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Proviso Text
The full text of the proviso in Ordinance 17476, Section 19, P3 reads:
      Of this appropriation, $100,000 shall not be expended or encumbered until the executive transmits a report and a motion that acknowledges receipt of the report and the motion is passed by the council. The motion shall reference the proviso’s ordinance, ordinance section, proviso number and subject matter in both the title and body of the motion.
    The executive must file the report and motion required by this proviso by February 25, 2013, 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 government accountability, oversight and financial performance committee or its successor.
    The executive shall provide a report detailing a proposed benefit realization strategy for information technology (“IT”) projects. The report shall, at a minimum, describe how benefits for IT projects will be identified, tracked and monitored and how benefit data will be reported to council. The report shall also describe the roles and responsibilities of the office of performance, strategy and budget and King County information technology for benefit realization.
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Investment in Technology 
This report outlines proposed improvements in the County’s Information Technology (IT) performance management system to realize value and benefits from technology investments. By improving processes to identify, track, monitor and report on technology projects, accountability will be advanced. IT is a critical component in the delivery of County services. King County’s Strategic Technology Plan 2009 – 2012 (STP) and its annual updates lay out the County’s vision and strategy for transforming business processes and improving the delivery of County services. The four primary IT goals as articulated in the STP are: efficiency; customer service and public access; transparency and accountability; and risk management. In order to advance these goals it is imperative that the County’s investment in IT is informed by sound business planning and a relevant evaluation and decision making framework. Progress toward achievement of stated goals and objectives is enhanced by proactive oversight and feedback during project implementation. Performance evaluation, through reporting on project successes as well as challenges, provides accountability and an opportunity for learning and improvement. King County Information Technology (KCIT) and Office of Performance, Strategy and Budget (PSB) staff have collaborated to clarify roles and identify and initiate steps that will improve accountability for realizing benefits and value from the County’s investment in technology. County agencies as business owners, KCIT and PSB each play an integral role in ensuring that County technology investments achieve the outcomes that advance the County’s strategic priorities.
Identification of Value and Benefits for Information Technology Projects 
Background
The County has faced challenging economic circumstances for most of the past decade. This has demanded that that County government do more with less and has resulted in  an emphasis on investments in technology to advance efficiency and to leverage fewer dollars into better overall service delivery. In 2006 the County put forth the report “Cost Savings Opportunities from IT Efficiency Projects: A Methodology for Identifying, Validating, Capturing and Reporting”, which focused solely on efficiency projects. The outcomes of the application of this methodology have fallen short of expectations. The narrow focus of the methodology has been on reductions in budget appropriations that are specifically attributable to the completion of technology projects. Although the County has made some budget reductions that are attributable to IT project implementation, the vast majority of projects do not result in budget reductions. Additionally, uneven reporting, weaknesses in document tracking and confusion between tangible and intangible benefits have contributed to difficulty in quantifying and reporting on project results in a meaningful way.  The revised approach broadens the focus and includes more than financial benefits. The proposed methodology focuses on the identification of value and benefits for all categories of technology investments, not just efficiency projects.



Identification of Value and Benefits
Identification of IT investment value begins with the identification of a challenge, problem or opportunity in the delivery of County services toward the advancement of the County’s strategic goals. At this point the business owner’s focus is on defining desired outcomes: what will change, what will success look like and why is it important? Maintaining focus on defining potential project outcomes and not technology mechanisms for getting there emphasizes the connection to the goal and helps identify potential baseline measurement criteria.  Some examples of desired outcomes are reduced transaction time, increased self-service opportunities, lower transaction costs, improvements in data quality, enhanced transparency or mitigation of risk. The outcomes can then be linked to measures, either qualitative or quantitative.  The business owner and project sponsor have primary responsibility for identifying project outcomes and benefits. KCIT business analysts may be engaged to provide technical support and expertise in problem assessment and evaluation. PSB provides a framework for business planning and will develop examples to demonstrate the use of metrics to describe project outcomes. 
The County’s annual IT conceptual review process provides an opportunity for business owners to present project proposals to King County’s Chief Information Officer (CIO) and PSB. The stated objective of the conceptual review process is to determine if a proposed project concept is an idea worth exploring further and thus merits development of a proposed project business case. Conceptual review focuses on clearly articulating the following:
· How the proposed project will meet the business need;
· High-level project cost estimates;
· How the project advances the goals articulated in King County’s Strategic Plan; and
· Alignment with King County’s Strategic Technology Plan and Enterprise Architecture Principles.
