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SUBJECT

A motion that would approve the report on the benefits achieved from technology projects for the year 2016.

SUMMARY

As required by King County Code,[footnoteRef:1] all technology projects seeking appropriation authority must complete a Benefit Achievement Plan (BAP) describing how the proposed project will produce an improvement in county services and/or address critical technology replacement needs. [1:  K.C.C. 4A.100.030] 


Proposed motion 2017-0190 would approve the Technology Project Benefits Report for the year 2016 (2016 Technology Project Benefits Report), which is a compilation of BAPs for technology projects countywide.

Overall, the quality of the BAPs continue to improve as departments shift their thinking about technology projects from measuring whether the technology works to measuring improvements in operations, benefits to the public, or cost savings. The staff report includes summary information in the benefits achieved from completed projects and identifies significant status changes for those projects underway.

Amendment 1 would add Attachment B (2016 Report Update) to Proposed Motion 2017-0190. Amendment B adds three BAPs that were not included in the transmitted report and replaces 26 BAPs that were revised subsequent to the transmittal. Title Amendment T1 would conform the title to the changes that would be made by Amendment 1.    

BACKGROUND 

In 2013, the Council adopted Ordinance 17654 that requires all technology projects seeking appropriation authority to include with the budget request a Benefit Achievement Plan (BAP) describing how the proposed project will improve operations, benefit the public, maintain critical operations, or produce cost savings. Ordinance 17654 also requires a business case[footnoteRef:2] and cost-benefit analysis that provide additional project details.  [2:  K.C.C. 4A.100.030 requires the business case to “include at a minimum a description of the problem the technology investment is trying to address, the proposed solution, analysis of alternative solutions, the project goals and objectives, a description of the project, project milestones with specific dates…”] 


The BAP form (Attachment 5) was collaboratively developed by Council and the Office of Performance, Strategy, and Budget (PSB) staff to provide decision makers and key stakeholders with concise information on the improvements to operations, services to the public, and/or cost savings of a technology project and measures to assess whether such benefits have been achieved.

The intent of the BAP is to shift the focus of technology investments from measuring whether the technology functions to measuring whether the department achieved the intended benefits by improving operations, improving services to the public, saving money, or preserving a program that would otherwise be at risk due to failing technology. The shift to a business-centric viewpoint requires significant involvement from the operations staff who will ultimately be using the technology and also commitment by departments to achieve the operational improvements, not just implement new technology.

The 2014 budget was the first budget process in which BAPs were considered. Since that time, Council staff worked closely with department staff in reviewing and improving the BAPs.

Technology Benefits Report Requirement

Ordinance 17654 also required the Executive to produce an annual report about the benefits resulting from technology projects. This reporting requirement was changed in 2017 to a biennial frequency.[footnoteRef:3] All projects, whether completed or not, are required to update the Benefit Achievement Plan (BAP) with any changes to the expected benefits of the project. The report is required to be transmitted in the odd-numbered years by April 30th. The required annual report was transmitted on April 27, 2017 and includes BAPs for 85 projects. Subsequent to the transmittal and upon request, Council staff received BAPs for another three projects.  [3:  Ord. 18635] 


Council Staff Analysis Process

As part of the Council review process, analysts were assigned to review the BAPs for the technology projects in their corresponding policy area with some exceptions. For example, the analyst assigned to the Department of the Assessor (DOA) reviewed the BAPs for DOA technology projects. However, in order to evenly distribute the review workload, this principle was deviated from in areas with a significant number of projects. 
For the projects that were new or underway, staff reviewed the BAP to determine if there were any significant changes to the project, and for completed projects, staff reviewed whether the anticipated benefits had been achieved. For many projects, Council staff contacted the department sponsoring the project to discuss progress in achieving the identified benefits. For some projects, Council staff suggested that departments make revisions to their BAPs in order for the BAP to better serve the Council as a tool for measuring the success of the project.

ANALYSIS

Council staff reviewed 88 project BAPs across fifteen departments. The Department of Transportation (DOT) has the highest number of projects (24). King County Information Technology Department (KCIT) has the second highest portfolio (13), followed by the Department of Executive Services (12) and the Department of Natural Resources and Parks (9). Table 1 provides the breakdown by department.

