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METROPOLITAN KING COUNTY COUNCIL

LABOR, OPERATIONS AND TECHNOLOGY COMMITTEE

Revised Staff Report

AGENDA ITEM:  
DATE:  April 27, 2004
PROPOSED NUMBER:  2004-0185
PREPARED BY:  David Randall

SUBJECT: A MOTION approving the program charter for the quantifiable business case for the recommended business operations model for the King County enterprise financial, human resources, and budget management project and project charter for the payroll initiatives projects.
Committee Action:  At its April 27, 2004 meeting, the Labor, Operations and Technology Committee voted to forward this motion, as amended, to the full Council without a recommendation.  The vote was conditioned upon the committee chair requesting from the chair of the Council that this motion be held in full Council to enable further review.  The vote was three ayes, one no and one excused.  

The amendment clarified the source document for the advisory committee’s endorsement, added a whereas clause stating that the committee requests the support of the program charter from the county executive and county council, and replaced the draft program charter with the final program charter
SUMMARY:


Proposed Motion 2004-0185 would: 
1. Approve a program charter for the quantifiable business case (QBC) for a recommended business operations model for a countywide finance, human resources, and budget management project; and 

2. Approve a project charter for the payroll initiatives projects.
This motion is in response to a budget proviso and meets its requirements.  The proviso was intended to encourage coordination among several finance related business operations projects and to request that these projects receive adequate oversight from a single steering committee of senior management.  The adopted budget proviso states:
“By March 31, 2004, the executive shall submit to the council for its review and approval by motion a program charter for the Payroll Improvement Project, the MSA Standardization Project and the Single Budget, Finance, Human Resource and Payroll Quantifiable Business Case Project.  The charter shall include mission and goal statements, business objectives and program deliverables for each project.  The charter shall also identify the program governance and organizational structure, describing the roles and responsibilities of business sponsors and human resource and payroll project managers.  The charter shall also describe how these projects will receive adequate oversight from a single steering committee of senior management that will ensure that all human resource and payroll projects are aligned and working cooperatively together.”
QBC Program Charter Description
The QBC Program Charter is the next step forward in the County’s effort to transform the way the County manages and operates budgeting, financial reporting, accounting, human resources and payroll.  This program charter builds from the foundation established by the Enterprise Financial, Human Resource, and Budget Management Vision and Goals Statement that Council adopted in 2003 (Motion 11729).  
The purpose of the QBC Program Charter is to describe the Program scope and the current project deliverables, project approach, work plan with deliverables schedule, project organization, structure, roles and responsibilities.  In addition, the charter describes the escalation process that will be used to obtain decisions on critical items.
QBC Program Advisory Committee

The Charter describes the QBC Program Advisory Committee that will serve as a single oversight group for the QBC program.  This group will provide oversight for both the QBC project and the Payroll Initiatives Program (PIP) project.  This group is the forum for providing advice and input on cross agency project issues.  Members review draft project deliverables and ensure that the perspectives and understanding of stakeholders are factored into policy level discussions and decisions.  

The Program Advisory Committee Members have committed to this effort, as described in the Charter, for the period of November 2003 thru June 2004 to support development of the Quantifiable Business Case Report, and further, for the period of the report presentations and until an action is taken to the Council.  A signatory sheet signed by committee members representing separately elected officials may be found in the attached final program charter.  
If a decision is made to implement the recommended business model, then another implementation advisory committee will be formed.  This committee will provide oversight for both the Business Model Recommendation implementation and the PIP in order to ensure PIP alignment with the QBC Program.

Committee members are: Paul Tanaka, CAO, Business Sponsor; David Martinez, CIO, Program Sponsor; Rich Medved, Chief Deputy, Department of Assessments; Shelley Sutton, Policy Staff Director, County Council; Leesa Manion, Deputy Chief of Staff, Prosecuting Attorney; Paul Sherfey, CAO, Superior Court; and Bill Wilson, CFO, Sheriff’s Office. In January 2004, Steve Call, Director, Office of Management and Budget, joined the Advisory Committee.  In March 2004, Tricia Crozier, CAO, District Court joined the Committee.

[image: image1.wmf]
Roles and Responsibilities
The program charter describes the roles and responsibilities for the project sponsors, advisory committee members, project managers, consulting manager, resource coordinator, functional leads and subject matter experts.  

· The project sponsors provide leadership and advocacy for the project and direct the project and contract managers.

· The Committee provides a forum for perspectives and understanding of separately elected officials and will provide advice and input on cross-agency roadblocks.
PIP Project Charter Description
The Payroll Initiatives Program (PIP) includes both the MSA Standardization Work Program Project and the Payroll Improvement Project.  The goal of the PIP is to document and improve payroll processes, particularly in the MSA payroll system. This work will assist in the County’s effort to migrate to a single human resources and payroll system.

This project charter describes the project organization; 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.  As previously mentioned, the Advisory Committee will oversee the PIP effort.

Transforming Business Practices: 

Quantifiable Business Case Program

What Is a Quantifiable Business Case?  

A quantifiable business case is a study that measures costs, benefits and risks for a project proposal.  A business case also sets up performance measures for a project that may be used as a yardstick to judge the success or failure of a project.  A business case also identifies implementation issues and risk mitigation strategies.

How Is This Quantifiable Business Case Effort Different Than Last Time?

