Washington State Small Agency Program

Executive Summary 

Washington State Governor Gary Locke appoints members to more than 238 small agencies, boards and commissions in Washington state. Appointees are responsible for a broad range of topics such as education, health, natural resources, transportation, economic development, justice and the arts. These boards and commissions advise the governor and provide invaluable input to state agencies and the Legislature. On any given issue, members of small agencies, boards and commissions could be responsible for proposing state policy, determining the best use of limited state resources and recommending new programs. These responsibilities are given the most serious consideration; they require a significant investment of personal time and a strong belief in the public process. 

Limited staff and resources prevent small state agencies from keeping up with the rapidly evolving technology business practices of larger agencies and the private sector. Connectivity to the State Government Network (state government Internet/intranet) is not consistent among small agencies. As a result, small agencies face a number of operational disadvantages and present a substantial information technology (IT) security risk to the state enterprise.

Partnering technology with public service

The Small Agency Initiative (SAI) and Department of Information Services Small Agency Client Services (DIS SACS) have established a framework of support, funding and strategic guidance for small governmental clients that is rapidly closing the digital divide, strengthening the internal IT systems of small agencies, increasing operational efficiency and improving the connection between small agencies and the people they serve. SAI and the DIS SACS program form a working intergovernmental partnership that improves public service delivery and is adapted easily for other governments and the private sector.

At the heart of the program are four innovative components:

Secure funding. Funds earmarked for small agency technology improvements are allocated to a Small Agency Technology Pool and distributed through a decision package process. Small agencies submit budget requests, which are reviewed and approved based on agency need and business priorities. Small agencies compete with each other for technology funding, rather than large agencies whose high-profile mandates overwhelm the Legislature.

Co-location/IT resource sharing. Once a small governmental agency is identified and matched to a large agency host with available facility space, DIS SACS works with the host agency to establish an IT support agreement. These agreements ensure better work environments, security and access to the shared technical resources on the State Government Network (SGN). The host agency consolidates technical support, which eliminates redundancy and saves money. 

Triaged customer service. Key representatives in the large service agencies are trained to pilot small agency clients quickly through multiple service areas, guide them to the right provider and monitor progress. Small agencies navigate easily through the bureaucracy of larger service agencies and find the solutions they need, which reduces time and frustration. This triage approach expedites the pace of internal administration and boosts the morale of small agency staff who know they will not get lost in the shuffle.

Outreach, consultation and education. DIS SACS coaches the small agency customer on effective technology management. Small agencies learn how to develop a technology portfolio, how to establish effective IT policy, how to structure the right IT support and how to leverage the resources of the SGN. Coaching agencies on the how-to of technology management builds internal efficiencies and establishes IT self-sufficiency.

"It's the right thing to do," says DIS SACS program manager, Connie Michener. "Working under tremendous financial constraints, small agencies serve important and diverse constituencies." With the SAI and DIS SACS, says Michener, small agencies have a technology advocate able to leverage the IT resources available to large agencies and connect them to a state-of-the art secure network environment.
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a) Description of project, including length of time in operation.

In 2001, Governor Gary Locke established a policy priority that launched a unique program designed to serve the 238 small agencies, boards and commissions across Washington state government. The Small Agency Initiative (SAI) was directed to deliver on seven identified needs:

· increase access to state government services;

· provide access to best practices using online applications;

· provide connection to the State Government Network via the Internet/intranet;

· increase use of shared IT infrastructure;

· strengthen information technology (IT) security;

· join the digital government environment; and

· procure the necessary hardware/software.

Senior staff from three of Washington's largest service agencies -- the Office of Financial Management (OFM), the Department of General Administration (GA) and the Department of Information Services (DIS) -- began to examine the challenges small agencies face within the context of tremendous state budget constraints. At the time, the Department of Personnel opted not to participate since the agency had focused substantial resources on the passage of the Personnel Reform Act; a logical move since the first phase of SAI would focus on the technology and facility aspects. 