Table 1: Number of Technology Projects by Department

	Department
	Project Count

	Dept. of Transportation
	24

	Dept. of King County Information Technology
	13

	Dept. of Executive Services
	12

	Dept. of Natural Resources & Parks
	9

	Dept. of Public Health
	6

	Dept. of Community & Health Services
	5

	Dept. of Adult & Juvenile Detention
	4

	Assessor’s Office
	3

	Sheriff’s Office
	3

	Elections
	2

	Executive’s Office – Performance, Strategy and Budget
	2

	Prosecuting Attorney’s Office
	2

	Dept. of Judicial Administration
	1

	Dept. of Permitting & Environmental Review
	1

	District Court
	1

	TOTAL
	88



As shown in Table 2, 68 of the technology projects were new projects or not yet complete and thus not expected to report on completed benefits at this time. Twenty projects were completed at the time of the report and were expected to report on benefits achieved.

Table 2: Number of Projects by Project Status

	Project Status
	# of Projects
	% of Total Projects

	New Projects Starting in 2017
	20
	23%

	Projects Underway 
	48
	55%

	Completed Projects
	20
	23%

	TOTAL
	88
	100%




Types of Benefits Achieved by Technology Projects

The BAP asks departments to identify the type of benefit(s) produced by the technology project and indicate which benefit is the primary benefit of the project. Some projects were expected to deliver more than one type of benefit, in which case they were asked to identify their primary benefit and report secondary benefits, such as cost savings, as well. Technology investments select one or more of the following benefits in their BAP:

· External service benefits: Improves the quality or quantity of services provided to the public;

· Internal service benefits: Improves internal operations, including the quality or quantity of internal services;

· Maintains service levels: Maintains service levels by replacing or upgrading older technology or reducing risk of system failure;

· Reduced cost or cost avoidance: Reduces the cost to produce services (internal or external).

Table 3 below illustrates the number of projects for each benefit category in 2016.[footnoteRef:4] Maintaining service levels and internal improvements were the top two primary benefit categories. [4:  Table 3 includes only the primary benefits identified by projects. Projects may have secondary benefits, as well.] 


Table 3: Number of Projects by Benefit Category for 2016

	Primary Benefit Category
	# of Projects
	% of Total Projects

	Public Benefit
	17
	19%

	Internal Improvements
	31
	35%

	Maintaining Service
	37
	42%

	Cost Savings
	3
	3%

	TOTAL
	88
	100%



Maintaining Service Levels / Upgrading Older Technology
As shown in the table above, the most common type of projects (42%) are those related to upgrading older technology in order to maintain various internal services and services to the public. The large number of projects related to replacing older equipment is to be expected given the age of many of the county’s technology systems and the life-cycle of technology.

Funding these projects is often necessary in order to reliably maintain service levels, reduce the risk of a system failure, or to comply with regulations. Often these projects replace technology systems that are no longer supported by vendors and/or not compatible with current technology.

In order to achieve the most value from a technology investment, departments are also encouraged to leverage, when feasible, the investment in upgraded technology for operational improvements or public benefits, as well. For example, the Business Intelligence Analytics project was necessary because the reporting product that King County was using was no longer supported by the vendor. Additionally, the project identified specific measures for how the new system would also bring operational improvements such as improving the quality and accuracy of data for financial decision-making and reducing the need for staff to manually extract and manipulate information for their routine reporting.

Improving Internal Operations
The second most common (35%) type of benefit from technology projects is improving internal operations. These projects typically replace paper or manual processes with electronic ones, integrate technology systems to streamline workflows, or provide mobile records access to field workers. These types of projects may reduce staff time spent on record management, data entry, and/or transport, freeing up time for other activities. They also can result in increased accuracy and improvements in worker and public safety. The following example demonstrates how technology can improve internal operations:

· In 2013, the Prosecuting Attorney’s Office (PAO) began implementing a modern case management system in phases, to replace their 35-year old system, multiple side systems, and paper files. The new system was intended to integrate case tracking and management, workload management, victim and investigative services and case document generation and storage into one system. According to the project BAP, this system will allow the deputy prosecuting attorneys to better prioritize their cases resulting in better, more informed decisions in their work and management of cases. The metric used for this BAP is discussed below.

Measuring improvements can be a challenge for some of the projects when it involved qualitative measures. For example, if a technology project will allow the staff to improve the quality of their work in a specific way, such as to improve ability to manage, make better decisions, or prioritize their work, such qualitative improvements can be challenging to measure. To address this, some projects benefit from taking a direct approach of surveying those staff as to whether the particular operations have improved.

