
Cíty of Portland Final Report 
Citywide Technology Assessment 

EXHIBIT A
 

City of Portland 
2OL3 Citywide Tech nology Assessment 

Final Report 

Final Version 0.5 
January L6,20L4 

=i Sierra Systems 
www.SierraSystems.com 

Submitted By: Mike Zanon 
Director, Business Development

Phone: (503) 910-7305
Email: MikeZanon@sierrasystems.com
Date: 0111612014 

mailto:MikeZanon@sierrasystems.com
http:www.SierraSystems.com


City of Portland Final Report 
Citywide Technology Assessment 

Ta b le o'f e o nte nts 

SUMMARY OF PRIORITY 1 RECOMMENDATIONS ............ 5
 

CLASS ll:CHIEF ADMÍ NISTRATION OFFICE (CAO)............ .................. 5
 

CLASS rll:cHlEF TEcHNoLoGY OFFICER (CTO) ........... ...................... 6
 

CLASS lV: BLT (BUREAU LEADERSHIP IEAM) ............... 6
 

BTS ORGANTZATTONAL STRUCTURE, SERVTCE DELTVERY MODEL AND BUSTNESS PROCESSES (TASK il) ..........7
 

CURRENT STATE F|ND|NGS................. .........,........... 8
 

BUSINESS ENVIRONMENT AND ORGANIZATIONAL GOALS.......... ...................., 8
 

BTS ORGANIZATIONAL STRUCTURE ........................ 9
 

BTS SERVICE DELIVERY MODEL ........ 10
 

BÏS BUSINESS PROCESSES ................ 11
 

2003 ORD|NANCE REPORT CARD ........... ...............I2
 

SPAN OF CONTROL..,.. ...................... 13
 

RECOMMENDAT|ONS....,... .,............. t4
 

ORGANIZATIONAL MODEL RECOMMENDATIONS......... .,........... T4
 

PLAN, BUILD, RUN MODEL. .......... 1.5
 

SERVICE DELIVERY MODEL RECOMMENDATIONS......... ............. 
1.6 

BUSTNESS PROCESS RECOMMENDAT|ONS........ ......................... L7
 

cTTYWtDE TECHNOLOGY RELATED STAFF SKTLLS & PROFTCTENCY (TASK ilt).....,.......,... ............ 18
 

CURRENï STATE F|ND|NGS................ .................... L8
 

REVIEW OF CITYWIDE TRAINING & DEVELOPMENT MECHANISMS............. ........................ 18
 

BTS AND BUREAU INTERVIEWS ........ 19
 

CITYWIDE SKILLS AND COMPETENCIES ONLINE SURVEY ........... 19
 

SURVEY PURPOSE AND OBJECT|VES............. ........,................ 19
 

CRITICAL SUCCESS FACTORS ........ 19
 



eity of Portland Final Report 
f^-L.- - I ^. -",Lr L!i w¡üc f i3L¡¡l rLr¡LrB¡Y ÂJ:L35¡ ilUfi t^:ù,,"".:J^ 

ONLINE SURVEY CONSIDERATIONS............. 
ONLINE SURVEY SCOPË 
ouR AppRoAcH .............,.. 
OUR RESULT. 
oNLtNE SURVEY DESTGN 

CITYWIDE SKILLS AND COMPETENCIES ONLINE SURVEY RESULIS....... 
TRAINING AND DEVELOP GAPS ANALYSIS..... 

RECOMMËNDAT|ONS........ 

CTTYWTDE STATE OF TECHNOLOGY (TASK tV)...,............ 


CURRENT STATE F|ND|NGS............,... 

CURRENT AND PLANNED APPLICATION INVENTORY 

APPLTCATTON RATTONALIZATTON/CONSOL|DAT|ON 

TECHNOLOGY DEC|SION MAKTNG 

LEVERAGING THE CITY'S INVESTMENT IN SAP 

BTS 5 YEAR ÏECHNOLOGY STRATEGY. 

MOBILE AND CLOUD COMPUTING ''AS-A-SERVICE" MODELS... 

BUSTNESS CONTTNU|TY 

SUPPORTING BUDGETARY ESTIMATE FOR 5 YEAR PLAN ............ 

RECOMMENDATTONS........ 


BTS BUDGET AND FtNANCTAL MANAcEMENT pRACT|CES (TASK V)................. 


CURRENT SIATE F|ND|NGS................ 


ANALYSIS OF TECHNOLOGY SPEND.. 

SPEND BY FUNCTTONAL CATEGORY................... 

SPEND BY COST CATEGORY... 


REVIEW OF BTS FINANCIAL MANAGEMENI PRACTICES 

MAJOR EXPENDITURES APPROVALS ................. 

cosT ALLOCATTON MODEL 


RECOMM ENDAT|ONS........ 


MAJOR EXPEND URE APPROVALS RECOMMENDATIONS..,...... 
COST ALLOCATION MODEL RECOMMENDATIONS......... 
ALTERNATE COST RECOVERY MODEL RECOMMENDATIONS......... 
STRATEGIES FOR A SUSTAINABLE FUNDING MODEL 

......20
 

.....,....,.....20
 

...........21
 

...........2I
 

..............21
 

.........,.22
 

..,.....25
 

...............28
 

................. 30
 

.................... 30
 

................. 30
 

.................. 31
 

...,..................... 32
 

......32
 

................... 33
 

...................... 33
 

.............,.......34
 

.................... 34
 

...............35
 

........................ 38
 

........,..,........ 38
 

............,........ 39
 

...........,........ 41
 

....... 42
 

............42
 

.,,,.,....,.,,.,,.... 42
 

.......... 42
 

............... 44
 

.......,.............44
 

............44
 

................, 46
 

................. 46
 



eity of Portland Final Report 
Citywide Technology Assessment 

E.4.3.6. OPPORTUNTTTES FOR EFF|CTENC|ES ....................... 46
 

E.5. C|TYW|DE TECHNOLOGY GOVERNANCE MODEL (TASK Vt) .......,.... 48
 

8.5.2. TECHNOLOGY GOVERNANCE TRAMEWORK .................. ............48
 

E.5.3. CURRENT STATE F|ND|NGS................. ................... 49
 

8.5.3.1. TECHNOLOGY GOVËRNANCE FRAMEWORK EVALUATION .................. ........... 49
 

E.s.3.3. KEY REQUIREMENTS FOR GOVERNANCE 8Ur1D|NG................ ........................ s1
 

8.5.6. TMPLEMENTATTON CONS|DERAT|ONS..... ........,..... 55
 

E.6. CAPABTLTTY MATURTTY MODEL TNTEGRATTON (CMMr)APPRATSAL (TASK Vil)..... ..................., 56
 

8.6.2. CURRENT STATE F|ND|NGS................. ................... 56
 

F. SUMMARY OF RECOMMENDATIONS.. .,.... 59
 

APPENDIX A: LIST OF DETAILED REPORIS BY FOCUS AREA (TASK) ......,.,....... 
I 



City of Portland Final Report 
Citywide Technology Assessment 

Document History 

S Koorbatoff 0.1 L2/L3/20t3	 lnitialdraft 
S Koorbatoff 0.2 12/30/20L3	 lncorporated city feedback on Task ll, Task lll, Task V 

lncorporated summary of recommendations 

S Koorbatoff 0.3 1.2/3r/2013	 Final Draft (Happy New Year!) 

S Koorbatoff 0.4 o1./07 /2014	 Corrections to recommendation numbering 

S Koorbatoff 0.5 orl1.6/201.4	 Feedback from the City of Portland and final edits 



City of Portland Final Report 
Citywide Technology Assessment 

A. 	Exeeutive Sumnxary 

Background 

ln January 20L3, BTS issued an RFP for a detailed assessment of the state of city technology and through 
a competitive process awarded the contract to Sierra Systems to complete a Citywide technology 
assessment related to the following six focus areas: 

1. 	BTS Organizational Structure, Service Delivery Model and Business Processes 
2. 	Citywide Technology Related Staff Skills & Proficiency 
3. 	Citywide State of Technology 
4. 	BTS Budget and Financial Management Practices 
5. 	Citywide Technology Governance Model 
6. 	Capability Maturity Model lntegration (CMMI) Appraisal (Applications Only) 

Approach 

Sierra Systems used a similar approach in each focus area including at a high level, completion of a 

current state assessment, gap analysis and then conclusions and/or recommendations. Every 
opportunity for input was considered, including expanding the scope of work to ensure comprehensive 
engagement with the bureaus. A range of techniques was used to gatherand validate information and 
findings, including face-to-face and telephone interviews and meetings, workshops, focus groups, 
validation sessions, and emailand online surveys. ln addition, Sierra Systems completed a review of 
relevant City of Portland materials available and leveraged Forrester leading practices as a benchmark. 

Key Findings 

The following is a summary of the key executive-level findings across all focus areas: 

. 	 BTS has absorbed large budget reductions since 2006 

' 	 Example: Elimination of 38 technology positions, consolidation of infrastructure,and 
applications, reduced spending by over Stt million 

. 	 Opportunities exist for further improvement 

' 	 Example: Duplicate application e.g. asset management, document management and 
a rchiving, time tracking 

' 	 Evidence of a strong working relationship with Bureaus provides a solid foundation for
 
improved Bureau engagement model to address, however
 

' 	 Limited bureau input into/knowledge of current BTS Strategic Plan 2O1t-1.4 and Bureau 
perception of lack of transparency 

' 	 Limited forums for collaboratíon among "like businesses" and Bureaus around common 
technology service needs and development 

' Governance is seen as an enabler of effective Citywide technology strategy and management 

' 	 Current state is deficient in higher-level, Citywide technology governance to enable 
bureau input and buy-in to technology direction, príorlties and decisions 
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' 	 The Cíty's 2002 Ordinance 177852 that centralized foundational lT functions in BTS has 

not been subject to a strategic review in over a decade and warrants a re-fresh. No 

mechanisms exist to decide what is centrally rnanaged vs, dispersed or deeentralized. 

" 	 A consolidated citywide funding perspective does not exist - a pre-requisite to a Citywide 
return on investment framework 

' 	 There appears to be a shortfallin Technology spending compared to leading practices; 
this shortfall explains some of the challenges facing both BTS and Bureaus; e.g. lack of 
business continuity plan 

' 	 Considering the shortfall, the City is maintaining the existing reduced support levels; 
additional actions can be taken to further enhance both service delivery and cost 
control 

' 	 BTS faces typical challenges of the current 'Traditional' organizational model; including silos, 
duplication, focus on operations vs. strategy 

' 	 The Chief Technology Officer (CTO) is expected by the Bureaus to provide greater 
strategic leadership for Citywide lM/lT (lnformation Management/lnformation 
Technology) 

' 	 Executives (BTS and Bureau) do not believe they have an adequate view on the entire
 
investment of lM/lT in the City or the management of lM/lT risk
 

' 	 A citywide Technology Vision and Master Plan is needed to augment the BTS Strategic 
Plan; cohesive Bureau business plans are needed to inform the Technology Vision and 
Master Plan 

. Technical Architecture is well defined and largely consolidated 

' 	 However other key architectures require attention (e.g. information and application 
architecture) resulting in greater complexity; impacts to budgets and resources 

Key Recommendations 

Sierra Systems has provided a series of 60 recommendations to be implemented at various levels of the 
organization from City Council, CAO, and CTO to BLT (BTS Operations - Bureau Leadership Team). The 
following are the top 5 recommendations at the City Council level: 

L. Establish a clear mandate for Bureau collaboration to enable alignment of technology and 
business strategies and roadmaps 

2. 	lmplement a governance structure to support cross-bureau decision making and collaboration 

3. 	lmprove funding mechanisms for cross-bureau initiatives 

4. Revise CTO title and mandate to include common business solutions and auditing of bureau 
compliance 

5. Clearfy define and validate the total citywide technology spend and establish a benchmark for 
performance - adjust citywide technology spend to align with leading practice 

ln setting the priority for recommendations, those rated as the highest priority are deemed as 

foundationalor enablers for priorities 2 and 3. A summary of all priority L recommendations is provided 
in section D. A full list of all recommendations is provided in section F. 
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ln January Z0l-3, BTS issued an RtP fora detailed assessment of the state of citytechnology to address: 

. An anticipated continuing decline in funding 

. An unsustainable funding pract¡ce of tapping into Operating Reserve to complete critical 
p rojects 

. Needed improvements to operating efficiency with lower costs to complete mission critical 
capital and operating projects 

o An inability to keep up with increasing demand for new services and solutions - demands from 
bureaus and citizens 

. A need to prioritize requests for new services and solutions at the Bureau/Office level and at an 
ente rprise/co rporate level 

ln August 2013, the City of Portland contracted Sierra Systems to complete a Citywide technology 
assessment including current state assessment, gap analysis and recommendations related to the 
following six focus areas: 

L. BTS Organizational Structure, Service Delivery Model and Business Processes 

2. Citywide Technology Related Staff Skills & Proficiency 
3. Citywide State of Technology 
4. BTS Budget and Financial Management Practices 
5. Citywide Technology Governance Model 
6. BTS Capability Maturity Model lntegration (CMMI)Appraisal (BTS & SAP Applications Only) 

This document provides a consolidated report of findings and summary of recommendations across all 
six focus areas. 
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C. Timeline and Approach 

c.1. Timeline 
The Citywide Technology Assessment was completed in a compressed schedule over a period of 4 

months to meet the budget and timeline constraints of the City of Portland, with the presentation to 
City Councilscheduled to follow the assessment in month 5 (January 20L4l,. 

c.2. Approach 
Sierra Systems used a similar approach in each focus area including at a high level information 
gathering, completion of a current state assessment, gap analysis and then conclusions and/or 
recommendations. We took every opportunity for input, expanding the scope of work to ensure 
comprehensive engagement with the bureaus. A range of techniques was used to gather and 

validate information and findings, including: 

Worked with stakeholders to assess the current state and capture stakeholder information 
and views through a series of face-to-face and telephone meetings, interviews and 

workshops with City Councilors, the CAO and CTO, Bureau Directors and staff, BTS 

management and stafl BHR management, and unions 
a Validated current state and findings via workshops with BTS management and staff 
a Engaged collaboratively with Bureau Directors and staffto pilot the proposed Community of 

lnterest (Col) governance model (see section E5) and to collect and validate information and 

findings via a series of focus groups 
o Conducted an email survey of BTS and Bureaus on technology costs, practices and priorities 
a Conducted an online survey of citywide technology related staff on skills and competencies 
a Completed a review of relevant City of Portland available materials 
a Leveraged Forrester leading practices as a benchmark 
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D. Summary of Priority 1 Recommendations 
ln preparing the recommendations for the City of Portland, each recommendation was assessed as to 
the Class (organizational levelwho owns the recommendation) and the Priority (1 = highest priority and 
3 = lowest priority). Sierra Systems has made assumptions about which level accountabilities for 
decisions would be most appropriate for the City, which need to be validated by the City. 

The following is a summary of the 17 highest priority recommendations by class (the full list of 60 
recommendations is in section F). ln setting the priority for recommendations, those rated as the 
highest priority are deemed as foundational or enablers for priority 2 and 3. For example, establishing 
the new governance structure and validation of the current technology spend is needed before citywide 
prioritization of technology spend and initiatives can occur. 

Recommendations are numbered as R (recommendation) - Txx (Task number: i.e. TV = Task V) - ## (all 

tasks are numbered 01-60 starting with recommendations provided in Task ll through to . 

recommendations provided in Task Vll). For example, R-TV-45 is Recommendation 45 from Task V. 

Class l: City Council 

Clearly define and validate the total citywide technology spend and establishing a 

benchmark for performance, with consistent use of GL (General Ledger) codes to 
facilitate this analvsis 

Consider options for expansion of the citywide lnnovation Fund to fund cross
bureau initiatives 
Establish a clear mandate and processes for Bureaus enabling efficiencies through 
consolidation and collaboration 
Approve recommended Governance Processes outlined in section E5.4 and move to 
implementation through drafting of committee Terms of Reference - including 
issues management and loeistics and confirmins membershio and reporti 
Revise CTO title to Chief lnformation Officer - to better reflect the scope and 
mandate orooosed for this role 

Class ll: Chief Administration Office (CAO) 

Work with Bureaus to build a citywide technology Vision and Master Plan and 
Bureau business strategy and plan; develop multi-year aligned technology and 
business roadmap to allow for needed prioritization and simplification of su 

Prioritize major expenditures Citywide (e.g. Business Continuity Plans (BCP)) 

Tie maior exoenditures to a business outcome usins a business case a 

R-TVt-32	 Prioritize efforts and plan to migrate remaining applications off Mainframe 
infrastructure - Auditor (LIEN Accounting). Potential for largest annual savíngs (see 

sectíon E4.3.61. 

