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REVISED STAFF REPORT
The Operating Budget Committee amended the motion to insert the proper amendment and date and passed the motion with a do pass recommendation on 9/27/2006. 
SUBJECT:
The proposed motion would accept the program charter for the Accountable Business Transformation (ABT) project. 

BACKGROUND:

When King County merged with Metro in 1994 each organization had its own human resources and financial computer systems. Due to the complexity, nature of the services provided and a number of other factors, the County has not yet merged to one financial and human resources system. The lack of this migration has created a system where the county currently manages two independent human resource systems and two independent financial systems. 
The Financial Systems Replacement (FSRP) project was begun in 1997. Due to numerous problems, the program was subsequently suspended in 2000. The Accountable Business Transformation project would move all county agencies to the same human resource and financial system. This migration is expected to create a number of efficiencies in county operations. 
In 2001, Dye Management Group was contracted to review the failed FSRP project and make recommendations for a future plan to accomplish the goal of single county systems. Dye recommended that the county needed to address a number of organizational and technical barriers to continuation of the program. The Dye report also indicated that the program sponsorship needed to be revalidated and revitalized. The program also needed to be aligned with the county’s short and long-term goals. 

Since the suspension of the FSRP program, the county has moved in a deliberate way to address the shortcomings of the original program and addressed the pre-requisites for a successful launch of the countywide business transformation effort as recommended in 2001. 

In July of 2001, the County Council adopted Ordinance 14155 that created an information technology (IT) governance process and also created the position of Chief Information Officer (CIO).  The countywide IT governance structure includes the Business Management Council, Technology Management Board, Project Review Board and the Strategic Advisory Council. The purpose of this countywide IT governance structure is to provide the structure and discipline necessary for new projects of county-wide scope. 

As noted above, Ordinance 14155 also created the Strategic Advisory Council (SAC). The SAC consists of elected officials from all county agencies and acts in an advisory capacity to the County Executive to assist in developing long-term strategic objectives for IT development countywide. 
The SAC, in December 2001, endorsed the findings in the Dye Management Report and directed the CIO and the CAO to develop a work plan for defining goals, identifying roadblocks and create a work plan to develop a quantifiable business case. The SAC further requested development of a vision and goals statement in advance of funding a quantifiable business case. 

The County Council adopted Motion 11729 in June of 2003. This motion approved a vision and goals statement for enterprise financial, human resource and budget management, and approved a plan to develop a roadblocks action plan and quantifiable business case. Dye Management completed the roadblocks document in December 2003 and the quantifiable business case in June of 2004. 
Despite the three alternatives presented in the Dye Management report, the County Executive proposed a fourth alternative. In response, the County Council adopted Motion 12024 in October of 2004. This motion approved the ABT program policies and requested the Executive to transmit to the Council a revised executive recommendation and a governance program charter. 

The 2005 budget restricted the expenditure of funds allocated to the ABT program until such a time as the Council reviewed and approved 1) a business case 2) a roadblock document and 3) a human resources implementation plan. These documents were required to be consistent with Motion 12024 and approved by the Project Review Board. 

In April 2005, the Executive transmitted to the County Council a revised executive recommendation, a business case document, a governance program charter, a roadblock document and a human resource implementation plan. These documents were previously approved by the Project Review Board in March 2005. 

This program charter did not adequately address the prior concerns of the County Council regarding clear lines of both accountability and succession in the ABT project. The Council and Executive have been collaboratively working on a revised program charter since last April. The work recently concluded and this motion would adopt a revised program charter document. 
ANALYSIS: 
The work since transmittal of the ABT program charter has focused on addressing the County Council concerns, as outlined by the Dye Management report, regarding a lack of clear accountability and succession planning on the FSRP project. 

The revised program charter addresses this by clearly stating the following: 

· The County Executive, as the Executive Sponsor, is ultimately responsibility for assuring that the ABT project succeeds. He is responsible for providing program leadership, advocating commitments from other elected officials, directing executive department program compliance and supervising the program sponsor. 

· The King County Council is responsible for fulfilling its Charter-based oversight responsibilities. This will be undertaken by approving any changes to the ABT program direction, program governance and management organization; appropriating and disappropriating funds for ABT; and providing its own independent oversight over ABT planning, implementation and performance.  Furthermore, the County Council will hire its own independent oversight consultant who will have access to real-time information regarding program progress. 
· The Strategic Advisory Council – ABT Leadership Committee will be established as a sub-committee of the SAC. This leadership committee is responsible for: 

· Review and Approval:  Review and approve major ABT policy-related transmittals to the County Council that are proposed by the Executive Sponsor, such as the high-level business design, detailed implementation plan and cost-benefit assessment; 

· Oversight:  Oversee the implementation of ABT to: (a) ensure consistency with the adopted ABT Program direction, scope, schedule and budget; (b) monitor that the program stays within adopted scope, schedule and budget; and (c) recommend to the County Executive changes to the adopted ABT program scope, schedule and budget; and

· Advocacy/Support:  Within each member’s respective independent agency: (a) advocate for the program; (b) ensure that business practices are aligned with the program; and (c) commit appropriate levels of funding and resources within each agency.

