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Executive Summary

Reporting on the benefits of Information Technology (IT) projects continues to
evolve and new ground is being broken with each cycle. The most recent update
to this cycle was the release of a new version of the Benefits Achievement Plan
(BAP) document in the middle of the Council phase of the 2014 budget. This
updated document was then completed by more than 70 active and proposed IT
projects over the course of 5 months for this inaugural annual report on IT
benefits.

In calendar year 2014, the formatting and versioning of the BAP has remained
stable, and agencies, departments, and projects are growing more comfortable
with using the document. This has translated directly to higher quality documents
used in the governance process, including the 2015/2016 budget request
process.

Some lessons learned during the preparation and writing of this report and its
components include:

e Determining what the benefits of a project are and communicating
that to an audience without a shared background was significantly
more difficult than first imagined. Departments and agencies continue
to struggle with the different viewpoint of the project from the business-
centric view to a wider audience. Additional training and examples should
help to mitigate this in the future.

e Evaluation difficulties. Even with the vastly improved efforts during
2014, a number of projects continue to report that even with the various
examples from the budget and those examples included in the instructions
of the document itself, that determining the “right answer” was very
difficult. In many cases a number of meetings and draft revisions were
required in order to get to a document that was considered final. Many
projects were unable to create documents that didn’t require extensive
modifications. As above, additional training and examples should help to
mitigate this in the future.

e Formatting versus content. A number of projects reported that
completing the benefits achievement plan was hindered by formatting,
either in the document itself or from evaluator requests, where content
was unchanged. In the future, additional training and examples should
help, as well as keeping the document version fixed.
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e Time commitments required for the benefits process are significant.
The time spent by Performance, Strategy and Budget (PSB) staff, Council
staff, and department/agency/project staff to complete the governance
surrounding benefits reporting has been greater than anticipated. An initial
estimate of two hours for project staff to complete an initial BAP was likely
off by an order of magnitude. Additionally, review time from both PSB and
Council staff was significant. This commitment improved in most cases
during 2014, but significant amounts of time were still spent in review and
refinement by some agencies and departments.

e A wide range of benefits are being realized. Beyond simple cost
savings (which in past years were the only benefit recognized in many
cases) IT projects are documenting a vast array of benefits for agencies,
staff, and the public as benefits from the various IT projects. Efficiencies,
expanded service capacity, higher morale, more timely delivery, higher
guality service as well as cost reductions are being delivered to the public,
KC agencies and departments, and internal staff. The documentation of
these benefits will be a valuable outcome as the process matures and
agencies report on the benefits of completed projects.

e Agencies are interested in the benefits process. Agencies,
departments, and project staff do see the potential benefits in the benefits
reporting process and are eager to do what they can to better explain the
value proposition that they are bringing to the table with their projects.

e Reporting of actual results from the project is still a new task.
Agencies, departments, and project staff have not consistently reported on
completed projects in the past. This process will be a learning process for
the county as a whole, as agencies and departments are accountable for
reporting on the benefits they actually achieved from the various IT
projects undertaken. Additional work on defining common metrics would
likely be helpful in attempting to compare benefits across projects, but
there would be substantial difficulty in attempting a “one size fits all”
approach.

We look forward to continuing to improve and streamline the IT benefits reporting
process where appropriate, and appreciate the efforts of all involved in this
process.

Below are the Benefit Achievement Plans (BAPSs) for all active IT projects,
roughly in order of submitting agency or department.
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King County Pretrial Risk Assessment Implementation Planning

1.0 Value Received

While some value of this project will result from implementation of immediate process improvements
identified during the 2012 lean management event, the majority of the value produced will be realized after
completion. The 2013 implementation planning effort will result in a plan for improvements to the pretrial
release process and implementation of risk assessment technology, and many criminal justice agencies
(including DAJD, PAO, OPD and the Courts) will be the beneficiaries of the project. Expected benefits
include:

e aless labor-intensive process that is better streamlined between agencies;

e greater detail and clarity of defendant data in pretrial release reports that are
produced for the Courts;

e Dbetter integration of defendant data in criminal justice data systems (both within DAJD
and between criminal justice system agencies);

e greater ability to conduct quality control checks of defendant data accuracy and
consistency; and

e successful implementation of an integrated risk assessment technology process that
will be feasible for criminal justice system staff and will support judicial decision
making.

While these are intangible benefits that cannot be easily quantified, the value of these system
improvements is expected to greatly impact the efficiency of the pretrial release process and allow for
implementation of a new risk assessment technology resource that will support judicial efforts to make
consistent release decisions and may potentially improve public safety.

UPDATE as of 2/10/15: Project has achieved no benefits because it was
cancelled in 2014 due to budget constraints. This will be the final BAP as no
further benefits will accumulate because of the project’s cancelled status.

1.1 Metric description and collection method:

Metrics for this project will be measured by the content of the project deliverables. Project success will be
decided by the ability of the business plan for the 2014 budget and final implementation plan produced
during the 2013 effort to provide a clear, detailed process by which to achieve the benefits listed above.
The project manager will also keep a regular monthly record of progress in achieving the objectives of the
implementation planning effort to ensure that the project schedule is met.

1.2 Transition plan:

If the metric definition, collection method, and reporting are not determined by the business owner and
recipient of the benefits above, please detail how the ongoing business owner will take ownership of the
metrics, collection, tracking, and reporting of these benefits.

N/A

Department Director Signature:

Revision Date: October 26, 2010 1
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1.3 Operational Efficiencies Benefit Measurements (as applicable)

Description Metric | Baseline | Target | Actual %
Accomplished

No further benefits n/a n/a n/a n/a none
will be achieved
because the project
was cancelled

1.4 Annual Cost Savings Measurements (as applicable)

Description Initial Updated Actual Explanation of
Projected Cost | Savings/ Savings/ Variance
Savings/avoida | avoidance/ | avoidance/
ncelrevenue revenue revenue
(from business
case)

Project

cancelled

Revision Date: October 26, 2010 2
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1.5 Other Benefits:

Please detail any significant benefits of the project that departments, customers, or others will receive
beyond any cost savings or efficiencies (which should be detailed above). This could include benefits of
risk reduction (please note how, why, and by how much), cost avoidance, or other areas of benefit not
easily distilled to a single monetary value.

N/A

Revision Date: October 26, 2010 3



IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits
4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County _ _
Department/Agency Name Department of Adult and Juvenile Detention
Project Title Distributed Antenna network (DAN) Phase Il
EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: William HayesClaudia-Baldueet, Director, Department of Adult &
Juvenile Detention

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Gordon KarlssonErie Commanderaptain, KCCF, Business RepresentativeSME
Urie DAID
Mike Holland IT SDM, KCIT-DAJD KCIT Coordination
Tony Minor Radio Manager, KCIT 800 MHz Radio Manager
John Slomnicki IT Sr. LAN Admin, KCIT-DAID 800 MHz Radio Consultant

Scott Petersontackey ITPM IT Supporting PM




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

actions:

N

revision table.

1. To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

4. When a material scope change is identified and reported.
5. Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Peterson

Revised " How long
Stage Date Description -
g By P did it take?

Please use conceptual How long
review, budget process, | Date this | Who did | A brief summary of what changed in did it take to
funding release, annual | document | the the document. If this is an initial draft, | complete or
report, project was document | please indicate new. If nothing has revise the
implementation, or updated updates? | changed, indicate “review only”. form at this
project completion. stage?

Mike A
Budget Process 7/9/13 Holland New, initial draft 2 hours

Per evaluation feedback from Council Analysis,

Mike moved benefits from Category #2 or Category #3.
Budget Process 8/15/2013 Also provided additional information about the 3 hours

Holland current “dead spot” in KCCF and how many of them

will be addressed by this project.

Scott

Lackey,
Budget Process 10/25/2013 John Reformatted to the new v.2 BAP doc format 2 hours

Slomnicki

Scott . .
Change of IT PM 6/1/2014 New KCIT PM Assignment 30 min




BAP Review

2/12/2015

Mike
Holland,
Scott
Peterson

2015 BAP Review — NO CHANGES

30 min




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

MCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[ICategory #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

UPDATE as of 2/10/15: Projectis proceeding as per the established project plan. No
major changes to report for the project at this time.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

This project is simply the continuation of an already-successful pilot from Phase I.

In Phase I, 800 MHz radio coverage was deployed to floors 1-3. Phase 1 went very well and we are
already enjoying the benefits of seamless service and improved safety on these floors.

The goal of the DAJD KCCF Distributed Antenna Network (DAN) Phase Il project is to provide 800
MHz staff radio coverage throughout the remaining floors (floors 4-12) of the King County
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Correctional Facility.

Once completed, the entire facility would have seamless radio coverage throughout all floors,
including the elevators and emergency stairwells. Also, depending on the extent of the
implementation, additional customer groups will be served as well. Potentially the Seattle Police
Department, King County Sherriff’s office staff, Seattle Firefighters, and other King County law
enforcement agencies could also leverage the enhanced coverage due to the Phase Il head end
changes.

End Result: This project will significantly improve the safety of our operations. Minor
emergencies occur daily in a correctional setting within DAJD facilities. The Phase I has already
improved safety and shortened response times in the courtrooms and booking areas of the building.
Still, the system is not ready for a major emergency. Today, many areas in our facility have no
coverage whatsoever, and for areas that do, there is currently no capacity to support our broader set of
customers including Seattle Police or King County Sheriff / SWAT, Seattle Firefighters, or other
broader emergency services. Phase Il would remedy both of these issues.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
We will know if these benefits have been achieved if radio coverage is available in all locations on
floors 4 through 12 and if we have the capacity to support the additional user groups mentioned above.
3. What is the current baseline for this measure?

There is currently no reliable radio coverage throughout floors 4 through 12 and the user groups
mentioned above cannot be supported due to capacity issues.

4. What is the target for this measure? (How much improvement will this project achieve?)
The benefit will be achieved when radio coverage is available on floors 4 through 12 as well as the
related stairwells and elevators.

5. When is the benefit likely to be achieved?

Full radio coverage on floors 4 through 12 is anticipated by Q4 / 2016.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
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to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?




4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




UPDATE as of 2/10/15: Project is proceeding as per the established project plan. No
major changes to report for the project at this time.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)? ‘

1. To achieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits
4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells.
For assistance in completing this form, please contact your PSB analyst.

King County _ _
Department/Agency Name Department of Adult and Juvenile Detention
Project Title Jail Management System

EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit
Achievement Plan (BAP) is regularly updated and completed when benefits are achieved.
Business Owners are required to be at the deputy department director or higher.

Business Owner Name and Title: William Hayes, Director, Department of Adult & Juvenile
Detention

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business
operations or management staff related to this project and the services it will support. Consider
involving staff who will be using the technology to help identify the benefits of the project. KCIT
business analysts or technology project staff may assist in benefit identification and
documentation. List the staff who contribute to the benefit achievement plan below:

Name Title / Agency Project Role
KCIT-DAJD Project Manager

Scott Lackey

IT SDM, KCIT-DAJD KCIT Coordination

Mike Holland

Steve Larsen Chief of Administration | Business Sponsor

Operational SMEs - ITR ITR Subject Matter Expert, Customer
Operational SMEs - Classifications Subject Matter Expert, Customer
Classifications

Operational SMEs - Commitments Subject Matter Expert, Customer
Commitments

Operational SMEs — Administration Subject Matter Expert, Customer

Administration
Operational SMEs - Visitation Visitation Subject Matter Expert, Customer




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project
evolves, as information is refined or scope changes, and when benefits are finally achieved.
Department and agencies (the business owners of project benefits) are required to update this
document at the following times or actions:

1. To support initial project request during “gate two” phase of conceptual review.

2. For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only”
in the revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the
business owners that anticipated benefits have been achieved or no further benefits are
expected.

o s

Once the project is complete and benefits are achieved and reported, no additional reporting is
required.

Please update the document online. Do not delete your previous text. Update the text as
necessary and date those updates. Make sure that you upload the updated version to Innotas.
The intent is for this single document to show the history of benefits over the course of the project.
List any changes in the table in section 5. (If there are no changes, type none)

Section 5. How long will it take to complete the benefit achievement plan?

to complete this BAP form once there is a shared understanding of the project and what value it
will bring to the County. More complex and costly projects may require more extensive analysis.
To improve this process in the future, please record the time spent on this in the table below at
each stage of revision:

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours

Revision History Table

Revised . How long did
Stage Date By Description it take?
Please use conceptual S e summary of what How long did
. , changed in the :
review, budget process, Date this . . it take to
i Who did the | document. If this is an
funding release, annual document — complete or
. document initial draft, please .
report, project was o . revise the
) ) : updates? indicate new. If nothing .
implementation, or project | updated o form at this
i has changed, indicate
completion. - , stage?
review only”.
Budget Process 7/15/13 Mike Holland | New, initial draft 3 hours
Rev. 2, updated template,
Budget Process 10/15/13 Scott Lackey bus!ne_ss wo_rkflow sa_lmple 52 hours
audit, financial benefits
estimate
Rev. 2.1, Corrections
Budget Process 12/23/13 Scott Lackey based on Council, PRB 62 hours

2




input.

Project was cancelled
PRB Annual Benefits 2/10/15 Steve because of budget
Reporting Larsen limitations for the 2015-16

biennium

.25




Section 6. Description of Project Benefits

Identify the category(ies) of benefits your project will provide and include narrative descriptions
of estimated benefits. The benefits of IT investments generally fit into the following four
categories:

1) External service benefits: Improving the quality or quantity of services provided to the
public

2) Internal service benefits: Improving internal operations, including the quality or quantity
of internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If
the project does not have benefits in a category, there is no need to provide information for that
category.

What is the primary benefit of your project? After reviewing the benefit categories below,
please identify the primary type of benefit for the project. For most projects, the primary type
benefit will be Category #2 improving internal operations or Category #3 replacing or upgrading
older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services
provided to the public

M Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology,
reducing risk of system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services
provided to the public. This category is intended for projects that directly benefit the
public. This includes improved quality of service, such as faster response times and
better access to services for the public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in
two business days instead of the four days currently required. This is largely due to the ability of
the new software to check national and state databases more efficiently. About one-quarter of
our customers currently complain about the delay in obtaining a license and this time reduction
is expected to eliminate almost all complaints and allow staff resources to be directed to other
customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to
schedule athletic fields over the Internet and make payments by credit card. This will allow
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scheduling to occur at any time, rather than the current limited hours available for in-person or
phone reservations. In-person and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather
than provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the
guality or quantity of internal services. Be sure to explain the value of such
improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6
currently checked. This will allow the agency to handle the 20% increase in workload projected
in the next three years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is
implemented we will be able to reduce the duration of technology outages during major
incidents by 30 percent. We also will reduce the wait time for customers on hold with the Service
Center. These improvements will allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications,
and devices easier for IT administrators at Public Health because the end user experience will
also be improved by having a single sign-on to applications such as Lync, SharePoint, and
Outlook. Our success will be measured by having a single set of procedures and security
models rather than the multiple ones that now exist.

The above examples are summaries. Please respond to each question listed below rather
than provide a summary.




UPDATE as of 2/10/15: Project has achieved no benefits because it was cancelled in
2014 due to budget constraints. This will be the final BAP as no further benefits will
accumulate because of the project’s cancelled status.

1. Describe why you expect the proposed IT investment to produce the
benefit(s).
Summary of Perceived Benefits

The County currently utilizes a loosely-connected collection of applications to support the
necessary day-to-day jail-related services and operations. These consist (post Mainframe
Re-host) of a set of antiquated interfaces and workflows which replicate the old Mainframe
environment functionality. The original mainframe system applications and workflows in turn
were developed over a span of almost 4 decades by numerous developers for a wide variety
of users, and the functionality consists of an outdated, disjointed collection of automated and
manual workflows and alerts; a mix of electronic, hard copy (typed) forms and even
handwritten log books; in both electronically searchable/reportable data and data which
cannot be electronically accessed by any method. And all of these interfaces and workflows
are time-consuming, unintuitive and potentially error-prone.

The new Jail Management System (JMS) will replace these unintuitive, antiquated jail
system interfaces and work flows with a modern electronic Jail Management System
designed to better meet our modern day business needs. The new JMS will support all key
JMS business processes with a single, integrated, intuitive and efficient system.

Current System - Post Mainframe Rehost project

Once completed, the Mainframe Re-host project is expected to explicitly provide only the replacement
of the underlying hardware platform (mainframe.) As such, per that project’s scope definition there will
be no new functionality, enhancements, work flow process efficiencies, bug fixes or other changes. In
fact, there will be no change at all from the perspective of the end users — it should be fully
transparent but offers no bug fixes, efficiency gains, etc. The Re-host effort is designed to be only a
stop-gap measure; solely meant to avoid the escalating licensing costs of running on the mainframe
environment and maintaining the associated outdated code.

Comparisons in functionality and work flows between the new JMS and either the Mainframe or the
Mainframe Re-host solution are essentially the same. In either comparison, JMS dramatically
improves work flow efficiency, system functionality, leveraging of industry best practices, data access,
reporting, transparency, security, predictive analytics, etc. While the Mainframe Re-host effort
mitigates the quickly escalating costs of mainframe hosting, it does nothing to address the very
significant potential efficiency gains, enhanced functionality, data accessibility, big data analytics,
security, etc. in day to day operational work done by jail staff, our internal County partners and by
external agencies. This is the job of the new JMS. JMS is part 2 of bringing our systems up to modern
standards from its current 1970s and 1980s functionality.

Future System:
The new Jail Management System will support all key business processes and improve our
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internal operations in the following ways:

e |[ssue:
Today’s “system” includes a disjointed mix of manual and computer processes. As a
result, some data is entered electronically while other key data is in hard copy forms
or even hand written journals.
Solution:
The new system will support all key process electronically, making all data available
electronically in real time - to all applicable parties, long term.

e |[ssue:
In today’s system, some data is searchable; other data is not. Today, access to data
can depend on advanced training. Data is not always available to all applicable
parties, both inside or outside the County and for some data users must search
across multiple systems and/or hard copy sources.
Solution:
The new system will make all applicable data available at all appropriate points in the
workflows to all applicable parties. This includes searching and reporting — as well as
scheduling and alerts.

e |Issue:
Today, secured access to sensitive data is controlled only for electronically captured
data. While numerous security methods are employed, they are configured on a
system-by-system basis using largely undocumented security levels and permissions.
Every system must be secured separately, typically on a terminal-by-terminal basis.
Worse, manually captured data access is only protected by physical access to the
information.
Solution:
The new system will secure all data electronically, using single-sign-on windows
permissions across all systems, neatly and cleanly protecting access to data by job
classification, work group, individual ID and/or terminal ID. All settings can be
configured through a single interface and all access to the data is logged for future
audits.

e |Issue:
Data backups: Today, only electronically captured data is protected by backups in the
event of emergency. Hard copy data has no backup support.
Solution:
In the new system, since all data will be recorded electronically, automated backups
using modern technology will reliably back up all information cleanly and quickly, with
the option for additional backups in multiple geographic locations for even greater
recovery capabilities in the event of major disaster.

e |[ssue:
Duplicate data: Today there is substantial duplication of data in multiple systems as
well as multiple hard copy forms.
Solution:
In the new single system, the need for entering, retaining, reporting or reconciling
duplicate data will be largely eliminated — as will the need for nearly all hard copy
forms. Additionally, errors will be reduced through the avoidance of entering the same
data in multiple systems or forms — and the associated need for transcription.

e |[ssue:
Training and efficiency: Today’s system is largely undocumented; the training/ramp up
of new officers is very challenging. Also this results in errors which must be corrected
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by more senior officers.

Solutions:

The new system will be fully documented and intuitive, reducing training time,
incidence of user errors and improved time to complete tasks.

Issue:

Reporting: Today many reports take multiple days to produce — and many reports are
difficult or impossible to generate in the current system due to both limitations in
functionality as well as the mix of electronic and hard copy data.

Solution:

The new JMS system will provide integrated data reporting and data analysis tools,
allowing for improved reporting flexibility, faster report generation times and better
data access for impromptu report requests. Since all data will be captured
electronically, all data will be available for reporting.

Issue:

Big data analytics: Currently the system has many limitations. All data is not stored
according to modern standards and interchange of data with outside agencies is
limited or in some cases, impossible. Consequently big data analytics and predictive
analysis is not feasible.

Solution:

The new JMS will allow information management and exchange with outside agencies
to allow us to leverage County, States and Federal data in order to make Big Data
analytics possible. With broader data, we can do analyses which allow us to do such
things as compare trending data for offender management within the County as it
relates to other states or Federal institutions and offender populations, as well as to
take a proactive approach to improving our services, including inmate behavioral
treatments and training programs which will improve the lives of both our staff and
inmate populations. Areas which will benefit include but are not limited to inmate
intake, management, housing, health services, support of our courts, etc.

Where will the Improvements Occur with the New System — What Will Change?

Since all areas of the current system are based on the mix of old Mainframe processes and

manual tasks done by staff, we expect that efficiencies will be gained across the board
throughout all current jail processes. Some of the major examples include:

e Pre-Booking:

o Offenders offering up false names currently can result in 30-45 minutes of
rework by multiple teams within booking. This will be prevented by an up-front
thumb print scanner similar to that being implemented in police vehicles
currently within the County

o Property will be more efficiently catalogued and, ultimately, retrieved — with
improved accuracy. This will result in reduced claims for lost property

o Superforms: These hard copy forms are generated and typically filled out
manually over half of the offenders currently booked — a very time consuming
process. They are then also manually time-stamped, transcribed and stored
long-term. Changes to the functionality and processes involved will pre-
populate nearly all Superforms, electronically time stamping and storing them —
then making them available to other teams within the Pre-Booking as well as
subsequent processes. While hard copy forms will still be accepted for walk-in
bookings, even in this scenario the majority of such bookings will have the
Superform data accurately and quickly prepopulated following a thumb print
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scan at the outset of the booking process — or potentially even at the officer’s
car at time of arrest. Additionally BARs pre-bookings will also continue to be

supported.

e Booking:

o

o

Multiple unintuitive screens with duplicate data will be replaced with easy to
use, efficient interfaces in a single system

Hard copy forms will be replaced with electronic web forms, using drop-down
choices, work flow routing and electronic data validity checks — preventing
errors and facilitating rapid completion of the work

e Health Screening:

o
o
o

o
(0}

(0]

Decreased data redundancy

Decreased/eliminated use of paper forms

Increased access to accurate and timely data from upstream booking
processes

Faster overall processing time

No need to back out records and re-enter/re-hard copy when offenders give the

wrong name
More timely receipt of relevant records taken during booking

e Pre-trial Release Screening:

o
o
o
o

Better access to more relevant data

Improved accuracy of decisions based on accurate and timely information

No need to back out records due to potential duplicates

Access to complete data in a timely manner to promote better decision-making

e Classifications:

o
o

o
o
(0]

Elimination of the transcription, storage and retrieval of hard copy records
Ability to better access complete background and other offender related data in
real time

Improved reporting and analysis

Ability to better leverage industry best practice in an automated workflow

More timely access to all information received from upstream teams as well as
offender management service-related staff

e Court Services:

o
o

(0]

o

Better schedule alerts and facilitation of court appearances

Access to a complete set of all records and events related to an inmate upon
inmate appearance at a court proceeding.

The ability to make higher quality decisions as it relates to release on personal
recognizance, appropriateness for referred to CCD or home detention as well
as sentencing.

The ability to better facilitate attendance by all relevant jail staff who may have
information relevant to the proceedings.

e Commitments:

o
o

(0]

(0]

Avoidance of hard copy data

Better access to all relevant electronic data — both within and outside of the
County

Electronic access to all incidence reports which may affect commitment
calculations

Dramatically improved reporting

e Offender Management

o

Access to enter data electronically for all stations and officers (no more hand
written log books)




o Better and more timely access to alerts and protocols
Better ability to more quickly record inmate events in real time
o Better automated notification and facilitation of outside facility appointments of
offenders
o Ability to run predictive analytics on how various inmate courses and activities
are resulting in decreased inmate incidences and improved inmate behavior.
e Release
o Better and more timely access to all relevant information regarding the release
dates of inmates

@]

NOTE: the list above is by no means exhaustive but is instead just a brief overview of the
types of improvements we expect to realize with a modern COTS JMS.

It is also important to note that while the system is far more automated and intuitive, some
level of staff retraining will be required. To this end the team anticipates that a phased
deployment approach will likely be preferred and will work with the vendor selected to build
adequate time and budget into the project immediately following this Planning and RFP
project in order to make sure adequate resources are allotted for this organizational
transition.

A phased deployment approach will also likely better facilitate the creative financing options
which the team anticipates will be required given the current budget realities.

Estimated Number of Workflow Efficiencies with the New System:

With the implementation JMS, it is anticipated that many efficiencies would be realized with
the new system. Specifically our workflow analysis has estimated that the department might
be able to achieve a maximum of around 2,830 improved. The new JMS will provide a set of
much more efficient work flow processes supporting various tasks within the Jail and related
services. While further analysis will occur during the selection process and subsequent
vendor gap analysis following the RFP stage, it is clear that the dramatic number of
operations workflow efficiencies gained through a modern JMS will significantly free up
current staff to focus on the core responsibilities of their roles (such as offender
management, supporting court services, jail health, commissary, etc.) rather than having to
focus a very significant amount of time they currently spend trying to accomplish their jobs
using extremely obsolete systems, workarounds and needlessly redundant paperwork. It
would also free staff up to attend career development training, maintaining certifications, a
potential reduction in mandatory overtime, etc.

Summary

Deployment of a modern Jail Management System will stage King County to be the regional
leader in the area of adult and juvenile detention. The new JMS will promote better and
faster service; the ability to readily exchange data with - and learn from - other law
enforcement communities; provide better accountability and improved transparency; the
ability to make fact-driven, real-time and proactive decisions; and to better utilized its people
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and information assets to do more meaningful work. The information in our systems will be
more secure, more accurate, more complete and more readily accessible to those
authorized to access it — both inside the County as well as our external law enforcement
partners. All of this will be accomplished while both driving up service quality, reducing
service times, and driving down overall cost of service.

We can no longer maintain operations using 1970s technologies; JMS will provide us with
the system and tools needed to meet and exceed our internal and external customer’s

expectations.

How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

During the process of reviewing proposals from vendors responding to our RFP, DAJD and
the Vendor will perform a comprehensive “gap analysis” process and document how their
system will satisfy DAJD’s requirements. This “gap analysis” will help to validate the findings
in the table above. Also, post production launch, at the 1-year mark the team, if required, can
document deltas to the base line work flow, documenting those areas of the work flow in
which steps have been made more efficient or have been eliminated entirely due to lack of
need for those steps under the new system.

. What is the current baseline for this measure?

As part of the Jail Management System requirements generation phase, the department
documented their existing processes and data flows that support current operations. From
this extensive analysis process, the benefits matrix shown above was generated.

. What is the target for this measure? (How much improvement will this project achieve?)

It is anticipated that the quality of service, safety, service capacity and efficiency of service
will improve in many of the areas of DAJD Operations, as documented in the matrix above.
However until a specific vendor proposed solution is selected and fully evaluated it is difficult
to determine the precise total improvements that would be realized by the department. To
this end, all respective potential benefit targets in the JIMS BAP should be considered
estimates with a potential variance of plus or minus 20%.

. When is the benefit likely to be achieved?

The actualized benefits of a new Jail Management System will be quantifiable the year after
the system is fully deployed into production status. The cumulative benefits will continue to
accrue as the system is utilized in production in an ongoing manner and as our external
customers become more aware of the greater quality of service and improved data
access/accuracy/completeness afforded by the new JMS.
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Category #3: Projects that maintain service at current levels by either replacing or
upgrading older technology, reducing the risk of system failures, or providing regulatory
compliance. If the project will result in improvements to external or internal services or
cost savings, please note those benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary
because vendor support for 9.0 will be ending in 2015 and that creates a large risk for the
County. Without vendor support the County will not receive tax and regulatory updates and will
likely result in errors in complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King
County to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal
Justice Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective
September 30, 2013, advanced authentication (AA) must be in place in order to access
sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include
age of existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability
of the risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external
or internal). The information provided here should be consistent with the information in the cost-
benefit analysis (CBA) form. Please describe how the cost savings will be used by your
organization. This category also includes cost avoidance. Cost avoidance is those costs that the
County would need to pay, has the capacity and intent to pay, but will be avoided due to the
project.

Example: Reduced cost to produce service. If this project to install accounts payable software
is approved, we will automate three tasks that are currently done manually by agency and
central purchasing employees. Based on experience of other users of the software, this will
reduce processing time from the current average of ten days to less than one. This will allow us
to take advantage of prompt payment discounts for over $15,000,000 of annual purchases.
These discounts average 2%, yielding annual savings of about $300,000. This will result in
savings in department expenditures for those items qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid
the need to upgrade the system to the newest version which goes end-of-life at the end of next
year. We were required to make this upgrade due to regulatory reasons, so this represents a
cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather
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than provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit
has been achieved)

3. What is the current baseline?

4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected.
For each of the benefits you identified above, explain whether benefits were achieved at target
levels. Please include both quantitative measures and qualitative descriptions of benefits,
including any monetary benefits. Use the measures identified above. If not achieved, explain
why.

Example: This project, to repair an emergency radio tower, was successfully completed in April
2014. The anticipated benefit was to maintain current service levels at 99.999% up time for an
additional five years. This project is currently functioning at 99.999% up-time and will report
annually for the next five years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in
the neighborhood of $500K - $1 Million per tower depending on the construction techniques and
size. User agencies on the emergency radio system will benefit by having infrastructure
systems in place that will be assured of not experiencing catastrophic failures due to lack of
maintenance.

Example: This project to automate accounts payable software was implemented and did
improve the processing time average. The average time was reduced from 10 days to 2 days,
not quite reaching the 1 day target. Additionally, only 20 percent of purchases received a prompt
payment discount resulting in less cost swings than anticipated. We did not meet the target
because there were fewer purchases that qualified for prompt payment than originally
estimated.

Example:
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Metric Description Metrics Baseline Target Actual
Reduce cost to Processing 10 days 1 day 2 day
deliver service. This | Time annual processing processing processing
project reduced savings, and time time time
processing time percentage of 10 percent of 30 percent of | 20 percent
from the current purchases purchases purchases are | of
average of ten days | receiving are receiving receiving purchases
to less than one prompt discount prompt are
allowing us to take | payment Savings of payment receiving
advantage of discounts $100,000 discounts prompt
prompt payment $400,000 payment
discounts. savings discounts
$200,000
savings

UPDATE as of 2/10/15: Project has achieved no benefits because it was cancelled in
2014 due to budget constraints. This will be the final BAP as no further benefits will

accumulate because of the project’s cancelled status.
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IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Adult and Juvenile Detention
Department/Agency Name

Project Title RMS Employee Interface

EBS Project Number 1116898

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are
required to be at the deputy department director or higher.