R-TVr-53 Renew existing CTO mandate to accommodate/clarify recommended authorities 
and mandates (see specific recommendations in section E5.4 

R-Til-03 define role and lities of BTS vs. Bureaus 
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D.3. Class lll: Chief Technology Off¡cer (CfO) 

R-Til-01	 Consider imolementation of a new orsanizational model: Plan. Build. Run 

Create and implement a comprehensive change management strategy and plan to 
support organizational transformation at all levels; communicate with technology 
staff and Bureaus 

Ensure business transparency, contribution in technology prioritization process -
Communitv of lnterest lCol 

Clarify management commitment to process improvement, identify sponsorship 
and identify best practicesthat can be standardized across BTS, in orderto address 
the gaps identified in the CMMI (Capability Maturity Model lntegration) study (see 

Class lV: BLT (Bureau Leadership Team) 

Create a comprehensive application rationalization and consolidation program 

targeting Asset Management, Work Order and Billing Systems including an Asset, 

Work Order, Billing Community of lnterest (Col) 

Review the cost model for each service; start with high volume and high costs 

services; assess consistency of methodologies 
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F 	Findinr¡s hv tocus AreaL¡ 	 . rr ¡v.¡ rbrd vy 

E.1. BTS Organizational Structure, Service Delivery Model and 

Business Processes (Task ll) 

E.1.1". Overview 
The BTS Organizational Structure, Service Delivery Model and Business Processes 

includes an assessment, findings and recommendations regarding the BTS 

organizationalstructure, service delivery modeland business processes. Specifically: 

Review the current BTS organizational structure and draft revised organizational" 
structures under consideration. Report on strengths and weaknesses ofeach draft 
revised organizational structure as it relates to optimizing service delivery. 

Make recommendations related to optimal management span of control taking into" 
consideration levels of technical contributions currently being provided by each 
manager and supervisor position. 

. 	 Make recommendations as to whether or not specific technical functions currently 
provided centrally by BTS should be decentralized, a hybrid, or centralized. 

. 	 Examine organizational business processes and work practices and identify changes that 
will result in efficiency improvements and optimization. 

. 	 Review the current project service delivery model including accountability for project 
success and make recommendations that will result in more effective outcomes. 

. 	 Assess the working relationships between BTS and its customer bureaus. 

. 	 Assess the progress made in technology consolidation in regards to expected benefits 
and outcomes stated in the 2003 consolidation ordinance. 
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8.L.2. Current State Findings 

8.1.2.1,. Business Environment and Organizational Goals 
The following summary of key themes is the result of interviews with 22 bureaus (directors and 
staff) conducted between Aug 29th and Sep 25th, 2013. 

11 ls crlffinl to bu?eaú business 'and th¿ rclidncç on lT wlll 
condnuê to grOW 

Robust lnform¡tlon manailment is iequired to supp-ort decision 
18	 making (immediate tci long term) 

, 

lT is key to interfacing whh th¡:publlc . ' ' . 

Publlc demands and necd for coit savln8s drive a movctow¡rd 
dlglel processes 

lT strategy is not ci-tywidc, some oversight ex¡gg 
Look to BTS to t?kÊ the lead in sertiñg s vlslon wlth €ouncllL4 Need robust golrernanceframeworkfor collaboration between 
bureaus that wíthstands changes ln elected officlals 

'Bureaus are not an¡¡¡cd ln cltywlde ptariirlng òr strategy 
1 Decislons are madc þçfo¡e bureaus arc enptqd .t2 gurcáus usc'thclr own rrnrtgglcs and drclslon:processcs 

: 

: See yelue ln collebontlôn and inlçrgst groüps , 
:Recent citywide lnltlatlves have seen success (e.g. Office 365, .615) ; 

: 

N¡¡row burcau focus, lack of mnslstency as elected offlclals 
:L4 chan6e . 

,. Hþh coÍof duplication, bureaucracy, and lack of integration 
! BTS er gatckccporftrr standards and emergint technolotie$ 
¿ NEed fur cltyulidc govcrnanc¡ and declsion making fnmework 

Need for standardizati¡rn on performance measures, laJgelv 
anecdotal 
Exlstlng measures locur on proJcc peformence or reduction of 
manual prgcesses 

: 
a Cltywlde rlsk management ls inadequatc 
: fÎ dlrectlon håsvlly lnlurnced by bureau and pollrtcal needsx0 tack of clarlty,on who ownsciqnryidc rlsk rñanageme¡tt 

: ETS to t¡ka thc lctd 3n cityw¡de lT riskmanagement 

a Lack of tnnsparency in cort recovery model 
! lack of €ommunication between stakeholders 

tâ ck of clly .wlde govemance for declslon m aklng andt6 pr¡oi¡tizat¡on 
8TS is lagging behind ln technology - nccd to bc digital 
CfO to take the lead, with Council 
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22 3.7 . lncons¡stency with BTS resource skill levels 
. Lack of clarlty on cost recovery model 

. Lack of partnership in decision making 

t4 3.2 
. 
' 

Lack of clarity with citywide enterprise mandate 
Lack of disaster recovery plan 

. Need for more transparency on cost recovery 

. Lack of citywide vision for new technology 

15 2.7 . Behind in technology innovation (not current) 
. Operational issues 

BTS lnternal goal 

*Rating Scale (l through 5): 1)Poor, 2)tair,3)Avg./Meets Expectation,4)Good,5) Excellent 

ln a further assessment of the BTS management strategy, we found BTS to be 

. Traditionally technology focused, emphasis on delivering operatlons 

. Seen as responsive to customer needs but only at a tactical (operational) level 

. Lacking strateg¡c engagement, evidence from customer and staff engagement that BTS 

is looking to significantly strengthen planning and strategic engagement with bureaus 

. Operating in a silo mentality among some members of BTS leadership 

8.1.2.2. BTS Organizational Structure 
Sierra Systems has determined that BTS operates under a "Traditional Model" for lT 

organizational design (hybrid between centralized and federated). See Task ll report referenced 

in Appendix A for leading practice definitions. 

. All BTS lT resources report through to the CTO, however 

. Citywide lT resources not allwithin BTS (CTO control) 

. Some BTS resources dedicated to Bureaus, Bureaus specific resources, etc. 

. Lack of common and/or updated job classifications citywide 

. Departments are in silos under the CTO and include typical functions 

. Aspects of typical lT functions fall under both the direction of Bureaus and the CTO, 

without clearly defined boundaries for accountability 

As a result BTS faces many known challenges of the Traditional Model, such as: 

. Narrow focus; silos between functional areas 

. lnefficient communications; time consuming 

. 'Defensive' strategy (specific operat¡ons); lack of teamwork, m¡strust 

r Duplication (e.g. strategy development, deployment models, security and release 

management) 
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Lack of collaboration and transparency in prioritization; missed opportunities' 
Lack of citywide strategy; need for clarity between operations and strategy (ClO *" 
strateg¡st, futurist, business / CTO * operational, technical) 

n lt is noted that the lack of citywide strategy extends beyond lT and is considered a 

reflection of the overall comm¡ssion form of government unique to the city 

For the most part BTS has a healthy relationshíp with its customers; however this is primarily 
transactional in nature and does not encompass a comprehensive Customer Relationship 

Management strategy: 

Good view / response regarding specific needs (order taker) not seen as trusted partner" 
(forward thinking) 

. 	 Multiple silo Customer interface points (PMO, Help Desk, TBC, CSG, Director Visits) 

. 	 Limited strategic business engagement, no visible business architecture / collaboration 
rega rding business outcomes 

. 	 Many regular meetings (e.g. Monthly CSG) no formal accountability to ensure objectives 
are communicated effectively (Measurable Communication Strategy); minutes are 
ava ila ble 

. 	 BTS sometimes learns of projects from customers to late (in some cases post budget and 
procurement), with little to no opportun¡ty to influence outcomes and approach 

E.I.2.3. BTS Servíce Delivery Model 
ln assessing the BTS Service Delivery Modeli, Sierra Systems identified the following key 

findings: 

. Lack of clearly defined set of Guiding Principles for technology service delivery across 
the city 

. 	 A cohesive and understandable Applications Portfolio Architecture does not exist 
needs to be developed 

. 	 A mix of technology strategies are competing for limited resources (skills,
 

standardization)- ln-house built applications, commercial applications, various
 
technologies and duplication of capabilities
 

r 	 Features and functions of existing large scale core systems may not be fully utilized 

. 	 The number of new lT requests for development & support exceeds capacity to meet 
demand (unclear prioritization, coordination regarding new work) 

A lack of metrics to manage and monitor the effectiveness (quality & timeliness) and" 
efficiency (cost) of applications 

. 	 Business Continuity / Disaster Recovery Risk - necessary redundancies are not currently 
built into network and data center infrastructure to ensure that it can operate at the 
required service levels 

A Service Delivery Model refers to the technical skills, process rigor, tools, methodologies, overall structure and strategies for 
seamlessly delivering technology-ena bled services. 

1"0 | Page 	 Final 
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o 	Current Bureau funding models do not cover high availability (2ax7x365) for the 
majority of applications and infrastructure 

. 	 Unclear priorities - out of date assessment of technology portfolio and customer 
risk tolerance (majority of applications are indicated as critical) 

. 	 Hybrid embedded teams have created an unclear reporting model (decision structures), 
lack of clarity with respect to loyalty and priorities - clear defined governance and role 
definition are required 

n 	 Numerous duplicate application types, potential lost value through not maximising use 

of enterprise portfolio investments 

o 	 Lack of clarity regarding strategies / policies for emerging technology trends (mobile, 

SaaS, Cloud, analytics, Bring Your Own Device (BYOD)) 

8.L.2.4. BTS Business Processes 

Sierra Systems undertook a detailed assessment of 28 key BTS Business Processes and Work 
Practices, in the following categories: 

. lT Strategy Development 

. 	 lT Tactical Management 

. 	 Systems Application Delivery & Evof ution 

. 	 lT Technology Stewardship 

. 	 lT Operations 

. 	 lT Customer Support 

ln summary it was found that BTS has a healthy operational relationship with customers, 

specifically with exceptionally good feedback on overall responsiveness with problem solving. ln 

addition BTS is performingwellatthe operationallevelwith consistent use of service delivery, 
procurement and vendor management, and security policies for individual projects or bureaus. 

The key process gap is at the strategy development and tactical management level, specifically 

related to cross-bureau and enterprise-wide processes and work practices. Examples include 

(see Task ll report referenced in Appendix A for the complete dashboard report card on each of 
the 28 processes): 

. 	 Existing Technology Governance Committees are insufficient to support Citywide 

technology prioritization and monitoring 
. 	 A citywide Technology Vision and Master Plan is a gap; cohesive Bureau 

strategic/business plans are needed to inform and support the Technology Vision and 

Master Plan 

" No consolidated citywide funding perspective; budgets managed primarily at the 
Bureau level 

" Limited metrics and key performance indicators (KPl's) in place; need forautomated 
Performance Reporting and lnformation Management to support decision making 
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Staff consumed with maintaining existing appl¡cat¡ons and services; little time for 
benchmarking or emerging technology 

Citywide technology-specific risk management framework not in place - align to 
citywide risk management processes 

Technical Architecture is well defined and largely consolidated, however other key 
architectures require attention: 
. Citywide Application & Data Architecture is fragmented 

' Business Architecture models do not exist independent of the applications that 
support business processes 

. lnformation Architecture models are incomplete 

. lntegration Architecture models are not coordinated 

Applications Portfolio extremely complex; integration efforts to date primarily involve 
lnfrastructure 

lnconsistencies exist across various siloes in the delivery and deployment of systems 
application; applications built in silos 

8.1.2.5. 2003 Ordinance Report Card 

Sierra Systems assessed the progr:ess made in technology consolidation in regards to expected 
benefits and outcomes stated in the 2003 consolidation ordinance as follows: 

Status Key: ¡ = process doesn't exit, O ineffective, impacts to other processes= 
Y = exists, incremental ¡mprovementt G = exists, defined processes, N = neutral 

Slgnlflcant savlngs have been reahsed slncE 2003 (e.$ 
elimination of 53 technotogy positiont consolidation of 
lnfrâstructure and appllcatlons 

: 

Opportunit¡es do exist for furthcr improvement (duplicate 
applletlon d.g. asset manegement, document 
management and archiving, time tracklng) 

Enterprise-wide business applications exist (SAB GIS),o implementations have had mixed succêss 

Lack of enterprise-wide roles and functíons, including 
archltecture, infòrmatlon managemênt, fi nanclal 
management : 

Electronic Data Exchange and Office 365 in prggrsss 
Consolidatlon of telecommunications¡ call center and 
network/server backend standard izailon complete 
Dlsparate data centers to be consolldated; multiple 1-800 
numbers 

Lack of cìtywide iT strategy and governance framework 
Lagging behind in emerging technologies and policies 
Lack of understanding in cost recovery model and view of 
lT spending across the City 
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Sierra Systems has found that a series of Citywide span of control recommendations were 
developed for the City of Portland in 1-994: 

' 	 Two follow up audits, in 1-997 and 201-1-, report minimal progress in implementing the 
l-994 recommendations and that the City has not yet established organizational 
structure goals nor span of control targets 

' 	 The 201"1 audit recommends the City establish and review span of control targets, as 

well as revisit and implement the long-standing recommendations from the 1994 study 

' 	 ln Fall 2013, the Council Budget Subcommittee 1- provided direction that all 

management/supervisory jobs should have at least four direct reports and that any with 
3 or less would need resolution 

' 	 The City is in the process of assessing its span of control, with the analysis and 

recommendations to be complete for the Spring 2014 Budget Monitoring Process 

An assessment by Sierra Systems of the BTS january 201,4 organizational chart shows the 
following: 

. 	 BTS has 28 managers 

. 	 3 of the 28 managers has a span on control ratio of 1:3 or less 

' 	 1-:2 Business Solutions, Planning and Development, lnfo Sys Mgr, Sr-Generalist 

. 	 L'.2 Administration, Mgmt Analyst, Sr 

. 	 L:3 lnformation Security, lnfo Sys Mgr, Sr-Security 

The proposed organizational structure of Plan, Build, Run supports the direction from the 
Council Subcommittee to streamline the span of control. 

The proposed governance structure can be leveraged to prioritize specific technology initiatives 
Citywide and further refine span of control decisions. 

8.L.2.7. Conclusions 
Given the above findings, the following conclusions can be made: 

' 	 Consider revised organizational model with greater focus on planning and business 

engagement 

' Applications built in silos resulting in complex Application Portfolio with minimal 
integration or use of core systems 

' Lack of clarity with roles where dedicated embedded application teams exist, 
results in duplication of services and greater compliance risk 

' Repeated budget cuts have created an operational/tactical culture, most resources 
directed to support existing services with little time for architecture development, 
benchmarking 

' Existence of service delivery Guiding Principles can result in a lower complexity 
application portfolio; ¡mpacts budgets and resources 
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. Without a Citywide (enterprise)view and governance, potential increases to overall 
technology costs and risk 

" A citywide view of funding or information management and robust l(Pls, will improve 
ability to manage or monitor technology 

' Absence of a citywide Technology Vision, Master Plan & Bureau business roadmap lead 

to complexity and difficulty to prioritize 

' Business continuity is a known significant risk, however resources to support 
implementation in a timely manner are insufficient 

" Strategies and policies for emerging technology trends are unclear; the city falls further 
behind public demand 

" Evidence of strong working relationship with Bureaus; a solid foundation for improved 

engagement model 

E.1-.3. Recommendations 
Io address the above findings and conclusions, Sierra Systems recommends the following: 

E.1.3.1. Organizational Model Recommendations 
. R-Tll-01: Consider implementation of a new organizational model: Plan, Build, Run (see 

section E1.3.1.1) 

. R-TV|-53: Augment role and responsibilities of the CTO (see Task Vl Governance 
recom mend ations) 

. R-Tll-02: Define clear role and responsibilities of the enterprise architect 

. R-Tll-03: Clearly define role and responsibilities of BTS vs. Bureaus 

. R-Tll-04: Review terms of reference for existing groups, e.g. CSG, to assess role with 
new organization structure and governance model 

. R-TVl-5L-54: lmplement Task Vl Governance recommendations 

. 	 R-Tll-05: Create and implement a comprehensive change management strategy and 
plan to support organizational transformation at all levels; communicate with 
technology staff and Bureaus 
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E.1.3.1.L. Plan, Build, Run Model 
To address the silo nature of the current state and a focus on operations vs. strategy, the 
following diagram outlines the recommended organizational structure for BTS and the 
relationship to the recommended governance model (in grey) outlined in detail in section 8.5. 
This structure leverages a leading practice identified by Forrester (Source: Forrester, New 
Organizotional Models Of lT Balance Efficiency With Responsiveness, Feb 2013). 

