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Introduction

As part of the 2004 budget process, the Finance and Business Operations Division (FBOD) requested one-time Transition Funding for two major projects that will have an impact on the overall payroll business processes in King County.  These two projects were approved for funding by the King County Council as two separate projects:  MSA Standardization Work Program Project and the Payroll Improvement Project.  

The objectives of the MSA Standardization Work Program Project are to determine exactly how departments are currently using the MSA semi-monthly (5th and 20th of the month) payroll system in order to develop recommendations on how the (1) business processes and (2) data elements can be standardized in a way to make the use of MSA data easier and more reliable.

The Payroll Improvement Project is intended to capitalize on the work done by the Human Resource Unification Project (HRUP), the Quantifiable Business Case for Recommended Business Operations Model for King County Enterprise Financial, Human Resources, and Budget Management Project (QBC) being conducted right now, and the MSA Standardization Work Program Project.  This project will take an in-depth look at payroll business processes throughout the County.  It will develop recommendations and implementation plans for those recommendations on how to simplify or enhance the payroll business processes to better meet the County’s evolving needs, close gaps in payroll practices, and better position the County for the eventual transition to a single HR/payroll system.

The staffing and resources approved for these two separate projects are being merged into one effort within FBOD.  The project objectives described above will be accomplished through a consolidated work program.  This move:

· Ensures coordination of all improvements planned for one or both HR/payroll systems;

· Simplifies the organizational structure for providing oversight and guidance to this effort; and

· Provides FBOD a clear focal point for assessing how the current HR/payroll systems are working now in order (1) to improve current operations and (2) to be prepared for future direction to begin migration to single HR/payroll system countywide.

Hereafter, these projects will be collectively referred to as the Payroll Initiatives Projects (PIP).
This charter document describes the project organization, at both the project team and leadership levels; 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.

Project Organization 

The PIP organizational structure takes advantage of leadership groups that already are in existence.  The roles and responsibilities of each group are described in more detail below under Roles and Responsibilities.

QBC Advisory Committee:  The QBC Advisory Committee was established to serve as a single oversight group for the QBC Program.  Comprised of representatives from the Executive departments as well as other elected officials, this group provides advice and input on the recommendations related to the moving King County forward towards implementing a single financial, budget, HR, and payroll system.  The QBC Advisory Committee will have a limited but critical role in reviewing PIP project deliverables that potentially impact the broader QBC effort.  This role responds to concerns raised by the County Council that there be common oversight of both QBC and PIP in the form of a single leadership group to ensure alignment between the two efforts.

PIP Steering Committee:  The Department of Executive Services (DES) Director is a member of the QBC Advisory Committee and the sponsor for both the QBC and PIP efforts.  The DES Director already meets weekly with the Division Directors for the Information and Telecommunications Services (ITS) Division, the Human Resources Division (HRD), and FBOD.  This group will serve as the PIP Steering Committee providing ongoing policy guidance to this operational project.  All three Divisions have a stake in PIP.  Central payroll operations is located in FBOD, HR policies that impact pay as well as the Human Resources Unification Project (HRUP) are under the leadership of HRD, and the programmers for the MSA (semi-monthly) payroll system that is the focus of this project are located in ITS. 

PIP Technical Committee (Business and IT):  The Human Resources Information Management Board (HRIMB) is a product of HRUP.  It is responsible for prioritizing HR-related information and systems changes and for identifying resources to accomplish approved work in the most logical and efficient manner possible.  HRIMB is accountable to the group above that will serve as the PIP Steering Committee.  HRIMB is chaired by the FBOD Payroll Systems and Operations (PSO) Section Manager and includes representatives from the three DES divisions represented on the Steering Committee, as well as key line departments.

PIP Project Team:  The PIP Project Team is comprised of nine staff, 2 full-time equivalent (FTE) positions and 7 term-limited temporary (TLT) positions.  This mix of staff (1) allows for a concerted project effort in 2004-05 to address known problems with the current data and processes and (2) ensures that ongoing staff resources will maintain the improvements implemented by the project.  Efforts are under way to assemble the Project Team.