PAO staff took a direct approach in measuring qualitative benefits briefly described above. In early 2015, the PAO surveyed deputy prosecuting attorneys after implementation of the case management system to determine if the new system had allowed them to better prioritize cases and if it assists them to make more informed decisions in their work and management of their cases. The PAO had a target satisfaction rate of 70 percent. Out of a 100 responses, the PAO achieved an overall satisfaction rate of 86 percent, which exceeded their initial target by 16 percent. The PAO intends to conduct another survey in the third quarter of 2016 to measure the District Court Division. In addition, the PAO will conduct a survey for the Juvenile Division when the system is deployed for this section. 

Direct Service Improvements to the Public
Of the 88 projects, 17 identified direct service improvements to the public as the primary benefit of the project. Departments are encouraged to seek public feedback as a way to assess whether the project is achieving its stated benefits to improve services to external customers. Two examples of projects that are intended to have direct service improvements to the public are provided below.

· The Department of Executive Services’ Archives Collection Management System (ACMS) Project allowed the public to search current data in ACMS and increased the direct online access to individual ACMS records. Staff measured the usage rates of the site and sought feedback in an online survey to rate user experience and inform how the system is being used. The initial results indicated that usage fell short of target as customers took longer than expected to grow accustomed to new tool, however the Department plans to continue outreach and add more content in an attempt to hit their targets. 

· The Health Information Technology Project, which is implementing an electronic health record in public health clinics, expects one benefit of the project to be that providers have more time to engage their patients and prioritize health care and whole patient care, thus increasing patient satisfaction. Public Health plans to measure this by surveying patients and providers post-implementation. It expects that at least 50 percent of patients will report their satisfaction level with time spent with their providers as “satisfied” or higher.

Cost Savings / Cost Avoidance Projects
Three technology projects reported cost savings and/or cost avoidance as their primary benefit. In most cases, these savings represent either actual cost savings or avoidance of costs that, without the technology solution, departments would have otherwise incurred. An example of a project that will have an additional benefit of cost savings/cost avoidance is District Court’s Unified Case Management System (UCMS) project.

· District Court’s UCMS project will reduce paper documents filed to and produced by the Court. As a direct result of the project, the Court will realize a net savings of 16 FTE positions through attrition over a three-year period. District Court staff estimate that the total FTE savings for the County will be approximately $2.6 million. 

Analysis of Completed Projects

Twenty of the reporting technology projects were completed at the time the annual report was prepared. Of those completed projects, 14 projects were ready to report on the benefits achieved and are shown in Table 4 along with a brief description of the project and benefits achieved. 




Table 4: Completed Projects Ready to Report Benefits

	Department
	Project 
	Benefit

	External Service Improvements 

	Assessor’s Office
	Property Assessment Appeals
	Project allows tax payers to file their property tax assessment appeal online. Level of usage was 68% in 2016. No targets were set.

	King County Information Technology
	CRM Expansion/Constituent Engagement Services
	Project expanded the Constituent Engagement Services platform to other Executive departments and Separately Elected offices. The BAP indicates that agencies used the platform for different purposes, but Executive Customer Services met goals for constituent response time, median time to close, and entry time per case. The Department of Assessments met most goals in regard to responding to customers and the Office of Civil Rights met goals in preparing public records requests reports. Metrics for other Executive agencies were not provided.  

	Internal Service Benefits

	Adult & Juvenile Detention
	Distributed Antenna Network (II)
	Project extended 800MHz radio coverage to floors 5, 6, and 7 of the King County Correctional Facility. The project was completed, but the hardware that was installed has a limited lifespan and will need to be replaced.

	Community & Human Services
	DDD Financial System
	Project was intended to streamline the contractor billing process and result in quicker and more accurate processing. The project team decided to discontinue the project due to concerns with the vendor’s ability to deliver a timely and responsive product. No benefits are expected, however the project completed business rules that can be used for a future procurement process to solicit a new vendor.  

	Elections
	Election Management System Replacement
	Project eliminated 9 custom built applications and the need for many manual queries. This project should free up staff resources to work on other priority IT issues. Elections did not report on additional work that was completed with freed up staff resources.

	Transportation
	Transit P&F Timekeeping
	Project was intended to retire the existing timekeeping system for Transit’s Power and Facilities Section and instead use a timekeeping system within the organization’s asset management system. Initial project assumptions were not borne out and the project was closed. No benefits are expected.  

	Maintaining Service Levels 

	King County Information Technology
	2015 Regional Aerials Project
	Project refreshed aerial imagery used by county departments, utilities, and other government agencies. Project also achieved target for cost sharing.

	
	Business Empowerment & User Mobility (BEUM)
	Project improved the network infrastructure to better support wireless technology and to provide more bandwidth.

