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	5
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	August 24, 2005
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	2005-0171
	
	Prepared By:
	David Randall


STAFF REPORT
SUBJECT:
A MOTION approving the revised executive recommendation and business case, the roadblock document, the human resource implementation plan and the governance program charter for the Accountable Business Transformation Program. 

BACKGROUND:


Proposed Motion 2005-0171 would approve the following four planning documents for the Accountable Business Transformation (ABT) Program:  

1. Executive Recommendation and Business Case;

2. Roadblock Document;

3. Human Resource Implementation Plan; and

4. Governance Program Charter.

These documents were requested by the Council in a 2004 motion and a 2005 budget proviso, and the Executive has complied with these requests.  The Executive has budget authority in 2005 to spend $1.6 million.  Upon Council approval of Proposed Motion 2005-0171 (that includes the four planning documents), up to $2.36 million in additional ABT program funds would be released (for a total of $3.97 million).  Expenditure of the $2.37 million is currently prohibited by a budget proviso.  

The Budget and Fiscal Management Committee discussed these documents at its May 4, 2005 and August 17, 2005 meetings.  This staff report:

· Provides responses to questions raised at the August 17, 2005 committee meeting; 

· Presents a revised program budget for ABT and the Executive’s request to release funds that are presently restricted by a budget proviso; 
· Identifies the remaining key Council decision points on the ABT Program; and 

· Summarizes the issues staff is pursuing and describes next steps for the committee.

RESPONSES TO COMMITTEE QUESTIONS:

At the August 17 committee meeting, Councilmember Hague requested Executive staff to respond to the following three questions.  Executive staff responses are attached (Attachment Three).

1. How is the Accountable Business Transformation Program different from the Financial Systems Replacement Project?

2. How will business process change issues be addressed with labor?
3. How will middle management work with line staff to ensure that business process change required as part of ABT happens and how will middle management be held accountable for making business process change?

REVISED 2005 ABT PROGRAM BUDGET:
Since the last committee meeting, Executive staff has prepared a revised 2005 program budget that reallocates the 2005 appropriation of $3.97 million among the 2005 work plan tasks.  Council staff has prepared a  table (Attachment Four) that compares the revised budget (August 19, 2005) to the April 7, 2005 program budget, which was included in previous staff reports.

The reason that the program budget has been revised is because the Executive has modified the 2005 program scope of work, as follows:
· Funding is reduced for the high-level business design, which will produce a scope, schedule and budget for the ABT program.   In April, the Executive estimated that it would cost $1.58 million to develop this high-level business design.  The revised estimate is that it will cost $365,000 to complete this work.  The reason for this decrease is because the scope, schedule and budget for the program will be developed at a high-level rather than the more detailed level anticipated in the April budget.

· Funding is increased for the PeopleSoft upgrade.  In April, the Executive estimated that the 2005 cost of the PeopleSoft upgrade would be $597,700.  The revised estimate is that it will cost $2.48 million in 2005 for the PeopleSoft upgrade.  The cost increase between the April estimate and the August estimate is primarily because all consultant costs are proposed to be encumbered in 2005, rather than spread out between 2005 and 2006. 

EXECUTIVE’S FUNDING REQUEST:
Table One displays the 2005 work plan tasks, the revised 2005 budget, and what has been spent or encumbered through August 11, 2005.  The last column shows the amount the Executive says is still needed for the remainder of 2005.   To wit, the amount still needed plus the amount spent or encumbered to date equals the 2005 revised budget.
Table One
ABT Work Plan Tasks, Revised  Budget, Expenditures, and 

Additional 2005 Funding Needed
	2005 Work Plan Tasks
	2005 Revised Budget 
	Amount Spent or Encumbered To Date

	Amount Still Needed 

	Pre-Design
	
	
	

	Hire Program Staff

	$293,543
	$56,448
	$237,095

	Determine Scope, Schedule, Budget (High-level Business Design)
	$365,000
	$0
	$365,000

