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SUBJECT

A motion approving an annual report on the benefits achieved from technology projects.

BACKGROUND

Benefit Achievement Plans: Identifying the value of technology projects

In evaluating potential technology investments, often the first questions a decision maker asks are, “Why are we doing a technology project? Will it improve services King County provides to the public? Or will it improve our internal operations or reduce costs? Or perhaps, it is simply necessary because our existing technology is out of date and needs to be replaced?” 

Unfortunately, for many years the County has not had an effective system in place to identify the potential benefits of a project, track those benefits, and report on whether those benefits were achieved. Without a disciplined approach in place to focus on how the technology will improve operations or services, the focus became the technology itself rather than the operational improvements the project should be achieving.

Past information technology (IT) projects have shown that it is not sufficient to simply implement a technology solution without ensuring that it also meets the operational needs of a department.  In order for the project to be successful, it will require the active participation of both technology staff and leadership from the operational side of the department.

During the 2013 budget process, the Council called for a new approach to measuring benefits for IT projects by adopting a proviso requiring the Executive to report on how benefits for IT projects will be identified, tracked and monitored; and how benefit data will be reported to Council. In 2013 the Council also adopted Ordinance 17654 that requires all technology projects seeking appropriation authority to include a Benefit Achievement Plan (BAP) describing how the proposed project will produce an improvement or savings in county service. The ordinance also requires the Office of Performance Strategy and Budget (PSB) to produce an annual report about the benefits resulting from technology projects. The report is required to be transmitted by April 30, annually.

Benefit Achievement Plan form introduced in fall 2013

The Benefit Achievement Plan (BAP) form was collaboratively developed by Council and PSB staff. The intent of the BAP is to provide decision makers and key stakeholders with information on the improvements to operations, services to the public, or cost savings of a technology project and measures to assess whether such benefits have been achieved.  Similar to other performance measurement systems, the intent is to encourage a focus on the selected measures. 

The 2014 budget was the first budget process in which BAPs were considered. In many cases Council staff met with departments to help improve their BAP and explain the shift in focus from measuring technology changes to measuring operational and service improvements. The 2014 budget process showed that the BAP was a useful framework for communicating the benefits of IT projects and allowing Councilmembers to prioritize their investment decisions. 

The attached report compiles the Benefit Achievement Plans for more than 70 active and completed technology projects.  Additionally, the report contains lessons learned during this process. Those projects which had closed by the end of 2013 were excluded from the report. Of the 70 projects included in the report, 61 are still active projects. 


ANALYSIS

What types of benefits are achieved from technology project?

The BAP asks departments to identify the type of benefit(s) produced by the technology project and indicate which benefit is the primary benefit of the project. The four types of benefits are:

· External service benefits: Improving the quality or quantity of services provided to the public
· Internal service benefits: Improving internal operations, including the quality or quantity of internal services
· Maintaining service levels by replacing or upgrading older technology
· Reduced cost or cost avoidance to produce services

As shown in the table below, the primary benefit of the majority of projects was to upgrade outdated technology or improve internal processes. 



Table One
Benefits from IT Projects by Type

	Benefit Type
	Number of Projects
	Percent of Projects

	Upgrading older technology
	29
	41%

	Improving internal operations
	27
	39%

	Direct public service improvements
	11
	16%

	Cost savings/avoidance
	3
	4%

	Grand total
	70
	100%



Uprading older technology
The large number (41%) of projects that replace outdated technology is to be expected given the age of many of the county’s technology systems. Projects that replace or upgrade older technology are often necessary to reliably maintain service levels.  Some of these projects are advised in order to reduce the risk of a system failure or to comply with regulations.  Often these projects replace technology systems that are no longer supported by vendors and/or not compatible with current technology. 

In some instances where the primary benefit of the project was upgrading older technology, the departments also identifies operational improvements as well. For example, the PeopleSoft Upgrade project is necessary because the existing version King County uses will no longer be supported by the vendor. The project also identified specific measures for how the new version of PeopleSoft will bring operational improvements. In future reports, it would be valuable if more of the BAPs reporting their primary benefit as upgrading technology also looked to identify operational improvements where appropriate. Such an approach will encourage departments to achieve the most value from their technology investments.
Improving internal operations
The second most common (39%) type of benefit from technology projects is improving internal operations. These projects typically replace paper or manual processes with electronic ones, integrate technology systems to streamline workflows, or provide mobile records access to field workers.  These types of projects may reduce record management, data entry, and/or transport time and free up staff time that can be used for other activities.  They also can result in increased accuracy and improvements in worker and public safety. The following is an example of a project improving operations:

· The Sheriff’s Office Regional Mobile Identification project will provide law enforcement officers with mobile handheld fingerprint capture devices. One benefit of the project is that officers will be able to more quickly identify subjects and make decisions about a subject. Additionally, officers will be able to spend more time on the street because they won’t have to transport the subject to a non-mobile workstation to ID them when the subject’s identity is in question.  

