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Executive Summary

Introduction

The King County Capital Project Oversight Report B sets forth the implementation plan for the Auditor’s Office capital project oversight model.  This is a companion report to the Capital Project Oversight Report A, which evaluated the King County capital project delivery process from the standpoint of improving the process of legislative oversight and providing the King County Council with consistent performance information on high risk capital projects. 
This report proposes the establishment of a Capital Project Oversight Group within the Auditor’s Office, and describes the roles, responsibilities, and processes required to ensure that the legislative oversight model described in Report A is implemented successfully.  We are proposing a phased implementation of the capital project oversight model due to the level of effort required and the importance of developing an effective interface with the County Executive’s current capital management processes and systems.  The King County Auditor’s Office will shortly submit to the County Council a Capital Project Oversight Action Plan that outlines the early implementation steps that will be initiated by October 2007, and proposed legislation in support the oversight implementation efforts.

Implementation Plan Summary
Report B contains a comprehensive discussion of the organization; staffing; roles and responsibilities; processes; and systems necessary to ensure effective and independent oversight.  Highlights include:

· The role of the County Auditor is to provide vision, strategy, direction, and support to the Oversight Manager in carrying out effective independent oversight of selected capital projects for the County Council. The County Auditor will also supervise coordination of the work of the audit staff with the oversight staff to ensure that information from audits and special studies can help to inform oversight efforts, and that issues identified through oversight can be evaluated by audits as appropriate. The County Auditor will also be the liaison with the Council and Executive on sensitive capital policy and project issues.

· Proposed staffing for the Capital Project Oversight Group would consist of an Oversight Manager, two to three Oversight Specialists and a System Administrator.  The Oversight Manager, who would report directly to the County Auditor, would be responsible for daily management of the Oversight Specialists and System Administrator, administering consultant oversight service contracts, and for continuous interface with the Auditor’s Office, Council, and Executive on project oversight matters (detailed job descriptions, staffing qualifications and estimated salary ranges for the Capital Project Oversight Group are included in report).

· A Draft Scope of Work Outline/Template for Outside Consultant Services to ensure that oversight tasks are clearly defined, deliverables delineated, and county contracting standards and procedures are followed (a detail Request for Proposal Template is provided in Appendix A).

· Additional detail on the Part A Report’s recommendation for staged appropriation requests based on the four stages of a typical capital project life cycle: planning, design, construction (implementation for IT projects), and closeout. The intent of staging the project appropriation requests for high-risk projects is to provide Council with an improved view into the scope of the project and an ability to influence the project at critical stages.  The report also identifies the minimum project information that should be submitted to the Council along with a standard Proposed Capital Project Appropriation Request Form.
· A discussion of oversight report design assumptions, definitions and objectives, and identification of project budget, cost, schedule and change management data to be gathered by the Capital Project Oversight Group for those capital projects selected for oversight.  An immediate goal of the oversight reporting effort is to summarize and standardize the project report submitted to the Council, and emphasize changes, negative and positive trends, and impacts.  A long-term goal is to establish a centralized project control system that summarizes cost, schedule and other performance information for all high risk capital projects.  The development of a single high risk project database would also allow the Council and other users to query the data efficiently.
· An extended oversight rollout plan from the inception to the completion of the capital project oversight implementation.  Consistent with the legislative oversight model developed in the Part A Report, the oversight rollout plan offers more comprehensive descriptions of the Council’s, Executive’s, and Auditor’s Office responsibilities for developing or refining the county capital project processes and systems, including the proposed capital project risk ranking scoring module; general and project-specific Council, Executive, and Auditor’s Office project management plans and communications; oversight training and orientation plans; and capital project cost estimating guidelines.

Implementation of the legislative capital project oversight model will be a dynamic and challenging effort.  However, the proposed model and implementation plan reflect current and proven project management and oversight practices that will promote public trust by ensuring fiscal integrity and accountability in the use of tax dollars.     
1. Staffing Plan and Organization to Provide Effective Independent Oversight of Selected Capital Projects for the Council
1.1 Capital Project Oversight Group (CPOG) Organization 

In Report A, we developed a model in support of the County Council mandate to establish a legislative oversight function in the King County Auditor’s Office (KCAO). We recommended that a Capital Projects Oversight Group (CPOG) staff the oversight function. This group is critical to ensure effective and independent oversight of selected capital projects for the Council. A dedicated, full-time staff is needed to ensure that the recommendations in Report A and this report are followed so meaningful oversight is provided that brings value to the county. 

We feel that King County should hire people who are either from outside county government or do not have preconceived ideas about current projects or past controversies.  Dedicated, full-time oversight personnel are needed because oversight responsibilities cannot be successfully added to the existing workload of current staff.  People generally have a tendency to avoid new, unfamiliar tasks if those tasks are part-time or added to existing responsibilities.  
Proposed staffing for the CPOG would consist of an Oversight Manager (OM), two to three Oversight Specialists (OS), and a Reporting System Administrator (RSA). The group would be organized with the Oversight Manager as leader of the group reporting to the KCAO as follows:
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CPOG would need to be supported by a King County IT system support host external to CPOG. This could potentially be an existing King County IT person already managing other databases.

1.2 Roles and Responsibilities

The roles and responsibilities of each member of the CPOG staff are outlined below. The group in general will act as an early warning system that helps both Council and Executive staff make timely and fully informed decisions that improve capital project success. As such, we recommend that CPOG should report simultaneously to the executive’s project representative and appropriate Council staff. 

The role of the County Auditor is to provide vision, strategy, supervision, and support to the Oversight Manager in carrying out effective independent oversight of selected capital projects for the County Council. The County Auditor will also coordinate the work of the performance audit staff with the oversight staff to ensure that information from audits and special studies can help to inform oversight efforts, and that issues identified through oversight can be evaluated by audits as appropriate. Specific tasks include:
· Identify high risk projects through audits

· Provide policy guidance that allows the creation of detailed procedures

· Review status reports and recommend enhancements

· Coordinate supplemental oversight with Auditor’s Office staff and other mandates as needed

· Audit projects identified by the Oversight Manager
· Act as liaison to the Council and Executive on sensitive issues  

· Manage the change associated with process improvements, including orienting legislative and executive staff as required
· Assist Oversight Manager in promulgating consistent and formal data collection formats across the agencies 

· Foster the Executive and Council’s organizational and financial commitment to oversight 

· Help the OM enforce procedures necessary to effective oversight

The role of the Oversight Manager is to provide leadership and management of the CPOG and to identify and communicate potential problems to Council, Executive, and County Auditor staff. Specific tasks include:
· Daily management of the Oversight Specialists and Reporting System Administrator

· Continuous interface with KCAO, Council staff, and Executive department heads to determine their needs and disseminate project control information

· Interface with Council staff and other key users of the data to determine their reporting needs

· Specify standard and ad hoc reports for development by the Reporting System Administrator

· Specify data input screens and user interfaces for reporting system

· Identify data integration opportunities by interfacing with Office of Management and Budget (OMB), Finance, and other owners of databases containing relevant project data

· Draft and disseminate detailed procedures, flow charts, and other documentation of the oversight process

· Promote and facilitate processes, procedures, and system usage throughout King County

· Analyze the project control data collected by the OS to:

· Identify potential problems in timely manner

· Identify trends

· Highlight changes in last month

· Highlight changes since initial and last project appropriation

· Ensure data accuracy and integrity 

· Ensure data is timely 

· Identify potential solutions to issues identified by the Oversight Specialists and share them as appropriate

· Train King County staff in process, procedures, and online reporting system
· Disseminate key CIP information obtained from oversight staff to all Council members as appropriate

· Report all major issues and trends to KCAO 

The role of the Oversight Specialists is to provide oversight of the project to avoid filtering, obfuscation, or delay in the dissemination of accurate information about the project status. Specific tasks include:

· Attend all key project meetings, including but not limited to, progress meetings, change order negotiations, bid openings, community briefings, etc. 

