
	
IT Project Benefits Achievement Plan (Version 2)


	Section 1.  What are the purposes of the Benefit Achievement Plan (BAP)?

	1. To achieve a clear understanding and focus on the benefits of a project prior to its beginning
2. To update projected benefits of the project as it moves through stages of project approval, implementation, and post-project closure
3. To establish accountability for identifying and achieving benefits
4. To ensure that benefits are achieved
To complete this document fully, please read all of the colored sections and fill in the white cells.  For assistance in completing this form, please contact your PSB analyst.

	
	King County Department/Agency Name
	DNRP, Parks and Recreation Division

	
	Project Title
	[bookmark: _GoBack]Parks Facility Scheduling System Replacement

	
	Project Number
	1124159

	Section 2.  Business Owner Accountability

	
	Business Owners are responsible for achieving project benefits and ensuring this Benefit Achievement Plan (BAP) is regularly updated and completed when benefits are achieved. Business Owners are required to be at the deputy department director or higher.


	
	Katy Terry, Assistant Director of the Parks and Recreation Division

	Section 3.  Who is involved in developing the Benefit Achievement Plan?

	
	
The development of the BAP should include significant involvement from the business operations or management staff related to this project and the services it will support.  Consider involving staff who will be using the technology to help identify the benefits of the project.  KCIT business analysts or technology project staff may assist in benefit identification and documentation.  List the staff who contribute to the benefit achievement plan below:

	
	Name
	Title / Agency
	Project Role

	
	Leslie Arai
	KCIT 
	Project Manager

	
	Gary Hocking
	IT SD Manager
	Project Advisor

	
	Doug Hodson
	Finance Manager
	Project Advisor

	
	Jennifer Lehman
	Business Finance Officer
	Project Team Member

	
	Macile Assink
	Business Finance Officer
	Project Team Member

	
	Helen Wolski
	Recreation Coordinator
	Project Team Member

	
	
	
	

	Section 4.  When should the Benefit Achievement Plan be started, updated and completed?


	
	The BAP is intended to be an iterative, evolving document that will be updated as the project evolves, as information is refined or scope changes, and when benefits are finally achieved.  Department and agencies (the business owners of project benefits) are required to update this document at the following times or actions:
1. To support initial project request during “gate two” phase of conceptual review. 
2. For the annual Benefits report that PSB compiles.  
3. To support funding release requests. If there are no changes, simply indicate “review only” in the revision table. 
4. When a material scope change is identified and reported.
5. Up to one year after project completion and then annually until it is determined by the business owners that anticipated benefits have been achieved or no further benefits are expected.
Once the project is complete and benefits are achieved and reported, no additional reporting is required. 

Please update the document online.  Do not delete your previous text. Update the text as necessary and date those updates.  Make sure that you upload the updated version to Innotas.  The intent is for this single document to show the history of benefits over the course of the project.  List any changes in the table in section 5. (If there are no changes, type none)

	Section 5.  How long will it take to complete the benefit achievement plan?


	   









  
	Completion of the BAP depends on the project’s complexity. In general, it should take a few hours to complete this BAP form once there is a shared understanding of the project and what value it will bring to the County. More complex and costly projects may require more extensive analysis.  To improve this process in the future, please record the time spent on this in the table below at each stage of revision:

	
	Revision History Table

	
	Stage
	Date
	Revised By
	Description
	How long did it take?

	
	Please use conceptual review, budget process, funding release, annual report, project implementation, or project completion.
	Date this document was updated
	Who did the document updates?
	A brief summary of what changed in the document.  If this is an initial draft, please indicate new. If nothing has changed, indicate “review only”.
	How long did it take to complete or revise the form at this stage?

	
	2015/2016 Budget Process
	11/4/14
	Jennifer Lehman
	New, initial draft
	

	
	
	
	
	
	




	Section 6.  Description of Project Benefits

	
	Identify the category(ies) of benefits your project will provide and include narrative descriptions of estimated benefits. The benefits of IT investments generally fit into the following four categories: 

1) External service benefits: Improving the quality or quantity of services provided to the public
2) Internal service benefits:  Improving internal operations, including the quality or quantity of internal services
3) Maintaining service levels by replacing or upgrading older technology or reducing risk of system failures
4) Reduced cost to produce services (internal or external)

Each category is described below.  Most projects will have benefits in one or two categories.  If the project does not have benefits in a category, there is no need to provide information for that category.

