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The County engaged Gartner to develop the Hybrid IT Model based
on previous studies to establish a standalone IT department

The goal of the Hybrid IT

1. Assess the current state of the County IT . .
organization and develop/validate the future Model is to prowde the

state delivery model County with valuable
2. Review the County application inventory and shared services,
determine technology and skill requirements qua“ty de“very, and a
3. Develop options and determine the “best fit” positive customer

direction for organization design to support

the future state delivery model experience

4. Create a future state job architecture and
framework

5. Develop strategic recommendations and a
provide a high-level roadmap to achieve the
target state vision

Gartner
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Over the past several months, Gartner assessed the County’s
current organization and developed recommendations to transform

it to Service+

Project Discovery
= Conducted Gartner IT Score surveys (33% response rate)
= Facilitated 24 (Delivery + Apps) interviews with various department
and ICT stakeholders to understand the County’s
strengths/weaknesses & current/future support requirements in
: support of IT and Department objectives
¢ = Updated 8 department inventories to identify skills and job
requirements for the target state of IT

Developed County IT position job architecture
consisting of 7 job families and 26 job series

ICT and department stakeholders
= Facilitated career path recommendations
validation session

‘ Job Architecture Development

= Facilitated 4 Delivery Model Validation Workshops with ICT and
Departments to review current to target state Delivery Model for the
County

= Facilitated a Current State Validation Workshop to review and
introduce potential organizational structure alternatives

= Conducted 2 target state Org Design Workshops with ICT leadership
and the core team to discuss the final target state structure and net

I Organizational Design & Talent Analysis

new roles required to enable the Service+ model .

= Conducted a Talent Analysis 9-Box exercise to identify potential
talent for critical net new roles within the County

RESTRICTED
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= Developed 7 job guides for review and feedback by

Org Readiness & Roadmap

Identified risks and assessed readiness
for organizational maturity
recommendations

Provided detailed action steps, level of
effort, and timing to inform the
implementation roadmap

Developed Roadmap for organizational
design and job architecture roll out and
additional Service+ requirements

Presented final recommendations to key

leadership
Gartner.



To balance the organizational change and
impact of the new Hybrid IT model, Gartner
recommends a two-step, phased
implementation approach

EEEEEEEEEE Gartner
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Phase | (0O - 18 months)

Organizational Aspiration

Run ITD with a holistic countywide focus—responsible for delivering key County IT processes that are standardized, efficient, and reliable

to deliver high business value

Enabling Objectives

= Establish the foundation for the journey
towards the Service+ delivery model

= Standardize core ITD processes (e.g.,
demand management, capacity management,
etc.)

= Establish end-to-end workflow processes to
enable cost-effectiveness, reliability and
responsiveness

= Increase ability to sense and manage
business demand and align priorities to
delivery capacity

= Centralize planning and governance and
increase transparency to ITD performance

What’s Changing

Evolving current organizational design from
an Asset-Process to Service+ delivery model

Introduction of new functions:

= Strategy & Governance

= Service Management

= Service Delivery

= Information Security

Investment in new/existing capabilities:
= Enterprise Architecture

= Cybersecurity

= Business Relationship Management &
Analysis

=  Project Management & Organizational
Change Management

= Governance & Performance Management

What’s Remaining the Same

= Minimal changes to the following functions:
= Solution Architecture
= Technical Support

=  Communications

RESTRICTED
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Phase Il (18 - 36 months)

Run ITD “like a strategic business partner,” responsible for optimizing the internal and external “customer” experience, while explicitly
focused on business service outcomes that achieve established service and quality levels

Enabling Objectives

= Shift from a “cost center” to that of a
competitive, strategic service provider and
business partner

= Implement a service catalog; align the
organization around ITD services

= Further mature business relationship
capabilities to understand departmental
technology needs and align to IT strategy

= Establish data analytics capabilities to enable
the strategic and tactical use of data for
decision making

= Develop “institutional knowledge and
expertise” of County applications to enable IT
business continuity of technical support
services

What’s Changing

= Additional development and investment in IT
Strategy & Governance function

= Transition of Application Enablement and
Communications into within Service Delivery

