State of Ohio - NASCIO Award Nomination

ePlanningIT

Title of Nomination: ePlanning IT Project
Project/System Manager: Mark Shell
Title: Information Technical Consultant
Agency: Dept. of Administrative Services
Department: Computer Services Division
Address: 30 E. Broad Street, 39th Floor - 
City: Columbus
State: OH
Zip: 43215-3414
Phone: 614-644-9353
Fax: 614-466-9152
Email: mark.shell@das.state.oh.us
CATEGORY: State_IT_Management_Initiatives
Person Nominating (if different): Mary F. Carroll
Title: Deputy Director for IT Policy
Address: 30 E. Broad Street, 39th Floor
City: Columbus
State: OH
Zip: 43215-3414
Phone: 614-995-1057
Fax: 614-644-1428
Email: mary.carroll@das.state.oh.us 

Executive Summary

Information Technology (IT) has become increasingly important to the efficient and effective operation of state government.  Application of IT by State of Ohio agencies is evolving from providing administrative support to creating fundamental changes in how government services are offered.  This is well noted in the challenge issued by Ohio’s Governor Bob Taft to State of Ohio agencies to move customers from in line to online.  

The Ohio Department of Administrative Services (DAS), Computer Services Division (CSD), IT Policy superintends 97 State of Ohio agencies, boards and commissions in IT acquisition management, enterprise project management and project portfolio management; develops statewide IT policies and statewide enterprise architecture.  CSD/IT Policy also administers Ohio’s IT strategic and IT tactical planning program.  This includes development of the IT strategic and IT tactical planning methodology, IT planning related policies and guidelines, and Tools to guide the creation of IT plans.  It also includes development of the IT Plan review process, review and analyses of IT plan content, and development of reports and statistics for the State of Ohio IT Plan direction.

CSD/IT Policy works hard to insure that Ohio agencies invest wisely in IT and that these investments produce the best statewide solutions.  One of the ways that we accomplish this is through administration of the statewide IT strategic and IT tactical planning program. State agencies are required to submit IT plans on a biennial basis, in conjunction with Ohio’s biennial budget.  And, in keeping with the rapid pace of technological change, agencies are requested to keep their IT plans current on an on-going basis, but at a minimum, agency IT plans must be updated annually and status updates provided every six months.
The CSD/IT Policy ePlanningIT application is a G2G tool that provides a structured environment for State of Ohio agencies to document and submit their IT strategic and IT tactical plans and for generation of a Statewide IT Plan.  The ePlanningIT tool requires the strategic alignment of IT projects to agency business goals and objectives, and, where applicable, state and federal initiatives; it provides quick analysis and reporting capabilities at agency and statewide levels; and its contents are the beginning of a data repository of information to be used for Ohio’s statewide Project Portfolio Management and Enterprise Project Management programs, and in managing IT acquisitions.  In addition, and perhaps most importantly, the ePlanningIT tool, in concert with Ohio’s newly defined IT planning methodology, is the gateway for the involvement and collaboration of both business executives and IT executives in the planning process. 

META Group has asked the State of Ohio to make the ePlanningIT tool available as an “IT best practice” site for government IT Planning; and another leading IT research and advisory company has indicated that the State of Ohio is ahead of other states in this arena.  Additionally, other state governments and the military have contacted us and expressed a high level of interest in ePlanningIT and its companion tools –The Agency Guide to IT Planning, the ePlanningIT Application User Guide and the Ohio IT Planning Policy ITP-D.4.

Justification of Nomination

a) Description of project, including length of time in operation.  

Previous to the introduction of ePlanningIT, state agencies submitted their biennial IT plans in paper format.  These plans were often hundreds of pages long and contained inconsistent information from agency to agency making statewide reporting and analysis difficult.  Furthermore, in a rapidly changing IT world, the administrative burden of maintaining paper IT plans was cumbersome.  The result for the most part was a one-time effort that did not produce benefit and was not utilized in order to reevaluate as conditions changed.  

The first iteration of ePlanningIT offered agencies the capability to provide a fiscal year update to their IT plans online, initially only key items from agency plans were collected.  After this proof of concept the application tool was expanded dramatically to provide an IT planning methodology and other tools to guide the planning process and collect all pertinent IT Plan information.  ePlanningIT provides a consistent structure for agency planners to quickly document and maintain their IT plans in an online, real-time manner. The application tool was developed using asp pages written in Visual Basic on the server side and Java script on the client side, and it runs on a Compaq 1600 server, operating NT 4.0 running IIS.  The database is Microsoft Access.  We use aspEasyPDF software to generate real-time pdfs from the application and are using XDE Spell Checker software to provide spell-checking capability for text entered into the IT Plans.  The expanded version was launched on April 22, 2002.  

