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SUBJECT

An ordinance making a disappropriation and a net supplemental appropriation of $1,222,434 to the Office of Information Resource Management Capital Fund in support of the replacement of the county’s Incident Reporting and Investigation System (IRIS) for criminal activity, and The Evidence Support System (TESS) for evidence management, data applications with an integrated records management system; and amending the 2009 Budget Ordinance, Ordinance 16312, Section 125, as amended, and Attachment B, as amended. 
SUMMARY

Proposed Ordinance 2009-0155 is a supplemental ordinance for $2.3 million for the replacement of the King County Sherriff’s Office (KCSO) records management and evidence management systems. The total cost of the project is $5.6 million.  The proposed ordinance would disappropriate $1.1 million (CX) from the Law Safety Justice Integration Project (LSJI) and apply those funds to the IRIS/TESS project. The disappropriation of LSJI is proposed because the replacement of IRIS/TESS is considered a more urgent priority than a new LSJI project. Additional funding to support the IRIS/TESS replacement for 2009 would come from the issuance of bonds for $1.2 million. The remaining project funds for IRIS/TESS replacement will be requested in the 2010 budget.
BACKGROUND

The proposed ordinance requests funding to replace the KCSO’s records management system (IRIS) and the evidence management system (TESS). As discussed below, both systems are critically important to the KCSO and the county’s criminal justice system.
What is IRIS?
IRIS (Incident Reporting and Investigation System), developed in 1997, is the Records Management System for KCSO. It is used for almost all crime-related record keeping in the Sherriff’s office. For examples, deputies use IRIS to file police reports and collect evidence; detectives use IRIS to conduct investigations and for case management; crime analysts use IRIS for analytical reporting and bulletin creation.
What is TESS?

TESS (The Evidence Support System), developed in 1999, is the evidence and property management system for KCSO. When field deputies collect evidence from an incident, they enter the evidence information into TESS. The property management unit then uses TESS to assist it in managing the evidence and property that is in its custody. 

Currently, IRIS and TESS are linked through an interface. For example, TESS receives evidence and property data from IRIS that has been entered and submitted by field deputies.  Both IRIS and TESS are integral parts of the daily operation of the KCSO and are used routinely by deputies, detectives, evidence specialists, crime analysts, and supervisory staff. Information from both of these systems is used in preparing cases for prosecution. 
Past Appropriations
The 2008 budget included an appropriation for $222,000 to develop the requirements for replacement of IRIS and TESS.  (There is $120,469 remaining in the 2008 appropriation.) An earlier 2006 appropriation of $74,800 was provided to implement a “stabilization” project. The stabilization project achieved essential improvements that will allow TESS and IRIS to maintain operations while waiting for a system replacement.
ANALYSIS
The analysis below provides an overview of the supplemental request. Specific issues for Council consideration have been identified at the end of the staff report.
Disappropriation from LSJI
The proposed ordinance will make a disappropriation of $1,114,658 (CX funds) from the remaining funds available for the Law Safety and Justice Integration (LSJI) project. The disappropriation from LSJI is proposed because the IRIS/TESS replacement is considered a higher immeadiate priority for the use of the remaining LSJI funds. 

 From 2003 to 2006, the LSJI project received about $7.1 million to complete several technology projects to develop an integrated approach to sharing criminal justice information among safety and justice agencies. The LSJI program completed several significant projects. After completing those projects, there was about $1.4 million remaining in the project budget for future integration activities. Due to changing technology, the LSJI project needed to rescope the original project plan to determine how best to spend the remaining funds for integration. In 2006 and again in the 2009 budget, the Council required OIRM develop a business case to document how the remaining funds would be spent. OMB reports the LSJI business case will be transmitted in April 2009. 

After the disappropriation, there will be  about $150,000 remaining in the project budget for LSJI. 
Given the critical nature of IRIS/TESS to the criminal justice system, the LSJI steering committee does not oppose this disappropriation.

