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County Mission Statement

Ottawa County is committed to excellence and the
delivery of cost - effective public services

Information Technology Mission Statement

In partnership with our customers, the
Ottawa County Information Technology
Department provides cost-effective solutions
and technical leadership to accomplish
organizational and departmental goals, and
enables delivery of excellent service that will
positively impact those served by the County.

County Vision Statement

Ottawa County strives to be the location of choice
for living, working, and recreation

Information Technology Vision Statement

Ottawa County will be a model of technology
application for local government.
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Goal 1:
Goal 2:

Goals, Objectives and Initiatives

Board Goals

To maintain and improve the strong financial position of the County

To maintain and enhance communication with citizens, employees, & other stakeholders

Goal 3: To contribute to a healthy physical, economic, and community environment
Goal 4: To continually improve the County’s organization and services
IT Goals and Objectives Minimum Board Goal(s),
Target Objective (if stated)
Supported
Goal 1: To improve the service delivery experience
o Exceed Industry Best Practice Service Level Agreement Targets on 85% 4
Problem Response and Resolution
e First Call Resolution Rate Target for Help Desk Calls. 50% 2,4
e Reduce average turnaround time on application enhancements. 10% 4
e Reduce average Project Request administration time. 50% 4
e Maintain a High Level of Customer satisfaction. 85% 2,4
Goal 2: Develop Cost Effective, Comprehensive Solutions
e Increase effort to develop new Technology solutions 50% 4
e Efficiency Savings through Improved Processes Using Automation. 50% 1,4
e Application Changes implemented Without Causing Follow Up, Service 70% 1,4
impairment or Disruption.
Goal 3: Provide IT Vision
o Increase employee awareness of IT capabilities. 80% 2
e A Technology Master Plan is developed 2008 Goal 4,0bj 1
e Department Heads and Elected officials report awareness of County 80% 2
Technology Plan.
e Improve leadership rating 80% 2,4
e Expand use of generally beneficial new technology Case based 1
Goal 4: Maintain a current, viable, secure & reliable infrastructure
e Consolidate Servers and Server Storage. 70% 1,4
e Limit Growth of Hardware Maintenance on End User Equipment 0% 1
e Maintain a high percentage of Hardware Warranty Coverage. 90% - Servers 1
60% - PC. Laptops
e Network availability >99% Goal 4, 0Obj 6
e During Major Outages, Restore Service Within an Acceptable Time. Contingency Plan Goal 4, Obj 6
e System Administrators to Server. <1:125 1
e Support Staff to Devices <1:700 1
e Support Staff to FTE'’s supported <1:250 1
Goal 5: Increase Product Demand
e Provide relevant data to customers by updating data layers quarterly. As stated 2,4
e % increase of map, data and services used by County Departments for 5% 4
daily tasks
e Number of new partners. 1 1
¢ 9% increase in map, data and services used by local units for daily tasks. 5% Goal 4, Obj 2
e 9 increase in annual visits to web site. 5% Goal 2, Obj 2
e % increase in average daily unique visitors to web site. 5% Goal 2, Obj 2
e 9% increase in average pages viewed per visit. 5% Goal 2, Obj 2
e Generate Annual Revenue from Subscribers. 3% 1
e Generate increased revenue from data and services. 5% 1
e Generate total revenue increase from GIS less new subscriber buy in. 3% 1
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Basic IT Strategies

Goal 1: Improve the Customer Service Delivery Experience.

Strategy 1:  To deliver support in a way that minimizes disruption to a customer by using tools
for remote diagnosis and assistance.

Strategy 2: To minimize the effort needed to obtain assistance when needed and reduce
frustration by making the assignment of IT resources to resolve an issue transparent to the
requester.

Strategy 3: To expand employee and public self-service capabilities through web
applications.

Strategy 4:  To develop a technically capable and informed workforce.

Strategy 5:  To apply ITIL and other process improvement methods as appropriate to optimize
the efficient delivery of IT services.

Goal 2: Develop Cost-Effective, Comprehensive Solutions
Strategy 1:  To leverage Electronic Content Management as an enterprise solution.
Strategy 2:  To move aggressively as practical toward thin client (browser) based applications.

Strategy 3: To improve the current Justice System through refacing into a web accessible
application, reengineer the database and add enhancements as practical with funding limitations.

Strategy 4: To replace the Financial System with a more capable system that will allow
greater outsourcing of functions from Fiscal Services to Departments, increased automation of
manual processes, integration with ECM and expanded functionality to support the Human
Resources processes.

Strategy 5: To maintain existing systems through maintenance contracts and upgrades
provided by the vendor.

Strategy 6: To leverage information in all systems through data exchange and integration.
Goal 3: To Provide IT Vision to the County.

Strategy 1: To guide the County’s technology investment by maintaining a five year technology
plan that supports County goals, identifies key issues, major initiatives and cost estimates based
on a continuous process of information gathering, analysis, evaluation and prioritization.

Strategy 2: To communicate the Technology Plan to County Elected Officials and
Department Heads, monitor its progress, and use it as a source for ongoing dialogue regarding
County IT investments.

Strategy 3: To participate in and facilitate departmental and enterprise technology planning
and decision-making.
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Basic IT Strategies

Goal 4: To Maintain a Current, Viable, Secure and Reliable Infrastructure.

