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Section 1: Executive Summary

1.1 Introduction

The City of Allen's technology abilities have grown dramatically over the last several years. The
City has effectively managed the deployment of long-term projects, as defined in the previous
IT strategic plan, as well as kept pace with the increasing user needs. In order to maintain the
strategic momentum towards improved digital government services, the City, IT has re-engaged
with eGov Consulting Services to update the IT Strategic Plan. The updated plan describes:

®= Avision for information technology for the City for the next five years
® The mission of the IT Department

* The strategies and goals the IT Department will use to move the vision forward over the
next five years

= Specific initiatives/projects IT Department will undertake to achieve those
strategies/goals.

This Plan was developed through a consensus process with City Management, IT Department’s
staff and IT Department’s customers. The intent was to take a holistic, corporate view of
information technology for the City, in order to better understand how the IT Department could
best serve the City’s needs.

1.2 Project Background

The City of Allen’s technology requirements have grown dramatically over the last decade,
especially as the IT Department implemented the IT Strategic Plan developed in 2006. To name
a few of achievements from that Plan, the City has built out a new data center, refurbished an
existing one; improved the depth and reach of the City’s network, using both fiber and
microwave; and, selected best-in-class Public Safety systems to manage Public Safety
operations.

These changes to technology have brought new ideas about serving the community and new
approaches through the use of state-of-the-art technologies. However, they have also placed
and continue to place significant demands on the limited technology support resources that are
responsible for implementing and maintaining them.

eGPTV Page 1
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Having completed the infrastructure improvements in the initial plan, the City called upon eGov
Consulting Services to review their technical environment and provide a new 5-Year
Information Technology Strategic Plan.

1.3 Digital Government Strategy

Digital government promises to provide effective, reliable and secure universal electronic
access to municipalities 24 hours a day, 365 days a year. Citizens may access the City to find
information about municipal services, conduct business or personal transactions, or participate
in the continuous improvement of the City. Access may occur through traditional service
channels, such as mail, telephone or in-person at City Hall; alternatively, citizens may leverage
the latest technologies for access, such as the Internet, interactive voice response (IVR), or
smartphones.

Though digital government holds many promises, the ones cities embrace most readily are
customer service and fiscal restraint. As a result of the Internet, expectations of effective
customer service and access to services have fundamentally changed. Citizens expect that
information can be acquired on-demand, and goods and services can be purchased whenever
and wherever they are. Municipalities must follow suit in order to maintain and/or improve the
satisfaction levels they have long enjoyed.

Digital government promises reliable and secure electronic service options to help improve
traditional services channels (e.g., in-person, telephone, mail). The consequence of these
alternative channels has proven to be lessening the stress on the traditional channels, thus a
reduction in the number of people waiting in lines or placed on hold.

In addition, cities are under near constant budgetary pressures. Planned, prudent investment in
technology enables the citizenry to conduct transactions with minimal City staff intervention
helps to ameliorate the effects of growing demands from a growing population on the size of
the City staff.

Municipal digital government can be captured in three phases:
= Phase 1 - City Operations

= Phase 2 —City Services

® Phase 3 — City Optimization.

Attributes of these phases are described in the table below.

eGPV
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Phase

City Operations

City Services

City Optimization

Programs, activities and
projects undertaken to
enhance the
operational
effectiveness of the
City’s operations

Web services utilize
common geocentric
information to minimize
rework and maximize
efficiency and accuracy

Web-based municipal
information and
transactions

For citizenry: secure,
private electronic
service delivery

For staff: reliable,
efficient computing and
user support services

Emphasis on engaging
citizenry in order to
optimize services.

Analysis of
information for
continuous
improvement.

Inwardly focused,
reactive engagement
with citizenry

Some external focus,
still largely reactive to
citizen requests for
information and
transactions

Internally analytical
and externally
monitoring of citizenry
needs.

Activity =
]

Focus a

What »

citizens see,

do _

Increased awareness of
services provided

Who do I call for
assistance with specific
tasks

Do work

Pay bills

Obtain services
Change services
Track bills

Track progress on
service requests in real-
time

Participate in
providing feedback on
services in real-time

Each of these phases brings their own challenges.

Most cities have limited resources to dedicate to digital government adoption; in addition, they
want to minimize the disruption to municipal operations. For these cities, the evolution
towards digital government takes place over years. To be accomplished efficiently, however, it

must be a conscious strategy that is pursued throughout that timeframe.
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A sample migration process is shown below.