The user is guided through screens corresponding to the required elements of the plan, per the statewide IT planning methodology outlined in the State of Ohio IT Policy ITP-D.4 (http://www.Ohio.Gov/Itp).  IT planning assistance is provided through the screens themselves and also through links to companion tools developed as part of the eplanningIT tool.  One such tool is the “Agency Guide to IT Planning,” which walks the planner through the process of IT strategic and IT tactical planning.  After all IT plan information is entered, the tool generates an IT plan in pdf format, which is then published on the CSD/IT Policy website (http://www.Ohio.Gov/ITplans).  

The ePlanningIT tool also provides structure for quantitative and qualitative analysis of statewide agency IT plans.  Examples of statewide and agency level reports generated by ePlanningIT include:

· IT Project Statement Summary – includes the need for a project, the outcomes of the project, how success will be measured, etc.;

· Project Objective Alignment – shows how proposed IT projects align with agency/statewide business objectives/initiatives;

· IT Project Vulnerability and Impact – provides a high-level risk profile of proposed IT projects;

· Project by Common IT /Effort Category – provides a quick view of cross-agency projects and helps statewide identification of opportunities to consolidate multiple agency projects planned to address the same business need;

· Statewide and Federal Initiatives Alignment – demonstrates how proposed IT projects and investments align/contribute to state and federal technology initiatives.

The ePlanningIT database repository aids statewide IT planning and future trends reporting and decision-making, and will also be used to feed information into the statewide IT Project Portfolio 

Management and Enterprise Project Management programs.  Project information captured will facilitate the beginning of an IT projects inventory for the IT Project Portfolio Management program; and enable the Enterprise Project Management program to monitor and track certain projects earlier in their life cycle.  The portfolio alignment tools will then feedback into the IT planning and the project management processes.  ePlanningIT will also serve as a tool for Acquisitions Management to make decisions and approvals for agency project procurements.  

New plans and plan updates are available immediately upon completion through CSD/IT Policy’s website.  Vendors and citizens interested in the State’s use of IT view these plans.  Agencies often require vendors to review their plan before making appointments to visit the agency; this facilitates prior knowledge by the vendor of the agency’s business and technical environments thus resulting in a more efficient and effective use of time.  The URL related to the ePlanningIT tool is: http://www.ohio.gov/eplanningit.  The Screen below shows general navigation capabilities of ePlanningIT, and navigation through the IT Strategic Plan section.
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b) Significance to the improvement of the operation of government.

ePlanningIT is revolutionizing the way the State of Ohio administers its IT strategic and IT tactical planning process and is utilized by all 97 State agencies, boards and commissions.  Enormous statewide value is derived from the ability to capture consistent IT Planning information; analyze and evaluate the IT plan information; determine statewide IT planning trends; and identify opportunities for cross-agency data and IT solutions sharing.  

Prior to the development of the ePlanningIT tool, there was no predefined planning approach or methodology documented.  While there had been an IT planning process in place, it was paper driven and utilization of the plan information was not occurring by most agencies. From a statewide IT administrative perspective use of individual paper plans was cumbersome; the IT plan information was not consistent among agencies; and there was no easy way to aggregate the information received.  Hence, there was need for a formalized planning methodology and approach defined in terms of process, information, required planners and types and quality of information gathered.  This needed to be accomplished in concert with development of the application so that all elements of the newly defined methodology would be reflective in the application tool. 

The application had to add value to the IT planning process to convince users to make a change in a long-standing process.  Value realized from an agency perspective includes:

· Guidance in IT planning 

· Ease and guidance in the use of the ePlanningIT tool.

· Ease of documenting and submitting IT plan information.

· Incorporation of  IT planning into the day-to-day activities within the agency.