Some departments struggled with how to identify and describe the improvements in operations that would result from the technology. For example, doing something faster was not a benefit by itself without explaining, as in the example above, why the expediency offered by the technology would be beneficial or what could be accomplished with the freed up staff time.

Measuring improvements was also a challenge for some of the projects when it involved qualitative measures. For example, if a technology project will allow the staff to improve the quality of their work in a specific way, such as being better able to manage, make better decisions, or prioritize their work, such qualitative improvements can be challenging to measure.  In future reports, more projects may benefit from taking a direct approach of surveying those staff as to whether particular operations have improved.  One example of such a direct approach to measuring qualitative benefits is with the Prosecuting Attorney’s Office case management system. Among other benefits this system will allow the deputy prosecuting attorneys to better prioritize cases resulting in better, more informed decisions in their work and management of cases. To measure whether this has been achieved, the PAO will survey prosecuting attorneys after implementation. Such feedback will be very valuable to all stakeholders including the department, which can use that information to make adjustments in the technology or operational practices in order to maximize the value of the technology.

Direct service improvements to the public
Of the 70 projects, 11 offered direct service improvements to the public. Some examples of the projects and benefits achieved are:
· The Department of Assessments’ Property Tax Assessment Appeal Project allows King County property owners to file property tax assessment appeals online.  The benefit of this project is that it offers taxpayers a more convenient way to file appeals. As of January 2014, more than 30 percent of appeals were filed online.
· The Department of Transportation’s Real Time Information Sign project benefits transit riders by providing electronic real time arrival signs.  As of February 2014, these signs were available at bus stops along RapidRide A-D lines.
· The Department of Information Technology’s Web Re-Architecture project benefits the public by making King County’s website more assessable to the public by solving web usability issues and increasing traffic to the site.
In future reports, accountability for whether a project improved public services will be enhanced if more of these types of projects included public feedback as way to measure whether the project is achieving public benefit. For example, the Health Information Technology Project, which will implement an electronic health record in public health clinics, expects one benefit of the project to be that providers have more time to engage their patients and prioritize health care and whole patient care. Public Health plans to measure this by surveying patients and providers post implementation.



Cost savings/cost avoidance projects
Three of the 70 technology projects reported cost savings and/or cost avoidance as their primary benefit, and eight projects reported expected dollar savings as a secondary benefit.[footnoteRef:1]  In most cases, these savings represent either actual cost savings or cost avoidances that, without the technology solution, departments would have otherwise incurred. The savings range from small to large.  A few examples include: [1:  Some projects were expected to deliver more than one type of benefit, in which case they were asked to identify their primary benefit and report secondary benefits, such as cost savings, as well.] 


· The Department of Assessments’	Electronic Valuation Notices project, which would allow customers to opt to receive property valuation notices electronically, is projected to save $90,000 annually in postage costs if they reach their target of 40% participation.

· KCIT’s Hosted Environment – Phase III Cloud Implementation, which is transitioning King County from physical to virtual servers, is projected to save $7,779,263 from 2012 to 2015.

· Superior Court’s Electronic Social Files project transferred from using paper juvenile offender social files to electronic ones, eliminating the need for two FTEs, saving $122,422 annually.  This project also avoided $592,000 in one-time capital costs and $17,481 in annual operating and maintenance costs at the Children and Family Justice Center.

High compliance rate, shifting framework for evaluating technology projects

The report states that business owners perceive the value in the project benefit reporting process.  This is evident in the high compliance rate for this report, which was near 100 percent of projects reporting.  While there is room for improvement in the process, BAPs are shifting the framework of King County technology projects, expecting them to provide measurable benefits that can be communicated to decision makers and the public.

Report notes many departments struggled with the BAP 

The Executive Summary of the report contained lessons learned captured by PSB.  The report notes that agencies struggled with determining the benefits of a project and effectively communicating them to an external audience.  Staff reported that for many projects, drafting the BAPs required a number of revisions and meetings, and that the amount of time to create a BAP took longer than anticipated.  In fact, one project reported spending 62 hours on their BAP, although the norm was around two hours per entry.  While some clearly and concisely communicate the benefits of their projects and include reasonable, measurable targets, others are missing key information or provide it in a way that is difficult to follow.



