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Tom Jakobsen, Senior Partner

IT Support and Infrastructure Practice Leader

Mr. Jakobsen has over 30 years of IT Management and
Infrastructure Consulting experience in the information
technology arena. He also serves dual roles as IT Director
and Consultant for multiple agencies.

Similar Clients/Projects Specialties include:

= |T Operations Management
= Contract and Interim CIO/IT Management
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Steve Robichaud, Partner

Applications and Process Consulting Practice Leader

Mr. Robichaud has over 25 years of Software Applications and
Business Process Improvement experience, with additional
experience as President and General Manager of a national
justice software company.

Similar Clients/Projects Specialties Include:

» Executive Management Technology Advisement
 Information Technology Master Planning

» Business Process Review & Improvement

« Existing System Needs Analysis & Improvement
» Application Requirements Definition

» Software System Selection Assistance

* Project Management & Oversight

« Conversion Assistance & Planning

» Contract Reviews and Negotiations
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LOCAL GOVERNMENT FOCUS

 National in Scope — With Local Presence

 We are local government-focused with clients
throughout the United States and in California
« Counties
 Municipalities
e Special Districts
* School Districts

o Utilities
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WHY CHOOSE CL/ENTFIRST?

“IT Strategic Master Planning is the process of
strategizing and architecting enterprise initiatives to
support the needs of the organization”

« Our IT Master Planning provides greater value

 More than strategic analysis
. , =  IMPORTANT
» Tactical (actionable)

» Blended technical and business perspective ’\g”'*

* Collaborative and more comprehensive
« Educational and Prioritization Workshops
* Practical and sustainable
* Implementation and budget realities SUccggg
« Use of Best Practices SRy £ ——
« PMI, ITIL, COBIT 2
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PROJECT TEAM

Key Personnel

Project Role:

ClientFirst Title:

Project Role:

ClientFirst Title:

Project Role:

ClientFirst Title:

Project Role:

ClientFirst Title:

Project Role:

ClientFirst Title:

Project Role:

ClientFirst Title:

Project Role:

ClientFirst Title:

Project Director
Managing Partner, Management Consulting Practice Leader

Project Manager
Senior Partner, IT Infrastructure and Support Practice Leader

Senior Consultant
Partner, Applications Consulting Practice Leader

Senior Consultant
Network Engineer

Senior Consultant
Management Consultant

Senior Consultant
Practice Leader, Enterprise Communications Consulting

Network Engineer
Network Engineer

David Krout

Tom Jakobsen

Steve Robichaud

Craig Williams

Alexis Mercado

Tom Weiman

Adam Korman

IT Plans
Experience and Expertise

Diversified Subject-Matter
Experts
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Best Practices

Initiatives/Projects

User feedback of tangible issues
Education and Knowledge Transfer
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PHASED APPROACH

Research and
Preliminary Plan
Development

Project Initiation and
Technology Inventory

Set Expectations
Technology Inventory
Review Documentation

Needs Assessment

Workshops

Non-IT Department
Workshops

IT Infrastructure, Operations
and Staffing Review

Preliminary Documentation

Assess Strengths and Weaknesses

Final Report and

Define Strategies, Goals, and Presentations
Objectives
Develop Preliminary Initiatives and
Staffing Recommendations
Research Alternative Solutions
Preliminary Budgets and
Prioritizations

Develop Final Reportand
Leadership Presentations

Planning and

Prioritization
Workshops

Project Sponsorand IS
GIS
Project Committee
Executive Management
Cost-Benefit, ROl Analysis

Issues and needs determined first...with strategies and goals to get there...culminating
in tactical/actionable initiatives...working with the Task Force throughout



KEY FOCUS AREAS

 Departmental Business Operations/Needs
e Departmental Questionnaires

* Follow-Up Needs Assessment Workshop/Interviews

« Complete Application Assessment

 |T Infrastructure & Operations/Needs

 Interviews — Leadership to Help Desk

e Review/Assessment of IT Staff and Resource

Requirements
« And much more...

