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SUBJECT

[bookmark: _GoBack]This is the first part of a two-part briefing. At today’s meeting, Council staff will provide an overview of the Countywide Telephone System Replacement (CTSR) project. At the February 25, 2014, meeting, King County Information Technology (KCIT) staff will provide a more detailed briefing and discuss next steps in the project’s implementation.

BACKGROUND

Original appropriation. In December 2010, the Council appropriated $18,585,050[footnoteRef:1] to fund the replacement of the County’s aging telephone systems with a new Internet Protocol Telephony (IPT) system. At that time, the County had a disparate mix of telephone systems from multiple manufacturers that provided service to more than 14,000 phones at more than 235 different sites.  [1:  Ordinance 16995] 


The Countywide Telephone System Replacement (CTSR) project was proposed for two reasons:

· Possible phone failure. The County’s phone systems were technologically obsolete, with a majority between 18 and 28 years old, and were determined to be at risk of failure. Ten sites – including the South Transit Base, Central/Atlantic Transit Base, East/Bellevue Transit Base, and King County Courthouse – were identified as most likely to fail, with estimated downtimes up to 24 hours.

· Potential cost savings. Estimates at the time indicated that a new Internet-based phone system could yield cost savings of $4.3 million annually by 2017, largely through savings from payments that would no longer be made to telephone companies.

The Executive proposed to finance the project by borrowing the project costs with a 10-year term, and to implement the project over four years between July 2011 and September 2015. The appropriation for the CTSR project was first included in the 2011 budget, but the Council removed the project from the budget to allow time for additional analysis. 

Progress Reports. In August 2011, Council staff briefed the Government Accountability and Oversight Committee on the CTSR project’s progress. At that time, staff noted that the project approach had shifted since the Council’s initial appropriation. Specifically, KCIT had determined not to pursue a Request for Proposals (RFP) for an IPT system, but rather to leverage the County’s new enterprise agreement with Microsoft by using the included client licenses for Microsoft’s Lync system. The County would still issue RFPs for other parts of the system, including the phones. 

Council staff expressed concern about the lack of an RFP, noting that, “RFPs generally promote competition and help ensure the county is selecting the best possible option.”[footnoteRef:2] Council staff also raised concern with selecting an option (the Lync system) that had not been considered the best option during the early consultant evaluation of the project. The Executive responded that the selection of Lync was a cost-effective option due to the Microsoft Enterprise Agreement and that Microsoft had provided a written response and met or exceeded 98% of the County’s requirements. [2:  2011-B0132] 


It is standard practice for KCIT to employ an outside consultant to perform quality assurance reviews on KCIT managed projects with budgets greater than $10 million. As the CTSR project was implemented, it received a baseline assessment (August 31, 2012)[footnoteRef:3] and two additional quality assurance reviews (December 20, 2013[footnoteRef:4] and January 9, 2014[footnoteRef:5]) from an independent consultant, MTG Management Consultants. The baseline assessment categorized the project as a medium-risk effort; the two quality assurance reviews categorized the project risk as “fairly high.” The January 2014 discussion draft risk level was based on several findings: [3:  MTG Management Consultants, King County Department of Information Technology, Countywide Telephone System Replacement Project – Quality Assurance Services, Baseline Assessment, August 31, 2012.]  [4:  MTG Management Consultants, King County Information Technology, Countywide Telephone System Replacement Project: First Half 2013 Quality Assurance Report, December 20, 2013. ]  [5:  MTG Management Consultants, Discussion Draft King County Information Technology, Unified Communication Project, Second Half 2013 Quality Assurance Report, January 9, 2014 (note title page incorrectly lists date as January 9, 2013).] 


· Project Scope/Size. The consultants noted that the project scope is large, with more than 14,000 users at more than 235 sites, and that the schedule is aggressive.

· Available Resources. The consultants determined the project team to be understaffed to meet the project rollout schedule while also providing ongoing support for existing Lync users, a challenge the consultants noted could introduce risk to both schedule and quality.

· PMO Experience. The consultants suggested that lines of responsibility for the project manager and customer relations manager need to be more clearly articulated.

· Technology Transfer. The consultants identified a lack of clarity about how to provide ongoing operational support for Lync users, which could affect the project’s ability to provide solid support.

KCIT has indicated it is addressing many of the issues raised in the MTG reports and will brief the committee on their corrective actions at the February 25th GAO meeting.

Current Status: Countywide. A January 31, 2014, status report from Innotas, the County’s project management system, assessed project performance as “green” for scope, schedule, budget, milestones, and resources. It summarized progress to date:

	
	Project Total
	Completed as of Jan 2014

	Users Countywide
	14,000 (approx.)
	5,576

	Total Expenditures
	$18,585,050 (budgeted)
	$10,529,115



Current Status: Legislative Department. The Legislative Department currently has 182 phones. The Legislative Department is complex, with a number of independent agencies and nine Council offices that handle a heavy volume of calls from the public. In recognition of that complexity, phones were installed in three phases over the course of seven months during April 2013:

· Phase 1: April 2013: 43 users
· Phase 2: May 2013: 88 users
· Phase 3: August-October 2013: 51 users

Lync staff met with each group within the Legislative Department to plan for the phone installation, and offered trainings for new Lync users approximately twice a month between March 2013 and January 2014. Following installation, individual phones in the Legislative Department have functioned well, but those organized into “response groups”[footnoteRef:6] have faced performance challenges, some related to software functionality and others related to back-end issues, such as server capacity.  [6:  Response groups are phones in an office that function as a group, for instance by ringing sequentially if a call is not answered at the first phone.] 


To address these challenges and to support Legislative Department users, Legislative Department administrators and IT staff have become involved and have devoted time each week to work with KCIT staff to identify and address challenges. In addition, two Lync staff have been stationed on site during late January and early February to provide individual training and troubleshooting for Lync users, focusing on the phones organized into response groups.

Next Steps. Lync rollout will continue over the next two years. KCIT staff will attend the committee’s next meeting to provide a more detailed briefing and discuss next steps in the project’s implementation.
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