= Continued maturation of the IT Delivery &
Operations team into an “IT as a Service”
(ITaaS) shared capability

= Introduction of new roles:
= Domain Architect
= Vendor Management Specialist
= Data Analyst(s)
=  QA/Testing Specialist
= Technical Writer
= GIS Analyst

What’s Remaining the Same

= Minimal changes to the following functions:
= |T Operations
= |T Delivery Support
= |nformation Security

RESTRICTED
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ITD Implementation Timeline - Initial Tasks
2022 | 2023

Jul Aug Sept Oct Nov Dec Q1 Q2 New FY — Q3 Q4 Q1 Q2 Q3 Q4

RGS develops Job Classifications; HR & Union review / approve
Gartner conducts Job Classification, Compensation, and Mapping Study; SBC align compensation for ITD jobs
—l-b_ Develop ITD Implementation Budget as input into budget request

_ Conduct “one-off” budget request for Service Management Leader position; recruit (internal/external)

and select candidate

Pl Recruit, hire, onboard and ramp up CIO
—_ Fill Strategy & Governance Leader role

4>- Fill key ClIO-1 Leadership roles with existing resources (e.g., Service Delivery Leader)

=. Announce ITD as a department and CIO-1 Leader designations
=_ Fill Phase 1 teams with existing ICT talent

Prioritize ITD Phase 1 supporting roles and ISF-based services for FY 23/24 budget request

Define|and confirm list of ITD functions to be provided to County Departments

Develop the initial ITD Service Catalog

P Determine ITD service rollout plan (e.g., timeline, cost, etc.)

Establish the Funding Model (i.e., ISF vs. GF services)
=— Set ITD Service Rates (ISF-based services)
_ ITD budget meeting(s)

»
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Roadmap of Detailed Recommendations

Short Term Mid Term

M1-M3 M4-M6 M7-M9 M10-M12 M13-M15 M16-M18 M19-M21 M22-M24 M25-M27 [ M28-M30 [ M31-M33 | M34-M36
EO1: Establish the Strategy& Governance (S&G) functi :
Integrate the Financial Management function into the S&G function

I(E)nterp_rils]e _ Establish the Professional Services function into the S&G function
8:I:rgsilligtyt Establish Information Security function
(EO) Establish the OCM function; integrate into the Professional Services function

EO6: Expand Architecture and Data Management capabilities

EO7: Expand Financial Management capabilities E08: Expand ITD’s operational capabilities

“I Initiate the establishment of the Service Management function
“ Finalize and communicate ITD’s service catalog
“: Establish the Service Delivery function
Service Delivery “: Establish IT Operations function

Excesl:sence Finalize Delivery Support team structure
(SE) SEG6: Finalize IT Operations team structure :
Establish Application Enablement function
' “ Determme IT Operations span of control
: I :stob'ish Technical Writing and GIS capabilities
i IEEETIE - corrorate Communications capabilities
_ Develop/refine duty statements f'or new target state roles !
“ Level and classﬁy new target state roles N
_ Complete talent assessment exercise to determine placement of mternal resources
High “ Develop budget request proposal for new target state roles, requiring strategic investment '
Perfor_mar.lce implement OCM strategy
orgaa‘;atlon 1 Update job architecture to reflect new jobs, job families, and career.path options
(HP) HP7: Develop ITD Talent Strategy |
HP8 Develop budget change proposal :
' “ Establish Communities of Practice
: m Establish strategic vendor partnerships
:
Business BF2 Establlsh Service Delivery Management governing body '
Focused Service | Establish partnership between ITD's Information Security and the Offlce of the CISO
Mindset '“ Establish partnership between ITD's Data Management capabilities and the CDO
(BF) BF5: Establish data architecture

BF6: Design and develop advanced business intelligence/data science solutions
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Legend Transitioning capability

Existing capability
Represents current ICT - New capability Represents current ICT

- - -
ili i i bility that i d und
ITD Interim State: Functional View capailyhat wilromai — Rapresets ne necto - cpabily it s moveduncer
Phase | (0 - 18 mqnths)