· Interface with the implementing agency project manager and project team 

· Interface with contractors, designers, and consultants

· Gather relevant project information and documentation

· Condense data down to a level understandable to the general public 

· Compare the data to original budgets and baseline schedules and recent updates

· Input data into the new reporting system

· Independently assess progress status using cost /schedule software to identify issues and potential solutions

· Report major trends and issues to the OM

The role of the Reporting System Administrator is to provide technical programming and administration support in operating, maintaining, and updating the online reporting system, developing and maintaining user interface screens, creating data interfaces to other databases, and creating and posting reports. Specific tasks include:

· Interface with Oversight Specialists to maximize proper usage of reporting system 

· Interface with Oversight Manager, Council staff, and other key users of the data to determine their reporting needs

· Develop reports from the system
· Interface with database administrators in OMB, Finance, and other executive agencies that are primary sources of project related data

· Develop interfaces to other data as approved by the OM

· Assist the Oversight Specialists and Oversight Manager in the input of project data into the system 

· Maintain security access to reporting system

· Provide help desk support to report system users

· Upgrade the software when new versions are released  

· Draft technical documentation of the system

· Train staff in the use of the system

· Acts as liaison to King County IT system host 

The role of the oversight system IT host organization is to provide the platform and maintenance for the online oversight system. This role requires all IT support normally associated with King County installed software and hardware. It is possible that the oversight reporting system might be “piggy backed” onto an existing King County financial and/or budgeting database system such as the OMB budget system, thus requiring less expenditure and time to establish the oversight system compared to a “new” purchase.
1.3 Staffing Qualifications & Position Descriptions
The qualifications for all of the CPOG staff hinge around knowledge, expertise, and experience in the project management and project controls areas within the engineering and construction industry. Substantial experience is required of the Oversight Manager and a high degree of exposure to project controls is required of the Oversight Specialists. The qualifications and job descriptions for each CPOG position are as follows:

Oversight Manager

Qualifications – The Oversight Manager should possess a bachelor’s degree in Engineering, Construction Management, Architecture or a related field.  Additional certification as a PMP (Project Management Professional) or CCM (Certified Construction Manager) is highly desirable. The individual should also have 15 to 20 years documented experience
 as a project manager or project controls manager in the engineering and construction industry. Experience on large public infrastructure projects with a construction cost of $50 million and greater is preferred. Of these 15 to 20 years experience, the Oversight Manager should have at least five years employment experience in at least one of the following project controls areas: estimating, scheduling or cost engineering, and at least five years as a manager of staff in one of these areas. As such, practical knowledge of project controls software such as Primavera, MS Project, Expedition, Prolog, etc. is required in order to demonstrate the ability to understand and/or develop project reports which will include baseline to actual performance comparisons, critical path analysis, resource utilization analysis, and other project controls techniques. Fundamental knowledge of scope management, project delivery methods, procurement, risk management, communication, and quality is also required. 

Job Description – The Oversight Manager will be responsible for the operation and management of the Capital Projects Oversight Group and report to the County Auditor. The manager provides leadership, management, and direction to a staff of three or more oversight group professionals who in turn provide oversight to several medium and large size projects. Responsibilities include design and development of standard oversight project status reports on a periodic basis as well as preparing special reports on an ad hoc basis; analysis of project data; trend and variance analysis; cause determination; solution/mitigation alternatives development and recommendations proposal. The manager will also act as the chief analyst of the group and assist and develop the Oversight Specialists in this regard. The Oversight Manager holds a pivotal communication responsibility as the primary channel between the CPOG and KCAO and secondary channel to the County Council. As such, the manager interprets project status data reported from Executive Agencies Project Managers, determines the “health” of the project on an ongoing basis, identifies new and continuing risks, recommends alternatives and communicates to KCAO and the Council the facts, problems, possible solutions and recommendations through standard and ad hoc reports and other supporting media. The Oversight Manager acts as the independent expert representative for the KCAO regarding project management and project controls. As such, the manager assists the KCAO in formulating policies, procedures, and best practices for capital project oversight including the design and implementation of a detailed communication plan for the Oversight Group.

Oversight Specialists

Qualifications – The Oversight Specialist should possess a bachelor’s degree in Engineering, Construction Management, Architecture or a related field and an additional certification as a PMP (Project Management Professional) or CCM (Certified Construction Manager). The individual should have 5 to 10 years documented experience as a project controls professional in the engineering and construction industry, preferably on infrastructure projects with a construction cost of $50M and greater. The Oversight Specialist should have at least five years employment experience in at least one of the following project controls areas: estimating, scheduling, or cost engineering. As such, practical knowledge of project controls software such as Primavera, MS Project, Expedition, Prolog, etc. is required in order to demonstrate the ability to understand and/or develop project reports which will include baseline to actual performance comparisons, critical path analysis, resource utilization analysis, and other project controls techniques.

Job Description – The Oversight Specialist will be responsible for overseeing a portfolio of several (three to six) medium to large engineering/construction infrastructure projects. The Oversight Specialist will be placed on distribution for copies of all weekly, monthly, or quarterly project reports, cost reports, schedule updates, and similar project documents. The specialist will be copied on correspondence outbound from the project team to all King County stakeholders and to any outside agencies. Responsibilities include attendance at all regularly scheduled project meetings and ad hoc project meetings; including meetings where project status is reviewed and any major project issues or risks are discussed. The specialist will use project controls tools and methodologies to bring independent project oversight on operational cost accounting, scheduling, and scope issues. The Oversight Specialist will make an independent assessment of the physical progress and quality of the project and highlight any issues or risks which are not already addressed within the project reports to the project team and the Oversight Manager. The specialist will also provide an assessment of the testing and turnover process to assure that the specified testing is performed and any test failures are addressed. At all times the specialist will provide oversight services as a neutral party as opposed to providing management services of the project. The specialist will also input project performance data into the reporting system and maintain monthly data on budget, actual cost, and schedule allowing identification of trends to the project team and Oversight Manager. Additionally, the specialist will make recommendations for improvement of the project outcome to the Oversight Manager. After review with the Oversight Manager, these recommendations will be presented to the project team. The Oversight Specialist will input and maintain project status data into the oversight system and run reports on a scheduled periodic basis and assist the Oversight Manager as needed.

The Oversight Specialist initiates both formal and professional courtesy recommendations to the Oversight Manager which are then provided to the Project Team executing the project. It is envisioned that courtesy recommendations would be the norm and that formal recommendations would be necessary when courtesy recommendations are not acted upon or some other action by the executive agency fails to resolve the problem at hand. All recommendations and all identifications of potential issues for a project would be made part of the monthly oversight report for the project regardless of form.

Reporting System Administrator

Qualifications – The Reporting System Administrator should possess a bachelor’s degree in Information Technology, Computer Engineering or a related field, and an additional certification as a Microsoft Certified Solution Developer or equivalent. Candidate should have at least five years experience in systems administration, programming, analysis, and design of relational databases and web-related business application systems with experience in several (but not necessarily all) of the following programs: 
· Operating Systems: Windows NT 4.0; Windows 95/98/2000; MS DOS

· Languages: Java; C, C++, and VC++; FORTRAN; SQL 7.3

· Front End: Visual Basic 5.0/6.0; JavaScript; VB Script

· Web: JSP; ASP; Servlets; Struts; Active X Technology; HTML; Tomcat

· Databases: Oracle 8.0; MS SQL Server; MS Access
· Reporting: Crystal Reports 
Experience for a large public or private sector owner in the engineering and construction industry is preferred. The Oversight Administrator must be highly experienced in MS Access report design or Crystal Reports or similar data reporting software.

Job Description – The System Administrator will maintain and update the oversight reporting system. As such, duties include adding, maintaining and removing users from the system, administering access rights, trouble shooting user problems and assisting users in using the system, and acting as the KCAO liaison between the CPOG and supporting IT host. As liaison, assist the supporting IT host as necessary in upgrading/loading new versions of the oversight system software; loading and testing on staging site and loading on production site. Develop, maintain, and upgrade all standard reports and produce ad hoc reports at the request of the Oversight Manager. Develop and maintain interfaces to other databases.