10



PLAN COMPONENTS

* Needs Assessment
 |[dentifies current-state strengths and weaknesses

e Outlines gaps Iin best practices, application systems,
security, infrastructure, organizational structure, and
skill sets

* Provides an initial snapshot of initiatives to be included
In the plan, including:
* Best Practices
* Applications and Departmental Systems

* Information Technology — Infrastructure, Communications,
Operations, IT Staffing, and Security

« Emerging Technology, Smart County, Gov 2.0 and

online services »



PLAN COMPONENTS

e Summary Report
* Project Objective, with Methodology and Approach
 Goals and Strategies

o Statistics, Metrics, and Benchmarks, versus similar
organizations

* Key Issues, Initiatives, and Next Steps
« Resource Requirements Analysis

* Identifies departmental, IT, and third-party resource
requirements for successful implementation of the plan

* Recommended organizational structure and governance model
« Budgets and Timelines

 Budget for each initiative on five-year timeline with priorities

* Timelines for major initiatives within the Plan
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TABLE OF CONTENTS
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DEPARTMENTAL INITIATIVE - SAMPLE

Findings and Observations

Enterprise Resource Planning (ERP) s an organization-wide software solution that allows S;g;il?\tén ‘UhfeTg 'tk'f.pirgr’[";nﬂ'p' heﬂsqtggrsﬂgff {_'&T_f;mm‘&gs ysterfor 'EZET'T Eﬂ%idfzr“”\huwe

integration among various departments and their respectivefunctions. The resultis a
ceniralized system of communication, data storage, and operations management. Replacement gsdtiﬁ d':ﬁg};;nrggﬁph'?n%ﬂ:l;ﬂﬁiaﬂg?é?g;;mt was used several generations backinihe

or improvements to ERP solutions bring about processes fromwhich multiple departments can o

benefit. Common municipal-related ERP applications modules include accounting, financial Selgggffn?grﬂe'“g;mgL”q"fgﬁnll'gge ;"gggmmn

reporting, payroll, human resources, planning andpermitting, and work orders. The following - N ep 0 capabili o
commonly utilized functionality found in other

— - Ll -
graphic shows atypical municipal ERP environment. municipal basedERP systems. The =] PY
. L . Pentamationsystem requires excessive
Example Enterprise Applications Overview manual workarounds andreconciliations.

Pentamationis also notmeeting the City's = _ :
Waintanance Mansgemnert Purchasinglnvantory Managemict expectations and carries significant annual e R — vy . .

costs forthe resulting return realized by the

City. Mearly, all departments noted d e E ; C r I b e d I n
The Cityis missing opportunities forlabor

savings (thousands of labor hours peryear),

improved customer service due to lack of integrated solutions with sufficienttraining, and
functionalityto meetinternal operationaland citizen/public needs.

L]
All departments expressed a strong interestin newly available features and enhancements that
a more modern ERP solution can provide. Departments described unmetreporting needs,
featurefunctional requirement deficiencies, and an overall desireforthe systemto be replaced.,,

Gaining greater utilization in enterprise applications software modules through installation of a
new ERP systemis keyto significantincreases in citywide productivity and efficiencies

The following is a table that shows the City's major suites that are usuallyincludedin an ERP
system. The table also depicts what prominent municipal ERP systems typically offer.

Current Available
Vendor Equivalent | Licensed | Implemented
odule

Financial Management
e 5

Potential Process
Improvements

Industry-Typical Enterprise
Module Name

GenerslLedger Fund Accourting

Budgeting

I . d - d
Recommendations -
» Replacingthe currentoutdated, Pentamation, iWorQ, and Verizon Fleet applications
environmentwith a modem, fullyintegrated ERP solution O S e rV a I O I l S
* Ensurethatthe City has identifiedall its applications needs, and that appropriate funding

has been budgetedfor areplacementERF by conducting a comprehensive needs
assessment and developing a Requestfor Proposal (RFF).

* The needs assessment process shouldprovidean inventory of current and future
functionality requirements by application and department. The process can also be usedto r n
inventory all reporting requirements, as well as integration/interface requirements between I I l

other applications, such as CRM, ECMS, website, GIS, etc.
* The needs assessment should alsoinclude a business process review for each module,
including reviewing manual processes and shadowsystems, such as spreadsheets, to = =
determine automation improvements thatwill resultin labor effidencies.
a  Throughthe RFP process, potential ERP software vendors will be asked to respond with
their capabilities and compliance with City-specific requirements.

