Nevada IT Governance Process


OVERVIEW:

The Nevada IT Governance Structure facilitates the planning, development and operation of technology within the State of Nevada.  Governance can be defined as the process through which government institutions, businesses and citizen groups articulate their interests, exercise their rights and obligations and mediate their differences.

An IT prioritization process was developed within the State of Nevada IT Governance structure to improve IT asset investment decisions.

DESCRIPTION:
The IT Strategic Planning Committee has developed the Information Technology Project Prioritization Process to focus Nevada on key improvements. Components of the prioritization weighting process include: Public and employee safety/statutory or other requirements; customer service improvements; Improvement to processes - cost effective/increased efficiency and collaborative; Technical risk and experience level, Funding – financial risks and benefits; Financial ranking using cost benefit analysis; Sources of funds potential negative consequences; and Demonstration of strategic linkage to the Governor’s fundamental goals.
Like any major organizational initiatives, IT governance must have an owner and accountabilities. The State of Nevada Technology Governance Structure will not only save money by integrating existing technology with plans and changes it will also improve the coordination of the implementation of the changes. The group owning IT governance has an enterprise-wide view that goes beyond IT, taking business goals into account.

SIGNIFICANCE:

The development of information technology in the State of Nevada has historically grown organically, rather than in a planned manner. State of Nevada agencies have been applying technology in a disjoint, “silo” mode, with little or no coordination between each other, or statewide.   The end users were exploring technology independently without a mechanism to establish efficient enterprise solutions. 

Since 2001, the State of Nevada has initiated a series of statewide coordinating committees (http://www.nitoc.nv.gov/) to address this issue. The committees consist of user representatives from all major IT shops in state government. The first committee established was the IT Security Committee in spring of 2001. The IT Project Oversight Committee soon followed.

The Information Technology Strategic Planning Committee (ITSPC) was formed in late 2001, with its first meeting conducted the end of October 2001.  Nine agencies were Charter Members.  The strategic planning committee was established to be a guiding force on strategic planning options and set direction for the larger IT community. In the past two years the committee membership was expanded and currently includes eighteen member agencies.

Unlike other state IT oversight committees whose membership is mostly technologists, the ITSPC is the “Big Dog” committee consisting of Cabinet Members and their Deputies. The Committee is chaired by Mike Hillerby, Chief of staff to Governor Guinn, and co-Chaired by Budget Director Perry Comeaux. The Department of Information Technology provides staff support and coordination. 

One initial major effort of the ITSPC was development of a “Top Ten” Issues List that saw e-government development and security as the top two issues for the State of Nevada, with optimizing IT service and IT planning as next.  

The ITSPC was also the proper group to evaluate and rank the business value of proposed state IT projects for 06/07. This process was called the “Information Technology Project Prioritization” and its goal was to recommend to the Department of Administration which investment requests would be included in the “Governor Recommends” budget. Weights were developed and a system devised by the ITSPC to produce a ranked and prioritized list. The ITSPC then reviewed agency presentations, scored, and finally prioritized fourteen large (>$500,000) IT investment requests. This high-level review and recommendation of large IT investment requests had never been performed before.

A critical component of the ITSPC ranking process was the prioritization criteria used for evaluating the large technology projects.  The criteria incorporated key areas as identified by the committee. These criteria being:  Safety/Statutory Requirements; Customer Service; Cost Effective/Increased Efficiency; Collaboration; Technical Risk; and Financial Benefits.  

Additionally, the ITSPC developed the Information Technology Project Prioritization process to focus Nevada on key improvements. Components of the prioritization weighting process included: Public and employee safety/statutory or other requirements; customer service improvements; improvement to processes - cost effective/increased efficiency and collaborative; technical risk and experience level, funding – financial risks and benefits; financial ranking using cost benefit analysis; sources of funds potential negative consequences; and demonstration of strategic linkage to the Governor’s fundamental goals.

Another benefit to the ITSPC ranking process was the project presentations made by each agency responsible for an investment request. The Governor’s Cabinet being the membership of the ITSPC was made fully aware of the planned technology to take place within the State of Nevada.  The communication of these technology strategic directions served to further catalyze development, facilitate interaction and integrate processes between state agencies.

BENEFITS:

Like any major organizational initiatives, IT governance must have an owner and accountabilities. The State of Nevada Technology Governance Structure and resulting IT prioritization process will not only save money by integrating existing technology with plans and changes it will also improve the coordination of the implementation of the changes. The group owning IT governance has an enterprise-wide view that goes beyond IT, taking business goals into account.

An agency implementing a single point of citizen contact strategy must coordinate its assets to deliver that uniform experience. Just having good customer loyalty (that is, relationship assets) without the products in place to deliver (IP assets) will drain value. Not having well-trained people (human assets) to work with customers supported by good data and technology (information and IT assets) will drain value. Not having the right buildings and other needed investments to work from or produce the service (physical assets) will drain value. Finally, not coordinating the investments needed (financial assets) will drain value.  This can all be coordinated within the current governance structure.  The prioritization process will serve to help manage these assets.

RETURN ON INVESTMENT: 
The technology investments going forward will be managed to improve the effectiveness of the selected investment as well as the efficiency of the enterprise implementation of such investments.  This governance process will save the misapplication as well as duplication of investments.  With costs for the governance structure the actual human resource overhead, the potential investment dollars saved annually are great.  

Membership in these committees is voluntary by participating agencies. The return to the State of Nevada by these committed individuals is expected to be at least two times the cost of these oversight functions.  Smaller project tracking of this nature has demonstrated the multiplier to be a reasonable expectation.

A) Number of Active Committees: 8

B) Average Number of Members on each Committee: 15

C) Average Annual Hours per Member Dedicated to Committee: 48

D) Average CXO Level Hourly Pay $61.36

Dollars saved by incorporating governance into current structure = (A*B*C*D)*2 $706,866 per year.  This is conservative, as investment savings may actually exceed millions.

http://www.nitoc.nv.gov/
http://www.nitoc.nv.gov/index_planning.htm