During 2012 the conceptual review process was enhanced by establishing an architectural review panel comprised of County business experts and KCIT service experts and the creation of a comprehensive architectural review questionnaire. In 2013 PSB and KCIT have surveyed stakeholders and have made further refinements to the conceptual review process. The conceptual review forms have been streamlined and revised. The questions have been refined so as to not pre-suppose that a technology solution has been identified at this early stage. The focus remains on determining project strategic and business value and to ensure alignment with the County’s technology strategy as the project is developed. The project cost estimates are expressed in terms of ranges, recognizing that cost estimates cannot be precisely determined at this phase. The architectural alignment principles are articulated in the forms as guidance and the questions are designed to shape project development, identify potential interdepartmental dependencies and data integrity considerations. The questions are color coded to indicate whether KCIT or PSB has primary responsibility for evaluation and feedback. PSB has lead responsibility for evaluating business value while KCIT has lead responsibility for evaluating potential project risks and ensuring alignment with the County’s technology strategy. Both KCIT and PSB will evaluate the business owner’s past history of project execution and success. The outcome of conceptual review is completed review documents from PSB and the CIO that provide a go or no-go decision to proceed with further investment of time and resources in business case development, with documented feedback and guidance in the form of conditions. 
Beginning in 2013 project request documentation will be submitted and stored in the County’s new IT portfolio management system, Innotas. When complete, the project evaluation, decision and feedback forms completed by KCIT and PSB will also be submitted and stored in Innotas as project documents.. Key project information will be stored in the form of system data to enable reporting. Supplementary documentation will be uploaded as attachments, providing a single accessible location for assessment of project development and compliance with conditions and reporting requirements. 
Business Case Development 
The project business case further refines the project value and is designed to justify an investment funding decision. In 2013 the business case documents will be refined to strengthen the linkage between the project plan and business value and to provide clarity about the nature of the value and benefits. The project cost benefit analysis (CBA) forms are being redesigned to ensure that there is clear definition of and distinction between tangible and intangible project benefits, and recognition that not all benefits can be expressed in terms of dollars. Recognition that the intangible benefits, costs and risks are sometimes that most important factors for decision makers and stakeholders will mean that investments may be made in projects that do not produce a positive return on investment quantified solely in dollar value. The project value will be additionally supported by the identification of business metrics that will serve as indicators of project success. The CBA and benefit metrics documentation will be attached to Innotas project records.
Monitoring IT and Tracking IT Value During Implementation
KCIT has developed and implemented a risk based project oversight procedure that will be supported by the implementation of the countywide portfolio management system. The objectives are to assist business owners in addressing risks and to promote project success by increasing stakeholder involvement and transparency of oversight. Key project metrics and milestones are tracked on a monthly basis. Updates to cost or benefit estimates are tracked as they are refined. As project risks or deficiencies are identified KCIT initiates contact with the project sponsor and notifies PSB. The findings, recommendations and resulting actions are recorded and published on the KCIT SharePoint site for full transparency.  KCIT and PSB have established monthly meetings to review project progress during implementation. The monthly technology management board and business management council meetings will serve as periodic forums for sharing project plans and successes and learning from project challenges. 
Reporting on IT Investment Value and Benefits
Project close out documents will include post-project reporting on costs and assessment of business metrics as well as narrative or examples to explain project benefits that are not easily measured. Recognizing that project benefits and business process improvements may take time to fully mature, project owners will be asked to articulate a plan for ongoing monitoring and continuing assessment as part of the business owner’s regular performance management. The closeout report and plan for performance reporting will become part of the project record in PRB SharePoint. Project closeout reports and performance management plans will serve as an indicator of successful project completion and considered in evaluation of project risk for subsequent projects proposed by the business owner. A summary metrics and narrative that documents the progress toward achieving business value from completed projects will be included in the Technology Business Plan that is transmitted to the King County Council. PSB will monitor and ensure that project business metrics on value are reported at project close out. 
Summary of Roles and Responsibilities
Business Owner
PSB
KCIT
Identification of Value and Benefits
Identify business need & 
proposed improvement
Provide training, 
consultation and 
assistance as needed
Provide consultation and 
assistance as needed
Identify costs & 
value/benefits
Evauate business value, 
risks & costs
Evaluate technology value 
& risks
Identify relevant business 
metrics
Submit updates to CBA or 
benefits as developed or 
refined
Evaluate changes in 
costs and benefits and 
metrics as refined
Monthly risk base project 
oversight and action
Tracking and Monitoring
Update metrics as refined
Support KCIT on 
oversight actions
Prepare and submit monthly 
reports
Reporting
Submit project close out 
report on costs and status of 
benefits
Ensure that close out 
report is submitted
Schedule project 
presentations at TMB and 
BMC
Establish plan for on-going 
performance reporting on 
metrics
Evaluate and summarize 
annual report on project 
completion
Compile and submit 
annual  Technology 
Business Plan
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