ST

upports brick-and
_mortar City

| Alignservice
~ delivery with |

Time Period

The first stage in this process is to migrate the City Operations from a mainframe or
client/server platform to an integrated web services platform; this must be accomplished
before any of these services can be offered to the public. The emphasis is still upon physical
locations and structures.

As the web services City Operations implementation matures, some of the City Services can be
piloted as offerings to the public. The first step in this process is to engage the community to
determine what the citizenry would like to see electronically; this data can be compared to
industry benchmarks for validation. The outcome of this canvassing of the public is to help
establish the success criteria for the pilot and the overall City Services implementation.

To be credible, the pilot must involve a fully functional workflow of financial and non-financial
website transactions. Ideally, these transactions will also be conducted in parallel using the
older methods so that no data is lost. Since the goal of City Services is to migrate the staff into
more customer service and analytical functions, the pilot should result in significantly reduced
City staff intervention to perform the transaction in order to be considered a success.

As the City Services implementation matures, the City will become more virtual and less brick-
and-mortar dedicated. For example, disaster recovery has been a brick-and-mortar focused
effort with cities having alternative, hardened Emergency Operations Centers in remote
locations; with City Services implemented, disaster recovery is more of a virtual process
leveraging distributed web services architecture. So in practice, anywhere with an Internet
connection can be emergency operations capable.

The focus of City Optimization is maximizing the utilization of the vast array of tools available to
management to enhance services and improve efficiency that were established in the City
Operations and City Services phases. With these tools, Managers can move from making
decisions based on their ‘gut’ to making informed decisions and plans based on current
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information. City Optimization should be done in conjunction with feedback from the City’s
customers, the public. The goal is to align the services provided and the methods used to
deliver these services with the needs of the customers, thereby improving overall customer
satisfaction. Cities that have consistently solicited the public for feedback can become more
surgical in the improvements they make because of the wealth of information now available to
management. However, cities that have not traditionally solicited feedback from the public
must go through this process cautiously; it can be like opening a floodgate. While the feedback
may be both positive and negative, the volume can be overwhelming. You must be in a position
to manage and respond to all feedback, or you risk damaging the credibility of City
Management and the elected government.

Implementation of digital government is no small task. It requires an evolution in

* How governments make decisions, set priorities, deliver information and services to the

citizenry

®* The roles performed by City staff, specifically reducing data entry roles and increasing
customer service and information management roles

* How information technology provides necessary support to the diverse needs of the City
and its employees.

The table below describes how some of the key concerns evolve through each stage of digital
government implementation.

Key Concern

City Operations

City Service

City Optimization

Uptime/Reliability

Downtime affects City

Downtime affects City

Downtime affects City

access/physical
structure concerns

staff productivity staff credibility government
credibility
Security/Privacy Physical security Primarily logical security concerns from
concerns with staff external sources; compliance with several
online standards/requirements
Accessibility Primarily building Primarily online access, design concerns

Interoperability

Primarily radios,
online report
submissions

Providing data to
state and federal
agencies online

Requesting data from
other local, state and
federal agencies
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Key Concern City Operations City Service City Optimization
Disaster Recovery Plans tied to physical | Plans involve City becoming virtual for time
structures, require required to replace infrastructure; City cuts
intricate details and over to backup servers; staff works from
dedicated physical home, remotely
locations

The information below focused on how digital government is driving the evolution of IT,
leveraging the most modern technology architectures available.

1.4 City’s Digital Government Strategy

In the first IT Strategic Plan, the City established a solid network infrastructure and data center,
keys to the first phase of digital government implementation, City Operations. In this second IT
Strategic Plan, the City will focus on (a) providing integrated, core applications that are key to
the second phase of digital government, the City Services phase, (b) maintenance of its
investments in the first phase, and (c) upgrading the City’s performance management systems
that are key to the third phase of digital government, City Optimization.

= ——— e

Data Center

Upgrade Network

Public Safety Systems

Upgrade Municipal Systems

City Optimization_

B Performance
Management .

‘07 ‘08 i ‘10 ‘1 §12 ‘13 ‘14 ¥15 ‘18

11T Strategic Plan 27T Strategic Plan
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1.5 Role of IT in Digital Government

Over the last twenty years, investing in information technology has been an end unto itself. PCs
were bought to improve productivity; networks were established to improve communications.
Yet there was no larger goal in mind. With the advent of digital government, the purpose of
technology investment and the role of IT are changing.