Business Owner Name and Title:
Hikari Tamura, DAJD Deputy Director
Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Steve Larsen DAJD Chief Admin Provide supervision of the DAJD IT project
Officer manager assigned to this project. Ensure
overall business objectives of project are
achieved.
Pat Presson DAJD Finance Manager Ensure changes in payroll and financial

reporting processes are consistent and support
objectives of efficient and effective process

flow.
RamenaFlores DAJD DSM-H/R Ensure changes in leave management processes
Cynthia McNabb and reporting are consistent with management

objectives. As a key business representative for
DAJD FMLA/Light Duty/Leave Management
LEAN event, incorporate LEAN outcomes
where appropriate in application process design.
David Weirich DAJD-ITR/Admin Captain | Evaluate workload impacts on leave, annual
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processing of staff assignments. Provide
feedback during development and rollout of
project products

Roderick Dreyer DAJD-MRJC Evaluate workload impacts on his ability to
Administrative Sergeant manage officer leave, FMLA/KCFL and
assignment reporting and record keeping.
Provide feedback during development and
rollout of project products

Cathy Bossett DAJD-KCCF Evaluate workload impacts on her ability to
Administrative Specialist manage daily leave, overtime and time
reporting and updates for 435 employees.
Provide feedback during development and
rollout of project products.

tion 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. . How long
Stage Date Revised By Description did it take?
Please use conceptual review, | Date . A brief summary of what How long
. X Who did the . L
budget process, funding this document changed in the document. If | did it take to
release, annual report, docume this is an initial draft, please | complete or
o . updates? o : :
project implementation, or nt was indicate new. If nothing has | revise the




project completion. updated changed, indicate “review form at this
only”. stage?
2014 Budget process 10/25/13 | Don DiJulio Required replacement of 10 hours
2013 Benefit Realization
Report with a new form
2014 1% Qtr Budget Suppl 12/04/13 | Don DiJulio Reviewed only .25 hours
2014 Annual BAP Reporting | 3/9/2014 | Don DiJulio Updated to reflect change in | .75 hours
project scope — no IVR
phone option; Re-categorized
to internal service benefit.
2015 Annual BAP Reporting | 2/5/2014 | Don DiJulio Reviewed — Sec#3, New .25 hours

DSM-H/R and updated
planned implementation
date, from Oct 2014 to 2™
Qtr. 2015




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

v Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
The most significant benefit of the project is the efficiencies gained through employee self-entry of
requests and the self-management of these requests to keep the information current. Employee self-
entry will replace data entry and updates made by supervisor, timekeepers and payroll staff. The
change is expected to increase data accuracy and to allow DAJD supervisors, timekeepers and payroll
clerks to perform higher valued tasks. The higher value tasks being their primary essential duties of
their classifications, supervision, records and payroll reporting and accuracy.

The empowered employee must address the constraints associated with their leave balance; enter
leave types appropriate for leave status; schedule leave within contractual leave limits; and manage
their current overtime availability status and preferences for assignment during annual assignment and
open transfer periods.




Operational business needs of DAJD cannot be met by leave entry directly into to PeopleSoft
timesheets for a number of reasons. The leave information impacts assignment schedules and
assignment backfill needs of operational sections. Most effective and efficient information flow is
derived from leave entered directly into a scheduling system that interfaces with the central payroll
system. DAJD has implemented and maintained this efficient information flow since the late 1980’s.
In addition, most of DAJD payroll information is derived from its scheduling system, the Roster
Management System (RMS), to include work hours and schedules, overtime rate determinations for
excess hours worked, assignment premiums and holiday accruals among others.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
RMS reporting features will be used to generate a report to count records entered by or modified by
employee verses records entered or modified by another user. In simple terms, the higher the
involvement of DAJD employees in self-management of these data entry tasks, the greater the benefit.
These entries can be counted since RMS tracks all users and their data entry activity.

3. What is the current baseline for this measure?

Description Baseline

Leave Records Entered by Employee 0%

Leave Modifications by Payroll Clerks 1,100 records/month
Dream Sheet Preferences Entered by Employee 0%

Tracking of Overtime Availability Notice 0%

FMLA Tracking 0%

4. What is the target for this measure? (How much improvement will this project achieve?)

Description Target

Leave Records Entered by Employee 85%

Leave Modifications by Payroll Clerks 500 records/month
Dream Sheet Preferences Entered by Employee 85%

Tracking of Overtime Availability Notice Yes Tracking Occurs
FMLA Tracking 75%

5. When is the benefit likely to be achieved?
Majority of the efficiency benefit target levels are expected to be achieved within three years of web
interface implementation which is currently planned for end-of-October2014 2™ Qtr. 2015.




Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings







King County
Information Technology Project Benefits Achievement Plan
(Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. To achieve a clear understanding and focus on the benefits of a project prior to its beginning.

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure.

3. To establish accountability for identifying and achieving benefits.
4. To ensure benefits are achieved.

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your Performance, Strategy, and Budget Analyst.

Department/Division Name

Department of Community and Human Services (DCHS)
Developmental Disabilities Division (DDD)

Project Title

DCHS/DDD Financial System

Project Number

Section 2. Business Owner Accountability
Business owners are responsible for achieving project benefits and ensuring the BAP is

regularly updated and completed when benefits are achieved. Business owners are required to
be at the level of deputy department director or higher.

1124221

‘ Josephine Wong, Deputy Director, Department of Community and Human Services

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business
operations or management staff related to this project and the services it will support. Consider
involving staff who will be using the technology to help identify the benefits of the project. The
King County Information Technology Business Analysts or Technology Project staff may assist
in benefit identification and documentation. Listed below are the staff who contribute to the
benefit achievement plan:

Name Title / Division Project Role
Esther Wu Business and Finance Officer IV — DDD Subject Matter Expert
Joe Carter Project Manager Il — DDD Project Lead
Louis Lok Program Evaluator — DDD Subject Matter Expert
Theary Chot Fiscal Specialist Il — DDD Subject Matter Expert
Sandy Ou Fiscal Specialist Il — DDD Subject Matter Expert

Susy Stremel

Employment Program Manager Il - DDD

Subject Matter Expert

Magan Cromar

Early Intervention Program Manager Il - DDD

Subject Matter Expert

Scott Leonard

Employment Program Manager IIl - DDD

Subject Matter Expert

Wendy Harris

Early Intervention Program Manager Il - DDD

Subject Matter Expert

Katherine Festa

Program Manager | - DDD

Subject Matter Expert

Richard Wilson

School-to-Work Program Manager — DDD

Subject Matter Expert

Unknown/Not
yet assigned

King County Information Technology (KCIT)
Business Analyst

KCIT Business Analyst
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Section 4. When should the Benefit Achievement Plan be started, updated, and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project
evolves, as information is refined or scope changes, and when benefits are finally achieved.
department and agencies (the business owners of project benefits) are required to update this
document at the following times or actions:

1. To support initial project request during “gate two” phase of conceptual review.
2. For the annual benefits report that PSB compiles.

3. To support funding release requests and if there are no changes, simply indicate “review
only” in the revision table.

4. When a material scope change is identified and reported.

5. Up to one year after project completion and then annually until it is determined by the

business owners that anticipated benefits have been achieved or no further benefits are
expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is
required.

Please update the document online and do not delete your previous text. Update the text as
necessary and date those updates. Make sure that you upload the updated version to Innotas.
The intent is for this single document to show the history of benefits over the course of the
project. List any changes in the Section 5 table (If there are no changes, type none.)

ction 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few
hours to complete the BAP form once there is a shared understanding of the project and what
value it will bring to the County. More complex and costly projects may require more extensive
analysis. To improve this process in the future, please record the time spent on this in the table
below at each stage of revision:

Revision History Table

Stage Date Revised By Description Duration
: How long
Please use conceptual A brief summary of what s
. . . did it take
review, budget process, Date this . changed in the document.
. Who did the N o to
funding release, annual document If this is an initial draft,
. document L complete
report, project was please indicate new. If :
. ) . updates? . or revise
implementation, or project | updated nothing has changed, the form at
completion. indicate “review only.” )
this stage?
Conceptual Review 7/02/2014 | Joe Carter | Initial Draft 8 hours
Legislative Feedback 7/21/2014 | Joe Carter | Revised draft
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Section 6. Description of Project Benefits

Identify the category(ies) of benefits your project will provide and include narrative descriptions
of estimated benefits. The benefits of KCIT investments generally fit into the following four
categories:

1. External service benefits: Improving the quality or quantity of services provided to the
public.

2. Internal service benefits: Improving internal operations, including the quality or quantity
of internal services.

3. Maintaining service levels by replacing or upgrading older technology or reducing risk of
system failures.

4. Reduced cost to produce services (internal or external).

Each category is described below and most projects will have benefits in one or two categories.
If the project does not have benefits in a category, there is no need to provide information for
that category.

What is the primary benefit of your project? After reviewing the benefit categories below,
please identify the primary type of benefit for the project. For most projects, the primary type
benefit will be Category #2 improving internal operations or Category #3 replacing or upgrading
older technology.

Primary project benefit? (Check only one)

Category #1: External service benefits: Improving the quality or quantity of services
provided to the public.

& Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services.

D Category #3: Maintaining service levels by replacing or upgrading older technology.

D Category #4: Reduced cost or cost avoidance to produce services.

Category #1 External Service Benefits: Improving the quality or quantity of services
provided to the public. This category is intended for projects that directly benefit the
public. This includes improved quality of service, such as faster response times and
better access to services for the public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued
in two business days instead of the four days currently required. This is largely due to the ability
of the new software to check national and state databases more efficiently. About one-quarter
of our customers currently complain about the delay in obtaining a license and this time
reduction is expected to eliminate almost all complaints and allow staff resources to be directed
to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to
schedule athletic fields over the Internet and make payments by credit card. This will allow
scheduling to occur at any time, rather than the current limited hours available for in-person or
phone reservations. In-person and phone reservations will still be available.
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The above examples are summaries, so please respond to each question listed below
rather than provide a summary.

1. Describe why you expect the proposed KCIT investment to produce the benefit(s).

The DDD provides administrative and contract management supports for programs funded
by the Washington State Department of Social and Health Services (DSHS), Developmental
Disabilities Administration (DDA), the Washington State Department of Early Learning
(DEL), and numerous King County school districts.

Currently, DDD does not have an automated contracting and billing data system for
processing contracts and billings. If the current system was replaced by a web-based single
point of data entry database, in which data flowed in an automated fashion to other
systems, and in which contract data was stored along with the billing data, the DDD will see
the following benefits:

A decrease in the time contractors spend on billings

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Contractor’s decrease time spent on processing billings will be measured through a survey
of the division’s contractors to determine time spent on processing monthly billings.

3. What is the current baseline for this measure?
The current baseline Is 9 hours per provider per month

4. What is the target for this measure? (How much improvement will this project achieve?)

A 10 percent reduction in the time required for contractors to complete billing.

5. When is the benefit likely to be achieved?
These benefits should be visible within six months of project completion.

Category #2 Internal Service Benefits: Improving internal operations, including the
guality or quantity of internal services. Be sure to explain the value of such
improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is
approved, inspectors will be able to check an average of 10 sites per day compared with the
average of six currently checked. This will allow the agency to handle the 20 percent increase
in workload projected in the next three years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is
implemented we will be able to reduce the duration of technology outages during major
incidents by 30 percent. We also will reduce the wait time for customers on hold with the
Service Center. These improvements will allow us to redirect an existing position to other
priorities.
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Example: The Active Directory Consolidation project is part of an overall effort to promote
KCIT standardization. This project will make the current management of user accounts,
applications, and devices easier for KCIT administrators in Public Health because the end user
experience will also be improved by having a single sign-on to applications such as Lync,
SharePoint, and Outlook. Our success will be measured by having a single set of procedures
and security models rather than the multiple ones that now exist.

The above examples are summaries, so please respond to each question listed below
rather than provide a summary.

1. Describe why you expect the proposed KCIT investment to produce the benefit(s).
If this project is approved it is expected that that the Department would expect:

Benefit A:
Decrease in processing times
e Quicker and more accurate processing
e Reduced data entry
¢ Reduced transferring of data between data sources

Benefit B:

Timely and more automated reports
e Data would be stored in a single database
e Less prone to error
¢ Quicker and more accurate

e New reports we have not been able to produce before

The decrease in processing time and more timely and accurate reports will generate the
following benefits to the Division:

Benefit C:

Improved Program Outcomes — Division staff will have more time to devote to contract
oversight and management. This would include the implementation of the following projects:

e Provide intensive technical assistance for contracted service provider agencies with
compliance issues.

e Implement a pilot program to provide outreach to unserved people with
developmental disabilities.

e Coordinate outreach efforts to underserved racial and ethnically diverse communities.
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2.

3.

How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Benefit A: Decrease in processing times

¢ We will measure Decrease in processing times by measuring time it takes from
receipt to payment

Benefit B: Timely reports and new automated reports

e We will measure timely reports and new automated reports by measuring how long it
takes to produce monthly fiscal program and management reports and whether we
can produce new reports automatically

Benefit C: Improved Program Outcomes

e Increased Intensive Technical Assistance (ITA) — Reduction in the number of service
providers with corrective action plans, based on contract monitoring visits performed
between July 2014 and June 2015.

e Outreach to unserved adults — Increase in the number of adults who become
employed.

What is the current baseline for this measure?
Benefit A: Decrease in processing times

e Time it takes from receipt to payment is 18 working days

Benefit B: Timely reports and new automated reports

e Time it takes produce monthly fiscal program and management reports now is 8
days

e There are no automated reports

¢ Note: The division is not currently able to produce demographic and program
outcome reports from a single database.

Benefit C: We will measure Improved Program Outcomes by measuring

e Increased Intensive Technical Assistance (ITA) — We will have our baseline when
the 2014 contract reviews are complete.

e OQutreach to unserved adults — Currently 45% of DSHS/DDA clients aged 21-65
receive day program services

4. What is the target for this measure?

Benefit A: Decrease in processing times from receipt of bill to payment
e We will be able to reduce this time by 10 percent

Benefit B: Timely reports and new automated reports
e We will be able to produce monthly fiscal program and management reports in 4 days
e We will be able to produce the following new automated reports
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Monthly functional program report
Contract consideration versus expenditure
Demographic reports

Outcome reports

OO0O0Oo

Benefit C: The target for Improved Program Outcomes will be

¢ Increased Intensive Technical Assistance (ITA) — 100 percent of agencies with
contract compliance issues will be in compliance by July 2016.

e Outreach to unserved adults — 47 percent of DSHS/DDA clients aged 21-65 will be
receiving a day program service, an increase of two percent

5. When is the benefit likely to be achieved?
Full benefits for Benefit A and B should be achieved within six months of project completion.

The target for improved program outcomes will be achieved by twelve months after project
completion.

Category #3: Projects that maintain service at current levels by either replacing or
upgrading older technology, reducing the risk of system failures, or providing regulatory
compliance. If the project will result in improvements to external or internal services or
cost savings, please note those benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary
because vendor support for 9.0 will be ending in 2015 and that creates a large risk for the
County. Without vendor support the County will not receive tax and regulatory updates and will
likely result in errors in complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication (AA) solution which will
allow King County to comply with United States Department of Justice - Federal Bureau of
Investigation, Criminal Justice Information Services (CJIS) Security Policy Version 5.0, Section
5.6.2.2. Effective September 30, 2013, AA must be in place in order to access sensitive CJIS
information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include
age of existing technology and the average life cycle replacement for this type of
technology.

2. If the primary reason for the project is risk reduction, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external
or internal). The information provided here should be consistent with the information in the cost-
benefit analysis form. Please describe how the cost savings will be used by your organization.
This category also includes cost avoidance. Cost avoidance is those costs that the County
would need to pay, has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install Accounts Payable software
is approved, we will automate three tasks that are currently done manually by agency and
central purchasing employees. Based on experience of other users of the software, this will
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reduce processing time from the current average of ten days to less than one. This will allow us
to take advantage of prompt payment discounts for over $15,000,000 of annual purchases.
These discounts average two percent, yielding annual savings of about $300,000. This will
result in savings in department expenditures for those items qualifying for prompt payment
discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid
the need to upgrade the system to the newest version which goes end-of-life at the end of next
year. We were required to make this upgrade due to regulatory reasons, so this represents a
cost avoidance of $100,000.

The above examples are summaries, so please respond to each question listed below
rather than provide a summary.

1. Describe why you expect the proposed KCIT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the
benefit has been achieved)?

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve?)
5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary

Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected.
For each of the benefits you identified above, explain whether benefits were achieved at target
levels. Please include both quantitative measures and qualitative descriptions of benefits,
including any monetary benefits and use the measures identified above. If not achieved,
explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April
2014. The anticipated benefit was to maintain current service levels at 99.999 percent uptime
for an additional five years. This project is currently functioning at 99.999 percent uptime and
will report annually for the next five years on uptime levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in
the neighborhood of $500K - $1 Million per tower depending on the construction techniques
and size. User agencies on the emergency radio system will benefit by having infrastructure
systems in place that will be assured of not experiencing catastrophic failures due to lack of
maintenance.

Example: This project to automate Accounts Payable software was implemented and did
improve the processing time average. The average time was reduced from 10 days to 2 days,
not quite reaching the 1-day target. Additionally, only 20 percent of purchases received a
prompt payment discount resulting in less cost swings than anticipated. We did not meet the
target because there were fewer purchases that qualified for prompt payment than originally

estimated.

Example:
Metric Description Metrics Baseline Target Actual
Reduce cost to Processing e 10 days e 1day 2-day
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deliver service. This
project reduced
processing time
from the current
average of 10 days
to less than 1 day
allowing us to take
advantage of
prompt payment
discounts.

Time annual
savings and
percentage of
purchases
receiving
prompt
payment
discounts

processing
time

10 percent of
purchases
are receiving
discount

Savings of
$100,000

processing
time

30 percent of
purchases are
receiving
prompt
payment
discounts

$400,000
savings

processing
time

20 percent
of
purchases
are
receiving
prompt
payment
discounts

$200,000
savings
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IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Executive Services, Records and Licensing Division, Archives and
Department/Agency Name Records Management Section/Archives

Project Title King County Archives Collection Management System

EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Carol Shenk

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role

Carol Shenk Archivist/KC Archives Business Owner

Donna Frisk Project Manager/KCIT Project Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description dli_l dO\i/¥ '[I;)Ego
A brief summary of what How long

P2 L85 ERNEEIEL [BIENY, | [DETE changed in the document. If | did it take to

budget process, funding this Who did the L L
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Example: Funding release 12/5/13 | Carol Shenk New, initial draft 3 hours

Example:




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

X Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

The public cannot currently search the Archives collection database and must rely on browsing lists
and narrative finding aids posted to the Archives’ Web site. These finding aids only cover a portion
of the Archives’ holdings and new finding aids are created infrequently because they are not
integrated into our existing systems and must be separately developed and published. Thus the
current online content does not reflect the Archives’ entire holdings and researchers do not know of
many of the records held in the Archives and how those records may be of use. The proposed
Collection Management System (CMS) will allow the public to search current data on Archives
holdings and will allow increased direct online access to individual Archives records. Also, with the
entire collection searchable, enhanced description, and increased direct availability of records online,
patrons will be able to conduct more of their own research and more accurately determine whether or
not the Archives has the records or information they are seeking before they contact us, saving them
time.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
1) Usage of the CMS: Stats from the CMS will show how many users searched the database and Web
stats will show how many unique visitors there were to the site.
2) Numbers of requests generated based on CMS research: staff will inquire (for phone/email contact)
and direct request from online interface will indicate whether the patron searched the CMS before
contacting us.
3) An overall increase in requests relating to non-recorded archival records (we anticipate that the
number of requests for recorded documents will stay stable, as these are already publicly searchable in
Anthem.). This can be measured by tracking requests in reference request module.
4) Feedback in an online usability survey will rate user experience and inform how the system is being
used and potential improvements.

3. What is the current baseline for this measure?

1) Usage of the CMS can be compared to traffic on Archives’ current Web site (awaiting Web stats
from KCIT).

2) The Archives receives approximately 100 research requests relating to non-recorded archives
records each year. (This number also excludes requests for records not held at the Archives that
are referred to other agencies).

3) Baseline is zero.

4) Baseline is zero.

4. What is the target for this measure? (How much improvement will this project achieve?)
1) Twice as many visits to the CMS site as compared to Archives site (pre-CMS)
2) 10% increase in requests relating to non-recorded Archives records
3) 30% of requests relating to non-recorded Archives records come from patrons who initially
searched CMS.
4) 80% average positive (Satisfactory, Good, or Excellent) customer ratings on online survey.

5. When is the benefit likely to be achieved?
By 12/2015. Knowledge of the resources available will gradually grow after the online CMS is in
place.

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.
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Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
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benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five

years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the

neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing 10 days 1 day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County DES / Human Resources Division

Department/Agency Name

Project Title NEOGOV evaluation and/or replacement with another ATS System
Project Number 1124179

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Phillip Browning, Human Resources Systems Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Syd Phillips Business Analyst/ KCIT | Business Analyses (during budget submittal
process)
Phillip Browning Human Resources Systems | Manage and lead project
Manager
Tina Canul Employment Manager / Participate, advise, and contribute
HRD
Ruth Harbaugh Business Analyst / HRD Participate, advise, and contribute, focusing on

business process updates and changes

tion 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
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information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

no

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Stage Date Revised By Description dli_l dO\iI'\[I tlgag’)
A brief summary of what How long

PIEEEE LG GOMEIIVEL Feviass, | DRif changed in the document. If | did it take to

budget process, funding this Who did the L o
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o e :
: . changed, indicate ““review form at this
project completion. updated -
only”. stage?
Phillip
. Browning / -
Conceptual review 6/9/14 Kendall LeVan New, initial draft 2 hours
Hodson
9/10/14 Phillip Updates 2 hours

Browning




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

Surveys conducted by The Talent Board, surveying over 45,000 applicants, and
CareerBuilder.com say that the main reason for applicants not applying for open positions is
related to technical issues. They tell us that 61% of applicants who had a positive experience
during the application process will actively encourage colleagues to apply. Conversely, 27% of
those that have a negative experience will discourage colleagues from applying. In addition, 65%
of candidates state they will leave a company website that isn’t mobile optimized.

Benefit A:

e Best in class county candidate experience
0 Appealing recruiting site
0 Leverage social media in the recruitment process
0 Mobile functionality features enhances user experience
o Simplify the application process
o Applicants can apply for future job openings; not just current postings

e Current system reinforces a cumbersome and out dated civil service processes that do not

fit in with the county’s culture of “Best Run Government” and “Employer of the Future”

Benefit B:
e Appeal to a more diverse applicant base through use of social media and referral
technologies.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Benefit A:
e Survey of Applicants
o Ease of finding a particular job posting
o Site appeal
o Ease of use
o Time to apply
o0 Other process specific questions
e Real-time Survey of Applicant Experience
0 Within ATS System at time of application
e Timeto Hire
0 How long it takes from the time of job posting to the hire and onboarding is
impacted by having a smaller candidate pool and systems that are cumbersome for
recruiters and hiring managers.

Benefit B:
e See an increase in the diversity of the pool of applicants

3. What is the current baseline for this measure?

Benefit A:
e The amount of negative feedback was captured by the Applicant Tracking Systems (ATS)
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Review. This internal survey reflected that the applicant experience was poor. There were
common complaints from applicants that the system was not user friendly; that features
within the system were not intuitive. In addition, our applicants were unsupported by
NEOGOV for those portions of the applicant process that we do not have access to. Since
the county does not have access to any of the applicant information entered into NEOGOV
prior to the applicant’s submission of their application, should they run into technical
difficulty prior to submission, we are unable to provide assistance. NEOGOV'’s customer
service has been historically poor.

Benefit B:
e Simply, with the difficulties in using the current ATS we know that we are losing a portion
of our potential applicants. This decreases the potential for having a diverse applicant pool
and thus can hinder us from meeting our ESJ goals.

4. What is the target for this measure? (How much improvement will this project achieve?)

Benefit A:
e Our expectation is that we will have a decrease in negative applicant feedback and an
increase in the amount of positive feedback.

Benefit B:
e We expect the results of comparing the current diversity of our applicant pool with the
future pool to show increases in numbers and diversity.

5. When is the benefit likely to be achieved?

We expect to see benefits to our applicants immediately upon go live.

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.




The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

A challenge that we face is that almost all of our recruiters are part-time and have many other
duties to fulfill within their HR position. Thus, it becomes more important to provide systems that
are intuitive and not labor intensive to aid in the recruitment process.

Benefit A: Recruiting Benefits

Ease of Use
o0 Getting rid of copy and paste processes and clunky data updates
0 Integrated scheduling tool for interviews
0 Intuitive user interface for our population of part time recruiters
Workflow
0 Reduce the number of steps in the job posting process
o Simpler vetting process. The new system will allow for an easier way to filter
through the applicant pool and identify desired applicants.
o Efficiently pass job postings and candidates between hiring managers and recruiters
o0 Logical flow through the posting to hire process. The ATS should have features
that allow for moving applicants through the hire process within the system (e.g.
flagging desired applicants to recommend to hiring manager, hiring manager
having the ability to move desired applicants to the interview and schedule the
interview within the ATS system, store interview notes and ultimate recruitment
status, interface hire data with our HCM system to help populate indicative data).
Automated Integration between ATS and HR system. Our ideal situation would be one
where classification specifications and general job details would be loaded from
PeopleSoft to the ATS system. The ATS system would leverage social media to help
highlight job postings. In addition, our ideal state would be to leverage pertinent applicant
data to populate PeopleSoft upon hire.
o Classification
0 Job Posting
o Indicative Data
Moving from a reactive system approach to a passive candidate database of qualified
applicants that can be sourced for other job openings. The desired ATS would allow us to
track candidate detail such that we would have a database of skillsets and interview notes
of applicants that may not have been selected for the position that they applied for, but
have needed skillsets within the county in other needed positions. Recruiters would have
the ability to leverage this information to help fill other positions with qualified applicants
already in the ATS.

Benefit B: Talent Acquisition Management Potential

Leveraging stored applicant and talent information to recommend qualified applicants for
other related positions that were not hired initially. With an ATS that allows us to better
track applicant details through the recruitment process (e.g. skillsets, strengths, experience,
interview details), recruiters would be better positioned to look through an existing
candidate pool of prior applicants that have desired skills needed in positions that the
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applicant did not initially apply for.

Analytics that would help form training plans and initiatives in the future to develop our
existing workforce to fill foreseeable gaps in talent left by future attrition projections. As
our applicant pool grows, so will our ability to assess existing skillsets within our current
employee base and potential applicant pool. This will become increasingly valuable in
assessing gaps in needed skillsets. For example: if we are going to see employee turnover
of up to 46% in the next 5 years at the county, having a clear understanding of highly
skilled positions that will become vacant, identifying up and coming or existing potential
county wide, and looking to see clear gaps in the existing candidate pool. This will help us
understand our development needs and recruiting challenges and will aid in putting us in a
proactive situation.

Benefit C: Highly Skilled and Diverse of Applicant Pool

ATS that is more appealing and user-friendly will yield an applicant pool that is more
highly qualified and more diverse. This will assist us greatly in meeting our ESJ goals.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Benefit A: Recruiter Survey to Recruiter Group

Time to Hire — This measure is of how long it takes from the time of posting for a position
to fill the position. We would expect that with a larger applicant pool and an easier system
for recruiters that the time to hire would decrease.

Ease of use

Decrease the number of steps to post for positions

Applicant Screening and Sorting

Quality of Hire

Benefit B: Talent Acquisition Management

The measure is simply its existence. Today there is not a programmatic way of leveraging
applicant data or employee data to accurately determine skillset gaps and thus training
needs. The ATS is a significant vehicle for delivering to this need, understanding it is not
the whole solution.

Benefit C: Applicant Pool Diversity

An increase in the number of diverse applicants as compared to current state.

3. What is the current baseline for this measure?

Benefit A: The amount of negative feedback was captured by the Applicant Tracking Systems
(ATS) Review. This internal survey reflected that the majority of recruiters where displeased with the
following items;

System Not User Friendly

Too Many Steps to Post Jobs

Editing Features are Not Useful

Poor representation of the county — “Dated, Clunky System”

Benefit B: The current baseline for talent acquisition management is that this does not exist today.
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This would be new and needed functionality hoped to be provided by a new ATS that can capture
this type of data.

Benefit C: Numbers with NEOGOV of diversity of applicant pools will provide the baseline
figures in measuring future diversity.

4. What is the target for this measure? (How much improvement will this project achieve?)

Benefit A: Our expectation is that we will have an increase in positive feedback from our recruiters in
the following area;
e System is user friendly
Fewer steps to post jobs
Enhanced tools and features
System is more appealing to candidates with a more modern look and feel.

Benefit B: Having the data available to conduct analysis of talent in the existing talent pool is the
target.

Benefit C: Our applicant pool will have more depth and diversity. Depth and diversity will be
determined by meeting our ESJ goals.

5. When is the benefit likely to be achieved?

We expect to see benefits after an initial “learning period” for our recruiters.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.




Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.
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Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e 1lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings
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IT Project Benefits Achievement Plan (Version 3)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County . :

Department/Agency Name Department of Executive Services

Project Title Countywide Electronic Payment Implementation Support
Project Number 1124170

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner and Title: Ken Guy, Finance Director, DES

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Margaret Brownell IT Service Delivery Project oversight
Manager / DES
Ken Guy Finance Director / DES Project sponsor
Scott Matheson Treasury Manager / DES Project manager
Syd Phillips Business Analyst / KCIT BA (during budget submittal process)
Anthony Laberge Electronic Payments Project lead
Coordinator / FBOD

tion 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
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actions:

N =

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

Sl

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business

owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)
Section 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. " How long
Stage Date Revised By Description did it take?
Please use conceptual review, | Date A U T How long
. : : . changed in the document. If | did it take to
OURIEEL [RDEEES, JUTEL g i UHie elle ine this is an initial draft, please | complete or
release, annual report, docume | document o . )

o . indicate new. If nothing has | revise the
project implementation, or nt was updates? changed, indicate “review form at this
project completion. updated .

only”. stage?

Conceptual review 3/21/14 | Syd Phillips New, initial draft 2 hours
Syd Phillips,

Benefits Achievement Plan 5/13/14 | Margaret New, initial draft 30 minutes
Brownell

Benefits Achievement Plan 5/15/14 | Syd Phillips Update 1 hour

Business Case 5/13/14 | Syd Phillips Initial draft 1 hour
Ken Guy /

Business Case 5/30/14 | electronic Update draft 5 hours
payment team

Benefits Achievement Plan 6/3/14 Syd Phillips Update 2 hours

Benefits Achievement Plan 6/5/14 John Backman | Update 1 hour

Benefits Achievement Plan 6/6/14 Scott Update 1 hour
Matheson

Benefits Achievement Plan 3/16/15 | Tony Laberge | Update 30 minutes




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)
Category #1: External service benefits: Improving the quality or quantity of services provided to the
public
DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services
DCategory #3: Maintaining service levels by replacing or upgrading older technology
DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

Current electronic payment policies and management plans create barriers to the expansion of
electronic payment options for County services. This investment will update electronic payment
policies, develop a new strategic plan, guide the selection of a new enterprise electronic payment
solution, and provide support to agencies seeking an electronic payment solution.

This project will:

e Meet the needs and expectations of the County’s customers by making it easier and more
convenient for customers to use credit cards and other electronic payment methods when
conducting their County business

e Develop new electronic payment policies and establish a management framework which will
accommodate the very broad range of agency needs for electronic payment implementations

e Provide direct and targeted support to agencies for the analysis, planning and implementation of
electronic payments

e Provide an enterprise level electronic payment solution(s)

This approach will significantly lower barriers to the adoption and implementation of new electronic
payment channels. Agencies will be incentivized to adopt new payment options through a
combination of funding, knowledgeable support and access to a broader range of technical solutions.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Benefits will be measured by:

Meeting customer expectations for offering electronic payments, similar to a retail business
(Soliciting feedback from citizens or businesses regarding their level of satisfaction with
electronic payment methods may prove helpful, but this is primarily a customer expectation
now and customers are frustrated that the County does not have consistent electronic payment
methods in place for all services/products).