O rga nizationa I Struct u re 

(,bo

a! 

.â 

dE 
l,J
EÜPlan sg
gs
l!9rå 

,l citywide I 
+1.e. Non-embedded services & enterprlse solutionsil Services* | .9 

5I o
**E.g. Police lT x 

t¡¡ 

The proposed roles and responsibilities associated with this new structure are as follows: 

-. Overali Tech. Strategy . Enterprise Architecture ' Requirements . Service l\4anagement i 

. Business Relationship . Portfolio Management Def¡n¡t¡on . Application i 

I 

ivlanagement . Financial Mana3ement . Development Maintenance 
. Compliance and Risk . Custcmer Relationshìp . Acquisition 'lnfrastructu:e I 

I 

Managemelrt Managernent . Resource Management Maintenance I 

I 

. Technology lnnovation . Vendor Management . Solutisn Architecture ' Customer Service 

. lnformation . Project Management ' Performance 
Management Manãgement 

. lT Vision & Master Plan 

. Citywide Technology 

. Account Manðgement 

. Application Portfolio 
Project Management 
Office (PMO) 

' Service DelÍvery Guidine I 

Principles i 

Budget . lnfrastructure Portfolio P rocurement . Service Desk 
. KPls and Performance . Project Portfolio Management . Service Level 

Reportíng . lntegration Architectt¡re System Development Agreements 
. Business Continuity and . lnformation Life Cycle (5DLC) . Application and 

Disaster Recovery Architectu re Standards and I nfra strr¡ctu re 

'Change Management ' Business Architecture Methodologies Operations 
Strategy and Execution . Application and Data lmplenrentation 

. Cornrnunities of Archìtecturé Training and Change 

lnterest (Col) . Vendor Management Management 

' Outsourc¡ng Strategy office (VMO) 
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The following RACI chart (a RACI chart defines who will be ultimately accountable vs. 

responsible for a function and who will provide input vs. only receive communications on 
decisions) provides additional detail of level of involvement for each role by core function: 

R I c c I A 

A R c c I I 

A R I I I I 

A R I I I c 

A R I c I c 

I A/R I I I c 

I A/R I I I c 

I AIR I I I c 

I A/n I I I c 

I A/R I I I c 

c A/n c c 

c A/R r c c 

c alR I I c 

c A/R I I c 

c A/n r I c 

c I A/R I c 

c 'r A/R I c 

c r A/R I c 

c ¡ A/R I c 

c ¡ A/R c c 

E.L.3.2. Servíce Delivery Model Recommendations 
Sierra Systems has identified the following service delivery model recommendations: 

R-Tll-06: Work closely with Bureaus to create citywide service delivery Guiding Principles 

R-Tll-07: Focus on execution of operational efficiencies (see Tasks lV and V 

recommendations) to allow for time required fòr architecture, benchmarking and 

emerging technologies; consider a Core Services Review process 

R-Tll-08: Prioritize business continuity and disaster recovery; identify team with clearly 
defined roles and responsibilities 

R-TVI-52: Create Col for emerging technologies (see Task lV recommendations) 

R-Tll-09: Consider and review opt¡ons for outsourcing to support the new organization 
structure 

16 | Page Final 



City of Portland Final Report 
Citywide Technology Assessment 

H.X.3"3. Business Frocess Reconn¡nendations 
Sierra Systetns has identified the following business process recommendations: 

. R-Tll-L0: Work closely with Bureaus to build a citywide technology Vision and Master 
Plan and Bureau business strategy and plan; develop multi-year aligned technology and 
business roadmap to allow for needed prioritization and simplification of support 

. 	 R-Tll-1L: Develop KPls with performance reporting processes and supporting 
information management capabilities to enable performance monitoring against the 
road ma p 

. 	 R-TV-34: Create citywide view of financial reporting (see Task V recommendations) to 
establish benchmark for technology spend 

. 	 R-Tll-L2: Create initiative to complete citywide architectures, aligned with newly 
defined role of enterprise architect 

. 	 R-Tll-13: Create Customer Relationship Management Strategy under CTO 

. 	 R-Tll-14: Create Citywide technology-specific risk management framework 
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8.2. eitywide Technology Related Staff Skills & Proficieney 
(Task lll) 

8.2.L. Overview 
The Citywide Technology Related Staff Skills and Proficiency includes an assessment, findings 
and recommendations regarding BTS staff skills and competencies as they relate to meeting 
current and emerging customer needs. Specifically: 

. Develop and administer an on-line survey to gather information on current job skills and 
competencies to determine if current job skills meet the needs of the City and conduct a 

GAP Analysis between what skills exist and what skills are required for optimaljob 
performa nce. 

. Determine what skills are required to provide optimaljob performance. Determine 
what skills employees indicate are required to provide optimaljob performance. 
Develop GAP Analysis for difference between employee required skills and employee 
desired skills. (part of online survey above) 

. Review technology specific job classifications and determine if they provide sufficient 
skills and competencies to meet the needs of the bureau. 

. Determine what would be best course of action to ensure that BTS staff receives needed 
training to effectively maintain current technology systems and implement newly 
requested technologies. 

E.2.2. Current State Findings 

8.2.2.I. Review of Citywide Training & Development 

Mechanisms 
Training and development mechanisms across the City include: 

L. 	Collective Agreement Provisions 

. 	 COPPEA Article 23: Professional Development (S150K fund available for all citywide 
COPPEA staff as of 2014/1.5) 

. DCTU Article 32: Training, School and Conventions (allows DCTU staff to attend 
training and City will reimburse) 

2. 	BTS Performance Development Plan (kick-off in20ß/f4) 

3. BHR Mandatory and Recommended Training List 
( http:/1www.po rtla ndo-reeon.eov/bh r/a rticle/427892) 

4. Portland Community College (PCC) CLIMB Center Course Catalog (Classroom-based 

training) 

5. 	External training contracts (e.g. Global Knowledge, l(inetic) 

6. 	Project-specific training (built into project budgets) 
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7. Bureau-specific training funds 

B. ACM Training (subscription $90/year per person) 

8.2.2.2. BTS and Bureau lnterviews 
The following comments regarding training and development were collected from interviews 
with Bureau directors and their delegates: 

' Bureau satisfaction with the Technology Business Consultant (TBC) role is highly 
dependent on the skill level of individual TBCs 

' Perception by managers that a wide range of level of skill and competency exists across 
technology staff of equaljob class 

' Perception by managers that staff in vertical or embedded models tend to be better 
trained due to focus on a specific specialty 

' Smaller bureaus lack the internal training resources that larger bureaus have access to 
due to their size 

. Technology is changing rapidly, Bureaus all have different needs 

. BTS needs to better understand the Bureau's business 

. Job classification profiles are outdated; lack of consistency between technology job 
classifications citywide 

E.2.3. Citywide Skills and Competencies Online Survey 

E.2.3.1,. Overview 
The following is a high leveloverview of the online survey. For more detailsee the Online 
Citywide Survey Design document referenced in Appendix A. 

E.2.3.1-.L. Survey Purpose and Objectives 
The following are the purpose and objectives of the online survey: 

. Gather information on current technology jobs skills and proficiencies 

' Determine sl<ills employees say are required to function at optimal level 

' Assess citywide technology related job classifications and current performance 

' Use the survey results to determine the best course of action to develop staff to an 
optimal level of performance to meet customer needs 

8.2.3.L.2. Critical Success Factors 

The following are the critical success factors of the online survey: 

'/ Leverage survey design best practices 

,/ Engage staff and key stakeholders in process 
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I BTS and Bureaus engaged and understand¡ng the role of technology related staff skills 
ASSESSM ENt 

I Collaboration with Bureau of Human Resources and Labor Relations 

E.2.3.1.3. Online Survey Considerations 
The following considerations have been made regarding the construction of the survey: 

. 	 The survey is intended to assess the skill sets and proficiency levels of staff in current 
citywide technology related positions as well as to identify the training, development 
and other needs of staff to perform their jobs at a level that consistently meets division 
and bureau objectives or customer needs (optimal performance). 

. 	 The survey focuses on current state performance. Although, a few questions in the 
survey assess skills and needs, for immediate/near future needs, the focus is current 
rather than long range. 

. Recommendations will take into consideration past and current training and 
development activities and alternative recommendations to the City of Portland based 
on the outcomes of survey responses. 

. 	 Job classifications for citywide technology related staff may in some cases be out of 
date. As the effort to remedy this gap is outside of the scope of this project, the 
alternative is to request in the survey that respondents respond only to appropriate skill 
sets for their technology related roles, and to add additional skill sets not identified in 

the list of skill sets for their job classification. 
. 	 For job classifications at a higher level, where there is assumed to be included skillsets 

at a lower level (e.g. lnformation System TechnicalAnalyst Vl, has specific skill sets for 
this level in addition to technical knowledge training of level l-V) the survey questions 
for the Analyst Vl will include only those specific to this job classification level. 

. There are some technology related staff in managerial or other roles where technology 
related skills may be a component of their job role, yet not be reflected in their job title 
or complete range of skill sets. An option to add a job classification/working job title and 
specific technology related skill sets has been added to the survey design to ensure 
these staff are included in the survey. 

E.2.3.t.4. Online Survey Scope 

The scope of the online survey included: 

tltþ 377 participants 

r,F 75 job classes 

*i,S Cítywide - BTS and Bureaus 
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8.2.3.L.5. Our Approach 

It is d¡fficult to predict the level of survey part¡cipation; survey response rates 
depend on a variety of factors. Leveraging a best practices approach increases 
the likelihood of a high survey response rate. 

Surveys under 10 minutes will reCeive 1t¡¡, 
hithest responses 

Send Reminders, and limit yourself to ,,,r1" 
no more than two reminderemails tL!ìF 

Lauhch bi¡siness surveys eerly in the 
day, and collect a minimum of two Wþ 
weeks 

Ut¡lize advanced tracking when 
:':!r' responses are of high value 
.rÀ. 

E.2.3.L.6. Our Result 

Likert scale ratings were used to eâse 
selection of responses and speed 

Sent t half-way reminder, and a final 
remindèr on the last day 

Survey was launched Wednesdày 
morning, for 2 weeks 

We used survey log¡c to track 
responses 

The City of Portland followed survey best practices and received 

an exceptionalTt% end response rate! 

Half of all surveys receive at least a 

26% response rete 

Half of survey responses arrive within 
one day, predicting the final result ,;iff 

lnternal surveysgeneralÍy receive a 30
4070 response rate on average, .,r 
compared to an avenge l0-L5% ',:,'l 
response rate for external surueys 

E.2.3.L.7. Online Survey Design 

Self Reported Anonymous Survey 

Demographics 

Manager and Supervisor 
Specific Questions 

Past Training and Development 

Proficiencies Level (current and 
optimal) by Job Class 

. Technical 

. Non-Technical 

We had a 2570 response rate at end of 
day one 

This would equate to a 507o end 
response rate; we were at 53% after 1 

week 

The City of Portland received an 
exceptional 7.1% end response rate, 
with over 75% of the optionalopen
ended comments also filled out 

Although the Survey was Anonymous, 
32% ProvidedTheir Name 

fhe results will be compiled and viewed as a whole - there is no intent 
for ânalys¡s ¡nto specificjob classif¡cations, or to an individual level. 
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8.2.3.2. Citywide Skills and Competencies Online Survey 

Results 

The following is a summary of the key results from the online survey. For additíonal information 
see Task lll final report referenced in Appendíx A. 

t 377 BTS and Bureau technology staff across 75 Job Classifications were surveyed 

. Survey responses are represented equally by BTS and Bureau s: Lil%of respondents 
were managers, representing 10 Bureaus and 6 Divisions of BTS 

. Of those who responded, 40% of staff have been with the City for 13 years or more and 
L5% have been with the City for less than 3 years 

. One quarter of all technology staff in the City changed Job Classes within the past 3 
years and Only 56% of these staff have received training in the past year 

Reasons for managers'Unsatisfied' with 
Satisfaction wlth Staff Staff Skills: 

. 	lnsufficient resources to keep staff 
trained in new technologies 

. 	Lack of specific required skill sets to 
support applications 

Comments from managerc'satisfied' with 
Staff Skills: 

. 	Staff are often left to learn reactively 
when we implement new technologies 

. See the need for improvement and 
diversified skills 

. Difficulty keeping up with the changing 
needs of Bureaus 

221Page	 Final 



City of Portland Final Report 
Citywide Technology Assessment 

Reasons for Training Needs Partially or 
Not at All met:	 Priority Training Needs Met 
. 	ïraining is too costly 

. 	Due to workloads of staff it is challenging to
 
make the time for tra¡ning
 

lmpacts of Training Needs Partially or 
Not at All met: 

. 	Takes us longer to develop applications in
 
newer technologiet loss of productivity
 

. 	Slow adoption of key emerging technologies,
 
inability to meet business needs
 

. 	Missed opportunítiesdue to lack of
 
knowledge/resources
 

. 	Stress is added to the employee if they
 
aren't properly trained
 

Staff Requested and Received Training 

{loitanii'rlta	 The majority of respondents 
who requested training within 
the last year (39%) did receive 
training. 

Staff who requested training 
but did not receive training 
(4%), commented on the lack 
of time and funds for training 
and development 

Staff reported on a wide-range of training and development opportunities when 
responding to the survey. The following are examples of the types of non
classroom style training reported as requested and/or received by Staff. 

. lT Management Conference . Regularly attending user . Web-based training for 
groups related to SqL Server Office 365/2013 (via. Software Admin User Database Administrat¡on Lynda.com) 

Conference 
. I have been learning on my . Some online lT University. VMworld Conference own time to keep up my skills . Online training for .Net . Util¡ty Jo¡nt Use conference . Regularly attend the Portland development 

Drupal user group. GIS in Actíon Conference 

. Self-study Java and C++ 

. Lots of reading, research and . Vendor provided 
hands-on training to address 

' Vendor post -purchase demos technology needs 
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The majority of respondents (81.%) rated their current skill level at or above 
the optimal skill level for the specific skill proficiencies in their Job Class 

OverallSkill Level 

Optimal level requlred to= 
cons¡stently meet d¡vision 
and bureau objectlves, or 
custômer needs 

Of all proficiencies rated by survey participants the following profic¡encies were rated lower: 

Non-Technical a Communication 
o Leading and Collaborating with teams, Project Management 
a Facilitating 
a 

a Business Analysis and Technical Documentation 
o Database Management 
a Troubleshooting 
a Quality Assurance (QA) and Systems testing 
a lnformation Systems (lS) Management 
a Software Desien and lnstallation 

Respondents who rated at least one of their current skills as lower than optimal were more 
likely to work ín one of the following Job Classes (the classification series listed below is by far 
the largest pool surveyed): 

. Application Analysts 

. lnformation Systems Technical Analyst (ISTA) 

. Principal lnformation Systems Analysts 

. SAP System Analysts 

. Business Systems Analyst 
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E.2.3.3. Training and Develop Gaps Analysis 
Assessment of the survey results shows the following training and development gaps. 

Of those who responded, 50% of staff have not been trained 
within the past 2 years 

Last Time Received Training 

Ofthose who responded,53% of BTS staff have been trained 
within the past 2 years compared to 4t% at Bureaus 

Last Time Received Trainingl BTS Last Time Received Training: Bureau 
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Over 80% of managers and staff have 
a need or desire for training 

Do ManagersAnticipate Do Staff Want to
 
Training Needs Within l Year? Broaden Their Skills?
 