The organizational structure for PIP is described in Figures 1 and 2 below.  

Figure. 1
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Figure 2.
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Project Scope

The goal of PIP is to document current processes, identify and prioritize needed improvements, and implement corrections in the data and in the current payroll process to improve consistency and accuracy and to position the county for eventual migration to a single HR/payroll system.

PIP is a functional project.  In consultation with the CIO, it was determined that PIP did not fall under the established OIRM governance process.  It was recognized, however, that OIRM tools for project management, such as a charter document and standard reports, would be utilized throughout the project and that OIRM will provide advice on how to facilitate the project providing status reports to various governance groups as appropriate.  Additionally, the QBC Advisory Committee will receive status reports and will have a role in reviewing project proposals to ensure alignment with the recommended Business Operations Model for the County (see QBC Advisory Committee above).

The work program and deliverables for PIP are described below. 

I.  Provide Pre-Requisite Resource Documents

· MSA Data Dictionary

· MSA Users Guide

· The Data Dictionary, to be completed by the end of the first quarter 2004, will contain a detailed description of each field in the MSA HR/Payroll system used by the County. It will define the field, its length, value requirements and characteristics, and provide value selections where fixed values are defined.  This Dictionary will provide the system template that will be used when investigating how the department/agencies use MSA.

· The MSA User’s Guide provides instructions to the department/agency users on how to properly prepare data input documents.  An update of the HR section of this document, last updated in 1978, was completed at the end of 2003.  The Payroll section update is part of this project proposal.  This User’s Guide will provide a basic training tool for use by the project staff and an ongoing resource for the department/agency user.

II.  Set Up Project

· Make appropriate arrangements for physical support – work locations, furniture, phones, computers, etc.

· Hire primary project leadership for both Payroll Initiatives

· Develop an integrated project plan and set of data collection/tracking tools for use by the project’s staff

· Identify desired skill sets, write job descriptions and work through HR to hire balance of project staff

Create Steering Committee, establish relationships with QBC Advisory Committee, HR Cabinet, HR Information Management Board, MSA and Peoplesoft Forums, HR Community Forum

III.  Develop Communications Plan 

This stage involves:

· Developing a communications approach.

· Develop/acquire communication tools.

· Develop/implement a communications plan.

IV.  Conduct Research

This is where the preliminary research is done to enable data clean-up and payroll process standardization/improvement.  It will involve:

· Research how the departments currently use each field in MSA.

· Do comparison audits between what the Data Dictionary defines for a field and what is actually in the system.

· Interview all department/agency users to determine:

· What they understand about each field’s use,

· What guidelines/instructions they have/use to make decisions about each field,

· What guidelines/instructions/past practice they have/use to accomplish specific types of data changes.

· Document all identified differences, all guidelines/instructions/past practice used in the department/agencies to accomplish entry of employee data entry in MSA.

· Provide informal training on proper use of fields as opportunities arise.

V.  Data Clean-Up

Data clean up will primarily involve:

· Development of criteria to evaluate and prioritize data problems to be addressed.  These criteria will address the issues and proposals for correction that need to be elevated to the Steering Committee and possibly the QBC Advisory Committee

· Identification and elimination of “data dirt” exposed during the Conduct Research stage; “data dirt” refers to values that are identified as completely invalid, not improperly used.  For example, in the Benefits Code field a value of ‘*’ exists; ‘*’ isn’t a valid value so it is eliminated. 

· Reconciliation of the remaining – improperly used – data; this will involve interaction with the department/agencies to determine what really should be in the field for the employee.

· Development of policies and procedures to address consequences of correcting data, which may include under or over payment, communications with ELPC, departments, and labor in addition to the identified communities of interest already identified in the communications plan

VI.  Develop Recommendations, Solicit Feedback 

This stage runs concurrently with the Data Clean-Up stage. Its focus is on the payroll processes used to populate data in both payroll systems, with particular emphasis on MSA.  This step will use the documentation produced out of the Conduct Research stage.  Steps in this stage are:

· Analyze documented Payroll processes in place today in the department/agencies and identify:

· Similarities between department/agencies,

· Differences between department/agencies, and sources where possible,

· Differences between department/agencies and published Finance processes,

· Issues impeding the successful execution of department/agency payroll processes.