Adoption of a revised Electronic Payment Strategic plan and a revised electronic payment
policy

An increase in the number of agencies that offer electronic payments to customers

An increase in the number of County products and services that offer electronic payment
options

Of the agencies that currently offer electronic payment methods to customers (e.g. only credit
cards), increase in the number of electronic payments methods offered (e.g. credit cards, debit
cards, and e-checks)

Expanding electronic payment channel options, including point-of-sale (i.e. counter), online,
mobile and IVR™.

An increase in the annual number of electronic payment transactions

An increase in the portion of revenue collected from electronic payment transactions (e.g. if
20% of all revenue is collected via electronic payment transactions, 30% of all revenue will be
collected via electronic payment transactions by end of 2016.)

3. What is the current baseline for this measure?

L IVR - Interactive Voice Response, telephone based services using touch-tone or voice commands
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4.

5.

As of May 2014:

e About 25% of County agencies that accept payments offer customers electronic payment
options either online or at point-of-sale transactions. An inventory of County payments is in
progress and this will be used to confirm baseline trends and to assess where there are new
opportunities for electronic payments.

e Approximately 20% of County products and services (e.g. court fines, pet licenses, birth/death
certificates, property taxes and transit fares) offer electronic payment options

e Of the agencies that currently offer electronic payment options, the primary methods offered
are credit card and/or e-check. Only two agencies currently accept debit card payments

e The number of electronic payment transactions in 2013 was 1.38 million

e The amount of revenue collected via electronic payment transactions in 2013 was $263.3
million

What is the target for this measure? (How much improvement will this project achieve?)

e Standardized payment acceptance for county agencies. Citizens will be able to use payment
methods that they are accustomed to using in their daily lives.

e Number of agencies that offer electronic payment options. An increase from 25% to 33% by
the end of 2014, 60% by the end of 2015, and 80% by the end of 2016. After completion of the
strategic plan, we will be able to refine the expectations.

e Number of products and services that offer electronic payment options. An increase from
20% to 30%

e Of the agencies that currently offer electronic payment methods, increase the number of
electronic payment options that they offer. Of the nine agencies that offer electronic payment
options, at least 30% (three) will increase the type of electronic payment options by at least one
option (e.g. three agencies will offer debit cards in addition to credit cards).

e Number of annual electronic payment transactions. Increase from 1.38 million to 1.79 million

e Amount of revenue collected via electronic payment transactions. Increase from $263.3
million to $342.3 million

When is the benefit likely to be achieved?

Benefits will be achieved incrementally over the two-year life of the project. The project is intended
to be an intense two-year effort to expand electronic payments methods across the County and to
migrate current applications to a vendor-supported enterprise system.

Update 3/16/2015:
New e-payment services installed:
Point-of-sale, Superior Court (FCO/JCS), January 2015

New e-payment service installation in progress:
Point-of-sale, Judicial Administration
Point-of-sale, RALS For Hire Vehicle & Operator Licenses

New e-payment services Business Case under review:
DNRP/Parks, Facility Scheduling System Replacement Project
District Court, Unified Case Management System (UCMS) project
KCGIS, Registration System project

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.




Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

The addition of electronic payments may produce operational and/or financial benefits for individual
agencies or departments. Accrual of benefits will depend on a wide range of factors. Potential areas
of savings include reductions or possibly elimination of cash handling, shifting payments from in-
person transactions to online services, options to convert paper based invoicing to electronic invoicing
and other direct and indirect benefits.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
FBOD expects that individual agency and department electronic payment business cases will assess
and quantify expected benefits. FBOD wit-be-hiring-aTFLF has hired a Special Assignment electronic
payment coordinator to help agencies with business plan analysis and implementation.

3. What is the current baseline for this measure?

As each agency implements electronic payments, it will develop a baseline for the efforts required prior
and post implementation of the electronic payments.

4. What is the target for this measure? (How much improvement will this project achieve?)
As each agency implements electronic payments, it will develop targets for the improvements expected
post implementation of the electronic payments.

5. When is the benefit likely to be achieved?

Achievement of benefits will vary depending upon when the electronic payment implementation
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occurs. Each project will identify when any expected benefits will occur. .

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
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discounts.

discounts

$100,000

savings

discounts
$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Executive Services / Business Resource Center
Department/Agency Name

Project Title PeopleSoft 9.2 Upgrade

EBS Project Number 1122181

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Ken Guy — Finance and Business Operations Division Director
Nancy Buonanno Grennan — Human Resources Division
Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Mike Betschart IT Manager / DES Architect / Technical Lead
Tracey Dang HCM Supervisor / DES Functional Lead
Joseph Isaacks IT Supervisor / DES Technical Lead

Supervisor Payroll
Operations / DES
Pam Bell Representing FBOD Business Owner

Kendall LeVVan Hodson HR APPS Manager / DES | Representing HRD Business Owner




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

no

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description d|i_| dO\i,'r ,[ISES,)
A brief summary of what How long

PSR LEE Comee] reriey), | el changed in the document. If | did it take to

budget process, funding this Who did the L o
this is an initial draft, please | complete or
release, annual report, docume | document o X .
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o e .
: . changed, indicate ““review form at this
project completion. updated

only”. stage?
Conceptual review 7/22/13 | Mike Betschart | New, initial draft 3 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
The 9.2 release level carries with it a number of functional improvements which will enhance the
value of owning PeopleSoft and increase the quality of the product for the business owners. Examples
of these enhancements include:

e PeopleSoft automated Testing Framework solution. This feature is new to King County and
comes with the latest PeopleTools release. The feature adds value by providing automated
testing functionality, which will help standardize the testing process and reduce the risk of
human error. The time it takes to properly test changes to the PeopleSoft application should
decrease, resulting in reduced cost of ownership.

e New application patching methodology which allows an increase in the frequency of applying
feature packs and minimizing length of future upgrades. This patching methodology is a new
feature in PeopleSoft system and provides King County better options to specifically tailor
patches to apply to components which are in use here. The current “one-size fits all” patches
are large and burdensome to test. Not being in a position to accept or apply vendor provided
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fixes to the software negatively impacts the quality of customer service by requiring King
County to develop internal solutions (customizing the application) to resolve identified issues.
Developing these fixes internally takes time, costs money and increases the risk of error. By
being in a position to frequently apply vendor provided fixes, King County reduces the need to
resolve issues through custom development. Often system problems are fixed by the vendor
before they are identified internally thereby, causing no negative impact on the customer.

This new patching feature will allow the support team to meet changing business needs more
rapidly by enabling us to apply PeopleSoft supplied patches with greater frequency and
regularity. This will improve the ability for the PeopleSoft team to respond to business needs.
Creating the opportunity to replace 9.0 modifications with new 9.2 delivered functionality,
thereby, simplifying future upgrades. The current version of PeopleSoft contains
customizations unique to King County. The newer version of PeopleSoft provides new and
more robust features unavailable in the current version.

Immediate access to information using new Workcenter (dashboard) functionality. This
feature is nonexistent in the current PeopleSoft version King County is using. The additional
feature provides quicker meaningful access to information allowing managers to more closely
review employee related information in an easily understandable way using charts and graphs
that make the data readable visually.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

In order to determine whether the PeopleSoft automated Testing Framework is providing a
benefit would be to review the count of defects introduced into production due to faulty testing.
Fewer defects introduced into production means better utility for the business (i.e. functions
work as designed to satisfy business needs) and less rework for the BRC.

In order to determine whether the new patch application methodology is providing a benefit
would be to monitor the frequency of patch applications.

In order to determine whether replacing 9.0 modifications with new 9.2 delivered functionality
is providing a benefit would be to monitor the reduction in the number of customizations
carried forward during the upgrade - (By reducing the number of customizations carried
forward, King County will be more operationally efficient and in a better position for
sustaining the PeopleSoft system.)

In order to determine the amount of benefit provided by Workcenter / dashboard functionality
would be to gauge the business benefit provided by more immediate access to information. As
the type of information presented by Workcenters is currently unknown (will be determined
during the course of the project) a specific metric must be established at a later date.

3. What is the current baseline for this measure?

Testing Framework: Baseline defect rate = 2% of modifications

Patching Methodology: Baseline patch application = 0 PeopleSoft application bundles
applied (tax patches not withstanding)

Replacing 9.0 customizations: Baseline customizations in existence = 1866 customizations
made since January of 2010. (Customizations are unique changes made by software
developers that adapt the PeopleSoft system to the County’s business processing requirements.
A reduction in the number of required customizations mean an increase in operational
efficiencies. This includes decreasing operational and administrative costs.)

4. What is the target for this measure? (How much improvement will this project achieve?)




e Testing Framework: Target defect rate less than 2% of modifications

e Patching Methodology: Target = 2 PeopleSoft application bundles applied (tax patches not
withstanding)

e Replacing 9.0 customizations: Target = A reduction of 5% of customizations made since 2010,
or the elimination of 93 customizations. As explained above, customizations are expensive to
implement and create costly operational and administrative overhead to support. Fewer
customizations reduce cost and risk of error while increasing the County’s ability to
proactively maintain the system. PeopleSoft provides regular updates and fixes to the system.
Due to King County’s high level of customizations and limited support resources, the benefit of
implementing a patch or update is outweighed by the cost and risk of implementing it. Fewer
customizations allow King County more options and agility to support its PeopleSoft asset and
business owner needs.

5. When is the benefit likely to be achieved?
e Reduction of defects — after upgrade stabilization (2" quarter after upgrade)
e Patch application — 12 months after upgrade
e Reduction of customizations —immediately upon implementation

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

The main driver of the PeopleSoft upgrade is that vendor support for our release level will be ending
in 2015. This will mean that payroll tax rates in the system will soon become inaccurate, causing
incorrect tax amounts to be withheld.

The 9.0 release was released to the public in 2006. This makes it eight years old in 2014. The typical
lifecycle of a PeopleSoft release is eight years (9.0 was extended an extra year to 2015, so we were
able to delay this upgrade). Upgrades usually take about nine months to complete.

If support for King County’s version of PeopleSoft were to lapse, King County would be solely
responsible for maintaining the PeopleSoft system. Upgrading the system will ensure the continuity of
full vendor support and will allow the County to continue to meet tax and regulatory requirements
included in Oracle’s support agreement. Continuing support protects the substantial investment that
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King County had made in its PeopleSoft system.

Continued support provides the following at no cost:

» Technical support

» Updates, fixes, and security alerts

» Major product and technology releases

» Upgrade support

» Certification with new third-party products/versions
» Tax, legal, and regulatory updates

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The risk that support for the current release will end in 2015 is a certainty. This is according to the
published PeopleSoft support schedule.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000




| savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For assistance
in completing this form, please contact your PSB analyst.

King County

Department of Executive Services/ Office of Risk Management
Department/Agency Name P J

Project Title Risk Master Upgrade

EBS Project Number 1122190

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement Plan
(BAP) is regularly updated and completed when benefits are achieved. Business Owners are required to be
at the deputy department director or higher.

Business Owner Name and Title: Jennifer Hills — Director, Office of Risk Management

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who will
be using the technology to help identify the benefits of the project. KCIT business analysts or technology
project staff may assist in benefit identification and documentation. List the staff who contribute to the
benefit achievement plan below:

Name Title / Agency Project Role
Todger Koerker Application Developer/ KCIT Application Support
Jennifer Hills Director/ORM Business Owner
Chauntelle Hellner Finance Manager/ORM Project Sponsor

Section 4. When should the Benefit Achievement Plan be started, updated and completed?




The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

A

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

o &

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and date
those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. . How long
Stage Date Revised By Description did it take?
Please use concentual review A brief summary of what How long
ptua " | Date this . changed in the document. If | did it take to
budget process, funding Who did the L L
document this is an initial draft, please | complete or
release, annual report, document o X .
A . was indicate new. If nothing has | revise the
project implementation, or updates? o e .
. . updated changed, indicate “review form at this
project completion. -
only”. stage?
Conceptual review 7/22/13 ﬁgﬁlrjge”e New, initial draft 2 hours
Conceptual review 10/22/2013 ﬁgﬁlrjge”e Updated, new version 30 minutes
Project Completion 3/25/2015 Chauntelle Benefits Achievement 30 minutes
Hellner Summary




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
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benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

The current version of Risk Master will not allow us to comply with reporting requirements and we
could face fines up to $9 million/year as a result. The current version of Risk Master World is 5 years
old. The upgrade from our current version - Risk Master World, to Risk Master Accelerator which is a
web based version will provide the necessary feature set to include ICD-10 codes which will keep us
in compliance with the mandated reporting requirements to the Centers for Medicare Services and
prevent delays and fines.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The Medicare Reporting Requirements for ICD-10 codes go into effect by 4™ Quarter 2014. If we do
not upgrade we are at risk of being out of compliance and we will be facing fines which could amount
up to $9 million per year.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.




The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

This project, upgrade the Risk Management claims software system Risk Master, was successfully
completed in July 2014. The anticipated benefit was to keep us in compliance with the mandated
reporting requirements to the Centers for Medicare Services and prevent delays and fines. This project
has achieved this benefit as the new version provides the necessary ICD-10 codes which will keep us in
compliance.

Without these codes, we were at risk of being out of compliance and could have faced fines of up to $9
million per year.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County

Department/Agency Name Department of Judicial Administration (DJA)

Project Title Core ECR Replacement Project

Project Number Project #: 1111942

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

e Business Owner Name and Title: Teresa Bailey, DJA Deputy Director
e Business Owner Contact Information: 477-0768; teresa.bailey@kingcounty.gov

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Teresa Bailey | DJA Deputy Director Project Director
Paula Adams DJA Project Manager Project Manager
Stephen Bell DJA Technology Services Div. Manager | Technology Oversight

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

N



mailto:teresa.bailey@kingcounty.gov

4. When a material scope change is identified and reported.
5. Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. L How long
Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what How long
review, budget process, Date this . changed in the document. If | did it take to
. Who did the . L
funding release, annual document document this is an initial draft, please | complete or

report, project was indicate new. If nothing has | revise the

. . . updates? S P :
implementation, or project | updated changed, indicate “review form at this
completion. only”. stage?
Benefits Achievement Plan | Feb. 2014 | Teresa Bailey Annual Benefits Report 2 hours
Benefits Achievement Plan | Feb. 2015 | Teresa Bailey Annual Benefits Report 15 minutes

Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.




What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1:. External service benefits: Improving the quality or quantity of services provided to the
public

DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

&Category #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
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inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

The Department of Judicial Administration (DJA) has a complex policy framework
supporting its mission: This framework begins with Article 4, Section 26 of the
Constitution of the State of Washington and includes a variety of RCW'’s, State and Local
Court Rules, the King County Charter, and County Ordinances. Through this complex
codification, DJA serves as a customer service office of the Superior Court and manages
all records associated with Superior Court cases. The Washington State Constitution
identifies Superior Court as a court of record, meaning that all Court records need to be
retained indefinitely. DJA has Superior Court records dating back to the 1800’s and
currently receives more than 7,000 documents each day that must be maintained
indefinitely. Finally, DJA constantly performs complex technology operations to provide
the public and courts access to court records in support of many business needs, not the
least of which is daily court operations.

DJA maintains, manages and distributes Superior Court records through a central
application known as Core ECR or “Core.” Core ECR provides work flow, routing,
retention and viewing of these electronic documents.

Core ECR is based on an outdated technology set (FileNet 3.6 ESE) that severely limits
Core’s support, enhancement potential, and operating system platform compatibility.
FileNet 3.6 ESE also uses a proprietary document repository format to store documents.
Given this outdated technology platform and multiple associated consequences, it is
conceivable for the Core ECR to fail catastrophically in the near term, severely impacting
DJA and Superior Court business continuity.

The existing Core ECR system was originally developed in 1999 and is at end-of-life.
Although the life expectancy of IT systems can vary depending upon system-specific
characteristics, a 10 year production lifespan without major redevelopment/replacement is
typically the maximum®. Core ECR has far exceeded this rule of thumb and now poses a
significant risk to Clerk and Superior Court operations because its outdated technology
platform is extremely difficult to maintain.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Given Core’s operating system platform compatibility issues, the likelihood of a
catastrophic failure is near certain without a system replacement in the near term.

! Ten (10) years is an industry-accepted rule of thumb for the lifespan of technology systems: Commercial
vendors tend to issue software updates/upgrades every couple of years and typically engineer software with
backward compatibility with underlying platforms for 2 or 3 versions. This is true of IT systems in general as well
as systems specific to clerk operations.




As further background, Core has previously failed catastrophically on two separate
occasions (once in 2005 and again in 2008), leaving DJA to operate manually for long
periods of time. DJA consequently made multiple changes to its technology environment
in order to bring Core back on line and to increase its stability. These failures brought
tremendous stress and inconvenience to the Clerk’'s Office, the court, and a broad
customer base. Avoiding a much more catastrophic scenario in the future is the
fundamental justification for the Core ECR Replacement Project.

Finally, a relatively quick-fix option (as was performed in response to past Core ECR
failures) cannot and should not be assumed as viable in response to a future event.
Already, the FileNet 3.6 ESE platform has proven to be so outdated that only a very small
and unique collection of contractors have any capability to work with it.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?




Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County

Department/Agency Name Department of Judicial Administration (DJA)

Project Title Delta Viewer Replacement Study Project

Project Number Project #: 1122186

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

e Business Owner Name and Title: Teresa Bailey, DJA Deputy Director
e Business Owner Contact Information: 477-0768; teresa.bailey@kingcounty.gov

Section 3. Who is involved in developing the Benefit Achievement Plan?
The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Teresa Bailey | DJA Deputy Director Project Director
Paula Adams DJA Project Manager Project Manager
Stephen Bell DJA Technology Services Div. Manager | IT Oversight
Aiello, Sarina DJA Kent RJC Div. Manager Business Process Oversight
KCIT/Nendor Business Analyst Business Process/Use Case Deve_lopment/
Technology Option Recommendations

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

1. To support initial project request during “gate two” phase of conceptual review.
2. For the annual Benefits report that PSB compiles.

1
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3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. L How long

Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what How long
review, budget process, Date this . changed in the document. If | did it take to

. Who did the . L

funding release, annual document document this is an initial draft, please | complete or
report, project was undates? indicate new. If nothing has | revise the
implementation, or project | updated P ' changed, indicate “review form at this
completion. only”. stage?
Budget Process Jul. 2013 Teresa Bailey Initial Project Request 2 hrs.
Benefits Achievement Plan | Feb. 2014 | Teresa Bailey Annual Benefits Report 2 hrs.
Benefits Achievement Plan | Feb. 2015 | Teresa Bailey Annual Benefits Report 30 min.

Section 6. Description of Project Benefits

Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.




What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1:. External service benefits: Improving the quality or quantity of services provided to the
public

DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

&Category #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
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inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

PROJECT IS NECESSARY TO EFFECTIVELY PLAN A FUTURE SYSTEM REPLACEMENT:

The Delta Viewer Replacement Study Project constitutes the planning phase of an eventual Delta
Viewer system replacement project. As such, this project does not upgrade the existing Delta
Viewer, but will facilitate scope development for the eventual upgrade project by documenting
Delta Viewer business processes and use cases.

The Technology Research and Alternative Analysis portion of this project also allows DJA to
assess the most effective and sustainable technology options available. These deliverables will
position DJA to craft documentation that is likely to attract the most effective and sustainable
technology options during the eventual procurement process.

DJA’'s central mission is to manage the Superior Court records store and distribute those
documents to Superior Court and multiple other Law Safety and Justice (LSJ) agencies. Given
that the Delta Viewer is the mechanism used by such agencies to view electronic court records, it
is imperative that an eventual Delta Viewer replacement effort proceed smoothly and deliver the
end product(s) desired by DJA customers.

POTENTIALLY INFORMING OTHER TECHNOLOGY UPGRADES:

As further background, DJA’s central document processing, storage and distribution system
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i known as Core ECR or Core. Like the Delta Viewer, Core is scheduled to be replaced
within the next 2-3 years. DJA’s Core ECR system interfaces with multiple viewing and document
processing applications (satellite systems), including the Delta Viewer. These applications were
each developed separately and with different technology platforms.

When a new Core is implemented, it must still interface and exchange data with all satellites,
including the Delta Viewer'. Rather than forcing the eventual ECR contractor to develop highly
customized interfaces between Core and each satellite system, DJA is gradually modernizing and
reducing the number of interface components within each viewing and document processing
system. This work reduces the customization required for communication between the satellites
and a new Core ECR.

This makes the Technology Research and Alternatives Analysis portion of The Delta Viewer
Replacement Study Project particularly important, since technology recommendations for a new
Delta Viewer informs DJA’s continuing work to modernize internal interface components.

The existing Delta Viewer has been in place at DJA since 2005. Although life-span can vary from
system to system, a reasonable rule of thumb is ten (10) production years without major
redevelopment/replacement?. Initiating this planning project at this juncture assumes a maximum
lifespan for the existing Delta Viewer, since another IT project will be required to perform the

! In addition to the Delta Viewer, satellite systems that must communicate with Core include a public document
viewer; a document stamping application; eFiling for online document submittals; and a web services application
designed to queue documents for faster retrieval and viewing — among others. They are distinctly different from
the Delta Viewer in their functional uses, and were all built at different times with the technology available at those
times.

2 Ten (10) years is an industry-accepted rule of thumb for the lifespan of technology systems: Commercial
vendors tend to issue software updates/upgrades every couple of years and typically engineer software with
backward compatibility with underlying platforms for 2 or 3 versions.




actual replacement.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The Delta Viewer Replacement Study is a risk management project in that it prepares DJA to
successfully execute a future viewing system replacement project. Although there is very little risk
during this planning phase, the due diligence represented by this project positions the eventual
system replacement for success and avoidance of costly rework once the Delta Viewer
replacement effort is under way.

In addition, industry research shows that there is some potential to secure document viewing
functionality within a new document management system (Core ECR Replacement Project) or
Case Management System (SCOMIS Replacement Project), thus making the Delta Viewer
obsolete. Should DJA receive bids on a system(s) with the document viewing capability needed
for all user groups, the documented business processes, use cases and suggested improvements
will be used to evaluate the effectiveness of the proposed viewing functionality.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000




| savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County . .
Department/Agency Name Department of Judicial Administration (DJA)
Project Title SCOMIS Replacement Project (DJA-CMS)
Project Number 1123900

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

e Business Owner Name and Title: Teresa Bailey, DJA Deputy Director
e Business Owner Contact Information: 477-0768; teresa.bailey@kingcounty.gov

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Teresa Bailey Deputy Director/DJA Project Director
Paula Adams Project Manager/DJA Project Manager
Stephen Bell Technology Services Div. Manager/DJA Technology Oversight
o Business Process Oversight
Sarina Aiello Kent RJC Division Manager/DJA e Ensuring that stakeholder
business needs are met
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Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. L How long
Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what | How long
review, budget process, Date this Who did the char_lggd in t_h(_a _document. did it take to
funding release, annual If this is an initial draft, complete or
) document was | document — i
report, project undated undates? please indicate new. If revise the
implementation, or project P P ' nothing has changed, form at this
completion. indicate “review only”. stage?
Benefits Achievement Plan May 30, 2014 Teresa Bailey Initial sut_)mlssmn to request 2 hours
project approval
Benefits Achievement Plan July 3, 2014 Teresa Bailey Edits per PSB review 1 hour
Benefits Achievement Plan August 10, 2014 | Teresa Bailey Edits per Council Review 2 hours

Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures




4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

&Category #1:. External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

&Category #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
Benefit A, BUSINESS CONTINUITY:: Although the external benefits listed below are critical and position
DJA for multiple service improvements, the SCOMIS Replacement (DJA-CMS) Project is first and foremost a

business continuity project made essential by AOC’s planned decommission of the SCOMIS system within the
next 3-4 years. In addition to the service enhancements listed below, a moderns CMS solution replaces the
functionality provided by SCOMIS. Should DJA lose business continuity in the areas of case management and
associated finance and accounting operations, the manual work requirements could prevent both the court and

the public from processing cases and accessing critical information in a time frame required for reasonable




court operations.
Benefit B, TIMELY PUBLIC ACCESS TO CRITICAL DATA: A significant service limitation of AOC’s
SCOMIS system is the 24-hour turn around between defendants/offenders making payments with the Clerk

(known as a Legal Financial Obligation or LFO), and that same payment being uploaded to the AOC finance
and accounting module(s) in Olympia. The data associated with the payment is not available for reporting
until upload is complete. Customers therefore cannot verify receipt or required distribution of LFOs in real
time, causing a great deal of frustration and requiring DJA customers to make multiple inquiries to secure
verification of funds received, paid or distributed. Although there are many reasons that customers are
inconvenienced, two particularly common scenarios include: 1) After paying on an LFO for many years, payers
make the final payment and want immediate verification that their obligation is fulfilled; and 2) LFO payers

must often provide proof of a fulfilled obligation when purchasing vehicles or real estate. This second example

is particularly important because third-party transactions cannot close if the payer does not have the required

documentation. A modern Case Management System will upload LFO data in real time, thus allowing DJA
staff to access the requested detail and provide reguested financial information timely to customers.
Additionally, in many circumstances juvenile offenders are eligible to have their records sealed upon
completion of certain criteria by a specific date. When juvenile offenders make their final payment en-their
LFO right just before the specific date when the Judge wiH considers sealing their case, not having up to date

financial data is problematic.

Benefit C: EQUITY AND SOCIAL JUSTICE - PUBLIC ACCESS TO DATA: Assisting case parties timely is

particularly responsive to King County’s Equity and Social Justice agenda, since a certain portion of Superior

Court clients come from disadvantaged populations that have difficulty accessing the Clerk’s Office on even a
single occasion. When a customer comes in and makes a final payment on their LFO, they expect they can
leave with an accounting printout showing the their balance is paid in full. Due to the delay in posting
payments, an accounting history cannot be provided until the following business day. Turning these individuals
away and/or asking them to call or return on the following business day for updated information may not be
realistic from the point of view of ensuring equal public access to DJA services. Considering that a portion of
DJA customers are jail and prison inmates, DJA’s inability to provide real time data is particularly disparate.
These individuals also call DJA to inquire about LFO payments and distributions, and there can be significant
ramifications for their court cases. Nevertheless, DJA still cannot provide accurate data until the following

business day; if an inquiry is made on a Friday, the requestor must wait until the following Monday.

DJA’s industry research shows that a COTS solution will deliver real time reporting capability. This translates
to questions associated with case status or LFO payments being answered in real time with the most accurate
information. (Although a new CMS also brings with it the potential for accessing critical data online, DJA still

must answer in-person and telephone questions from case parties timely, since some disadvantaged individuals




do not have access to a computer. Any public facing web data access points would also show real time data,

however.)

Benefit D, OPPORTUNITY FOR PUBLIC CONVENIENCE: DJA has recently completed industry research

and observed analogous case management systems installed in other Superior Court Clerk Offices around the

country. It is clear that COTS CMS solutions can facilitate an intuitive public web interface and convenient
access to court data for the general public, the judiciary and the legal community. The potential to filter data by
various fields such as date, party name or case positions DJA to assist both the public and the legal community

in accessing critical case management data timely.

As mentioned earlier, industry research also shows the potential to expand the way DJA receives payments (i.e.

credit cards) and offer multiple options for providing receipts (e.g., printed or emailed).

The legacy SCOMIS system that is owned and operated by the Administrative Office of the Courts (AOC) in
Olympia, WA is also built on a decades-old platform. The public interface is counter-intuitive and quite

backward against the public’s expectation for current technology: For example, users must tab between fields

and cannot use a mouse; 2) the entire user interface is code dependent and, without in-depth knowledge of
system commands and consistent practice, public users, as well as the legal community and the judiciary find
SCOMIS nearly impossible to navigate. Consequently, SCOMIS remains a highly inefficient tool for case
research. With the data owned and managed by the AOC in Olympia, DJA has been unable to affect service
levels associated with public access to data. A modern Case Management System designed to accommodate
County business needs will and position DJA to design a public-facing web interfaces and present case

information in a straightforward and helpful manner.

Benefit E, EFFICIENCY FOR LFO RECIPIENTS IN CHECK PROCESSING: LFO recipients often receive

multiple payments from multiple payers on a given day. However, the current AOC financials associated to

SCOMIS only permit a single check for each individual LFO payer, meaning that DJA often issues multiple
checks to a single LFO recipient on a given day. For example, the State Department of Social and Health
Services (DSHS) can receive anywhere between 100 and 150 checks from DJA on a given day; banks and
insurance companies can receive as many as 20 checks on a specific day. A modern finance and accounting
module (typically designed into COTS Case Management Systems) will benefit Legal Financial Obligation
(LFO) recipients directly by allowing DJA to cut a single check covering payments from multiple LFO payers.

This will simplify banking operations for LFO recipients.




2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Benefit A, BUSINESS CONTINUITY: A successful project results in DJA operations continuing without
interruption once SCOMIS is decommissioned.

Benefit B, TIMELY PUBLIC ACCESS TO CRITICAL DATA + Benefit C: EQUITY AND SOCIAL
JUSTICE - PUBLIC ACCESS TO DATA : DJA can measure the number of customer requests for financial

data that cannot be immediately answered in a given time period. A successful project will result in this

number being either zero or a de minimis amount.

Benefit D, OPPORTUNITY FOR PUBLIC CONVENIENCE: The public benefit for DJA’s new Case

Management System can also be measured through the commentary of the public and the judiciary. A

successful project will create a comment record indicating that customers can conduct case and document
research through straightforward web-based interfaces. Such commentary can be secured through surveys and

focus groups.

Benefit E, EFFICIENCY FOR LFO RECIPIENTS IN CHECK PROCESSING: DJA can monitor the number of
checks issued to individual LFO recipients on any given day. A successful project will show a daily average of

1 check per LFO recipient.

3. What is the current baseline for this measure?

Benefit A, BUSINESS CONTINUITY: The SCOMIS system is currently available and fully utilized by DJA

for case processing and financial management.

Benefit B, TIMELY PUBLIC ACCESS TO CRITICAL DATA: Currently, customers cannot secure verifying
data associated with court-ordered financial payments on the same day that a payment is processed by the

Clerk. Once a payment is processed, DJA cannot provide verification of payment made and/or distributed until

the next business day. This is particularly troubling if the request is made on a Friday.

Benefit C: EQUITY AND SOCIAL JUSTICE - PUBLIC ACCESS TO DATA: As with item A above, DJA

cannot provide verification of payments made and distributed until the next business day. With respect to

Equity and Social Justice, this service deficit forces disadvantaged populations to either access a computer or
make a return trip to DJA offices on the following business day, neither of which may be realistic. For

incarcerated customers, family members often call or visit DJA offices in order to secure the information once




it is subsequently available.

Benefit D, OPPORTUNITY FOR PUBLIC CONVENIENCE: The state SCOMIS system is difficult to use and,

from a case research point of view, nearly prohibitive. Considerable time is reportedly wasted by customers

trying to navigate the displayed data. Because DJA does not own or manage AOC’s case data, the CMS case
data that DJA does offer online is fairly limited. It is currently impossible to filter case data online by
document type, case type, attorney name or hearing date.

Benefit E, EFFICIENCY FOR LFO RECIPIENTS IN CHECK PROCESSING: As noted above, the State
Department of Social and Health Services (DSHS) can receive anywhere between 100 and 150 checks from

DJA on a given day. Banks and insurance companies can receive as many as 20 on a specific day.