The following are examples of the types of training needs identified by
 
Managers and Staff
 

Offíce 365/Windows 7 (4 

requests) 

Project Management (3 

requests) 

SQL related (3 requests) 

ArcGlS 10.2 (3 requests) 

Project Management (lL requests)
 

SAP related (8 requests)
 

Office 365/Windows 7 (7 requests)
 

GIS related (7 requests)
 

SQL (5 requests)
 

Avaya related (3 requests)
 

The following are examples of training needs anticipated for the future: 

' 	 Citywide software deployments or refreshes (e.g. Office 365, new enterprise-wide 
solutions) 

Major software upgrades for existing systems 

Any new project that deploys new tools 

Transition of support responsibility from one group to another 

Emerging technologies under serious consideration (e.9. SaaS and Cloud, payment 
gateway, mobile) 

a Fields of expertise emerging within the City (e.g. disaster recovery) 
Business expertise required to support Bureaus in the new Community of lnterest (COl) 

model 
lncreased cross-training to more effectively leverage shrinking resources, including 
cross-burea u cross-tra ining 
Predictable rates of staff turnover or movement - in the next few years, 3L% of Citywide 
staff are expected to be retiring from their posítions 
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8"2"4. eonclusions 
Given the at¡ove findings, lhe following conclusions can be made:
 

. Skill sets lag behind as new technologies emerge
 

. Wide range in competency in staff of equal job class
 

. Cross training needed to leverage shrinking staff levels
 

. 	 Technology training needs partially met result in:
 

" Loss of productivity, time to develop applications
 

. Slow adoption of new technologies
 

. Missed opportunities
 

" Employee stress
 

" Staff learning reactively
 

. BIY> of staff report at or above their optimal level in competencies for job class 

. Less than optimal performance levels where training is required include: 

. ln non-technical areas: communication, leading and collaborating with teams, 
facilitating, training 

. ln technical areas: businessanalysis/technical documentation, database 
m a na gement, tro u bleshooti ng, QA/systems testi ng, lS ma nagem ent, softwa re 

d esign/insta llation 

. Respondents who requested also received training 

. 
' 

. 5O%o of staff did not receive training in the last 2 years
 

B7%o of managers anticipate a need for training
 

SOYo of staff have an interest in broadening skills
 

. Managers support the need for training citing: 

. lnsufficient staff and training in new technologies 

. Lack of specific skill sets to support existing applications 
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8.2.5. Recommendations 
Sierra Systems has defined 4 key recommendations to address the skills and competencies 
current state assessment fíndings and conclusions. 

o 	 R-Tlll-15: Create Citywide Technology Training Advisory Group in a federated model 
providing for BTS and Bureau management 

Aligned with leading practice and the 
Technology Training Task Vl Citywide Governance 

Advisory Group (TTAG) recommendations, similar to the 
lnfrastructure Advisory Group. 

This model is also in alignment with 
the City's vision for the SAP Learning 
Management System. Phase 2 is 

Standards and Processes scheduled for 2014.
 

Additional resources may be required
Communities of lnterest {Cols} 
(BTS/BHR) to support the suggested 
model.

Bureaus 

L--- ----J 
Technology Training Advisory Group Mandate: 

. Advises and supports BTS CTO and BHR on the direction and development of 
corporate lM/lI training and development strategies 

. 	 Develops performance measures and reporting processes for corporate lM/lT 
training 

. For review and endorsement by the Cols and, in turn, the lT Executive Steering 
Committee (ITESC) 

. Develops enterprise training programs, sets standards, and manages enterprise 
learning systems 

. Coordinates identífication of training needs, identifies experts and facilitates 
training needs assessment (TBCs, bureau liaisons, etc.)
 

Reports to: BHR and BTS-CTO
 

Membership:
 

. 	 An open forum involving interested business and lT managers in BTS and bureaus 

. BTS TBCs 

. BHR 

Chair: BHR
 

Secretariat: BTS
 

Bureaus (Business U nits):
 

. 	 Responsible for local learning strategy alignment / development as well as learning 
delivery for BU specifíc functional learning 

28 | Page 



eity of Portland Final Report 
Citywide Technology Assessment 

o 	R-Tlll-1-6: ldentify strategic and priority training needs for organizations, projects and key 
resources to achieve citywide objectives. 

' 	 Align Citywide training needs to achieve business goals and objectives and set 
training priorities. 

" 	 Complete a training needs assessment to identify priority training needs. Worl< with 
BHR to ensure approach is consistent with other job/skills areas. 

' 	 Review job classifications and competency models to ensure the skill sets identified 
fulfill the performance requirements and support recruitment, training and 
development, and retention of skilled staff. This may require a fairly large effort 
from BHR's classification/compensation division. 

' 	 Review available BTS and Bureau training programs and opportunities, undertake 
curriculum planning to fill gaps, augment offerings, and structure their application 
across citywide organizations as appropriate. 

" 	 Use a project management approach to ensure timely and responsive planning of 
priority training and development programs. 

o 	R-Tlll-L7: Mobilize expert resources as mentors, cross-training and cross-bureau, to 
augment training and development. 

' 	 Mentoring programs using expert resources have been set up in isolated divisions to 
ensure technology-related staff are fully trained. lt is recommended that these 
expert resources be shared within a bureau cluster to provide cross-training and 
support. 

' 	 lt is further recommended that priority attention be given for additionaltraining to 

" 
n e e d s :' ï ;:i,iï iliti:i::i ïì:i: l;;:i : "i:,:::ïï: ï :: i: :: i, 

of citywide groups 

. Anaiysts who face more of the unknown and emerging technology 

o 	 R-Tlll-1-8: Evaluate training outcomes, KPls, gaps, to ensure consistent quality performance 
citywide. 

' 	 A Performance Development Plan is being implemented with managers at BTS in the 
201,3/1,4 fiscal year. lt is recommended to implement a standardized performance 

Ïiffiffi;:ï. ïiide program wourd mean a shirt in responsibirity ror 
the Performance Development Plans to BHR 

' 	 lt is recommended that further review by the Technology Training Advisory Group 
be conducted to assess training needs and to: 

ldentifv Kev Performance lndicators (KPls) 

Provide annual measures of staff performance 

Assess level of satisfaction of managers with staff capabilities to meet business 
need s 
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Ë.3. eiffwide State of Technology (Task lV) 

E.3. L. Overview 
The Citywide State of Technology includes an assessment, findings and recommendations 
regarding the state of technology usage Citywide. Specifically: 

n 	 Examine the state of technology Citywide as well as current plans (S-year ClP, existing 
Operating Projects as well as other projects in process such as the PSSRP, BDS ITAP 

Project, existing EBS division work plan, etc.) 

. 	 Review existing Citywide inventories of bureau business systems/applications including 
but not limited to worl< order management, inventory control, asset management and 
revenue collection. 

n 	Assess business system/application lifecycles for the City's current application portfolio 
to identify future opportunities to leverage the City's investment in SAP as a potential 
replacement platform. 

Review 5-year technology strategy, roadmap and develop a supporting budgetary " 
estimate. 

. Assess the readiness of the City to leverage technology platforms for SAAS, CLOUD and 
Mobility. 

. Assess the effectiveness of citywide coordination efforts to provide visibility and 
transparency into technology decision making. 

. 	 Assess the progress made to establish and adhere to citywide technology standards and 
roadmaps. 

Provide recommendation for how the City can leverage its technology investments to" 
meet enterprise needs. 

8.3.2. Current State Findings 
Sierra Systems has identified the following current state findings: 

8.3.2.I. Current and Planned Application lnventory 
The scope of the application inventory assessment included: 

. Review existing BTS and Bureau inventories 

. ldentify opportunities for application rationalization and consolidation, including but not 
limited to: 

. Work order management 

" lnventory control 

. Asset management 

. Revenue collection 
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Examine how the City can leverage its existing technology investments to meet future" 
enterprise needs 

The key findings in the application inventory assessment include: 

' A number of catalogs exist however they are not considered comprehensive 

. Available catalogs indicate the City has between 550 - 650 applications with a 

continuous demand for additional business capabilities requested weekly 

n Approved applications includes a mix of custom applications, enterprise services, 
desktop services and web based "Off-the-shelf' products 

o 	 Demand for review and approval of new and upgraded applications currently far 
exceeds the capacity of resources available to review in a responsible way - formalize 
review and approval process via PMO 

. 	 Sufficient resources and processes are needed to consolidate a Citywide application 
inventory and ensure those responsible for planning can reference the material with 
co nfid e nce. 

For this assessment, Bureaus were tasl<ed with identifying their key applications. This" 
inventory can be used as a starting point to refresh the Citywide list of priority 
a pplications. 

. 	 A consolidated inventory will be required by the proposed Communities of lnterest as 

they embarl< on technology prioritization and recommendations. 

. 	 As demand increases and the number of applications grow, the importance of Citywide 
technology governance, streamlined processes, and standardization increases. 

8.3.2.2. Application Rationalization/Consolidation 
Sierra Systems has identified several efforts currently underway to improve overall application 
consolidation. Examples of these efforts include: 

o 	 Long running Citywide program for GIS solutions 

SAP/EsBconsolidation" 
The Public Safety System Renewal Program (PSSRP) - various major public safety system' 
renewal initiatives under the program 

n 	Online payment consolidation via a payment gateway 

Consolidation of web based applications on Portland Online and TracklT which serves as " 
a platform for over 150 web based data entry applications Citywide 

Several additional rationalization and/or consolidation opportunities have been identified 
through interviews and workshops for consideration: 

Digital Engagement - Website / vtobile Applications. Linked to the above contact ' 
management requirement is an increased need to consolidate disparate efforts 
underway regarding digital citizen access - includes website and mobility capabilities 
(service bundlíng, log-on, payment, etc.). 

31 l Page	 Final 



City of Portland Final Report 
l- ii.n¡ri¡lo T'¡^hn¿lnor¡ 1! ccñcc!F^rÍ' 

lnformation Management * Shared Contact Management. Numerous Bureaus have a ' 
need to maintain common contact management information for City partners and 
citizens - duplicate efforts are underway and legacy solutions in place 

Planned phase 2 and 3 rollouts under current Office 365 initiative (SharePoint, Lync). 
Additional features are available under the consolidated program provided through the 
Microsoft agreement. 

Asset / Work Order Management Systems. Multiple asset management / worl< order /' 
billing systems are in place across the city bureaus. Significant investment has been 
made in this area howeverthere are future opportunities and overallsavings available 
through platform and license / contract standardization. 

Greater leveraging of SAP solution. Leverage SAP functionality, not just for asset" 
management. 

. 	 Permitting. The City (BDS with Transportation, Fire, BES, Water, Planning and 
Sustainability, Parks, and smaller groups such as ONI) is currently replacing an enterprise 
capable system (replacing TRACS with the lnfor Public Sector system)to improve 
permitting, plan review, site development, enforcement - code compliance, and 
neighborhood inspections. Other bureaus have similar needs and have indicated a 

desire to monitor this initiative in the interest of leveraging aspects of the solution for 
their future needs - frustration exists through a lack of champion, no mandate for BTS to 
drive as business solution 

E.3.2.3. TechnologyDecisionMaking 
Key findings for technology decision making include: 

. Success of an Enterprise program demands a Champion driving the ¡nitiative, with a 

governance model that allows for shared investment and expansion as the program 
develops 

. 	 Understanding of costs is essential: license, support, configuration, conversion, 
infrastructure, tra ining, etc. 

Prioritization and decision making frameworl<s are prerequisites" 
Responsiveness and capable dedicated support teams are essentialto overall business" 
satisfactio n 

Flexibility and agility in the prioritization and work assignment process is needed to' 
ensure individual program priorities can be addressed if essentialto business continuity 

8.3.2.4. Leveraging the City's lnvestment in SAP 

ln reviewing options to leverage the City's investment in SAP, Sierra Systems has identified the 
followirrg: 

" 	 lnformation provided to Sierra Systems during the assessment has indicated a potential 
license saving in excess of $500,000 per year 

" 	 Cost savings result from removal of duplicate functionality potentially available 
through the existing SAP infrastructure (including software, hardware and support). 
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. However savings associated w¡th l¡cense reduct¡ons would need to be offset against 
increased technology investment costs 

" Costs are associated with migration of current solutions including data conversion, 
training, interface development, customization, licenses, etc. 

' These technology costs are an investment that will often pay dividends in the future 

' There is sufficient evidence to recommend a comprehensive application rationalization 
and consolidation program targeting Asset Management, Work Order and Billing 
tuttlttr.ooe 

should incrude a review of existing and future requirements and 
business case development surrounding the city's asset management 

See section E.3.3 below for more detail. 

E.3.2.5. BTS 5 Year Technology Strategy 
Sierra Systems has found the following regarding the BTS 5 year technology strategy: 

. 	 Good progress has been made regarding operational strategy and roadmap for 
technology deployment and management 

. 	 ln 2012 an Enterprise Architecture program was initiated however this is not a 

dedicated program (insufficiently resourced) and lacks sufficient authority to drive a 

consolidated citywide 5 year technology strategy 

. 	 Citywide Technology Governance and a consolidated Business Architecture (Needs, 

Priorities, Capabilities)are critical success factors required to ensure BTS'5 year 
Technology Strategy provides useful outcomes for the city and meets critical business 
priorities (See Task ll and Vl Recommendations) 

8.3.2.6. Mobile and Cloud Computing'As-a-Service" Models 
Regarding mobile and cloud computing, Sierra Systems has found: 

. 	 Various mobile initiatives are currently underway (BTS and Bureau specific), addressing: 

" Mobile application architecture 

. User Experience, 

. 	 Mobile device needs, 

. lnternal & external user requirements,
 

. Policy (data retention, distribution, integration / sharing)
 

. Cost recovery, purchasing implications
 

" Overallsupportcapability
 

. However there lacks a consolidated, dedicated mobile program 

" Current programs are not considered responsive enough to meet rising Bureau and 
citizen demand for mobile applications 

" No dedicated funding source targeting a consolidated mobile strategy for the city 
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ó As a result there is significant risk that bureaus and application vendors will 
introduce conflictrng and redundant technology solutions creating a need for future 
investment in consolidation 

' 	 This is could be considered a major technology risl< area 

A strategy involving both cloud computing and "As-a-Service" technologies is evolving' 
but would not be considered comprehensive 

. 	 lnitiatives currently underway offer potential future savings and enhanced operational 
stability and capabilities 

8.3.2.7. BusinessContinuit v 
Sierra Systems hasfound a significant area of technology risk and expectation management 
related to business continuity and disaster recovery exists Citywide. 

lndividual programs and operational areas have made commendable efforts to provide" 
failover and redundancies to mitigate existing risl<. 

. Currently there is no enterprise Governance process or dedicated program (resources or 
funding) in place to ensure Business Continuity. 

. Currently there is no comprehensive Disaster Recovery / Business Continuity plan in 
place for the City. 

. lt is not possible to assess the overall readiness of the City to continue critical operations 
and bring back technology services in the event of a major outage. 

E.3.2.8. Supporting Budgetary Estimate for 5 Year Plan 

Sierra Systems can provide the following budgetary estimates and supporting processes and 
efficiencies for the 5 year plan: 

. 	 Move towards a standardized accounting modelthat provides an ability to provide a 

consolidated lT spend based on % of revenue generated citywide 

o 	 Executive Dashboard Capacity for Directors and Sponsors 

. 	 Target approx. 5-5.5% total lT spend (4% on Maintenance, Ongoing Operations, Systems 
and Equipment - MOOSE) 

Prioritize up to 7To of current lT spend on ongoing dedicated business continuity" 
capability - have projects be self funding, consider outsourcing options 

. Prioritize up to 6% of current lT spend on ongoing emerging technologies (R&D) include 
policy development, training, sl<ills and capacity devef opment 

n Prioritize up to 8% of current lT spend on ongoing lT security capabilities 

Ensure Business transparency, contribution in technology prioritization process - regular' 
feedback and reporting via Community of lnterest 

Consider allowing Bureau stakeholders opportunity to select reduced service levels to" 
offset costs associated with Business Continuity and R&D (All Bureaus need to agree) 

. 	 Prioritize efforts and plan to migrate remaining applications off Mainframe
 
infrastructure - Auditor (LIEN Accounting)
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f .3"3" Reeommendations 
lo address the above findings, Sierra Systems recommends the following: 

R-TlV-19: lt is recommended that a continuous program be put in place under the" 
governance of the proposed Community of lnterest model to continuously monitor and 
assess business cases supporting further application consolidation (e.9. create a 

Citywide Contact Management Community of lnterest Task Force) 

. R-T|V-2O: Provide a technology project report card showcasing existing in 
progress projects with potential enterprise capabilities 

. 	 R-TlV-21.: There is sufficient evidence to recommend a comprehensive application 
ratíonalization and consolidation program targeting Asset Management, Worl< Order 
and Billing Systems 

. 	 Establish Asset, Work Order, Billing Community of lnterest - assess BTS systems 

" 	 The program could be initiated under the guidance of the Enterprise 
Architecture program reporting to a dedicated Community of lnterest (Col) task 
force 

The aim of the Coltaskforce would be to develop a comprehensive 5 

year roadmap for further application consolidation 

. 	 BTS and EBS should pilot this initiative with a detailed review for Maximus, 
StellarRAD and SAP applications currently in use by BTS Communications 

. 	 Scope should include a review of existing and future requirements and business 

case development surrounding the city's asset management 

. 	 lnclude a comprehensive Return on lnvestment calculation (support, 

training, conversion, etc,) 

. 	 BES, PBOT, and Water should be contributing participants in the business case 

development due to some similar system needs and applications in various 
stages of maintenance and support lifecycles. 