· Identify ways in which the payroll processes can be standardized and/or improved between and within the systems. 

· Develop and document business cases for proposed payroll process improvements/standardization, both technical and functional. Business cases will include, but will not be limited to:

· Priority designations

· Timelines

· Training Plans

· Communication Plans

· Tools

· Success measurement

· Audit structures

· Develop proposed policies as needed.

· Recommend the integration of Payroll change management into a single entity; one suggestion is to integrate them into the existing HR Information Systems Management Board.

· Solicit stakeholder feedback from all department/agencies on fully prepared business cases; make changes as necessary.

VII.  Obtain Approvals

This stage will provide to the appropriate authorities for consideration and approval, the following:

· Fully developed payroll process improvement/standardization proposals in the form of business cases

· Proposed new and/or changed payroll policy

VIII.  Implementation

This stage will include the implementation of the approved business cases and policies described in the preceding stages.  It will also include:

· A fully developed audit structure to ensure:

· Data is being kept clean

· New/changed payroll processes are being used/followed

· On-going training programs.

· A fully implemented change management process.

Project Approach

· The PIP will follow the structured methodology for business process improvement assessment.  Documents will be produced that describe how data fields and payroll processes in MSA should be occurring.  Subject matter experts in payroll and HR will be asked to participate in focus groups to collect Information regarding how these data fields and processes are actually occurring in the departments.  Templates, surveys, and interviews will be developed and conducted to confirm at a granular level the extent of inconsistencies and problems.

· The HRIMB will assist in coordinating data collection, proposing priorities, and reviewing draft products and recommendations.

· Major milestones and deliverables will be reviewed for scope compliance by the Project Manager, the PSO Section Manager, and FBOD Division Director.

· Major deliverables will be presented to the PIP Steering Committee.

· The DES Director will determine what draft deliverables should be forwarded to the QBC Advisory Committee for review and comment.

· The key criterion for QBC Advisory Committee involvement is whether proposed PIP business process changes have potential impacts on future business process improvements that are part of the Recommended Business Operations Model for the County.  Issues that will be considered are the organization of payroll staff; any moves to make the payroll process for MSA and PeopleSoft more consistent; the timing or sequencing of improvements and how that is aligned with larger plans to transform the County to a single financial, budget, HR, and payroll system.

· The CIO will advise the DES Director of the need to provide status reports or opportunities for review and comment to any technology governance groups.  The purpose of these status reports and reviews is to ensure a high level of department understanding and commitment to the improvements proposed through PIP.

Budget

The MSA Standardization and Payroll Improvement Projects have been established within the operating budget of the Finance and Business Operations Division, Cost Center 6844 (MSA Standardization) and Cost Center 6845 (Payroll Improvement Project).

The adopted 2004 budget for Cost Center 6844 is $348,915 and includes funding for 4 TLT FTEs.  The adopted 2004 budget for Cost Center 6845 is $777,702 and includes funding for 1 FTE and 4 TLT FTEs.

The budget for the two sub-projects is comprised of the following components:

	MSA STANDARDIZATION

	51110  REGULAR SALARIED EMPLOYEE
	               $250,822 

	51315  FLEX BENEFIT COMBINED CHG
	                   45,656 

	51320  O A S I / FICA
	                   19,189 

	51330  RETIREMENT
	                     3,441 

	51340  INDUSTRIAL INSURANCE
	                     1,736 

	     51000  Salaries & Wages
	               $320,844 

	 
	 

	52110  OFFICE SUPPLIES
	                   $1,400 

	52212  EDP SUPPLIES
	                   10,500 

	     52000  Supplies
	                 $11,900 

	 
	 

	53127  CONSULTING IT SERVICES
	                 $10,000 

	     53000  Services & Other Charges
	                 $10,000 

	 
	 

	59899  CONTINGENCY RESERVE
	                   $6,171 

	     59000 Extraordinary Expenses
	                   $6,171 

	 
	 

