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Government Accountability and Oversight Committee

STAFF REPORT

	Agenda Item:
	8
	Name:
	Jenny Giambattista 

	Proposed No.:
	2014-0444
	Date:
	June 23, 2015 



SUBJECT

A motion to approve a shared cost model and financing plan for the constituent relationship management expansion project, in accordance with King County Ordinance 17695, Section 63, as amended by Ordinance 17781, Section 7, Proviso P3.

SUMMARY

Proposed Motion 2014-0444 is a motion to approve the financing plan for the Constituent Relationship Management (CRM) project. The financing plan was required by a 2014 proviso in order to address the Council’s concern with funding this project using countywide technology rates. Under the transmitted financing plan, the development cost to configure the CRM system for each participating department will be paid by technology rates from all county agencies while in-kind costs and ongoing operating costs will be paid by departments using the system.

This motion has previously been discussed at GAO on February 10, 2015, March 10, 2015, and June 9, 2015.  In order to address concerns raised at the GAO committee meetings, Executive staff prepared a revised financing plan.  Amendment 2 would adopt the revised financing plan. In addition, Council staff have also prepared an amendment (Amendment 1) to adopt a revised Benefit Achievement Plan for this project. 

BACKGROUND

As part of the 2014 budget, the Executive proposed funding ($559,342) for the Constituent Relationship Management (CRM) Expansion Project. The project is intended to expand the use of the platform previously established to help the County manage constituent interactions. King County currently does not have an integrated system within and among departments to manage constituent interactions in a meaningful and reliable manner. As a result, constituents may get inconsistent information depending upon whom they are communicating with. 

The project would use the existing platform to build a CRM system for interested departments. Because each department has unique customer information and business processes, some customization is required for each deployment. However, rather than having a different CRM system for each department, the Executive proposed to build on the existing baseline Microsoft CRM platform and establish a central CRM system that would be available for all departments to customize for their use. KCIT reports this is much more effective than deploying separate CRM systems because it would allow tracking of constituent inquiries across agencies and efficiencies in managing the technology solution. 

The project was not approved as part of the 2014 budget. The Council deleted funding for the project because the proposed funding provided for the project to be funded from technology rates paid by all county agencies when only the agencies using the system would benefit from the system. Traditionally, countywide IT rates have been used to pay for projects which benefit most of the county’s operations, such as network improvements or security upgrades. The Budget Committee directed the Executive to resubmit this project with a different financing plan. 

The Executive resubmitted the budget request in a supplemental appropriation (2014-0051) and again proposed the project be funded using central rates.  

The Council was concerned the use of countywide technology rates would shift cost to the County’s General Fund without increasing service for members of the public trying to interact with those agencies. Therefore, the Council included a proviso restricting the expenditure of project funds until a plan is transmitted and approved by Council which provides for the deployment of the customer relations management expansion project to be paid for by users of the system. See Proviso P3 below.

No funds shall be expended or encumbered until the executive transmits a financing plan and a motion approving the plan and the motion is passed by the council.  The executive must file the plan and motion required by the proviso in the form of a paper original and an electronic copy with the clerk of the council, who shall retain the original and provide an electronic copy to all councilmembers, the council chief of staff and the lead staff for the law, justice, health and human services committee, or its successor.  The plan shall provide for the deployment of the CRM system to be paid for by the users of the new system and shall include certification by the highest ranking officer of each department that their agency will use the system.

The Executive transmitted the attached proviso response on October 29th, 2014. 

ANALYSIS

The policy issue for the Council is whether this project should be funded with countywide IT rates.

The proviso response updates the prior financing plan and develops principles for determining project costs. The financing plan maintains that development work that will be shared by all customers as well the work to configure the system for each department will be funded by all departments using countywide technology rates. However, the work that is done departments to work with KCIT to implement the CRM system will be covered by in-kind contributions from the participating department. Additionally, the ongoing cost for the operation of the system will be paid by the department using the system.  The transmitted proviso response thus has the same effect as the earlier financing plans.  All departments regardless of whether they use the CRM, will contribute to the cost of the rollout for those departments which do use the system. 

Revised Financing Plan

At the GAO committee meeting on April 9, 2015 the chair of the committee requested executive staff revise the transmitted financing plan so that the costs for customizing the CRM software to meet a department’s unique business need will be paid for by the department for which the customization is completed.   

On Thursday, June 18, 2015 KCIT transmitted a revised financing plan (Attachment 3) which does require departments to pay for the costs to develop features which are unique to that department. The amount of customization and therefore the costs departments will pay will vary by department, but KCIT reports that to date the need for customization has been limited. Central rates will cover the costs to align a department’s CRM application to the shared model or to develop functions that can be obviously shared with and benefit other agencies. Attachment 1 of the revised financing plan shows the anticipated cost share for the deployments thus far.

Scheduled CRM Deployments 

The proviso required certification by the highest ranking officer of each department that their agency will use the system.  As required, the plan does include the commitment of four departments (KCIT, Elections, Assessments, and Executive Services) to begin using the CRM. Since the proviso was transmittal in October, 2014, KCIT has updated the list of department customers expected to use CRM under this project and how the CRM will be used. KCIT notes that several of these departments have multiple “apps” that serve different purposes related to constituent management.  Below is an updated list of the CRM applications that have been developed to date. 

1) Public Records requests to multiple agencies – CRM will be used to track and manage public disclosure requests county-wide (All executive departments will be using it, separately elected agencies may choose to do so as well.) CRM will make it easier to coordinate and ensure a comprehensive response and reduce litigation risk. (Launched in January.) 
 
2) External Affairs event tracking—Will be used to track meetings, correspondence, communications associated with external partners.  (Launched in February.)
 
3) Department of Assessments telephone inquiries —Constituent correspondence tracking specific to telephone inquiries about properties. (Launched in April.)

4) Department of Assessments e-mail correspondence — Constituent correspondence tracking specific to e-mail inquiries (Launched in April.) 

5) Elections Office constituent correspondence tracking— (Launched in May.)

6) INET Customer correspondence tracking. Manage communication with INET partners. (This has started and will launch in June.)

7) Department of Assessments online interaction tracking Will track property inquiries and be integrated with eAppeals. (Launch planned for June.)

8) King County Council constituent correspondence (Will need consideration by the Council’s Employment and Administration Committee.)

9) Department of Elections. Tracking the replacement of ballots (Initiation date to be determined.) 

10)  BPROS dependent benefit tracking. Manage communications with employees and dependents who inquire about benefits. (Initiation date to be determined.)

KCIT notes that the current appropriation will provide for the costs to complete the first seven installments. KCIT intends to submit a supplemental request for $500,000 to roll-out CRM to more departments.

Updated Benefit Achievement Plan
Ordinance 17929 requires each technology project to have a completed Benefit Achievement Plan (BAP). The BAP is a tool for identifying the anticipated benefits of a project and how those benefits will be measured and tracked over time. Council staff worked with KCIT to update the Benefit Achievement Plan for this project to reflect the fact that customer service improvements will be measured with each CRM implementation. The updated BAP has been attached to the motion as an amendment.

AMENDMENTS

Amendment 1: Council staff prepared Amendment 1 to include the updated Benefit Achievement Plan as part of the motion. 

Amendment 2: Council staff prepared Amendment 2 to adopt the revised financing plan prepared by Executive staff.

INVITED

1. Bill Kehoe, Chief Information Officer, King County Information Technology
2. Natasha Jones, Customer Service Director, Office of the Executive
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1. Proposed Motion 2014-0444
2. Amendment 1 with attachments 
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