R-TlV-22: lt is recommended that a Mobile Community of lnterest (COl)Task Force be" 
initiated to address the disparate mobile needs of the city 

. The COI task force should address the various mobile requirements and develop a 

business case and supporting technology roadmap to address the complete range of 
needs identified across the city 

R-T|V-23: Due to the rapidly evolving "cloudf as-a-service" environment, it is" 
recommended that the City consider implementing a pilot program combining subject 
matter area experts across the various business service disciplines 

. 	 Requirements of the pilot program include: 

" 	 A mandate to develop a comprehensive business strategy for providing services 
in a cloud / as-a-service technology paradigm 

. Agile in nature, with short tasl< oriented deliverables aimed at evolving the 
city's comprehensive strategy in this area, flexibility to expand and contract as 

required 

. 	 Provide autonomy to take risk and make mistakes 
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- The current initiatives should be considered pilot in nature 

' 	 lnitiatives need to be supported with dedicated resources across the full 
spectrum of city resources - technical spec¡al¡sts need to be complimented w¡th 
a full range of business spec¡alists, including Bureau technology and business 
specialists, procurement legal, risk management, policy experts, and specific, 

tech no logists
 

' 	 lnitiatives should be provided with the authority and autonomy to respond to 
emerging trends, opportunities and challenges in this evolving landscape 

. 	 R-Tll-08: lmplement a dedicated citywide Business Continuity Assessment Program 
sponsored by Senior City Officials. 

' 	 Forrester Research indicates a majority of enterprise businesses invest 
approximately 7% of total lT spending annually on business continuity. (Source: 
201-3 lT Budget Planning Guide For ClOs, Forrester Research Inc.) 

' 	 Requirements of the program include combining subject matter area experts 
across the various bureaus, tasked with: 

" 	 Providing a comprehensive inventory / assessment of critical technology 
services 

' 	 A roadmap / recommendations to address critical and high priority areas of 
infrastructure, program and capability risk. 

' 	 R-T|V-24: Move towards a standardized accounting model that provides an ability to 
provide a consolidated lT spend based on % of revenue generated citywide 

. R-T|V-25: Ensure Business transparency, contribution in technology 
prioritization process - regular feedback and reporting via Community of 
I n te rest 

' 	 R-T|V-26: Target approx. 5-5.5% total lT spend (4% on Maintenance, Ongoing 
Operations, Systems and Equipment - MOOSE) 

" 	 R-T|V-27: Prioritize up to 7% of current lT spend on ongoing dedicated business 
continuity capability - have projects be self-funding, consider outsourcing 
optio ns 

. R-T|V-Z8: Prioritize up to 6% of current lT spend on ongoing emerging 
technologies (R&D) include policy development, training, skills and capacity 
development 

. 	 R-TIV-29: Prioritize up to 8% of current lT spend on ongoing lT security 
ca pa bilities 

' 	 R-T|V-3O: Consider allowing Bureau stakeholders opportunity to select reduced 
service levels to offset costs associated with Business Continuity and R&D (All 
Bureaus need to agree) 

. R-Tll-12: Create a dedicated Enterprise Architecture Program - Planning / Strategy 

' 	 Comprehensive Business Architecture (capabilities, information needs, 
p rocesses) 

Application lnventory 

' 	 Create consolidated view of Citywide lT expenditure 
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Execute on operational efficiencies: 

" 	 R-TIV-31": Consider fast tracking phase 2 & 3 Office 365 initiative for smaller 
Bureaus in need of greater application and case management capabilities 

' 	 R-TlV-32: Prioritize efforts and plan to m¡grate remaining applications off 
Mainframe infrastructure - Auditor (LIEN Accounting) - significant legacy lT debt 
surrounding this program with multiple alternative solutions available in the 
market that align with overall lT Architecture strategy (virtual servers) 

' 	 R-T|V-33: Consider providing multi-tier network and infrastructure segregation; 
24/7 High Security zone for certain Public Safety infrastructure (CJIS compliant), 
PCI compliant environment to true cosT24/7 support meeting CJIS and PCI 

co m plia nce 

' 	 Offer business users ability to select services meeting greater level of 
compliance as per risk associated with the various information needs 
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8.4. BTS Budget and Financial Management Practiees (Task V) 

8.4.1. Overvíew 
The BTS Budget and Financial Management Practices includes an assessment, findings and 

recommendations regarding the BTS budget. Specifically: 

. Examine how BTS collects rates for services, analyze the components of the budget and 
make recommendations for alternate models which address customer concerns related 
to equity and transparency. 

' Recommend areas to reduce operational costs and increase overall efficiency and 
effectiveness including exploring alternate service delivery models (pay-for-play, cloud 
computing, etc.). 

. Compare the BTS budget against a survey of 2012 government sector budgets to 
identify possible opportunities (Source: 2013 lT Budget Planning Guide For CIOs, 

Forrester Research lnc.). 

" Prepare an assessment of the BTS budget including recommendations for alternate cost 
recovery models and identify areas to reduce operational costs and increase overall 
efficiency and effectiveness, and strategies for creating a sustainable funding modelfor 
ongoing technology lifecycle replacements and major maintenance. 

E.4.2. Current State Findings 

Sierra Systems has identified the following current state findings: 

E.4.2.t. Overview 
While the intended scope of the report is limited to BTS, Sierra Systems has found there are 

significant shadow technology spends by bureaus that BTS does not have visibility to and as a 

result an analysis of technology spend against leading practices that is limited to BTS provides 

less value to the city in assessing overalltechnology spend and identifying potentialshortfalls, 
savings and efficiencies. Findings and recommendations related to a citywide view have been 

included in this report. 
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8.4.2.2. Analysis of Technology Spend 
As a leading industry practice, Forrester recommends companies primarily benchmark lT 

MOOSE (!!aintenance, Ongoing Operations, lystems, and Equipment), not the total technology 
budget: 

. lT MOOSE is more consistent from year to year
 

. lT MOOSE is more consistent between companies
 

. Less lT MOOSE is generally more desirable
 

The following are the major elements of lT MOOSE: 

. Operating budget: expensed lT operations and maintenance
 

' Capital budget: replacement equipment or added capacity
 
. lT depreciation is mostly lT MOOSE
 

A citywide view of MOOSE is not available, Estimated Citywide Technology Spend as 
analysis is based on TotalTechnologyspend % of External Revenues 

Total External Revenues lLSlL4l Sf.gSe
 
TotalRecommendedTechSpend 109M(5.6%)
 
Total Est. Citywide Technology Spend 99.5M (5.L%)
 

% ofTachnologySpendSource: Bureau EstímatedTechnology Spend from Col worksheet re.sponses

*Ëst. % Tech miss¡ng BOEM ond PDC
 

Tota¡ External R€venuessourcet 2012/13 Adopted Budget Volume 7 

ln addition to the above, Sierra has found: 

' 	 Overall BTS budget practíces are sound and follow industry best practice however there 
are gaps in understanding of these practices by BTS customers and often BTS staff 

. 	 lt is recognized that the City has faced overall budget deficits and has had to look for 
opportunities for savings and efficiencies ' 

. The City does not currently have a reliable view of technology spend citywide; the 
estimates provided by Bureaus require further validatíon 

. However, taking into account the need for vàlidation, there does none-the-less appear 
to be a shortfall in the Technology spending as compared against leading practices 

. 	 This shortfall explains some of the challenges facing both BTS and Bureaus, e.g. 

. Lack of business continuity plan and emerging technologies (R&D) and security 
spend 
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BTS has absorbed large budget reductions since FY 2006-07 

. BTS approved decision packages eliminated 38 positions and reduced spending by 

over eleven million dollars 

. These reductions have impacted the ability of BTS to meet the service expectations 
of its customers 

. Replacement collection programs were cut as part of the reduction process, 

consider restoration of these programs 

. Funding for major maintenance projects was cut, consider restoration of funding for 
these projects 

Considering the shortfall, the City is doing well to maintain the existing support levels; 

additional actions can be taken to further enhance both service delivery and cost 
control 

% of External Revenue Spent on Technology 
by Bureau % of Total Technology Spend 

By Community of lnterest 

*nó o€ oètôrñqrÉÞ-ò.-ó 
"Ó 

o*"aoo* o(r"qa*r$ oot 

% of lechnology Spend Source: Euredu Estimated Technology Spend from Col worksheet responses 
*Est. % Tech m!ss!49 B2EM, PDc, oGR Total Operating Eudget Source | 2072/13 Adopted Budget Volume 7 
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E.4.2.2.L. Spend by Functional Category 

Forrester Leading Practice Spend
Source: Forrester, 2013 lT Budget Plonning Guide For ClOs 

As % of Total Technology Budget 

I wêbsileop! 
Functional categories of technology spend ! Network opr 

' ¡; Desktop opr
cannot be easily compared to leading | 5erva oncl nrainfrante op: 

:l lnform¡tion mgmt ¡nd storðgepractices App màintenùn<e 
App development Sierra Systems was able to review leading Se(u¡rty 
Eusiness (ontinuitypractice for the following key categories: 
R&D of emerging technologies 

Business Continuity 7%, Research and lfnì¿n¿genìent
1 596 

Developmen t 6%, Securily 8%
 

The City of Portland technology spend in 8%
 

7C6these key functional categories is
 

significantly below leading practice 6or,
 

I 4SÐ 

Enterpr¡se 
iN 1,5651= 

Business Continuity (BCP) Security (SEC) 

Leading Practice Spend: 7% Leading Practice Spend: 8% 

Total Recommended Tech Spend 109M Total Recommended Tech Spend 109M
 
Total Recommended BCP Spend 7.6M (7%l Total Recommended SEC Spend 8.7M (8%)
 

13/14 Budgeted Spend 0.3M (0.2%) 13114 Budgeted Spend 1.1M (1.1%)
 
Leading Practice Shortfall 7.3M Leading Practice Shortfall 7.6M
 

Research and Development (R&D) 

Leading Practice Spend: 6% 

Total Recommended Tech Spend 109M
 
Total Recommended R&D Spend 6.5M (6%)
 

13/14 Budgeted Spend 0.4M (0.4%)
 

Leading Practice Shortfall 6.1M
 

These 3 areas represent 2L% of the total recommended technology spend. The total 
shortfall for these functional areas represents 521M suggesting a potential need to 

red¡rectfunds from other areas over and above the 59.5M tech spend shortfall. 
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8.4.2.2.2. Spend by Cost Category 

Source: Forrester, 2013 lT Budget PIønning Guide For CIOs	 Forrester leading Practice Spend 
As % of Total Technology Budget 

Cost category spending as a percentage of	 3.7% 
||Il lother
:ifuf":!I.:üÈ¡ iil As-a.seruice ofleringstotaltechnology spend cannot be easily 

Telecom ¡nd network sgvicps 
compared to leading practices Ihird-party lT services8396 

Hardy¡are inf r¿structu¡e 
l6-696 Softwa¡e costs 

Sierra Systems recommends a	 Contr¿ctor5 
Full-tire IT staflconsolidation of technology spend	 16.1% 

reporting citywide and consistent use of GL 
g..3%

codes to facilitate this analysis 
29.3qó 

Enterprise 
(N = 1,7391 

8.4.2.3. Review of BTS Financial Management Practices 

E.4.2.3.L Major Expenditures Approvals 
Sierra Systems identified the following findings for major expenditures approvals: 

. 	 A single citywide process to prioritize and monitor major expenditures approvals does 
not exis! technology projects monitored by an existing Council-approved oversight 
committee do not need to be reviewed by the Technology Oversite Committee (TOC) 

. 	 The existing major expenditures approvals process and roles and responsibil¡ties of BTS 

and Bureaus is unclear to Bureaus 

. 	 Projects are assessed on a first-come-first-serve basis, based on the available funding 
from individual Bureaus and BTS capacity; perception is key projects are not prioritized 

. 	 A significant gap exists around business continuity planning (BCP), need to set aside 
capital to address this as a priority 

. Use of business cases and ROI is not understood or consistent 

E.4.2.3.2. Cost Allocation Model 
Sierra Systems identified the following findings for the cost allocation model: 

. 	 BTS employs a'robust cost recovery model; the model is not well understood by all 
customers 

. 	 Services are aligned with costs 

. 	 Costs are broken down to two categories, direct costs and indirect costs 

. 	 BTS uses a variety of cost recovery methodologies including metric based rates, 
allocation based rates and time and materials billing 
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' BTS perception is the cost recovery model is well balanced between complexity and 
fairness; this view was not expressed by the bureaus 

. Services are billed to customers to help rationalize usage behaviors 

. Lack of citywide integration results in lost opportunity and increased risk 

. No ability to see technology spending across the city 

. Use of different GL codes to track technology spend across Bureaus; BTS uses 

consistent GL codes for services 

' Customers of BTS report that technology costs are not easy to decipher - they have 

expressed that BTS is a 'black box' 

. Bureaus question the value of the services they receive and are frustrated with the 
lack of understanding of what they are charged for, 'everything costs more' 

. Perception vs. Reality - "Urban Legend" exists regarding an OMF 32% overhead 
charge for BTS services; assumed to be misunderstanding of General Fund allocation 

. Lack of mandate to influence cross-Bureau technology spending 

' GL codes are inconsistently used citywide - citywide reporting on technology spend 
is not readily available and cannot be derived from the current GL coding within SAP 

. Budgets for large projects set within bureaus with no reporting into BTS 

. Technology cost recovery is not always well understood; not all stakeholders 
understand how BTS costs are recovered 

. One example, the apportioned cost of GIS (Geographic lnformation System) and EBS 

across bureaus is inconsistent and differences are not always well understood 

. Lack of clarity on financial incentive for bureaus to work with BTS on technology 
requirements 

. BTS provides the following customer outreach on budget and billing, however 
perception by bureaus of lack of clarity in cost allocation exists 

. Annual rate and interagency workshop 

. Annual budget presentation to the BTS Customer Stakeholder Group (CSG) 

. Rate summary documents are prepared and presented to stakeholders for all of the 
BTS Corporate Applications, TRACS, GlS, Synergen, CAD, SAP and CIS 

. Regular meetings are held with customers to review interagency and billings 

. Training manuals and booklets 

. Service Level Agreement and a Service Catalog exist 

. Bureaus frustration with service catalogue and how to calculate total cost of services; 

services as defined by the Bureaus 

. E.g.to provide a fully functioning worl<station to an employee requires multiple 
catalogue items - the base workstation, software, networl< access, email, training, 
etc. 

" Customer perception that technology cost recovery mäy not afign with current business 
needs 
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' Bureaus were not consulted in the recent decision to reduce BTS service offerings 

' Perception that Bureaus were not engaged in setting of BTS 5 year strategic plan 

" Bureaus indicated desire to be involved to ensure changes best meet the needs of 
the business 

8.4.3. Recommendations 
To address the above findings, Sierra Systems provides the following recommendations. These 
recommendations are a comparison against leading practices; they are not based on an audited 
financial review. 

8.4"3.1. Summary 

" 	 R-TV-34: The City does not currently have a reliable view of technology spend citywide; 
recommend clearly define and validate the total citywide technology spend and 

establish a benchmarl< for performance, with consistent use of GL codes to facilitate this 
a na lysis 

. 	 The City of Portland is spending significantly below leading practices on technology 
as a To of the total operating budget 

. 	 Specifically, lack of spend on the 3 key areas (business continuity, research and 

development and security) introduces risk and lost opportunities for efficiencies 

. 	 R-Tll-05:Transparency and communication with Bureaus is criticalto effective cost 
management; develop and execute on a change management and communication 
strategy and plan 

8.4.3.2. Major Expenditure Approvals Reeommendations 
Sierra Systems recommends the following for major expenditure approvals: 

. R-TV-35: Prioritize major expenditures Citywide (e.g., BCP) 

. 	 R-TV-36: Tie major expenditures to a business outcome using a business case approach 

. 	 R-Tll-10: Build a Citywide roadmap linking business and technology investments 

. 	 R-Tll-l-L: Attach clearly defined performance measures 

" 	 R-Tll-05: Communicate the approvals process and results to stakeholders 

E.4.3.3. CostAllocationModelRecommendations 
Sierra Systems recommends the following for the cost allocation model: 

" R-TV-34: Establish a Citywide mandate, process and structuresto create a consolidated 
view on technology spend with clearly defined performance measures 

. 	 Track consumption of citywide technology services and spend on all citywide 
technology projects; BTS tracks consumption of BTS technology services 

" 	 Define use of consistent GL codes across bureaus to track spend; BTS has defined GL 

codes for BTS technology services 
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. Establish citywide benchmarks and create a dashboard report 

R-TV-37: Review the cost model for each technology service 

. Start wíth high volume and high costs services 

. Assess consistency of methodologies 

R-TV-38: Provide a consolidated, easy to read 'bill or invoice' of all BTS costs; expand to 
include citywide technology costs (confirm ROI) 

' 	 Many Bureaus expressed lack of clarity on what they are charged and whích costs 
they are able to influence 

' 	 lmprove on processes with the Bureaus to clarify fixed and variable costs, General 
Fund overhead charges, and opportunities for Bureaus to control cost 

. Provide trainíng to bureaus on the newly recommended BTS bill - training is 

available today on the current SAP process 

R-Tll-05: Expand and enhance communications with Bureaus; look at ways to engage 
stakeholders that are not reached through its current,outreach methods 

. Define change, communicatíons and training plan 

' Develop a partnership with Bureaus, establish a regular'account manager' meeting 
to assess spend 

Continue the current efforts to clarify the BTS service catalogue 

' R-W-39: Establish a roadmap for service catalogue enhancements based on Bureau 
priorities; start with the popular services (current initiative underway) 

R-TV-40: Combine/link multiple BTS services into bundles* (e.g.a workstation 
requires software, a network account, email, etc.) 