The revenue forecast indicated that Washington would be grappling with a $2 billion dollar deficit and that state leadership must embark on a path of heightened fiscal prudence in state infrastructure investments and service strategies. It became clear that small agencies had a critical need for the assistance of large central service agencies.

Given the budget situation, OFM, GA and DIS developed a new business model to change process but not add personnel. Built on a triage concept, they altered the internal process in all three sponsoring agencies to create a new customer service model -- an effective interface for large agencies that deal with small agency partners. The model incorporated objective advice for effective IT planning and investment decisions and integrated a new suite of service offerings into key service divisions. Committed to sustaining the pilot project's momentum, the SAI established measurable progress indicators and reported results regularly to executive sponsors.

At the Department of Information Services, the Small Agency Client Services program (DIS SACS) was formulated to implement the SAI business model. Launched initially as a pilot project, DIS SACS established a presence on the Governor’s Small Agency Cabinet and began to act as a conduit of information for those small agencies not represented on the cabinet. DIS SACS staff created intra-divisional service committees within the agency that focus on supporting the small agency customer and allocated the time and resources to provide small governmental clients with objective advice for effective IT planning and investment decisions.

Two discrete data sources developed and administered by DIS SACS -- the Small Agency IT survey and Small Agency Director Focus Group -- indicated the existing situation:

· 100% agreed that a digital divide existed within state government (agencies with the resources to deploy and support technology solutions and those without);

· 95% agreed that services offered by DIS did not benefit small agencies;

· 90% of small agencies were not aware of state IT policies or the need to comply;

· 80% of small agencies were not connected to the State Government Network; and

· 70% of small agencies did not have IT staff. 

Aligned with the SAI, the DIS SACS mission was clear: strengthen small agency internal IT systems, increase operational efficiency and improve the connection between small agencies and the people they serve.
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b) Significance to the improvement of the operation of government

Government operations have improved substantially with the adoption of two Small Agency Initiative directives: 1) develop partnerships where a larger agency hosts a smaller agency within the larger agency’s facility and provides IT infrastructure whenever possible, and 2) build a customer service model to serve small governmental clients.

Co-location partners IT-sourcing, connection and facility resources. This is a key business solution developed by DIS SACS that continues to replicate across state and local government. Once a small governmental agency is identified and matched to a large agency host with available facility space, DIS SACS works with the host agency to establish an IT support agreement based on the small agency’s business requirements. These agreements ensure better work environments, security and access to the shared technical resources on the State Government Network (SGN). Connection to the SGN offers additional benefits to small agencies who can streamline internal operations and expand and accelerate service delivery to the people they serve. The host agency consolidates technical support, which eliminates redundancy and saves money. 

DIS SACS shares technical expertise and practices that assist small agencies to develop interagency agreements, technical support contracts and other program components known to ensure the success of each co-location project. Since 2002, DIS SACS has collaborated effectively with small, medium and large agencies to take advantage of 16 co-location/IT-sourcing opportunities.

Co-location is supported with outreach. DIS SACS coaches the small agency customer on effective technology management. Small agencies learn how to develop a technology portfolio, how to establish effective IT policy, how to structure the right IT support and how to leverage the resources of the SGN. Coaching agencies on the how-to of technology management builds internal efficiencies and establishes IT self-sufficiency.  

New customer support model. DIS SACS and its SAI partners, General Administration and the Office of Financial Management, have evolved a new and economical customer support model. Key staff members take on the role of customer service representatives focused on the needs of small agencies. These representatives pilot small agency clients quickly through multiple service areas, guide them to the right provider and monitor progress. Small agencies navigate easily through the bureaucracy of larger service agencies and find the solutions they need, which reduces time and frustration. This triage approach expedites the pace of internal administration and boosts the morale of small agency staff who know they will not get lost in the shuffle.