	Total Expenditures Budget
	               $348,915 

	          FTE, Term-Limited
	                      4.00 

	 
	 

	PAYROLL IMPROVEMENT PROJECT

	51110  REGULAR SALARIED EMPLOYEE
	               $294,418 

	51315  FLEX BENEFIT COMBINED CHG
	                   57,070 

	51320  O A S I / FICA
	                   22,523 

	51330  RETIREMENT
	                     4,040 

	51340  INDUSTRIAL INSURANCE
	                     2,170 

	     51000  Salaries & Wages
	               $380,221 

	 
	 

	52110  OFFICE SUPPLIES
	                     $600 

	52180  OTHR MINOR OFFICE FURN/EQ
	                   10,000 

	52212  EDP SUPPLIES
	                     3,900 

	     52000  Supplies
	                 $14,500 

	 
	 

	59899  CONTINGENCY RESERVE
	               $382,981 

	     59000 Extraordinary Expenses
	               $382,981 

	 
	 

	Total Expenditures Budget
	               $777,702 

	          FTE, Regular
	                      1.00 

	          FTE, Term-Limited
	                      4.00 


Funding sources for the projects are CX transition funds ($540,726) and all other County funds through the Finance Internal Services Fund rate allocation ($576,843).

Roles and Responsibilities

Project Manager

The Project Manager has the following authority with regard to PIP:

· Hire project staff

· Resolve operational issues

· Escalate selected operational and policy issues to the PSO Manager

The Project Manager has the following responsibilities with regard to PIP:

· Serve as day-to-day contact for functional leads, project sponsors and advisory committee regarding project activities, issues, risks, quality, budget, and team

· Develop achievable project plan to deliver successful results

· Develop work plans (tasks, schedule and resource allocation) for project

· Develop plans for project communications, reporting, risk management and quality management, and define project processes as provided for in the scope of work

· Build a strong project team

· Manage and control day-to-day project activities, resources, issues, risks, quality, budget and team

· Coordinate involvement of required county resources

· Coordinate project activities with the PSO Manager and Project Sponsors

· Review deliverables verifying their compliance with the project scope and acceptance criteria 

· Present and report project status to HRIMB, PIP Steering Committee, QBC Advisory Committee and OIRM

· Review and recommend for approval invoice payments in accordance with deliverable acceptance criteria

· Initiate the management escalation process for critical decisions

PSO Manager

The Payroll Systems & Operations (PSO) Manager has the following authority with regard to PIP:

· Mobilize authorized project resources

· Resolve operational issues in collaboration with the Project Manager

· Escalate selected operational and policy issues to DES Tripod and/or HRIMB

· Approve invoice payments in accordance with deliverable acceptance criteria

The Payroll Systems & Operations Manager has the following responsibilities with regard to PIP:

· Provide required project resources and logistics

· Assure compliance with project plan and standards by the project team

· Assist in presentations to Steering Committee, advisory boards, and other stakeholder groups

· Ensure resolution of operational issues

· Initiate the management escalation process for critical decisions

PIP Technical Committee (Business and IT)

The Human Resource Information Management Board acting as the PIP Technical Committee has the following authority with regard to PIP:

· Direct project oversight

The Human Resource Information Management Board has the following responsibilities with regard to PIP:

· Review and evaluate project progress

· Review and approve draft project products

· Initiate the management escalation process for critical decisions

PIP Steering Committee (DES Director, HR/ITS/FBO Division Directors)

The PIP Steering Committee has the following authority with regard to PIP:

· Review project progress

· Identify issues and/or roadblocks and provide guidance for clearance and/or mitigation

· Review and approve policy proposals as required

· Initiate the management escalation process for critical decisions

· Review and approve any proposals related to changing current business processes

· Direct proposals for review and comment

Project Sponsor

The DES Director, acting as Project Sponsor, has the following authority with regard to this project:

· Provide leadership and advocacy for the project

· Direct Payroll Systems & Operations Manager and Project Manager in carrying out project management for this effort

The Project Sponsor has the following responsibilities with regard to this project:

· Provide rapid turnaround of decisions that are critical to project progress as defined in the following escalation management process