	
	Mainframe Migration
	Project decommissioned the mainframe in December 2015 and achieved approximately $1.9M in annual operating savings, which is slightly less than the $2.3M anticipated. 

	
	Westin Network Connection Upgrade
	Project consolidated County equipment located at the Westin Building and gained 24/7 access, which reduced delay in accessing equipment for maintenance and troubleshooting.  

	Public Health
	eCBD/CAD Integration at NORCOM
	Project allowed for integration of systems related to 911 dispatching at NORCOM.[footnoteRef:5] [5:  North East King County Regional Public Safety Communication Agency] 


	Transportation
	Transit On-Board Systems/Communication Center System
	Project provided necessary interfaces with radio system for communications between vehicle and communications center. It also provided a new GPS vehicle location system, automated passenger counting and stop announcements.


	Reduce Cost or Cost Avoidance

	Assessor’s Office
	Electronic Valuation Notice
	Project provides electronic valuation notices. The project did not achieve anticipated taxpayer participation rate. Only 2,272 taxpayers have opted in. The target was 74,000 taxpayers. 

	King County Information Technology
	ESOP (Phase III Government Cloud Computing)
	Project converted County physical servers to virtual servers and moved backup infrastructure to the cloud. Project shortened the time to deploy new department servers to two days versus the 10-12 weeks needed to deploy physical servers. BAP reports that the cumulative hosting and operating costs for the virtual servers deployed between 2012 and 2015 was approximately $6.3M less than if the same number of physical servers were used in that time period.   



As shown in Table 5, six completed projects need more time to report on final benefit status. In some cases, the project is technically complete and the technology solution has been implemented, however more time is needed for additional outreach and/or staff training to achieve the benefits. 

Table 5: Completed Projects that Need More Time to Achieve Full Benefits

	Department
	Project
	Status

	External Service Improvements

	Executive Services
	RALS Archives Collection Management System
	Application went live in 2016, however usage fell short of target as customers took longer than expected to grow accustomed to new tool. RALS anticipates that with continued outreach and by adding more content to the database, the use of the application will grow. 

	Permitting & Environmental Review
	Permit Integration
	Project replaced several legacy permitting systems that had reached end of life with vendor-hosted, web-enabled system. Project expects that benefits will be achieved by the end of 2017 so will report again.

	Internal Service Benefits

	Community & Human Services
	Designated Mental Health Professionals (DMHP) & Public Safety Project
	Project allowed for mobile access to Crisis and Commitment Services files and is complete, but experienced issues with the reliability and wireless connectivity in the field. The technology challenges have been remedied, however at time of report only 50% of DMHPs were using the mobile tool. The department indicates that they hope to provide additional trainings and address barriers in hopes of reaching 100% compliance. Project will report again. 

	Sheriff’s Office
	ATLAS Electronic Scheduling System
	This project automates most of the scheduling and reporting tasks and processes currently done manually. Project has been implemented, but was significantly delayed. Final benefit data will be provided in the next report. 

	King County Information Technology
	Systems Management
	Project implemented best practices and supporting tools related to responding and resolving the County’s technology issues. Final benefit data will be provided in the next report. 

	Maintaining Service Levels

	King County Information Technology
	Exchange to Office 365 (Pilot)
	Project migrated two County departments to cloud-based email service included as part of the County’s existing Microsoft Office 365 Enterprise agreement. Project is complete, but at the time of transmittal, had not compiled survey results for user satisfaction and will report again. 




Analysis of Ongoing Projects

As part of the review of the BAPs, Council staff identified significant status changes in the projects listed in Table 6. In some cases, these changes will result in changes to the benefits and in others a delay in delivering the expected benefits. 

Table 6: Ongoing Projects with Significant Status Changes

	Department
	Project Name
	Status 

	External Service Improvements

	Executive Services
	Text-to-911
	Original project documentation indicated a project completion date of Q4 2016. Benefits now expected to be achieved at the end of 2017. Council staff indicates that project has changed from using an RFP process to identify a vendor to process the text messages to working with a current vendor to integrate text messages into the existing platform. 

	Sheriff’s Office
	Wireless CAD Upgrade
	Final phase of project has been significantly delayed. The first phase of this project was completed and deputies now have access to the CAD system from their vehicles. Final phase is adding the capability to GPS locate deputies working in the field. This should modestly improve response times and safety for deputies.









