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March 31, 2004

The Honorable Larry Phillips

Chair, King County Council

Room 1200

C O U R T H O U S E

Dear Councilmember Phillips:

The enclosed materials respond to a proviso in the 2004 Budget, Section 104.  The proviso requested additional information about two projects.  The projects are the Quantifiable Business Case for Recommended Business Operations Model for King County Enterprise Financial, Human Resources, and Budget Management Project (hereafter called “QBC”), and MSA Standardization Work Program/Payroll Improvement Project (hereafter known as the Payroll Initiatives Program, “PIP”).  The proviso requested transmittal of a program charter explaining the mission, goals, business objectives, and program deliverables for both projects.  It also requested transmittal of a proposed motion through which the Council would approve the charter document.

The enclosed materials include a QBC Program Charter; a separate project charter for PIP; and a proposed motion approving the QBC Program Charter and the PIP Project Charter.  We concluded two charters, rather than one charter, needed to be developed to respond to the proviso because of the difference in the level and scope of the QBC and PIP efforts.  The QBC represents a major technology program effort, starting with a consultant-led study to develop a Quantifiable Business Case Report.  In the future, it is envisioned that there will be several project efforts occurring at the same time under the umbrella of the QBC Program as the County moves forward toward a single financial, budget, human resource, and payroll system.  In contrast, PIP is a specific functional project.  PIP has ties to the QBC Program, which are explained in the Program Charter.  A separate PIP Project Charter was needed, however, to describe other details about this project.

· As requested in the proviso, the mission and goals statements; business objectives; program deliverables; program governance and organizational structure; and a description of the roles and responsibilities of business sponsors for the QBC are included in the QBC Program Charter.

· As requested in the proviso, these same elements, plus descriptions of the roles and responsibilities of human resource and payroll project managers for PIP are included in the PIP Project Charter.

· As requested in the proviso, both charters describe how the QBC and PIP will receive adequate oversight from a single steering committee of senior management.  This group is called the QBC Program Advisory Committee.  The County Chief Information Officer (CIO), David Martinez, and the County Administrative Officer (CAO), Paul Tanaka, program sponsors for the QBC, have advised that the QBC Program Advisory Committee is in the process of reviewing and approving the QBC Program Charter.   It is also the intent of the CIO and CAO for the Strategic Advisory Committee (SAC) to take action on the QBC Program Charter document this coming summer.  We will provide status reports and copies of the charter as soon as formal actions are taken.

We welcome the opportunity to present the enclosed materials to the appropriate Council committees.  We commit to keep the Council apprised as these major programs move forward.

Background

In June 2003, the King County Council through its approval of Motion 11729 confirmed its support of a common vision for a new enterprise business project for King County.  The Enterprise Financial, Human Resource, and Budget Management Vision and Goals Statement (hereafter called “Vision and Goals Statement”) provided the critical framework from which to launch a business case analysis and other preparatory work to ensure the financial business operations project success.  The QBC Project was specifically authorized as a follow-up action to the adoption of the Vision and Goals Statement.

In November 2003, the King County Council approved the 2004 Budget.  Included in the budget were two Transition Fund proposals in the Finance and Business Operations Division (FBOD) of the Department of Executive Services (DES).  The two projects are collectively known as the Payroll Initiatives Projects (PIP).  Funding was approved for PIP with the following proviso:

By March 31, 2004, the executive shall submit to the council for its review and approval by motion a program charter for the Payroll Improvement Project, the MSA Standardization Project and the Single Budget, Finance, Human Resource and Payroll Quantifiable Business Case Project.  The charter shall include mission and goal 

statements, business objectives and program deliverables for each project.  The charter shall also identify the program governance and organizational structure, describing the roles and responsibilities of business sponsors and human resource and payroll project managers.  The charter shall also describe how these projects will receive adequate oversight from a single steering committee of senior management that will ensure that all human resource and payroll projects are aligned and working cooperatively together.

The program charter and motion must be filed in the form of 15 copies with the clerk of the council, who will retain the original and will forward copies to each councilmember and to the lead staff for the labor, operations and technology committee or its successor.

Description of Proviso Response

The proviso requested the transmittal of two documents:  (1) a program charter for PIP and the Single Budget, Finance, Human Resource and Payroll Quantifiable Business Case (QBC) Project and (2) a proposed motion approving this charter.  We have chosen to transmit three separate documents.  These include: (1) “Quantifiable Business Case (QBC) Program Charter, Recommended Business Operations Model for King County Enterprise Financial, Human Resources, and Budget Management Program,” (2) “Finance and Business Operations Division (FBOD) Payroll Initiatives Projects (PIP) Project Charter,” and (3) a proposed motion approving the QBC Program Charter and the PIP Project Charter.

In coordination with the CIO, it was determined that the QBC Project involving the currently authorized consultant-led effort was the beginning of a larger process that will lead to implementation of a single financial, budget, human resource, and payroll system for the County.  This larger process is being called the QBC Program, and a program charter has been drafted to describe this effort.  PIP is a discreet project in DES with ties to the QBC Program at certain points in time.  This linkage is recognized and described in the QBC Program Charter.  A separate project-level charter for PIP has been developed to clarify what the scope, deliverables, and organizational structure will be for this project.  We believe we are being responsive to the proviso in explaining the differences between the program and project levels and providing charter documents for each effort.