As Dye stated, “Clearly, the biggest risk in King County is lack of a common vision and workable governance structure.  These are some of the biggest reasons that large systems projects fail.”  The Council removed the first barrier by creating a workable technology governance structure.   The Council removed the second the second barrier by approving a common vision and goals statement as the county’s common vision for a new enterprise business project.  

The next barrier to overcome to improve the success in implementing a common financial and human resource system is to simplify and unify the many divergent, redundant and uncoordinated ways the county does its financial, budget and human resource business.  The Dye Management Report clearly states: an enterprise-wide project “cannot be approached as simply “system replacement” efforts; they are long-term business transformation processes supported by a software package that begin with the initial implementation.”  At their core, these projects change the way the county has done business for many years at the level of the individual employee.  

Quantifiable Business Case Documents  

A program plan for the Enterprise Financial, Human Resources and Budget Management Program is attached (Attachment 3).  As part of this program, the QBC project will develop three major documents:

1. Technology Cost Report.  This document will define, collect, and analyze all information technology cost in the County, by agency, and in total.  Costs for the four functional areas will be separately identified to provide the base technology costs for evaluating alternatives to current business operations.  This will be the first time that the County will know how much it spends on technology.  This document is in draft form and will be finalized in May 2004.
2. Business Operations Model Report.  This report will document the county’s current budget, financial, payroll, and human resource operations and business processes.  The report will also assess the effectiveness of current operations and processes; and the report will identify cost-savings opportunities by standardizing business practices and centralizing operations.   This report will stress that this effort is primarily about transforming the way county employees do their work through the use of automation.
This report will also evaluate at three options for structuring budgeting, financial, payroll and human resource operations and will identify a recommended business operations model.  This report will justify the recommendation both quantitatively and qualitatively and would provide a transition plan.  This document is in draft form and will be finalized in May 2004.

3. Quantifiable Business Case.  This document will make the quantifiable business case that identifies the return on investment of implementing the recommended business operations model.  This document will contain a cost-benefit analysis and a risk-mitigation plan.  The document will also be endorsed through the information technology governance process.   This document is being drafted and will be finalized in June 2004.

BACKGROUND:

FSRP Background

Historically, the county has had two major financial, payroll and human resource systems because King County and Metro were separate governments with separate computer systems.  When King County and Metro merged, it was expected that their computer systems would also be consolidated to increase efficiencies and enable enterprise-wide business operations.  This consolidation has not successfully occurred, therefore, King County and the former Metro agencies still operate with independent financial, payroll and human resource systems.  Due to reorganization, some departments are “straddle” agencies that use both payroll and financial systems, creating additional management challenges.

The Financial System Replacement Project (FSRP) was a complex enterprise-wide capital project that was intended to replace the county’s multiple financial, payroll and human resource systems with one integrated financial, payroll and human resource system.  FSRP was also intended to implement a budgeting system.  
· In 1997, the project received about $38.9 million in funding and was to have been completed by May 2000.   
· In May 2000, the project was suspended.  An additional $3.7 million was appropriated to stabilize the payroll portion of the project and an additional $300,000 was appropriated to retain a consultant to conduct an independent assessment and present a plan to restart FSRP (Ordinance 13905).  

· In July 2001, the Budget and Fiscal Management Committee was briefed on the independent assessment.  A consultant (Dye Management) conducted a critical assessment of the suspended project, a high-level business case for re-starting the project, and an implementation plan to recommend project direction for a possible restart.  (Collectively these documents are known as the Dye Management Report.)  

Quantifiable Business Case Program Background
2001 Accomplishments

· In 2001, the council created an IT governance process and a Chief Information Officer position.  As part of the IT governance process the Strategic Advisory Council (SAC) was created that consists of elected officials from all county agencies.  The SAC acts in an advisory capacity to the Chief Information Officer (CIO) in developing long-term strategic objectives for IT deployment countywide.  

· In December 2001, the SAC endorsed the findings in the Dye Management Report.  In addition, the SAC directed the CIO and County Administrative Officer to develop a work plan for defining goals, identifying roadblocks and drafting policies through the county’s IT governance process and structure; and to create a work plan to develop a quantified business case to restart FSRP.  
2002 Accomplishments

· In 2002, the SAC committed agency staff to identify issues and endorsed the use of $450,000 to fund the development of the plans.  
· In 2002, Council approved $20,000 to fund development of a vision and goals statement and a roadblocks identification and action plan (Motion 11549).   Council also stated that no further project funds could be expended until Council approved the vision and goals statement.  Council also stated that the QBC shall include an analysis, with associated costs estimated, of the capability to conduct analyses that distinguish between local and countywide revenues and expenditures within the budgeting, human resources, payroll and financials business areas.  And Council further stated that the QBC shall include development of key performance measures. 

· In 2002, Council placed a proviso in the 2003 budget that held $430,000 from the QBC project until the Council approved a vision and goals statement.
2003 Accomplishments

· In 2003, the SAC endorsed the vision and goals statement and the use of $430,000 in the 2003 budget for development of a roadblock document and business case.

· In June 2003, Council approved the vision and goals statement and accepted a plan to develop a roadblocks action plan (Motion 11729).  Upon Council approval, $430,000 in funding to develop the business case was released.
· In November 2003, Council placed a proviso in the adopted 2004 King County Budget requesting that a program charter for finance projects funded in the 2004 budget be sent to council for approval.  The proviso also requested that the charter describe how these finance projects would receive adequate oversight from a single steering committee of senior management.  
· In December 2003, Dye Management was selected to conduct the business case.
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