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USUBJECT

Update on the capital improvement project to replace the county’s aging telephone system.
USUMMARY

In December 2010, the Council approved an $18.6 million project to replace the county’s aging telephone system. This project is intended to address operational risks with the current system and generate annual cost savings of $4.3 million to the County. This briefing provides an update on the progress of the project to date.
UBACKGROUND

Project Funding Approved in December 2010 
Much of the County’s telecom infrastructure consists of obsolete technology and continued maintenance support for the oldest equipment is becoming increasingly difficult to obtain. Telephone outages can cause significant impact to businesses and the cost to operate our aging system is expensive. To address these concerns, in December 2010 the Council approved $18.6 million to replace the county’s aging telephone system with a  Internet Protocol Telephony (IPT) system, considered the current “best practice” technology for the telecommunications industry. This project is expected to result in significant savings. 

The goal of the project was to create an integrated communications suite. The proposed new telephone system is also intended to integrate with other technology contained within the Microsoft Enterprise Agreement to provide business efficiencies in integrating all communication channels (phone, mobile device, email, video conferencing, instant messaging, and voicemail) to the desktop/laptop for a more efficient work environment.

The project is to be debt financed.

UANALYSIS:
Project approach has shifted since funding approval
The business case presented in December 2010 for this project was based on an earlier consultant report evaluated the replacement options for the telephone system. Based upon the consultant work, the business case recommended a NEC system. The business case indicated that the first phase of the project would be dedicated to platform and vendor selection for a complete IPT solution. An RFP consultant was to be hired to write the RFP, which was to be posted by April 2011 and a vendor selected and contract negotiated by the end of June 2011.The project was also scheduled to hire an outside Quality Assurance firm to perform quality checks against the project schedule/deliverables and budget and report findings to a project steering committee. 

Based upon a review by the Chief Information Officer (CIO), the project has shifted from the approach outlined above.  In April 2011 the CIO decided to leverage the County’s new enterprise agreement with Microsoft by using the included client licenses for Microsoft’s Lync system. There will be RFPs and an Invitation to Bid (ITB) for the other parts of the system including the phones, SIP Trunks (the technology that will connect King County’s internet phone network to outside phone systems), and advanced Automated Call Distribution Center (ACD) functionality. The project team is in the process of hiring a Quality Assurance firm. The Steering Committee is engaged and has participated in architecture design meetings with the vendor.
Council staff did raise concerns with the lack of an RFP for the primary component of this system. When there are multiple vendors available such as the case with IPT systems, RFPs generally promote competition and help ensure the county is selecting the best possible option. Council staff also raised concern with selecting an option that was not considered the best option in the business case. 
New approach takes advantage of Microsoft Enterprise Agreement
The CIO notes that the new approach was taken because the Lync Unified Communications (UC) platform was always in the plan.  The NEC system was to provide the telephony component and bolt on to Lync for the Outlook/Exchange integration.  The decision wasn’t whether or not to use Lync for UC, but whether or not to use it for the telephony component.  During the writing of the RFP for an IPT solution, the project team discovered that the client licenses for the Lync telephony solution were owned by King County as a result of the Microsoft Enterprise Agreement.  Research was conducted as to the viability of the product as a telephony solution and it was determined that earlier reports of the products immaturity were unfounded.  Several publications, including a December 2010 report from Gartner, rank Microsoft’s Unified Communication (including telephony) platform higher than NEC’s for overall viability and performance.  Before making the decision to not issue an RFP for the entire solution, the project team sent Microsoft the list of requirements to be outlined in the RFP and asked Microsoft to provide a written response.  Microsoft provided a written response and they met or exceeded 98% of the requirements, leaving only a handful of items that need to be procured via existing contracts, ITB or RFP.
The CIO also notes that the project team has worked closely with procurement on this approach.
The table below highlights some of the major differences between the proposed and new approaches during Phase 1 of the Project.
Thus far, the project has received a funding release from PRB for $278,486 and has spent $45,535. The project anticipates seeking another funding release in late August 2011.  The amount of which is not known at this writing.
Changes to milestones for project completion 

This project was scheduled to be phased over four years. The following table shows the projected and revised schedule of completion of major project milestones. As shown below, the project is still scheduled to be completed in four years.
	Original Milestone
	Original Completion Date
	New Milestone
	New Completion Date

	Selection of and contract with vendor, following formal RFP and evaluation


	7-11


	Validation of requirements for the unified communications system and selection of a Unified Communications/Telephony Platform

	4-11

	Selection of telephone and headset vendors via an Invitation to Bid process
	11-11
	No Change
	No Change

	Install new IPT to replace current managed services IPT used at Chinook Building and Brightwater.  Start installing ACD for critical sites, replacing PBX for critical sites


	12-11
	Core infrastructure for entire system built and deployed.  Early adopter (Chinook and Brightwater) implementations complete.
	 12-11



	Selection of an ACD vendor through RFP process.
	2-12
	Installation of core IPT hardware and software; installation of IP based telephone carrier service

(Under the new model, this will be completed in 12-11.)
	2-12

	Replace PBX for critical sites. Start installing ACD for critical sites.
	3-12
	No change
	

	Install IPT to all current Nortel served sites and removal of all Nortel telephony systems
	6-12
	No change 
	

	Selection of an SIP Trunk vendor through RFP process
	6-12
	No change
	

	Complete update of data network to support IPT, including additional UPS for power backup
	2-13
	No change
	

	Install IPT to all current NEC served sites and removal of all old NEC telephony systems
	6-14
	No change
	

	Implement ACD for remainder Call Centers and activating IVR for self-service 
	12-14
	No change
	

	Install IPT to all Centrex served sites and disconnect of Centrex service
	9-15
	No change
	


New project cost estimates needed
The CIO anticipates this new project approach will result in a lower overall project cost than the original $18.6 million budget. Those cost savings will largely be the result of leveraging our existing enterprise licensing agreements with Microsoft. The Department of Information Technology expects to have a new cost benefit analysis by the end of January 2012. The Committee may wish to consider requesting an update on the project at this time.
The CIO has prepared the attached presentation which discusses the revised project approach for this project.

UATTACHMENTS

1. PowerPoint Presentation by Bill Kehoe, CIO, King County Information Technology
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