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State Planning and Management Initiatives

Executive Summary

Keeping pace with ever-changing technology has become a daunting task.  The saying, “there is nothing as constant as change” has become a motto we all can relate to at the dawning of the third millennium.  Information technology is more frequently sitting at management tables with business executives turning to the IT community for solutions to operational problems.  Government IT entities have additional challenges of solidifying alliances with the private sector, the citizen and other governmental bodies including, government-to-business government-to-government, citizen-to-government portals while moving towards a “single-face-of-government” for electronic transactions.

It follows, then, managing a moving target, such as IT, is daunting as well.  Beginning in 1996 the Kansas Legislature began a study of the IT governance/management structure within Kansas government.  In 1998 the Legislature passed, and the Administration signed, Kansas Senate Bill #5 (now found in Kansas Statutes Annotated (KSA) 75 7201-7212 et seq.).  These laws altered the face of IT governance in the state.  The new structure produced a roles-based consolidated model.
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The consolidated model has increased IT efficiencies, streamlined reporting processes and dramatically increased communications between and among the various components.  Planning functions such as the Strategic Information Management Plan (SIM) and enterprise architecture have been positively impacted since the consolidation model’s implementation as well.

The model coordinates $207 million IT base budget and $135 million in ongoing new IT system builds to include supporting infrastructure.  Kansas has a $9.0 billion state budget, 35,000 state employees with 2100 IT personnel across all state agencies.  The model coordinates the IT activities of 88 IT planning agencies.

The Kansas Consolidated IT Management Model

The Kansas consolidated model features ITAB as the foundation.  The operational philosophy is both bottom-up and top-down with communication among the participants both vertically and horizontally.  The ITAB board and sub-committees form the nucleus where many IT initiatives and projects are identified.  The need for certain IT policies have genesis in ITAB as well.  The new Kansas IT governance structure, by design, allows for much discourse and a consolidated operational structure.  

As set forth in Kansas statute, et seq. 75 7201-7212 the Information Technology Executive Council (ITEC) is comprised of seventeen members coming from both state and local government and the private sector.  Private sector membership is by Gubernatorial appointment.  The Secretary of Administration, executive branch, chairs ITEC.  Members represent all geographic areas of Kansas. ITEC is charged with:

· IT policies and procedures

· Project management methodologies and project manager certifications for all state agencies

· Enterprise information technology architecture, including telecommunications systems, networks and equipment.  This architecture covers the 18 disciplines of IT and has been updated eight times in the past 30 months

· Standards for data management for all state agencies

· Long-range strategic information technology management plans for state agencies.
Chief Information Technology Architect 

The state Chief Information Technology Architect (CITA) reports to ITEC and is Secretary of ITEC.  To support ITEC and the CITA in day to day activities, the Kansas Information Technology Office (KITO) prepares reports, plans and other materials and carries out tasks necessary to conduct council business.

Joint Legislative Committee on Information Technology

The Joint Committee on Information Technology (JCIT) is a standing committee of the Kansas Legislature.  Committee membership comes from the House and the Senate.  It serves as an oversight committee on IT issues for state government.  Included in its jurisdiction is approval authority on IT projects with budgets of $250k+.

Chief Information Technology Officers

The structure provides for a Chief Information Technology Officer (CITO) for each of the three branches of Kansas government.  The Executive Branch CITO reports to the Secretary of Administration who, in turn, reports to the Governor.  The Judicial Branch CITO reports to Office of Judicial Administration and then the Supreme Court.  The Legislative CITO reports to the Joint Legislative Committee on Information Technology (JCIT) and then to the Legislative Coordinating Council (LCC), comprised of members from the legislature.  Each CITO fills the implementation role in the model within their respective branch and has significant input in policy direction.

Within the governance organization, IT projects and bid specifications with budgets of $250,000 or more, must first be approved by the appropriate branch CITO then reviewed by the three CITOs sitting as a team.   From there, projects with the budget threshold of $250k+ must be brought to JCIT who own statutory approval of such projects.  A positive feature of the consolidated governance model is the encouragement of input on projects such as an ITEC review before JCIT approval. 