Customer satisfaction for Lync/Unified Communications 

In 2013, the KCIT began implementation of a project to replace the County’s aging PBX telephone system with a voice over internet protocol system. The project uses Microsoft Software called Lync. The project is referred to as both Lync and Unified Communications. This Committee has had three briefings on Lync in order to discuss concerns with the performance of the system and whether the users of the system are satisfied with it. KCIT has taken a number of corrective actions and has committed to improving customer satisfaction. At the request of the Committee, KCIT developed a user survey and in March surveyed nearly 1,200 employees. The Committee has expressed a strong interest in monitoring customer satisfaction and in February the Committee chair requested that the BAP for this project include customer satisfaction measures. The transmitted plan does not include this information.

Annual report format challenging

The annual report itself would benefit from being formatted in a manner that makes it more accessible to read and track technology projects.  For example, the report includes an incorrect numbering sequence throughout the document. It would also be helpful if the report contained page breaks between projects and identified which projects were completed.  

Next Steps

Continue emphasis on business improvement 

The BAP process represents a shift in thinking about technology projects from measuring whether the technology works to measuring improvements in operations, benefits to the public, or cost savings. For many project sponsors, additional training and feedback from Council and PSB staff will be beneficial. Recognizing the need for additional feedback, PSB has agreed to share the BAPs for projects seeking funding in the 2015-2016 Budget with Council staff prior to the budget transmittal. This will allow Council staff the opportunity to provide feedback to departments on their BAPs prior to the budget transmittal. 

Budget process critical for ensuring high quality BAPs

The best opportunity for the Council to review the anticipated benefits of a technology project is during the budget process when a project is seeking funding. By weighing in before the project is implemented, the Council can help focus the project on the benefits considered most important.  During the 2014 budget process, the Budget Committee did not approve technology projects for funding until their BAPs included measureable benefits or cost savings. As a result, departments worked with Council staff during the budget process to identify benefits and measures to know whether those benefits are achieved.


AMENDMENT

Council staff have prepared the attached amendment. It includes language setting an expectation for an improved plan for next year. The amendment also adds customer satisfaction measures for the Lync/Unified Communications Project to its BAP within the report. Both of these issues are discussed below.

Setting an expectation for continuous improvement in benefit reporting

The attached amendment adds language to reflect that this is the first annual Benefit Achievement Report and represents a shift in how to measure and track benefits of IT projects. As such, there is learning curve that is to be expected with the quality of project documentation, hopefully improving as departments receive more training and experience with the process. In order to reflect the Council’s intent for higher quality project documentation, the attached amendment also inserts the following language after the Council’s statement of approval of the report: “However, approval of future reports is dependent upon improvement in the quality of project documentation in identifying and measuring improvements in operations, benefits to the public or cost savings from technology investments.”

Adding customer satisfaction to Lync/Unified Communications Benefit Achievement Plan

As noted in the Analysis section, the report does not include customer satisfaction measures as requested by the Committee chair. Council staff worked with KCIT to include this information. Below are the customer service measures KCIT intends to track and report as part of the BAP. KCIT plans to use their March 2104 survey as a baseline and measure customer satisfaction by tracking the percentage of customers who report experiencing zero problems (Table Two) as well as the percentage of customers reporting satisfaction with various Lync services (Table Three). The tables below show the targets KCIT is intending to achieve.  In almost all cases, the targets for 2015 and 2016 would represent a significant improvement from the current baseline. 

Table Two
Percentage of Customers Reporting Zero Problems

	Tools
	Zero problems
(3/14 baseline)
	Zero Problems 7/15 Target
	Zero Problems 7/16 Target

	Content/Desktop Sharing
	86.2%
	90.0%
	95.0%

	Online Meetings
	83.8%
	85.0%
	98.0%

	Call Transfers
	72.8%
	80.0%
	85.0%

	Dropped Calls
	52.9%
	80.0%
	90.0%

	Call Pick-Up Audio
	50.8%
	80.0%
	85.0%

	Call Quality
	46.5%
	85.0%
	90.0%

	Connectivity
	41.1%
	90.0%
	95.0%





Table Three
Percent of Customers Satisfied* with Lync Services by Type of Service

	Service
	Satisfied*
(Baseline 3/14)
	Satisfied*
(7/15 Target)
	Satisfied*
(7/16 Target)

	Instant Messaging
	92%
	92%
	95%

	Online Meetings
	85%
	90%
	95%

	Presence Status
	85%
	85%
	90%

	Conference Calls
	84%
	90%
	95%

	Voice Messages
	81%
	85%
	90%

	Video Conferencing
	76%
	80%
	85%

	Lync Mobile App
	69%
	75%
	85%

	Lync phone for voice calls
	69%
	80%
	90%



*Satisfied means satisfied or somewhat satisfied on four point scale.


ATTACHMENTS

1. Proposed Motion 2014-0174, with attachments
2. [bookmark: _GoBack]Amendment 1, with attachments
3. Transmittal letter, dated April 25, 2014
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