	
	
What is the primary benefit of your project? After reviewing the benefit categories below, please identify the primary type of benefit for the project. For most projects, the primary type benefit will be Category #2 improving internal operations or Category #3 replacing or upgrading older technology.


	
	          
Primary project benefit? (Check only one)  
[bookmark: Check1]|X|Category #1:  External service benefits:  Improving the quality or quantity of services provided to the public
[bookmark: Check2]|X|Category #2:  Internal service benefits: Improving internal operations, including the  quality or    quantity of internal services
[bookmark: Check3]|X|Category #3:  Maintaining service levels by replacing or upgrading older technology
[bookmark: Check4]|_|Category #4:  Reduced cost or cost avoidance to produce services


	
	Category #1:  External service benefits:  Improving the quality or quantity of services provided to the public. This category is intended for projects that directly benefit the public. This includes improved quality of service, such as faster response times and better access to services for the public. 

Example: If this project to upgrade our licensing software is approved, licenses will be issued in two business days instead of the four days currently required.  This is largely due to the ability of the new software to check national and state databases more efficiently.  About one-quarter of our customers currently complain about the delay in obtaining a license and this time reduction is expected to eliminate almost all complaints and allow staff resources to be directed to other customer services.

Example: If this project to accept on-line reservations is approved, residents will be able to schedule athletic fields over the Internet and make payments by credit card.  This will allow scheduling to occur at any time, rather than the current limited hours available for in-person or phone reservations. In-person and phone reservations will still be available.

The above examples are summaries. Please respond to each question listed below rather than provide a summary.


	
	
1. Describe why you expect the proposed IT investment to produce the benefit(s).  

By creating a web portal for customers to reserve facilities, register for classes, and pay online, the proposed IT system is anticipated to improve customer experience by providing more options for customers to access parks services.
  
2. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)

The division will measure the public satisfaction with the web portal by inserting a short survey at the end of the online reservation process about the customer’s experience with booking and paying online.

Furthermore, the division will measure the proportion of bookings and payments via the web portal versus traditional methods (in person and over the phone).

3. What is the current baseline for this measure?

Currently, the only way for customers to book and pay for reservations/registrations are over the phone, in person, and mail.  Several customers have requested the ability to book and pay online.         

4. What is the target for this measure? (How much improvement will this project achieve?)

The division strives for a positive reception of the web portal.  The target is survey results indicating 75% of users are satisfied with the new system, including easy of navigation and useful information. 

Furthermore, the division anticipates a material amount of bookings and payments will shift towards the web portal.  According to an American Customer Satisfaction Survey from January 2014, roughly one-third of all users of federal services interface with agencies most frequently via websites.   

5. When is the benefit likely to be achieved?  

There is likely to be a transition and education period for Parks’ customers to get acquainted with the web portal.  The division anticipates to shift the amount of transactions occurring to the web portal six months after implementation, and to yield survey results indicating 75% of users in favor of the new system one year after implementation.   


	
	Category #2: Internal service benefits: Improving internal operations, including the quality or quantity of internal services. Be sure to explain the value of such improvements to your operations.

Example: If this project to acquire hand-held devices and develop custom software is approved, inspectors will be able to check an average of 10 sites per day compared with the average of 6 currently checked.  This will allow the agency to handle the 20% increase in workload projected in the next three years without adding more staff.

Example: If this project to implement a systems management tool for the Service Center is implemented we will be able to reduce the duration of technology outages during major incidents by 30 percent. We also will reduce the wait time for customers on hold with the Service Center. These improvements will allow us to redirect an existing position to other priorities.

Example: The Active Directory Consolidation project is part of an overall effort to promote IT standardization. This project will make the current management of user accounts, applications, and devices easier for IT administrators at Public Health because the end user experience will also be improved by having a single sign-on to applications such as Lync, SharePoint, and Outlook.  Our success will be measured by having a single set of procedures and security models rather than the multiple ones that now exist.

The above examples are summaries. Please respond to each question listed below rather than provide a summary.