IRIS and TESS Need Replacing

Both IRIS and TESS were developed “in-house” using Microsoft Access in the late 1990s. IRIS and TESS were not engineered for the heavy multi-user wireless environment in which the KCSO now operates. The systems require an increasing amount of staff time to maintain basic functionality. The software used to develop these has ended its life cycle and is no longer supported. KCSO staff has instituted a series of patches to maintain the functionality and stability of the systems until a replacement is rolled out; however, replacing these systems is necessary to increase essential reliability and functionality. 
The need for a new application has been supported by three independent consultant studies; a Microsoft Consulting Services IRIS Assessment in 199, an Equarius Readiness Assessment in 2002, and a Needs Assessment and Market Analysis in 2007.  In the 2007 report, the consultant evaluated three options: 1) Status Quo; 2) Redesigning the existing products, and 3) purchasing an “off-the-shelf” product. 

The consultant recommended Option 3, replacing IRIS and TESS with one commercial product that supports both records management and evidence management. The consultant found that updating the existing Access based system was not a viable option because Access is no longer an appropriate application from which to run such a large scale records and evidence management system. 

The business case for this project has now been completed. At the direction of OMB, the KCSO issued an RFP for the IRIS/TESS replacement in March 2008. The vendors were evaluated and Advanced Technology Systems Corporation was selected as the vendor to provide an off-the-shelf solution.

As shown in the following table, most of the costs for the IRIS, TESS Replacement are for the hardware and software costs. 
Total Projected Costs, by Category

for IRIS/TESS Replacement

	Hardware/Software
	$3,770,304

	Total Salaries and Benefits
	$846,793

	Contingency
	$707,883

	1 Week training for 60 people
	$144,000

	OT for 600 people
	$120,000

	Travel
	$24,000

	**Total 
	$5,612,979


**Total does not include prior appropriations of $222,000 for project analysis and stabilization of existing system
Benefits of Project
As reported in the business case, this project will have a number of benefits:
· It will increase the time deputies can spend in the field because the new system will require less time entering and retrieving records and evidence data. 
· Field officers will have access to more information in the field. This additional information could improve officer safety by providing all of the KCSO records associated with a suspect or location, and especially officer safety warnings.
· This new system will be easier and less costly for the IT staff to maintain.

· The new system will automate many processes staff is now doing by hand.
· The new system will be compliant with federal and state regulations on reporting of criminal data. 

· The new system will be linked to the computer-aided dispatch (CAD) system so many fields will be automatically filled in for the officers completing the various forms.

· The new system can be linked to the booking and referral application (BARS) thus allowing the officers access to additional information. 
· The new system will allow for better analysis of crime trends since data from the police reports can be easily analyzed

Key Milestones and Performance Measures 
The project prepared a detailed schedule of project milestones. Significant milestones include:

· Contract negotiation complete



January  2010

· Hardware and software installed



March  2010

· Data migration from existing system to new system 
June 2011

· Staff training completed




April 2011

· Begin roll-out to users




October 2010

· Deployment complete




April  2011
The KCSO has also developed several performance measures to help track the project’s benefits. Examples include: increased officer time in the field and increased information available to officers in the field, less maintenance time, etc.
Governance and Accountability 
The governance of a project is a key component to achieving project success. As part of the county’s technology governance process, all technology projects are required to have a project sponsor. The project sponsor is ultimately accountable for the success or failure of a project. The KCSO identified Robin Fenton, Chief of the Technical Services Division, as the project sponsor for this project. 

The project will be managed by a project manager. KCSO will “loan-in” an existing project manager who has already been working on the project. The project manager will report directly to the department’s Technology Manager and Project Sponsor. 

Large, complex project such as this often have some type of high level advisory committee, referred to as a “Steering Committee”. The steering committee makes significant strategic decisions. It is generally comprised of management level staff that have the authority within an organization to make and implement decisions. 
The business case describes a “project team” with representatives of almost all of the KCSO departmental units as well as a representative from DAJD and OIRM. KCSO has two existing technology advisory committees, but it is not clear from the information presented whether these groups will serve as a steering committee, or whether they have appropriate make-up for a high level steering committee. Council staff have asked for further clarification.
This project, as required for all technology projects, will report to the county’s Project Review Board (PRB). All projects must submit a request for a “funding release” from the PRB before any funds any can be expended. At the time of the “funding release” the PRB reviews the status of the project and the reasonableness of the funding release request.
Fiscal Impact
Total Funding Required