· External Advisory Committee:  The ABT Leadership Committee will establish an External Advisory Committee comprised of private sector and non-county sector members experienced in the implementation of enterprise resource planning systems such as Finance, Human Resources and Budget systems, as an advisory group to the ABT Leadership Committee and to the ABT Program Manager.  

The primary roles of the External Advisory Committee specific to the ABT Program are:

· To review ABT Program Initiatives and progress for reasonableness based on private sector and non-county public sector experiences; and
· To provide county officials and the ABT Program an external perspective from which to evaluate proposed business process changes to county operations.

· Project Review Board: As it does for all projects under its jurisdiction, the Project Review Board will monitor the ABT Program.  The Project Review Board is chaired by the Chief Information Officer and includes the Director of the Office of Management and Budget, the Assistant County Executive, and the Director of the Department of Executive Services (K.C.C. 2.16.07585).  The Project Review Board serves in an oversight role and will monitor the ABT program monthly to review progress and to approve the release of funding. 
Within the management and implementation of the program, the program charter further outlines roles of other key employees and committees. The other committees have the responsibilities highlighted below. The Committee structure is outlined below in Chart 1. 
· ABT Management Team:  The ABT Management Team is chaired by the ABT Program Sponsor and is responsible for ABT implementation. Membership includes the Chief Information Officer, Director of the Office and Management and Budget, Assistant County Executive and the Deputy Program Sponsor.  The primary role of the ABT Management Team is to provide senior management level planning and operational leadership for the program and to resolve program issues, in accordance with the process specified in Section 5.0 of this charter.  In addition, the ABT Management Team proposes ABT program policies and plans, such as the high-level business design, detailed implementation plan and cost/benefit assessment to the ABT Leadership Committee of the Strategic Advisory Council.   It also monitors program progress, ability to stay within scope, schedule and budget, and realization of program benefits.

· ABT Advisory Committee:  The ABT Advisory Committee will be convened at least quarterly by the ABT Management Team when elected agency input and advice is needed.  The ABT Advisory Committee is chaired by the ABT Program Sponsor and is advisory to the ABT Management Team.  Membership includes the Chief Information Officer, Director of the Office and Management and Budget, the Assistant County Executive, ABT Deputy Program Sponsor and six members consisting of high-level staff appointed by each separately elected official.  Any advisory committee member may request the program sponsor to call a meeting of the advisory committee.
· ABT Operations and Change Management Committee:  This committee is chaired by and advises the ABT Program Manager.  This committee consists of the ABT Deputy Program Sponsor, Department of Executive Services division directors and representatives from the Office of Information Resource Management and the Office of Management and Budget.  Representatives of the separately elected officials and executive branch departments will be added over time, depending on the schedule for agency implementation.  The committee monitors the business process changes and the ABT scope, schedule and budget.  
Chart 1: ABT Committee Structure





Specific roles are also outlined for County employees managing the ABT program. They are outlined below. Chart 2 also illustrates the program management contained within the ABT program Charter. 
· Program Sponsor: The County Administrative Officer is the ABT Program Sponsor who is accountable for managing the ABT Program and ensuring that planning and implementation is accomplished within approved scope, schedule and budget.  The Program Sponsor supervises the ABT Deputy Program Sponsor and Program Manager.

· Deputy Program Sponsor: The ABT Deputy Program Sponsor addresses the need for day-to-day redundancy and provides succession planning for the functions of the Program Sponsor.  The Deputy Program Sponsor attends all policy and oversight meetings.

· Program Manager:  The Program Manager reports to the Program Sponsor and directs ABT planning and implementation tasks, manages the ABT scope, schedule and budget, and manages the program management office consultants.  The Program Manager is responsible for providing timely information to the Council’s and ABT Leadership Committee’s program oversight consultants.

· Program Management Office:  The Program Management Office carries out ABT planning and implementation tasks under the direction of the Program Manager.  The office staffing and resources are yet to be determined, but will consist of a combination of existing county staff (on loan), new county staff and consultants.
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AMENDMENT: 
When the motion and attached Program Charter were transmitted to the Clerk of the Council, a prior draft of the charter was inadvertently sent by mistake. Amendment A1 would insert the proper attachment with the final version of the ABT Program Charter. 
REASONABLENESS: 
Approval of the Proposed Motion with the striking amendment addresses the Council’s desire for clear lines of accountability and succession within the ABT program. As such, approval would constitute a reasonable business and policy decision. 
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