"I AM NOT SURE I CAN
CONVEY IN WORDS HOW
TRANSFORMATIVE
HARTMAN’S LEADERSHIP,
TECHNICAL KNOWLEDGE,
AND ASSISTANCE WAS,
AND STILL IS."
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SUMMARY
Despite ongoing efforts by their IT department to keep up with a massive
amount of user support and aging systems, a large, independent state agency
with more than 50 offices often felt like they were stuck in reverse when it
came to technology.
The agency sought out the strategic expertise of Hartman Executive Advisors
when it was time to make some long overdue infrastructure upgrades.
Hartman worked with agency leadership to completely rebuild their systems
and operations, as well as develop and implement the project management
framework they needed not only to replace outdated technology, but also to
improve the planning, communication and implementation of an enterprisewide case management system.

CHALLENGES
Like many large state agencies, the IT department was focused on
keeping the everyday IT functions running with little time or resources
to focus on bigger picture initiatives. Due to the vast size of the agency,
and multiple locations to support, managing resources and requests
was a constant challenge. The IT department was not only struggling to
keep up with the demands, but at times, overlooked as a strategic
resource for the rest of the agency. This caused great dissatisfaction
and morale issues between the IT department and its users. As a
department, IT was not prioritized, nor were their successes measured,
leaving the agency in an endless cycle of short-term, break-fix projects.

"Our IT division did not have the required knowledge or
competencies to effectively support all of the various and
changing technology needs of the agency.
We were in need of both high-level leadership and
low-level on-the-ground support, and they were
able to provide us with both."
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THE SOLUTION
Following an initial assessment, Hartman took an in-depth look at the
capabilities of the existing IT team with regards to structure, skill sets,
gaps and compensation. To address immediate needs, Hartman placed
interim Chief Information Officer (CIO) and Chief Technology Officer
(CTO) leadership and advisory services at the agency with the goal of
developing and implementing a business-aligned IT improvement plan
to include:
A complete rebuild of the agency’s network
Implementation of a new enterprise case management system
A new email platform
Deployment of 500+ laptops to enable remote work
Virtual private network (VPN) access
Servers and computer hardware upgrades in 30+ locations
Upgraded internet connection with increased bandwidth
A new firewall solution with increased security controls
Setup of video conferencing equipment in detention centers and
prisons to support remote conferences with clients
Working together with agency leadership, Hartman identified the great
need to balance resources, skills and priorities, and ultimately shift the
agency’s perception of IT to a department that can provide strategic
value to all aspects of the agency’s people and processes. Since
communication between departments was another challenge for the
agency, the Hartman team facilitated recurring meetings with IT staff
and agency leadership to foster collaboration.
Recognizing the vast gap between support requests and strategic IT
initiatives, Hartman also implemented a new IT work request ticketing
system. This enabled the IT department to prioritize and track every
request, as well as monitor their own success rates.
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RESULTS/ROI
Like many comprehensive IT overhauls, the return on investment for
the agency was instantly realized.
Today, the agency is well equipped with a solid infrastructure and a
long-term improvement map to prioritize and guide future IT
initiatives.
Agency staff that work outside of their core office can now reliably
and effectively work remotely, greatly increasing their productivity.
Large data transfers are no longer an issue with the new and
improved modern network.
With strategic guidance from Hartman, the IT department is
completely transformed, resulting in greater harmony among
departments and technology initiatives that are directly aligned
with strategic business objectives.
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