1.4 Procurement of Staff

The following labor rates are subject to adjustment based on specific qualifications and experience:
· Oversight Manager; $90K - $150K salary per year; midpoint $120K
· Oversight Specialist; $70K - $130K salary per year; midpoint $100K
· Reporting System Administrator; $60K – $100K salary per year; midpoint $80
· Outside Oversight Consultants; $120/hour - $250/hour depending upon role/duties

1.5 Initial Independent Oversight Staffing Estimate

This estimate is based on the midpoint of the ranges given above. The costs of benefits and fringes would need to be factored in. The need for consultants will be dependant on the number of projects to be given oversight which is not known at this time.
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 Yearly 

Rate 

Oversight Manager 120,000 $   

Oversight Specialist 1 100,000 $   

Oversight Specialist 2 100,000 $   

Oversight Specialist 3 100,000 $   

Reporting System Admin 80,000 $     

Oversight Consultants 200,000 $   

10% for software, laptops, rent, furnishings and supplies 70,000 $     

Estimated Annual Total  770,000 $   


1.6 Use of Oversight Consultants during Peak Demand

The “span of control” of the Capital Projects Oversight Group is limited by the number of projects that could be placed into oversight as constrained by the oversight resources available. Initially, the selected high-risk projects recommended for oversight would include those projects currently of high interest to the Council (e.g., Brightwater, NJB, Jail ISP and ABT projects) and those additional projects selected as a result of the prioritization and risk assessment of the balance of the projects in the capital program. Testing of the risk prioritization model and feedback from executive agencies is planned but even if the risk-ranking model works with few hitches, there is not a clear demarcation for when a given project becomes “high risk.” The KCAO should solicit the opinions of both the executive and the council in reviewing the ranked projects in order to reach a practical cutoff level for the number of projects to be placed under the oversight regime.

The primary constraint to span of control for a single oversight specialist is the logistics required to attend meetings and follow up issues. How many meetings can an Oversight Specialist attend per project per week, month, etc.? How much time is required per project for data input, report preparation per week, month, etc.? We believe that the constraints imposed by logistics limit the number of projects covered by a single oversight person to the range of three to six depending on complexity. The high side of this range represents smaller and less complex projects. The practical range might be extended by having a trusted on-project consultant do most of the legwork, and report to the Oversight Specialist or Manager and/or by leveraging the work already being done by the King County Owner’s Representative.

The decision whether to use in-house CPOG staff or consultants should consider the following elements:
· Use consultants when the number of high-risk projects of interest is greater than can be handled by the CPOG group internal staff.

· The nature of the project which would require special expertise not found among the CPOG group – an example would be the ABT project where budgeting, accounting, and human resource system implementation experience would be invaluable.

· Historical experience with the agencies and projects might suggest that existing players be maintained in an oversight role rather than bringing in a new person who would face a steep learning curve – an example would be the ISP project where KCAO staff has participated and is already familiar with the complex structure of the project.

Annual Consultant Demand and Cost Estimate

The information needed to estimate consultant costs is dependant on both demand and the number of permanent staff authorized. The “demand” side of project oversight has not been confirmed and an initial test by WTD of the risk ranking system was done on August 23rd. The initial test indicates that the risk scoring method requires further development prior to being used to rank projects.
1.7 The Role of KCAO Oversight Group Contrasted with Executive Agencies Project Management Role
The oversight role is intended to provide Council with project update information and to emphasize any significant changes to the structure, scope, cost, or schedule of selected high-risk projects. The role does not have a direct management input to the workings of the capital projects which remain the responsibility of the implementing executive agency or department. However, during the ongoing process of providing project oversight, the oversight specialists, oversight manager, and KCAO staff will interface with the project team, with the King County Project Representatives, with the King County Procurement and Contract Services Section, and other agencies. The primary focus of the oversight effort is to assure the Council that all of the significant project issues have been identified and that the executive has developed a plan to address the issues. When the issue is substantial (e.g., significant additional funding is now required), then the intention becomes one of facilitating the participation of Council early enough in the change management process to allow their voice to influence the eventual choice or outcome. Since the KCAO in its oversight capacity is another set of eyes and minds directed at high-risk projects, there are potential benefits to the project of listening to the issues and opinions formed by them and of the informal dialog which may occur between them and the project manager.
The fundamental role of the KCAO oversight group would remain to identify issues to the Council and request resolution from the executive agencies who are implementing the project. 
1.8 Draft RFP Scope of Work Outline Template for Outside Consultant Oversight Services

The primary purpose of the Draft Request for Proposal (RFP) Scope of Work Outline Template for Outside Consultant Services is to provide checklist when preparing an RFP. It can be followed exactly but in some instances should be modified to suit the particular situation and scope of work to fit the need. The major points to be made are that:

· The scope of work has to clearly define the tasks that the Oversight Consultant will perform

· The scope of work has to clearly designate the deliverables to be prepared and frequency of preparation and delivery

· The deliverables format needs to be clearly defined as to whether the consultant is to follow a CPOG standard or the consultant will be allowed license to develop a format with approval from CPOG

·  All other requirements should follow King County procurement standards

A detailed RFP template is provided in Appendix A.

2. Outline and Definitions of Capital Project Oversight Report Requirements and Project Management Deliverables Required to Standardize Information Reported to Council and to Align With Proposed Appropriation Stage Gates
2.1 Project Life Cycle and Proposed Appropriation Stage Gates 

A typical capital project life cycle consists of four stages: planning, design, construction (implementation for IT projects), and closeout. The intent of staging the project appropriation requests for high-risk projects is to provide Council with an improved view into the scope of the project and an ability to influence the project at critical stages.

We recommend that project appropriations for selected high-risk projects be approved in a three-step process:

1. Planning Authorization - For large projects where the existing planning budget is not sufficient to obtain conceptual design, an initial appropriation stage would cover funds needed for project planning and studies.

2. Design Authorization - At an early point in design stage – the completion of conceptual design (approximately 10% of design is complete). The requested appropriation would include funding for the completion of design up to completion of contract documents.

3. Construction Authorization - Prior to construction, when design has progressed to approximately 80 % and/or a guaranteed maximum price (GMP) contract has been agreed. The requested appropriation would fund the construction and any associated budget items required to complete the project, including a contingency for change orders.

If sufficient funds are available within each implementing agency or department to cover the planning and study process, then the initial appropriation step would not be necessary.
2.1.1 Project information required for initial budget appropriation (if needed for projects in the planning phase)
· Project description and scope of work

· Project budget estimate and basis of estimate. A project level contingency should be specified and assumptions used to reach the contingency amount should be stated.

· Proposed Project Level 1Schedule showing a high-level outline of activities through to project completion, including proposed project milestones and any interrelationships with other projects.

· Project Execution Plan 
· Project Risk Score and Rank
2.1.2 Project information required for design budget appropriation (projects at completion of conceptual design)
· Project description and scope of work

· Description of design services to be provided

· Project budget estimate (revised) and basis of estimate. The budget should be subdivided into Planning, Design, Construction or Implementation, Closeout, and a project level contingency should be specified and assumptions used to reach contingency amount should be stated. Any significant variance from the Planning phase budget should be identified and explained.

· Proposed Project Level 2 Schedule (revised) showing a medium level of activity detail through to project completion, including project milestones and any interrelationships with other projects. Any significant variance of project completion date compared to the planning schedule should be identified and explained.
· Project Execution Plan (revised)
· Project Risk Score and Rank
· Project Value Management Plan – This plan refers to the planned effort to review proposed scope during the early programming and design stage to make considered trade offs which optimize the capabilities of the completed project versus the costs thereof.
· Project Risk Management Plan

2.1.3 Project information required for construction budget appropriation (projects at approximately 80% completion of design and/or GMP agreement)

· Project description and scope of work. Detailed description of the construction or implementation scope of work should be included.
· Detailed project budget estimate (revised) and basis of estimate. Any bid information available at this stage should be included to provide the Council with the best information regarding scope and cost. A project level contingency should be specified and assumptions used to reach contingency number should be stated. Any significant variance in the budget as compared to the design budget should be identified and explained.
· Proposed Project Level 2/3 Schedule (revised) showing a high level of activity detail through to project completion including the constructor’s input (except where delivery method is Design-Bid-Build) and project milestones and any interrelationships with other projects. 
Any significant variance between the project completion dates as shown with the design schedule should be identified and explained.
· Project Execution Plan (revised)

· Project Risk Score and Rank
· Value Management Report
· Risk Management Assessment Report
2.2 Proposed Standard Form for Capital Project Appropriation Requests (Appendix B)
We have proposed a standard form to be used by executive departments to provide key project information to the Council when requesting capital appropriation.
2.3 Oversight Report Design Assumptions, Definitions, and Considerations

2.3.1 Overview
The basis of project management practice is to view the entire project from initiation of the project to completion and closeout. This involves defining the project scope, budget, and schedule to include all the components necessary to complete the project. The corollary to the life cycle view of the project is the reality that project information becomes progressively more detailed and reliable as the project progresses. The goal of the oversight reporting effort is to summarize and standardize the project reporting that is received by Council and to emphasize changes, impacts, negative, or positive trends.
In gathering and reporting project budget, commitment, and cost data, the fiscal year accounting and budgeting cycle is also important from an overall financial management perspective but less so from a project performance and progress point of view. 

