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Preparing an IT Project for the Legislative Process:

Avoiding the Pitfalls and Ensuring Success

OPENING…

· I would like to thank Compaq for inviting us here to share our trials and tribulations…

· I want to take a special moment to thank Sherry Whalshak, Kathleen Ellertson and Russell Hicks, as well as yourselves for making the commitment to share your time in a positive and exciting technology learning experience and program…

· I would like all of you to take a second and stand – up.

· First, give yourselves a hand!

· Second, I would like all of you to point straight up toward the sky!

· Really, it is okay…

· Now, just for a second, close your eyes!

· Now, point your hand due North.

· Open your eyes and compare your direction with your neighbor.

· You have now experienced the opinions and advice that I have received in the correct direction for IT Management in California.

· In California, we are pioneering!

· I have the privilege of having a Governor who is committed and has provided executive sponsorship for our IT Management program, which has proved a key to our recent success.

· As evidence, we have leap frogged our government peers to lead in IT Management.

· That is due to quality leadership, guidance and oversight, which our Administration has provided.

· I have had the privilege of working with Steve Nissen, our Director of the Office for Innovation in Government, and Arun Baheti, our director of E-government, all on the same program.

· For California, IT Management is an opportunity to streamline our State programs both online and inline.

· Our priority is to focus on the programs and activities that directly deliver services to all Californians.

· Our Administration’s first priority is to provide equitable, accessible and quality services to all Californians.

· We must enhance our programs; particularly those that offer services to the public directly and embrace change management in order to enhance our processes.

· We have developed and must maintain partnerships with government, both local and federal, and the private sector to implement holistic enterprise technology solutions.

· These solutions must be industrial strength, integrated and progressive.

· We have put forth many bold initiatives in very short order.

· Most important, we are building our solutions with program needs as a priority while maintaining sound, fundamental systems management strategies to build a secure enterprise and secure IT Management program.

· California has an extremely complex distributed technology environment.

· We have 120 departments, over 300,000 employees.

· Our State budget exceeds $100 billion, of which approximately $2.2 billion are expended on IT annually.

· Our data centers support mainframe applications with over 5,000 MIPS, and 50+ Terabytes of data!

· Further, we have over 150,000 desktops.

· When we first focused on IT Management immediately after Y2K, we already had 3,000 web sites with 340,000 web pages.

· As you might have guessed, very few standards and policies existed.

Prepare the Program

· Understand position in government…

· It is about respect…  In the mind of a Legislator, the department IS the administration, and as such, you are treated as one body…

Build a SOLID relationship on a FIRM foundation

· Have your program honed down…  You must proactively pitch the program through leveraging the Governor’s position…  Find the win-win situation for both!

· Do not forget Legislative STAFFERS…  Due to term limits, their stake has gone up, as they have now become the institutional memory…

· There must be a skill transfer, assistance with special projects, ongoing education and knowledge transfer for Legislators and staffers in English…

· There must be prescribed collaboration from the Legislative Secretary in the Governor’s Office…  MOREOVER, no surprises for either side.

Integrity is a HUGE ISSUE

· Focus on specific issues…  Do not bring up more…

· “Read the Tea Leaves”…  Size up the situation and summarize the program in “SOUND ‘BYTES’”  (Pardon the computer pun…)

· You need validation…  Trust, BUT verify…  On BOTH sides…

· No one likes surprises…

· Because of term limits, a continuous process of education and outreach are essential…

· When surprises come up, you have to understand that it is not personal…

· LISTEN, LISTEN, LISTEN…  Then regroup…

Communication is ESSENTIAL

· You must drive the message, engage the legislature through outreach, orientation and education.

· Externally…  Legislators and staff, Agency Secretaries, Departmental Directors, Agency and Chief Information Officers…  Keep as many on the same page as possible…

· Internally…  Directorate, Communications and Legislative Directors, DOIT AIO, and most importantly, STAFF…  Keep all focused on the PROGRAM…

· The State must walk its talk…  Be prepared to DELIVER…

· Expectations ALWAYS escalate…  You must manage the EXPECTATIONS and the PERCEPTIONS…

CAPITALIZE on opportunities!

· Y2K and the hearing process…  For DOIT, this was not only a great CHALLENGE, but an OPPORTUNITY as well…

· LAO concerned that we only had 30% of the total number of departments completed…  Our focus was on the 70% of the MISSION CRITICAL departments…  “No man is an island unto himself…”  John Donne

· To be SUCCESSFUL, we must partner with both the Legislature and Constitutional offices…

Be PROACTIVE!

· SB 1, enabling legislation for DOIT…  This was the first pass at IT governance…

· Many issues were highlighted in Y2K on IT management, project management, oversight and development…

· Example of a job well done…  Senate Concurrent Resolution 76 and AB 1686…

· Balancing of where to go next…  What have you done for me lately…

· Who is on board versus who is not…  Limited term issues and IT governance…

· This is where EDUCATION and OUTREACH comes into play…  REFOCUS…

· If no one knows the TRUTH, then they can only vote on PERCEPTION…  We must manage to PERCEPTION and SHARE added value PROACTIVELY…

Next you must CHOREOGRAPH the hearing dance

· Preparation meetings with committee members and their staff…  This is MISSION CRITICAL…

· Deliverables from these meetings are the questions that they will ask…  READ THE TEALEAVES!