A major improvement to the operation of State of Ohio government is the development of a statewide level IT Plan.  The ePlanningIT tool end products contain aggregate information at a statewide level that has never before been available.  Applications of this newly available information are still being realized but some specific examples of improvement to government thus far include:

· Improved communication and understanding between business and IT professionals in state government;

· Increased capability to change the direction of IT at agency and statewide levels in accordance with the business of government in today’s rapidly changing business and IT environments;

· Increased opportunities for savings of IT cost, time and staffing resources;

· Increased coordination and information sharing among all facets of Ohio’s statewide IT Planning, Acquisition Management, Project Portfolio Management and Enterprise Project Management programs;

· Identification and monitoring of projects that are part of larger statewide and/or federal efforts (e.g. HIPAA, initiatives resulting from the federal QuickSilver Process, etc.);

· Assistance with identification of federal grant opportunities;

· Mitigation of IT project risk;

· Better and more informed IT purchasing decisions.

c) Benefits realized by service recipients, taxpayers, agency or state.

Agency IT planners, State of Ohio IT planners and those responsible for reviewing IT plans and approving IT projects, acquisitions, budgets and expenditures all benefit from use of the ePlanningIT tool.  Agency planners receive the benefit of an easy to use process for developing, documenting and submitting their IT plans and keeping them current.  State of Ohio planners, reviewers and IT acquisition staff can easily identify IT activities that will benefit from joint or shared infrastructure and/or application development, economies of scale purchases, etc.  IT budget analysts can view reports that show alignment of projects and requested funding to the agency goals and objectives and to statewide initiatives; which, in turn, provides an understanding of a project’s contribution (agency and statewide) as compared to budgeted amounts.  An agency CIO and the statewide CIO have the means to identify projects that have high risk/vulnerability and weigh that against the project’s relative contribution to the business strategies of the agency and of the State of Ohio.

Another benefit of ePlanningIT is it’s pivotal role in the evolving State of Ohio IT Governance approach.  ePlanningIT is the first step to identifying and gathering initial information for the statewide enterprise project management and IT project portfolio management programs.  It identifies projects that meet certain cost and risk criteria and flags them as requiring agency-level project management and/or closer monitoring by the statewide enterprise project management program staff.  ePlanningIT gathers initial planning information that is the basis for a statewide IT project portfolio inventory of projects.  It tracks costs and schedules at various phases of the project management cycle and correlates the accuracy of estimates to actual schedules and expenditures.  This information will then be fed back into project management project selection criteria to help identify project risk for future projects.  ePlanningIT schedule and cost information will be fed into project management tracking tools to track the overall status of projects.

This represents a few examples of the pivotal role of ePlanningIT to the State of Ohio IT Project Portfolio Management and Enterprise Project Management programs.  These programs in turn supply information to the IT acquisition process so that high-quality purchasing decisions can be made.  Senior business executives and IT managers benefit by having information at an agency and statewide level regarding IT plans for future biennial periods.  All this is important but even more so in the current lean budgetary environment in the State of Ohio.  The best way to stay competitive and to quickly adapt is to have a current IT plan aligned with the business goals and objectives that can be used to quickly realign IT with the business as it changes.  Reports generated by the ePlanningIT tool aid in this effort at the agency and statewide levels.

d) Return on investment, short-term/long-term payback (include summary calculations).  Projects must exhibit measurable operational benefit.

A short-term payback is the development of State of Ohio agency technology plans and the statewide IT plan.  The planning process itself has tremendous benefit in understanding the goals, strategies and obstacles of the business and IT areas, thus positioning the agency and the state to make adjustments and, when necessary, react to changes in government, legislation, environment, technology, etc.

A most important step in any initiative is better communication.  Increased communication and understanding is being realized between business executives and IT professionals on the agency and statewide level, as it relates to technology planning.  Better agency and statewide decisions are being made as a result of a quantitative understanding of project risk, business alignment and costs.  IT Plan information aggregated statewide enables improved efficiencies, and wise investments in purchases of technology.  From the data repository, information will be available to aid internal and external decision-making at both the executive and line-of-business levels and will reduce redundancy in information gathering and reporting.

Long-term payback will be a change in decision-making regarding projects that are undertaken.  Projects will not be started and purchases not made until risk has been identified and value determined ensuring only appropriate projects are undertaken.  Projects will be better managed to ensure a higher project success rate.  The biennial budget process will have the benefit of a statewide view of how budget requests are aligned to the business needs for better decision-making.  Budget decisions can then be made with the understanding of need, importance and relative contribution of budget requests to the overall State of Ohio goals.  A next step is determining return on investment of technology hardware, software and projects.
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