2.3.2 Project system 
The best possible source of individual project performance information is a project controls system consisting of a critical path schedule and a Cost Management system which are updated on a regular basis by staff directly responsible for the management of the project. These systems are normally available to King County on a project-by-project basis once a Construction Manager firm is brought on board. 

2.3.3 Overall master system
As a long-term solution, King County should establish a centralized project control system that summarizes cost and schedule information for all high-risk projects. Having multiple projects in a single database allows the identification of troubled projects that need Council attention. It also could provide a single place on the network to get information about high-risk projects, and allow the querying of data. King County should consider upgrading the Capital Budgeting system to capture the additional information needed to use it as a project management system. PMA has already explored this possibility with the Office of Management and Budget, but KCAO needs to continue these discussions and clearly establish functional requirements if the decision to use the budget system is made.

The initial form of this system could be an MS Access database with either Access or Crystal report outputs that could be viewed on a shared drive or on a Web page. Further refinements to this setup could be made as experience and user demand are factored in.

A preliminary estimate for programming and testing the system, with the assumption that the work is entirely done by a consultant, is presented below. The job requirements for the Reporting System Administrator include database and programming experience. Therefore, that person could do most of this work. The interface with the King County budget and accounting systems is best done internally by staff persons who are very familiar with those systems rather than an outside consultant (or could be done by a consultant already performing this type of work for the Finance Department).
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2.3.4 Schedule
Prior to bringing on a construction manager, any projections on project completion come from the King County project manager who may not have a schedule tool in use. On significant projects, King County should make the extra effort to develop and update an owner level schedule showing high-level summary activities and milestones. The schedule should be updated on a monthly basis to forecast the latest completion date based on the current status of funding, planning, or design.

2.3.5 Baseline
Performance monitoring of the project involves setting baseline expectations and then measuring actual performance compared to the baseline. For King County capital projects, we recommend that project baselines for cost and schedule be established in the three appropriation requests (Planning, Design, and Construction).

2.3.6 Source of financial data
Financial data should come from the King County financial systems – accounting and budget systems wherever possible. To backfit financial data into oversight reports might be done via a manual exercise to obtain the life-to-date amount for commitments and actual costs and to obtain the original and current budget data. It is also possible to use a one-time query to obtain this data and then accumulate periodic data.

For 63-20 projects which are leased properties, the King County accounting systems might not have the required in process financial data necessary to provide reporting and monitoring. For these projects, it is necessary for the Oversight Group to capture budget and expenditure data from the construction manager and developer on a manual basis.

2.3.7 Actual cost
Financial data to obtain the life-to-date amount for commitments and actual costs and to obtain the original and current budget data should come from the King County financial accounting and budget systems. A short-term solution might be to manually input financial data into oversight reports, but eventually the financial data should be integrated with the central project oversight database. It is also possible to use a one-time query of the accounting systems to obtain this data for ongoing projects and then accumulate periodic data. 

2.3.8 Forecast cost at completion
The trending of actual costs in order to forecast a cost at completion is a primary tool used to monitor project performance. Without a prospective forecast there is no early warning system. An early warning system is one of the key benefits of implementing project oversight, because it facilitates timely decision-making and influences project success. Generally the Executive’s project team closest to the project should be making the forecasts, since they have the best knowledge of the project’s true status. However, for most projects at King County this will be a cultural change. As a short-term solution, KCAO may want to consider having the Oversight staff develop forecasts that they discuss with the Executive project team before publication. The long-term solution is to change the culture so the Executive staff does the cost forecast. The forecast should be done following an established standard like an earned value methodology to avoid subjectivity in forecasting.

2.3.9 Subproject level monitoring
For large projects over $100 million, King County should consider tracking costs at the subproject or even contract level. King County’s accounting system and project structure has been set up on the Brightwater project (and others) to track costs for several subsidiary projects representing part of the whole scope of work (there are separate project/contracts for the Treatment Plant and for the Conveyance). This is a Parent to Child relationship that would require a mapping table in the reporting system which would summarize the child projects for reporting purposes. It is also recommended that in these situations the child projects should have individual reporting (which may be forwarded to Council if and when issues warrant) otherwise they would just receive the summarized report. For the Brightwater parent project, several child projects will have dollar values over $200 million, thus it is important to track their performance individually.

2.3.10 Brightwater project monitoring
For the Brightwater project, since it is a very large financial commitment and critical to King County, we recommend that WTD provide quantity versus time graphs for the three conveyance tunnel projects, for the liquid side project, and for the solid side project. For example, for Conveyance Contracts #1, #2, and #3 provide a graph of planned feet of tunnel drilled per week for each contract and then plot actual feet of tunnel drilled each reporting period by the contractor. For liquids side and solids side treatment plants, provide a graph of planned cubic yards of concrete to be placed and then plot actual cubic yards placed each reporting period by the contractor. If there is a performance problem, these graphs will highlight it better than any other method except earned value management system (EVMS).

2.3.11 Use EVMS for very high risk projects
For selected very high-risk projects, King County should mandate the use of an EVMS, which provides the best possible tracking of project performance. This system requires complete definition of work scope, congruity between work tasks and budgets, and a cost-loaded schedule. These requirements must be specified in the contracts – it is generally not feasible to backfit an EVMS system once the contracts have been approved. The ABT project would be a candidate for the EVMS approach. The value of this system is the ability for the owner to predict final project cost and schedule outcomes much earlier in the project (at approximately 20% complete) than would otherwise be possible.

2.4 Key Performance Metrics
Most public agencies with large capital programs have established key performance metrics that they use to check the health of projects, report to the executive level, identify problem projects requiring action, and identify trends affecting the whole program that may require a change in policy. The emphasis in these metrics is the attempt to forecast the final result rather than merely report the project status as a snapshot in time. Program wide metrics should be compared to similar measures for other large public owners. Examples of common metrics that King County should consider tracking for high-risk projects include:

· Project Cost – comparison of Original Appropriation to Final Cost at Completion

· Program Cost – comparison of annual capital budget to actual expenditures over several years

· Program Completion – comparison of Planned vs. Actual Substantial Completion Dates for all completed projects

· Project “Engineer’s Estimate” of Construction Cost – comparison of engineer’s estimate of construction costs to actual bids received from Contractors

· Inflation Trends – a comparison of project estimate and pricing data by year to identify pricing trends.
· Change Order Reasons – a pie chart showing the magnitude and reasons for change orders. See Appendix D for a recommended coding of change drivers
· Design Completion – number and magnitude of planned vs. actual construction contract awards on annual basis

· Construction in Place – planned vs. actual construction dollars spent on annual basis and/or planned vs. actual quantities installed
2.5 Reporting Cycle 

A standard reporting cycle should be established and published in advance to inform all stakeholders as to when they can access the most current oversight reports. The accounting system period close date cycle determines when fresh data for commitments and actual costs are available – the IBIS system operates on every two-week cycle tied to payroll; the ARMS system operates on a twice per month basis. The other primary determinant is the availability of cost and schedule information from the various contractors/designers employed on King County projects; the contractor and designer updates are generally once per month and tied to month end, but there is a lag to process the cost and schedule data and produce information – usually at least a week.
2.6 Project Budget, Cost, Schedule, and Change Management Data to Be Gathered by KCAO Oversight Group for Capital Projects Selected for Oversight
2.6.1 Project header data

· Project ID – from the financial accounting system
· Project Title

· Department, Division, or Agency Project Sponsor

· Project Stage – Planning, Design, Construction, Closeout – Where in the project life cycle is the project?  
· Project Manager and Phone #

· Name of KCAO Oversight person reporting and Phone #

· Reporting Period – accounting system last period closing date is normally used
· Report Date

· Report # - unique report number using Project ID and sequential number

· Project Scope of Work – Concise description of the project deliverables
2.6.2 Budget data – Source – Originating department/division via OMB
· Project Current Total Budget – all phases, all fiscal years