What is the target for this measure? (How much improvement will this project achieve?)

Benefit A, BUSINESS CONTINUITY: The target for this measure is no disruption and/or reduction to DJA
service levels once SCOMIS is decommissioned.

Benefit B, TIMELY PUBLIC ACCESS TO CRITICAL DATA + Benefit C: EQUITY AND SOCIAL
JUSTICE - PUBLIC ACCESS TO DATA: The target for this measure is zero lag time between data entry and
data availability. Any finance questions that cannot be answered in real time will be de minimis and highly

specialized circumstances.

Benefit D, OPPORTUNITY FOR PUBLIC CONVENIENCE: The targets for this benefit include: 1) reductions

over time in the number of customers who visit DJA offices for services for information that can be secured

online; 2) feedback from customer surveys and/or focus groups designed to assess the satisfaction of the public
and the judiciary with the new CMS system - the target would be an average rating of either “satisfied” or “very
satisfied”; and 3) offering robust online case management research capability serving both the public and the

judiciary.

Benefit E, EFFICIENCY FOR LFO RECIPIENTS IN CHECK PROCESSING: The target for this benefit will
be an average of one (1) check issued to each LFO recipient on a given day.

When is the benefit likely to be achieved?

Upon SCOMIS Replacement Project (DJA-CMS) go-live.




Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

Benefit A-INCREASED- AUTOMATION: Multiple COTS products exist that also offer DJA the opportunity
to innovate through efficiency and customer service delivery. For example, many systems on the
market allow include—the—abiity—for data included in court minutes created within the system to
automatically populate be-utihized throughout the system. This means that a future court date included in the

clerk’s minutes can automatically add a calendar entry in the case management system and would include the
docket entry for the clerk minutes. Additionally, the SCOMIS system has multiple screens that contain certain
data fields and it is necessary to go to various screens to enter data. Data entry should be easier and more

intuitive in a modern system.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

This benefit can be measured by reviewing data elements in the new system and determining whether any of the
data requires double data entry. That information can be compared to the data entry currently required. Ease of
data entry can also be determined by comparing the steps currently necessary to input data to the steps required

by a new system.

3. What is the current baseline for this measure?




DJA currently has performance measures in place to track time required for data entry. Time required for data
entry depends on the type of case, type of document, and type of processing required by staff for a particular

document. The baseline measure is available for the various types of documents filed.

4. What is the target for this measure? (How much improvement will this project achieve?)

The target for this measure is data entry that is 2-4% more efficient than the current system supports. In
addition to more efficient data entry there should also be increased accuracy and less time spent due to the
elimination for the need to duplicate data. Overall, DJA staff should have more time to spend on other value

added work, such as enhanced customer service.

5. When is the benefit likely to be achieved?

The quicker data entry will likely be achieved within 6 months of go-live. Staff are currently very fast and
accurate and there will be a learning curve while they all transition to a new system that operates quite
differently than the SCOMIS system.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

RCW 2.32.050 designates County Clerks as the official record keeper for the Superior Court’s case records.
The Department of Judicial Administration (DJA), which is the King County Clerk’s Office, requires an
electronic system to fulfill this role: specifically, to track and index court records and facilitate public and
government access to those records. For more than 30 years, DJA has fulfilled its record-keeping
responsibilities with the Superior Court Management Information System (SCOMIS), a statewide DB2
mainframe system operated and maintained by the Washington State Administrative Office of the Courts

(AOC) in Olympia. SCOMIS serves as a Superior Court case management index for the entire state. It is used




by the court, the public, the Bar, and Law, Safety and Justice (LSJ) agencies seeking information pertaining to
specific Superior Court cases. DJA staff enter data directly into SCOMIS that is used as the official index and
docket, and also for limited case management purposes. As further background, SCOMIS does not maintain
actual case documents; those remain stored within individual County Clerk Offices. Rather, SCOMIS stores

critical data associated to each case.

County Clerks in the state of Washington enter and maintain data in SCOMIS and also in various systems
within each Clerk’s Office. SCOMIS and multiple DJA systems’ data are kept in synch via highly outdated
screen scrape methodology. SCOMIS is engineered from extremely old and inflexible mainframe technology,
the functional limitations of which have forced the establishment of multiple IT systems in order facilitate
performance of DJA’s record-keeping and case management responsibilities (DJA systems for case scheduling
and exhibit management are two examples). As the largest Clerk’s Office in the state of Washington, DJA has
long been limited by the AOC SCOMIS system, which was designed and constructed in the late 1970’s.

As further background, AOC is currently managing the State Superior Court Case Management System (SC-
CMS) Project, which seeks to replace SCOMIS within the next 3-4 years. King County has recently made the
decision to not participate in the statewide project due to multiple characteristics of the Project and AOC’s
chosen solution that are incongruent with mission-critical business practices and/or strategic goals of DJA and
Superior Court. DJA places high value on its ability to respond quickly to changing operating requirements
typically stemming from local rules, urgent changes to practice, or increasing customer demands. AOC’s
chosen solution will be designed as a functional common denominator among Clerks Offices in Washington;
and to some extent, with functionality that is even less desirable than the legacy SCOMIS solution. DJA has
long needed an updated Case Management System (CMS) to: 1) capitalize on modern computing functionality
that allows for data exchange and more efficient business practices; 2) improve the customer service delivered
to the public and the court; and 3) update and consolidate DJA’s technology platform and position the

department for service excellence well into the future.

King County’s decision to separate from AOC’s SC-CMS Project was made extremely carefully and with close
coordination with the Executive’s Office, Budget Office, Superior Court Administration, Superior Court
leadership, and the County Council. Nevertheless, DJA intends to provide data to facilitate a statewide view of

official case records.

In addition to constructing its own case management system, DJA must also develop a unique system for data
exchange between a County-specific system and the AOC solution in order to feed King County’s case data to

the statewide repository.

Finally, as part of its project to replace SCOMIS, AOC will also retire financial management systems that are
used by all County Clerks in the state. (These financial systems are comprised of the Judicial Receipting
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System (JRS) and the Judicial Accounting Sub System (JASS).) Accordingly, DJA must replace the
functionality provided by JRS and JASS. DJA will require a finance management system that is suitable for a
large, high-volume Clerk’s Office before SCOMIS and JRS/JASS are decommissioned. Without procurement
of a financial module, DJA will be left without the capacity to fulfill its financial obligations to the court and

public.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Without a new CMS system and an accompanying Finance and Accounting module to replace the functionality
that will be lost when AOC decommissions SCOMIS, it is assured that DJA will be unable to perform the vast
majority of its mission critical business processes. Such a scenario has a profoundly negative effect on both

DJA and Superior Court operations.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.
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1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
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IT Project Benefits Achievement Plan

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. To achieve a clear understanding and focus on the of the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval, implementation, and post-project
closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To fill this document out fully, please read all of the colored sections and fill in the white cells.

King County Department/Agency DNRP/WTD

Name

Project Title Jaspersoft Amazon Cloud Pilot
Project Number 1111144 (PPD Overhead)

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement Plan (BAP) is regularly
updated and completed when benefits are achieved. Business Owners are required to be at the deputy department director or
higher.

Business Owner Name and Title: Hans Erickson-Project Control Supervisor
Business Owner Contact Information: hans.erickson@kingcounty.gov (206)-684-1074

ion 3. Who is Involved in Developing the Benefit Achievement Plan?

The development of the benefits achievement plan will include significant involvement from the operations or management staff
related to this project and the services it will support. Involve staff who will be using the technology to help identify the
benefits of the project. KCIT business analysts or technology project staff may assist in benefit identification and
documentation. List the staff who contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Joe Barnett Project Control Manager/WTD Project Sponsor

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as information is refined
or scope changes, and when benefits are finally achieved. Department and agencies (the business owners of project benefits)
are required to update this document at the following times or actions:

1. To support initial project request during “gate two” phase of conceptual review.
2. For the annual Benefits report that PSB compiles.
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anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.
Section 5. How long will it take to complete the benefit achievement plan?

To support funding release requests. If there are no changes, simply indicate “review only” in the revision table.
When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business owners that

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to complete this BAP form
once there is a shared understanding of the project and what value it will bring to the County. More complex and costly

projects may require more extensive analysis. To improve this processes in the future, please record the time spent on this in
the table below at each stage of revision:

Revision History Table

. . How long did

Stage Date Revised By Description it take?
Please use conceptual review, Date this A brief summary of what changed How long did
budget process, funding release, Who did the in the document. If this is an it take to

f document o -
annual report, project was document initial draft, please indicate new. If | complete or
implementation, or project updates? nothing has changed, indicate revise the form
. updated - - ;

completion. review only”. at this stage?
Example: Conceptual review 9/1/13 Hans Erickson Initial 2 hours
Project Completion 3/13/15 Hans Erickson Final Status 1 hour

Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of estimated benefits. The
benefits of IT investments generally fit into the following five categories:

o Category #1:
Category #2:
Category #3:
Category #4:
Category #5:

Increased quantity of service

Increased quality of service

Maintaining service level by replacing or upgrading older technology
Reduced cost to produce service

Better access to services for the public

Most projects will have benefits in one or two categories; only a few projects will have benefits across all five categories.
Some projects will have more than one benefit in a particular category and should include a description for each type of
benefit.

Select the category(ies) that best fit(s) for the project. There is a section below for each category of benefit. For each of the
projected benefits ,please report: :

Why you expect the proposed IT investment to produce the benefit.

How will you measure the benefit? (How will you know if the benefit has been achieved?)

What is the current baseline for this measure?

What is the target for this measure? (How much improvement/savings will this project achieve?)

When is the benefit likely to be achieved?

OlB W N

Please update the document online. Do not delete your previous text. Include date and the update directly in the text. Make
sure that you upload the updated version to Innotas. The idea is that this single document shows the history of benefits over
the course of the project. List any changes in the table on section 5. (If there are no changes, type none) The example below is
the model for each benefit category. In subsequent sections, only the summary is displayed to improve readability. Please
follow this full example for each benefit category below.

Example: Reduce cost to produce service. (Savings of $300,000)

Why do you think this project will achieve this benefit? If this project to install accounts payable software is approved, we will
automate three tasks that are currently done manually by agency and central purchasing employees. Based on experience of
other users of the software, this will reduce processing time from the current average of ten days to less than one. This will
allow us to take advantage of prompt payment discounts for over $15,000,000 of annual purchases. These discounts average
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2%, yielding annual savings of about $300,000.

With support from the County’s Lean group, the Procurement Office convened a work group of three of our largest purchasing
agencies (agencies X, Y, and Z) to identify ways to take more advantage of prompt payment discounts. The work group
concluded that the current manual processes precluded fast handling of payables because of the need to send documents back
and forth among agencies. The group estimated that at least four additional FTEs would be needed to speed up the workload
under the current system, which would wipe out potential savings from the vendor discounts.

The County procurement association recently held a Webinar describing software systems that integrate agency and central

purchasing approval processes. Based on this, our IT staff reviewed five software packages and identified at least three that
have the potential to reduce processing time to one day or less. The cost to purchase, customize, and install this software is

estimated at $250,000-$500,000, with annual licensing costs of $25,000-$35,000.

The work group analyzed current County purchases and determined that about 10% are currently receiving prompt payment
discounts, about 40% are for purchases where such discounts are not offered, and about 20% are for complex purchases in
which considerable review before payment is unavoidable. The remaining 30% of County purchases (about $15,000,000
annually) could receive prompt payment discounts if we could reduce processing time from the current average of ten days to
three days or less. Because the proposed software should reduce processing time to one day or less, we believe this full benefit
can be achieved.

How will you measure the benefit?
We will measure the benefit in dollars saved as a result of prompt payment. We will run a report at the end of the year
identifying the average processing time and how many purchases received prompt payment discounts.

What is the current baseline for this measure? If you don’t have an actual measured baseline or a reasonable estimate,
consider selecting another measure.
The county currently saves $100,000 annually as a result of prompt payments.

What is the target for this measure? (How much improvement or savings do you anticipate achieving?)
We expect to save $400,000 annually ($300,000 more than currently)

When do you expect to meet the above target?
Benefits realization should be possible within three months of successful software implementation. This will provide time for
County staff to adjust to the new process.

Category #1: Increased quantity of service, either in absolute terms or in amount produced per time period. These
projects will allow the County to offer more services or produce more service with the same financial and staff
resources.

Example: If this project to acquire hand-held devices and develop custom software is approved, inspectors will be able to
check an average of 10 sites per day compared with the average of 6 currently checked. This will allow the agency to handle
the 20% increase in workload projected in the next three years without adding more staff.

1. Describe why you expect the proposed IT investment to produce the benefit.
Reporting and data access is currently conducted across multiple platforms. Standardizing on a common platform will
increase efficiency and reduce maintenance/upkeep of multiple applications.

2. How will you measure the benefit? (How will you know if the benefit has been achieved?)
Reduction in processing time of current reports can be determined.

3. What is the current baseline for this measure?
Existing monthly/quarterly workload requirements for the PRISM business analyst and adhoc system dba requests.

4. What is the target for this measure? (How much improvement/savings will this project achieve)
Overall 0.5 FTE could be released in repurposed workload assignments.

5. When is the benefit likely to be achieved?
If the pilot is successful, production would be implemented in 1Q-2015
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Category #2: Improved quality of service, such as faster response times, greater reliability, or greater accuracy. To the
extent possible, the reasons such quality improvements are desirable should be explained.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two business days instead of
the four days currently required. This is largely due to the ability of the new software to check national and state databases
more efficiently. About one-quarter of our customers currently complain about the delay in obtaining a license and this time
reduction is expected to eliminate almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to install larger email servers is approved, the current slow response times experienced by users in
some County buildings will be eliminated. Users currently complain of delays of 15-30 seconds in response during peak
periods. The expanded servers will reduce this to no more than 2 seconds even with our current expected increase in traffic of
20% over the next three years. Some increase in productivity will result, but the principal benefit is increased user
satisfaction.

1. Describe why you expect the proposed IT investment to produce the benefit.
Standardized automatic data transfers will replace manual processing for report generation. It is expected power users
will be able to self-manage most data query requests currently handled by dbas.

2. How will you measure the benefit? (How will you know if the benefit has been achieved?)
Improved report processing and reduced dba adhoc requests.

3. What is the current baseline for this measure?
Existing monthly/quarterly workload requirements for the PRISM business analyst and adhoc system dba requests.

4. What is the target for this measure? (How much improvement/savings will this project achieve?)
Cycle times for monthly/quarterly reports will be reduced.

5. When is the benefit likely to be achieved?
If the pilot is successful, production would be implemented in 1Q-2015

Category #3: Projects that maintain service at current levels by either replacing or upgrading older technology. If the
project involves any improvements to services, please note it above.

Example: A project to repair an emergency radio tower will allow the continued operation of emergency radio services in the
northeastern portion of the county until the next-gen radio system is developed.

1. Describe why you expect the proposed IT investment to produce the benefit.
Jaspersoft is a next generation business intelligence software capable of handling the standard reporting and data access
required by WTD, SWD and WLRD.

2. How will you measure the benefit? (How will you know if the benefit has been achieved?)
Sunsetting of multiple legacy reporting applications.

3. What is the current baseline for this measure?
Retirement of existing Filemaker Reporting database.

4. What is the target for this measure? (How much improvement/savings will this project achieve)
Only maintain a single platform.

5. When is the benefit likely to be achieved?
If the pilot is successful, production would be implemented in 1Q-2015

Category #4: Reduced cost to produce service

This category is for those projects that will reduce the costs to deliver a county service. The information provided here should
be consistent with the information in the cost-benefit analysis (CBA) form. This category also includes cost avoidance. Cost
avoidance is those costs that the County would need to pay, has the capacity and intent to pay, but will be avoided due to the
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project.

Example: Reduced cost to produce service. If this project to install accounts payable software is approved, we will automate
three tasks that are currently done manually by agency and central purchasing employees. Based on experience of other users
of the software, this will reduce processing time from the current average of ten days to less than one. This will allow us to
take advantage of prompt payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000.

Example: Cost Avoidance. Maving to this new vendor that uses a SaaS product, we will avoid the need to upgrade the system
to the newest version which goes end-of-life at the end of next year. We were required to make this upgrade due to regulatory
reasons, so this represents a cost avoidance of $100,000.

1. Describe why you expect the proposed IT investment to produce the benefit.
Automated monthly reports will reduce current manual processing.

2. How will you measure the benefit? (How will you know if the benefit has been achieved?)
Current processing times are known.

3.  What is the current baseline for this measure?
Current processing times are known.

4. What is the target for this measure? (How much improvement/savings will this project achieve?)
Overall 0.5 FTE could be released in repurposed workload assignments.

5. When is the benefit likely to be achieved?
If the pilot is successful, production would be implemented in 1Q-2015

Category #5: Better access to services for the public. This category includes those projects that will expand public
access to services. Please note whether current methods of access will be reduced or changed.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule athletic fields over the
Internet and make payments by credit card. This will allow scheduling to occur at any time, rather than the current limited
hours available for in-person or phone reservations. In-person and phone reservations will still be available.

1. Describe why you expect the proposed IT investment to produce the benefit.
N/A

2. How will you measure the benefit? (How will you know if the benefit has been achieved)
N/A

3. What is the current baseline for this measure?
N/A

4. What is the target for this measure? (How much improvement/savings will this project achieve)
N/A

5. When is the benefit likely to be achieved?
N/A

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the benefits you
identified above, explain whether benefits were achieved at target levels. Please include both quantitative measures and
qualitative descriptions of benefits, including any monetary benefits. Use the measures identified above. If not achieved,
explain why.
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Example: This project, to repair an emergency radio tower, was successfully completed in April 2014. The anticipated benefit
was to maintain current service levels at 99.999% up time for an additional five years. This project is currently functioning at
99.999% up-time and will report annually for the next five years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the neighborhood of $500K - $1
Million per tower depending on the construction techniques and size. User agencies on the emergency radio system will
benefit by having infrastructure systems in place that will be assured of not experiencing catastrophic failures due to lack of
maintenance.

Example: This project to automate accounts payable software was implemented and did improve the processing time average.
The average time was reduced from 10 days to 2 days, not quite reaching the 1 day target. Additionally, only 20 percent of
purchases received a prompt payment discount resulting in less cost swings than anticipated. We did not meet the target
because there were fewer purchases that qualified for prompt payment than originally estimated.

Example:
Metric Description Metrics Baseline Target Actual
Reduce cost to deliver Processing Time | e« 10 days e 1 day processing 2 day
service. This project annual savings, processing time time processing time
reduced processing time and percentage of | ¢ 10 percent of e 30 percent of 20 percent of
from the current average purchases purchases are purchases are purchases are
of ten days to less than one | receiving prompt receiving receiving prompt receiving
allowing us to take payment discount payment discounts | prompt payment
advantage of prompt discounts e Savings of e $400,000 savings discounts
payment discounts. $100,000 $200,000
savings

1) Describe why you expect the proposed IT investment to produce the benefit.
Reporting and data access is currently conducted across multiple platforms. Standardizing on a common platform will
increase efficiency and reduce maintenance/upkeep of multiple applications.

Results: The Jaspersoft pilot was a successful proof of concept for platform development, data handling and data display.
WTD management approved next level Jaspersoft development expected to begin in 2Q-15 when KCIT has Amazon Cloud
server set-up is complete where Jaspersoft can be deployed.

2) Describe why you expect the proposed IT investment to produce the benefit.
Standardized automatic data transfers will replace manual processing for report generation. It is expected power users
will be able to self-manage most data query requests currently handled by dbas.
Results: Proof of concept data management routines were successfully tested and power user testing was completed.

3) Describe why you expect the proposed IT investment to produce the benefit.
Jaspersoft is a next generation business intelligence software capable of handling the standard reporting and data access
required by WTD, SWD and WLRD.
Results: Successfully tested multi-agency data management.

4) Describe why you expect the proposed IT investment to produce the benefit.
Automated monthly reports will reduce current manual processing.

Results: Six months of monthly reporting data was successfully simulated.
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IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning
2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved
To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.
DNRP/WTD

King County
Department/Agency Name

Project Title Mainsaver Conversion to ABT

1037876

Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Tim Aratani Finance Manager/WTD Project Sponsor




The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

no

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description dli_l dO\i,'\[l ,:223,)
A brief summary of what How long

PSR LEE Comele] reriey), | el changed in the document. If | did it take to

budget process, funding this Who did the L o
this is an initial draft, please | complete or
release, annual report, docume | document o X .
A . indicate new. If nothing has | revise the
project implementation, or nt was updates? - 2 .
: . changed, indicate ““review form at this
project completion. updated s
only”. stage?
Draft Submittal 2/14/14 Hans Erickson Initial 2 hours
Final Submittal 3/20/14 Hans Erickson Final 1 hour

Project Completion 3/13/15 Hans Erickson Final Status 1 hour




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: N/A

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.




The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit.
Significantly more EBS requisition, work order, inventory and Peoplesoft data records will be
processed on a daily basis compared to the IBIS system because of the way EBS data is recorded.
Daily processing of these values ensures accuracy in business process transactions. Accurate
inventory is necessary for work order planning and delivery.

2. How will you measure the benefit? (How will you know if the benefit has been achieved?)
Successful processing of the additional data volume and reliable data transfer in place.

3. What is the current baseline for this measure?
IBIS data was processed real time. EBS data is processed daily

4. What is the target for this measure? (How much improvement/savings will this project achieve)
Deliver reliable daily processing of valid Project, Organization, Expenditure Type, Task and Award
(POETA) values, requisitions, work orders, inventory and bi-weekly Peoplesoft data.

5. When is the benefit likely to be achieved?
Daily valid POETA values Jan-12. Peoplesoft data Jan-12. Requisition, work order and inventory
processing was targeted for Jan-12 but do to BRC resource limitations this was delayed to 3Q-13.

Category #3: N/A

Category #4: N/A

Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.
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Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings

Section 7. Benefit Achievement Summary

1) Describe why you expect the proposed IT investment to produce the benefit.
Significantly more EBS requisition, work order, inventory and Peoplesoft data records will be
processed on a daily basis compared to the IBIS system because of the way EBS data is recorded.
Daily processing of these values ensures accuracy in business process transactions. Accurate
inventory is necessary for work order planning and delivery.

Results:

-Daily valid POETA values have been successfully processed since Jan-12.

-Mainsaver has been used to process timesheets to Peoplesoft through interface data transfer since
Jan-12.

-Requisition, work order and inventory processing has occurred successfully since 3Q-13.Some
workarounds have been implemented due to BRC indefinitely deferring remaining interface
development.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County DNRP - WTD

Department/Agency Name

Project Title IBIS and Business Objects Retirement
EBS Project Number 745408050

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: John Bodoia, Chief Financial DNRP

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who will
be using the technology to help identify the benefits of the project. KCIT business analysts or technology
project staff may assist in benefit identification and documentation. List the staff who contribute to the
benefit achievement plan below:

Name Title / Agency Project Role
Molly Cherkin Business Analyst, KCIT Business Analyst
Max Foster Business Finance Officer, DNRP WTD SPOC
Margaret Brownell Service Delivery Manager, KCIT Project Lead/Director (update
3/17/15)
Lyza Gatmaytan Web Developer, KCIT Project Manager (update 3/17/15)

tion 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
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information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

N =

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

Sl

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business

owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)
Section 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. " How long
Stage Date Revised By Description did it take?
- A brief summary of what How long
Please use conceptua_ll review, Dgte . changed in the document. If | did it take to
SUBIOE [PIROEES) (LT i UHie elle ine this is an initial draft, please | complete or
release, annual report, docume | document o o P P
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? chanaed. indicate “review form at this
project completion. updated g ’
only”. stage?
Budget Process 9/3/13 Molly Cherkin | New, Initial draft 4 hours
Budget Process 9/5/13 Max Foster Resea_rch, collz_;lboratlon for 4 hours
and team choosing metrics
Budget Process 10/16/13 | Molly Cherkin | Re-doing BAP in new form | 30 minutes
Annual report/project Lyza Review, project status
implementation — Phase 3 SILTILS Gatmaytan update. (update 3/17/15) 1 hour




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the project
does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

X Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services.

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance (update 3/17/15)

X Category #4: Reduced cost or cost avoidance to produce services (update 3/17/15)

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

e Reduce cycle times - If this project is approved, WTD staff will be able to more quickly and
efficiently access relevant data so they can provide accurate and timely responses to customer
inquiries and keep up with ongoing operational duties. Specifically, the following cycle times
will be decreased as a result of the solution’s implementation:

0 Response to escrow request

Early pay-off (unapplied receipts)

Early pay-off (escrow request)

Lien request preparation

Returned item processing

0 Overpayment research

e Reduce deficit - If this project is approved, WTD staff will have more time and resources to

focus on decreasing the backlog of work (including decreasing a $1.9 million deficit in “at-

O 00O
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risk” delinquent accounts) resulting in part from the current inefficient data retrieval process.
0 Note: The $1.9 deficit only refers to “at-risk’ accounts, accounts on which a lien can
be filed and thus WTD staff is more likely to be able to collect payment (*““at risk™
accounts are those within 30 days of being 3 years delinquent and older that do not
have a lien against the property).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

Decreased cycle times
Decreased balance of delinquent payments

3. What is the current baseline for this measure?

Cycle times

0 Response to escrow request — 2 days

Average of 250 escrows received daily. Average response time is 2 days. If no
research is needed to complete the request, it takes between 5 - 20 minutes to
respond. However in most cases additional research is needed and/or WTD
staff must contact local agency for confirmation which may take up to a week
to complete the original escrow request. This project’s focus is to reduce this
research delay.

o0 Early pay-off (unapplied receipts) — 1 day

On average, this process takes about 1 day. Of the 14,000 invoices that are
mailed out each month, WTD gets approximately 7 to 15 pay-offs daily in the
unapplied receipts. It takes anywhere from 60 - 90 minutes to process,
depending on how fast the invoices are printed. This cycle time is also affected
by a glitch in the Oracle Concurrent Manager, which may increase the
processing time to overnight. From the pay-off, WTD also has to complete the
process by closing future invoices and closed/inactive accounts. If this leads to
refunds, which often happens, the process can take 1 hour to days to find the
correct data. This project’s focus is to reduce the delay’s from the system and
missing data in the EBS customer records.

o Early pay-off (escrow request) — 15 minutes

For payoffs due to an escrow request, it takes 5 to 15 minutes to process the
early payoff.

0 Lien request preparation — 2 hours

Preparation for lien requests takes approximately 2 hours.

0 Returned item processing — 1 hour per item

There are currently approximately 7,022 items of outstanding returned mail.
Cycle time varies depending upon how much research and account maintenance
is needed for each piece. Estimated cycle time per piece is 10 minutes to 1 hour.

Delinquent deficit — $1.9 million as of 8/31/2013
o0 WTD pulls this report annually and as of 8/31/2013, the deficit for the “at-risk”
accounts was $1.9 million.

4. What is the target for this measure? (How much improvement will this project achieve?)

Cycle times

0 Response to escrow request — 5 to 60 minutes depending on the amount of research

needed




o Early pay-off (unapplied receipts) — 15 to 75 minutes

o Early pay-off (escrow request) - 5 minutes

0 Lien request preparation — 45 to 60 minutes.

= 15 minutes for drafting Intent to File Lien (then 3 weeks to deliver via post

office processing) and 30 to 45 minutes processing time (with up to one day for
signature approval) to file lien.

0 Returned item processing— 10 to 30 minutes to process each item (and the elimination

of the backlog)
e Delinquent deficit —
0 The total deficit will be less than one million by 8/31/2014

5. When is the benefit likely to be achieved?

e Cycle times - likely decrease within 2 months of implementation
e Delinquent deficit — 1 year
0 The deficit would reduce over 5-10 years as each property with a lien changes hands. The
amount at risk would become $0 within 12 to 24 months. Any amounts delinquent over 3
years will have lien filed so the actual amount will not have an “at risk” status.

NOTE: The Capacity Charge Section will undertake a Lean Business Process Improvement Project
starting with a Lean Event in October 2013.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.
e HP ends all support for the HP-UX operating system used by IBIS and Business Objects on December 31,
2015.
e BRC does not have the resources or knowledge to provide support moving forward.
e |BIS and Business Objects software programs are very old and have not been upgraded. It is very fragile.
e Program software incompatibility. KC employee/standard workstations can no longer access IBIS and
Business Objects. Extra "IBIS only" workstations with very old configurations have been put in place to
resolve the issue. (update 3/17/15)
2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.




Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

A market research was conducted Q4 2014 to identify possible solutions to replace IBIS and Business
Objects. One of the proposed solutions is a Cloud-based ITL with BI. Cost is projected at:

$20,000 for Data Migration and Implementation, and $45,000 for Annual Subscription. (update
3/17/15)

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved) Implementation success measures incorporated into the project — UAT acceptance,
implementation for 3-6 months with no problems/errors, cost reduction. (updated 3/17/15)

3. What is the current baseline?

Yearly cost for maintaining IBIS and Business Objects in 2014 is $141,289.92. (updated 3/17/15)

4. What is the target for this measure? (How much savings will this project achieve)

Approximately an annual savings of $90,000. (update 3/17/15)

5. When is the cost reduction likely to be achieved?

Q1 2015 (updated 3/17/15)

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
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The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning
2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved
To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.
DNRP/WTD

King County
Department/Agency Name

Project Title PRISM Conversion to ABT

1037876

Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Joe Barnett Project Control Manager/WTD Project Sponsor




The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

no

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description dli_l dO\i,'\[l ,:223,)
A brief summary of what How long

PSR LEE Comele] reriey), | el changed in the document. If | did it take to

budget process, funding this Who did the L o
this is an initial draft, please | complete or
release, annual report, docume | document o X .
A . indicate new. If nothing has | revise the
project implementation, or nt was updates? - 2 .
: . changed, indicate ““review form at this
project completion. updated s
only”. stage?
Draft Submittal 2/14/14 Hans Erickson Initial 2 hours
Final Submittal 3/20/14 Hans Erickson Final 1 hour

Project Completion 3/13/15 Hans Erickson Final Status 1 hour




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: N/A

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.




The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
Significantly more EBS expenditure data records will be processed compared to the IBIS system
because of the way EBS data is recorded. Expenditure data will be processed on a daily basis up
from bi-monthly under IBIS. Additionally, data for 150+ Operating projects will be processed for
contract payment Project, Organization, Expenditure Type, Task and Award values.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
Successful processing of the additional data volume and reliable data transfer in place.

3. What is the current baseline for this measure?
Bi-monthly data processing under IBIS.

4. What is the target for this measure? (How much improvement will this project achieve?)
Deliver reliable daily processing of expenditure data and valid POETA values.

5. When is the benefit likely to be achieved?
Valid POETA values Jan-12. Additional Operating projects Jan-12. Daily expenditure actuals
processing was targeted for Jan-12 but do to BRC resource limitations this was delayed to 4Q-13.

Category #3: N/A

Category #4: N/A

Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.




Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e 1lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings

Section 7. Benefit Achievement Summary

1) Describe why you expect the proposed IT investment to produce the benefit(s).
Significantly more EBS expenditure data records will be processed compared to the IBIS system
because of the way EBS data is recorded. Expenditure data will be processed on a daily basis up
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from bi-monthly under IBIS. Additionally, data for 150+ Operating projects will be processed for
contract payment Project, Organization, Expenditure Type, Task and Award values.