Geographic Information Systems

The Geographic Information Systems (GIS) initiative was established 1989 in Kansas.  Since then, the GIS initiative has grown into a coordinated model to provide GIS technology products to state and local units of government.  GIS is governed by the GIS Policy Board.  Chaired by the Director of the Kansas Water Office, the GIS vice-chair is the CITO of the executive branch.  The Data Access and Support Center (DASC), a national spatial data infrastructure clearinghouse site, provides distributed day-to-day support services for GIS users in the state.  GIS has become an integral part of the management model.

Information Network of Kansas

The consolidated governance structure includes primarily state agencies, but it also includes a public/private entity that has successfully expanded the scope of services offered to the citizens of Kansas.  In April 1990, the Governor of Kansas signed into law legislation KSA 74-9301, creating the Information Network of Kansas (INK).  This network, which had been the dream of a group of individuals from both the public and private sector, would provide efficient and economical access to public information via the Internet. In January 1992, the Board of Directors for INK awarded a contract to the Kansas Information Consortium to manage the network.

The birthplace of “e-government” was in the heartland of Kansas, with implementation of web based applications dating back to 1991.  This partnership has become the model for the management and dissemination of government information across the country.  

This self-funded model is simple: the network builds service applications and web sites for state agencies and associations at no cost to the agencies.  The state portal encompasses all state agencies, regents and many professional association web sites and services, of which more than 90% are free to users.

The remainder includes service applications that collect small transaction fees, which are reinvested into the network to ensure leading-edge technology, maximum security and availability to the citizens of Kansas.  When designing a state web site or web based application there is but one goal, which is two-fold: 1) to build an efficient electronic government service for citizens, businesses and government, and 2) to streamline internal government operations/services. 

Information Technology Advisory Board

ITAB membership comes from state agency IT directors, regent university IT directors (Regents Computer Advisory Council-RCAC), leadership of INK, the State Historical Society and associate members including, technologists, functional users, subject matter experts and others in the IT field.  This wide array of individuals then populate the ITAB committees and subcommittees providing planning functions which move, vertically and horizontally through the consolidated structure.  The SIM Plan, for example, could have impact on state agencies and, in part, drive the agency budget.  The state information architecture plan will provide direction on technology products.  The consolidation of individuals from the diverse areas of state government come together with an air of cooperation through this model to propose plans and policies that ITEC and JCIT will review and then potentially make law or policy. 

Vision for Kansas

The consolidated model more easily permits planning at both the implementation and policy levels.  The vision for an electronic state, for example, is more easily implemented with a consolidated organizational model.  The financial implications regarding an electronic state are directly tied to the consolidated management model.  

The following is an example of an initiative that utilizes most all sections of the model:

The Kansas Information Technology planning cycle when abstracted to its highest level calls for the creation of an electronic state with two pillars-

1.) Virtual government and 

2.) E-economy.  

Virtual government’s vision means anything that can be done in the presence of government can be done electronically as well—and done 24 hours a day 7 days a week from any location on the globe.  Kansas government IT must also reflect a community of interests to include economic development.  Additionally, Kansas must seek to touch the economy by enhancing services while reducing costs.  The chart below depicts the vision for Kansas State government when services for citizens can be fully accessed and completed electronically.
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The vision of an electronic state is aided by the public/private partnership of the state with the Information Network of Kansas (INK).  INK is an electronic highway to government information and services.  Through INK (www.ink.org), citizens, businesses and government employees have access to hundreds of services such as legislative bill tracking, real property value searches in 105 counties, court records, Uniform Commercial Code and corporation filings, even the Kansas Bureau of Investigation’s most wanted criminals.  INK manages over 215,000 web pages for Kansas state government.  Although the involvement by INK in state e-commerce and e-government is large, state agencies manage over 150,000 web pages for their respective organizations.