	
	1. Describe why you expect the proposed IT investment to produce the benefit(s).  
By allowing customers to enter their information directly into the booking and payment system, for example camp sites and picnic shelters, the proposed IT project is expected to free up Parks employees’ time for other higher-level duties.  In doing so, Parks employees’ time can be dedicated to other activities such as timely follow-up to customer questions, coordinating booking of larger events including timely review of required paperwork for the larger events (e.g. insurance documentation), and more frequent bank reconciliation.  
Parks does not anticipate any staff reductions due to this project because some reservations, such as ballfields, weddings, and birthday parties, will continue to be booked via traditional methods.  
1. How will you measure the benefit(s)? (How will you know if the benefit has been achieved?)
Parks will roughly measure the resources currently spent on reservations, and describe how that freed-up staff time is used.  
Parks will also measure whether timeliness for other higher-level duties improves.  For example:
(1) improve the frequency of changing lock combinations at camping facilities from monthly to weekly; and 
(2) reduce the median follow-up time to customer questions to within the work day.  

1. What is the current baseline for this measure?
Currently, Parks has four FTEs spending a significant amount of time dedicated to reservations and bookings (>75%), and another eight FTEs who spend a portion of their time (<50%) on reservations, particularly during the busy, summer season.
1. What is the target for this measure? (How much improvement will this project achieve?)
This project is anticipated to shift the number of FTEs currently spending a significant amount of time to reservations and bookings to only a portion of their time (<50%) on reservations. 
1. When is the benefit likely to be achieved? 
Within two years of implementation, Parks anticipates the number of staff spending a significant amount of time dedicated to reservations and bookings  to shift to spending only a portion of their time (<50%) on reservations.  As the business process surrounding online reservations and bookings is developed, a more thorough timeline will be identified.  

	
	Category #3:  Projects that maintain service at current levels by either replacing or upgrading older technology, reducing the risk of system failures, or providing regulatory compliance. If the project will result in improvements to external or internal services or cost savings, please note those benefits in the appropriate categories.

Example: This project will upgrade PeopleSoft from 9.0 to 9.2. This upgrade is necessary because vendor support for 9.0 will be ending in 2015 and that creates a large risk for the County. Without vendor support the County will not receive tax and regulatory updates and will likely result in errors in complying with tax and regulatory issues.

Example: This project will implement an Advanced Authentication solution which will allow King County to comply with U. S. Department of Justice - Federal Bureau of Investigation, Criminal Justice Information Services (CJIS) Security Policy Version 5.0, Section 5.6.2.2. Effective September 30, 2013, advanced authentication (AA) must be in place in order to access sensitive CJIS information.


	
	
1. Describe why you are proposing to upgrade or replace existing technology. Please include age of existing technology and the average life cycle replacement for this type of technology.

Parks and Recreation Division is currently using an information system from CLASS Software Solutions (now called The Active Network) as its registration and scheduling system, as well as tracking accounts receivable on user fees and entrepreneurial efforts.  This application is vital to division operations. 
King County’s 200 parks provide venues to meet the increasing recreation demands of our growing population. King County Parks today operates 82 athletic fields available for a variety of team sports and other activities, 29 play areas, 26 picnic shelters, 2 equestrian arenas, regional and back-country trails, a campground and a world-class aquatic center.  King County Parks processes over 26,000 bookings, 3,000 user groups, and manages close to $4 million in revenue annually through its current system, CLASS.   
CLASS has been in operation since March 2000.  Since that time, the Division underwent a business transition plan, adopted by the King County Council that emphasizes community and corporate partnerships and greatly reduced the division's dependence on King County's general fund.  Since 2003, the Division has successfully taken many strategic actions that have generated revenue or created efficiencies, including implementing or increasing user fees and establishing corporate and community partnerships that enhance park amenities and maximize the investment of taxpayers’ dollars.

However, The Active Network is phasing out CLASS Software Solutions.  The company has announced that it will no longer support the software system beyond 2017.  As a result, the Division seeks a replacement solution to reliably support three business offices (Marymoor Park, King County Aquatic Center, and the Regional Scheduling Office) to do their jobs more effectively and help the public continue to have seamless process to book facilities and classes through King County Parks.