—— Admin Support

—— Solution Architecture - Communications
e @ @ 9 _ Mobile Radio
Professional H IT Service —  IT Delivery Support IT Operations —_— Comm.
: Services = Delivery | Web Site Admin.
: . E Management and Support -
:  mertmnozvep | frmEee o wewow | .
= . 3 In-House Desk Architecture | Tele.Services/Cable/
: Management E Bus_mess Application Storage Long Distance Wireless
@ . — Governance & - SRR Development @
Enterprise . Porarmeres H Managsmsnt | End User | Weband SQL Network i
Architecture . Management : Saa$ Operations* Support Hosting Services Operations Government
. H — (Im:l_ut_ies E_RP —
Organization : @ Business Administration) Ty e Access Channel
@ . X . Change . Analysis | epas © : ' Mobile Device Li ing Admin. -
Financial 1 Management : Database (DBA) AppIngpo Management (i el
Management Fessmssssnnnnunnnnnns’ Services ( ) L Audio Visual Security Policy &
Support Standards
Directo
_‘Nme: ERP _admir_]istration and e GIS — Desktop Support B Servicersy
implementation will fall under ITD
purview as part of SaaS Operations.
Key Changes | security
1. a. Establish the Strategy & Governance function. Operations
b. Establish Enterprise Architecture function to develop the County IT architecture best practices and strategy.
c. Establish the Professional Services function by consolidating existing Project & Portfolio Management capabilities,
establishing the Governance & Performance function and a dedicated OCM function.
d. Transition Financial Management capabilities to develop an enterprise-wide view of the cost of ITD services.
2. a. Begin establishment of the Service Management function with an initial focus on Service Management leadership roles. 5. a. Establish the Information Security function.
b. Invest in Service Delivery Management, Business Relationship Management (BRM) and Business Analysis capabilities. b. Establish Information Security capabilities; invest in Governance, Privacy & Identity Access and Cloud Security
3. a. Establish GIS capabilities as part of Solution Architecture capabilities.
4. a. Establish the Service Delivery function. 6. a. Establish partnership between ITD and the Chief Data Officer (CDO)
b. Establish Delivery Support function by transitioning Help Desk, End User Support, Departmental App Support and b. Formalize partnership between ITD and the Chief Information Security Officer (CISO) to maintain County-wide
Desktop Support. governance, policies and standards.
c. Transition existing IT Operations and Network Operations into the Service Delivery function. 7. a. Establish Service Delivery Management governing body for coordination, oversight, quality service delivery and security.




Represents current ICT - New Role Represents current ICT role Represents current
role that will remain Represents the need to that is moved under a new ICT role that will
where it is today establish new role function

ITD Interim State: Role View
Phase | (0 - 18 months)

Legend T
[ Existing Role | TransitioningRole | Existing Role

change title

I

Communications
Manager

YT
Professional
Services

"sussssnssnnnnnnnafannnnnnnfuny

*Note: ERP administration and
implementation will fall under ITD
purview as part of SaaS Operations.

RESTRICTED
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ITD Interim State: Functional View

Existing capability
Represents current ICT
capability that will remain
where it is today

Legend

- New capability

Represents the need
to establish capability

Transitioning
capability
Represents current ICT
capability that is moved

Mature capability
Represents Phase 1

capability that must be
matured over Phase 2

Phase Il (18 - 36 months)