* Selectnew ERP software vendor according to the Sofware Selection Best Practices
initiative

L
. FUIIUNImplEI’nEl‘ﬂ?UUl‘lp[D]Edm?ﬂ?gEmEFﬂbESIpF?dICES?CCUFEIII‘IQIUH‘\E!P-G ject P
nd Imp on Best Practices initiative p e rS p e ‘ I Ve
: 1 r i ¥

cce.':.':a.‘a.).-:..': do

ea‘ma\r.‘\e

1y

ERP Background and Supplemental Information
This supplemental background section includes findings and observations for the following: 14

» CIS Utility Billing (replacement of Pentamation)
» ContractManagement (new)
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/T INITIATIVE - SAMPLE

82. Network Redesign

Initiative
Findings and Observations . .
s Current network topology contains single points of D e S C r I p t I O n S

failure for core connectivity. T <= n ;

» Bottlenecks exist in the network, resulting in poor an —g e
performance and reliability. T T-*m = 5

+ Not all devices within the core network were a0 __c=n a4
designed with core network functionality in mind. M B

s Network was not built with future growth in mind, and El = H ' F I n d I n g S a n d

is limited. —
s Network I[P addressing and segmentation

improvements could further increase security and §§_L o O b S e rV at I O n S

performance.
s The Police Department is segmented from the City
administrative network.
s The SCADA network is segmented from the City administrative network.

Recommendations S t aff F e e d b aC k

+ Redesign the core network fo increase speeds a minimum of ten times.

+ Create a resilient core network that eliminates single points of failure.

s Review Virtual LAN (VLAN) network segmentation and revise per current best practices.
+ Monitor and collect performance metrics on network availability and viability.
+ Consider implementing firewalls between the City administrative network, and the Police

ROI Considerations

Benefits

s |mproved network performance speed and reliability
* R

Recommendations

Benefits

15



IT STAFFING ANALYSIS

« Sample IT Staffing Org Structure

Admin. Serv.

IT Director

Res

= Develop and update IT strategic plan
= Lead IT Committee meetings

= Oversee all major IT procurements

IT Manager

Respon ies

* Manage technology vendors, contracts, and agreements

= Supervise IS Division staff
+* Coordinate requests for IT services

= Provide direction to IS Division staff
= Confer with City management team on
technology-related matters

= Assist in new systems design and implementation
* Manage IT capital assels

» Make budgetary recommendations

= Some business department application support

Network
Administration
& Support

n; es

= Implement network hardware

* Ongoing support for network

stems

+* Design and configure physical
and Virtual LANs

* Manage, configure, and monifor
network security devices

« Conduct server builds

* Deskiop, laptops and peripherals
support and troubleshooting

ERP/Business
Application Support
(Open)

GIS

(PT — Contract Services)

Responsibilities n (]

= Help Desk — bus. dept. = Implement and support GIS
applications software

= Perform business process « Design, develop and maintain
reviews & improvements spatial, and tabular data

= Administer application access = Develop tools and applications to
roles support GIS users analysis

= Perform setup and configuration * Produce or coordinate the
for enterprise application production of GIS maps
systems « Assist with Functional and

= Implement custom forms and technical requirements for GIS
workflows procurements

= Ad hoc Reporting

= Support database environment

Pros
Stability

High Customer Services

Liked by City Hall Staff

Least cost

Least risk litigation

Council A/V responsibility centralized
GIS Services

IT Director Knowledge & Direction

AN

(Some automation &
Contract Services)

A/V and Desktop
Specialist

Responsibilities

« Support and maintenance of A/ equipment

= Assist marketing and public relations

* Operate A/V equipment tfo for public meeting broadcasts

- Coordinate and set-up audio/visual equipment for public and staff
meetings

« Perform post-production work (contract)

« Install and maintain desktops, laptops, and peripherals

* Respond fo telephone or help desk system requests

« Troubleshoot desktop hardware and software problems

+ Perform migration to new machines

Cons

Additional Cost — Part-time IT Director Role
Difficult to adjust service levels
Resistance to change

Cost of GIS Support

16



METRICS AND BENCHMARKING

IT Spending versus Revenue Fund Budgets

The following table depicts Redlands's IT Spending versus Recommended Best Practices and 2
Municipal benchmark of 25 agencies, These agencies respondad to a survey and ane from
Hiirois, California, and Wisconsin,

Redianda Recommeandsd Low Municipal Banchmark Recommendsad High
2% 2.8% 4. 5%
FecommencecLow  BRecencs B MunicpaiSenchmark W Recommended High

Rz o enicedd High

Bviamiic ip i B enachm 2k

Rl s

R AT e Lo

0.0% 1 0% e 2000 4.0 3.10%

The 201242013 adopted budget, general and enterpriss revenue funds were 355,425 217 and
the IT expenditure budgets totalof 32,5608 462. The municipal spending benchmark rangs was
between 1% and 8%, The percentage of IT expanditures versus revenus fund budgets at
Redlands is near the recommendad low. 'We understand that additional funding may not be
farthooming: therefore, it will bz imperative to develop a sustainability plan that provides
realistic resource allocation, Greater funding should result in increased productivity at the
deparment kevel,