The Division is seeking a SaaS solution for this system.  This type of solution is continually updated by the system vendor.  A very long life cycle is anticipated, but cannot really be quantified at this time due to the relatively short period of time the current SaaS vendor model has been in place.

2. If the primary reason for the project is risk reduction project, please estimate the probability of the risk or describe how likely it is to occur.

The CLASS software system may fail if a replacement system is not fully implemented before 2017, resulting in permanent data loss and significant, manual- and paper-intensive process workarounds.  

Prior to 2017, it is likely the system will experience delays or errors as Active Network begins phasing out support for the system, but still remain functional.  To mitigate this risk, the Division is investing in virtual server storage and SQL standard server to ensure CLASS continues to be operational until a replacement is implemented.

After 2017, it is guaranteed the system will fail without regular support from Active Network.

	
	Category #4:  Reduced cost to produce service (external or internal) or cost avoidance
This category is for those projects that will reduce the costs to deliver a county service (external or internal). The information provided here should be consistent with the information in the cost-benefit analysis (CBA) form. Please describe how the cost savings will be used by your organization. This category also includes cost avoidance. Cost avoidance is those costs that the County would need to pay, has the capacity and intent to pay, but will be avoided due to the project.
Example: Reduced cost to produce service.  If this project to install accounts payable software is approved, we will automate three tasks that are currently done manually by agency and central purchasing employees.  Based on experience of other users of the software, this will reduce processing time from the current average of ten days to less than one.  This will allow us to take advantage of prompt payment discounts for over $15,000,000 of annual purchases.  These discounts average 2%, yielding annual savings of about $300,000. This will result in savings in department expenditures for those items qualifying for prompt payment discounts.

Example: Cost Avoidance.  Moving to this new vendor that uses a SaaS product, we will avoid the need to upgrade the system to the newest version which goes end-of-life at the end of next year.  We were required to make this upgrade due to regulatory reasons, so this represents a cost avoidance of $100,000.
The above examples are summaries. Please respond to each question listed below rather than provide a summary.


	
	
1. Describe why you expect the proposed IT investment to reduce costs?  

2. How will you measure the cost reduction or cost avoidance? (How will you know if the benefit has been achieved)

3. What is the current baseline?

4. What is the target for this measure? (How much savings will this project achieve)

5. When is the cost reduction likely to be achieved? 



	Section 7.  Benefit Achievement Summary

	
	Benefit Achievement Summary 
To be completed when benefits have been achieved or no further benefits are expected.  For each of the benefits you identified above, explain whether benefits were achieved at target levels. Please include both quantitative measures and qualitative descriptions of benefits, including any monetary benefits.  Use the measures identified above.  If not achieved, explain why.

Example: This project, to repair an emergency radio tower, was successfully completed in April 2014. The anticipated benefit was to maintain current service levels at 99.999% up time for an additional five years. This project is currently functioning at 99.999% up-time and will report annually for the next five years on up-time levels. 

If one of these towers failed physically, the cost to the county would be enormous, generally in the neighborhood of $500K - $1 Million per tower depending on the construction techniques and size.  User agencies on the emergency radio system will benefit by having infrastructure systems in place that will be assured of not experiencing catastrophic failures due to lack of maintenance.  

Example: This project to automate accounts payable software was implemented and did improve the processing time average. The average time was reduced from 10 days to 2 days, not quite reaching the 1 day target. Additionally, only 20 percent of purchases received a prompt payment discount resulting in less cost swings than anticipated. We did not meet the target because there were fewer purchases that qualified for prompt payment than originally estimated.

Example:
	Metric Description
	Metrics
	Baseline
	Target
	Actual

	Reduce cost to deliver service. This project reduced processing time from the current average of ten days to less than one allowing us to take advantage of prompt payment discounts. 
	Processing Time annual savings, and percentage of purchases receiving prompt payment discounts
	· 10 days processing time
· 10 percent of purchases are receiving discount
· Savings of $100,000
	· 1 day processing time
· 30 percent of purchases are receiving prompt payment discounts
· $400,000 savings
	2 day processing time
20 percent of purchases are receiving prompt payment discounts
$200,000 savings
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