. Extend catalogue to include all technology services 

' Create close linkages between the definition of services and the total cost of 
services to Bureaus, for example: 

. Purchase of BTS standard hardware (HW) (laptop or 
desktop with monitor, keyboard, mouse) 

. Purchase of BTS standard operatingsystem software (SW) 

. lnstallation of BTS standard SW 

. Patching 

. Life Cycle replacements- 5 year schedule 

. lnstallat¡on and support for non-standard HW or SW 

. Workstation moves 

Email and network account 

Helpdesk support (e.g. troubleshooting) 

Purchase antivirusSW 

Purchase BTS standard and non-standard business SW (e.g. 

office productivity, CAD, etc.) 

"How to use" training on application features and SW 

Cost per base serviie 
(S-880 / workstation or 
laptop) 

Billable service add-ons 

Cost per base service 

BTS IA 

Security lA 

Bureau costs (variable 
based on specific SW) 

Multiple (e.g. Bureaú 
costs, COPPEA fund) 
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Ë.4"3.4. Alternate Cost Recovery Model Recommendations 
. 	 R-TV-41-:Assess high volume and high cost services to determine if the cost modelcan 

be adjusted to more accurately reflect consumption; recommend extending assessment 
beyond BTS to support citywide technology cost control mandate 

o An example beyond BTS is to review the EBS/SAP chargeback; an option is to 
segment the ERP by major module or function and identify three tiers of usage -
heavy, medium, and casual, with different prices for each 

. R-ry-42: Assess areas where an external or third-party provider would be appropriate 

. 	 Examples include data center, call center, SAP support 

. R-TV-40: Continue the current efforts to clarify the BTS service catalogue; linking 
services to cost recovery 

8.4.3.5. Strategies for a Sustainable Funding Model 
. 	 R-TV-43: Apply a 'tax' against project budget approvals, e.g. mandatory x% to support 

citywide disaster recovery 

. 	 R-TV-44: Consider options for expansion of the citywide lnnovation Fund to fund cross
bureau initiatives 

. 	 R-TV-45: Establish a clear mandate and processes for Bureaus enabling efficiencies 
through consolidation and collaboration 

. 	 R-ry-46: Complete an audit of services charged vs. used 

. 	 E.g. retired/returned laptops and phones, and services provided by BTS that are not 
fully charged back to bureaus 

' 	 While customers billed for only what BTS records indicate they have in inventory, 
Bureaus have provided examples of where the inventory is inaccurate 

. 	 R-TV-34: Modify the GL to accommodate effective cross-bureau reporting on technology 
CoStS 

" 	 R-TV-38: Create a consolidated'billor invoice'of all BTS and citywide technologycosts 

E.4.3.6. OpportunitíesforEfficiencies 
Sierra Systems has ídentified the following opportunities for application efficiencies: 

. R-T|V-32: Retire the Mainframe 

. S900K/year savings 

. The auditor is soon to be the only user on the mainframe; who pays the cost for a 

move onto another platform? 

" Data Center Consolidation 

. R-TV-47: Consolidation is complete, now look at ways to complete the virtualization 
process to fully realize savings 

' Enables creation of a secure 2-tier data center to support business continuity 
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' 	 R-ry-48: Assess duplication across, and even within, Bureaus 

. Document management and archival systems 

" Time tracking and purchasing systems 

. Asset management systems 

' Contact management systems 

. Multiple 1--800 numbers exist 

' Typically this results in additional ancillary costs e.g. staffing costs, overt¡me, call 
management systems 

' Preventative measures can be taken to avoid additional unnecessary duplication 

" R-Tll-l-2: Create an enterprise view of the business architecture and assess potential 
future duplication 

' Examples of existing applications where Bureaus are assessing other solutions: 
Enterprise Service Bus, Asset Management 

' R-ry-49: Move forward with Shared Data and Business lntelligence (Bl) 

opportunities 

' BTS is responsible for the maintenance of the corporate data repository 

' Reducing duplicate instances of shared data wíll improve data integrity and 
reduce costs 

Sierra Systems has identified the following opportunities for application efficiencies: 

' R-TV-34: Create a consolidated view, report¡ng process and dashboard of technology 
spending across the city 

. Determine the total cost of technology as a benchmark 

" Align with the annual budget cycle 

. Align with an enterprise architecture roadmap 

' R-TV-50: Consider a results-based project/major expenditure request model 

. Align project approvals with the business strategy 

' 	 Prioritize against a business outcome using a business case approach; clarify a 

common business case and ROI model 
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8.5. eitywide Technology GCIvernance Model (Task Vl) 

E.5.L. Overview 
The Citywide Technology Governance Model includes development of an assessment 
framework, a current state assessment, findings and recommendations regarding the existing 
governance model/framework for citywide technology investment priorities and decisions. 
S pecif ica lly: 

o 	 ldentify the current state of the lT governance framework (what do stakeholders thinl< 
about how lT governance frameworl< currently operates). 

Gather issues, concerns and vision to formulate a proposed future state of the ' 
framework (how would stakeholders like to see lT governance operating). lnclude a 

description of the potential organizational benefits of implementing the proposed 
future governance state (these benefits may include, for example, efficiencies, 
transparency, economies of scale, consolidation opportunities, enabling of enterprise 
architecture, and cost savings/Return on lnvestment (ROl)). 

. 	 Develop an lT governance evaluation framework and perform the GAP analysis. 

. 	 ldentify governance specific opportunities that may require rationalization and 
prio ritizatio n. 

. 	 Present a framework that will form an agreed upon future state of lT Governance and 
the roadmap to achieve it. 

8.5.2. Technology Governance Framework 
Sierra Systems has clefined the following leading practice technology governance framework to 
assess the current state of the existing Citywide governance model. 

. Governance is an enabler of effective Citywide technology strategy and management 

. 	 Current state is deficient in higher-level, Citywide technology governance to enable 
bureau input and buy-in to technology direction, priorities and decisions 

As an enabler, governance must address key "requirements" to serve effective Citywide" 
technology management 

. 	 Assessment of current state + review of leading practices (lncludes practices identified 
in 2005 City Auditor Report on Best Practices in lT Governance) in technology 
governance suggests 8 critical requirements as an evaluation frameworl< - to assess the 
current state of technology governance and propose revisions for the future 

t. 	Strategic Alignment - Governance must provide for strategic direction of 
technology - culminating with clear strategic outcomes and benefits expected from 
technology. Organizations should have clear strateg¡c and business objeciives for 
technology to align with and orient to. 

2. Value Delivery - Governance must support the organization in defining its total 
Investment in technology and driving maximum business value from it - with 
measureable'return on investment'against stated strategic outcomes and benefits 
expected. 

48 | Page 



City of Portland Final Report 
Citywide Technology Assessment 

3.	 Risk Management - Governance must enable processes in place to ensure that 
technology risks have been adequately identified, managed and mitigated. 

4.	 Resource Management - Governance must provide high-level direction for sourcíng 
and use of technology resources and ensure there is an adequate technology 
capability and infrastructure to support current and expected future business 
requirements. 

Performance Measurement - Governance must establish processes to track and 
report on technology performance against stated strategic outcomes and benefits 
expected. 

Supported from the Top - Governance must manifest and engage the commitment 
from the organízation's executive-level backed by clear mandates, accountabilities 
and reporting expectations. 

7.	 Bringing technology under control across the Enterprise - Governance must 
support the organization in bringing technology under control through clear 
authorities and mandates, formally chartered and structured committee processes 

and compliance frameworks. 

Stakeholders Fully Engaged - Governance must fully engage technology clients and 
stakeholders in setting strategic direction and expectations of technology across the 
orga nization 

E.5.3. Current State Findings 

E.5.3.1. Tech nology Governa nce Fra mework Eva I uation 

Status Key: R process dqesn't exit, O = ineffective, impacts to other processes= 
Y = ex¡sts, incremental improvements,6 exists. defined processes, N = neuÛal= 

Unclear \ 

o	 (Presumed 

srs) 

Unclear (0MFo	 Flnance?) 

. 	Strong Citywide (CW) Stratet¡c plan for technology to align 
to/orlent wlth - as well as some Bureau buslness plans . 

l-ack gf con¡olldated & cohetlve Technology Vìslon & Master Plan.¡. 
. SIS has an lT plan for lts opêratlons -- llttle lnput lnto plan from 

stakeholders 

. 	No CW view on total technology costs and investments. - pre
requlslte to a Citywlde return ãn lnvestment framework (whlch 
also does hot exist) 

. 	No CW technology prlorlty settlng process engaglng senlor 
management (beyond BTS Budget process) 

. 90% of total budget estimated.¡n BTS control - not validated 

. Stakeh¡rlders concerned abóut inadequate transparency intò BTS 

costs + cost allocatlon formulaè 
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Unclear 

o OMF? 

o BTS (as per 

2003 tT 

Conso-lldation 
:ordlnance) 

. 	No CW têchnology-speclflc rlsk management fram.work !n place 
and aligned to CW r¡sk management processes 

. 	Clty's negative experlencé rÞith technology proJect risk warrants 
hlghqr attentlon - how€vcr, unclear who would own thls or whc-re 
it would be hou¡ed (STS?, CW Risk Manager¡en! ltcentre") 

. Technology Overslght Cômmittee focusses on major technology 
prol€ct rlsk - but not all-of.lT. flowevgr, good venue fur. executlve 
engagement on lechnology Risk (Commissioners present): 

. C\Â/ technology resources all notlonally houcêd at FfS - lhough
' ¡ome are falfqcated out' (and pald for) to bureaus atthelr reqi¡est 

. 	lf bi¡reaus have $ they ca¡ hir:e technology resources (vla BTS) 
drlvês "bureau-speclflc "vs. "best use of technology regource 
across the City "orientatlon .. . 

. 	NoTechnolory Valqe Framework orCW technolbgy performancç 
stândards supported by performance meaóures and reportlng 
processes 

. 	No regular réportinj to City E{ecutive aod Councif against an 
outcqme-based performance manatement framework 

. 	Good measures ln BTS Strateglc Plan - unclear how these are 
tracked and reponed (and by whom to whom!. 

. Technolo8y performance measurement ténds to be more at SLA 

levèl for services to bureaus rather than technology as a whole, 

. Strong sense that têchnology ls "crltlcal" to bureau busineis 
. suc6e$ , Hoj^/ever, rto coordlnated, strâteglc Executlve body 

focgsed on lT çommensurate to lts perceived cqrrent and future 
lmportancê 

. CW technology gqv€rnance, whcre.lt exl9ts,.l3 at a Junlor manäter 
level - and focused on specific technology servlce 
problerns/requests; not strategy and CW dliectlon 

. Umíted bureeu input into/knowfedge of cunent BTS Strotegrc 
Plon 2077-14 

. 	2003 Consolidation ordinance confers a strong, central author¡ty 
and mandate for BTS for all core technology. CTO exempts/excepts 
'but" gpeciflc technoiogy applications on apqroçd request. 

. 	Burcau:speclflc systems and appllcatlons appear exempted from 
BfS control - the¡r definit¡on and boundarlei open to 
fnterp¡etatlon',..: 

. 	No clear coordinating mechanism between BTS and "pockets of 
lT" ln bureaus - to suppon a CW technology control envlronment 

r Speclflc tcchnology exemptlons clted ln 2003 - unclaar if these 
have been reviewed to determine if stil! warrantéd or in 
allgnment with the current dlrectlon of BTS and Clty (1.e. Water-
SGADA & Transportatlon -Trafflc Mgt) 

. 	Bureaus want BTS to be more proactlve and forward looklng 
beyond "just keeping the l¡ghts on" in technology inirastructure. 
CTO current mandate appears deflclent to support 3trôteglc and 
digital leadership for CW technology that bureaus want 
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OMF? . qulrent governance deficient in senior.level stakeholder :o . 

engagêment : able to makè declslons.fior thelr bureaus, able to 
withstand senlor organÞatlonal change': 

r Current Cuitomer Stakeholder Group engages buieaus.w¡th BTS:
but more Junlor-level buréau m"n"g"r"ñt-lnuolved; more 

' 	operðtionally and technology- fucused 

. ÉTS TBCs engage BTS cllentó at.operatlona/iervlce level - not on 
underltand¡ng BTS "service-to-s¡rategy" alignment to bureau 
strateglês and buslness pians. ' 

. 	CfO engaglng .Bureau dlrectors lndlvldually and dlrectly 
"governance bywalkingaround" . : 

. 	Limlted forums for collaboratlon among "llke buslness¿s" and 
bureaus around common technoloty service nçeds. Some . 

successful models ln play (GlSl; other s neçd to be facllltated (1.e. 

common approaches to technology support for disaster recovery 
moblle dlgltaldevlces for fleld and publlc safety staff! 

E.5.3.2. Governance Themes 
On the topic of Citywide lM/lT governance, the following prevailing themes emerged out of an 

extensive set of interviews held with bureau directors and Bureau of Technology Services (BTS) 

stakeholders to signal the need for future developments in this area: 

. 	 lM/lT is crucial to the success of bureau business - yet bureaus expressed they had very 
limited involvement in the setting of strategic direction and priorities for Citywide lM/lT. 
While there is an lT strategic plan for BTS, there ¡s not one for the City as a whole. Most 
bureaus also lack clear business or technology plans that set out requirements that BTS 

can target to enable. 

. 	 Executives do not believe they have an adequate view on the entire investment of lM/lT 
in the City or the management of risk associated with lM/lT (beyond major project risk 
management through the Technology Oversight Committee) 

. 	 Respondents c¡ted their interest in stronger collaboration not only with BTS (on the 
development of Citywide lM/lT plans) but among their peer bureaus (on common 
business objectives and requirements that could be served by lM/lT) 

. 	 The Chief Technology Officer (CTO) is expected to provide greater strategic leadership 
for Citywide lM/lT - particularly as this relates to assessing technology trends and 
developments that could further assist the City in delivering its services. 

. 	 While Citywide lM/lT governance appears to be working at the technical or operational 
levels (i.e. Customer Stakeholder Group), there is a serious executive-level governance 
deficit at the strategic and priority-setting levels. 

E.5.3.3. Key Requirements for Governance Building 
The City of Portland needs to build and adopt a strategic lM/lT governance process that will be 

responsive to and reflective of input received during our project interviews and workshops. 
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From our analys¡s of this input, the following should be considered as key requirements of 
governa nce-building going forwa rd : 

" lnvolve and engage bureau executive in lM/lT planning commensurate with the 
importance attached to lM/lT as a critical driver of Bureau business now and in the 
future - including the creation of a Citywide lM/lT strategic plan and priorities (beyond 

the current BTS-focussed plan), 

" Enable City executives to have an integrated Cítywide lM/lT value framework - including 
a comprehensive and transparent view on total lM/lT costs, investments and risks 

across the City (i.e. not just those in the BTS domain; not just those risks associated with 
major projects [as currently covered by the Technology Oversight Committee]), 

" Strengthen performance reporting and accountability against stated lM/lT strategic 
outcomes 

. Engage bureaus in planning and priorities for corporate lM/lT systems and applications 
within BTS domain (Bureau collaboration with BTS), 

, Foster intra-bureau collaboration among peer bureaus on like or common business 

themes and technology supports (Bureau collaboration among themselves with BTS), 

. Refresh the mandate of the BTS CTO to provide for a more innovative, transformational 
focus in the service of city business, and 

. lnclude a mechanism for Citywide sponsorship and funding of strategic lM/lT initiatives 
that benefit multiple bureaus (vs. current requirement that a single bureau sponsor 
multi-bureau initiatives and absorb associated risk). Task V proposes expansion of the 
citywide lnvestment Fund to fund cross-bureau initiatives to enable this 
recommendation. 