Results:

-PRISM data structures were successfully modified for EBS data and blended with historic IBIS data
to seamlessly cover historic expenditures on over 1400 projects totaling over $4.5B total cost. System
changes were in place in Jan-12. Historic budget and expenditure data conversion to EBS was
certified by PSB in 1Q-14.

-Valid POETA values for Capital and Operating projects have been successfully processed on a daily
basis since Jan-12.

-Daily automated expenditures transfer from EBS to PRISM was implemented in 4Q-13. EBS data
delivery procedures were revised in mid-2014 to handle additional data cases. Automated QA
procedures were implemented in 4Q-14.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Natural Resources & Parks
Department/Agency Name Solid Waste Division

Project Title Faster Web

Project Number 914799811

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Pat McLaughlin, Division Director

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Interim Asst. Operation Business Manager
Chris Gavigan Manager/SWD
Project Program Manager | Project Manager
Lisa Huntley IV/ SWD
Update: Shop Supervisor Supervisor

Lynn Walters




actions:

A

revision table.

o &

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)
tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Stage Date Revised By Description d|i_| dO\i,'r tlgag’)

Please use conceptual review, | Date A U LT o How long
ptua ' : . changed in the document. If | did it take to
budget process, funding this Who did the - L
this is an initial draft, please | complete or

rele_ase,'annual TEeIng YEBUTE )RR indicate new. If nothing has | revise the
el |mpleme_ntat|on, or nt was Tkt changed, indicate “review form at this
project completion. updated only” ' stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith %2223?3 the metrics we will 2 hours
Conceptual Review 2/10/14 | Lisa Huntley New, initial draft 2 hours
Update 2/23/15 | Lisa Huntley Updates added 1 hour




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
This project will enable real time entry of maintenance activities at all Solid Waste work locations,
eliminating duplication (tech writes up service in the field, then enters the same thing in the computer
later), while allowing better oversight of maintenance activities. Real time entry will also reduce
delays as Faster Web allows techs to order parts in real time. Finally, parts and equipment
warranties are flagged in real time allowing proactive follow up and better warranty recovery.
Update 2/23/15:
Real time entry at all SWD locations has been achieved and has eliminated duplication. Oversight by
supervisor and leads is now also real-time. More staff, such as site staff, have been added as
technicians to the program so that their work can be captured, increasing the amount of data
collected in FasterWEB. Warranty processes are currently under review to standardize across
personnel and conform with Faster features.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
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Reduction in delays/faster processing time will be reflected in equipment downtime. This is a measure
of hours a piece of equipment is unavailable for use during operational hours. Less downtime means
more uptime for customers, such as transfer station operators and truck drivers, to do their jobs
without delay.

Update: 2/23/15

Downtime in Faster is a complicated measure with many settings. These have been reviewed and
updated, so while downtime has not decreased from previous figures, the data itself is more accurate.

3. What is the current baseline for this measure?
This measure is tracked monthly with a target of no more than 5%. In January, downtime was 4.7%.
Update: 2/23/15
Downtime for January 2015 using the FasterWeb report was 10.58%.

4. What is the target for this measure? (How much improvement will this project achieve?)
The target is to reduce downtime by 10%, so the new goal would be no more than 4.5% downtime.
Update 2/23/15
While the target was not met, the method of data collection for this measure has improved.

5. When is the benefit likely to be achieved?
There will be a learning curve for the new software, so the benefit will likely be achieved in the
second quarter of use (6 months).
Update: 2/23/15
The benefit we are looking towards now is a more targeted preventive maintenance program to better
respond to the downtime data. Based on the more accurate data, a new goal for downtime is 8%. We
hope to achieve this by the end of Q2 2015.

\W Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.




Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.




If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days e 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. To achieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County DNRP/Solid Waste
Department/Agency Name

DNRP Solid Waste Division Transfer Transaction system upgrade (DNRP

Project Title — SWD — Paradigm Upgrade)

‘ Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role

Linda Bremer SWD/Finance and Financial Decisions
Administration Manager

Cynthia Adams SWD/Special Projects Agency Contact
Administrator

Ken Wong SWD/Accounts Receivable | End User
Supervisor

Tom Nguyen KCIT/IT System Specialist | Technical Support
IT SDM /KCIT BAP edits

Gary Hocking
ITPM I Project Manager

Lloyd Jordan

Sue Delaat IT Services Manager Il Supervisor

1



Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

o1&

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description dli_l dO\i/'\[/ '[I;)Ego
A brief summary of what How long

P2 L85 ERNEEIEL [BIENY, | [DETE changed in the document. If | did it take to

budget process, funding this Who did the L L
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Conceptual review 6/4/14 Alejandra New, initial draft 2 hours
Calderon
Functional software system 3/13/15 Cynthia Upgrade 1 hour

Adams




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)
Category #1: External service benefits: Improving the quality or quantity of services provided to the
public
&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services
&Category #3: Maintaining service levels by replacing or upgrading older technology
DCategory #4:. Reduced cost or cost avoidance to produce services




Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

The functional software system is no longer supported and needs to be replaced by December 2016.

Completion of this project would improve the overall reliability of the system. Less down time will
reduce delays at the scale houses. Although we currently cannot measure wait times both the customers
and staff will benefit from system reliability and less unplanned maintenance. This will also help us
reduce staff over time for unscheduled maintenance.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
We will measure the support staff call out / call back support hours.

3. What is the current baseline for this measure?

Our call out / call back hours for unscheduled support of the system are highly variable. We are currently
averaging 6 hours per week of call out / call back time for an hourly employee. There are additional
support hours provided by a salaried employee that are not measurable.

4. What is the target for this measure? (How much improvement will this project achieve?)

Our target is to reduce call out / call back support hours to an average of 2 hours per week.

5. When is the benefit likely to be achieved?
We will be able to measure the benefits about six months after implementation is final. The adjusted

completion date for the project is 12/31/2016. So, we should be able to begin measuring benefits in mid-
2017.




Category #2: Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

1. Describe why you expect the proposed IT investment to produce the benefit(s).

Completion of this project will automate the preparation of the transaction file uploaded to the Oracle
EBS financial system. This is currently a manual process that results in staff overtime.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
We will track any staff overtime related to preparation of the EBS upload.

3. What is the current baseline for this measure?
Preparation of the EBS upload file currently results in 4 hours of overtime per week.

4. What is the target for this measure? (How much improvement will this project achieve?)
Our target is to completely eliminate this overtime.

5. When is the benefit likely to be achieved?

Full changeover of all the transfer stations to the new system will take approximately one year, beginning
in February 2016. So, we will be able to begin measuring results in mid-2017.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

This project will upgrade the hardware, server operating system, and Paradigm software that make up
the Solid Waste Division weigh scale / transaction system. This upgrade is necessary because:
e The age of the existing server hardware is 7 years old. The average lifecycle of this
technology is about 4 years.
e The age of the current server operating system is 10 years. Microsoft is dropping support for
this operating system (Microsoft Windows Server 2003) in July 2015.
e We are also using an older version of the Paradigm transaction system. Our vendor will be
supporting the version we are using until 2018.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The Windows Server 2003 operating system that is currently used in this system is being retired
by Microsoft in July 2015. After that date Microsoft will no longer support this software. The
current server hardware is old, and does not support the Microsoft Windows Server 2012
operating system. A system failure is becoming more likely; currently there are isolated failures
approximately every 3 months.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
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neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days e 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County

Department/Agency Name DNRP/WTD

Project Title West Section Control System Replacement
EBS Project Number 1038125, 1114374 & 1114376

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Christie True, DNRP Department Director

Section 3. Who is involved in developing the Benefit Achievement Plan?
The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Kathy Loland Section Manager/WTD Sponsor
Dan Grenet Section Manager/WTD Sponsor/Customer
Randy Smith Supervisor/WTD Customer
Steve Zamperin Supervisor/WTD Customer




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:
1. To support initial project request during “gate two” phase of conceptual review.
2. For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.
4. When a material scope change is identified and reported.
5. Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description dli_l dO\i,'\[l ,:223,)
A brief summary of what How long

P2 L5 ERNEEpIEL [N, | [DETE changed in the document. If | did it take to

budget process, funding this Who did the .. L
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o e .
: . changed, indicate ““review form at this
project completion. updated

only”. stage?
Revised per Council 10/14/13 | Ann Grothe Revised, changed to new
Request format

2 hours




Section 6. Description of Project Benefits

Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:
1) External service benefits: Improving the quality or quantity of services provided to the public
2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services
3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance
4) Reduced cost to produce services (internal or external)
Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

4 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: N/A

Category #2: Internal service benefits: N/A

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.
This project will completely replace the current West Section control system. The expected life span
of a SCADA or DCS (distributed control system) is 10-20 years. The current control system
technology, installed in the 90’s, is failing. The hardware is no longer manufactured and the software
is no longer supported by the manufacturer. As this system is critical to plant operations, timely
replacement is necessary to avoid Ecology permit violations.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.
Existing hardware and software is already failing. The probability of complete system failure is 100%
within a year. The replacement has been phased to prioritize the replacement of critical and failing
hardware first.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance — N/A




Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings

Metric Description Metrics Baseline Target Actual




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County
Department/Agency Name Assessments

Project Title DOA Acctg System Update

EBS Project Number 1117788

Section 2. Business Owner Accountability

Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Richard Watson: Administrative Services Division Director
Business Owner Contact Information: richard.watson@kingcounty.gov ; 206-263-2356

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Richard Watson Administrative Services Business Owner
Division Director
AlDams ProjectProgram-Manager IV Project-Manager
Brendan Camarda Budget & Procurement Budget Coordinator

Coordinator

Norene McPherson IT Project Manager | Project Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

A

revision table.

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Revision History Table

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o 2 .
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Rich Watson. Al
Annual report 2/11/14 Dams, Brendan New, initial draft 15.5 hrs.
Camarda
Rich Watson. Al .
Annual report 3/19/14 Dams, Brendan Revised. Updated based upon . 5.5 hrs.
comments from PSB and Council
Camarda
Rich Watson,
Project Closeout 2/19/15 Al Dams, Project Completed. RFP 1.0 hr
Brendan developed.

Camarda







Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

X Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

Implementation phase (unfunded)

An updated accounting system (PBS) will allow King County to:

e Improve levy rate calculation accuracy to ten decimal points to address State Auditor’s Office
repeat finding. The levy rate accuracy is required to ensure that the County’s development of the
Property Tax Roll is fair and equitable, and property tax revenue is fairly distributed to taxing
jurisdictions.

e Taxing Jurisdictions’ Budget Development - Reduce cycle time for producing levy rates from over
ten (10) weeks to one (1) to two (2) weeks would allow jurisdictions to receive budget query
responses and models more quickly, supporting their budget development.

e Offer service enhancements to our taxing jurisdictions through additional query and forecasting
ability.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
The benefits will be measured against the project milestones, that include:

Implementation phase (unfunded)

Do levy rate calculations have 10 decimal places?

Has cycle time been reduced to 1 to 2 weeks?

Have response times improved to taxing jurisdictions levy rate and budget questions?
Are the taxing jurisdictions using the enhanced query and forecasting?

3. What is the current baseline for this measure?
Implementation phase (unfunded)

e Levy rates currently have five (5) decimal places.
e Cycle time is currently ten weeks for levy rate calculation.
e Jurisdictions currently have no query capabilities.

4. What is the target for this measure? (How much improvement will this project achieve?)
Implementation phase (unfunded)

Levy rates have ten decimal places

Cycle time is less than two (2) weeks for levy rate calculation.

Taxing jurisdiction information requests are responded to within one (1) business week.
100% of jurisdictions have the ability to access the data and write queries.

50% of jurisdictions are accessing the data and writing queries.




5. When is the benefit likely to be achieved?
Implementation phase (unfunded)

e 2-5years. This benefit would require budget authority

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

Study phase (funded)

e By engaging a KCIT Business Analyst and outside consultant to analyze and document work flow,
business requirements and future state opportunities, this project will inform the County’s
decision process to select/build the future accounting system (Property Based System or PBS).




Implementation phase (unfunded)

An updated accounting system (PBS) will allow King County to:

King County Assess to Collect Line of Business Efficiency — Reduce cycle time from over ten (10)
weeks to one (1) to two (2) weeks which will benefit DOA, FBOD Treasury and other agencies by
allowing a faster response to intra-agency communication and action on the development of levy
rates and budget forecast responses to OEFA which in turn would improve forecasts, duplicative
work that exists in the current system.
o0 Additional saved capacity would include:

= Reduction of Accounting Sales Identification document processing backlog

= Reduction of Accounting Exemption application processing backlog

= Repurpose of Accounting staff FTE to higher level audit functions
Update outdated business processes reliant on the mainframe to improve efficiency resulting in
better resource allocation using LEAN methodology (not gained from mainframe re-host).
Eliminate inefficient workarounds created to mitigate mainframe deficiencies (not gained from
mainframe re-host).

o Estimate of inefficient work process savings would include:

= Reduction of Accounting Sales Identification document processing backlog

= Reduction of Accounting Exemption application processing backlog

= Repurpose of Accounting staff FTE to higher level audit functions

= Levy rate calculation efficiencies

= and other Work/Business Process or LEAN process efficiencies as identified in the

MTG report.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
The benefits will be measured against the project milestones, that include:

Study phase (funded)

Final analysis and approval of the build/buy/hybrid decision

Staffing model approved for build decision

Business Requirements gathering for the Request for Proposal (RFP) for buy decision

Approval of Business Requirements

Development of RFP for buy decision

Number of qualified RFP respondents

Validation of connectivity with other systems already in place, CAMA, Oracle Core Financial, etc.
Evaluation measures for RFP submittals




Implementation phase (unfunded)

Has cycle time been reduced to 1 to 2 weeks?
Have intra-agency response times improved for levy rate and budget forecast questions?
Have the number of rebillings been reduced?
Have the new business processes had cycle times reduced?
o Sales Identification Backlog reduced?
0 Exemption Application Backlog reduced?
0 Accounting staff FTE repurposed to other higher level functions, i.e. auditing, evaluation,
etc.
Have the mainframe workarounds been eliminated?
o Sales Identification Backlog reduced?
0 Exemption Application Backlog reduced?
0 Accounting staff FTE repurposed to other higher level functions, i.e. auditing, evaluation,
etc.?
0 LEAN business processes implemented per MTG report?

3. What is the current baseline for this measure?

Study phase (funded)

No baseline. We have no process to move forward on this decision.
(Awaiting final project report to determine next steps and entry baseline.)

Implementation phase (unfunded)

Cycle time is currently ten weeks for levy rate calculation.
Sales identification processing backlog of 5 — 6 months
Exemption application processing backlog of 10 — 12 months
No repurposed auditing FTE in Accounting

No LEAN process improvements in Accounting

4. What is the target for this measure? (How much improvement will this project achieve?)

Study phase (funded)

The target is an approved build/buy or hybrid decision, RFP if required, vendor selected.




Implementation phase (unfunded)

Cycle time is less than two (2) weeks for levy rate calculation.

Sales identification processing wait less than three (3) weeks

Exemption application processing wait less than three (3) months

Auditing or other repurposed FTE budgeted and active in Accounting Division
LEAN process improvements implemented.

5. When is the benefit likely to be achieved?
Study phase (funded)

e Build buy decision 3™ quarter 2014.
Implementation phase (unfunded)

e 2-5years. This benefit would require budget authority.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

e Current mainframe programing in existence since early 1970s. Cobol programing is already
obsolete, and does not have the capacity for the required changes that need to be made to support
business process improvements.




e Current re-host scheduled for go-live in June 2014 with no enhancements or process
improvements (same inefficient applications and business processes supported by updated code,
which will be more difficult to upgrade due to a loss of staff expertise and lack of system
foundational knowledge.

e Current silo model work flow across County agencies with no process ability to work across
agencies in current system. All interagency work is done manually, outside of this technology
solution.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

10




Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings

The Accounting System Update project achieved its primary goal/benefit of informing a Build or Buy
decision for the County’s future property tax system to be known as the King County Interagency Property
Tax Accounting System (PTAS). The project met the goal by producing an analysis, The “MTG Report”, of
the options available and arriving at a Hybrid/Buy decision. This report spanned input from several King
County Agencies and was a collaborative effort at analyzing our current Property Based System (PBS).
The analysis provided the Business Requirements and other elements necessary for a completion of a
PTAS Request for Proposal (RFP). The project achieved these benefits on time (in 2014) and within
budget. Since the department concentrated its efforts on REHOST success and in discussions with
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Performance, Strategy and Budget (PSB) the PTAS funding decision was delayed and the RFP was not
issued and thus project metrics of number of RFP respondents and evaluation measures of RFP submittals
were not met.

Benefits Described:

By engaging a KCIT Business Analyst and outside consultant to analyze and document work flow,
business requirements and future state opportunities, this project will inform the County’s
decision process to select/build the future accounting system (Property Based System or PBS). -
ACHIEVED

Final analysis and approval of the build/buy/hybrid decision — Hybrid decision reached. —
ACHIEVED

Staffing model approved for build decision — NOT APPLICABLE

Business Requirements gathering for the Request for Proposal (RFP) for buy decision -
ACHIEVED

Approval of Business Requirements - ACHIEVED.

Development of RFP for buy decision — ACHIEVED.

Number of qualified RFP respondents —- NOT ACHIEVED. Department withheld RFP to fully
support REHOST as a priority.

Validation of connectivity with other systems already in place, CAMA, Oracle Core Financial, etc.
— NOT ACHIEVED, See above.

Evaluation measures for RFP submittals - NOT ACHIEVED, See above.

The target is an approved build/buy or hybrid decision, RFP if required, vendor selected. - NOT
ACHIEVED, See above.

Build buy decision 3™ quarter 2014. - ACHIEVED in 4™ Qtr. 2014.

12




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Council, Board of Appeals/Equalization
Department/Agency Name

Project Title Property Tax Assessment Appeal Project
Project Number 1111665

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Neal Cook (Project Sponsor & Business Owner for Board of Appeals/Equalization)
Dennis Pulsipher (Project Co-Sponsor, Business Owner for Assessor Office)
Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:
Name Title / Agency Project Role
Neal Cook Manager/Clerk of Board of | Business Owner, Project Sponsor
Appeals/Equalization
Dennis Pulsipher Chief Appraiser, Assessor | Business Owner, Project Co-Sponsor
Office
Amy Calderwood Ombudsman, King County | Steering Committee member
Council
Rebecha Cusack Director of Strategic Policy | Steering Committee member
Initiatives, King County
Council
Bill Kehoe CIO, KCIT Steering Committee member
Kevin Dickie Developer, Assessor Office | Project team member, technical
Hoang Nguyen IT Director, Assessor Project team member, technical
Office
Barb Delauter Business Analyst, KCIT Gather business requirements
Juliette Peze Project Manager, KCIT Manage project

1



Staff, Board of
Appeals/Equalization
Staff, Board of
Appeals/Equalization
Staff , Tax Advisor

Staff , Tax Advisor

Cindy Hunter Project team member, Business SME

Millie Hagedorn Project team member, Business SME

Barbara Shisa Project team member, Business SME

Keovernkhone, Vanthida Project team member, Business SME

tion 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

o &

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

Section 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table
. . How long
Stage Date Revised By Description did it take?
i A brief summary of what How long
Please use conceptual review, | Date . L
. : . changed in the document. If | did it take to
budget process, funding this Who did the L .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
d . changed, indicate “review form at this
project completion. updated -
only”. stage?
Neal Cook & . .
BPA document 37114 Dennis Updating BPA using new 3 hours
. template
Pulsipher
BPA document 3/19/15 g:ﬁlnii(mk & Updating BPA 3 hours
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. Pulsipher

Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)
Category #1: External service benefits: Improving the quality or quantity of services provided to the
public
DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services
DCategory #3: Maintaining service levels by replacing or upgrading older technology
DCategory #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

The major goal of the project was to enable King County constituents to file their property tax assessment
appeal online rather than on paper. The project will measure adoption and usage of the new online
tool/process by the public. This will confirm that the project met this goal.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
Benefit is being measured regularly by Neal Cook, as the business owner. Neal compiled and published
statistics on number of appeals received and processed.

3. What is the current baseline for this measure?
The project expected that 10% of the total appeals being filed online upon introduction of the new
eAppeals web application.

eAppeals version 1.1 was made available to the public in June 2013 on kingcounty.gov and by October
2013, the team reported that 30% of the total appeals filed were being done on-line. This figure has been
staying pretty constant over time (no decrease).

4. What is the target for this measure? (How much improvement will this project achieve?)

The team is now expecting to increase this figure with newer eAppeals releases (version 2.x). These
releases will add new features that will make it easier for online filers to submit their appeals. The team is
hoping to bring the percentage of online appeals to 50% of the total submitted by end of 2015.

5. When is the benefit likely to be achieved?
The new target for eAppeals version 2.x is expected to be met by end of 2015.

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
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provide a summary.

Describe why you expect the proposed IT investment to produce the benefit(s).

How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
What is the current baseline for this measure?

What is the target for this measure? (How much improvement will this project achieve?)
When is the benefit likely to be achieved?

arODE

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to




upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
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time from the current | percentage of 10 percent of purchases are 20 percent of

average of ten days to | purchases purchases are receiving purchases

less than one allowing | receiving receiving prompt payment | are receiving

us to take advantage | prompt discount discounts prompt

of prompt payment payment Savings of $400,000 payment

discounts. discounts $100,000 savings discounts
$200,000
savings

This project successfully released eAppeals versionl.3 (latest update) and measured adoption/usage rate
of 31.59% as of January 2014.

Update as of March 2015:

The first release of eAppeals version 2 was completed in August 2014 on kingcounty.gov. The overall
usage of eAppeals increased from 30% (in 2013) to 54% (in 2014), with the majority of increase being for
non-residential type of appeals.

This figure is expected to increase over 2015 as the business owner, Neal Cook, is conducting great
outreach work with the non-residential community and new features are being added to the eAppeals web
application for making online filing more convenient for filers.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County
Department/Agency Name Assessments

Project Title KCIT Assessors Tablet PC Replacement

EBS Project Number 1111959

Section 2. Business Owner Accountability

Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Richard Watson: Administrative Services Division Director
Business Owner Contact Information: richard.watson@kingcounty.gov ; 206-263-2356

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Richard Watson Administrative Services Business Owner
Division Director
AlDams ProjectProgram-Manager IV Project-Manager
Brendan Camarda Budget & Procurement Budget Coordinator

Coordinator

Don Saxby IT Project Manager | Project Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

actions:

A

revision table.

SRR

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Camarda,

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o .
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Rich Watson. Al
Annual Report 2/11/14 Dams, Brendan New, initial draft 3 hrs.
Camarda
Rich Watson. Al -
Annual Report 3/19/14 Dams, Brendan ge"'s"?”- Updated based upon 30 min.
ouncil and PSB comments.
Camarda
Rich Watson,
Annual Report o915 | Al Dams, Annual Update 1.0 hr.
Brendan
Camarda
Rich Watson,
Annual Report oi2315 | Al Dams, Annual Update 1.0 hr.
Brendan
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Hoang
Nguyen, Don
Saxby

Annual Report

3/19/15

Rich Watson,
Al Dams,
Brendan
Camarda

Annual Update

1.0 hr.




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

X Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

e Describe why you expect the proposed IT investment to produce the benefit(s).

The Assessor Tablet PC Replacement project includes real time synchronization between the
tablet devices and the real property database and the ability to use GIS to map site visits and
minimize driving. The time saved will:

o Allow the DOA to meet increasing property parcel count without adding field
appraisal hours through the year 2017. Keeping appraisal labor hours steady has the
benefit of not adding new appraiser labor costs in the 2015 -2016 biennial.

o Full use of the new mobile device technology will result in an average efficiency gain
of 30 minutes per field day per appraiser.

= Assumption is that this efficiency is gained during the 75 % of the time
residential appraisers spend in the field.
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= Efficiencies are gained in a number of ways, including: iPad syncs photographs
taken of properties instead of appraisers manually performing this function;
data gathered in the field is downloaded in real time from the field, without
having to physically link the mobile device with the server in the office; iPad
battery has longer charge capacity, allowing appraisers to work a whole day
on one charge without taking time out to charge.
o Allow DOA to document increasing new construction activity (post-recession)
with increased field data collection — Added benefit 2/19/15

e How will you measure the benefit(s)? (How will you know if the benefit has been achieved?

0 Average parcel inspection count per appraiser per day
o0 No new field appraisal hours added through 2017

e What is the current baseline for this measure?

0 3.74 per hour — physical inspections in residential division
0 147,000 appraisal hours

e What is the target for this measure? (How much improvement will this project achieve?)
0 3.96 per hour — physical inspections in residential division

0 Appraisal hours remain constant despite increase in parcel count
o OEFA estimate/projections for new construction

e When is the benefit likely to be achieved?
0 Phase 1in 2014,

o Phase 2in 2015
o Phase 3in 2016

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary




To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the

measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five

years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the

neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing 10 days 1 day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County King County International Airport
Department/Agency Name

Project Title Maximo Upgrade

Project Number 1028664

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Robert I. Burke

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Michael Colmant Deputy Director Project Manager
Joel Abanes Info Systems Specialist Provide technical assistance on Maximo

Kent Sherburne Fin & Admin Svcs Mgr Provide assistance to Project Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N
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Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated only” stage?
Added the additional budget
Budget Process 2013 Gary Tripp of $278,640 received in the 2 hours
2013-14 budget ordinance.
KCIT assisted KCIA in
conducting a solutions
analysis of existing KC asset
management systems. Spent
Update (2/6/15): Conceptual | Feb, Kent $58,000 on this stage that 1 hour
Review 2015 Sherburne went from April 2014 to Jan
2015. Since no system has
yet to be chosen or
implemented it will be
another 1-2 years before




benefits will start to be
achieved.




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

The investment will improve internal processing and reporting, functionality, and the accuracy of the data.
The current system’s reporting capability has declined. For example, the cost roll-up feature does not
work anymore so supervisors have to try to piece together different data on an excel spreadsheet; the
inventory report does not pick up all of the data you need extracted so you have to manually intervene to
piece together the right data. There are database capacity limitations on the system that is slowing the
response time down significantly so supervisors and those inputting data are spending more time with the
system.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

The benefits will be achieved if the system saves labor in producing reports, enhances data accuracy since
errors are more likely when piecing together reports from different fields and files, and reduces the labor
time in inputting and extracting data.

3. What is the current baseline for this measure? (1) Time spent in extracting data and producing a
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report from current level to a new system. Producing a report can take several hours instead of
minutes. (2) Improve data accuracy by comparing report results of the old method and the new
system’s standard reports. (3) Improve the amount and variety of custom data that can be extracted
and integrated into a single report.

4. What is the target for this measure? (How much improvement will this project achieve?)
Spend 50% less time inputting data into the system and extracting reports.

5. When is the benefit likely to be achieved?
Within 3 months after installation and training in the new system.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.




Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:
Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days e lday 2 day
service. This project | Time annual processing processing time | processing
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reduced processing savings, and time 30 percent of time

time from the current | percentage of 10 percent of purchases are | 20 percent of

average of ten days to | purchases purchases are receiving purchases

less than one allowing | receiving receiving prompt payment | are receiving

us to take advantage | prompt discount discounts prompt

of prompt payment payment Savings of $400,000 payment

discounts. discounts $100,000 savings discounts
$200,000
savings

Benefits have not been achieved because the project has not started.

Update (2/6/15): Benefits have not been achieved because project is only at the stage of evaluating three
replacement systems (EAM, M5, and City/Works) to meet KCIA’s functional requirements.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation/Transit
Department/Agency Name

Project Title ADA Broker Equipment

EBS Project Number 1111983

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Bob Sahm Supervisor/Transit Supervisor of project managers
Janey Elliott Transportation Planner 11 | Original Project Manager
Michael Glauner Transportation Planner IV | Ending Project Manager

Matthew Weidner Transportation Planner 11 | Technical IT Planner




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N
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Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Stage Date Revised By Description dli_l dO\i/¥ ,[I;)Eg,,
Please use conceptual review, | Date AU U AL How long
budaet process fEndin ' this Who did the changed in the document. If | did it take to
getp ' g this is an initial draft, please | complete or
rele_ase,_annual I SEEUTE | CEEUTEL indicate new. If nothing has | revise the
project implementation, or nt was updates? changed, indicate ““review formiatthis
project completion. updated only” ’ stage?
Benefit Achievement Plan 11/24/14 Michael Updated 2 hours
Glauner
Kathleen
Annual Update 3/3/15 McMurray




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

X Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




The Broker Equipment Project funded a variety of technology systems for the Access Transportation
Program, the final phase being the IVR replacement. Because the majority of expenses occurred between
1993 and 2005, this benefit achievement plan focuses on the IVR upgrade. The upgrade and new install
were completed in 2012 and included both hardware and software used by the telephone system and
added additional features including SMS/text messaging and Spanish language line.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
The final phase of this project involved upgrading the ACCESS Transportation Control Center (ACC)
Interactive Voice Response (IVR) system. This is the menu driven phone system used by riders in the
program. Additional elements of the new system include automated booking, text messaging
capabilities and Spanish language line.

a.

b.

Call Distribution. Call distribution statistics were expected to improve greatly with the
new ACC IVR system.

Automated Booking. The goal of this element is to allow riders to make transportation
requests, confirm requests and cancel requests. This can all be done using the new touch
tone automated system.

SMS/MMS Text Messaging. The goal of this element is to offer an additional method of
notification for riders that carry newer mobile data technology. In addition to the current
automated dial-out functions of the system, riders can now request notifications by text
messaging or use their device to initiate a request for trip information that is then texted
back.

Spanish Language Line. The goal of this element is to offer additional language support
for Spanish to the IVR. Riders can choose to navigate the entire system in Spanish and be
routed to a Spanish speaking call taker.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
The new system should maintain or improve existing ACC call handling functions and statistics. In
addition, new features will be brought online and implemented and measured.

a.

b.

Call Distribution. Improvements to call distribution were measured by looking at average
hold times and calls answered within 3 minutes.

Automated Booking. This element did not exist prior to implementation. Success will be
measured by the number of successful logins, successful bookings and successful
cancellations.

SMS/MMS Text Messaging. This element did not exist prior to implementation. Success
will be measured by the number completed outgoing messages.

Spanish Language Line. This element did not exist prior to implementation. Success
will be measured by the number of users that are able to navigate the new menu system.

3. What is the current baseline for this measure?
The existing phone system tracks multiple call statistics including avg. hold times and % calls
answered within threshold. New feature tracking measures will include:

a.

b.

Call Distribution. The baseline for average hold times was 3:57 minutes and the baseline
for calls answered within 3 minutes was 90%.

Automated Booking. Success will be measured by the number of successful logins,
successful booking and successful cancellations. Current baseline is 0%

SMS/MMS Text Messaging. Success will be measured by the number of completed
outgoing messages. Current baseline is 0%

Spanish Language Line. Success will be measured by the number of users that are able
to navigate the new menu system. Current baseline is 0%




4. What is the target for this measure? (How much improvement will this project achieve?)
As part replacement and part new implementation, call statistics should remain the same or improve.
New features will be tracked using new metrics as described below.

a. Call Distribution. The target measure for average hold times was 3:30 minutes and the
baseline for calls answered within 3 minutes remained 90%.

b. Automated Booking. The goal of this element is to allow riders to make transportation
requests, confirm requests and cancel requests. Target for this element is a cumulative 100
users per day.

c. SMS/MMS Text Messaging. The goal of this element is to offer an additional method of
notification for riders that carry new mobile data technology. Target for this element is
100 SMS/MMS outgoing per day.

d. Spanish Language Line. The goal of this element is to offer additional language support
for Spanish to the IVR. Target for this element is 25 language line users per day.