· As well as what they want to hear…  You must DO YOUR HOMEWORK…  Talk to those who are lobbying PRO and CON on your programs…

· Provide “Full Service Sponsorship,” by helping them as much as possible…  INVESTMENT, regardless of outcome…

· Everything must relate back to concrete statutory mandates and a documented business/strategic plan…  Be CONCISE in the plan and get support for the program from the Administration prior to deciding on promoting strategy…

OTHER states

· Washington – more control over elected officials…

· Georgia – abolished civil service…

· California – everyone has say…  Certain have a vote…  LISTEN to both!

California is DIFFERENT

· State’s size makes any program a monumental undertaking…  Complexity is the challenge…

· IT governance is the most complex in the world…  BAR NONE!

Specific to DOIT

· What is the function of DOIT?  Resell the function of the program CONTINUOUSLY!

· Leveraging the power and synergy of best practices…  Engage private sector best practices and input to avoid HOMEGROWN solutions!

· Controlling the mavericks through refocusing of their energy…

· Work ANY Legislator or staffer assertively should there be any issue…

We must REINFORCE existing foundations

Before you add a second story to your house, you work on the first…  Then, you create a smooth expansion…

· 1999 to Present…  75% of what we do is FSR processing…  FSR Process Streamlining…  AIMS – Strategic Planning…  PIERS…

· BREAK from OLD habits if you can…

Audits are actually your FRIEND

· Reflected the Audit Bullet…  Embrace audit, but stand firm on programs added value…

· The most recent audit done in California uncovered that there had not been any failed IT projects in California since 1998…

· That means we are doing our job!  However, we must do a better job of communicating this…

· Further, it pointed out that we are heading in the right direction with our new programs…  Embrace the recommendations and move forward!

· Opportunity for re-direction!

Next, we create an AWESOME addition of added value within our mandate

· IT Management and the Portal…  California is pioneering and trailblazing…

· Meta Tagging Workshops…  Orientation and training must be continuous…

· Enterprise License Agreements…  Save millions on leveraged procurement of IT...

· Memorandums of Understanding…  Establish service level relationships…

· Software Piracy Standards…  Asset management and private sector partnership…

· Energy Portal…  Embrace emerging technologies for mission critical efforts…

· Project Management Office…  Raise the bar in accountability for IT…

· Policy Release…  Provide enhanced guidance and direction often…

· Operationalizing Circle of Life…  Continuous business process engineering for DOTI programs…

· Recruitment and Retention…  Focus on most precious resource…  PEOPLE!

· Dashboard…  Provide technological user friendly tracking and monitoring…

· Project Indicator (Red-Yellow-Green)…  Provide continuous project accountability via problem resolution…  Corrective action plans…

Essential EXAMPLE – GIS/GIO’s

· Support and lead in enterprise initiatives…

· Enterprise GIS model…

· Broad band use…

· Tool to make informed and accurate public policy decisions…

· Power plants, etc.

We identified and built the essential infrastructure

· California Information Technology Council…  Crème de la Crème from Silicon Valley to serve as our compass and guide…

· Not sales, but the IT visionaries…  Are requested to advise on direction…

· Public Private partnerships…  Look for opportunities to embrace private sector support as deemed necessary…

· Empowers and engages the AIOs and CIOs…

· Build from both TOP DOWN and BOTTOM UP…

Carrot Sticks versus Cattle Prods!

· IT recruitment and retention programs…  Keep the State competitive…

· Executive Leadership Forums…  Educate program leadership direction IT…

· Safety and Security are the means to public acceptance…  Make information accessible any time, from any place yet secure as deemed necessary…

Leadership!

· In the area of IT leadership, DOIT has established effective collaborative relationships with Federal, state and local government, as well as the private sector, to assist in developing a clear and coherent strategy for deploying IT to meet the enterprise business needs of the State.

· Through working partnerships with State leaders and business managers, DOIT endeavors to provide a direction for State IT that is based on enterprise goals and priorities, maximizing considerations for flexibility, effectiveness and the reuse of critical resources.

Guidance!

· In guidance, DOIT strives to assist State departments and their industry partners implement these strategies through the promulgation of detailed policies and standards for the design, acquisition, implementation and operation of IT.

· These guidelines are based solidly on industry best practices and carefully reviewed with all potential stakeholders to ensure thorough and consistent application of sound practices and coordinated activities.

Effective Oversight!

· Through DOIT’s effective oversight, the State’s $2.2 billion IT investment is protected.

· This enormous IT investment is not only made in dollars, but in the expectation that IT will be a key enabler of improved services and reduced costs.  DOIT is charged with responsibility for this investment, discharging that responsibility through oversight of State IT activities to ensure accountability and consistence with plans, goals, objectives and prudent management.

· DOIT is committed to open and independent review and reporting of State IT activities, with timely and objective reporting of progress, problems and successes.

DIVERSITY breeds SUCCESS

· California can not be selfish if it expects to attract business…

· Can not limit itself to one IT solution…

· It is in our best interest to keep open system and architecture standards…

How can diversity be HELPED

· Focus on and partner with SMALL BUSINESSES…

· Executive Order on Small Businesses and Veterans…

DOIT’s MESSAGE to participants!

· Stay competitive…

· Integrate MORE with competitors…

· Use model technologies…

· Benchmark against others and their successes…

CLOSE…

· For the respect of Californians, we must ensure privacy of their sensitive and pertinent information.

· For us to be successful, we depend on their trust, which requires us to protect their information continuously.

· For the quality of services we provide both inline and online, the integrity of providing equitable access to all, we are also expected to provide and ensure quality information from any place at any time.

· Most recently, the State developed wireless applications, in coordination with advisers from six private consulting firms, as an outgrowth of a now 12-month-long effort to modernize and improve the State’s web site.

· Since last July, the State has spent an estimated $2.9 million on the redesign of its web site, not including any salaries.