The IT Department has traditionally been seen as a support function. To effectively undergo the
transformation to digital government, IT must be seen more as an equal partner to the
functional, citizen-facing departments. The quality of service provided by the City to the
citizenry is dependent upon this recasting of the Department. Technology is integral to the
function of every department’s business processes. IT must continue to provide support for
core business functions while providing leadership and facilitation of core cross-departmental
and City information management and technology functions.

The digital government transformation emphasizes information management over information
technology, helping to ensure that technology investment decisions are supported by clearly
defined business requirements. Technology must allow departments to better integrate their
information to meet the City’s strategic direction and better serve the community. It must
enable collaborative planning and coordination of initiatives, resources and investments to
meet the City’s goals and objectives. If it does not, the technology investment is hard to justify.

The IT Department must undergo fundamental restructuring to meet the challenges presented
by digital government. IT must adjust how it performs its work and how it interacts with and
services other departments. To date, municipal IT infrastructure has primarily supported City
staff. As its scope broadens to include the citizenry, demands for availability, reliability, privacy
and security will significantly increase IT service requirements. These include: monitoring
service levels, calls for service, problems identified, networks, systems and interfaces.

It is IT’s responsibility to manage the risks associated with implementing digital government.
Effective implementation of digital government requires a centralized coordination of all
departments’ activities, including operational, financial, security and privacy related risks. To
provide these support services while maintaining data integrity, security and privacy, key
elements of the Information Technology function must be centrally managed.

Minimally, these include:

* Telephone network

= Data network, both wired and wireless

= Firewalls, routers and switches

® Interfaces between the Internet and City systems
= Electronic transaction infrastructure

e G p’v Page 7
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1.6

Information Technology Department’s History

The table on the following page illustrates the accomplishments of the IT Department over its
nearly twenty year history.

[ 66 J o5 J 6 Jos Jf ce Jve ]l es

o
=

Community Development Software
(Building Permits, Land Management, Code Enforcement)

Police & Fire ICS Software
(Computer Aided Dispatch, Police Records Management, Fire
Records Management)

[HTE General Ledger ]Hired IT Director ]

Police Mobile Data
Computers

HTE Payroll, Utility Billing

eMail Server, Website built

Hired Network Admin
GIS Program initiated

HTE Voice Response Unit for
Building Inspections

...................... Outlying buildings connected

Moved into City Hall |
Hired AS/400 Sys Admin | New AS/400 installed |

| Hired IT Technician |

Natatorium cabled, connected

New Central Fire, outside plant
fiber/copper connections

HTE Purchasing ‘

Servers, desktops
upgraded to Win2k

T1s replaced with dedicated fiber

Exchange Server installed
New Library cable

Structured cable for 2™ ficor Police l HTE Doc Management
Replaced HTE IVR with Selectron IVR K PCSS for Courts

Networked to The Edge l New Library opened } Cabling

replaced in

Replaced network, cabiing at Chase Oaks MCPAR

facility

VOIP at Library | Connected Chase Oaks by T1

Courts, Parks Admin moved into MCPAR facility

Networked New Senior Center via T1 | HTE Human

Resources

Replaced AS/400 with leased AS/400

Hired Systems Supervisorl Hired Public Safety System Admin

Hired Part-Time Administrative Assistant

Constructed New Data Center in City Hall | RFP for New Pubic

Safety (Police/Fire)
Systems

Remodeled Data Center in Police Dept.

Constructed a Microwave Network for Redundancy to Primary
Fiber Network

Started Leasing HP Desktop Equipment on a 4-Year Lease

Purchased an EMC
14 TB SAN

Entered into an Enterprise Agreement
w/ Microsoft

Signed Contract with TriTech to Provide a Full Public Safety
Software Package for Police and Fire

Created a Conduit Pathway from Century Right of Way into the
City Hall Data Center

|.T. Assumed Management of the Motorola P25 Radio System
Replacement

Upgraded Avaya PBX |

Completed the Replacement of the Public Safety Radio
System with a P25 System

Planned Completion of TriTech Public Safety (Police/Fire)
System Replacement

Structured Cabiling for Courts, Parks Admin (Old Library)

Application/ 1

Key Hardware

Network ] Personnel l ‘
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1.7 Mission of the IT Department

The IT Department is the City’s principle instrument for achieving its strategic information
technology vision and goals. IT Department must be structured and staffed to provide
applications and network infrastructure and ensure data integrity for the City.

