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Memorandum

To:

All Commissioners 
From:
Richard Thompson, CIO
Date:
May 27, 2005
Re:    
IT Restructuring

The attached document represents the organizational structure for the Office of Information Technology (OIT) that is established as of July 1, 2005 and the first steps in the Implementation Plan for delivering IT services state-wide under this structure.  

OIT ORGANIZATIONAL STRUCTURE

The OIT organizational structure was developed collaboratively with the CIO Council, presented to the IT Community at Town Meetings held in March, and communicated to IT staff statewide via e-mail and the Intranet.  I believe this organizational structure supports the goals of the administration relating to:  

· Enterprise philosophy for delivering services,  

· Improved effectiveness and efficiency, and 

· IT budget savings required 

The model also supports the framework presented to the commissioners or their designee when I met with each agency earlier this year.  

Specialized Services will continue to be driven by agency business leaders and their agency IT Director based on the IT Management plan developed to support the agency’s business goals and objectives. 
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IMPLEMENTATION PLAN

Foremost in the implementation planning process is the desire to have no negative impact on the agency and their end users.  

The first phase in the implementation process will be establishing and hiring the Agency IT Leadership positions within OIT, as well as the Client Technologies Manager and the Network Services Manager. With these critical positions in place, we will be able to assess the current support environment and work together to make the changes necessary to meet the agency goals and requirements.  From that, other critical jobs will be established and filled, assuring the organization is right-sized to support agency needs.

The overall success of this plan and of OIT will be highly dependent on the cooperation, coordination, and collaboration of all IT staff across state government and agency leadership.  This success also depends upon agencies pursuing a process that identifies the agency’s business goals and priorities, and develops an agency business plan.  Ultimately agencies help ensure the success of this plan in two ways.  One is to develop the agency business plan, from which OIT support and technology services will be aligned.  The second is to serve on the IT Executive Committee to aid the OIT governance process by providing advice and direction for enterprise needs and opportunities.

I am committed to delivering your agency the same or greater level of service than currently has been provided, and I will continue to be visible and available to you to address any comments or questions regarding the re-alignment of IT in state government.

IT Governance Deployment

Strategy and Process
Overview
The OIT governance structure and approach developed with CIO Council Involvement supports the new statutory and executive order authority

The new structure supports:
· Delivery and management of high quality service at the user level, 
· Strong IT leadership within the agencies,
· Strategic IT Initiatives and Operational Oversight

· Flexibility and responsiveness to the Administration priorities
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The draft plan calls for a new structure with nine Agency IT Directors who provide management and business interface to one or more agencies.  Final numbers and assignments will be made as a result of management meetings with Commissioners/Department heads.  Current thinking is as follows:
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Agency IT Directors will be responsible for building a strong partnership between OIT and the agency, and provide IT leadership within the agencies. Core enterprise services will be delivered via OIT, allowing the Agency IT Directors more time to focus on building a strategic IT plan that maps to the agencies key business initiatives.   
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Many of the services directly provided or managed today at the individual agency level, will be managed centrally as part of an enterprise delivery structure.  The Bureau of Information Services will no longer exist in July of 2005, replaced by a new organization called the Office of Information Technology which will provide all enterprise type services, managed centrally.  The core services are:

· Client Technologies Services

· Application Services

· Operations Services

· Network Services 

· Radio Services

A management level person will be required in each of these disciplines.
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Policy level services, administration, performance management, project management office services, and e-government are important functions which need to be reorganized and focused. The organizational model calls for OIT leadership in:
· Performance and Administration

· IT Policy and Strategies

· E-Government Services

· IT Enterprise Security

· Project Management Oversight
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Implementation Plan
Phase 1:
June 1 – Sept 30

CIO:


1. Work with the Commissioners to determine the appropriate alignment of IT leadership within the agencies
2. Use vacant positions in OIT to create the new Agency Information Technology Director positions. These positions will be within the OIT organization.

3. Notify the potentially impacted individuals that at some point in the future, their positions will be eliminated (by January). 

4. Post new positions

5. Hire internally to state government.  Agency representatives participate in the interview/selection process.
Agency Information Technology Directors (first steps):

1. Assess agency IT staffing

2. Work with OIT leadership and agencies in establishing resource plans (including IT management staff support) for effective delivery of services and programs. *
* AGENCY SUPPORT

· If an agency’s new AITD is the same person who serves currently as its ATO, the AITD will nonetheless work with the agency and with OIT to develop a new support plan.

· If an agency’s new AITD is different than its previous ATO, the agency should nonetheless expect to be fully supported during the transition from the current ATO to the new AITD.

· The new AITD will work with the agency and with OIT to develop a new support plan.

· If an agency’s current ATO is displaced by the new AITD, the ATO stays in place until:

· The ATO secures another job in OIT, or

· The ATO’s position is eliminated in January 2006.

Phase II:
Sept 30 – Dec 31
CIO:

1. Determine other key leadership roles required within OIT and at the agency level based on the IT Governance model and the needs identified by the Agency Information Technology Directors
2. Establish positions, post, and hire. Hiring will be internal to state government wherever possible and agency representatives will participate in the interview/selection process where appropriate. 
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Shared services will be developed based on a collaborative effort with key staff from OIT and those agencies requiring these types of services.  





Common services will be coordinated and delivered to all agencies based on an enterprise approach that meets the service level agreements established by OIT and the agencies.  
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