Civil Service Reform. Washington Works represents the implementation of the Personnel System Reform Act of 2002. Washington Works is in the process of reforming the civil service, establishing the regulations by which the state can contract out for services and instituting labor relations policies that will allow employees represented by unions to negotiate for wages, hours and terms of employment. Washington Works is an enormous undertaking that will impact all state agencies and their employees. As a lead agency, the Department of Personnel (DOP) would be hard-pressed to deploy Washington Works across the state's small governmental clients without the SAI and DIS SACS. The small agency program has established an efficient, working framework that can accommodate the momentous changes ahead. DIS SACS has taken a leadership role as an advocate for small agencies, guiding DOP through the unique requirements of the small agency client and bringing DOP into the triaged customer support model to smooth and accelerate the transition to civil service reform. Recent upgrades to the technology infrastructures of many small governmental agencies enable the deployment of the new Human Resource Management System, impossible before DIS SACS sourced the funds for equipment, training and implementation.
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c) Benefits realized by service recipients, taxpayers, agency or state.


Small agencies, their state government partners and the citizens they serve benefit directly from effective IT strategies, co-location and funding for surplus hardware and software made possible through the SAI/DIS SACS program. Each co-location project has improved operational efficiency, decreased security vulnerability and realized a cost savings or cost avoidance.
Secure funding. As the legislative advocate for small agencies, SAI/DIS SACS has transformed the IT budget request process for small agencies.  Funds earmarked for small agency technology improvements are allocated to a Small Agency Technology Pool and distributed through a decision package process. Small agencies submit budget requests, which are reviewed and approved based on agency need and business priorities. Small agencies compete with each other for technology funding rather than large agencies whose high-profile mandates overwhelm the Legislature. On a level playing field, small agencies make important IT upgrades that include appropriate levels of approval and oversight, which optimize the performance and effectiveness of technology solutions. 

The results speak for themselves. During the 2003 legislative session, 30 small agencies submitted IT budget requests and received IT funding. 

Continual improvement through outreach. All state agencies are required to comply with Information Services Board
 (ISB) policies and must submit an IT portfolio. A series of free workshops, hosted by DIS SACS, teach small governmental organizations about IT policy and portfolio management. Before the workshop program launched, less than 25% of Washington’s small agencies submitted IT portfolios or complied with ISB policies; to date, 99% of small agencies comply with ISB policy. 

Better customer support. The SAI has prompted the sponsoring agencies to develop an efficient and productive customer support model, which improves the ability of DIS, OFM and GA to triage support and provide needed services to small agencies, boards and commissions. A robust communications framework is in place among the sponsors and customer agencies within which best practices are documented and shared, issues are resolved and next steps are planned. Each time the program helps a small governmental client, SAI/DIS SACS create new organizational expertise for the large service agencies providing consultative financial and IT services and increase the capacity of small agencies to serve their constituents. 
Improved public service. Co-location, IT-sourcing and training reap tremendous benefits for the citizens who depend on the work and outreach of small governmental organizations. As DIS SACS sources and installs surplus computing equipment, the citizen recipients of small agency programs feel an immediate and positive impact. 

Forty laptops, peripherals and docking stations sourced by DIS/SACS and delivered to the Washington State School for the Deaf (DSB) are opening up a world of job opportunity for students who face considerable communication barriers at graduation. Their new technical proficiency will guarantee a competitive edge in a marketplace that assigns greater value to those who are savvy about information technology.

Surplused equipment and software is allowing the newly established Home Care Quality Authority (HCQA) to communicate the framework for the authority's mission and operation. The result -- faster, more efficient development of service offerings and resources for HCQA constituents and the rapid implementation of an important citizen's initiative, 775.

DIS SACS made it possible for the Hispanic, African American and Asian Affairs commissions to develop secure Web sites, databases and listserves. The technology has opened fast and cost-efficient communication channels that are transforming the delivery of information and resources (legal assistance, human services) to underserved constituencies.

