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METROPOLITAN KING COUNTY COUNCIL

LABOR, OPERATIONS AND TECHNOLOGY COMMITTEE

Staff Report

AGENDA ITEM:  2
DATE:  September 21, 2004
BRIEFING:  2004-B0178
PREPARED BY:  David Randall

SUBJECT: A briefing on the executive’s recommendation to implement an enterprise financial, human resource and budget management system known as the Accountable Business Transformation Program. 
BACKGROUND:

What is Enterprise Resource Planning (ERP)?  

Enterprise resource planning (ERP) is an effort to integrate the business operations of separate departments and agencies into a unified countywide system that can serve the different departments' and agencies’ particular needs.  An example on an ERP effort is the county’s effort to implement a unified finance, human resource and budget system.  ERP efforts rely heavily on implementing a set of software applications that automate business functions and redesigning business practices around the software applications. 
What is a quantifiable business case?  

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

What is a roadblock action plan?  

A roadblock action plan identifies and removes roadblocks that prevent a program from being successful.  Examples of roadblocks are: leadership is not engaged in the program, accountable and experienced management are not in place, and an organization is resistant to standardizing the way it conducts its business.

Financial Systems Replacement Project (FSRP) Background

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

FSRP was a complex enterprise-wide capital project that was intended to replace the county’s multiple financial, payroll and human resource systems with one integrated financial, payroll and human resource system.  FSRP was also intended to implement a modern budgeting system.  Total direct FSRP costs were $43 million.  The project received about $38.9 million in funding in 1997 and was to have been completed by May 2000.   The project failed to achieve its objective and the project was suspended in May 2000.  An additional $3.7 million was appropriated to stabilize the payroll portion of the project and an additional $300,000 was appropriated to retain consultants to conduct an independent assessment and present a plan to restart FSRP.   

FSRP Assessment

Consultants (Dye Management and IBM Global Services, Inc.) were subsequently hired to conduct a critical assessment of the suspended project, a high-level business case for re-starting the project and an implementation plan to recommend project direction for a possible project restart.  (Collectively these documents are known as the Dye IBM Management Report.)  

The Dye IBM Management Report stated that the primary reasons FSRP failed were due to lack of: 
· Leadership.  “Lack of leadership may be the single most important factor leading to the program’s failure.”  
· Accountable management.  “Adequate project management was not ensured.”  And “program ownership does not appear to have been assumed.”
· Shared vision.  “…the county failed to understand the business justification for the program…”  
· Change management. Organizational resistance to standardizing business practices.

The Dye IBM Implementation Plan recommended:

1. Develop an information technology (IT) governance process;

2. Establish and validate the vision for the program;

3. Create a business case to justify the required funding;
4. Develop a detailed implementation plan; 

5. Implement PeopleSoft software for Payroll and Human Resource operations in phases;

6. Re-evaluate software selection for core financials; and
7. Hire an integration consulting firm to help lead the implementation effort.
Change in Project Direction

With Council leadership, the county has moved forward on some of these recommendations.

First, in 2001 the Council and executive developed an IT governance process.  A countywide IT strategic planning office was created (Office of Information Resources Management).  A Chief Information Officer position was created to lead this office who reports directly to the executive.  As part of the IT governance process, the Strategic Advisory Council (SAC) was created that consists of elected officials from all county agencies and private sector executives.  The SAC acts in an advisory capacity to the Chief Information Officer (CIO) in developing long-term strategic objectives for IT deployment countywide.  

Second, in June 2003 the county established and validated a vision and goals statement for the program.  Council adopted the vision and goals statement that had been thoroughly reviewed and endorsed through the IT governance process.  This statement was endorsed by elected leaders of the Strategic Advisory Council (SAC) and by their business and technology managers.  
Third, a detailed business case has been completed by an external consultant.  
SUMMARY:


This briefing by executive staff will provide a progress report on the county’s effort to implement an integrated countywide financial, human resource and budget management system.  This effort is known as the Accountable Business Transformation Program.  Executive staff will present:

· Business case recommendations for commencing the program; and 

· Policies to guide program commencement. 
· Next steps in the decision and implementation process.
The four consultant recommendations made in the business case are:

1. Implement PeopleSoft software countywide, through a phased process.
2. Align human resources policies and procedures countywide.

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

4. Enhance a countywide budget solution.

The proposed policies linked to the above recommendations are:
1. Pay all employees on a common, bi-weekly pay cycle from a single payroll system by migrating all employees to the PeopleSoft system.  Council has already endorsed this policy (Motion 11729).
2. Align all county human resource practices and procedures to ensure that business needs are met through legally defensible human resource practices.

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

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

ISSUES:
1. Does the committee wish to direct committee staff to prepare a motion for council to approve the proposed policies?  The committee may wish to consider acting on whether to approve the proposed policies.  The executive has briefed the county business and technical managers via the technology governance process on these proposed policies.  The executive will also be asking the Strategic Advisory Council to endorse the proposed policies on Thursday, September 23, 2004.  However, the executive has not transmitted legislation requesting the council to endorse these policies.  The committee may wish to direct committee staff to prepare a motion for council to approve the proposed policies.

2. Does the committee wish to direct committee staff to prepare a motion for council to request the executive to transmit to council a governance program charter?  The Dye IBM critical assessment found that the FSRP project steering committee was ineffective and poorly attended.  It is unclear at this time how the Accountable Business Transformation program would be governed and overseen.  The committee may wish to request the executive to transmit to Council a governance program charter that would clarify how the program will be governed and overseen.
3. Does the committee wish to direct committee staff to prepare a motion for council to request the executive to transmit to council a revised executive recommendation document for the ABT program?  The executive recommendation document gives the executive’s assessment of the consultant’s business case and his approach and initial action plan.  The document does not provide councilmembers with a clear explanation, with associated costs and benefits, of the consultant’s three options for implementation along with the executive’s recommended approach for implementation.  The committee may wish to request the executive to prepare a revised executive recommendation document that clearly presents the four options for program implementation along with cost, benefits, scope, schedule and budgets for each option.
ATTENDING:

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

2. David Martinez, Program Sponsor and Chief Information Officer 
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