IT Staffing Ratios

The folkwing table depicts Redlands's IT Staffing Ratices versus a Municipality Benchmark of 37
similar agencies, Thess agencies responded to 2 survey,

Musicipality Fecommended Dex
Radlands emzemare Practce
Log=s B 6o 75
Compuiers 46 a3 &0
Bervers g B 10

In thils comparison, the Tty's staffing ratios for users, computers and servers are less effident
than their peers {i.2., supporting less users and devices per IT staff) and recommendad best
practices, As a part of cur review, we did uncover mamy areas inwhich the Gty could expect to
have significant productivity improvemeants for these benchmarks,

L el -1l

=l=dunicip ety Bendhmark
e o enceed B est Praciice

Logrs Computers Seners
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STRATEGIES, GOALS & OBJECTIVES

IT STRATEGIES, GOALS & OBJECTIVES

The strategies for leveraging information systems to deliver Gty services ae listed below, . ["'C'[E’“E '-“i“za‘b"“:‘{l?”&"‘a'Ea,PPIEtb"fﬁ“E

Within each strategy, we have lisuad initial goals and objectives for the Cry, We have transled [:mm";ﬁse .Jsln_eria_pp S Inll':'gl:ﬁt -

those goals and ohjectives into specific initiatives in the Anpendivof the report, Additionally i, Lﬂfg\]‘l‘i’; I_Ege":;lﬂfj;ihi d;iltﬁm

cuitlined later in the report, are the budgetary costs for each inifiative, resource requirements, e T T T £ e S F T T e T

implementation timeframe, and, if appropriate, the next steps toward implementation, »  Conduct process reviews and dooument apphication feature function requirem.ants to identiy

automation and opportunities to streamline o

[ES5es
+ Liilizing Ret Investment (ROI) principaks, justify additional applications to i
MODERNEZE [T INFRASTRUCTURE productiviy andservice | ) pincipaks, sty additonal applications to improve

»  When justified, move to second genaration mobile computing (tablets vs, laptops)

» Create a City-wide computer room EnasLe Crry Wioe Arpucamion Usace

+  Move from obsolete hardware and software to curment generation infrastructurs

+ Eliminate productivity wasters inchuding incom patible software and disk space limits
»  Improve resilizncy and uptime of infrastructure »  Connect all Gty fadilities through = wide area network

) ) » Bxpand remote access to improve staff productivity
+ Create and rack uptime metrics = Improve reliability of access, reduce downtime

DEeVELOP SUSTAINABILITY PLAN

+ Develop an IT Steering Committee and Govemnance mechanism
» Adopt a Best Practices approach to software selection and managament
»  (Create and maintain project inventory

+ Developan application portfolio and understand the life cycle cost of each application
»  Plan for the sustainability of applications in addition to existing hardware capital replacement

funding ) Utilize project management principles for larger projects
» Create a IT Capital Replacement Plan to forecast and fund handware and software + Become date- and project schedule-driven
replacement costs » Finalize dooumentation

+ (reate standard operating procedures
»  Implement technology productivity tooks, automata:
+  Sequrity patch management
+ Deskiop configuration and maintenance
+  MNetwork management
+  Alert and alarm threshold management

IwprovE IT CUSTOMER SERVICE

Fostera customer service attitedz for all aspects of IT service delivery
Craate an IT Help Desk IwPLEMENT DisASTER RECOVERY CAPABILITIES
Document senvice kevels for incident response and enhancements
Develop customer sznvice performance metrics and excesd those expectations
Develop Mobile Device Management capabilities
Considar " Bring Your Own Devicz” and " Network Acczss Control” for some users = Develop a plan to implement disaster recovery capabilities

»  Chver several years, develop the capability to recover IT applications in the event of a

majorincidant in the San Bemandino Valley

» Consider implementation of redundant Internet connections with automatic failover 18