5. When is the benefit likely to be achieved?
The majority of benefits of the replacement were achieved by the close of the project including the
menu driven phone system, text messaging and Spanish language line.

a. Call Distribution. This benefit has been achieved. Average hold times is now 00:48
minutes and calls answered within 3 minutes are 94.39%.

b. Automated Booking. The IVR features of automated booking are currently working, but
are waiting on an upgrade to the scheduling software from another vendor 1st quarter 2015
to fully implement. This was caused by a change in the scope of work for the scheduling
software as outside partners were brought into the system. Additional customizations need
to be completed on this outside software in order for it to distinguish between non-Access
Transportation providers and funding sources.

c. SMS/MMS Text Messaging. This function is currently in use, but has not reached goal
due to a lack of knowledge of its availability on the part of riders. Additional outreach
efforts will be made in 1* quarter 2015 to educated riders on the availability and benefit of
this function.

d. Spanish Language Line. This function is currently in use and has been incorporated into
Access Transportation Ride Line. Mainstream usage has been slow due to the ready
availability of bilingual call takers available in the call center as well as the use of the 3"
party language line.

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
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improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.
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Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
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day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

The ADA Broker Equipment project closed in 2012. This is an annual update to the Benefits
Achievement Plan.

The ADA Broker Equipment Project funded a variety of technology systems for the Access
Transportation Program, the final phase being the IVVR replacement. Because the majority of expenses
occurred between 1993 and 2005, this Benefit Achievement Plan focuses on the IVR upgrade. The
upgrade and new install were completed in 2012 and included both hardware and software used by the
telephone system and added additional features including SMS/text messaging and Spanish language line.
Although target goals have not been fully met, the final three functions and metrics did not exist before
the upgrade and are fully functional. Usage has been limited by a lack of general knowledge on the part
of riders that these features are available to them. Further growth in use of these functions requires
further outreach and education of riders to better notify them of the availability of these new features.

Metric Description Metrics Baseline Target Actual
Call Handling e Avg. hold e 3:57minutes | e 3:30 minutes | e :48 minutes
(Benefits achieved) time
e %calls e 90% e 90% e 94.39%
answered
under 3
minutes
SMS Text # successful e N/A e 100 perday | 3 perday
Messaging outgoing
Spanish Language # using language | ¢ N/A e 25 per day 4 per day
Line option
Automated Booking | # successfully e N/A e 100perday | TBD*
booked

*For full functionality, this will require an upgrade to another vendor’s scheduling software before full

deployment, scheduled 1st quarter of 2015.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County

Department/Agency Name DOT/Transit

Project Title Capital Management and Reporting System
EBS Project Number 1028812 , Appropriation A00580

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
IT Project Manager I,
DOT Transit Division
Finance Manager,
DOT Transit Division
Design & Construction
Manager Stakeholder
DOT Transit Division

Liviu Prisecaru Project Manager

Jill Krecklow Stakeholder

Randy Witt




The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

A

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

o &

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business

owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)
tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . -
. : . changed in the document. If | did it take to
budget process, funding this Who did the L o
this is an initial draft, please | complete or
release, annual report, docume | document o X .
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o 2 .
: . changed, indicate ““review form at this
project completion. updated s
only”. stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith %2223?3 the metrics we will 2 hours
Conceptual Review 06/20/14 | Liviu Prisecaru | New, initial draft 1 hour
Conceptual Review 08/14/14 Kathleen Revision 3 hours
McMurray
Annual Report 02/19/15 | Liviu Prisecaru | Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

B Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff..

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

Metro Transit Division manages a 6 year Capital Improvement Program (CIP) worth over $1.4 billion.
The program encompasses facility, IT and bus procurement project activities that are performed by
several different Transit sections using their own systems, processes and methods. Project data in
Transit is maintained in dispersed and non-integrated, mostly manual systems. Creating consolidated
Transit CIP reporting from the existing data is problematic, lacks timeliness and is limited to what is
available for manual compilation. Compiling the data is very time consuming and by the time the final
reports are created, some of the data may be already outdated, making it impossible to use for the
identification of problems or issues with a project. Further, the need for improved CIP reporting and
revised practices has been part of several audit recommendations. Transit’s response to these audit
recommendations identified a management and reporting system as a necessary item to fully
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implement improvements. Audits have included:

e 1999: Transit Management Audit of the King County Department of Transportation (performed by Doolittle
and Company) several recommendations regarding capital program management and reporting

e 2005: Performance Audit of Transit Capital Planning and Management — Executive response to the audit
identifies the need for a capital management and reporting system with the goal at that time of evaluating
Oracle Projects as part of the ABT process.

e 2009: Performance Audit of Transit — recommendations for the capital program reporting and the overall
recommendation of making more data driven decisions require us to be able to gather and report information
on the capital program in a consistent manner.

e The Washington State Auditor, also completed an audit of King County’s capital programs which has
resulted in the development of several standards and reporting requirements which currently are difficult to
implement without a system.

If this project is approved, the new Capital Management and Reporting System (CMRS) would
support improvements in the CIP that include project management standardization, process
efficiencies, increased reporting accuracy and improved capital project delivery rates:

1. Project management standards. All capital projects in Transit will be managed within the CMRS
utilizing standards established during the course of this project. These standards will be scalable to
project size and complexity and are expected to result in improved visibility to project delivery
performance throughout the organization.

2. Process efficiencies. The project is expected to result in efficiencies due to the elimination of the
need to extract and consolidate data from dissimilar sources. Transit and King County project
reporting and budget processes are expected to be streamlined as a result of using a single data source.

3. Accurate and timely reporting. The project is expected to result in more accurate reporting
because the data and processes used to create the data will have less variability across the
organization. Consolidated CIP reporting will not require the manual manipulation to form the
information into a single data structure — thus saving time and reducing the likelihood of errors.

4. Capital projectperformance. Better project planning and the ability to identify issues early
through timely reporting is intended to improveproject performance, including capital project delivery
rates. For example, the new system will have historical information, including project schedules, that
can be used help identify trends and improve overall project management.

How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

1. Project management standards. This benefit will be measured by using the number and
percentage of Transit capital projects that are maintaining all data required by the Capital
Management and Reporting System (CMRS). Data requirements will include information to support
reporting as well as standard project management practices.

2. Process efficiencies. This benefit will be achieved when the need to extract and consolidate capital
project data from dissimilar or manual systems is eliminated.

3. Accurate and timely reporting. This benefit will be measured by the speed with which
consolidated CIP reports are prepared (less “stale” data) and CIP report recipients’ satisfaction with
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output.

4. Capital projectperformance. As part of this project, Transit will identify performance metrics to
demonstrate performance in meeting major milestones, and budget metrics. Examples could include:
e Percent of projects setting a baseline as compared to planned.
e Roll up portfolio wide- construction/implementation contract dollars awarded year to date
compared to plan
e Final project results — scope, schedule and budget compared to baseline
e Roll up portfolio of final project results - % delivered scope on time and on budget

3. What is the current baseline for this measure?

1. Project management standards. Currently, Transit capital projects are not managed within a
central system. Therefore, the baseline for this measure is zero. The percent of projects following
standard practices is not known.

2. Process efficiencies. Currently, Transit staff must extract and consolidate project data from
dissimilar systems. As an example, Transit capital program data must be manually entered into the
King County budget system.

3. Accurate and timely reporting. Currently, it takes Transit staff hours to prepare limited
consolidated CIP reports and this allows for very limited analysis of the information. CIP report
recipients’ will be surveyed to determine their current satisfaction level with the accuracy of reports.

4. Capital projectperformance. As part of this project, Transit will identify specific performance
and budget metrics. If no baseline data exist, then the first year of data can be used as a baseline.
Transit’s overall annual program “accomplishment rate” is currently 90%.

5. What is the target for this measure? (How much improvement will this project achieve?)

1. Project management standards. The target is to have 100% of Transit capital projects managed
within the central system and to have 100 percent of capital projects entering all required data.

2. Process efficiencies. The target is to eliminate the need for Transit staff to extract and consolidate
project data from dissimilar and manual systems.

3. Accurate and timely, reporting. Project status updated are performed within 5 days of month
closing. Reports on financial elements of project performance are available within 5 days of EBS
closing. Targets for other reporting measures will be developed as the project progresses. The target
is for Transit staff to spend more time analyzing and interpreting capital program data than developing
it. CIP report recipients” will be surveyed to determine their satisfaction level with the accuracy and
timeliness of reports using the new Capital Management and Reporting System. It is expected that
the target level of satisfaction will be 80% or more as stakeholders become familiar with the sytem
and reports.

4. Capital project performance. Transit will identify specific performance and budget metrics and
identify targets as part of this project. The target for Capital Project Delivery information to be readily
available and program under expenditure to be reduced to 5%. The target accomplishment rate would

therefore be 95%.




6. When is the benefit likely to be achieved?
1. Project management standards. The benefit will happen in phases with the first phase
establishing a threshold level of required data for all capital projects. The level of data will likely be
expanded in subsequent phases of the project. Likely to have 100 percent of projects entering all
required data at each phase. .

2. Process efficiencies. The benefit will likely be achieved within 1 year following implementation.

3. Accurate and timely reporting. The benefit will likely be achieved within 2 years following
implementation.

4. Capital project delivery rates. The benefit will likely be achieved within 3 years following
implementation.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
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time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.
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Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing 10 days 1 day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000

savings




IT Project Benefits Achievement Plan

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County _ o
Department/Agency Name Department of Transportation (DOT)/Transit Division
Project Title Transit Customer Information Systems Refresh

EBS Project Number 1111785

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Damon Berbert IT Project Manager I, Project Manager
DOT Transit Division
Sales and Customer

Terry White Services Supervisor, Project Sponsor (in lieu of retiring Section
Customer Information Manager)
Technology, DOT Transit
Division

Matt Hansen Customer Communications | Project Sponsor (official replacement for retired

& Services Manager Section Manager)




tion 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

A

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

SRR

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business

owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. L How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith Changed the metrics we will 2 hours
measure
Converted plan from Benefit
Annual Report 11/27/13 | Damon Berbert | Realization Plan into Benefit | 2 hours
Achievement Plan format
Annual Report 03/20/14 | Damon Berbert | Revised per feedback 1 hour
Annual Report 03/13/15 | Damon Berbert Review only; updated .25 hours

Project Sponsor




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
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benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

Outdated technology platforms limit the ability of Transit to effectively deliver customer service
information to the public. Information accessed by customers can be inaccurate, incomplete, delayed
or difficult to obtain. Technology and procedural issues prevent effective data sharing between
customer information systems resulting in inconsistent outputs.

This project will implement software products that will include improved data sharing and integration
between systems. The following are the customer information systems that require replacing or
upgrading in order to improve the sharing of data and message content:

1.
2.
3.

4.

Online Trip Planner — implemented in 2001

Tracker — implemented in 2005

Customer Relations Management system (including Lost and Found) called MCS — implemented
in 2005

IVR (BusTime) — implemented in 1991

After each system is replaced or upgraded, it will then be on a 3-year re-evaluation cycle. The re-
evaluation will include reviewing the method of data sharing.

Updating these systems is also expected to provide increased customer satisfaction as users will be
able to take advantage of improved user interfaces, various modes of accessing transit information (for
example, mobile phones), and reduced Call Center traffic.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
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purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
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qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing 10 days 1 day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000

savings




IT Project Benefits Achievement Plan (Version 3)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County _ o
Department/Agency Name Department of Transportation (DOT)/Transit Division
Project Title Data Infrastructure Replacement Project

EBS Project Number 1112007

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
IT Project Manager I, Project Manager
Amy Spangler DOT Transit Division
Dan Overgaard Systems Development and | Project Sponsor

Operations Supervisor,
DOT Transit Division




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith Changed the metrics we will 2 hours
measure
Converted plan from Benefit
Annual Report 12/6/13 | Amy Spangler | Realization Plan into Benefit | 2 hours
Achievement Plan format
Annual Report 3/11/2014 | Amy Spangler | Revised per feedback 1 hour
Annual Report 3/6/2015 | Amy Spangler | Review Only 1 hour




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
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benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

King County Transit has a set of databases that store critical fixed route bus service, schedule and
geographic data needed by many transit vendor applications including ORCA, On-board Systems/
Control Center Systems (OBS/CCS) and various customer information systems. The transit “data
infrastructure” consists of

e this set of databases

e programs that populate the data into the databases from transit source applications

e programs that translate the data into different forms as necessary for use

e programs that retrieve data from the databases and send it to transit applications that rely on

the data

The current data infrastructure was developed over 30 years ago. The data stored in the databases is
of a different format than newer transit vendor applications require. As a result, adding new transit
vendor applications has placed an ever-increasing strain on this method of supplying data. There are
more and more data translations that need to occur, leading to delays in delivering the data. In
addition, errors are introduced when extensive processing is required to create and translate this data.

The errors and delays in processing data have impacted both fare collection and bus operations —
including radio operations. Customer related information systems such as bus stop signage and trip
planning require extensive data manipulation to work properly. Though there are no industry
standards on average life cycle replacement timeframe, the current transit infrastructure is not
sustainable. Transit needs a new foundation of data and data delivery methods upon which to operate
current and future technology.

The Data Infrastructure Replacement Project is expected to enable transit staff to
e deliver data to operations system such as On-Board Systems, so that buses are consistently
provided with current schedule data in time to operate on that schedule
e combine the creation of transit schedules with bus stop information, reducing the
inconsistencies in the schedule information that customers see.
e reduce the amount of programs required to translate the data into different forms in the data
infrastructure.

As part of this project, Transit is developing an “enterprise architecture model”, a set of information
that captures the business processes, data, applications, and hardware currently in place to support
transit. This will help the project understand the pieces of the current data infrastructure and all of the
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transit systems to which it is connected. This model will help project planning and analysis for the
data infrastructure replacement, and help transit and IT maintain transit systems and prioritize future
transit projects. The project is employing a federally-funded “standard” Enterprise Architecture
model, called Transit Enterprise Architecture and Planning framework (TEAP), from which to
customize a model for King County Transit.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The impacts to fare collection, operations, and customer information from the outdated data
infrastructure already occur today. For example, after the completed transition to the new On-Board
Systems in 2012, there were repeated occurrences during bi-weekly schedule adjustments of buses not
being provided with the current schedule data in time to operate on that schedule. This led to
problems such as some customer information being inaccurate, or bus operators needing assistance in
system sign-on processes. This and other impacts to transit systems have been handled through extra
efforts on the part of transit and IT staff to mitigate the impacts and fix the problems. These efforts
take staff away from their regular responsibilities. The intention with a new data infrastructure is to
alleviate these impacts that occur today, and allow transit and IT to focus their efforts back on their
primary responsibilities.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000




| savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation (DOT)/Transit Division
Department/Agency Name

Project Title HASTUS Employee Performance Module (EPM)
EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Jim O’Rourke Trans!t Ope_ra_ltions Manager, DOT
Transit Division
Planning/Technical Support
Ralph Keyport Services Supervisor, DOT Transit | Advisor
Division

Sponsor




actions:

A

revision table.

o &

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

McMurray

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . -
. : . changed in the document. If | did it take to
budget process, funding this Who did the L o
this is an initial draft, please | complete or
release, annual report, docume | document o X .
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o 2 .
: . changed, indicate ““review form at this
project completion. updated s
only”. stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith Changed the metrics we will 2 hours
measure
Converted plan from Benefit
Annual Report 01/21/14 | Ray Burgess Realization Plan into Benefit | 4 hours
Achievement Plan format
Annual Update 2/11/15 | Kathleen Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

X Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
Transit Operations is currently required to manually pull data from multiple systems and paper documents to
track operator work performance, unavailability’s, accidents and completed training. This data is used to
determine potential disciplinary actions, plan training activities and schedule replacement operators on daily
driving assignments as needed.

The addition of the HASTUS Employee Performance Module (EPM) will enable Transit Operations to pull all
relevant operator data into a single database where it can be tracked and viewed as required. The EPM
module has user-defined and modifiable rules for identification of trends and specific issues with an
individual operator or a group of operators. User tools will allow Chiefs to create custom queries when trying
to manage very specific operator problems or very general workforce problems. The level of tools and
access available to the average Chief will increase significantly over the current system version.




Expected benefits:

a. Reduces the entry by base administrative staff from paper operator records into Laserfiche.
b. Reduces time spent by Transit Operations chiefs and supervisors gathering and analyzing

personnel records from multiple sources for each operator.

c. Improved accuracy of employment actions (disciplinary, etc). Current practice is prone to errors

due to incomplete or inaccurate information.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

a.

Reduces the entry by base administrative staff from paper operator records into Laserfiche —
Success will be measured by a reduction number of paper records to be entered into Laserfiche by the
base administrative staff.

Reduces time spent by Transit Operations chiefs and supervisors gathering and analyzing
paper personnel records from multiple sources for each operator — Success will be seen in chiefs
and supervisors spending less time gathering and analyzing personnel records as the information
would available via EPM.

Improved accuracy of employment actions (disciplinary, etc.). Current practice is prone to
errors due to incomplete or inaccurate information — Success will be the elimination of any error in
employment actions for operators.

3. What is the current baseline for this measure?
a. Reduces the entry by base administrative staff from paper operator records into Laserfiche —

Baseline for this measure is an estimate of 500 hours per month for each base from a survey done by
Base Operations.

Reduces time spent by Transit Operations chiefs and supervisors gathering and analyzing
paper personnel records from multiple sources for each operator — Baseline for this measure is
not recorded as it involves a desk audit and the cost of doing a desk audit is not justified by the
estimated time savings.

Improved accuracy of employment actions (disciplinary, etc.). Current practice is prone to
errors due to incomplete or inaccurate information — Baseline for this measure is not producible as
Base Operations does not keep statistics on inaccurate employment actions as they are corrected as
soon as discovered. Any error records are buried within the thousands of quality employment actions
done annually by Base Operations.

4. What is the target for this measure? (How much improvement will this project achieve?)
a. Reduces the entry by base administrative staff from paper operator records into Laserfiche —

Should see at least a reduction of 1 hour per day per base the time spent by base administrative staff
doing entry from paper operator records into Laserfiche. This equates to a total of approximately 140
hours per month for all seven bus bases.

Reduces time spent by Transit Operations chiefs and supervisors gathering and analyzing
paper personnel records from multiple sources for each operator —the EPM module will be used
100% for employment actions with no reliance upon personnel files.

Improved accuracy of employment actions (disciplinary, etc.). Current practice is prone to
errors due to incomplete or inaccurate information — No errors in employment actions.
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5. When is the benefit likely to be achieved?
The benefits of the EPM module will be seen immediately upon implementation but will not be fully realized
for at least 6 months. This slow realization of benefits will be due to the changing of procedures and
behaviors by the affected base personnel.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.




The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
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us to take advantage | prompt discount discounts prompt

of prompt payment payment e Savings of e $400,000 payment

discounts. discounts $100,000 savings discounts
$200,000

savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation, Transit
Department/Agency Name
Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Kevin Desmond, General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Marty Minkoff Supervisor, Service Project Sponsor
Planning

Jill Krecklow Finance Manager, Transit | Stakeholder




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

actions:

A

revision table.

SRR

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

McMurray

. L How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Conceptual review 6/5/2014 | Yan Zhang New, initial draft .5 hours
Kathleen Updates based upon Council
Budget process 10/2/14 McMurray staff feedback. 3 hours
Annual Update 2/11/15 Kathleen Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

a. Streamlined processes. The Transit Service Planning workgroup currently uses a labor-
intensive, Excel-based process to produce draft timetables, which are used to estimate
costs and otherwise evaluate transit service design concepts. Service Planning also uses a
variety of GIS-based tools to generate spatial views of network design concepts and
produce street-by-street instructions for publication in paper-based service change
packages. If this project to implement the HASTUS Planning Module is approved, Metro
would acquire a new module for HASTUS, the software suite currently used by the
Scheduling group to produce vehicle and operator/crew schedules. The new module would
be used primarily by the Service Planning group to develop and evaluate route and transit
network concepts, including the associated costs.




The HASTUS Planning Module is integrated with other HASTUS modules currently used
by Transit for Scheduling and Operations. Incorporating this module would enable
planners to easily access current ridership, run-time and trip arrival/departure data and
more efficiently incorporate these data in the development of route and network design
concepts. This would streamline the service planning task of developing service
alternatives and identifying more realistic/accurate cost estimates. It would also reduce
steps (and effort) in the handoff of planner guidance to schedulers who could then take that
imported planner estimate and develop full vehicle and crew schedules from the same data
source inside the same software/platform. This effort may also streamline/simplify the
process of creating maps that could then be used for public presentation, both in the
planning process or later on for public consumption of live or future transit information.

b. Elimination of duplicate data entry. Service Planning uses different tools than other
workgroups involved in the production of service change data. As a result, Service
Planning’s Excel-based timetables and paper-based maps and routing instructions must be
manually re-created in HASTUS by other workgroups in Transit. If this project to
implement the HASTUS Planning Module is approved, the need for other Transit
workgroups to re-create this information in order to proceed with the production of transit
service change data can be eliminated.

When combined, both a and b are expected to result in savings in labor hours that will be
reinvested in higher value activities. The project will determine the exact nature of these
savings as well as any new costs associated with this module as part of the business
process review.

c. Improved service efficiencies. If this project to implement the HASTUS Planning Module
is approved, process improvements that will be enabled by the addition of the module to
Transit’s HASTUS application are expected to result in more efficient service. This will
increase the amount of service hours available for serving our customers, which will in
turn impact ridership, productivity and the overall value Metro provides to King County.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
a. Streamlined processes. We will know that this benefit has been achieved when we realize
the aforementioned process efficiencies in developing and evaluating route and transit
network concepts, including the associated costs.

b. Elimination of duplicate data entry. We will know that this benefit has been achieved
when Service Planning’s Excel-based timetables and paper-based maps and routing
instructions do not need to be manually re-created in HASTUS.

For both a and b, Transit will identify the specific bodies of work to be done by freed up hours
from these efficiencies .

c. Improved service efficiencies. We will know that this benefit has been achieved with
increases in service trips (Service Trip per Plat/Vehicle Hour) and/or productivity (Riders
per Plat/Vehicle Hour).




3. What is the current baseline for this measure?
a. Streamlined processes. The baseline for this measure will be determined at the early
stages of the project when all of the steps that can be eliminated have been identified.

b. Elimination of duplicate data entry. The baseline for this measure is that it takes
hundreds of labor hours each service change to re-create Service Planning’s Excel-based
timetables and paper-based maps and routing instructions in HASTUS.

For both a and b Transit will identify the work to be done by freed up hours and note the
current level of that work.

c. Improved service efficiencies. The baseline for Service Trip per Plat/Vehicle Hour and/or
Riders per Plat/Vehicle Hour is currently zero as we are not able to easily calculate these
measures of service efficiency. (Note that these measures are different than the overall
system efficiency measures as they enable a comparison of productivity between individual
service hours (e.g. how much of a route is in revenue service versus deadhead or layover.)
The baseline will be determined during the first year of operation.

4. What is the target for this measure? (How much improvement will this project achieve?)
a. Streamlined processes. The target for this measure is elimination of unnecessary steps
from the process to produce draft timetables, which are used to estimate costs and
otherwise evaluate transit service design concepts.

b. Elimination of duplicate data entry. The target for this measure is the elimination of the
need to re-create Service Planning’s Excel-based timetables and paper-based maps and
routing instructions in HASTUS.

For both a and b Transit will identify the work to be done by freed up hours and note the
target level of that work.

c. Improved service efficiencies. The target is a 2% improvement in these measures.

5. When is the benefit likely to be achieved?
a. Streamlined processes. This benefit is likely to be achieved within a year of
implementation.

b. Elimination of duplicate data entry. This benefit is likely to be achieved within a year of
implementation.

For both a and b, staff should have freed up staff time available for higher value work within
one year of implementation.

c. Improved service efficiencies. As this benefit can only be measured at a service change
event and Transit is moving to two service changes a year by the time this project is
implemented, we would anticipate achieving this benefit in 3 years (or 4 service changes
after the baseline data is developed).

Category #3: Projects that maintain service at current levels by either replacing or upgrading older




technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000




| savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation/Transit
Department/Agency Name

Project Title HASTUS Upgrade

EBS Project Number 1111783

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, General Manager Transit

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Jim O’Rourke Manager Transit Sponsor
Operations/ Transit
Victor Obeso Manager Service Sponsor
Development/ Transit
Ralph Keyport Supervisor of Planning Subject Matter Expert

Technical Support
Services/ Transit

Jon Bez Supervisor of Route Subject Matter Expert
Planning/ Transit




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as

information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

A

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

o &

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business

owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. . How long

Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what How long
review, budget process, Date this . changed in the document. If | did it take to

: Who did the L o
funding relgase, annual document document FhIS. is an initial draft_, please corr_lplete or
report, project was updates? indicate new. If nothing has | revise the
implementation, or project | updated ' changed, indicate “review form at this
completion. only”. stage?
Funding Release 11/08/2013 | Ray Burgess New, initial draft 8 hours
Annual Report 1/31/2014 Kathleen Review only .25 hours
McMurray

Annual Report 2/14/2014 | Jill Krecklow | Modified benefits discussion | .75 hours
Annual Report 2/12/2015 | Cathy Snow Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

&Category #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Please respond to each question listed below rather than provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.




Please respond to each question listed below rather than provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

The HASTUS application system is crucial to the scheduling of transit routes and the management of
bus and train operators on a daily basis. This system must be available to the multiple customers
within Transit for them to perform their jobs.

The current HASTUS software is version 2006 and has only 2 more years of guaranteed maintenance.
The version of Crystal Reports that comes with HASTUS 2006 is currently unsupported. The new
software, HASTUS 2014, will provide 10 years of guaranteed maintenance. In addition it comes with
a fully supported version of Crystal Reports.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The HASTUS system is an essential component of day to day Transit operations. This project
addresses the fact that the risk of system failure would increase if Transit were to operate on a version
that was no longer supported by the vendor. The reporting component of the system is already not
supported. Changes such as upgrading operating systems and servers by King County increase the
risk that older, unsupported software will experience a failure.




Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Please respond to each question listed below rather than provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Metric Description Metrics Baseline Target Actual




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation, Transit
Department/Agency Name

Project Title M5 Yard Manager — Dispatch Replacement
Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Kevin Desmond, General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Vehicle Maintenance
Manager, Transit Vehicle | Project Sponsor
Maintenance

Randy Winders

Jill Krecklow Finance Manager, Transit | nance Manager




The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as

Section 4. When should the Benefit Achievement Plan be started, updated and completed?

information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

actions:

A

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the

revision table.

o &

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business

owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)
tion 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Stage Date Revised By Description d|i_| dO\i,'r ,[ISES,)

Please use conceptual review, | Date A BB O e A [ETE
budaet brocess fﬁndin ' this Who did the changed in the document. If | did it take to

getp ' g this is an initial draft, please | complete or
rele_ase,'annual TEeIng YEBUTE )RR indicate new. If nothing has | revise the
project |mpleme_ntat|on, or nt was updates? changed, indicate “review T
project completion. updated only” ' stage?
Conceptual review 6/4/2014 | Yan Zhang New, initial draft .5 hours

. Kathleen
Conceptual review 7/1/2014 McMurray Update .5 hours
Conceptual Review ‘110/2/201 J. Krecklow Update 2 hours
Annual Report 2/18/201 | Catherine Update .5 hour
5 Boon




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

&Category #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the beneflt(s)




3. What is the current baseline for this measure?

5. When is the benefit likely to be achieved?
hon.t! ! it ic impl \

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

Vehicle dispatch software is used by Transit Vehicle Maintenance to locate coaches for pull-out,
maintenance, fueling and servicing. The dispatch software currently in use is over 18 years old,
outdated and no longer supported by the vendor. The current dispatch software, built on Power-
Builder, is at the end of its life cycle. Power-Builder was discontinued in 2011 and support ended in
2012. Therefore, no software updates are available and the application is not able to operate with
newer operating systems such as Windows 7 requiring workarounds.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The risk is currently occurring. While KCIT has been able to keep the system operating on current
operating environments, there is risk that this may not be possible with future operating systems. If the
system fails, we would be required to revert to manual yard mapping requiring staff that would
continually identify coach location and provide information to Operations so that operators can be
informed of location of their assigned coach. Failure to adequately identify locations, can result in
buses being blocked in lanes and unable to leave the base at the intended time resulting in late trips.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance




This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
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neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days e 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County

Department/Agency Name DOT/Transit

Project Title Mobile Ticketing Pilot Project
EBS Project Number #1116944 , A00650

Section 2. Business Owner Accountability

Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
IT Project Manager I,
DOT Transit Division
Supervisor,
DOT Transit Division
Supervisor,
DOT Transit Division
Finance Manager,
DOT Transit Division

Liviu Prisecaru Project Manager

Dan Overgaard Stakeholder

Kathleen McMurray Stakeholder

Jill Krecklow Finance Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

Stage Date Revised By Description dli_l dO\i/¥ '[I;)Ego
A brief summary of what How long

P2 L85 ERNEEIEL [BIENY, | [DETE changed in the document. If | did it take to

budget process, funding this Who did the L L
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Conceptual review 06/20/14 | Liviu Prisecaru | New, initial draft 2 hours
Conceptual review 7/8/2014 Kathleen Upd_ated for Conceptual 5 hours
McMurray Review

Annual Report 2/19/14 | Liviu Prisecaru | Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[ICategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

XCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

If this project to perform an evaluation of mobile ticketing fare payment technologies is approved,
customers will have the opportunity to test a new method for paying their transit fare. Currently,
customers can pay for their bus fare using either an ORCA card or cash. This project will evaluate the
feasibility of adding mobile ticketing to the list of fare payment methods.

The 2012 Metro Rider Non-rider Survey found that sixty percent of respondents used a smartphone.
Of those smartphone users, twenty-three percent paid their bus fare with cash. This represents fourteen
percent of all riders. It is expected that this group of riders will experience the greatest benefit from
mobile ticketing. These benefits include:
a. Convenience. By paying their transit fare from their smartphone, customers can avoid
“fishing” around for cash and worrying about having exact change.
b. Faster boarding. Riders who pay with a mobile ticket instead of cash will not need to wait
in line as their change is accepted and processed by the farebox.

Other transit agencies who have implemented mobile ticketing have experienced significant user
acceptance of the technology. According to an April 11, 2014 article in Mass Transit, over 80,000
TriMet (Portland, OR) riders downloaded their mobile ticketing application, and purchased over 1
million tickets in the first seven months of operation. MBTA (Boston, MA) reported that in the first 9
months after implementing their mobile ticketing system, over 1 million tickets were purchased
(representing $10 million in sales). Metro customers are expected to similarly find mobile ticketing to
be a convenient way to pay their bus fare.

Reduced dwell times due to increased use of non-cash forms of payment will benefit riders during
peak boarding times on trips through downtown Seattle. This is consistent with one of the lessons
learned in the Data and Lessons Learned from Elimination of the Ride Free Area and Start-up of
RapidRide C and D Lines Report: Continue to pursue strategies to speed boarding in downtown
Seattle through off-board fare payment.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

The Mobile Ticketing Pilot Project will assess adoption patterns, complexity of the technology and its
acceptance by the test participants. All test participants will be surveyed to obtain reactions to various
aspects of the test, such as specific fare products, boarding times, the ease of using the particular
application and the convenience of mobile ticketing in general. Survey findings will be included in the
Mobile Ticketing Pilot Assessment Report. This report will address both the internal and external
benefits of this project.