· Project Current Budget – all phase codes, by fiscal year

· Project Original Budget – all phases, all fiscal years

· Project Contingency Budget amount – total all fiscal years
· Project Contingency amount utilized – total life to date

The project total budget is established by the initiating department or division and consists of all planned expenses associated with completing the project including an estimate for design and construction costs and all King County internal charges. The total budget includes planned costs for all fiscal years where the project is expected to be active – this may include the time where the project is in warranty and has not been closed out in the accounting system.
The original project budget should be maintained in King County’s financial systems to enable comparison with current budget and forecasted cost at completion. It is normal practice to establish a project budget and schedule baseline during the early planning stage of a given project and then to reset these baselines at significant milestones such as completion of schematic (conceptual) design and completion of construction contract documents or GMP agreement.
The mechanics of budget tracking is as follows: The first approved budget that is established should be recorded as the “original budget.” This budget is preserved for historical purposes and to track budget change as it occurs over the life of the project. If during the annual capital budgeting process or when a specific appropriation request results in a change, then the original budget is increased or decreased to reflect a new budget to be known as the “current budget.” As multiple budget changes are approved over time, the current budget will reflect all of the changes applied to the original budget. The current budget is the budget of record at the point of time it is updated. Therefore if there are no changes, the original budget is the current budget. This maintenance of budget can be shown as follows:
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For reporting purposes, retention of these budgets for any phase of the project such as design and construction will facilitate trend analysis without the burden of researching and compiling data. The forecasted cost at completion is updated on a monthly routine and compared to the current budget for variance analysis.
A similar concept applies to schedules where the original approved schedule, overall duration, and completion date is the first “baseline” and subsequent approved schedule changes are reflected in the “current baseline.” Any forecasts or status applied to a separately maintained schedule is known as the “current schedule” which can be compared to the current baseline for variance analysis.

A project contingency amount should be included and itemized as part of the project budget. The amount of contingency is based on the nature of the project, the completeness of design information, and an assessment of risk by the project team. It is expected that in normal circumstances the contingency budget will be spent. It also possible that the contingency budget can be reduced once the project has passed key milestones and the degree of risk has been decreased. A Contingency Drawdown graph should be maintained to highlight the utilization of contingency (Appendix C).
Note: For 63-20 lease projects, budget information would not appear in the King County financial systems. It would come from the King County agreement with the developer.
2.6.3 Commitment data – Source – Financial accounting systems
Commitment data (Contracts) is important to track since it indicates the rate of progress in “converting” the project budget into contracts and also is the point at which changes to contract scope are tracked. We recommend that King County adopt a standard for the coding of Contract Change Orders to facilitate trend analysis. A recommended set of change driver codes are included herein (Appendix D).
· Project Total Commitments – life to date, grouped by phase code
· Project Commitments – last accounting period (month or four-week period)

· Forecast Remaining to Commit – from current reporting period to end of project – Source – Project Manager
· Project Total Change Orders Approved – life to date, grouped by Change Driver code. Change Driver code to be standardized for all King County design and construction projects.
· Project Total Change Orders Pending – grouped by Change Driver code. Standard Change Driver Codes (Appendix D)
Note:  For 63-20 lease projects, this data not available in King County accounting systems but would come from the construction manager and developer.
2.6.4 Actual cost data – Source – Financial accounting systems
· Project Total Actual Cost –life to data, grouped by phase code. Note:  For projects in the construction stage, any accrued retainage to be considered as actual cost

· Project Actual Cost – current fiscal year
· Project Actual Cost – last accounting period (month or four-week period)

· Last Accounting period ending date
For the standard project report, cost data may be grouped in different groupings dependant on the type of project. For 63-20 lease projects, the grouping should be 1) core and shell and 2) tenant improvements in lieu of phase codes. For IT projects, the design stage might be subdivided into smaller parts.

Note:  For 63-20 lease projects, this data might not be available in King County accounting systems but could come from the construction manager and developer.
2.6.5 Forecast cost at completion – Source – Project manager
When the project enters the Design stage, the Design Consultant provides project estimates at designated milestones – these would include estimated cost of construction. These estimates normally would not include King County internal costs which should be estimated and added in by the Project Manager. As noted in Report A, King County should clearly identify the stage at which the estimate was performed which in turn gives an indication of the accuracy of the estimate. A standard coding is recommended such as:
· Planning

· Conceptual

· 30% Design

· 60%Design

· 90%Design 

· Contract Award

Once the project goes into construction (or a GMP is agreed), then the Forecast Cost at Completion should come from the constructor’s cost system and the project manager again will have to add in costs other than those in the constructor’s scope.

· Forecasted Cost at project completion – Total project costs including all phases forecasted at project completion

· Forecast Remaining to Expend – from current reporting period to project completion. This is calculated from: (Forecast Cost at Completion minus Project Total Actual Cost Life to Date)
A graphic of the project’s Forecasted Cost at Completion from each monthly project update and the Current Project Budget should be maintained to show the trend in forecasted cost. (Refer to Appendix E)
2.6.6 Project schedule data – Source – Project manager

When the Construction Manager is mobilized and a critical path schedule is agreed, this data should come from the Construction Manager’s planning software. On high-risk projects, King County should input key schedule data from the construction manager’s system into KCAO’s Oversight Reporting system. On high-risk projects where significant scope is to be performed by King County and/or where several prime contractors are to be used, King County should develop an integrated “Owner’s” schedule to plan and track the entire project from conceptual design through to operation. 
· Project “Stage” – is the project in planning, design, construction, or closeout stage?

· Planned Start date

· Actual Start date

· Planned Completion date

· Forecasted Completion date/ OR Actual Completion date

· Intermediate Milestone planned start or finish dates

· Intermediate Milestone actual start or finish dates

· Schedule Float – number of days of schedule float based on current schedule update

· Schedule Contingency – scheduled number of working days of contingency

· Schedule Contingency Utilized – number of contingent working days utilized to date

2.6.7 Project risk score – Source – Initiating department or division
· Project Risk score as scored by initiating Department or Division

· Project Risk rank within Department or Division
· Project Risk rank within entire King County capital program
The proposed project risk scoring method recommended in Report A requires pilot testing, feedback, and adjustment prior to countywide use. The intent of the risk score is to use a consistent method to select high-risk projects which would be candidates for Auditor’s Office oversight. We recommend that the risk scoring process be employed on an annual basis and in a timeframe that supports getting the risk score data to OMB in time to appear on the annual departmental capital project appropriation requests.
The scoring should be done by each department, division, or agency since they have the most knowledge of the individual projects and their experience factors. The ranking should be reported as the rank within the group of projects sponsored by the individual agency.

An overall ranking (all projects countywide) could be reported but may suffer from scoring bias as each group may have different perceptions of the scoring. The ranking should be viewed as an important factor in project selection for oversight but not the sole factor. As a practical matter, the projects selected for oversight will be influenced by the Council and by other stakeholders. In addition, the number of projects selected for oversight will be limited by the resources available.
2.6.8 Project issues, risks, accomplishments

The Oversight Specialists and Manager should distill the issues and risks facing the project into a short version which could be quickly scanned by the Council. Actions planned or underway to address these should be highlighted and the responsible person(s) noted. When significant accomplishments and milestones have been made, they should also be highlighted.
2.6.9 KCAO oversight reporting system data source diagram (See Appendix F)

2.7 Proposed Standard Capital Project Execution Plan Outline
Each major capital project (and/or selected project) should have a Project Execution Plan with the items as shown in the outline below. The purpose of this plan is to solidify the planning of the project and to communicate the intentions of the initiating department or division regarding the project to others in the King County government including the King County Council.