F.5.3.4. Rationale for Change 

The rationale for change in governance in the City of Portland is outlined below: 

. 	 Respond to Bureau directors'desire to have higher involvement and engagement in 

CITYWIDE lM/lT planning commensurate with the importance that they ascribe to lT as 

a critical enabler of their business needs. The current engagement model of BTS CTO 

"one-to-many" contacts with individuaI bureaus supplemented by technical 
collaboration through the Customer Stakeholder Group (CSG) is recognized as an 

improvement over previous practices. However, it is considered neither as efficient nor 
as effective as it needs to be to chart the City's path forward in a collaborative model. 

Current state suggests that bureaus envisage a more strategic role for the BTS CTO in ' 
support¡ng innovation in service delivery by identitying leading-edge lT applications that 
can support current and future business needs. 

The lack of a CITYWIDE lM/lT strategic plan process that bureaus can engage in at the" 
business level is a weakness in the current state. BTS has a strategic plan for lM/lT in its 
domain. However, there is little evidence of substantive bureau involvement in the 
rlevelopment of this plan. Frequent reports are given at the CSG; however these 
meetings are one way communications out to the bureaus with minimalopportunity for 
feed ba ck. 
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o Enables stronger and clearer accountabil¡ty and executive-level reporting - supported 
by performance measurement and reporting against stated Citywide strategic priorities 
and outcomes sought for lM/lT. 

. Bureaus expressed an interest in collaborating not only with BTS on lT but with other 
"like-minded" bureaus on key, common business lT applications and devices (i.e. GlS, 

mobile device, emergency response technologies). 

" While lT infrastructure concerns are seen to be squarely within BTS'domain, there is a 

significant stated interest in broader stakeholder engagement at this layer- especially 
on infrastructure renewal initiatives (i.e. operating systems). 

. The City's 2002 Ordinance 177852 that centralized foundational lT functions in BTS has 

not been subject to a strategic review in over a decade and warrants a re-fresh. At 
present, there is no Executive level lM/lT-focussed governance body that could be 

iasked to undertake this work. 

" A cluster approach to grouping bureaus along lines of common businesses and interests 
has a precedent within the City of Portland (Finance, Human Resources) and in other 
leading lM/lT organizational models (i.e. the State of Oregon Department of 
Transportation; San Mateo County, CA and the Government of Ontario, Canada [which 
has had a Col model in operation since 2001-1.) 

E.5.4. Recommendations 
ln response to the key requirements of governance-building identified above, we recommend 

changes in lM/lT governance processes and mandates in the City as follows: 

8.5.4.1. GovernanceProcesses 
R-TV|-S1: Undertake a review of the City's 2002 ordinance that centralized foundational lT 

functions in BTS to assess functions that are currently in and out of scope for BTS (e.g. EBS) in 

relation to the newly proposed governance and organizational models, and recommend changes 

as appropriate to bring functions into alignment with the new models. 

R-TVI-52:We recommend an integrated, three-levelgovernance process be developed. The key 

outcomes sought from these processes are: 

. 	 To elevate the importance of lM/lT in the City (as critical enabler of City business and 
services) commensurate with the importance stated by bureau directors in interviews 

. 	 To enhance cross-bureau input in developing Citywide lM/lT strategies, policies and 
priorities. 

To re-set accountabilities in order to enable the City to gain an integrated,' 
comprehensive view on total lM/lT investments and risks as well as manage this 
portfolio in alignment with City strategy and priorities. 

The three governance committee layers are proposed: 

o 	 lnformation Technology Executive Committee (ITESC) 

o 	Communities of lnterest (Col) 
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o 	Advisory Committees 

Details on scope and reporting relationships for the three governance committee layers is 

included in the Task Vl final report referenced in Appendix A. 

8.5.4.2. gfO Mandate 
The current mandate of the CTO, BTS is as articulated in Administrative record BTS 1.01-8fS 
Vision, Mission, Values, Duties and Authorities of CTA. This mandate was set in 2002 and does 

not appear to have been reviewed and updated since that time to accommodate new directions 

and requirements of the role. We recommend that the CTO role be renewed to achieve the 

following outcomes: 

R-TV|-53: To add new roles and authorities not currently reflected in the mandate 
including: 

r 	 Responsibilities of a City Chief Digital Officer - forward-looking consideration of 
innovative lM/lT systems and applications that can enable City's current and future 
business. 

o 	Authority for facilitating and mandating common business systems and applications 
that can be developed collaboratively among bureaus within the Col and 
lnfrastructure frameworks and implemented as common solutions 

. 	 Authority to audit bureau compliance with CTO's Citywide lM/lT standards, 
processes and administrative rules and act on or recommend to ITESC remediation 
on variances and breaches 

. 	 Authority to conduct an annual review of exceptions to bureaus wíth respect to 
specific standards, processes and administrative rules as granted by CTO to Bureau 
Directors (on written request) and recommends to ITESC continuation/revision of 
exceptions. 

R-TV|-54: To update role to better accommodate new responsibilities and align with 
industry standards by renaming/re-classifying the Chief Technology Officer (CTO) 

position as Chief lnformation Officer (ClO). This would be commensurate with the 
broader, CITYWIDE mandate on lT standards, policies and administrative rules envisaged 
for the CTO as well as the expressed desire by bureaus to see the role have broader 
influence on forward-looking lM/lT direction and technology. 

8.5.5. Decisions 

Approve recommended Governance Processes and move Approval: Council
 
to implementation through drafting of committee Terms of lmplementation: CTO-BTS
 

Reference - including issues management and logistics and
 

confirming membership and reporti
 
Renew existing CTO mandate to accommodate/clarify Draft new Mandate: CTO
 

recommended authorities and mandates Approve: CAO
 

Revise CTO title to Chief lnformation Officer (ClO) - to Revise Job Description: CAO
 

better reflect the scope and mandate proposed for this role
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F"\"6" lrnnlementation eonsiderations..,,I 

The following implementation considerations and issues will need to be addressed and direction 

confirmed to ¡nform an implementation plan for a new Citywide lM/lTgovernance model. 

8.5.6.1-. GovernancePrCIcesses 

Not all Bureaus can be on ITESC or it would be too unwieldy to manage. At the same" 
time, governance processes need to be able to address/accommodate smaller bureau 
concerns and prioritíes lest they get lost under the weight of larger bureau issues or 
budget capacity to afford to pay for what they need. Therefore, a representative 
approach is recommended (i.e,. for ITESC - 6 large bureaus [as measured by lT spend] + 

6 small bureaus) 

. 	 Terms of References need to be drafted and formalized for ITESC, Cols and 

lnfrastructure Advisory Committee. Clear mandates to be approved and conferred from 
City Executives. 

. 	 Bureau representatives on ITESC and Cols must be empowered to make decisions and 
commitments on behalf of their bureaus. 

. 	 A funding modelwill need to be determined to support and fund common business tool 
projects in Cols and other enterprise-wide solutions (i.e. bureau contributions, BTS base 

budget contributions) 

Confirm alignment, reporting and relationship of governance bodies to existing senior' 
level bodies - i.e. Council, the Technology Oversight Committee (TOC). 

E.5.6.2. CIO Mandate 
o 	 Revised mandate statement for BTS CTO needs to be drafted (as per Administrative 

[record] BTS 1.01-BTS Vision, Mission, Values, Duties and Authorities of CTO) to be 

approved and conferred from City Council. 

lf ITESC is approved and brought quickly operational, it would be a good executive-level" 
body to deliberate on a new mandate and role description for the CTO. However, given 

that the CTO chairs this committee, a chair-designate (i.e. the CAO) may have to be 

assigned to lead this discussion and decisions. 
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E.6.	 Capability Maturíty Model lntegration (CMMI) Appraisal 
(Task Vll) 

E.6.1. Overview 
The Capability Maturity Model lntegration (CMMI)Appraisalincludes an appraisal based on the 
CMMlversion 1.3 Model from the Software Engineering lnstitute at Carnegie Mellon University 
Specifically: 

. Establish a baseline CMMI maturity level L-5 for BTS application development by using 

the Class C Standard CMMI Appraisal Method for Process lmprovement (SCAMPI) 

methods. Complete a SCAMPI C assessment and provide a final report. 

¡ Provide recommendations for targeted next steps to improve organizational process 

maturity and a GAP analysis between the current maturity and CMMI levels 2 and 3. 

lnclude guidelines for effort and costs to implement the recommendations included in 

the report. 

. Provide an assessment of how the BTS CMMI maturity level compares to other 
government technology organizations of similar size. lnclude in this report L) a review 
againstthe Published Appraisal Results (PARS)database, and 2)a marketscan of similar 
clients or entities to validate the PARS findings. 

8.6.2. Current State Findings 

Sierra Systems engaged an externalvendor to complete the BTS CMMI assessment. The scope of 
the CMMI assessment was to: 

. Evaluate BTS a.nd SAP against the Maturity Level 2 and 3 Process Areas 

. Evaluate areas of potential risk with the current implementation 

. Provide recommendations for addressing weaknesses and gaps 

. Compare BTS and SAP to comparable organizations 

The CMMI maturity levels (1-5) are described below: 

Orgàni¿atlonal Performance Men¿gemént 
Causl Analy5is and Rsolution 

Organ¡¿¿tional Præet! Pe¡forn¡¿nce 
quâ¡t¡tatiw Proiæt Menâgement 

Requlrementg tÞwlopment 
l{hn¡c¡lSolut¡on 
Product I nted rat¡qn 
ver¡ticât¡o¡ 
Velidelion 
Org¡ni2¿tioîal Prde$ Ftrug 
Org¿nÍ¡atlonãl P.Ge55 o€fi ¡¡t¡on 
orgåni¡ât¡onâl fr¿inlng 
lnl€gmted Projæt Man¿gement 
R¡sk MenaBement 

nequkenìents Mân¿SemeDt 

Proje(t Plann¡ng 
Pr o,ect Monitoring ¡nd Coolrol 
Supplier Agreeûìent M¿û¿Beùent 
Me¡surement ¿nd Anelysis 

Procet5 ¡nd Product Qual¡tyAss{r¿n.e 
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Based on the analysís, BTS currently performs many of the Project Management and 
Engineering practices the CMMlwould expect 

Given the CMMI Maturity Level definitions, BTS exhibits behaviors consistent with a 

Maturity Level L organization 

LEGENDi 

by 8fS 

Prâcticed by 8TS 

Practiced bv BfS 

. Details explaining each acronym, the purpose of each Process Area, and the scores are 
provided in the back up slides at the end of the CMMlTask Vll report (see Appendix C) 

. The Generic Goals (GG) indicate the level of institutionalization 
within an organization and gauges the Maturity Level 

of the quality system 

o The above GG scores represent an aggregate across all Process Areas 

The CMMI expects for a Maturity Level 3 organization that an organizational set of standard 
processes exists and is used by all projects 

. 	 There ís a lot of variability in how work is performed in BTS person-to-person, 
project-to-project, a nd grou p-to-gro u p 

. 	 Most of the policies, processes, procedures, and plans for the processes expected by 
the CMMI (see Slides 55 - 1,4I in the CMMI Task Vll report) are not currently 
documented 

ln addition, an infrastructure for process improvement is expected to be in place 

. 	 Even though there are some process improvement activities, there is no established 
infrastructure for pro-actively improving the processes and for objectively 
evaluating adherence to the documented processes 

E.6.3. Recommendations 
The following recommendations have resulted from the CMMI assessment: 

. R-TVIl-55: Management should clarify commitment to process improvement 

. ldentify sponsorship and support for process improvement 

. Communicate throughout the organization 

o Start small, address easy wins, don't try to do it all at once, but start 

. Define and document the processes each group currently follows to support a 

specific Bureau, e.g. Police lT, PMO, etc. 

. ldentify Best Practices that can be standardized across BTS 

. 	 R-TVll-56: One decision that needs to be made ímmediately is how common do you 
want the processes across BTS - don't try to do too much at once 
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' Initially it would be best to define and document the processes each group currently 
follows to support a spec¡fic Bureau, e.g. Police lT, PMO, etc. 

' As the City gains experience with these individuälsets of standard processes, then 
look for Best Practices that are common across the Bureaus and can be elevated to 
a standard process across BTS 

. R-TVIl-57: Establish a Process lmprovement infrastructure 

" Management Steering Group (MSG) - Sponsors process improvement initiative, 
provides direction, oversight, and funding (part time support) 

n Engineering Process Group (EPG) - Plans and manages process improvements, 
establishes the organizations set of standard processes and measurement 
repository, charters and manages Process Action Teams to work specific 
improvements (combination of full time and part time support) 

' Process Action Teams (PATs) - Temporary teams that work on improvements to 
specific processes and report status to the EPG (full or part time support) 

. Organizational Training Group (OTG) - Plans and manages the delivery of training to 
the organization and defines specific training required to perform each job role. 
Training includes process training, technical/discipline training, a nd management 
training (combination of full and part time support) 

n Process and Product Quality Assurance Group (anC¡- Regularly plans and performs 
objective evaluations of the adherence of the processes in use throughout the 
organization and on all projects (full time support) 

. R-TVll-58: Provide the following process improvement training: 

. 
n 

lntroduction to the CMMI-DEV v1.3 (3 days) 

Requirements Engineering Techniques (2 * 3 days) 

. How to Establish a PPQA Group and Perform Audits (2 - 3 days) 

. How to Perform Reviews and lnspections (2 - 3 days) 

. How to Assess and Manage Risks and lssues (2 - 3 days) 

. How to Establ¡sh a Measurement Capability and Use Data to Make Decisions (4 - 5 

days) 

. How to Perform Configuration Management (2 - 3 days) 

' R-TVIl-59: After establishing the MSG and EPG, review each of the identified 
weaknesses, gâps, and improvement suggestions 

" Rank and prioritize the list 

. Put plans in place address the list 

. Charter PATs to worl< the items on the list 

" Use the IDEAL modelfor process improvement (see Slide 22 of the CMMlTask Vll 
report) 

. R-Wll-60: Periodically assess progress towards the process improvement goals and 

determine new issues, gaps, and strengths 
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F. Summary of Recommendations 

The following is a summary of recommendations, sorted by priority and Class. 

R-TV-44 

R-TV-45 

R-TVl-s2 

R-TVr-54
 

R-TV-34
 

R-Til-03
 

R-Til-10
 

R-TV-35 

R-TV-36 

R-TrV-32 
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Strategies for a Sustainable 
Funding Model 

Strategies for a Sustainable 
Funding Model 

Governance 

Governance 

Budget 

Organizational Model 
Business Processes 

Major Expenditures Approvals 

Major Expenditures Approvals 

Opportunities for Efficiencies 

Consider options for expansion of the citywide lnnovation Fund to fund 
cross-bureau initiatives 

Establ¡sh a clear mandate and processes for Bureaus enabling 
efficiencies through consolidation and collaboration 

Approve recommended Governance Processes and move to 
implementation through drafting of committee Terms of Reference 
including issues management and logistics and confirming membership 
and reporting. 
Revise CTO title to Chief lnformation and Digital Officer - to better 
reflect the scope and mandate proposed for this role 
Clearly define and validate the total citywide technology spend and 
establishing a benchmark for performance, with consistent use of GL 

codes to facilitate this analvsis 

Clearly define role and responsibilities of BTS vs. Bureaus 
Work with Bureaus to bu¡ld a citywide technology Vision and Master 
Plan and Bureau business strategy and plan; develop multi-year aligned 
technology and business roadmap to allow for needed prioritization and 
simplification of support 
Prioritize major expenditures Citywide (e.g. Business Continuity Plan 
(BcP)) 

Tie major expenditures to a business outcome using a business case 
approach 
Prioritize efforts and plan to migrate remaining applications off 
Mainframe infrastructure - Auditor (LIEN Accounting). Potential for 
largest annual savings. 

Final 

Class l: Council L 

Class l: Council L 

Class l: Council 1 

Class l: Council 1 

Class l: Council 1 

Class ll: CAO t 
Class ll: CAO 1 

Class ll: CAO L 

Class ll: CAO I 

Class ll: CAO L 
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R-TVr-53 

R-Tlt-0L
 

R-Til-05
 

R-TtV-25 

R-TVil-55
 

R-T|V-21
 

R-TV-37
 

R-TtV-26
 

R-Til-08
 

R-Til-L4
 

R-TtV-24
 

R-TtV-27 

R-TtV-28 

R-TtV-29 

R-TtV-30 

R-TIV-31. 

Governance 

Orsanizational Model 
Organizational Model 

Communities of lnterest 

CMMI 

Communities of lnterest 

Cost Allocation Model 

Expenditures 

Service Delivery Model 

Business Processes 

Expenditures 

Expenditures 

Expenditures 

Exoenditures 

Expenditures 

Opportunities for Efficiencies 

l-Ig.ì riI.it-l¡Y. 

