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	8
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	2013-0119
	Date:
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	Invited
	Helene Ellickson, Budget Supervisor, Office of Performance,  Strategy and Budget

Christine Chou, Chief Financial Officer, King County Information Technology


SUBJECT

A motion acknowledging receipt of a report on a proposed benefits and value realization strategy for information technology projects in compliance with the 2013 Budget Ordinance, Ordinance 17476, Section 19, Proviso P3.
BACKGROUND
This is the second briefing on Proposed Motion 2013-0119 and the proposed benefits and value realization strategy. The Committee reviewed the transmitted benefit realization strategy on March 26, 2013 and at that time recommended improvements to the transmitted strategy. Since the March 26th briefing, Council and Executive staff have worked collaboratively to develop the attached, updated Benefit Realization Strategy for Information Technology Projects, Attachment A to Amendment 1 to Proposed Motion 2013-0119. 
This staff report updates to the March 26th staff report to reflect the updated Benefit Realization Strategy developed by Executive and Council staff. 
At any given time there are many active technology projects in King County. Currently, there are 72 active technology projects in King County with a combined budget of $257.8 million. While these projects vary in purpose and complexity, they all share a common problem. King County has not had an effective system in place to track and report what, if any benefits are achieved from technology projects. 
During the 2013 budget process, the Council’s budget leadership team called for a new approach to measuring benefits for IT benefits. The Council adopted a proviso (listed below) requiring the Executive to report on how benefits for IT projects will be identified, tracked, and monitored, and how benefit data will be reported to Council. This report would also present the responsibilities within PSB and KCIT for benefit realization.
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.

The Executive transmitted Benefits Realization Strategy for Information Technology Projects on February 25, 2013. At the request of the Committee, Executive and Council staff worked to improve the transmittal. On October 31, 2013, Executive staff transmitted a revised proviso response. It is Attachment A to Amendment 1 to Proposed Motion 2013-0119.
ANALYSIS
The transmitted report outlines the improvements the Executive is proposing to realize and document benefits from technology investments. The revised approach focuses on the identification of value and benefits for all technology investments. There are three main steps for benefit realization: 1) Identification of value and benefits, 2) Monitoring IT value during implementations, and 3) Reporting on IT investment value and benefits.
This staff report summarizes the Executive’s proposed strategy and identifies key components that were not addressed in the original proviso response. The staff report has been updated to describe how the updated Benefits Realization Strategy addresses the concerns raised on March 26th. 
Step One: Identifying Benefits for Information Technology Projects. 

As part of the existing budget preparation process, all technology projects are reviewed together by PSB and KCIT. This process begins with “conceptual review” where projects submit a high level description of the proposed project and receive feedback from PSB and KCIT on whether the project should be pursued further. A business case is then prepared justifying the budget request.
According to the proviso response, under the Benefit Realization strategy the business case documents will be refined to strengthen the linkage between the project plan and business value. However, at the time the proviso response was first transmitted, the revised forms to identify and track those benefits were not available. 
Update: As part of the updated benefit achievement strategy, all IT projects will be required to complete a Benefit Achievement Plan (BAP) (See Attachment A to Amendment 1, which is located at Attachment 2 of this staff report.) The BAP is a significant improvement over previous efforts to measure and document benefits from projects. It is aligned with the King County Strategic Plan and was developed with input from agencies across the County. Each proposed IT project will complete a BAP as part of a budget approval process, and initial drafts will be shared with Council staff prior to its formal submittal as part of the Executive’s budget transmittal. 
Step Two: Monitoring and Tracking IT Value During Implementation

The Executive’s proviso response notes that updates to cost or benefit estimates will be tracked in the County’s new project management software, Innotas. However, at the time the proviso response was first transmitted, the Innotas system was not yet configured to perform this tracking. 
Update: As part of the new benefit achievement strategy the BAP will be updated throughout the project life cycle. The BAP form is specifically designed to track changes in benefits. The form will be stored in Innotas, the County’s new project management system. Each month project managers will be expected to review the BAP forms and update them as necessary.
Step Three: Reporting on IT Investment Value and Benefits 

According to the proviso response, 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. Summary metrics and a narrative discussion that documents the progress toward achieving business value from completed projects will be included in the annual Technology Business Plan that is transmitted to the King County Council. In the past, such summaries have not provided valuable information. 
Update: As part of the new benefit achievement strategy, PSB will provide an annual report on the benefits achieved from IT projects. In September, the Council enacted Ordinance 17564 codifying this annual reporting requirement.
Key Components of a Benefit Realization Strategy 
Listed below are the key improvements the Committee requested in the transmitted benefit achievement strategy. Each point has been updated to show how the improvement was addressed between the first transmittal in February 2013 and the updated transmittal in October 2013. 
· A well-defined and documented process on how project benefits will be identified consistently and early in the project approval process. This should include forms showing how benefits will be identified and measured in the earliest stages of the budget approval process.
Update: The new BAP is designed to promote consistency in how projects identify and document benefits. It will be required early in the budget approval process.

· Increased emphasis during planning and implementation on achieving project benefits; not just scope, schedule and budget. This could be accomplished through greater prominence of anticipated benefits in the project reporting forms. Additionally, projects should document the business changes or operational actions necessary to achieve benefits.
Update: Increased emphasis on achieving benefits is occurring through the training on the benefit achievement strategy, more involvement by Council and PSB staff in the review of the BAPS for each project, a requirement that projects must update their plans throughout the project lifecycle, and an annual reporting requirement. 
· Business owner accountability for achieving and measuring project benefits. For larger projects, this could be facilitated by early endorsement by the department director of expected benefits and more transparent reporting and tracking of project benefits. 
Update: The new BAP specifically requires a project to identify the business owner who will be responsible for achieving project benefits and ensuring the BAP is regularly updated and completed when benefits are achieved. 
· Communication with and participation of stakeholders, in particular those who will have an impact on benefits achievement.

Update: The new BAP specifically requires high level involvement by the business and operations staff of the agency proposing the project. 
AMENDMENTS
The attached Amendment 1 replaces the transmitted Benefits Realization Strategy for Information Technology Projects report with a revised report. The revised report addresses the concerns identified in the March 26th staff report and also includes a template BAP form. 
ATTACHMENTS
1. Proposed Motion 2013-0119 and Attachment A, Benefits Realization Strategy for Information Technology Projects, dated February 25, 2013
2. Amendment 1 and Attachment A, Benefits Realization Strategy for Information Technology Projects, dated October 2013

3. Transmittal letter
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