Strategy 1:  To avoid obsolescence, manage maintenance costs, and ensure reliable operations
through consistent scheduled replacement of hardware.

Strategy 2:  To invest in proven technology based on cost justified requirements.

Strategy 3: To continually evaluate the threat environment and implement effective
countermeasures.

Strategy 4: To evaluate new technology in a systematic way and adapt technology which
shows a high potential for success in terms of acceptance and Return On Investment (ROI).

Goal 5: Increase Product Demand.

Strategy 1:  To increase public awareness of GIS products and capabilities.

Strategy 2:  To maintain a competitive pricing structure for GIS products.

Strategy 3:  To apply existing products and capabilities to newly identified requirements.

Strategy 4:  To Increase awareness of IT products and capabilities in County departments.
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Electronic Content Management

Enterprise content management (ECM) is a set of technologies used to
capture, store, preserve and deliver content and documents and content
related to organizational processes. ECM tools and strategies allow the
management of an organization's unstructured information, wherever that
information exists.

Current Status

The County has taken advantage of Imaging Technology since 1994 beginning in the Clerk Vital
Records office and expanding this to the Register of Deeds, Community Mental Health and
Sheriff’s office. Early technologies involved simple storage and retrieval of documents. In
2006, the County embarked on an ambitious project to create a Justice Document Management
Information System (JDMIS). This system would take advantage of advances in imaging now
referred to as Electronic Content Management (ECM). In addition to the electronic storage and
retrieval of content, the technology has advanced to automate internal processes through the
design of electronic workflows. The JDMIS system is now operational in Clerk (Circuit Court
Records, Family Division and Vital Records), Circuit Court, Friend of the Court, Prosecuting
Attorney, Sheriff, Probate, Juvenile Services, District Court and District Court Probation
departments. The new system has also replaced Community Mental Health’s Imaging System.
Projects are in process for Human Resources and Environmental Health. The Register of Deeds
operates on a separate system.

Potential Areas for ECM Expansion

In September 2008, the County conducted a strategic planning session open to all departments to
provide input on future expansion of ECM in the County. The following opportunities were
identified.

1. Further expansion of capabilities in the Justice area. For the Sheriff’s Department the
Imaging of Jail Records would streamline processing and reduce physical storage
requirements.  Incorporating external law enforcement agencies who work with the
Prosecuting Attorney by allowing electronic submission of reports. E-filing of court
documents and further automation of workflows is possible. Additional effort is needed to
make courts operate electronically. Improvements in courtroom technology and adoption of
practices that enable courts to rely less on paper files would facilitate efficient operations
within and between the various Justice departments. The State Court and document retention
and archiving rules limit the full potential of ECM at this time.

2. Fiscal Services could automate the processing of purchases, budget documents, payroll,
accounts payable and accounts receivable.
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Electronic Content Management

Human Resources could store personnel files electronically; automate the hiring process,
Insurance documents, discipline/grievances, labor contracts, career tracking and W-2’s.

Health Department documentation for permitting and home visits. Storage of lab reports
and records.

Other administrative functions that could be automated include the policy development and
approval process, contracting, Grant applications, and Agendas and Minutes.

General functions suitable for conversion to an ECM solution include general
correspondence, report generation and submission, and filing of documents, policies and
procedures. Data capture through the use of eForms.

Equalization functions to include Property Transfer Affidavits, Personal Property Audit
History, Appraisal Cards and Change Orders. Document exchange between ROD, Treasurer
and integration with BS&A Applications and GIS.

Drains Office to support SESC files including generation of documents and notification of
deadline and expiration dates.

Hosting for Local Government Units on the County’s servers.

E-Filing by external agencies would support receipt of documents from external agencies by
a number of County departments. The term E-filing here implies a broader definition of
receiving documents electronically rather than on paper via a variety of means which could
include File Transfer Protocol, E-mail, applications programmed on the County web site, or a
specialized E-File module.

The Costs of Doing Business Electronically

Hardware currently installed consists of three servers. The investment needed to expand
imaging minimally includes scanners. Scanners range from a few hundred dollars to several
thousand based on capability. If signatures are required that change (i.e. non-employee)
signature pads are required at a cost of $300 per pad.

Software consists of server modules and client licensing. The initial investment in server
modules provides an extensive set of tools that support the majority of the County’s ECM
needs. Further expansion will require additional licensing for retrieving images, and
additional licensing for workflow operation. Scanners also require software licenses to
support scanning and indexing functions. Beyond this, specialized modules can be purchased
to support E-Filing, Agendas and Minutes and potentially other application areas identified
above. Ongoing annual maintenance costs for software modules and licenses are 18% of the
purchase cost.

Services may be provided by internal IT staff. In some cases using departments have trained
staff to provide some administrative support functions. Training costs for each technical
course are approximately $2,500 per person. A trained IT person capable of providing
system administration and workflow design would attend a series of four courses over a
period of two to three years to become proficient. Depending on the demand for
development, resource requirements could easily exceed IT’s capacity requiring contracted
services by an external provider. These services including implementing new modules and
designing workflows would range from a couple thousand to several thousand dollars.
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