Nomination for NASIRE Award

IT Professional Retention and Recruitment

May 14, 2001

From Concept to Reality

Enterprise IT Education in WI

Executive Summary

The State of Wisconsin is a large entity with over 45 state agencies, boards, and commissions geographically dispersed.  With over 60,000 state staff, the challenge of enterprise-wide Enterprise IT Education and Development has now become one of location and connectivity.  The questions of “whom” and “what” have been answered through the implementation of state standards and the implementation of the Enterprise IT Education and Development Program by the Department of Administration.  All five of these initiatives focus on specific people, not technologies.  

Significance to Operational Improvements:

· Reduced training costs and better return on investment

· Capitalize on resources, learning together environment

· Ensure quality management development

· Retain staff and attract new staff

· Provide career support path for staff

· Create a network across agencies

· Create teams to work on the development of applications
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Background
The Department of Administration, Division of Technology Management, is responsible for a wide variety of technology functions and is mandated to set basic infrastructure for information technology (IT) standards, long-range IT and business planning, and managing E-Government in Wisconsin. The division works closely with all state agencies to effectively deploy technology statewide.  

Because of the amount of resources the State of Wisconsin invests in Information Technology, staff resources are becoming increasingly important in the IT and business planning efforts.  Therefore, the Department of Administration has instituted a series of initiatives based on training, education, and development of all State of Wisconsin employees to use technology effectively.  These initiatives focus on target audiences of state executives and state legislators, agency managers, technical staff, and potential managers.

The efforts of the Division of Technology Management and its partners have been successful with these initiatives and have been recognized nationally. The Enterprise IT Education and Development Initiatives are challenging and re-energizing management development programs that provide the framework for leadership and general management, as well as provide core training to IT staff.  They enable employees to take their business to a new level.  As a result, we have been invited to speak at national conferences (i.e., Governing, National Association of WorkForce Development, and the Joint Employment and Training Conference sponsored by the Department of Labor and Workforce Development) frequently presenting our initiatives to other state governments as well as private sector organizations.

Program Description

The Department of Administration’s mission is to develop and implement high quality IT education and development programs to promote the effective use of technology throughout state government. Specifically, the Department of Administration (DOA) has conducted an executive and employee IT training program modeled on the best practices in both public and private sector training.  The program is designed to supplement agency needs and help state employees understand the inter-relationships of information, technology, administrative systems and management processes.  Our goal is to provide a common understanding of IT and its role in business strategy, planning and operations.  We plan to build cooperative partnerships to integrate information technology and human resources to accomplish our business objectives.  The enterprise IT education and development programs focus on all levels of state government in five major initiatives:


· Executive Conferences and Briefings

· IT Technical Staff/Line Management (Core IT Training for IT Technical Staff)

· Information Technology Basics for Agency Managers (Management 2000)

· Management Development Program for IT Professionals (ClubTech)

· Web Development Program for IT professionals (TechForce)

For more information on these initiatives, The State of Wisconsin Enterprise IT Education and Development Program Web Site is located at http://training.state.wi.us on the Internet.
Each of the five Enterprise IT Education and Development initiatives has its own goals and objectives:

Executive Conferences and Briefings

· Educate 250 state executives on best practices of new and effective uses of IT 

· Demonstrate agency strategic directions for IT at the state level

· Create a network among executives

“Core Curriculum” IT Technical Staff

· Contract out with one vendor for all training to create a uniform training environment

· Focus on an enterprise perspective for 1,750 technical professionals 

· Supplement existing training

· Develop the curriculum with the IT directors

“Management 2000” Information Technology for Business Managers

· Give 4,000 supervisors and managers an understanding of key technologies

· Provide an understanding of  IT plans, business plans and strategic plans

· Promote successful agency applications

· Give managers the skills and knowledge to use technology back at the work place

“Club Tech” Management Development Program
· Provide the fundamentals of Management and Leadership to potential managers

· Create a Business Graduate School environment (Teams, Case Study, Strategic Thinking) to develop problem-solving skills

· Take participants off-site for one week

· Integrate participants’ IT skills with management skills 

“TechForce” Web Development Program

· Focus on Enterprise/Portal Projects with an outcome

· Create an Enterprise development approach with assigned mentors
· Provide a forum for agencies to work together off-site for eight weeks
· Target applications developers, web designers and data base specialists
Spanning more than five years, the achievements of the Enterprise IT Education and Development program have been demonstrated time and time again. 

Implementation of the Executive Conference and Briefings began in October of 1995, with the first Executive Conference.  Since 1995, these conferences have been held biannually, and, to date, there have been sixteen conferences targeting state executives and IT management. The State of Wisconsin is one of the very few states conducting this type of ongoing education at this level.