Renew existing CTO mandate to accommodate/clarify recommended 
authorities and mandates 

Consider implementation of a new organizational model: Plan, Build, Run 

Create and implement a comprehensive change management strategy 
and plan to support organizational transformation at all levels; 
communicate with technologv staff and Bureaus 
Ensure Business transparency, contribution in technology prioritization 
process - Communitv of lnterest 
Management should clarifv commitment to process improvement 
Create a comprehensive application rationalization and consolidation 
program target¡ng Asset Management, Work Order and Billing Systems 
including an Asset, Work Order, Billing Communitv of lnterest 
Review the cost model for each service; start with high volume and high 
costs services; assess consistency of methodologies 
Target approx. 5-5.5% total lT spend (4% on Maintenance, Ongoing 
Operations, Systems and Equipment - MOOSE) 

Prioritize business continuity and disaster recovery; identify team with 
clearlv defined roles and responsibilities 
Create Citvwide technoloev-specific risk manasement framework 
Move towards a standardized accounting model that prov¡des an ability 
to provide a consolidated lT spend based on % of revenue generated 
citywide 
Prioritize up To 7% of current lT spend on dedicated business continuity 
capability 
Prioritize up to 6% of current lT spe nd on emersins technolosi es R&D) 

Prioritize uo to 8% of current lT soend on lT securitv canabilities 
Consider allowing Bureau stakeholders opportunity to select reduced 
service levels to offset costs associated with Business Continuity and 
R&D 

Consider fast tracking phase 2 & 3 Office 365 initiative for smaller 
Bureaus in need of greater application and case management 
capabilities 

Class ll: CAO 1 

Class lll: CTO 1 

Class lll: CTO t 

Class lll: CTO 1 

Class lll: CTO 1 

Class lV: Operations 1 

Class lV: Operations 1 

Class l: Council 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 
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taat¡t 

R-TV-43
 

R-TV-50
 

R-TVr-51
 

R-Til-02 

R-Tlt-04 

R-Til-09 

R-Til-11 

R-Til-L3 

R-Tilt-15 

R-TrV-22 

R-TrV-23 

R-TV-42 

R-TVil-56 

R-Til-06 

R-Til-07 
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Strategies for a Sustainable 
Fundine Model 
Opportunities for Efficiencies 

Governance 

Oreanizational Model 
Organizational Model 

Service Delivery Model 

Business Processes 

Business Processes 

Skills and Competencies 

Communities of lnterest 

Communities of lnterest 

Alternate Cost Recovery 
Models 
CMMI 

Service Deliverv Model 
Service Delivery Model 

Apply a 'tax' against project budget approvals, e.g. mandatory x%oto 
support citywide disaster recovery 
Consider a results-based proiect/maior expenditure request model 
Undertake a review of the City's 2002 ordinance that centralized 
foundational lT functions in BTS to assess functions that are currently ¡n 

and out of scope for BTS (e.g. EBS) in relation to the newly proposed 
governance and organizational models, and recommend changes as 

appropriate to bring functions into alignment with the new models. 
Define clear role and responsibilities of the enterprise architect 
Review terms of reference for existing groups, e.g. CSG, to assess role 
with new organization structure and governance model 
Consider and review options for outsourcing to support the new 
organization structure 
Develop KPls with performance report¡ng processes and supporting 
information management capabilities to enable performance monitoring 
aga¡nst the roadmap 
Create Customer Relationship Management Stratesv under CTO 

Create Citywide Technology Training Advisory Group (TTAG) in a 

federated model providing for BTS and Bureau manasement 
It is recommended that a Mobile Community of lnterest (COl) Task Force 
be initiated to address the disparate mobile needs of the city. 
It is recommended that the City consider implementing a Cloud / As-a-
Service Community of lnterest Task Force (Agile); pilot program 
combining subject matter area experts across the various business 
service disciplines 

Assess areas where an external or third-party provider would be 
appropriate 
One decision that needs to be made immediately is how common do you 
want the processes across BTS - don't try to do too much at once 
Work with Bureaus to create service deliverv Guidine Principa ls 

Focus on execution of operational efficiencies (see Tasks lV and V 

recommendations) to allow for time required for architecture, 
benchmarking and emerging technologies 

Final 

Class ll: CAO 2 

Class ll: CAO 2 

Class ll: CAO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lll: CTO 2 

Class lV: Operations 2 

Class lV: Operations 2 
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R-Tilt-16 

R-Tlil-17 

R-Tilt-18 

R-TlV-L9 

R-TtV-20 

R-TV-38 

R-TV-39 

R-TV-41 

R-ry-46 

R-TV-47 

R-TV-48 

R-TVil-57 

R-TVil-59 
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Skills and Competencies 

Skills and Competenc¡es 

Skills and Competencies 

Comm unities of lnterest 

Organizational Structure 

Cost Allocation Model 

Cost Allocation Model 

Alternate Cost Recovery 
Models 
Strateg¡es for a Sustainable 
Funding Model 
Opportunities for Efficiencies 

Opportunities for Efficiencies 

CMMI 
CMMI 

ldentify strategic and priority training needs for organizations, projects 
and key resources to achieve citywide objectives. 
Mobilíze expert resources as mentors, cross-training and cross-bureau, 
to augment training and development. 
Evaluate training outcomes, KPls, gaps, to ensure consistent quality 
performance citywide 
Create a continuous program under the governance ofthe proposed 
Community of lnterest model to continuously monitor and assess 
business cases supporting further application consolidatiofl, €.g. create a 
Citywide Contact Management Communitv of lnterest Task Force 
Provide a technology project report card showcasing existing in progress 
projects with potent¡al enterpr¡se capabilities 

Provide a consolidated, easy to read 'bill or invoice'of all BTS costs; 
identify opportunities for Bureaus to control cost; expl¡citly clarify any 
General Fund overhead charges; provide training to bureaus on the new 
BTS b¡II 

Continue the current efforts to clarify the BTS service catalogue; 
establ¡sh a roadmap for service catalogue enhancements based on 
Bureau priorities; start w¡th the popular services (current initiative 
underway); create close linkages between the definition of services and 
the total cost of services to Bureaus 
Assess high volume and high cost services to determine if the cost model 

çq! be adjusted to more accurately reflect consumption 
Complete an audit of services charged vs. used 

Look at ways to complete the virtualization process to fully realize 
savings 

Assess duplication and consolidate where appropriate: asset 
management, document management, time tracking and purchasing, 
contact management, 1,-800 numbers 
Establ¡sh a Process lmprovement infrastructure 
After establishing the MSG and EPG, review each of the identified 
weaknesses, gâps, and improvement suggestions 

Final 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 

Class lV: Operations 2 
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¡ I ril.l t:l l:J:J¡I 

R-TV-49 Opportunities for Efficiencies Move forward with Shared Data and Business lntelligence (Bl) Class lll: cTo 3 
opportunities; assess existing and potential future duplication 

R-Til-12 Business Processes Create initiative to complete citywide architectures, aligned with newly Class lV: Operations 3 

defined role of enterprise architect 
R-TrV-33 Opportunities for Efficiencies Consider provid ing m ulti-tier network a nd infrastructure segregation; Class lV: Operations 3 

24/7 High Security zone for certa¡n Public Safety infrastructure (CJtS 

compliant), PCI compliant environment to true cost 24/7 support 
meeting CJIS and PCI compliance 

R-TV-40 Cost Allocation Model Continue the current efforts to clarify the BTS service catalogue; Class lV: Operations 3 

combine/link multiple BTS services into bundles* (e.g. a workstation 
requires software, a network account, email, etc.) 

R-TVil-58 CMMI Provide the process improvement trainine (see report) Class lV: Operations 3 

R-TVil-60 CMMI Periodically assess progress towards the process improvement goals and Class lV: Operations 3 

determine new issues, gaps, and strengths 
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Appendix A: List of Detaíled Reports by Focus Area (Task) 

CoP Current State Assessment - Task ll (Revised 02-12_2013 v3).ppt 
CoP - Task ll Org Design Svc Del Process - Recs - 21t3-12-I7-Final Draft.ppt 
City of Portland - Task lll Skills and Competencies - Current State Gap Rec revised dec 23.ppt 
Citywide lT Staff Skills and Proficiency Survey v8 Dec4.doc 
City of Portland - Task lV - State of Technology - 201,3-1,2-L7 Final.ppt 
City of Portland - Task V - BTS Budget - 20L3-01-10 - Revised FlNAL.ppt 

VI City of Portland - Task Vl Governance - Current State Framework Recommendations - Final.ppt 
VI Citywide lM-lT Governance Final.doc 
vil CMMI Gap Analysis Final Findings - Final.ppt 
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Exhibit B  
DRAFT ~ 2014-15 Strategic Information Technology Recommendations ~ DRAFT 

Guided by Citywide Technology Assessment Independent Recommendations with Realignment Plan Work  In Progress 

CTO Recommendations 
(City of Portland 

Technology Initiatives) 

BTS 
Subject 
Matter 

Experts 

CoP 
Rec 

# 

Independent Assessment City Business Case (Estimates) Proposed Solution Values 

Consultant Sierra Systems Recommendations 
(Includes City/BTS 'In Process' Initiatives) 

Sierra Rec # Proposed 
Start 

Proposed 
End 

Cost 
Savings 

(over 5 yrs) 

Cost 
Avoidance 
(over 5 yrs) 

Investment 
(over 5 yrs) Feasibility Significant 

Cost Savings 
Amount of Effort 

to Implement 
Amount of Non-

Financial Benefits 

Best Practices 

Definition: 

Activities that have proven competitive for organizations 

(2) 
BTS Organization Structure 

(3) 
IT Skills Training 

(1) 
CoI IT Governance 

(Communities of Interest) 
(IT Exec. Steering Committee) 

CTO 

BLT 
Admin 

CTO 

1.1 
1.2 
1.3 
1.4 
1.5 
1.6 
1.7 
2.1 

Define CoI role & responsibility of BTS & bureaus 
Design process to enable bureau efficiencies thru consolidation/collaboration 
Ensure transparency, contributions in technology priorities, CoI 
Implement Citywide change mgmt strategy; support transformation 
Implement Governance process; confirm membership & reporting 
Address CTO authority/title to best reflect responsibilities 
Build Citywide technology strategic vision & master plan 

R-TII-03 
R-TV-45 
R-TVI-25 
R-TII-05 
R-TVI-52 
R-TVI-53-54 
R-TII-10 

Feb 2014 On-Going Yes Yes Yes High 

Clarify Citywide process improvement commitment; identify sponsorship 
Implement new BTS Org model; Plan, Build, Run to strengthen planning efforts 

R-TVII-55 
R-TII-01 

Underway 

Jul 2014

Jul 2014 

Jun 2015 

No 

No 

No 

No 

No 

Yes 

High 

Medium 

2.2 
2.3 Review CoP Tech Groups (e.g., Cust. Stakeholder Grp); Assess role w/new Governance model R-TII-04 
2.4 Create improved Customer Relationship Mgmt Strategy (TBC) R-TII-13 
2.5 Establish a Process Improvement Infrastructure R-TVII-57 
2.6 Provide tech project report card showcasing existing projects w/potential enterprise savings R-TII-20 
2.7 
3.1 

Realign position to Police IT ($140K/yr X5 years) 
Identify strategic & priority training needs to achieve citywide objectives 

In Process 
R-TIII-16 

3.2 Consider Citywide technology training advisory group for BTS & bureau mgmt (Federated Model) R-TIII-15 
3.3 Mobilize expert resources as mentors; Xtrain-Xbureau to augment training & development R-TIII-17 
3.4 Evaluate training outcomes, KPIs, gaps for consistent performance, Citywide R-TIII-18 

Definition: 

Consolidation of business operations that are used by multiple parts of the same organization 

Shared Services Environment 

(4) 
Data Center Hosting 

3rd Floor Data Center 
(with Disaster Recovery) 

Prod. 
Serv. 

4.1 Prioritize disaster recovery; identify team and define roles & responsibilities R-TII-08 

Feb 2014 Jul 2015 Yes Yes Yes High 

4.2 Implement 'Cloud/As a Service' CoI Task Force; pilot SME program across bureau disciplines R-TIV-23 
4.3 Consider applying a 'tax' against project budget approvals; X% to suppport Citywide DR R-TV-43 
4.4 Review external hosting options to support new Org structure R-TII-09 
4.5 Upon consolidation, find ways to complete virtualization process to fully realize savings R-TV-47 
4.6 Complete required business case and RFP/IGA (Intergovernmental Agreement) In Process 

(6) 
Major Systems Consolidation 

(5) 
BTS Business Continuity 

Info 
Security 

CTO 
EBS 

5.1 Prioritize BCP and DR; identify team with clearly define roles & responsibilities R-TII-08 

Feb 2014 

Underway 

Jul 2015 

Jun 2015 Yes 

Yes 

Yes 

Yes Yes 

Yes Medium 

Medium 

5.2 Allow bureaus to select (reduced/tiered) service levels to offset BCP costs R-TIV-30 
5.3 Conduct Business Impact Analysis ($90K Work Effort) by Fall 2014 In Process 
5.4 

6.1 

Create BCP Analyst Position (1 FTE/$137K/yr X5) 
Create Citywide application consolidation plan; assess duplication-- consolidate for efficiency; 
(e.g., asset inventory management, work order, billing systems, etc) 

In Process 
R-TIV-21 
R-TV-48 

6.2 Conduct Business Case Study w/SAP Gap Analysis Under Review 
6.3 Consolidate two BTS Apps (StellarRAD-Maximus) as a first step Under Review 

Sustainable Cost Management

 Definition: 

Transparency in BTS Service Catalog rates and costs 
(7) 

Enterprise Architecture 
Program 

(8) 
Mainframe Enterprise Server 

Demobilization 

BTS 
Plan 

Prod. 
Serv. 

7.1 Define roles & responsibilities of Enterprise Architect Program R-TII-02 

Underway 

Underway On-Going 

Jul 2015 Yes 

No 

No 

Yes 

No 

Yes Medium 

High 

7.2 Execute operational efficiencies to allow for time for arch, benchmarking & emerging technologies R-TII-07 
7.3 Move from Redundant City business functions toward Centers of Excellence In Process 
7.4 Document the City's current & future state enterprise architecture In Process 
7.5 

8.1 

Inform Bureau leadership; assist in strategic plan & investment decisions 

Migrate apps off mainframe; e.g., Police-ReJIN Project & Auditor's LIEN Acctng 

In Process 

R-TVI-32

8.2 Complete RFP and Proceed w/favorable ROI In Process 

(9) 
BTS Budget Realignment 

BTS 
Finance 

9.1 Review serv.cost model; high volume & high cost; assess consistency of methods R-TV-37 

Underway Jul 2015 No No No Medium 
9.2 Improve billing comm.; identify cost control ways; clarify GF overhead charge; train bureaus R-TIV-38 
9.3 Clarify BTS SC (service catalogue); establish roadmap w/bureau priorities (started--ongoing) R-TV-39 
9.4 Restore full funding, 24X7 support; partially restore major maintenance Realignment 
9.5 Aleady consolidated 16 server platforms to 3 (pSeries) Realignment 

(10) 
Citywide IT Investment/Spend 

(Include in Governance Above) 
CTO 

10.1 
10.2 
10.3 

10.4 

Define/validate total citywide technology spend; establish perf. benchmark; use GL codes 
Tie major expenditures to business outcomes (via Bus. Case) 
Prioritize major expenditures, Citywide (e.g., Business Continuity Plan) 

Consider options for expanding citywide Innovation Fund to fund cross-bureau initiatives 

R-TV-34 
R-TV-36 
R-TV-35 

R-TV-44 

Feb 2014 On-Going No No Yes Medium 

City of Portland, Executive Decision Makers Solution Value Legend 
Mayor Hales ~ Commissioners Fish, Fritz, Novick, Saltzman 

Executive Champion: Interim CAO Fred Miller (Office of Management and Finance) 
Executive Sponsor: CTO Ben Berry (Bureau of Technology Services) 

Communities of Interest (COIs) and Bureau Directors 
Public Safety: BOEC, BOEM, Fire, FPD&R, PSSRP, Police 

February 19, 2014 

Propose City Council 'Accept' 

High Medium Low 

Recommendation Ranking 
(Includes 48 Recommendations)Citywide Technology Assessment Community Development: BDS, BPS, OEHR, PHB, ONI, PDC 

Utilities, Transportation, Parks: BES, PBOT, Parks, Water 

Legislative & Administrative: 
Auditor, Attorney, Budget, Council Offices, OGR, OMF (BIBS, BTS, CAO, Bus Ops, EBS, HR, Rev) 

Dated: February 5, 2014 #1 Initiatives 
(17 of 17 Sierra) 

#2 Initiatives 
(19 of 38 Sierra) 

BTS Initiatives 
(12 in Process) 
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