The total estimated cost for the IRIS/TESS replacement project is $5.6 million over a three year period. This supplemental request for $2,337,092 covers the expenditures anticipated to be incurred in 2009. Funding to support this request would consist of an issuance of Limited Term General Obligation bonds for $1,222,434 and $1,114,658 disappropriated from the LSJI project. OMB anticipates seeking an additional appropriation request of $3,275,888 in the 2010 budget to complete this project.
Issues for Members to Consider
Increasing LTGO bonds; decreasing CX
The proposed disappropriation of funds for the LSJI project ($1,114,658) in effect would redirect $1.1 million of general funds from the LSJI capital project to the replacement of IRIS and TESS. The remaining 2009 funds ($1.2 million) needed for the IRIS/TESS replacement would be funded from LTGO bonds. 

OMB has noted the use of the diappropriated funds from LSJI by the IRIS/TESS project is the best use of the funds because it reduces the amount of bonds the county must issue. It also will limit the debt service payments for this project. (The annual debt service cost on $1 million is about $175,000 assuming a  7 year duration.) Further, the IRIS/TESS project is closely related to the LSJI project so it makes sense to reappropriate the LSJI funds for IRIS/TESS. Lastly, OMB notes these are one-time funds that are best applied to one-time uses.

However, given the anticipated general fund shortfall, the committee may wish to consider disappropriating the $1.1 million from the LSJI, but not using those funds for IRIS and TESS. Instead, the committee may wish to consider funding the entire 2009 funding request for IRIS and TESS replacement with LTGO bonds. Bond sales are a common funding source for technology capital projects. This would result in $1.1 million (CX) available for the county’s general fund reserves. 
Federal Stimulus Funding

OMB reports it is researching whether there are federal funds available to fund this project. The committee may wish to request that OMB report back at the end of May on its research efforts.
Regular Reporting to Council

This is the largest IT project the KCSO has undertaken to date and impacts the daily operation of the department. Project delays or troubles in implementation could have significant effects. Therefore, the committee may wish to request that this project regularly report to the Council via briefings to one of the Council’s policy committees. 
Project Sponsorship and Governance for the A Complex Project
As discussed in this staff report, this IT project is critical to the operations of KCSO. The governance of a project is a key to achieving project success. As such, the committee may wish to discuss several key elements of governance with KCSO including:

· Project Sponsor. It is reasonable for a project of this scope, cost, and significance to have a project sponsor at the highest levels of the organization. The committee may consider whether this project has the appropriate level of project sponsor.
· Third Party Oversight. For projects of this size and significance, periodic oversight from outside third parties may be helpful. The committee may wish to consider whether third party oversight may be valuable for this project.

· Make-up of Steering Committee. The committee may wish to consider whether the proposed steering committee is reasonable for a project of this significance.
· Participation by outside agencies.  The participation by agencies outside KCSO will be essential to the success of this project. The committee may wish to consider whether the representation of outside agencies such as PAO, DAJD, Seattle Police Department, and representatives of contract cities has been adequately addressed. 
Costs for Integration to Other Criminal Justices Databases Not Yet Fully Addressed
The project envisions an integration of the KCSO records and evidence systems with other criminal justice databases, including with the prosecutor. Such integration will provide significant benefits and move the county towards its strategic goal of the integration of law, safety, justice systems. However, the business case does not appear to address the costs that will be incurred outside of KCSO to make such integration feasible. The committee may wish to request that the 2010 budget request identify those costs. 

The Future of LSJI

By disappropriating $1.1 million from the LSJI project, this supplemental ordinance would leave very little funding (roughly $180,000) remaining for the LSJI project. A business case for the LSJI project is expected to be transmitted to Council at the end of April. This business case will propose a document exchange program for criminal justice agencies. Funding for the LSJI project would need to be identified if it were to proceed. Given that there will not be sufficient funding remaining to fund LSJI, the committee may wish to request that the LSJI project identify potential funding sources, including options for federal stimulus funding, in its business case that is transmitted to the Council. 
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