	Change Management Plan
	$50,000
	$0
	$50,000

	Develop Complete HR Implementation Plan 
	$0
	$0
	$0

	Standardize HR Business Practices  to align with PeopleSoft
	$245,263
	$170,263
	$75,000

	Standardize Finance Business Practices to Align with Oracle (Funded under Determine, Scope, Schedule, Budget)
	$0
	$0
	$0

	Define Budget System Requirements (Funded under Determine, Scope, Schedule, Budget)
	$0
	$0
	$0

	Auditor Oversight
	$165,000
	$4,380
	$160,620

	Subtotal
	$1,118,806 
	$231,091 
	$887,715

	Pre-Implementation
	
	
	

	Plan for PeopleSoft Upgrade
	$2,480,648
	$300
	$2,480,348

	Plan for Oracle Upgrade (funded by ITS operating budget)
	$0
	$0
	$0

	Migrate DES to PeopleSoft and Oracle
	$374,207
	$125,462
	$248,745

	Subtotal
	$2,854,855
	$125,762
	$2,729,093

	Total
	$3,973,661
	$356,853
	$3,616,808


The table shows that the program has spent or encumbered $356,853 as of August 11, 2005.  The Executive anticipates significant spending and encumbrances before the end of the year (as shown the last column), requiring the entire appropriation of $3.97 million.  If Council determines that the Executive’s request for additional funds is needed, Council would need to act on Proposed Motion 2005-0171 to approve all four planning documents, thereby releasing the remaining $2.37 million in the appropriation.  
Staff analysis on the reasonableness of the Executive’s assumptions about remaining expenditures and encumbrances is continuing.  
COUNCIL DECISION POINTS:
The Council has already provided policy direction for ABT in the 2003-2005 Strategic Technology Plan by making the ABT Program a priority.  The Council has also already established direction for the program through adoption of program’s vision and goals, guiding policies and guiding principles in Motion 11729 in 2003 and Motion 12024 in 2004.
The following key decisions points for the Council still remain:

	Timeframe

	Decision

	August/September 2005
	Act on Proposed Motion 2005-0171 and consider releasing 2005 funds restricted by proviso.


	October/November 2005
	Act on Executive’s budget request for 2006.  


	First Quarter 2006
	Act on High-Level Business Design and appropriation request to complete detailed implementation plan.


	Late 2006/Early 2007
	Act on detailed implementation plan and appropriation request for implementation.


ISSUES AND NEXT STEPS:

Council staff will continue working with Executive staff on the following outstanding issues, and at the direction of the committee chair staff will develop his striking amendment for committee action on August 31, 2005:

· Should the Council approve all four program planning documents which are attached to Proposed Motion 2005-0171?

· Has the Executive adequately addressed the high-risk factors (leadership, program governance, program management, change management) identified by Dye Management, Inc?  In particular, are the people with the appropriate skills and abilities now available to get the job done?
· Are roles and responsibilities of the governing committees established in the program charter clear?  Does the program charter provide for quality assurance and independent Council oversight?
· How much money, if any, should the Council release for the ABT program for the remainder of 2005, and for which work plan tasks?

· Is the Executive’s re-allocation of funds for the 2005 work plan reasonable?  For example, is $230,000 adequate to produce a high-level business design with enough information for Council to decide on whether to proceed with detailed implementation planning?
· Should the two program direction motions be consolidated into one document to make clear what the program direction is and to clarify that a budget system will be implemented as part of the ABT program?
INVITED:

· Paul Tanaka, Program Sponsor and County Administrative Officer

· Mike Herrin, Interim ABT Program Manager

· Caroline Whalen, Deputy County Administrator

ATTACHMENTS:


1. Proposed Motion 2005-0171 (without attachments)
2. Transmittal Letter, dated April 7, 2005

3. Executive Responses to Committee Member Questions

4. Table Comparing Revised ABT Program Budgets

5. Proposed ABT Program Management Office Organization

� Through August 11, 2005.


� Staff consists of Program Manager and five support positions.  See Attachment Five.
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