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METROPOLITAN KING COUNTY COUNCIL

LABOR, OPERATIONS AND TECHNOLOGY COMMITTEE

Staff Report

AGENDA ITEM:  6
DATE:  September 28, 2004
PROPOSED NUMBER:  2004-0470
PREPARED BY:  David Randall

SUBJECT: A motion approving accountable business transformation program policies and requesting the executive to transmit to council a revised executive recommendation document and a governance program charter.

BACKGROUND:


The county contracted with Dye Management Group, Inc, to prepare a quantifiable business case for implementation of an integrated countywide financial, human resource and budget management system.   This effort is known as the Accountable Business Transformation Program.  The consultant’s quantifiable business case for the Accountable Business Transformation Program includes an extensive assessment of the current manner that the county conducts its human resource, payroll, finance and budget management business.  The business case also provides an evaluation of opportunities for the county to provide these services in a more efficient manner.  The business case provides three options, including a recommended option, for the county to consider in implementing this program.  In addition, the business case provides a detailed recommended business operations model for the county to provide human resource, payroll, finance and budget management services.

The executive has reviewed the consultant’s business case and recommended business model and has developed a fourth option for program implementation.  The executive’s review and outline of the approach for the fourth option is described in the Accountable Business Transformation Program Executive Recommendation, dated September 20, 2004.  The Accountable Business Transformation Program Executive Recommendation report includes four policies that will guide development of a detailed implementation plan and possible implementation.  

The four consultant recommendations made in the business case are:

1. Implement PeopleSoft software countywide, through a phased process.

2. Align human resources policies and procedures countywide.

3. Implement Oracle Financials countywide, through a phased process.

4. Enhance a countywide budget solution.

The proposed program guiding policies linked to the above recommendations are:

1. Pay all employees on a common, bi-weekly pay cycle from a single payroll system by migrating all employees to the PeopleSoft system.  

2. Align all county human resource practices and procedures to ensure that business needs are met through legally defensible human resource practices.

3. Process core county financial transactions from a single integrated system by implementing Oracle Financials software countywide.

4. Standardize and streamline operating and capital budgeting by implementing a public sector operating and capital budget countywide solution.

On September 21, 2004, the Labor, Operations and Technology Committee was provided a progress report on the Accountable Business Transformation Program (Briefing 2004-B0178).  This briefing by the business case sponsor, Paul Tanaka, and the program sponsor, David Martinez, presented executive policies to guide program commencement. 

At the September 21, 2004 committee, the committee directed committee staff to prepare a motion to include the following:

· Approve the proposed program policies; 
· Request the executive to transmit to council a governance program charter; and  

· Request the executive to transmit to council a revised executive recommendation document for the program.

SUMMARY:

Proposed Motion 2004-0470 would, if adopted, approve the proposed program policies, request the executive to transmit to council a governance program charter, and request the executive to transmit to council a revised executive recommendation document for the program.

The proposed program guiding policies are described below:

1. Pay all employees on a common, bi-weekly pay cycle from a single payroll system by migrating all employees to the PeopleSoft system.  In June 2003, Council has already endorsed this policy as part of the program’s vision and goal statement (Motion 11729).  Inclusion of this policy in the proposed guiding policies would clarify that the software decision and policy decision on whether to pay county employees biweekly or on the fifth and twentieth of the month have been made.  The reason that PeopleSoft system was selected is because the county currently has about one-third of its employees already on this system.  In addition, the county has significant experience using and upgrading the PeopleSoft software since the county successfully upgraded to the current PeopleSoft version last year.

2. Align all county human resource practices and procedures to ensure that business needs are met through legally defensible human resource practices.  The county does not currently have standardized human resource policies and procedures countywide.  Standardization of human resource policies and procedures may lessen the risk of litigation against the county as a result of inconsistent human resource policies and procedures.  The executive branch of King County has implemented a project to standardize its human resources practices.  This project is known as the Human Resources Unification Project.  The executive is proposing expanding the Human Resources Unification Project to include other county agencies.
3. Process core county financial transactions from a single integrated system by implementing Oracle Financials software countywide.  Currently, the county operates two major financial systems.  One is a legacy financial system known as the Accounting Resource Management System (ARMS) that is used by about two-thirds of the county.  The other financial system uses Oracle Financial software and is used by one-third of the county.  This policy states that the county will move from two financial systems to one financial system and that the countywide financial system will use Oracle Financials software.  
The finance business case consultant (Dye Management Group, Inc.) recommended that the County implement Oracle Financials software countywide.  The reason that Oracle Financials software was selected to be implemented countywide is because the county currently has about one-third of its employees and roughly a half of the county’s combined operating and capital budgets already on this software.  In addition, the county has significant experience using and upgrading this software since the county successfully upgraded to the current software version last year.  Also, the county has experience successfully migrating portions of the old ARMS financial system to the new Oracle Financials.  The tradeoff for Council in choosing Oracle Financials software is to expand the use of software that part of the county already knows how to use and upgrade versus slowing down planning for the financial system project until a full review of competing software can be completed.  This evaluation would likely need to be conducted by an external consultant and would require additional county funds.  The two major financial systems available are Oracle and SAP.
4. Standardize and streamline operating and capital budgeting by implementing a public sector operating and capital budget countywide solution.  The county does not currently have a modern budget management system that is transparent, informative to policy makers and the public, and provides functionality such as the ability to conduct analyses that distinguish between local and countywide revenues and expenditures.  Standardizing and streamlining the county’s budget process would assist the county in implementing a possible budget management computer system.
Requested Program Documents

Council will be asked to approve funds to implement the Accountable Business Transformation Program.  Council may find it useful to make the policy choice on which of the four implementation options to pursue before Council is asked to approve program funding.  

The proposed motion requests the executive to send to Council a revised executive recommendation document and a program governance charter by March 1, 2005.  These two documents will assist the Council on its decision on which of the four program implementation options the county should implement.  This decision will be on which program approach to potentially implement; this decision will not be decision to implement the project.
The revised executive recommendation document will present a clear description and comparison of the four options for implementing the Accountable Business Transformation Program.  This comparison will include for each of the four options a prioritized list of projects to be implemented, a cost-benefit analysis, a program timeline, a budget and a funding plan.  

This document will describe how the program will be governed and overseen. The program governance charter will describe the program scope and goals, governance and structure, deliverables, critical success factors and key performance indicators.  

Once Council decides on which option the county should implement for the program, a detailed implementation plan will be prepared by the executive.  This document will provide important information to the Council to assist it with the decision on whether or not to implement the program in 2006.  The implementation plan should include the following for the program implementation option approved by Council: an analysis of risks and risk mitigation strategies, key performance indicators and a cost-benefit analysis that quantifies cost savings by agency and executive department by year.

ATTENDING:

1. Paul Tanaka, Business Case Sponsor and County Administrative Officer 

2. David Martinez, Program Sponsor and Chief Information Officer 
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