The mission of the IT Department is provided below.

Mission of the IT Department

To provide technology consultation, services and infrastructure
to enhance the quality and efficiency of services being provided
to the community by the City’s Departments.

1.8 IT Department’s Services

To achieve its mission, IT Department works to ensure that the technology provided is effective
and utilized to its fullest. In addition, IT Department maintains the City’s technology
infrastructure and strives to keep it user-friendly, safe, secure and stable.

IT Department provides specific services to its customers in support of its mission. These are
comprised of enterprise-level and departmental services, as shown below, some of which are
insourced; others outsourced and managed by the IT Department; and, some not done at all.

Service Brief Description Sourcing
Wide Area Connectivity to applications and devices Limited
Network throughout the City over wired and wireless
methods.
Internet Access | Secure connectivity to the internet. Internet Service
Provider
|

e G?{V Page 9
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Service

Brief Description

Sourcing

Network Capacity to store and retrieve data and filesona | Managed centrally
Storage network server; backup those files regularly to

protect data from being lost or compromised.
Service Desk Centralized point of contact for help requests on | Limited
Support all printer, connectivity and software issues.

Support includes resolution where possible, and

escalation to specialized technology resources if

needed.
Desktop End-user assistance with standard desktop Insourced
Automation applications, such as Microsoft Office and Adobe
Support software.
Database Management and optimization of applications- Limited

Administration

related databases to ensure maximum
availability, optimum performance /
responsiveness, and recoverability.

Project Oversight assistance of the budget, schedule and | Performed by
Management / | tasks of a technology project through its full IT Director when
Business lifecycle, including design, configuration, testing, | available
Analysis release and deployment, and training.

Information Control of access to network, data and Limited

Security application resources.

Applications Applications design, development, testing, None

Support release and maintenance.
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1.9 Management Priorities

During the planning process, City Management was interviewed to better understand the
direction that they wanted to set for the IT Department and information technology in general.
Management expressed their desire to see the following strategies pursued by IT Department:

* Improve the Serviceability and Digital Government Capability of the City's Applications
Environment, and

» Solidify and Protect the City’s Technical Infrastructure

1.10 Planning Process

The first phase of the project was the performance of an assessment with the customer
departments and IT Department. Tactical and strategic findings and conclusions from that
phase were reported to the City with prioritized recommendations.

The key initiatives from this phase are included in this Plan. Specifically, these goals center on
moving the City through the City Services phase of Digital Government. They include a focus on
applications, process integration and streamlining, and customer support. Effective process
integration and streamlining will minimize rework, information re-entry, and duplicative
data/errors, which lead to overall organizational effectiveness and efficiency. These goals and
initiatives are described later in this section.
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1.11 Plan Organization

The Plan is organized to show the relationship between the core IT strategies, goals and specific
initiatives that will accomplish each strategy. The table below shows the relationship between
goals and initiatives, serving as the foundation for this Strategic Plan.

Goal

Improve the
Serviceability
and Digital
Government
Capability of
the City's
Applications
Environment

Initiative

Replace the City's
Administrative System

Description

Replace HTE with Finance, Utility Billing, Human
Resources and Timekeeping systems.

Upgrade ESRI (GIS) to an
Enterprise License

Per Richard Truong's quote from ESRI, move to
an enterprise license agreement, allowing

Agreement interfaces with key systems once a GIS strategy
is established.
Acquire a Acquire a planning, zoning and building system

Planning/Zoning/
Building System

that both replaces HTE building permits
capabilities and adds significant functionality.

Acquire a CMMS/Asset
Management System

Acquire a CMMS/Asset Management System
that allows for tracking of activities and costs
related to work orders, projects, and assets
(e.g., vehicles, buildings).

Replace the City's
Agenda Management
System

Replace the current agenda management
system with one that provides more advanced
functionality, workflow management.

Acquire a Performance
Management System

Replace the current strategic planning and
PRIDE databases (MS Access) with an integrated
performance management system based on
balanced scorecard.

Develop Enterprise
Search, Forms, Intranet
Capability

Utilizing the SharePoint developer, develop
enterprise search, forms management and
workflow, and intranet capabilities.

Replace the Courts
System

Replace the existing PCSS Courts System due to
the inadequacies of the existing vendor.
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