The INK model costs the state of Kansas general fund nothing.  In fact it is a source of revenue for the state returning year $5.6 million cash last year to state agencies on a revenue stream of $7 million.  The $7 million cost pays for all new development and maintenance of over 250 e-gov front-end applications. The model sustains its existence and grows through paid subscriptions and small transaction fees for some of its services.  Government agencies and state associations do not pay for development, planning, marketing and customer service for its applications and web sites – INK manages all of this for free.  INK helps state agencies and associations put “government at the fingertips” of its constituents – at no cost to the state.  

The INK Board of Directors (with private and public sector members) approves areas of activity and contracts, and regulates pricing for the network.  The Network Manager, Kansas Information Consortium, Inc. furnishes the capital and staff to develop and operate the network.  The staff consists of 17 professionals, including the general manager and experts in strategy and technology, marketing, graphic design, information architecture, network administration and customer service.  

INK staff members are intimately involved in all areas of technology in government.  State technology committee membership is a core responsibility  for INK team members.  This effort allows for collaboration in the area of information technology and “e-government” initiatives.

The structure of the INK Board of Directors also reflects the melding of public and private sectors.  Seven of the ten-member board are appointed by the Governor of Kansas and include public officials and private business people whose interests span the broadest possible spectrum.  This ensures that information in the public domain is administered for the public good.

The benefits of this public/private partnership include: 

(  Citizens and businesses can access their state’s information and interact with government from the comfort of their home or office.

(  Government employees can save time and paperwork by sharing their agency’s information on the state portal.

(  The public/private partnership between the INK Board of Directors and the Network Manager is a self-funded model – costing Kansas taxpayers and government nothing.

(  State agencies can streamline internal processes by bringing government services online.

(  State agencies can deliver electronic government applications and web sites to their constituents without spending government funding.

Nine years after its creation, INK’s revenues total more than $7 million a year.  Approximately 18 percent of that revenue pays the cost of operating the portal applications, and 80 percent is returned to the state agencies that provide information on the network.  The remaining two percent is allocated to the INK Board.  The INK Board uses these dollars to offer grants to non-profit groups, to fund state technology efforts, or to reinvest into the network.  Additionally, profits have been leveraged to develop additional applications that offer free information.  Easy public access to this information reduces state agency workloads. In addition to INK revenues, the consolidated model delivers an attractive return on investment (ROI) on $75 million of agency projects, the first year annual return was $17,979.050.  This is a return of 23.8%.  The hard dollar (cash) value of the return was $10.3 million which yields an ROI of 13.7%.  Soft dollar savings were $7.6 million with an ROI of 10.1%.  These returns are based on a portfolio of 23 major projects.  Clearly the consolidated IT governance model and associated practices yields high rates of return across all agencies within the enterprise.  The ROI is required for all project plans expressed by ROI metrics custom tailored for each project.  The ROI appears in a cost benefit statement and reports are filed with the KITO office demonstrating benefits realized during as well as one year after project completion. 

Summary

The consolidated model has been very successful in Kansas government.  The model allows each participant to sit at the state IT table.  This philosophy brings the three branches of government, plus the Kansas Regent Universities, together for strategic planning and issues regarding enterprise IT architecture.  Decisions made under the model are then implemented by autonomous agencies.  The model is not unlike a classical matrix model with each vertical position espousing a definitive role of (starting with the top) policy, control, management and implementation.

Finally, the model is disciplines-based.  The model is built around four core disciplines:

1. enterprise architecture

2. COBIT (Control Objectives for IT), provided by the Information Systems Audit and Control Association’s  management standards

3. Norton and Kaplan’s Balanced Scorecard

4. Project Management Standards
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The state trained and certified 132 project managers, 72 in COBIT standards and 45 practitioners of the Balanced Scorecard.  Sixty-three individuals work the IT architecture for the enterprise.  The four core disciplines coordinate a robust planning cycle which includes strategic information management (SIM) long-range plans, agency three year IT plans which are updated annually, and project plans over $250,000.  The following graphic shows the coordination/planning model:
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