CIP / BUDGET

C[_IEN"}:IRST IT Master Plan Report
TECHNOLOGY CONSULTING Project / Initiative Budget Estimates
itigti 7 Budget Range Funding Curr_ent Outlying Yrs
IT Initiative Comments ] Depr(s] Source(s) 2016 Fiscal FYE 2017 FYE 2018 FYE 2019 FYE 2020 FYE 2021 [Capiral
Low High Year Expend)
Best Practices
5 |Appicasions Management Best Praciices Providing tools 2nd st baining. Esiabisning roles and responsibiises for TP |5 T500(§ 15000 | ANDepartments $ 10,000
enterprise applicafions. ! !
& |Applicaions and User Licensing Inveniory Prowiding iools and siaff raining H 31000 % 5000 Anvepartment § 5,000
7 |User Training and Support Annual Recurring H 5 25000 § 75000 | anbeparsment $ 25000|% S50000(% 50000 % 50000 | % 50000
& (Traning Room Computers and exquipment M 10,000 | § 15000 | AnDeportmene $ 12,000
9 |Sofwiare Selecion Best Pracices Standard meshodology and pracices H nia Ma | AllDesartments n'a nia n'a nia n'a
10 | Project Planning and Implementaion Best Pracices Providing tools and siaff raining H 3 1000 % 5000 | AnDeparmente $ 5,000
Mainiaining Sofware Updaes Siandards H n/a NiE | AlDepartments n'a nia n'a n'a nia
12 |IT Project and Services Portisio Documenting IT Depariment roles and responsibilifies for all services including H $ 1000|$ 00 O $ 15,000
SLA for business applicaion support
13 | Sustzinability Planning Providing tools and staf raining H 5 5000( % 15000 | anpepartmenss $ 10000
14 |Cloud Compuing Standarde H nia nia n.,::j.:gm n'a nia n'a nia n'a
15 [Centralized Land and Parcel Management Included in developing GIS Master Plan niafive ™ Ges below | See below | anpepsrmens set below | secbelow | seebelow | secbelow | see below
Applications and Departmental Systems
16 |Enterprize Resource Planning (ERP) Replacement Includes fe indented imiSafves below: TP | $1,000,000 [ $2,000,000 | ANDeparsments § 85,000 | $ 1,000000 [§ 500,000 |$ 250000
17 | Project and Grant Accounting Included in ERP iniialive TP Inciuded with ERP AllDepartments
18 [Contract Management Included i ERP miiaiive Ll Included with ERP All Dapartmentr
19 |Cashiering Needs Assessment and Replacement Included in ERP iniiaiive TP Included with ERP All Dopartments
Nork Crdere/Maint d 1 "
20 L':;e?‘e s/Maintenance and Asset Management Included in ERP iniialive TP Included with ERP All Dopartments
Sysiem
21 |Fleet Management Included in ERP iniiafive TP Included with ERP All Doparmentr
22 |Land Management Sysem Feplacement Included in ERP iniiafive TP Included with ERP AllDspartmente
3 | Electronic Plan Submisls and Reviews Included in ERP inifafve L Included with ERP AllDerartments
H Sy tor [ —— 1
w_wmﬁnﬂ o Included in ERP inifafve —| Included wigh ERP }ILIL/
~mEm ~—1~

« Using a budget range is wise —
 Include other information

e Priority

 Departments Affected

« Dependencies

« Comments 19



THE RESULT

How will this leave the County better off?

« Assessment of Existing IT Environment (a Baseline)
* |dentification of Strengths and Weaknesses

e |dentification of IT Needs (Countywide)

« Expression of IT Needs as Projects/Initiatives
* Prioritization of All IT Projects/Initiatives
 Improved Security

 Increased Efficiency

« Consensus on IT Spending and Investment
* Improved Governance of IT Resources and IT Decision Making

 Alignment of IT Strategies with Countywide Strategies

It's an IT Roadmap for the County to Follow




Questions?



https://www.sparkred.com/wp-content/uploads/2012/07/how_to_choose_website_designers1.jpg

	Information Technology Master Planning��NOVEMBER 2017
	Slide Number 2
	Slide Number 3
	Local Government Focus
	California Clients
	Why Choose ClientFirst?
	Project Team
	Process�and Deliverables
	Phased approach
	Key Focus Areas
	PlAN cOMPONENTS
	PlAN cOMPONENTS
	Table of Contents
	Departmental initiative  -  sample
	IT initiative  -   sample
	IT Staffing Analysis
	Metrics and Benchmarking
	Strategies, Goals & Objectives
	CIP / Budget
	The Result
	Thank You!
	Slide Number 22
	ROI – Cost & Productivity
	Slide Number 24
	Departmental�Initiatives
	Departmental Initiatives
	Department needs Assessment
	Department needs Assessment
	Department Needs Assessment
	Department Needs Assessment
	Department Needs Assessment
	Department Needs Assessment
	Department Needs Assessment
	Department initiative  -   sample
	Department initiative  -   sample
	Slide Number 36
	IT Initiatives
	IT Needs Assessment
	IT Needs Assessment
	IT Needs Assessment
	IT Needs Assessment
	IT Assessment
	IT initiative  -  Another sample
	Slide Number 44
	Do you field these Questions?
	Workshops
	Metrics and Benchmarking
	Prioritization Workshop(s)
	Wrap-up