The QBC Program Charter represents the higher level program overview for all that has occurred and will continue to occur with regard to the County’s efforts to move toward a single financial, budget, human resource and payroll system.  Like the Law, Safety and Justice Integration (LSJ-I) Program Charter after which it is modeled, the QBC Program Charter describes the governance structure and the roles and responsibilities of the major participants involved.  It also cites specific projects, including the current consultant-led effort to produce a QBC Report, that are being undertaken under the mission and goals that drive this program effort.  The two Transition Fund projects proposed by the Finance and Business Operations Division (FBOD) as the MSA Standardization Work Program and the Payroll Improvement Project are being combined and called the Payroll Initiatives Projects (PIP).  The PIP Project Charter describes the project level detail for the work that was funded in the 2004 budget process.

The two charter documents are summarized below.

QBC Program Charter

The QBC Program Charter describes the current effort to move the County beyond its current reliance on two accounting and financial reporting systems and two human resource/payroll systems.  It recognizes the importance of the Vision and Goals Statement (“Enterprise Financial, Human Resource, and Budget Management, Vision and Goals Statement”) adopted by Council Motion No. 11729 as the foundation for follow up activities to transform County business operations in the future.

The Charter describes the QBC Advisory Committee that was formed in November 2003 to provide program oversight.  Its members are: Paul Tanaka, CAO, Business Sponsor; David Martinez, CIO, Program Sponsor; Rick Medved, Chief Deputy, Department of Assessments; Shelley Sutton, Policy Staff Director, County Council; Leesa Manion, Deputy Chief of Staff, Prosecuting Attorney; Paul Sherfey, CAO, Superior Court; and Bill Wilson, CFO, Sheriff’s Office.  In January 2004, Steve Call, Director, Office of Management and Budget, joined the Advisory Committee.  In March 2004, Tricia Crozier, CAO, District Court, joined the Advisory Committee.  The roles and responsibilities of all the other stakeholder groups involved in the development of the QBC program proposals are also described.

The Charter summarizes follow up activities that have been occurring under the leadership of the CIO and CAO since the adoption of the Vision and Goals Statement.

· Under the QBC, follow up activities include the completion of a roadblocks action plan (“Roadblock Identification and Action Plan,” December 2003) and development of a detailed quantifiable business case justifying future investments in business model transformation (“QBC Report,” targeted for completion in June 2004).  These two documents will be presented to the SAC for their review and approval in the near future.

As a result of the 2004 budget process, the Finance and Business Operations Division received Transition Funding for two separate projects called MSA Standardization Work Program Program and Payroll Improvement Project.  These projects have been combined and are now referred to as the “Payroll Initiatives Projects” (PIP).  PIP is a functional effort that seeks to implement operational improvements to the current payroll system and process that will position the County to be prepared for future direction to begin moving to a single human resource/payroll system County-wide.  As a functional effort PIP is not subject to technology governance, however, project leadership will present to the QBC Advisory Committee any proposals to change payroll processes to ensure alignment with the QBC Program.  PIP will also provide project status reports to the Advisory Committee regarding the MSA standardization work.

· Also contained in the Charter is a description of the current effort led by Dye Management, Inc. to develop a quantifiable business case justifying future investments into business model transformation and replacement of the current legacy systems.  The objective of the QBC Project is to evaluate the options and recommend a Business Operations Model for the County, including what this means in terms of implementing new financial, payroll, budget and human resources systems.  Key deliverables include the following:  Information Technology Cost Report, Business Operations Model Report, and Quantifiable Business Case Report.  Consultant deliverables, that are collectively referred to as the “QBC Report,” will be presented to the QBC Advisory Committee in June 2004.  Following their review, the QBC Report will be presented to the SAC.

PIP Project Charter

The goal of PIP as described in the Project Charter is to document current payroll process, particularly in the MSA semi-monthly payroll system; identify and prioritize needed improvements; and implement corrections in the data and in current payroll processes to improve consistency and accuracy and to position the County for eventual migration to a single human resources/payroll system.

The PIP Project Charter follows the format used for technology governance projects, although in consultation with the CIO, it was determined late last year that PIP is a functional project focused on operational improvements.  The Charter describes the project organization; project scope and work program; project budget; the roles and responsibilities of key project actors; and the communications plan to ensure key stakeholders are appropriately informed and involved in the PIP effort.

The PIP Project Charter has been presented to the QBC Advisory Committee as it is recognized that the Advisory Committee has a role to review any proposed changes in current payroll systems operations to ensure they are aligned with the Business Operation Model recommended for King County.  PIP will also provide the Advisory Committee with status reports on the identification of problem areas and the prioritization of data clean up.  The Advisory Committee’s role with regard to PIP has been incorporated into the QBC Program Charter.  This addresses the requirement contained in the budget proviso that QBC and PIP should receive oversight through a single steering committee of senior management.

Conclusion

Significant efforts are under way to prepare for key decisions regarding the future enterprise business model of the County.  The PIP and QBC represent two different elements of 

these efforts.  I very much appreciate the active participation of your Policy Staff Director, Shelley Sutton.  Ms. Sutton brings comprehensive understanding of County government to the Advisory Committee.   I look forward to the Council’s review of the enclosed QBC Program Charter and PIP Charter and encourage your approval. 

Thank you for consideration of this request.  If you have any questions, please contact Paul Tanaka, County Administrative Officer and Director, Department of Executive Services, 
at (206) 296-3824.

Sincerely,

Ron Sims

King County Executive
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cc:
King County Councilmembers

ATTN:  Shelley Sutton, Policy Staff Director
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Anita Whitfield, Division Director, Human Resources Division, DES


Kevin Kearns, Division Director, Information and Telecommunication Services
                 Division, DES

David Martinez, Chief Information Officer, Office of Information Resource
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