3. What is the current baseline for this measure?
No assessment exists of customer acceptance of mobile ticketing for King County Metro.

4. What is the target for this measure? (How much improvement will this project achieve?)

It is expected that at least 75% of the test participants will find mobile ticketing to be a convenient
way to pay their bus fare. It is expected that at least 75% of the test participants will find boarding
faster with mobile ticketing, as compared to cash.

5. When is the benefit likely to be achieved?
Two months following the completion of the pilot test, the Mobile Ticketing Pilot Assessment Report
will be delivered. This report will contain the test participants’ survey results.



http://www.masstransitmag.com/press_release/11396491/or-trimets-mobile-ticketing-app-tops-1-million-tickets-sold
http://www.mbta.com/about_the_mbta/news_events/?id=27165
http://metro.kingcounty.gov/am/reports/2013/ride-free-area-rapidride-report-july2013.pdf

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff..

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
If this project to perform an evaluation of mobile ticketing fare payment technologies is approved,
Metro will have the opportunity to assess whether or not it makes sense for the County to implement
mobile ticketing. The pilot program model allows for proof of concept and study of consumer
response, technology effectiveness, and other operational considerations prior to a full-scale
investment.

Background
King County Metro currently collects cash fare payment on the bus. This process requires a farebox

into which customers insert their fare. Maintaining the farebox system and cash handling costs the
agency more than $5 million a year. In addition, cash collection on the bus has been shown to
increase the amount of time that a bus sits in a zone boarding passengers. Less cash collected on the
bus would both reduce the costs of cash handling and reduce dwell times. As a result, King County
Metro is looking at the possibility of migrating the transit system to cashless on-board payment at a
point in the future. In order to reach a cashless on-board environment a number of functional and
policy changes will need to be implemented. This Mobile Ticketing Pilot is one step towards
removing cash collection, but it is not the only change that would be required, nor is it the sole reason
for piloting new ways for customers to purchase fare media.

Taking cash collection off the bus would not mean that customer cannot use cash to purchase fare
media, just that it would need to happen off the bus. Cash would still be collected off-board through
ticket vending machines (TVMs), Metro customer service offices, or third party retail outlets. The
goal would be to maximize electronic fare payment methods, including the existing ORCA card and
emerging new technologies. By applying various strategies intended to move the penetration of
electronic media close to 100%, Metro would then be in a place to consider eliminating the onboard
cash fareboxes and avoid the cost to replace the equipment. The cost to replace this equipment is

5




estimated at over $20 million (not including the on-going operations and maintenance costs for this
equipment). Currently fareboxes are the leading source of trouble-calls requiring staff to make repairs
while a bus is in service. The cost savings from eliminating cash collection on the bus cannot be fully
realized until all cash is removed from the bus.

Whether or not cash is no longer collected on the bus, increasing the use of electronic fare payment
media is expected to benefit transit travel times through downtown Seattle. Although the exact date
has not been determined, the implementation of North Link will eventually require Metro to bring its
bus routes out of the downtown Seattle transit tunnel. The added volumes through downtown Seattle
surface streets will benefit from faster boarding (see the Data and Lessons Learned from Elimination
of the Ride Free Area and Start-up of RapidRide C and D Lines Report).

One of the emerging electronic fare payment technologies is mobile ticketing, which provides
customers the ability to pay their transit fares using their smartphones. This technology is currently
implemented in numerous transit systems worldwide. Example agencies and vendors provided below:

Transit System Vendor

Capital Metro (Austin, TX) Bytemark (NYC)
Dallas Area Rapid Transit (DART)

Fort Worth Transportation Authority Unwire (Denmark)

Denton County Transportation Authority
Massachusetts Bay Transportation Authority (MTBA) | Masabi (UK)

NJ Transit Masabi (UK)

NY Waterway Bytemark (NYC)

San Diego Metropolitan Transit System (MTS) Masabi (UK)

South Shore Line, Northern Indiana and Chicago Bytemark (NYC)
Telefonica O2 (Europe) Masabi (UK)

TriMet (Portland, OR) GlobeSherpa (Portland)
Virgin Trains (UK) Masabi (UK)

Mobile Ticketing Pilot Program

This pilot project will procure a system for test purposes and solicit test participants from the public to
evaluate the value of mobile ticketing for King County Metro and its customers. Customer adoption
patterns will be assessed to determine if current cash paying customers are likely to embrace this new
technology and thereby increase the use of electronic fare payment media.

In talking with consultants and other agencies, Transit has learned that the cost for mobile ticketing
systems range from 8% to 12% of the fare transaction (in other words, up to 12 cents per dollar
collected). Since mobile ticketing systems are generally hosted services, these costs include
management of the back-end system, revenue processing and management of the application. The
pilot project will analyze the cost to operate, maintain and upgrade a mobile ticketing system to help
determine if mobile ticketing is a cost effective fare payment option for the County.

If proven beneficial, a project to fully implement mobile ticketing technology for Metro could follow.
How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

The Mobile Ticketing Pilot Project will provide the opportunity to measure potential benefits of
implementing mobile ticketing technology. Test participants will be surveyed to assess the likelihood
of current transit customers switching from cash to mobile ticketing for fare payment. Additionally,
the cost to operate, maintain and upgrade a mobile ticketing system will be gathered from vendor data.
These findings will be included in the Mobile Ticketing Pilot Assessment Report.
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3. What is the current baseline for this measure?
a. Customers switching from cash. No assessment exists of customers’ likelihood of switching from
cash to mobile ticketing at Metro.

b. Cost to maintain system. Metro will use cash collection costs as the baseline for this measure:
Collection cost per cash boarding (approximate): $0.14
Collection cost as a % of cash collections (2013 estimate): 15%

(Note: these are not measures that are routinely reported and the information provided here are
estimates and do not include the longer term decision about replacing fareboxes.)

4. What is the target for this measure? (How much improvement will this project achieve?)
a. Customers switching from cash. Test participants who currently pay with cash report they would
switch to mobile ticketing: 25%

b. Cost to maintain system. For the pilot, we will be evaluating the collection cost per transaction
and evaluating if it is less than our current cost for cash collections. This analysis may be skewed
based on the pricing that is proposed for the pilot; however moving forward the procurement process
will help to ensure that transaction costs are as low as possible. It is also unlikely that the pilot will
have a significant impact on overall system costs, however transaction level costs can be evaluated.
Full recognition of savings won’t be possible until and unless all cash collection costs are eliminated.
The pilot will provide data upon which a goal can be developed and considered as part of the decision
making to move forward with a full roll-out of mobile ticketing.

5. When is the benefit likely to be achieved?
Two months following the completion of the pilot test, the Mobile Ticketing Pilot Assessment Report
will be delivered. This report will contain the cost analysis and the results of the tester survey
responses.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
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benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five

years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the

neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing 10 days 1 day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County ) e
Department/Agency Name Department of Transportation (DOT)/Transit Division
Project Title On-Board Systems/Communication Center System (OBS/CCS)

EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Randy Boshart IT Project Manager I, Project Manager
DOT Transit Division
Dan Overgaard Systems Development and | Steering Committee Member

Operations Supervisor,
DOT Transit Division




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith Changed the metrics we will 2 hours
measure
Converted plan from Benefit
Annual Report 12/02/13 | Randy Boshart | Realization Plan into Benefit | 2 hours
Achievement Plan format
Annual Report 3/20/14 | Randy Boshart | Revised per feedback 1 hour
Annual Report 3/13/15 | Randy Boshart | Review Only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
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benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

The On-Board Systems/Communication Center System (OBS/CCS) Project combines upgrades to
two separate, interrelated systems into one project. The OBS/CCS Project provides the user
interfaces and controls required to implement the new Transit Radio System (TRS) on Transit's
fixed route fleet, at the transit bases and in the Communication Center. Without OBS/CCS, the
new radio system could not have been fully utilized as the legacy systems were incompatible with
the TRS. The On-Board Systems portion of the project also replaces an obsolete vehicle tracking
system with a modern GPS based system. The Communications Center System Project updates the
Computer Aided Dispatch/Automatic Vehicle Location (CAD/AVL) system to one that provides
more efficient call processing to an essential life-safety system.

Interface to Transit Radio System (TRS)

The TRS Project (a separate project from OBS/CCS) replaced Metro's obsolete 450MHz land
mobile radio system with a 700MHz radio system mandated by the FCC. The existing radio
spectrum was no longer available for use by King County at the end of 2013. This new radio
system required the upgrade of both on-board equipment and at the Communication Center.
Existing systems were not compatible with the new radio system.

On-Board Systems (OBS) Project

The On-Board Systems portion of the OBS/CCS project integrated with the new TRS to handle
call processing between the vehicle and the Communications Center. The OBS Project also
replaced the existing signpost based vehicle location system with a new GPS vehicle location
system which provides more accurate and timely vehicle location updates thereby enhancing
public and driver safety. Additional capabilities now available include: integrated automated
passenger counting, automated stop announcements, automated destination sign changes, schedule
adherence monitoring for Transit Signal Priority, and a new level of collected performance data
not possible with the legacy signpost based system. Vehicle installations concluded in December
of 2012. Tasks remaining include the resolution of significant functionality, documentation and
training issues.

Communication Center System (CCS) Project




At the Communication Center, the CCS Project replaces Transit's Computer Aided
Dispatch/Automatic Vehicle Location (CAD/AVL) system, which manages radio communications
between Transit operators and Communication Center staff. This essential life-safety, security and
service management system provides staff with the tools to manage transit service and respond to
accidents, incidents, service disruptions, emergencies, customer service requires and employee
requests for assistance. A key function of the CCS is efficient, prioritized radio call processing and
the CCS system improves these capabilities. Physical installation of the CCS equipment is
complete. Tasks remaining include the resolution of significant functionality, documentation and
training issues.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The probability of recurrence for the risk that initiated this project is most likely in the medium to
high range. The FCC regulatory change that mandated a phase-out of wide-band UHF licensing, and
mandated a forced obsolescence of the hardware for wide-band operation, was driven by increased
demand for more efficient use of radio spectrum, and the development of new technology that could
provide more efficient operation. These two trends are likely to continue.

It is difficult to predict when these continuing trends will affect the new 700 MHz spectrum that is
being used by the new Transit Radio System. The new system is already compliant with a similar
spectrum efficiency regulation for 700 MHz, which will take effect in 2017. The level of spectrum
efficiency in the new system is four times more efficient than that provided by the wide-band
operation of the legacy radio system. The technology developments required to reach a higher level of
spectrum efficiency will most likely require at least a decade of industry research, testing and
regulatory development, before a new regulatory target is issued. Issuance of a new regulatory target
is then followed by vendor product development, before agencies such as King County can issue
specifications and proceed with the procurement and deployment of a replacement system.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.




The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
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us to take advantage | prompt discount discounts prompt

of prompt payment payment e Savings of e $400,000 payment

discounts. discounts $100,000 savings discounts
$200,000

savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. To achieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

Department of Permitting and Environmental Review
Department of Transportation/Roads Services Division
Department of Natural Resources and Parks/Water and Land
Resources Division & Parks and Recreation Division

Public Health - Seattle & King County/Environmental Health
Services

Department of Executive Services/Real Estate Services Section &
Finance and Business Operations Division

Permit Integration

377210

King County
Department/Agency Name

Project Title

Project Number

Section 2. Business Owner Accountability

Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

John Backman, Permit Integration Program Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Jim Chan Assistant Director Pl Management Committee
DPER/Permitting Operational oversight and management
(development permits, code enforcement and
business licenses)
Marlys Davis Program Manager Pl Management Committee

DES/ Office of Emergency
Management

Operational management (addressing for €911
& permit system)

Kevin-Werkman RES Supervisor Pl Management Committee

[ Formatted: Strikethrough

AMichaeIA Kulish DES/ Real Estate Services | Operational oversight and management

(franchise permitting)

[ Formatted: Not Strikethrough




Chris-Wierzbicki Deputy Director Pl Management Committee

Jay Osborne DOT/ Road Services Operational oversight and management
(development & ROW permitting)
John Taylor Assistant Division Director | PI Management Committee
DNRP/Water and Land Operational oversight and management
Resources (Water and Land Resources)
Monica Leers Section Manager Pl Management Committee
DNRP/Parks and Operational oversight and management
Recreation (special use permits)
Stella Chao Deputy Director Pl Management Committee
Public Health Seattle — Operational oversight and management
King County (development permits for septic, plumbing &
gas piping)
George Horning GIS Center Manager Pl Management Committee

KCIT/Customer Services KCIT technical representative
Operational oversight and management
(GIS services)

Katherine-Cortes Budget Analyst Pl Management Committee
Andrew Bauck DES/ Performance, FBOD representative
Strategy and Budget
John Backman Special Project Manager Pl Management Committee
DPER/Permitting Program Manager
(PI'support services & chief bottle washer)
Warren Cheney Chief Financial Officer Pl Management Committee
DPER Operational oversight and management

(fiscal modeling and shared services finance)
Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

=

a s>

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in
section 5. (If there are no changes, type none)

The Permit Integration Project Charter was adopted on February 27, 2007.
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As of February, 2014 all of the project funding has been released by the PRB.

The new permit system initially went live in March, 2012.

Project completion and contract close-out was scheduled for December 31, 2013. As of February,

2014, the County is in contract close-out negotiations with the vendor. No firm timeline for contract
close-out has been established; however, remaining work items are relatively minor. Sticking points
in the close-out negotiations involve future support for critical interfaces.

Update: Project formally closed out the implementation work on May 21, 2014.

Section 5. How long will it take to complete the benefit achievement plan?

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

. . How long

Stage Date Revised By Description ] e
Please use conceptual A brief summary of what How long
review, budget process, Date this Who did the changed in the document. If | did it take to
funding release, annual document document this is an initial draft, please | complete or
report, project was undates? indicate new. If nothing has | revise the
implementation, or project | updated P ’ changed, indicate “review form at this
completion. only”. stage?
Initial BAP draft 2/6/2014 | John Backman | New, initial draft 2 hours

. Review and comment by the

Review 2/10/2014 | John Backman PI Management Committee .5 hours
g;;r]fper deviggpment of 2/11/2014 | John Backman 3 hours
Revisions 3/10/2014 | John Backman | Response to comments 1 hour
Final Revisions 3/24/2014 | John Backman | Response to comments 1 hour
2015 Update 3/23/2015 | John Backman | Project Updates 2 hour




Section 6. Description of Project Benefits

Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

@Category #1. External service benefits: Improving the quality or quantity of services provided to the
public

|:|Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

|:|Category #3: Maintaining service levels by replacing or upgrading older technology

|:|Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

Although the Permit Integration (PI) project has been budgeted around the replacement of several
legacy permitting systems, the PI project encompasses many other aspects of customer services.
Implementation of the new permitting and licensing system, in conjunction with many other business
process improvements, is to (P Project Plan, February 2007):

Improve Customer Service:

e Support community outreach programs that provide training and materials to the citizens
that promotes self service

e Support the electronic permit application and plan submittal

e Create transparent processes for the customer

¢ Reduce the burden of the process on the applicant through the co-location of
interdepartmental resources.

= 2015 Update: DPER/Public Health Septic proviso specifically requires the review
of co-location services

e Support the alignment of customer expectations with verifiable timelines and milestones.

e Promote E Commerce

= 2015 Update: DPER proviso for the PI project and online services requires a
review of the system implementation and roadmap to implementing online
permitting through MyBuildingPermit.com

Increase Efficiency:

e To the greatest extent possible and where it makes sound business sense, eliminate stand
alone systems supporting the permitting processes

e Eliminate redundant data entry

¢ Eliminate process bottlenecks

e Better align the technology supporting the permitting processes with the current KC
Strategic Technology Plan

Increase Systems and Process Transparency:

o Align the permit integration solution with other county initiatives

= 2015 Update: The project is closely coordinating with the Electronic Payments
Project

e Establish an environment that fosters a holistic understanding of the permit and licensing
process.

o Bridge the gap between departments in both work-flow and data sharing.

Standardize like processes

e Improve and standardize on the technology supporting remote access to data by King
County field inspectors.

e Consider the benefits of a common land based data repository that could support Permit
Integration as well as future Land Based system initiatives.

¢ Continue to improve the integration with GIS

Reduce Risk:

e Standardize on development and COTS product platforms in order to reduce support and
maintenance costs and increase the county’s potential to maintain its own systems without
the reliance on outside consultants.

e Eliminate the reliance on IT staff to support day to day business operations. Example:
Generate reports. Initiate batch processes.
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e Establish interdepartmental systems support and maintenance plans
¢ Minimize dependency on secondary systems for primary or critical business functions.
e Minimize the number of separate or stand alone systems

Specific achievements to date include:

DPER Customer Service Center improvements:
e Improved application readiness for review through a pre-screening service (PSS)
e Customer wait times displayed in permit center
e 2015 Update; Single family permit review times for the previous 12 months displayed in the
permit center beginning December 2014.

New online services:
e Permitand license status for all Pl services and programs
e Permit inspection scheduling for building and fire permits (IVR access as well)
e Code enforcement requests
e 2015 Update: Building inspectors now enter all inspection results and comments in the field
via wireless tablets

Service delivery:

e Faster and more predictable permit approvals through improved routing and review
coordination of permit applications between several departments

e Improved public safety responses through tighter integration of addressing and parcel data
with KCIT GIS and €911

¢ A new fixed fee structure has made permit fees much more predictable and easier to
understand.

e Mobile field reporting has sped up access to online status for code enforcement and utility
inspections.

e 2015 Update; Consolidated permit application intake and issuance through the permit
coordinators to improve consistency and decrease turnaround time.

With the new permit platform in place, further enhancements and service delivery improvements will
be rolled out as time and budget allow. The planned improvements include, but are not limited to;

¢ Online permitting, initially simple, no review permits and ultimately a fully digital process for
all permit types.
¢ Online payments
= 2015 Update; FBOD has approved the Pl Electronic Payment Business Plan
e Integration of new technologies such as remote video inspections
¢ Elimination of paper plans and files, along with the associated storage and management
= 2015 Update; DPER is now scanning many high volume permit applications at
intake, thereby eliminating paper files

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
Percentage of available online permit types are applied for and issued online.

Percentage of DPER permit fixed fees versus hourly fees.
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3. What is the current baseline for this measure?

Direct measurement of available online permit types issued online in 20135.
Percentage of DPER permit fixed fees versus hourly fees in 2012.

4. What is the target for this measure? (How much improvement will this project achieve?)

The 20145 YE target percentage of online permits is 30%.
The 20145 beginning year target of permit fixed fees is 100%.

5. When is the benefit likely to be achieved?

Online permits - During or before the end of 20145.

Fixed permit fees — January 1, 20145 (fully achieved).

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

Foundational elements of the project’s customer service improvement goals include the
implementation of the vendor solutions for an integrated web transaction portal, IVR interface and
mobile data connections. As part of this work some of the system enhancements will provide




opportunities to optimize some areas of the development review function. For example by enabling
the inspection staff with wireless field reporting, it may be possible to optimize work schedules by
dispatching the inspectors from home each morning. |

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
Ability implement to mobile field reporting services for use by field staff.

3. What is the current baseline for this measure?
The previous amalgamation of permit systems did not have a COTSs solution for mobile field access.

4. What is the target for this measure? (How much improvement will this project achieve?)

Yet to be quantified time savings for permit field inspectors. An early estimation is 30 minutes per
inspector, 4 work days per week.

5. When is the benefit likely to be achieved?
By the end of 2014.

2015 Update; All of the building inspectors began using field tablets in August, 2014. Site inspectors
will be fully deployed with field tablets by the end of March, 2015

Comment [KN1]: So how do these
software features improve the internal
services?

You stated below freeing up 30 minutes 4
times a week, does that mean more capacity
or cost savings? Fewer hirings? What's
happening with this new time?

Comment [JB2]: Karl, while there will be
some internal benefits, the purpose of adding
the new functionality is to improve customer
service by provide new, additional service
channels. The benefits noted below are a
side benefit of our ability to update and get
information to customers faster, as well as
customer’s ability to access information 24/7.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

A single, vendor cloud solution replaces a number of legacy systems, some of which have reached the
end of life (no longer vendor supported). The core vendor licensed software was first implemented in
early 2012.

The life-cycle for the new web-enabled solution is expected to be 2020 or longer.

The new system supports five distinct program areas:
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Development permits
Business licenses
Code enforcement
Franchise permits

e ROW permits

e Special use permits

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?




Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e 1lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings
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IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation, Transit
Department/Agency Name

Project Title P&F Timekeeping via EAM

Project Number TBD

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Kevin Desmond, General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Manager, Transit Power &
Jerry Rutledge Facilities Project Sponsor

Jill Krecklow Finance Manager, Transit | Stakeholder




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Conceptual review 6/5/2014 | Yan Zhang New, initial draft .5 hours
Conceptual review 9/25/201 J. Krecklow re Reylsed o address 1 hour
4 guestions
Kathleen .
Annual Report 2/11/15 McMurray Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

DCategory #1: External service benefits: Improving the quality or quantity of services provided to the
public

&Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

DCategory #3: Maintaining service levels by replacing or upgrading older technology

DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).
This project

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?
4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).
Transit’s Power & Facilities section (280 employees) currently uses a timekeeping system called
ETTS which is an independent system that interfaces with our Asset Management system (EAM) and
with PeopleSoft to provide time entry for payroll and reporting purposes. ETTS has been in use since
2001, was developed using Delphi, runs on the 32 bit platform, is no longer supported by the vendor,
and is running with outdated operating systems.

Improvements to the existing ETTS system are not viewed to be cost effective given the current status
of the system. Preliminary estimates are that it would also cost more to upgrade the ETTS system than
it does to implement time & labor reporting in EAM ($250k versus $217k) The EAM system is a
current generation system that provides work order functionality as well as the ability to collect and
pass time records to Peoplesoft as EAM has the capability to capture employee time accurately with in
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the EAM system itself. Using EAM and its work order data to generate time and labor entries would
eliminate the need for the ETTS system, allowing it to be retired. This would result in one less system
to maintain and would provide for increased return on the investment paid in the EAM system.

Generating time and labor entries directly from EAM would still require an interface to Peoplesoft.
Such an interface would be similar to the one currently in place with ETTS or that used by the Vehicle
Maintenance group which captures time and labor information in a vehicle work order system (M5)
which interfaces directly to Peoplesoft.

Directly capturing time from the work order system eliminated redundant data entry and reduces the
possibility for error. Employees will enter time once into EAM and the time and labor records for
Peoplesoft will be generated by the system. Management and administrative time is currently spent
reviewing the ETTS data (as well as the work order data in EAM) and resolving errors/issues. Having
the time collected in one system would allow manager to approve the work order data once.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
We will track the number of time and labor corrections required as the data is approved in Peoplesoft.

3. What is the current baseline for this measure?
We currently have not quantified the amount of time associated with redundant time entry and error
correction. If each employee spends 30 minutes a week doing redundant data entry there would be
about 6,500 hours spent on this activity each year. ((250 hourly employees X 30 mins X 52
weeks)/60 = 6,500 hours). Employees work 24/7 shifts. This is roughly equivalent to 3-4 FTEs worth
of time each year. In addition management will no longer be required to review for and reconcile
errors.

4. What is the target for this measure? (How much improvement will this project achieve?
The target for this measure will be zero redundant data entry as well as zero time spent by management
reconciling errors as there will be reconciliation required.

5. When is the benefit likely to be achieved?
This benefit should be achieved as soon as the system goes live.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.




1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

P&F currently uses a timekeeping system called ETTS which is an independent system that interfaces
with our Asset Management system EAM and with PeopleSoft. ETTS has been in use since 2001, was

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary




Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time 30 percent of time
time from the current | percentage of 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage prompt discount discounts prompt
of prompt payment payment Savings of $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings







IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Transportation/Transit
Department/Agency Name

Project Title Radio AVL Replacement (RAVL)
EBS Project Number 1028716

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Jeff Wamsley Superintendent — Transit Operations User - Steering Committee Member
Control Center
Felix Melendez Chief — Radio Maintenance | TRS Technical Support

Ray De La Cruz IT Project Manager TRS Project Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N
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Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. L How long

Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what How long
review, budget process, Date this . changed in the document. If | did it take to

. Who did the . L
funding release, annual document document this is an initial draft, please | complete or
report, project was undates? indicate new. If nothing has | revise the
implementation, or project updated P ' changed, indicate “review form at this
completion. only”. stage?
Annual Report 11/15/13 | Ray DeLaCruz | New, initial draft 2 hours
Annual Report 2/14/2014 | Jill Krecklow | Modified benefits discussion | .50 hours
Annual Report 2/4/2015 | Dan Overgaard Updgted to indicate this is 1 hour
the final report




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
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benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

The Radio/AVL Replacement project provided a life cycle replacement of Metro Transit’s existing,
obsolete 450 MHz land mobile radio system. The new, 700 MHz radio system supports voice and data
communications and integrates with other Transit business applications. The Project ensured the
continuity of operational communications during the replacement period.

The older system was installed in 1990-1992 and was due for replacement, both because of its age and
because of new FCC regulations affecting the spectrum used by the system. If the radio system was
not replaced in a timely manner users would have experienced interference and other operational
problems due to new licensees on new narrow-band frequencies adjacent to the transit radio channels.
In addition, applicable FCC regulations required existing 450 Mhz system to stop operating in 2013.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

The probability of recurrence for the risk that initiated this project is most likely in the medium to
high range. The FCC regulatory change that mandated a phase-out of wide-band UHF licensing, and
mandated a forced obsolescence of the hardware for wide-band operation, was driven by increased
demand for more efficient use of radio spectrum, and the development of new technology that could
provide more efficient operation. These two trends are likely to continue.

Update: 2/4/2015: It is difficult to predict when these continuing trends will affect the new 700 MHz
spectrum that is being used by the new Transit Radio System. The new system is already compliant
with a similar spectrum efficiency regulation for 700 MHz, which-wit-take-effectir2017 which had
been expected to take effect in 2017, but which the FCC formally withdrew in 2014. The level of
spectrum efficiency in the new system is four times more efficient than that provided by the wide-
band operation of the legacy radio system. The technology developments required to reach a higher
level of spectrum efficiency will most likely require at least a decade of industry research, testing and
regulatory development, before a new regulatory target is issued. Issuance of a new regulatory target
is then followed by vendor product development, before agencies such as King County can issue
specifications and proceed with the procurement and deployment of a replacement system.




Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.




If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

The Radio/AVL Replacement project was successfully completed in December, 2013. The largest benefit was a
life-cycle replacement of a critical element of Transit’'s operation. Additional benefits were to meet new FCC
requirements by 2013 and to avoid radio interference from FCC compliant users.

Metric Description Metrics Baseline Target Actual
e Compliance with Amount of No No noticeable No
all FCC Interference noticeable interference in the noticeable
regulations and and other interferen new system interference
requirements operational ce in the in the new
applicable to the problems due old system system
new system to change in
FCC
regulations
e Meet FCC Implement No System in place System in
compliance FCC baseline by 2013 place by
deadline by 2013 requirements for this 2013
by 2013. metric

Update — 2/4/2015: This is the final report for this project. All benefits have been achieved.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation, Transit
Department/Agency Name

Project Title Real-Time Improvements Project
Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Kevin Desmond, General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Supervisor, Transit
Dan Overgaard Systems Development Project Sponsor

Jill Krecklow Finance Manager, Transit | Stakeholder




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

actions:

A

revision table.

SRR

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

McMurray

. . How long
Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what How long
review, budget process, Date this Who did the ch_ar!ged in Fhe document. If | did it take to
funding release, annual this is an initial draft, please | complete or
. document document o X :
report, project indicate new. If nothing has | revise the
. . . was updated | updates? S SR :
implementation, or project changed, indicate “review form at this
completion. only”. stage?
Conceptual review 6/5/2014 Yan Zhang New, initial draft 0.5 hours
Conceptual review 9/26/2014 Dan Overgaard Adc_iress questions, clarl_fy 3 hours
project scope and benefits
Conceptual review 10/15/2014 | Dan Overgaard Address embedded 2 hours
comments
Conceptual review 11/5/2014 Jill Krecklow | Finalize BAP for budget 30 minutes
Annual Report 2/11/2015 Kathleen Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)
Category #1: External service benefits: Improving the quality or quantity of services provided to the
public
DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services
DCategory #3: Maintaining service levels by replacing or upgrading older technology
DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

Metro customers use a variety of information systems to check bus schedule and status information,
including schedule pages in Metro Online, the Automated Trip Planner, Tracker, the Interactive Voice
Response system, Real Time Information Signs, and third party applications such as OneBusAway.
Many customers also receive automated Transit Alerts via email subscription, or follow Metro on
Twitter and Facebook.

These systems do not provide consistent information about significant temporary changes that may
affect the customers’ trips, such as reroutes, stop closures and service cancellations. In these
situations customers have to do additional work to research what is happening, and even then may not
find the information they need in time to adjust their trip plans. For many events, Metro is simply not
able to produce electronic updates, because the information has to be entered manually into each
system, and resources are not available to keep up with the pace of the event or the volume of changes
that should be announced. Some systems such as OneBusAway and Tracker cannot be updated
manually, and Metro does not have the capability to distribute these updates electronically. So
customers are often not provided with accurate or timely information about changes affecting their
service.

Customer reliance on all electronic forms of information is expected to continue to increase, and we
believe that this increased dependency will bring greater visibility to those products, as well as any
gaps or inaccuracies in them.

The proposed IT investment will implement a new system and modified business processes to create,
manage and distribute data about these changes. Customer-facing systems will be modified to receive
and display this new information. As a result, the primary external benefit is that customers will
receive more timely and more accurate information about reroutes, stop closures and, to the
extent possible, service cancellations.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

At present, the Automated Trip Planner, Tracker and OneBusAway do not display any information at
all about reroutes, stop closures and service cancellations. They simply refer customers to the “Alerts
and Updates” page in Metro Online, which is very cumbersome to use. After the project is
implemented, these systems will be able to receive the updates and display them automatically. The
number of reroutes, stop closures, and service cancellations where automated information is available
to customers will provide a measure of intended project benefits. Post implementation Transit will
measure the percentage of all reroutes, service cancellations and stop closures that are provided in an
automated manner OneBusAway, the Automated Trip Planner and Tracker.

Additionally, the project will use customer research such as a focus group, in order to measure
customers’ satisfaction with the newly added information to ensure it is displayed in a way that it is
easy for customers to understand. Customer research may also come from the work of partners
agencies such as Sound Transit.




3. What is the current baseline for this measure?
The baseline measure is that none of these updates (zero) are provided to OneBusAway or to Metro’s
Automated Trip Planner and Tracker in an automated manner.

4. What is the target for this measure? (How much improvement will this project achieve?)
The target for this measure is to provide 80% of all reroutes and stop closures to OneBusAway, the
Automated Trip Planner and Tracker, in an automated manner, up from the current level of 0%
provided. The percentage of service cancellations that is provided will be determined as the project

moves forward.

Prior to implementation, as part of our customer outreach and research, we will target a high level of
customer satisfaction with information display.

5. When is the benefit likely to be achieved?

The benefit of new information for customers will be achieved immediately after the project is
completed.

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




Describe why you expect the proposed IT investment to produce the benefit(s).