	Internal Service Benefits

	Executive Services
	Risk Management Risk Master Replacement
	Project is intended to replace the software used to track loss throughout the County and has been delayed. Project indicates there are a number of reasons for delay: project transitioned to new project manager, the creation of the RFP took longer and was advertised for a longer period of time, and there was delay in getting information from the vendor.  

	Public Health
	Jail Health Electronic Medication Administration Record (eMAR)
	Project experienced significant delays due to dependencies with other systems. Implementation expected in 2018.

	Maintaining Service Levels

	Executive Services
	E-911 System Security
	Project will implement a security solution designed to protect the E-911 and public safety answering points from cyber-attacks. Original project documentation indicated a project completion date of Q4 2016. Benefits now expected to be achieved at the end of 2017.

	King County Information Technology
	Enhanced Wireless Connectivity
	Project deployed enhanced wireless capabilities at King County facilities that more closely approximates a wired connection and increased the number of users that could connect at a given time. Original project documentation indicated that 40 County facilities would have enhanced wireless capabilities, however the scope was reduced to seven sites (Courthouse and six District Court sites). KCIT intends to deploy enhanced wireless at additional sites in phases[footnoteRef:6]. [6:  The Council approved the appropriation for Phase II of this project to deploy enhanced wireless services at the Chinook, King Street Center, and Administration Buildings in the 2017 2nd Omnibus budget (Ord. 18602).] 


	
	IP Fax Service Project
	Project will retire phone lines used for faxes that are no longer necessary and replace with technology solution. Original project documentation indicated a project completion date of Q4 2015. Benefits now expected to be achieved Q2 2017.

	
	Unified Communication/County Telephony System Replacement
	Project replaced the County’s 20+ year old legacy phone system with Skype. Project revised the expected annual savings from $3M to $2.5M, as well as the date of when savings are expected to begin. 

	Sheriff’s Office
	IRIS/TESS Replacement
	Project will replace the legacy records management system. The project is significantly delayed. It was also intended to replace the property (evidence) management system but the project is now focused on the records management component.

	Transportation
	Transit 4.9 Network and Mobile Access Routers Replacement
	Project will replace transit wireless network used to connect the fleet with back office systems (e.g., upload and download on-time performance data, fare transactions, passenger counts, etc.). Previous project documentation indicated a project completion date of Q4 2019 which has been revised to Q2 2021. 



Annual Reporting Process

Average Time to Complete Review
The Benefit Achievement Plan (BAP) is intended to be a simple form for a project to report back on the status of the benefits of the project. For most projects, completing the annual review took less than one hour, however completed projects submitting their Final BAP typically took longer.  

Challenges in Measuring and Reporting Benefits
Some departments continue to struggle with how to describe a project’s anticipated benefits and measure the benefits achieved. The challenges with reporting are to be expected as departments adjust to a significant shift in how technology projects are evaluated for funding and how their performance is measured. With the BAP process, the focus of the BAP report is on measuring the improvements to the business operations and customers, not assessing whether the technology is functioning. Thus, it will continue to take training for departments to orient to a new vision of measuring the results from technology projects. The 2016 Technology Projects Benefits Report notes that agencies would like more training on how to better define benefits and identify proper metrics along with plans to measure those benefits.

Additionally, the 2016 Technology Projects Benefits Report indicates that the aggregate time spent by PSB, the Department of Information Technology, and agency staff collectively on the benefits reporting has increased compared to the prior year. It also suggests that improvements to the BAP template and greater efforts to increase countywide capacity in how to define and measure project outcomes will help to make the reporting easier and reduce the time that goes into it. Council staff continues to work with Executive staff towards this effort.

AMENDMENT

Council staff have prepared the attached amendments for consideration. Amendment 1 would add Attachment B (2016 Report Update) to Proposed Motion 2017-0190, which includes three BAPs that were not included in the transmitted report and replaces 26 BAPs that were revised subsequent to the transmittal. Most revisions were basic, such as providing clarifying information to the existing data whereas others required a moderate to significant level of revision, such as adding an additional metric to be used to measure whether a benefit is achieved. Title Amendment T1 would conform the title to the changes that would be made by Amendment 1.    

ATTACHMENTS

1. Proposed Motion 2017-0190 (and its attachments)
2. Amendment 1 (and its attachment) 
3. Title Amendment T1
4. Transmittal Letter
5. Benefit Achievement Plan form
6. Projects to Report in 2019
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1. Tanya Hannah, Interim Chief Information Officer, Department of Information Technology
2. Gaukhar Serikbayeva, Executive Analyst II, Performance, Strategy and Budget
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