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Executive Summary

The State of Vermont, Agency of Digital Services has existed for only two years. The
Agency was created by centralizing all IT professionals in the Executive Branch of
Vermont State Government. In order for the newest Agency to succeed it need to be
fully transparent to its partner agencies, the Administration and Legislature.

ADS developed a series of dashboards to meet the reporting needs. These dashboards
were built on available Microsoft tools and would be a way of showcasing
functionality. We also utilized anonymous surveys of our partner agencies to assess
how well we are doing. These surveys were less about if we were liked or not and more
around was the services, hardware, software and support provided and how effective
they are in program delivery.

Continuous improvement is the basis of how we are moving ADS forward every day.
These tools not only report on the continuous improvement progress, but it is helping

to shape focus areas for annual operational planning.

Any project that can bring transparency to state government, evangelize preferred
technology and drive continuous improvement is a win for everyone!
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Project Concept, Significance and Impact

Concept

The State of Vermont, Agency of Digital Services was created in January of 2017 by
Executive Order of Governor Phil Scott. The Executive Order centralized all of the IT

staff and functions within the Executive Branch into one cabinet level Agency. One of
the key tenants of the Executive Order is to keep the former Agency staff embedded
with their partner agencies. The expectation is to continue to provide quality service at
the point of need while realizing the benefits of resource optimization. A major
concern for the Agencies was that IT staff would lose connection to the mission of their
former agency and that programmatic support would be impacted. In addition the
Vermont Legislature were concerned on tracking the progress of the Agency of Digital

Services, specifically towards stated priorities.

To address these Secretary and CIO John Quinn initiated a project to develop a
dashboard to report the effectiveness of ADS and establish key metrics. The dashboard
provides insight on the operations and effectiveness of all of the divisions within the
Agency of Digital Services.
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the Governor’s Office and the Vermont State Legislature. The dashboard is also
available from our web site at DigitalServices.Vermont.gov.

Significance

The ADS Dashboard brought together three key elements in one solution. It provided
transparency to a new Agency in Vermont State Government; it showcased

functionality available across the enterprise through Microsoft PowerBl; and it tied in
Results Based Accountability.
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Quantity panel give

a scale of IT’s involvement at AOT including things like staff to use ratios, number of
applications supported, number of significant projects and citizen-facing web services.
The budget portion shows the relative fixed costs for support of the agency through
three key billing methods and how it’s distributed. The Quality section addresses key
indicators like project health, technical debt, training and percent of transactions
conducted online. Even if there are not base data (like AOT doesn’t count all of their
transactions regardless channel) we are still reporting on it with the objective to
guantify all of these measures and provide consistent comparison across agencies. The
Report Card panel provides a candid method of ascertaining how we are doing in the
eyes of our partner agencies. The Report Card is derived from a quarterly survey to
mid- and high-level managers that asks a series of questions related to availability of
services and support. We then average the responses for each agency, group them to
match to the reporting areas and then convert to a letter grade. Currently we range
from A to C- with B- being the mean. Lastly the bottom border reports on the top three
projects for that Agency or Department.
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Agency of Digital Services

Back Home

Enterprise Project Management Dashboard

EPMO is an internal service organization for State of Vermont to enable IT
project success through practice of Project Management and Business Analysis.
The team offers direct services, oversight support, standards and templates, and
statewide reporting.
Quality
In Progress IT Project Health - Last 12 Weeks

®Gieen  Yellow @Red

Current Status

. 6%

Red

- 34%
Vel\ow®

59%@

Green

B0% —

60%

0%

20%

0%

Apr 2019 May 2019

7~ VERMONT

Quantity
In Pragress Project Types
®Requested Count ®ln Progress Count @
A0 238 250 311

200

]
Jul 2018 Sep 2018 Nov2018 Jan 2010 Mar2019 May 2018
In Progress Project Types
®DD| #MEO @
180 189
130 135 143

100

Ml 2018 Sep 2018 Nov 2018 Jan 2079 Mar 2019 May 2019
In Progress Projects $500k Split

®0ver ®Under @
100%

5%

%
Jul 2018 Sep 2018 Now 2018 Jan 2019 Mar 2019 May 2019

The image to the left
shows the final
dashboard that provides
information on the
portfolio of IT projects.
The Quality measure is
the history of project
status for all active
projects. The Quantity
portion shows active

projects versus projects in the queue along with breakout by Maintenance and

Operations compared to Design, Develop, Implement and relative size of the projects

based on dollar value. The intent is to show progress in having more smaller iterative

efforts compared to the past of a handful of large projects.

Impact

The project has been successful beyond expectations. ADS has a Partner Advisory

Committee (PAC) comprised of senior managers for our partner agencies. We

introduced the dashboard through that group and it has been very well received; they

appreciate the openness and honesty in showing the survey results and the

corresponding grade. The ability to report uptime and availability along with portfolio

status has helped everyone across the Executive Branch better understand ADSs’

performance.

The dashboard was built using a number of Microsoft tools including PowerBI. The tool

set was developed in-house as a framework called Tachometer. Tachometer is meant

to provide a consistent analytics, reporting and dashboard experience. Using the ADS

dashboard as an example projects have started to use the same tool set to analyze

hospital data for the Green Mountain Care Board and communicate work force

information for the Vermont Department of Labor.
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This also helped ADS in maturing as an organization. The report card portion was
important to highlight areas for growth in the different agencies. This information has
served the local IT Leaders well to structure their Operations Plans to address these
areas and ensure future work builds on our strengths while improving on our
weaknesses.

Conclusion

The Agency of Digital Services Dashboard is a total success. It has provided
transparency on our operations and functions; it has showcased tools available for
other dashboard efforts and it has driven improvements through annual operations
plans. Continuous improvement at it’s finest!
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