technology Plan, the executive has proposed that the strategy be fifth in priority among efficiency strategies.  The committee may want to recommend that the finance/human resource strategy be the number one efficiency priority in the Strategic Technology Plan.  

2C. The finance/human resource strategy statement in the proposed Strategic Technology Plan may limit Council options on which program alternative to implement.  

The Strategic Technology Plan states that the strategy to streamline and integrate the county’s finance and human resource processes will be implemented with the executive’s recommended approach.  Council work is continuing on evaluating program alternatives.  Therefore, it may be premature for Council to adopt the Strategic Technology Plan stating that the strategy to streamline and integrate the county’s finance and human resource processes will be implemented with the executive’s recommended approach known as Accountable Business Transformation.  This statement may limit Council options on which program alternative to implement.  The committee may want to direct committee staff to reword the finance/human resource strategy section of the proposed Strategic Technology Plan so as to not limit Council options in choosing a program approach.  
3. Are the nine new technology projects included in the adopted 2006 budget aligned with the proposed Strategic Technology Plan?
The executive proposed nine new technology projects for implementation in the proposed 2006 budget.  However, since the strategic technology plan was not adopted, it was unclear whether the proposed new technology projects would be aligned with the plan.  Therefore, the Council adopted a proviso in the adopted 2006 budget stating that funds for nine new technology projects shall not be expended or encumbered until the Council approves the proposed Strategic Technology Plan and determines that each of the proposed projects are aligned with the plan.  Upon adoption of Proposed Motion 2005-0428, funds will be released for the nine technology projects.

The nine projects are listed in the following table:

New Technology Implementation Projects in the Adopted 2006 Budget
	Division
	Project Name
	New Implementation

	KCSO
	Inventory Tracking & Asset Management 
	$17,600

	OIRM
	Agency Technology Plans 
	$30,000

	DJA
	Expansion of E-Commerce
	$131,999

	REALS
	Electronic Excise Tax Submission and Processing (eREET)
	$150,000

	KCSC
	Video Conferencing
	$191,102

	DJA
	IT Security Enhancement Project 
	$268,052

	DJA
	Drug Diversion Court Data Base and E-filing System 
	$360,000

	KCDC
	Phone System Upgrade 
	$425,900

	REALS
	Electronic Records Management System
	$740,472

	Total
	 
	$2,315,125


With the exception of one project (Superior Court Video Conferencing), all of these new implementation projects are aligned with the proposed Strategic Technology Plan for 2006 through 2008 (Proposed Motion 2005-0428).   
The Electronic Records Management System is proposed to be a countywide project to store public records in an electronic format.  Since this is a countywide effort, the project may benefit from having a countywide forum to discuss and plan for records and document management standards and to coordinate the several separate electronic records management systems at the county.  County code requires the executive to maintain a standing countywide committee for this very purpose, however, the committee is no longer in operation (K.C.C. KCC 2.14.020).  
The Labor, Operations and Technology Committee may choose to request its committee staff to prepare a proposed motion that would request the executive to create a public records committee.  The public records committee would:

· Develop and enforce countywide records and document standards.

· Provide a forum for countywide record and document policies, procedures, management and storage.

· Oversee planning and implementation of a countywide records storage management plan which was recommended by the County Auditor.  Plan to address inventory and capacity issues, establish targets for restricting inventory growth, and evaluate cost-effectiveness of options.  The plan should also consider county initiatives that will potentially affect records center operations, and assess impacts of the initiatives on facility needs.  The executive’s analysis is to be completed in March 2006 with implementation scheduled for June 2006.

· Oversee planning and implementation of a countywide electronic records management system.

4. Add statement of fact to proposed motion.

On March 28, 2005, Council adopted Motion 12097 that requested the executive to transmit to the Council by July 13, 2005, the Strategic Technology Plan for its approval by motion.  The motion also requested that the plan include a section of the county’s efforts to offer e-government services, including e-commerce services.  The motion also requested that the plan include a section on implementation of stage three of the law, safety and integration program.  The proposed Strategic Technology Plan includes sections on county e-government and law, safety and justice strategic integration program efforts.  However, the proposed motion does not include a statement of fact regarding the Council’s request for the proposed Strategic Technology Plan to be transmitted to Council by July 13, 2005.  The committee may choose to direct committee staff to prepare an amendment to add a whereas statement to Proposed Motion 2005-0428 stating that the Council requested, per Motion 12097, the executive to transmit to the Council by July 13, 2005, the Strategic Technology Plan for its approval by motion.
ATTENDING:


David Martinez, Chief Information Officer
ATTACHMENTS:


1. Transmittal letter dated October 17, 2005

2. Proposed Motion 2005-0428 (with proposed Strategic Technology Plan 2006-2008 attached)
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