The Project Execution Plan is a “living” document. It should be produced early in the project planning process and then revised as the project progresses and more detailed or modified information becomes available. 
Project Execution Plan Outline

· Project Description and Budget

· Project Goals and Objectives; How does project meet strategic plan and/ or regulatory requirements

· Alternatives considered

· Impact on Public

· Technical Issues

· Project Funding

· Organization

· King County Internal Roles and Responsibilities

· External Interfaces Roles and Responsibilities

· Plan and schedule

· Milestones

· Constraints

· Interfaces with other projects

· Resource requirements

· Phasing of work

· Risk identification

· Procurement Plan

· Operation Life Cycle Costs and Considerations

3. Provide Reporting Models and a Recommended System Outline to Provide Improved Information Flow to the Council
These appendices provide mockups of the standard project reports and trend graphics which we recommend be implemented by the KCAO Oversight Group.
3.1 Data source Diagram for Oversight Reporting – Appendix G
3.2 Oversight Single Project Report Proposed Format – Appendix G
3.3 Multi Project Report Proposed Format with Traffic Light Indicators –Appendix H
3.4 Key Performance Indicators, Trend Graphs and Charts
3.4.1 Forecast completion date trend - Appendix I
3.4.2 Forecast cost at completion trend - Appendix E
3.4.3 Contingency drawdown trend - Appendix C
3.4.4 Change order summary by change driver - Appendix J
4. Oversight System Rollout Plan
4.1 Form the Oversight Organization (KCAO Responsibility)

4.1.1 Develop oversight organization chart and add to Auditors Office organization chart; determine chain of command for the new position of Oversight Manager.

4.1.2 Review and approve proposed staff position descriptions

· Oversight Manager

· Oversight Specialists

· Reporting System Administrator

4.1.3 Develop oversight consultant’s role and responsibilities

4.1.4 Hire the staff

· Identify staffing source
· King County/Auditors Office – some of the existing King County staff might wish to be considered for the new Oversight Group. 
· New hire

· Planned Phase-in of staff (see chart on next page) 

· First 3 months hire Oversight Manager

· First 6 months OM establishes CPOG and begins hiring process for Reporting System Administrator and one Oversight Specialist

· First 9 months OM  hires Reporting System Administrator and Oversight Specialist and conducts CPOG orientation

· First 12 months OM hires additional Oversight Specialist (as required from current demand study) and conducts CPOG orientation
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Demand for consultant staff is dependant on the number of projects selected for oversight, the timing of those projects, and the acquisition of new permanent staff. Additional consultant staff will likely exceed those shown in the diagram.

4.1.5 Develop oversight system roles and responsibilities for all stakeholders
· Auditors Office

· Council Members

· Council Staff

· Executive Departments and Agencies

· Finance

· Office of Management and Budget

· Oversight Consultants

4.1.6. Existing oversight 
These projects of high interest to the Council would be included in the list of high-risk projects to place into oversight. A full-time oversight consultant is contracted to WTD to provide oversight of the Brightwater set of projects. A consultant, Jones Lang LaSalle has recently been contracted by KCAO to provide oversight of the Ninth and Jefferson Building (NJB) project. These contracts should be maintained for the project durations and the new KCAO Oversight Manager should provide the primary communication path and set the expectations for these 
consultants in terms of reporting status and issues to KCAO Oversight Group and the Council. For future 
projects, we recommend the KCAO should be the contracting authority regarding project oversight.
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We also recommend that the KCAO work closely with the executive agencies early in the planning stages of selected high-risk projects to facilitate a smooth establishment of legislative oversight for the project from the beginning.
The executive agencies would continue to provide for the project management functions of King County Representative or Owners Representative per their own policies and guidelines. The Auditor’s Office Oversight Group and role is not intended to replace these necessary executive functions. At times, the KCAO would ask for information and/discuss issues with the project King County Representative but from the perspective of clarification and oversight reporting only.
4.1.7 Establish office space and co-locate all oversight staff and oversight consultants within the Auditors Office
4.1.8 Oversight staff attendance at executive agencies progress meetings

· Develop a policy statement for publication

· Publish the policy to all executive agencies

· Request progress meeting calendar for Auditors Office selected projects from executive agencies. Also request Oversight Specialist to be put on distribution for all progress meeting materials and reports

· Oversight Specialist attends meeting(s)

4.2 Set up the Oversight System

4.2.1 Refine proposed project risk ranking scoring system and process. (KCAO and Executive responsibility)

4.2.2 Establish the communication process (KCAO Oversight Group responsibility)

· Establish the Project Appropriation Request Form
· A standard form for use by all capital project appropriation requestors
· Develop instructions for use

· Develop a policy statement for publication

· Publish the policy, form and instructions to all executive departments

· Establish the Project Oversight Report

· Program the recommended standard monthly oversight report

· Develop instructions for updating, distribution, and use
· Develop a policy statement for publication

· Publish the policy to all executive departments

· Establish communication plan
· Determine all stakeholder roles and responsibilities regarding capital projects
Who are the stakeholders? For example, individual Council members, Council committees, Council staff, King County implementing departments, King County Executive, external agencies such as HMC. Discover the preferences of the stakeholders for receiving information. Which method(s) do they like?
· Define the intent of the oversight communication. What is the proposed content and intended purpose?

Differentiate levels of importance – routine, significant change or impact, 
immediate action required
· Determine the frequency of planned communication – weekly, monthly, quarterly

· Define the level of sensitivity – public, possible business impact, confidential

· Determine the methods of communication to be used – face to face, hard copy reports, Web site reports, phone, and scheduled briefings
· Define the situations where one way communication does not address the needs, and develop possible alternatives

· Develop a communication channel matrix showing information and reporting to be sent to each stakeholder and the methods and frequency planned
· Develop a policy statement for publication

· Publish the policy to all stakeholders

· Oversight Staff attendance at executive agencies project progress meetings

· Develop a policy statement for publication

· Publish the policy, form, and instructions to all executive departments

4.2.3 Project budgeting and appropriation (KCAO and Executive responsibility)

· Establish new policy for capital project budgeting and appropriation

· Develop new appropriation guidelines and stages of approval
· Publish guideline to Council and executive departments

· KCAO sponsors/assists the executive agencies to establish standard estimating guidelines (see Appendix K)
· Publish draft estimating guidelines/standards for review and comment to Auditors Office and executive departments

· Develop instructions for use

· Develop a policy statement for publication

· Publish the policy, guidelines/standards, and instructions for use to all county departments

4.2.4 Project contracting and procurement (KCAO and Executive responsibility)
· Establish oversight requirements for contract documents

· Develop requirement for schedule contingency

· Develop requirement for weather contingency for construction contract documents

· Develop instructions for use

· Develop a policy statement for publication

· Publish the policy and instructions for use to all executive departments. This should be accomplished by use of the Interdepartmental Forum with the Oversight Managers and Specialists participating and recommending standardization and best practices.
4.2.5 Project execution planning (Executive agencies responsibility)
· Develop policy/requirement for formal project planning and documentation

· Project Execution Plan

· Develop instructions for use and review/submittal requirements

· Develop a policy statement for publication

· Publish the policy, guidelines/standards, and instructions for use to all county departments. This should be accomplished by use of the Interdepartmental Forum with the Oversight Managers and Specialists participating and recommending standardization and best practices.
4.2.6 Project execution (Executive agencies responsibility)
· Develop Project Cost Recovery Policy and Standards

· Develop policy and instructions for use

· Develop a policy statement for publication

· Publish the policy and instructions for use to all County Departments

· Develop Project Change Order Tracking Policy

· Develop policy and instructions for use

· Develop a policy statement for publication

· Publish the policy and instructions for use to all County Departments

· KCAO assist Executive Agencies in implementing a standard coding of change drivers

· Develop Project Risk Register Policy

· Develop policy and instructions for use

· Develop a policy statement for publication

· Publish the policy and instructions for use to all County Departments

· KCAO to assist Executive Agencies in implementing a standard definition of risk drivers

· Develop Project Risk Assessment Policy for all High Risk Projects

· Develop policy and instructions for use

· Develop a policy statement for publication

· Publish the policy and instructions for use to all County Departments

4.2.7 Reporting (KCAO, OMB and Finance responsibility)
· Establish reporting database

· Confirm that programming resources are available in-house to develop KCAO oversight reporting database and reports. If in house resources are not available, engage a consultant to perform (an estimate for this work is given on page 14).
· Engage in-house resources or contract out programming/development 

· Develop functional specification based on design from Consultant
· System Intent and Functions

· System platform – existing intranet db/software or new intranet db/software

· Screens and Forms

· Integration with existing Financial Accounting software and existing OMB Capital Budget system.