The development of IT technical staff has also progressed with much success.  After a series of focus groups and cross-agency meetings, a “core curriculum” for IT technical trainers was developed in November, 1996.  Since then, the program has been a huge success and will continue to evolve and improve throughout 2001 into 2002.  

The State of Wisconsin recognizes the effect that IT carries over to business operations, and the Department of Administration began a pilot implementation of a program to educate mid-level management for all state agencies in 1997.  “Management 2000” is a program that has received much attention at the national level.  Several state governments have called our staff to inquire about this initiative since the pilot was completed on August 22, 1997.  Since then, the program has had four large conferences a year, and several during the summers.  

“Club Tech” Management Development Program is an initiative that is implemented annually since March, 1997. The program registration process was extremely competitive in nature.  Only 25 applicants were chosen from a field of over 75 state IT professionals and managers.  Our staff has had an overwhelmingly favorable response from the participants as well as their supervisors, IT Directors and Deputy Secretary’s.  Over 86% of the 125 graduates have taken on program or project management responsibilities.  Over 40% of our graduates have been promoted to management positions.  We continue to groom our graduates with followup Advanced Club Tech workshops.  In addition, this management development program has had national recognition.  The next “Club Tech” program will be held in March, 2002 and there has been an enormous amount of interest expressed already. 

“TechForce” Digital Academy is the newest initiative to the Enterprise IT Education and Development program.  The first session was held from February to March, 2001, and the second session from May to July.  Each session lasts eight weeks, with nine staff participating from various agencies. The program entails off-site workshops, breakfast sessions and brown bag lunches. This comprehensive 8-week program empowers developers, designers and database administrators with the tools, knowledge and practical experience needed to design, develop and support e-government for their agencies. Each participant is paired with one of the Citizen Portal Development Team members, to provide individual mentoring with a seasoned web professional. In this paperless environment, participants work on enterprise projects with an outcome to provide better services to the citizens of WI.

Significance to Improvement of Operation in State Government

The State of Wisconsin is a large entity with over 45 state agencies, boards, and commissions geographically dispersed.  With over 60,000 state staff, the challenge of enterprise-wide Enterprise IT Education and Development has now become one of location and connectivity.  The questions of “whom” and “what” have been answered through the implementation of state standards and the implementation of the Enterprise IT Education and Development Program by the Department of Administration.  All five of these initiatives focus on specific people, not technologies.  

Significance to Operational Improvements:

· Reduced training costs and better return on investment

· Capitalize on resources, learning together environment

· Ensure quality management development

· Retain staff and attract new staff

· Provide career support path for staff

· Create a network across agencies

· Create teams to work on the development of applications

Because the target audience covers all levels of state government, delivery methods and time restraints had to be examined.  Delivery of many aspects of these initiatives can be accomplished through the use of communication technologies: networking.  Satellite communications, Internet, Intranet, video and teleconferencing, and other mobile communication efforts are being researched and employed in order to make this program more efficient and effective.

By bringing together State Executives to network ideas and share new technologies, an enterprise concept was formed.  Executives are beginning to work together, and as a result produce a better state government.  

Return on Investments

With any government program, efficiency and effectiveness are analyzed.  The State of Wisconsin Enterprise IT Education and Development Program has passed these tests with flying colors.  The five initiatives have been both successful and cost effective.

Executive Enterprise IT Education and Development Conferences are conducted for a cost of approximately $20 per day.  Research conducted of private sector equivalent conferences demonstrates that the investment on this initiative is well below five times the market rate.

The IT Technical Staff/Line Management initiative is the largest monetary investment in the program.  By providing enterprise wide IT training, sheer volume and contract negotiations have resulted in more than 50% off of the normal government rate for a majority of classes.  This translates into a saving of $1.2 million dollars annually.

The greatest cost savings can be seen in the Management 2000 Technology Basics for Business Managers initiative.  We capitalize on “peers” to educate other managers in key technologies, and provide staff with the correct tools to do their job efficiently.  The managers also understand their role in the development of business plans to drive IT plans and information technology projects.  Business managers can relate and use that information immediately back at the workplace.

The Club Tech” Management Development Program investment was minimal but yielded a very high return.  Per participant the cost per day is $170.  This is between five to seven times below the rate private sector organizations spend on similar programs; for example the Kellogg Company spends $800 per day.  Through intensive feedback, public and private organizations examining the initiative and have stated that “Club Tech” is of the highest quality they have ever seen.

Sponsored by the Department of Administration, our Enterprise IT Education and Development initiatives strive to provide consistently high quality, cost effective, sustained education and growth opportunities to the State of Wisconsin employees.
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