In the current environment, information about reroutes and stop closures is entered and re-entered into
multiple computer systems. Initially, Transit Control Center staff produces and distributes this
information via PDF files, and then customer services staff has to load the files to Metro Online, as
well as manually re-enter the same information into other systems. In the process of doing so, they
often have to edit or summarize the information, which is very time-consuming. As an example, the
detailed street-by-street information in a reroute is generally too long and too detailed for a quick
email alert, and will not fit into a tweet. So each of these kinds of updates are customized into new
text appropriate for each type of delivery system. There are too many reroutes and stop closures to
distribute all of them to all of the customer-facing systems.

The proposed project will revise these methods so that information can be produced once in a
centralized system and then distributed automatically to other receiving systems in a machine-readable
format that is appropriate for their consumption. This process will reduce the amount of manual effort
required to create and manage this information.

How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

As part of the project planning and during implementation, Transit will identify the level of staff
resources that have been freed up by this project and how those resources will be redeployed,

What is the current baseline for this measure?
Transit will identify the baseline as part of project planning process describing the level of staff effort

currently dedicated to activities and how those resources are able to be redeployed to additional
activities.

What is the target for this measure? (How much improvement will this project achieve?)

As part of the planning process, Transit will establish a target or targets associated with reducing the
manual effort associated with communicating reroutes and stop closures.

When is the benefit likely to be achieved?

As part of the planning process, Transit will estimate when the benefit of redeploying staff to higher
value activities will be achieved.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older

technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
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support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

This project is being proposed because several of Metro’s current customer-facing systems do not
provide any information on reroutes, stop closures and service cancellations. Metro does provide
some notification of these events via documents that are posted on the “Alerts and Updates” page of
Metro Online. In addition, Metro sends out some Transit Alerts to email subscribers, and provides
some updates to social media sites for some (but not all) of the Alerts and Updates.

Information about reroutes and stop closures is communicated internally by posting event-specific
documents on internal web pages or SharePoint sites, and distributed externally by posting these same
documents on the Alerts and Updates page on Metro Online. In addition some of the information for
some of these events is manually re-entered into other systems such as GovDelivery, for distribution
to subscribers of Transit Alerts, or sent out as updates to social media sites.

The overall complexity of the alert notification process and the level of effort required to enter and re-
enter these updates into different systems inherently limit the number and type of advisories that can
be created. As a result of these constraints, customers never hear about some events; some
notifications are more general than they should be.

This project will implement a new system for managing these updates, and develop the necessary
processes and interfaces to display this information in an automated manner. Metro Online’s Alerts
and Updates page will be modified to make the data more user-friendly, and eliminate the need to
open up and read a separate document for each reroute or stop closure. The existing web pages and
SharePoint sites will be decommissioned.

The issues identified above affect some customers daily to some extent; more customers during more
significant events, such as bridge or street closures; and virtually all customers during major region-
wide events such as Torchlight, adverse weather and so on. The improvements developed by this
project are intended to be scalable solutions that reduce overall complexity, so that they provide
benefits on a daily basis as well as help the organization communicate and respond more efficiently
during major events.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.




Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.




If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days e 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation, Transit

Department/Agency Name

Project Title Replacement for 4.9 Wireless Network and Mobile Access Routers
Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Kevin Desmond, General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
Supervisor, Transit Project Sponsor
Dan Overgaard Systems Development and
Operations

Jill Krecklow Finance Manager, Transit | Finance Manager




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to

complete this BAP form once there is a shared understanding of the project and what value it will bring to

the County. More complex and costly projects may require more extensive analysis. To improve this

process in the future, please record the time spent on this in the table below at each stage of revision:
Revision History Table

. . How long

Stage Date Revised By Description did it take?
Please use conceptual A brief summary of what How long
review, budget process, Date this . changed in the document. If | did it take to

. Who did the . L
funding release, annual document document this is an initial draft, please | complete or
report, project was undates? indicate new. If nothing has | revise the
implementation, or project | updated P ' changed, indicate “review form at this
completion. only”. stage?
Conceptual review 6/4/2014 Yan Zhang New, initial draft .5 hours
Conceptual review 7/1/2014 Irfﬂitp/:ﬁfpay Update .5 hours
Conceptual review 10/02/2014 | Dan Overgaard Upda_ted In response to 2 hours
questions

Annual Report 2/11/2015 | Dan Overgaard | Minor update in Section 6 .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system
failures

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)
Category #1: External service benefits: Improving the quality or quantity of services provided to the
public
DCategory #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services
&Category #3: Maintaining service levels by replacing or upgrading older technology
DCategory #4:. Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

The existing 4.9 GHz network provides data communications to support ORCA, On-Board Systems,
Transit Signal Priority (TSP) and Real-Time Information Signs (RTIS). At a minimum, the
replacement project must support the operation of those systems in their current state. In that sense,
this project falls under Category 3, since it is replacing or upgrading older technology, reducing
the risk of system failures.

Since this project will be a major investment in network technology, it should be expected to support
the requirements of the next generation of systems that are planned to deploy during its useful life.
(Since the replacement technology has not been selected, we not know for sure what useful life to
expect, but the project team will be seeking a continued support period of seven or more years.)
Chief among these new systems are the ORCA replacement, planned for implementation around
2020, and TSP replacement, planned for implementation around 2018.

This data communications network is an enabling technology. As such, customers are not aware
they are using it, but they benefit from the operational functions that it supports, through the data
communications it provides. In that sense, the project will provide direct improvements to the public if
the replacement technology enables the next generation of those projects, which will provide
“improved quality of service, such as faster response times and better access to services.”
These potential external customer benefits can be summarized s follows:

e Improved fare payment. The ORCA strategic planning process has identified potential
enhancements for the next generation, such as the use of open payments (e.g., account-
based payments using various credit- and debit-card technologies). If implemented, these
would directly benefit customers by providing more options for fare payment. In addition,
credit- and debit-based technologies would not require customers to wait for 24 to 48 hours of
processing to have the value loaded on their cards, as they must do with ORCA. This step
could be eliminated. In order to implement an open payment system, the ORCA partners
would need to implement a secure, always on connection to every bus, such as a cellular
4G/LTE connection. This is a candidate technology for the 4.9 replacement network, so if it is
selected, it would enable the ORCA replacement project to deploy those new features and
benefit customers by improving fare payment options, speed and access.

e Expansion of TSP and RTIS. The current 4.9 GHz wireless network is constrained from
expansion due to scheduled system obsolescence and the fact that the vendor has withdrawn
the product from the market. KCIT and Transit have limited spares which must be saved to
maintain existing services. No more wireless access points and mobile access routers are
available for purchase, which limits Metro’s ability to deploy TSP on additional corridors.
Although several jurisdictions are interested in deploying more TSP (Seattle, Bellevue,
Redmond and others), those plans are on hold pending Metro’s deployment of a replacement
network that can support TSP. Assuming unlimited access to new equipment, the new
network will allow continued expansion of TSP and RTIS on new corridors, which will directly
benefit the public through improved speed and reliability, and greater access to bus arrival
information along those corridors.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

The benefits identified above will be measured when the replacement network is deployed, and the
next generation systems that use the new network are deployed as well. In other words, the stated
benefits should not be expected when the replacement network is merely supporting existing




systems and their existing levels of functionality.

3. What is the current baseline for this measure?

Current baseline for this measure is the existing ORCA system and its features (a card-based, closed
loop system, with 24-48 hours of waiting time to load card revalues); and the existing corridors with
TSP and RTIS deployed (RapidRide Lines A-F, plus Routes 44, currently being tested, and Route
120).

4. What is the target for this measure? (How much improvement will this project achieve?)
The target for this measure will depend on the scoping, design and funding for the deployment of
those replacement projects — ORCA and TSP — and any decisions to fund additional installations of

Real Time Information Signs.

5. When is the benefit likely to be achieved?

As noted above, the benefit will be achieved when the future replacement systems are deployed. The
timing for these deployments is subject to future project scoping and dependent on funding for
implementation.

Category #2: Internal service benefits: Improving internal operations, including the quality or
guantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
3. What is the current baseline for this measure?

4. What is the target for this measure? (How much improvement will this project achieve?)

5. When is the benefit likely to be achieved?

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

Transit's 4.9 GHz wireless network was installed starting in 2009, as part of the installation of the
On-Board System/Communication Center System (OBS/CCS). There is no industry standard life
cycle for this type of equipment, but it generally falls in the IT commodity category, which
generally means an expected life of five to seven years. However, equipment obsolescence can
be affected by multiple factors, such as lack of market availability of processing chips and other
hardware components; updates to operating system software or other software that runs on the
hardware, making it obsolete; and other strategic business decisions. In this case, due to a
slower than expected market up-take of the 4.9 product line, Cisco scheduled the end of support
for the 4.9 GHz wireless network equipment that Transit uses to upload and download data from
the bus fleet at the bases and on RapidRide lines. This network also provides network
connectivity for ORCA readers and Real-Time Information Signs (RTIS) on the RapidRide
corridors, and enables Transit Signal Priority communications on RapidRide and other routes.

Not doing this project will increase the risk of service interruptions and the eventual failure of data
communications for the systems that use the 4.9 network. Such failures will impair Metro's fare
collection, operations management, service analysis, transit signal priority and customer
information services.

Transit and KCIT need to deploy a replacement system before the vendor’s support ends in mid-

2017. This end of support affects both hardware and software. Cisco has already stopped




manufacturing this line of equipment, and in 2017 will stop their software support. King County
has asked about extending the support for this product, but Cisco has declined to offer this
service. There is no alternate third party source for hardware parts since these are proprietary
Cisco products. Itis not possible for KCIT to assume the responsibility for software support since
that would require access to Cisco’s proprietary source code, as well as significant expertise in
developing security patches for specialized network and communications software.

Update — 3/18/2015: Options that will be considered during alternatives analysis include new
products that Cisco and other manufacturers are developing for the USDOT's “Connected
Vehicle” initiative, which is expected to use wireless communications in the 5.9 GHz band,
sometimes referred to as Dedicated Short Range Communications, or DSRC.

The system has already passed the “last buy” milestone for spare parts. This project is a
necessary life cycle replacement to maintain a state of good repair, and ensure business
continuity. The lack of security patches for potential operating system vulnerabilities will create a
security risk for the King County network, and KCIT will require these devices to be disconnected.
The lack of spare parts and the loss of software support means that it is not cost-effective to try to
isolate this specialized network with additional firewalls or other network modifications. There is
no other option to keep these services running, than to replace this obsolete equipment. This
project needs to replace the following devices, and ensure integration and provide continuous
operation for the systems connected them:

e 1,450 mobile routers installed on the transit fleet, and 140 on RapidRide corridors;
e 44 access points installed at transit bases; and
e 241 access points and along RapidRide and other Intelligent Transportation System corridors.

To maintain business continuity during the transition, Transit and KCIT will need to build and
implement the new system as a parallel network at the bases and along the corridors, and then
migrate the fleet by installing or modifying mobile routers in a coordinated, phased process.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.

If this wireless network is not replaced, the probability of incremental network failure, and
increasing business impacts, is not just high but certain. There will be partial communication gaps
failures when individual hardware units fail and no replacement parts are available. There will be
an increasing risk of systemic failures and network vulnerability after software support ends in
2017.

At the seven operating bases, this network provides wireless communications to connect the
revenue fleet with back office systems to upload and download daily on-time performance data,
passenger counts, fare transactions, ORCA card reloads, fare tables, daily on-board bus
schedules, stop announcements and other on-board configuration data. It is critical to Transit
operations that these data transmissions continue to occur in a timely manner. Over 60% of
Transit’s fare revenue is processed over this wireless network.

e The ORCA readers are updated daily with customer card reloads and card hotlists. ORCA
transactions are offloaded at every pull-in. ORCA transaction data expires if it is not
downloaded from the vehicle after seven days. Intermittent communication failures in the
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network may result in fares being lost due to expired data.

o On-board systems are generally loaded with about 30 days of operational data. If this
data is not updated before expiration, on-board data will expire and present operational
issues, such as limiting the operators’ ability to use the radio system (a critical life/safety
requirement) and collect correct passenger fares (a critical financial requirement).

o The network provides connectivity to collect fares from ORCA readers at major stations,
display bus arrivals on real-time information signs, and enables transit signal priority
operation along the corridor, for improved speed and reliability.

King County is already experiencing maintenance and operations issues, due to the lack of spare
parts and Cisco’s delayed turnaround on warranty repairs. Some access points have failed due
to unexpected loss of transmit power. Others fail to come back up when rebooted. It is expected
that these kinds of issues will increase as the system ages, and this will put transit operations at a
significant risk of more frequent and longer lasting outages. Incremental failures may require
prioritization of certain functions, and moving limited spares around the system to fill in gaps.
Some less critical functions such as Real-Time Information Signs and off-board ORCA readers
could be temporarily decommissioned in order to keep the core ORCA system functional.

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




1. Describe why you expect the proposed IT investment to reduce costs?

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)

3. What is the current baseline?
4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved?

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.

If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10days e lday 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentageof |e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage | prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000




| savings
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IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation (DOT)/Transit Division
Department/Agency Name

Project Title Regional Fare Coordination System (ORCA System) Enhancements
EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:
Name Title / Agency Project Role
Tom Friedman IT Project Manager I1/DOT | Project Manager
Transit Division
Phil Branham Supervisor of Fare Media | Fare Media Sales Information
Sales/DOT Transit
Division
Chuck Sawyer Supervisor/DOT Transit Market Research Information
Division
Tom Randall Chief/DOT Transit Customer Services Information
Division
Dave Dunneback Planner/DOT Transit King County Employee ORCA Usage
Division
Rebecca Switaj Project Program Budget Analyst
Manager/DOT Transit
Division




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

actions:

A

revision table.

SRR

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or

To support initial project request during “gate two” phase of conceptual review.
For the annual Benefits report that PSB compiles.
3. To support funding release requests. If there are no changes, simply indicate “review only” in the

When a material scope change is identified and reported.
Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

McMurray

. . How long
Stage Date Revised By Description did it take?
. A brief summary of what How long
Please use conceptual review, | Date . L
. X . changed in the document. If | did it take to
budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Example: Conceptual review | 7/1/13 Jack Smith New, initial draft 2 hours
Example: Funding release 11/1/13 | Jack Smith Changed the metrics we will 2 hours
measure
Converted plan from Benefit
Annual Report 1/6/14 Tom Friedman | Realization Plan into Benefit | 3 hours
Achievement Plan format
Annual Report 03/20/14 | Kathleen Revised per feedback 1 hour
McMurray
Annual Report 02/06/15 Kathleen Review only .25 hours




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

X Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

[1 Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk of
system failures, or providing regulatory compliance

[1 Category #4: Reduced cost or cost avoidance to produce services

Category #1: External service benefits: Improving the quality or quantity of services provided to
the public. This category is intended for projects that directly benefit the public. This includes
improved quality of service, such as faster response times and better access to services for the
public.

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two
business days instead of the four days currently required. This is largely due to the ability of the new
software to check national and state databases more efficiently. About one-quarter of our customers
currently complain about the delay in obtaining a license and this time reduction is expected to eliminate
almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule
athletic fields over the Internet and make payments by credit card. This will allow scheduling to occur at
any time, rather than the current limited hours available for in-person or phone reservations. In-person
and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




Background: There are 7 Elements (or sub-projects) within the RFCS Enhancements Project. Four of the
seven elements are in this Benefit Category. The expected benefits for each of these will be described
separately.

1. Describe why you expect the proposed IT investment to produce the benefit(s).

a.

Streetcar Element. The goal of this element is to install ORCA readers on the two streetcar lines:
South Lake Union and First Hill. It is an extension of the current regional ORCA system to the
streetcar mode. This will allow the public to use ORCA cards for fare payment on streetcars
thereby providing better access to services for the public.

Operations Enhancement Element. The ORCA system went ‘live’ on April 20, 2009. This
element is intended to address operational issues that have come to light since the implementation
of the system. The primary benefits are expected to be customer and employee satisfaction related
to the collection of fares on board buses.

University of Washington Element. The goal of this element was to convert the U Pass program
to ORCA. This allows UW students, staff and faculty to use ORCA cards for fare payment thereby
providing better access to services for the public.

Regional Enhancements Element. The specific enhancements included in this element are
determined by the ORCA Regional Joint Board (made up of the General Managers of the 7
participating agencies). Overall, the goals are to improve customer satisfaction and increase
operational efficiencies.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

a.

Streetcar Element. The benefit of this element will be measured by the number of passengers
using ORCA for fare payment. The ORCA system automatically keeps track of the number of
ORCA “taps” or “boardings”. ORCA Boardings reports can be generated easilty for any time
period.

Operations Enhancement Element. The enhancements planned for this element are relatively
small and the impact will be difficult to measure without an expensive survey effort. It is proposed
that a surrogate metric is the number of customer complaints recorded by the Metro Comment
System (MCS).

University of Washington Element. Conversion to ORCA was not expected to change transit use
at UW but the number of times the cards are used is an indicator of the usability of the extension
of the regional ORCA system.

Regional Enhancements Element. The usage of ORCA since Full System Acceptance is the
most relevance metric, specifically regional average weekday ORCA boardings as a percent of
total average weekday boards.

3. What is the current baseline for this measure?

a.

b.

Streetcar Element. ORCA use on streetcars will be measured by looking at ORCA Boardings on
Streetcar service as a percentage of total Streetcar boardings: Baseline is 0%

Operations Enhancement Element. Customer satisfaction will be measured by looking at ORCA
complaints per calendar quarter as entered in MCS: Baseline is 73 (3" Quarter 2012)

University of Washington Element. UW ORCA boarding will be measured by looking at Total
ORCA Boardings by UW cardholders in October of each year: Baseline is 0

Regional Enhancements Element. ORCA Market Share will be measured by looking at Regional
Average Weekday ORCA Boardings/Total Average Weekday Boardings: Baseline is 51% (End of
1% Quarter 2011)




4. What is the target for this measure? (How much improvement will this project achieve?)

a. Streetcar Element. ORCA use on streetcars will be measured by looking at ORCA Boardings on
Streetcar service as a percentage of total Streetcar boardings: Target is 50%

b. Operations Enhancement Element. Customer satisfaction will be measured by looking at ORCA
complaints per calendar quarter as entered in MCS: Target is decrease by 30%

c. University of Washington Element. UW ORCA boarding will be measured by looking at Total
ORCA Boardings by UW cardholders in October of each year: Target is 1,422,677

d. Regional Enhancements Element. ORCA Market Share will be measured by looking at Regional
Average Weekday ORCA Boardings/Total Average Weekday Boardings: Target is 65%

5. When is the benefit likely to be achieved?

a. Streetcar Element. Two years following implementation of ORCA fare payment on streetcars.

b. Operations Enhancement Element. Two years following implementation of the Operations
Enhancement.

c. University of Washington Element. Benefit has been achieved. All UW transit trips were
converted to ORCA with implementation of the UW Element. Total ORCA Boardings by UW
cardholders in October 2012 was 1,422,677.

d. Regional Enhancements Element. Two years following implementation.

Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved,
inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently
checked. This will allow the agency to handle the 20% increase in workload projected in the next three
years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented
we will be able to reduce the duration of technology outages during major incidents by 30 percent. We
also will reduce the wait time for customers on hold with the Service Center. These improvements will
allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT
standardization. This project will make the current management of user accounts, applications, and
devices easier for IT administrators at Public Health because the end user experience will also be
improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook. Our success
will be measured by having a single set of procedures and security models rather than the multiple ones
that now exist.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.

Background: There are 7 Elements (or sub-projects) within the RFCS Enhancements Project. . Two of the
seven elements are in this Benefit Category. The expected benefits for each of these will be described
separately.




1. Describe why you expect the proposed IT investment to produce the benefit(s).

a. King County Employee Card Element. This element implemented ORCA cards for King
County employees. The cards provide building access and functionality in addition to ORCA
functionality.

b. Data Access Element. The primary benefit of this element is to preserve the detailed ORCA
transaction data that is currently stored as csv files on the ORCA Back Office Computer (BOC).
This project element will make the transaction data available to a limited number of users but it
will position Metro for future use of the data for operational analysis as part of a yet to be
determined project. The ORCA vendor will be purging these data soon and it is important that
they be saved elsewhere.

2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
a. King County Employee Card Element. The benefit of this element can be measured by
monitoring the usage of ORCA boardings generated by King County cards.
b. Data Access Element. Success will be measured by having a repository of detailed ORCA
transaction data rather than having the data unavailable for future study.

3. What is the current baseline for this measure?
a. King County Employee Card Element. King County employee ORCA usage will be measured
by looking at Total ORCA Boardings by King County employees for June to October of each

Year: Baseline is 0
b. Data Access Element. Baseline for this element is having no database for BOC transaction data.

4. What is the target for this measure? (How much improvement will this project achieve?)
a. King County Employee Card Element. King County employee ORCA usage will be measured
by looking at Total ORCA Boardings by King County employees for June to October of each
Year: Target is 691,673
b. Data Access Element. Target for this element is having a database for BOC transaction data.

5. When is the benefit likely to be achieved?

a. King County Employee Card Element. Benefit has been achieved. All King County employee
transit trips were converted to ORCA with implementation of the King County Employee Card
Element. Total ORCA Boardings by King County employees for June to October 2012 was
691,673.

b. Data Access Element. Benefit has been achieved. Work on this element is complete with the
implementation of a repository of detailed ORCA transaction data.

Category #3: Projects that maintain service at current levels by either replacing or upgrading older
technology, reducing the risk of system failures, or providing regulatory compliance. If the project
will result in improvements to external or internal services or cost savings, please note those
benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor
support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor
support the County will not receive tax and regulatory updates and will likely result in errors in
complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County
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to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice
Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013,
advanced authentication (AA) must be in place in order to access sensitive CJIS information.

Background: There are 7 Elements (or sub-projects) within the RFCS Enhancements Project. One of the
seven elements are in this Benefit Category. The expected benefits for each of these will be described
separately.

1. Describe why you are proposing to upgrade or replace existing technology. Please include age of
existing technology and the average life cycle replacement for this type of technology.

Sales & Customer Services Element. The ORCA system was implemented as a regional system that
did not address all of the needs of the individual agencies. This project element’s purpose is to extend
the ORCA system in several ways with the goal of completing the replacement of Metro’s legacy
point of sale (POS) system. The legacy POS system is currently only used for a small number of sales
transactions at the agency. With the completion of the project element, all sales transactions will be
performed using the ORCA system and the legacy POS system will be retired.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the
risk or describe how likely it is to occur.
N/A

Category #4: Reduced cost to produce service (external or internal) or cost avoidance

This category is for those projects that will reduce the costs to deliver a county service (external or
internal). The information provided here should be consistent with the information in the cost-benefit
analysis (CBA) form. Please describe how the cost savings will be used by your organization. This
category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay,
has the capacity and intent to pay, but will be avoided due to the project.

Example: Reduced cost to produce service. If this project to install accounts payable software is
approved, we will automate three tasks that are currently done manually by agency and central
purchasing employees. Based on experience of other users of the software, this will reduce processing
time from the current average of ten days to less than one. This will allow us to take advantage of prompt
payment discounts for over $15,000,000 of annual purchases. These discounts average 2%, yielding
annual savings of about $300,000. This will result in savings in department expenditures for those items
qualifying for prompt payment discounts.

Example: Cost Avoidance. Moving to this new vendor that uses a SaaS product, we will avoid the need to
upgrade the system to the newest version which goes end-of-life at the end of next year. We were
required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.

The above examples are summaries. Please respond to each question listed below rather than
provide a summary.




Background: There are 7 Elements (or sub-projects) within the RFCS Enhancements Project. Three of the
seven elements are in this Benefit Category. The expected benefits for each of these will be described
separately.

1. Describe why you expect the proposed IT investment to reduce costs?
a. University of Washington Element. Surveys that are currently done every 2 years to
determine UW transit usage will no longer be needed.
b. Operations Enhancement Element. Legacy POS system will no longer be needed.
c. King County Employee Card Element. Avoids support of multiple building access and
ORCA cards for KC employees.

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has
been achieved)
a. University of Washington Element. Surveys will no longer be needed. Cost savings.
b. Operations Enhancement Element. Legacy POS system will no longer be needed. Cost
savings.
c. King County Employee Card Element. Separate building access card will not be needed.

3. What is the current baseline?
a. University of Washington Element. $42,000 every 2 years
b. Operations Enhancement Element. $18,000 per year
c. King County Employee Card Element. $386,000 over 5 year life cycle.

What is the target for this measure? (How much savings will this project achieve)
a. University of Washington Element. $42,000 every 2 years
b. Operations Enhancement Element.$18,000 per year
c. King County Employee Card Element. $386,000 over 5 year period

When is the cost reduction likely to be achieved?
a. University of Washington Element. June 2015.
b. Operations Enhancement Element. Estimated to be June 2016 (two years after
implementation).
c. King County Employee Card Element. April 2017.

Section 7. Benefit Achievement Summary
Benefit Achievement Summary

To be completed when benefits have been achieved or no further benefits are expected. For each of the
benefits you identified above, explain whether benefits were achieved at target levels. Please include both
quantitative measures and qualitative descriptions of benefits, including any monetary benefits. Use the
measures identified above. If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014.
The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five
years. This project is currently functioning at 99.999% up-time and will report annually for the next five
years on up-time levels.




If one of these towers failed physically, the cost to the county would be enormous, generally in the
neighborhood of $500K - $1 Million per tower depending on the construction techniques and size. User
agencies on the emergency radio system will benefit by having infrastructure systems in place that will be
assured of not experiencing catastrophic failures due to lack of maintenance.

Example: This project to automate accounts payable software was implemented and did improve the
processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1
day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in
less cost swings than anticipated. We did not meet the target because there were fewer purchases that
qualified for prompt payment than originally estimated.

Example:

Metric Description Metrics Baseline Target Actual
Reduce cost to deliver | Processing e 10 days o 1day 2 day
service. This project | Time annual processing processing time | processing
reduced processing savings, and time e 30 percent of time
time from the current | percentage of | e 10 percent of purchases are 20 percent of
average of ten days to | purchases purchases are receiving purchases
less than one allowing | receiving receiving prompt payment | are receiving
us to take advantage prompt discount discounts prompt
of prompt payment payment e Savings of e $400,000 payment
discounts. discounts $100,000 savings discounts

$200,000
savings

There are 7 Elements (or sub-projects) within the RFCS Enhancements Project. Benefits for each of these
Elements will be realized at different times. The below list identifies those benefits realized to date.
Additional benefits will be added over time.

Metric Description Metrics Baseline Target Actual
King County (KC) Total ORCA 0 691,673 691,673 (all KC
Employee ORCA Use Boardings by transit trips
KC Employees converted to ORCA
for June to with the King
October of each County Employee
Year. Card Element)
University of Washington Total ORCA 0 1,422,677 1,422,677 (all UW
(UW) ORCA Boardings Boardings by transit trips
UW Employees converted to ORCA
in October of with the University
each Year. of Washington
Card Element)
Installation of a repository | Installation of a | No data Data repository | Data repository is
of detailed ORCA repository of repository | is created and created and
transaction data rather than | detailed ORCA | exists. collecting data. | collecting data
having the data unavailable | transaction
for future study. data.




IT Project Benefits Achievement Plan (Version 2)

Section 1. What are the purposes of the Benefit Achievement Plan (BAP)?

1. Toachieve a clear understanding and focus on the benefits of a project prior to its beginning

2. To update projected benefits of the project as it moves through stages of project approval,
implementation, and post-project closure

3. To establish accountability for identifying and achieving benefits

4. To ensure that benefits are achieved

To complete this document fully, please read all of the colored sections and fill in the white cells. For
assistance in completing this form, please contact your PSB analyst.

King County Department of Transportation (DOT)/Transit Division
Department/Agency Name

Project Title Rider Information Systems (RIS) — Bus Tracker

EBS Project Number

Section 2. Business Owner Accountability
Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement
Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required
to be at the deputy department director or higher.

Business Owner Name and Title: Kevin Desmond, Transit General Manager

Section 3. Who is involved in developing the Benefit Achievement Plan?

The development of the BAP should include significant involvement from the business operations or
management staff related to this project and the services it will support. Consider involving staff who
will be using the technology to help identify the benefits of the project. KCIT business analysts or
technology project staff may assist in benefit identification and documentation. List the staff who
contribute to the benefit achievement plan below:

Name Title / Agency Project Role
IT Service Delivery
Mike Berman Manager, Department of Sponsor

Information Technology
Sales and Customer

Darwin Campbell Services Manager, DOT Sponsor
Transit Division
Dan Overgaard Systems Development and | Sponsor

Operations Supervisor,
DOT Transit Division




Section 4. When should the Benefit Achievement Plan be started, updated and completed?

The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as
information is refined or scope changes, and when benefits are finally achieved. Department and agencies
(the business owners of project benefits) are required to update this document at the following times or
actions:

=

To support initial project request during “gate two” phase of conceptual review.

For the annual Benefits report that PSB compiles.

3. To support funding release requests. If there are no changes, simply indicate “review only” in the
revision table.

When a material scope change is identified and reported.

Up to one year after project completion and then annually until it is determined by the business
owners that anticipated benefits have been achieved or no further benefits are expected.

N

SRR

Once the project is complete and benefits are achieved and reported, no additional reporting is required.

Please update the document online. Do not delete your previous text. Update the text as necessary and
date those updates. Make sure that you upload the updated version to Innotas. The intent is for this single
document to show the history of benefits over the course of the project. List any changes in the table in

Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to
complete this BAP form once there is a shared understanding of the project and what value it will bring to
the County. More complex and costly projects may require more extensive analysis. To improve this
process in the future, please record the time spent on this in the table below at each stage of revision:

Revision History Table

Stage Date Revised By Description dli_l dO\i/¥ '[I;)Ego
A brief summary of what How long

P2 L85 ERNEEIEL [BIENY, | [DETE changed in the document. If | did it take to

budget process, funding this Who did the - .
this is an initial draft, please | complete or
release, annual report, docume | document o X )
o . indicate new. If nothing has | revise the
project implementation, or nt was updates? o o :
. . changed, indicate “review form at this
project completion. updated -
only”. stage?
Kathleen ..
Annual Report 11/15/13 McMurray Initial Report 2 hours
Kathleen Updates per feedback from
Budget Process Update 2/10/14 McMurray Council staff 1 hour
Annual Report 2/6/2015 Kathleen Updated to indicate this is 95 hours

McMurray the final report




Section 6. Description of Project Benefits
Identify the category(ies) of benefits your project will provide and include narrative descriptions of
estimated benefits. The benefits of IT investments generally fit into the following four categories:

1) External service benefits: Improving the quality or quantity of services provided to the public

2) Internal service benefits: Improving internal operations, including the quality or quantity of
internal services

3) Maintaining service levels by replacing or upgrading older technology, reducing risk of system
failures, or providing regulatory compliance

4) Reduced cost to produce services (internal or external)

Each category is described below. Most projects will have benefits in one or two categories. If the
project does not have benefits in a category, there is no need to provide information for that category.

What is the primary benefit of your project? After reviewing the benefit categories below, please
identify the primary type of benefit for the project. For most projects, the primary type benefit will be
Category #2 improving internal operations or Category #3 replacing or upgrading older technology.

Primary project benefit? (Check only one)

[1 Category #1: External service benefits: Improving the quality or quantity of services provided to the
public

[1 Category #2: Internal service benefits: Improving internal operations, including the quality or
quantity of internal services

X Category #3: Maintaining service levels by replacing or upgrading older technology, reducing risk