· Reports
· Summary Project Report – one page (based on proposed design herein)

· Multiple Projects Report (based on proposed design herein)
· System Administration Reports (based on proposed design)
· System Data Validation Reports (to be developed during programming) 

· Distribute functional specification to all stakeholders for review and comment

· Incorporate comments to functional specification

· Engage programmer/developer

· Input sample data into database

· Test database input and output functions (reports)
· Develop project data updating (status) requirements

· Develop policy and instructions for use

· Develop a policy statement for publication

· Publish the policy and instructions for use to all county departments
4.2.8 System documentation (KCAO Oversight Manager)
· Prepare an oversight system users guide

· Distribute draft oversight system users guide for review and comment to KCAO and executive agencies

· Incorporate comments to oversight system users guide

· Publish and distribute the oversight system users guide

4.3 Orient and Train All Stakeholders (KCAO Oversight Manager)

4.3.1 Develop lesson plans for orientation and training (See Appendix L)

4.4 Operate and Maintain the Oversight System

4.4.1 Executive agencies risk scores projects (Executive agencies responsibility)
4.4.2 KCAO reviews and selects initial projects for oversight and submits the list to Council for review, amendment, approval (KCAO responsibility)
4.4.3 KCAO assigns Oversight Specialists to oversee projects of interests on a continuing basis (KCAO responsibility)
4.4.4 Oversight Specialists attend oversight projects progress meetings (KCAO responsibility)
4.4.5 Oversight Specialists run oversight reports, interpret data, and provide analysis and commentary for Council (KCAO responsibility)
4.4.6 KCAO Oversight Specialists attend Council meetings as required and make recommendations to Council (KCAO responsibility)
4.4.7 KCAO provides oversight feedback to executive agencies (KCAO responsibility)
· Trend Identification

· Participate in evolution of executive agencies project management systems

· Advise and assist executive agencies with development of their project management standards
4.4.8 KCAO annually reports to Council regarding Oversight Group effectiveness and impact
APPENDIX A

Draft Request for Proposal (RFP) Scope of Work Outline 
Template for Outside Consultant Oversight Services

The following outline is designed to be used for soliciting outside consultant oversight services:
RFP COVER SHEET – Per King County Boilerplate
SECTION I – GENERAL INFORMATION – Per King County Boilerplate
SECTION II – PROJECT SPECIFICATIONS AND SCOPE OF WORK

· PART 1 – INTRODUCTION

· PART 2 – BACKGROUND AND PURPOSE

· OVERSIGHT PROJECT OVERVIEW

This section describes the individual project for which oversight will be given. It will include at the minimum the background of the project to include purpose, location, scope of work that defines the project, project management organization that will execute the project, project communication matrix identifying reporting requirements to include internal and external stakeholders, project budget summary, summary project schedule, any specialized software that will be used to execute the project such as Primavera P3e/c, P5; MS Project, Prolog, etc.

· PART 3 – SCOPE OF WORK

· Scope
The scope of work for the Oversight Consultant should describe the tasks that will be expected of the Oversight Consultant to be performed as part of the Capital Projects Oversight Group (CPOG). Since they are considered to be a staff augmentation of the CPOG during the oversight project period of execution, they will perform the same tasks as the Oversight Specialists. The scope of work would entail the following:

Attend Oversight Consultant’s orientation to the KCAO Capital Project Oversight Group to include orientation of the online oversight system.

Input monthly project status into the oversight system and prepare (run) reports that will be distributed to the CPOG for acceptance and analysis. Prepare quarterly reports for the CPOG that will ultimately be distributed to the County Council on the project status, including the identification and assessment of potential risks that may impact the project scope, schedule, and budget. Prepare any other ad hoc reports requested by the Oversight Manager.

Review the monthly reports prepared by any consultants, sub-consultants, contractors and sub-contractors normally submitted to the project management group of the project. Immediately notify the CPOG of any issues raised in the reports that could impact the project scope, schedule, or budget, or of any disagreements with the consultants, sub-consultants, contractors and sub-contractors assessments of the progress of the project.
Meet with the project’s construction representative, County Council, and CPOG staff on a monthly basis to discuss the project status and emerging issues.

Immediately notify the CPOG of any events that could impact the project scope, schedule, or budget.
Schedule ad hoc meetings as necessary to deal with emerging risks or other issues that require immediate attention or rapid response by the project, KCAO, Council or the county.

Attend project team meetings with the project’s construction representative on at least a monthly basis.

Monitor the process for programming, designing, and budgeting for the project, and assess whether this process provides for sufficient due care in protecting the county’s interests and fulfilling its responsibilities. If applicable, make recommendations for improving the process or providing additional due care. The project management processes should include breaking out the project scope of work into a reasonable Work Breakdown Structure (WBS) that can be utilized in establishing project management and control, estimating method/formats used to establish budgets for subordinate work and change orders that can fit the structure of the WBS, use and maintenance of schedule and cost baselines, current schedule and cost status, variance analysis, and critical path analysis. Establishment of project risk management, project procurement procedures, change management, and project delivery methods should also be reviewed and monitored as well as reviewing and commenting on the project management plan.
Monitor the process for ensuring that the engineering and construction meets contractual specifications and assess whether this process provides for sufficient due care in protecting the county’s interests and fulfilling its responsibilities. Monitor the change management process. If applicable, make recommendations for improving the process or providing additional due care.

Prepare and submit a template or checklist to the Auditor’s Office for reporting the results of the monitoring process.
Conduct onsite visits at monthly intervals to confirm construction project status; spot check quantities installed with quantities reported as installed. These visits should coincide with critical path construction activities as practical. For engineering visits, review of drawing registers, and spot checking drawings progress with progress reported.

· Deliverables
Since the tasks of the scope of work described above will be performed in a staff augmentation role, the monthly project status reports, analyses, ad hoc reporting, and attendance at project status meetings described in the scope of work will constitute the project deliverables under this contract. Payment under the contract will be contingent upon the completion of each project deliverable to the satisfaction of the King County Auditor. The first project deliverable will be due on Month DD, YYYY and the final project deliverable will be due on Month DD, YYYY.
The following reports/documents will be considered deliverables under this contract:

· Monthly Project Status Report

· Quarterly Project Status Report for County Council

· Periodic Project Schedule Analysis Report
· Periodic Project Budget/Cost Analysis Report
· Project Risk Register update

· Project Open Items

· Ad hoc reports prepared at the request of KCAO or CPOG

· Ad hoc reports prepared based upon the judgment of the consultant that they fill a unique need in the management or problem identification for the oversight project

· Budget – The budget for this scope of work is $.
· Schedule – The schedule for this scope of work is approximately X months, beginning Month DD, YYYY and ending Month DD, YYYY.

· Disclosure Requirements – Per King County Boilerplate
· Proposal Format – Per King County Boilerplate
· PART 4 – CONSULTANT SELECTION PROCESS – Per King County Boilerplate
· PART 5 – KING COUNTY CONTRACTING OPPORTUNITIES PROGRAM - Per King County Boilerplate
SECTION III - NONDISCRIMINATION AND AFFIRMATIVE ACTION – Per King County Boilerplate
SECTION IV - GENERAL CONTRACT REQUIREMENTS – Per King County Boilerplate
SECTION V - ADDITIONAL INFORMATION & REQUIREMENTS – Per King County Boilerplate
SECTION VI - MAINTENANCE OF RECORDS/AUDITS – Per King County Boilerplate
SECTION VII – REQUIRED FORMS – Per King County Boilerplate
SECTION VIII – BID PROPOSAL CHECKLIST – Per King County Boilerplate
APPENDIX B
Proposed Capital Project Appropriation Request Form
King County Council

Capital Project Appropriation Request

Control Number:

Dept/Division:


Prepared By:


Date:

Project ID:


Project Title:

Project Stage:

Project Risk Score


Risk Rank (Dept./Div.)






1. Proposed Scope of Work:

2. Project Justification and Consequences of Deferral or Disapproval:

3. Alternatives Considered and Rationale for Selection:

4. Proposed Summary Budget and Basis of Estimate:

5. Life Cycle Cost Estimate:

6. Proposed Milestone Schedule:

7. Attachments: 1) Project Execution Plan


       2) Other Supporting Information

APPROVALS
______________________________________
Department or Division Requesting

Approved

Date __________________________
______________________________________
King County Council



    Approved

 Not Approved
Date______________

APPENDIX C
Proposed Contingency Drawdown Trend
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APPENDIX D
Standard Change Driver Codes and Definitions to Be Used on Change Orders
1. Programming Evolution 

Change in/to the underlying Basis of Design that reflects the originally intended functional, technological, and operational scope and scheme as captured in the baseline project budget. 