Technology and IT support have made an important operational change for the Human Rights Commission. Now the commission can track key information on the citizens it serves and share targeted information on a regular basis by using an SAI-funded database.
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d) Return on investment, short-term/long-term payback (include summary calculations). Projects must exhibit measurable operational benefit.

The Small Agency Initiative/DIS Small Agency Client Services program evidences a solid return on investment. This return is amplified by the program's capacity for replication across state government and is establishing a new benchmark for government-to-government service delivery. 

The pilot co-location/IT-sourcing business model -- Eastern Washington Growth Management Board /Dept. of Labor and Industries -- is now replicated in other agencies and marked the entry of small governmental organizations into the Washington state digital government community. DIS SACS reports that on an initial investment of less than $5,000, the Eastern Washington Growth Management Board is tracking annual savings of $20,000 attributable to sharing a secure IT infrastructure, technical support and new operational efficiencies. On the soft benefit side, the EWGMB now has a secure connection to the SGN, access to online resources and applications and secure e-mail communication with their constituency base.
Co-location/IT-sourcing projects report substantial returns characterized by savings and cost-avoidance. Here are two typical projects:

1. Washington's Administrative Office for the Courts shares their fiber connection to the State Government Network (SGN) with the commissions for Asian Pacific American Affairs, Hispanic American Affairs, African American Affairs and the Citizen's Commission for Salaries. The initial investment in IT resource sharing was $7,300 at project launch. These small agencies report a cost avoidance of $42,000 for secure, reliable connection to the SGN and a savings of $3,000 a month in recurring costs.

2. The Attorney General's Office in Seattle shares office space and IT infrastructure with the Central Washington Growth Management Hearings Board (CWGMB). The co-location cost was $13,300. Working from a high-functioning facility with state-of-the-art technology, CWGMB reports a cost avoidance of $20,000 annually. 

Sourcing up-to-date technology for small agencies manifests an immediate return on investment. Leveraging the use of state-owned surplus equipment, DIS SACS has produced a cost avoidance for state government of over $300,000 to date.

Small agency: Washington State Services for the Blind (DSB)

Cost benefit: cost avoidance of $60,488 for equipment purchase

Public benefit: Laptops permit contractors more time with clients by minimizing paper work and increasing administrative efficiency. Today, DSB enjoys full implementation of their automated case management system, accelerating and streamlining DSB’s internal administration and making it possible for the agency to fulfill its reporting requirements on time.

Small agency: Washington State School for the Deaf

Cost benefit: cost avoidance of $158,000 for equipment purchase. 

Public benefit Now, the students carry their laptops during the day and plug into classroom docking stations. After school, they return to residential cottages and do their homework on the laptop.

Small agency: Criminal Justice Training Center 

Cost benefit: cost avoidance of $75,000 for equipment purchase

Public benefit: DIS SACS coordinated the funding and distribution of 50 surplus personal computers for use in training facilities for law enforcement and the Department of Corrections. This technology has increased the ability of criminal justice agencies to train more law enforcement and correctional employees. Better, faster training impacts public safety favorably statewide.

Small agency: Marine Employees Commission 

Cost benefit: cost avoidance of $4,031 for equipment purchase

Public benefit: With the addition of laptop technology, all parties sign the settlement agreements at the time of hearing, which improves service delivery to citizens and expedites the administrative process for all parties involved. 

Small agency: Washington State Historical Society

Cost benefit: saves $3,125 per year

Public benefit: worked with DIS SACS to develop a technology solution for an Internet application. Now, constituents can pay for services online.

� The Information Services Board is a 15-member Board made up of leadership from the Legislature, state agencies, courts, higher education and the private sector. State law directs the ISB to develop standards to govern the acquisition and disposition of equipment, software and purchased services; approve IT acquisitions or set rules that delegate acquisition authority; develop statewide or interagency technical policies; review and approve the statewide IT strategic plans; provide oversight on large projects; establish and monitor appeals processes. 