under a new function

CcD0O - ————- CION— —— — — ————- . ——— ———————————— :
AR s S NUPRRRIRRIe———— SRR P
] T . | .
. @ ——— Admin Support | 1
. Strategy & .
. Governance | .
3 — Service Management Service Delivery Information Security |
Enterprise . Prg::\s’is;::al é IT Service @ | @ Governance,
Architecture : X i Delivery Application _| o ) L Risk, & Compl —
: Project & . Management Enablement IT Delivery Support IT Operations - Communications Management
. Portfolio .
- : . Management . . . Infras./Private
M::,gzr::,ﬂm : . @ Business Webdsge Ad""t'"' —  Cloud Server & oNetwt?rk — Mobile Radio Privacy & Identity |
: Governance& il " gpejationship G ST Tier 1 and 2 Help Storage oL Comm. Access
. therformanc(-; E Management In-House Desk
_ : anagement  : —  Application Web and SQL Tele.
Domain . — . Devel t T Hosting Servi Licensing Admin. —— Services/Cable/
Architecture . Organization . evelopmen | End User osting Services B Long Distance Cloud Security —
. Change 4R Business SaaS$ Operations Support . . . Wireless
. Management . Analysis —  (includes ERP Mobile Device Directory .
Sourcing & Fasssssssnsssnnnnnnns’ administration)* Departmental Management Services | Government
Vendor — App Support Access Channel Security Policy &
Database (DBA]
Management ITD Operations Servicfes ) (ITCS) . Standards
. : Security Audio Visual
@ — Physical Security Operations —
Master Data L—  Desktop Support Support
Management GIs
Grant Writing
@ echnical Writing
*Note: ERP administration .
and implementation will fall | QA/Testing

under ITD purview as part of
Saa$S Operations.

Key Changes

1 a. Expand the capabilities of the Strategy & Governance function.
b. Invest in Domain Architecture capabilities (e.g., transition integration, security, and network arch., etc.).
c. Transition Sourcing & Vendor Management capabilities to simplify the vendor landscape and enable
economies of scale across County IT.
d. Invest in Master Data Management capabilities; establish a partnership with the CDO team.
e. Make additional investments in the Professional Services function to further enable County IT partnership
and expand provided services.
f. Transition ITD Operations and invest in Grant Writing capabilities.

2 a. Make strategic maturity investment in Service Management function with addition of Business Relationship
Managers (BRMs) and Business Analysts and enablement of the service catalog.

3 a. Leverage Solution Architecture capabilities to establish the Application Enablement function.
b. Establish QA/Testing capabilities.

4 a. Align IT Operations to ensure adequate coverage and delivery of ITD’s service catalog.
b. Establish Technical Writing.

5 a. Transition Communications capabilities to Service Delivery.




ITD Interim State: Role View

Phase Il (18 - 36 months)

Existing Role
Represents current ICT
role that will remain
where it is today

Legend

- New Role

Represents the need to
establish new role

Transitioning Role
Represents current ICT role
that is moved under a new
function

Existing Role
Represents current
ICT role that will
change title

Strategy &
Governance Director

Enterprise
Architect
Professional
Services
Domain
Architect(s) Project
Manager(s)
Financial
Analyst(s) Governance &
Performance
Manager
Vendor
Management
Specialist OCM Specialist(s)
Data Analyst(s)
Grant Writer
ITD Operations

Coordinator

RESTRICTED

cbo - clo - CISO  —— ]
I
I
—— Admin Support I
|
I [ I
Service Management Service Delivery Information Security
Senior Manager Senior Manager Senior Manager
1
Buci [ T T ]
siness
ReI:tiI:nship Application IT Delivery Support IT Operations Communications
Manager(s) Enablement Manager Manager Manager Manager ESe_curit)(l \
ngineer(s
B Software Technical .
h Infra. & Cloud 180 Supervisor
Analyst(s) Engineer(s) SIS Supervisor (Network) ) Security
Specialist(s) — 1&0 Engineer(s) Analyst(s)
System Admin(s)
(includes ERP . A - 0
- e | ministrator(s
administration) Engineer(s) (Network) L Administrator(s)
Database (Telecom)
o 1&0 Engineer(s)
Administrator(s) - 1&0 Engi
ngineer(s) (Network) Tech Support
Specialist(s)
GIS Analyst(s)
L Technical .
Administrator(s) IT Security
Supervisor(s)
Test/QA
Specialist(s) Technical 180
Writer(s) - Administrator(s)
(Security)
Data Engineer(s)
1&0
~ Administrator(s)
(Security Ops)
Security 1 .
Engineer Security Analyst

*Note: ERP administration and
implementation will fall under ITD
purview as part of SaaS Operations.
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