Caused by: 

· Functional Enhancements  to existing design (Newer, different, better intended use of functions – or more of the same) 

· Operational Enhancements to existing design (Payoff is in greater ease in or lower cost of operating and maintaining facility over its life cycle) 

· Programming Changes in which intended use and process of the facility is modified. 

Because of: 

· Technological evolution 

· Owner budget shifts, realignment of priorities

· Cost Enhancements, Value Management 

· User desires, preferences 

2. Market Conditions 

a. Unbudgeted, unanticipated shortage of materials, labor, or capital that bid-up pricing beyond rates used in baseline budget.

3. Oversights, Errors, and Omissions

a. Errors and mistakes within the contract documents

· Ambiguities

· Clarifications

· Inconsistencies 

· Conflicts

· Incompleteness

b. Estimating errors in identifying scope and quantity
4. Failures in Performance 

Failure to provide complete or timely delivery of contractually committed events: 

a. Drawings

b. Materials, labor, or equipment

c. Payments 

d. Direction, leadership, or coordination

e. Clarification

f. Permits, approvals, or access 

5. Changed Conditions 

Unbudgeted changes to baseline budget assumptions as they pertain to:  

a. Site Conditions 

b. Weather 

6. Time Related

Deliberate and proactive decisions to ‘purchase time’ in the project execution plan, these are considered to be causes rather than consequences of other changes. 

a. Schedule Enhancements – Premium for actions related to schedule gain or earlier-than-scheduled completion.

b. Schedule Recovery – Premiums for actions associated with overcoming or mitigating schedule loss due to impacts associated with other changes. 

Appendix E
Forecast Cost at Completion Trend
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APPENDIX F

KCAO Oversight Reporting System – Data Source Diagram
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APPENDIX G
Proposed KCAO Oversight Single Project Report
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APPENDIX H

Proposed KCAO Oversight Multi Project Report

[image: image11.png]CAPITAL PROJECTS SUMMARY REPORT - CAPITAL PROJECT OVERSIGHT - KING COUNTY AUDITOR'S OFFICE

PROJECT ID PROJECT TITLE DEPT | STAGE  RISK RISK |CRTBUDG FCSTBUDG  PLANCMPL  FCST CMPL
SCORE __ RANK
113427 Capital Project #1 WID _|DESIGN 38955 7§17, 500000 §19.200 OO J0y03 Way- 0ol

default group & sort - group by DEPT
sort by PROJECT ID

altenate group & sort: group by DEPT
sort by RISK SCORE

alternate group & sort: group by ALL
sort by RISK SCORE

alternate group & sort: group by ALL
sort by FCST BUDG




APPENDIX I

Proposed Forecast Completion Date Trend 
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APPENDIX J
Proposed Project Change Order Summary Grouped by Change Driver Code
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APPENDIX K
Estimating Guidelines/Standards Development Outline

Develop estimating guidelines/standards
Budget

Techniques

Bottom-up

Detailed estimating is done for each activity (if available) or work package (if activities are not defined) and the estimates are then rolled up into an overall project estimate

One-cost

One estimate per activity

Analogous

Analogous estimating is a form of expert judgment usually based on recent or past experience

Parametric

Parametric estimating is used if you do not have detailed information on which to base the estimate. It uses a mathematical model to calculate projected costs for an activity based on historical records from previous projects or other information. There are two models: Regression Analysis and the Learning Curve.

Three-point

Three cost estimates per activity is superior to one cost estimate because a weighted average is used instead of the most likely estimate.

Inputs

Scope Statement

Historical

Design level

Other special criteria (e.g., mitigation)

Accuracy

Rough Order of Magnitude (ROM; -50% to +100%)

Definitive (-10% to +15%)

Planning

30% Design

60% Design

90% Design

100% Design (Bid and Award)

Outputs

Formats

Standard estimate report

Budget estimate accuracy indication

Standard level of detail

Schedule

Overall Project

Techniques

One-time

Analogous

Parametric

Heuristics

A heuristic means a rule of thumb. The results of parametric estimates can become heuristics.

Three-point

Reserve Analysis

There are two types of reserve: contingency and management. Contingency reserve is for the risks remaining after risk response planning. Management reserve is any extra amount of funds to be set aside to cover unforeseen risks.

Inputs

Scope statement

Defined activities

Activity sequencing

Activity resource estimating

Activity duration estimating

Outputs

Formats

Network Diagram

Baseline Schedule

Current Schedule
Design

Techniques

One-time

Analogous

Parametric

Heuristics

Three-point

Reserve Analysis

Inputs

Scope statement

Defined activities

Activity sequencing

Activity resource estimating

Activity duration estimating

Outputs

Formats

Network Diagram

Baseline Schedule

Current Schedule
Construction

Techniques

One-time

Analogous

Parametric

Heuristics

Three-point

Reserve Analysis

Inputs

Scope statement

Defined activities

Activity sequencing

Activity resource estimating

Activity duration estimating

Outputs

Formats

Network Diagram

Baseline Schedule

Current Schedule
Design/Build

Techniques

One-time

Analogous

Parametric

Heuristics

Three-point

Reserve Analysis

Inputs

Scope statement

Defined activities

Activity sequencing

Activity resource estimating

Activity duration estimating

Outputs

Formats

Network Diagram

Baseline Schedule

Current Schedule

APPENDIX L
Training Outline for KCAO and Stakeholders 
· Orientation

- Develop orientation materials

Develop overview of Oversight System by component

Who

What

When

Where

Why

Student Pamphlet/Handouts

PowerPoint Slides

- Determine attendee groups by role/responsibilities

- Develop attendee list

Auditors Office

Council Staff

Council Members

Executive Agencies

Finance

Office of Management and Budget

Oversight Contractors 

- Determine orientation schedule

- Trainer(s) to conduct dry orientation run(s)

- Conduct orientations

· Training

- Develop training materials

Develop Oversight System operation training by component

Who

What

When

Where

Why

Student Pamphlet/Handouts

PowerPoint Slides

- Determine attendee groups by role/responsibilities

- Develop attendee list

Auditors Office

Council Staff

Council Members

Executive Agencies

Finance

Office of Management and Budget

Oversight Contractors

- Determine training schedule

- Trainer(s) to conduct dry training run(s) to obtain feedback 

- Revise training material if required and conduct training
King County


Capital Project Oversight – Phase 1
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Plan for Implementation of a Model for the Auditor’s Office Capital Project Oversight Reporting
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Bruce Stephan, PE


John Knoke, PE
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New York, NY 10121
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Gordon Maclean PMP


Robert Jacobsen PMP
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Phoenix, AZ  85016
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� Documented experience is defined as verifiable employment in this career field.
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Sheet1

		Position		Yearly Rate

		Oversight Manager		$   120,000

		Oversight Specialist 1		$   100,000

		Oversight Specialist 2		$   100,000

		Oversight Specialist 3		$   100,000

		Reporting System Admin		$   80,000

		Oversight Consultants		$   200,000

		10% for software, laptops, rent, furnishings and supplies		$   70,000

		Estimated Annual Total		$   770,000
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				Contingency Drawdown Curve
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																		Contingency				$3,400,000																$48,000																						$2,000,000

												PCT Remaining																		41.2%
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				Forecast at Completion		Current Budget

		Jan-00		$503,000		500,000

		Feb-00		$504,000		500,000

		Mar-00		$503,000		500,000

		Apr-00		$502,000		500,000

		May-00		$501,000		500,000

		Jun-00		$500,000		500,000

		Jul-00		$512,000		500,000

		Aug-00		$510,000		500,000

		Sep-00		$550,000		500,000

		Oct-00		$560,540		500,000

		Nov-00		$561,300		500,000

		Dec-00		$532,000		500,000

		Jan-01		$532,150		500,000

		Feb-01		$531,300		500,000

		Mar-01		$533,600		500,000

		Apr-01		$534,000		500,000

		May-01				500,000

		Jun-01				500,000

		Jul-01				500,000

		Aug-01				500,000

		Sep-01				500,000

		Oct-01				500,000

		Nov-01				500,000

		Dec-01				500,000