· Provide review and feedback of draft project deliverables

· Review major work products at key milestones

· Monitor project status reports and communicate to Advisory Committee and county leadership on a regular basis

· Communicate support for the project to county stakeholders

· Mobilize project resources

· Direct proposals be forwarded to the QBC Advisory Committee for review and input

QBC Advisory Committee

The QBC Advisory Committee has the following authority with regard to PIP:

Provide advice and input on cross-agency project roadblocks relating to policy issues

The QBC Advisory Committee has the following responsibilities with regard to PIP:

· Review all proposals for changing current business process to assure alignment with the recommended Business Operations Model for the County 

· Ensure that the perspectives and understanding of different stakeholders are factored into policy level discussions and decisions

· Review and provide feedback on select draft project deliverables

· Monitor project status reports

· Assist in the development and support of a county-wide vision for payroll business process improvement

Project Escalation Management Process

The following is a proposed process for addressing emergent issues that may threaten the project timeline and/or the quality of project deliverables.  This process will be finalized once the PIP Project Manager and staff are hired.  

	Day 1
	Any team member
	Critical problems identified.

	Day 1
	Project Team
	Verify problem, quantify, and assess degree of threat to schedule.

	Day 1
	Project Team
	Analyze problem, develop several possible solutions, determine time window when decision is required.

	Day 2
	Project Manager 


	Develop decision document that

· summarizes the problem, 

· describes the desired end result, 

· describes 2 or more solutions, (with advantages and disadvantages of each) 

· summarizes the recommended solution.

	Day 2
	PSO Manager 
	Notify Project Sponsor that decision is required by a specific due date – distribute decision document.

	Day 4
	Project Sponsor
	Determine method for reaching decision, decide & communicate. Or notify PIP Steering Committee that decision is required by a specific due date – distribute decision document.

	Day 5-10


	Project Manager
	Receive direction from Project Sponsor and/or PIP Steering Committee.  If no decision by due date – communicate to team, Project Sponsor and Steering Committee that the recommended (default) solution will be implemented so that the project may proceed.


Communications Plan

The key stakeholders that need to be informed and involved in PIP and the specific nature of the communications with these stakeholders are summarized in Figure 3.  A more detailed communications plan will be developed by project staff and reviewed and approved by appropriate the oversight groups once project staff are hired.

[image: image3.emf]PIP Steering Committee

DES Director

DES Division Directors

FBOD, HRD, ITS

PIP Technical Committee(Business and IT)

Human Resources Information Management Board

(HRIMB*)

PIP Project Team

(see Project Team Detail)

* For HRIMB members please see Appendix A

Project Organization Chart

Figure 3.

APPENDIX A.   Human Resources Information Management Board Members

	Name
	Title
	Dept./Division

	Marsha Knight, Chair
	Payroll and Systems Operation Section Manager
	DES/Finance & Business Operations

	Cindy Lee
	Benefits and Retirement Operations Section Manager
	DES/Finance & Business Operations 

	Ayele Dagne
	PeopleSoft Systems Support & Development, Supervisor
	DES/Finance & Business Operations

	Vacant
	Payroll Operations Supervisor
	DES/Finance & Business Operations

	Keith Kilimann
	Applications Development & Support Services – Finance & Assessments, Supervisor
	DES/Information and Telecommunications Services 

	Pamela Harding
	HR Planning & Development Officer
	DES/Human Resources 

	Kerry Schaefer
	Compensation & Benefits Section Manager
	DES/Human Resources

	Wes Moore
	Service Delivery Manager II
	DES/Human Resources

	Sherry Chaney
	Training & Development Section Manager
	DES/Human Resources

	Maria Batayola
	Diversity & Employment Services Section Manager
	DES/Human Resources

	Delanie Peterson
	Acting HR Manager, Office of the Deputy General Manager, Employment
	Dept. of Transportation/ Transit Division

	Elizabeth Milestone
	Sr. HR Analyst
	Dept. of Natural Resources & Parks/Wastewater Treatment Division

	Jill Niven
	HR Service Delivery Manager I
	Dept. of Public Health/Finance & Admin. Services Division
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