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Conceptual Review and Business Case
for Information Technology (IT) Projects[image: ] for the 2015-2016 Budget Cycle

	General Guidelines

	Use this form to provide information about your project for both conceptual review and your business case. 
Conceptual Review Instructions: Answer questions #1 to 21 in Sections 1 to 5 below. You must submit this completed form in Innotas. King County’s Office of Performance, Strategy and Budget (PSB) and Chief Information Officer (CIO) will evaluate your proposed concept. If your concept is approved, this same form will also be used to develop your business case. 
Business Case Instructions: Answer questions #22 to 26 in Sections 6 to 9. Additionally, complete a cost-benefit analysis (CBA) workbook and benefits achievements plan (BAP). Submit this completed form, CBA, and BAP in Innotas. If your business case, CBA, and BAP are approved, your project will be included in the County Executive’s budget proposal for the 2015-2016 budget cycle.

	CONCEPTUAL REVIEW QUESTIONS (1-24)

	Section 1:  Proposal/Contact Information 

	1
	Department/Agency Name
	DES	Division
	DES-Business Resource Center
	2
	Project Sponsor (Last, First)
	Call, Carmel	Job Title
	Director of BRC
	3
	Project Contact Name (Last, First)
	Popp, Rita	Job Title
	Enterprise Resource Planning Project Manager
	4
	Date Submitted (MM/DD/YYYY)
	03/17/2016
	Section 2:  Project Background

	5
	Project Title
	
ERP BI/Analytics Project 
	6
	Target Dates 
	6.1
	Start (Quarter # Year)
	6.2
	End (Quarter # Year)

	
	
	
	Q3 2016	
	Q1 2018
	7
	Business Need/Problem Statement (250 word max)
Describe the business problem, issue(s), challenge(s), or need(s). What external factors (e.g., compliance guidelines, legal mandates, and audit findings) exist to drive this concept?

	
	Project Statement
King County agency finance departments are frustrated with reporting tools available to support the EBS, PeopleSoft and Hyperion (ERP) systems today.  Information is not provided efficiently to make effective, rapid decisions.  The Oracle EBS Discoverer tool will be obsolete by 2017. Extensive research by the county has documented that there is no simple, low cost solution for the replacement of Discoverer.  Solutions have shifted from traditional reporting to more robust “business intelligence” (BI) or “analytics” products. In addition, demand for HR data to support new and/or changed HR policies, codes, guidance and what if analysis is increasing beyond the current limited tools available. PeopleSoft is not currently supported by a reporting solution. Information is extracted using query and manipulated in Excel. More complex, structured state and federal reports require technical development. The Hyperion system also does not have an easy to use reporting solution. Information is extracted using a query type function. 
Project Objectives
Develop a county-wide enterprise BI analytics solution using data sourced from Oracle EBS, PeopleSoft and Hyperion with capabilities to allow other data sources in the future (not planned within scope of this budget request, however a strategic solution needs to scale to future requirements and maturity for analytics).  
Benefit: Reduce the manual effort hours and repurpose annual dollars spent on Agency reporting side systems that duplicate data from EBS, PeopleSoft and/or Hyperion to provide a standardized ERP reporting and analytics solution across King County.
King County must have an alternative solution to replace Oracle Discoverer which is being retired by Oracle and will not be compatible with future Microsoft and Java versions as early as 2017. 
Benefit: Provide Agencies with a standardized reporting tool and address Discoverer de-support. 
Standalone Supplemental / Biennium Request Reasons
Vendor (Oracle) will provide deep procurement discounts and customized favorable future maintenance cost conditions if a contract  can be completed by May,2016
Vendor (Oracle) will likely agree to continued KC use of free POC loaner hardware/software and free consulting resources through July 2016
Delivery of initial  BI solution business value and operational efficiencies can start to be realized within 6 months of implementation start or as early as Jan, 2017 and completed by December 2017
Eliminates the risk  of  Discover obsolescence impacting  mission critical financial reports being available 
Eliminates the risk of having to “freeze” all EBS and Java applications release upgrades because not compatible with Discoverer 
	8
	Project Description (250 word max)
Describe the proposed project and IT investment and how it will solve your business need/problem. List any system(s) that will be replaced. What business function(s) will this proposed investment support?

	
	
 The purpose of this project is to adopt a strategic approach to acquire and implement an enterprise wide Business Intelligence (BI) and reporting solution for Oracle EBS, PeopleSoft and Hyperion systems. A new solution is required to:
Replace Discoverer as the primary solution for standard EBS reports and ad hoc, self-service reporting. Oracle stopped investing in this product and they have advised customers to move to an alternative solution for their EBS reporting needs. There is a high risk for the County of standard EBS operational reports ceasing to work from 2017 onwards because Discoverer will cease to remain current with EBS application updates and system security provisions. The same applies to the Discoverer reports provided for Special Districts use.
Provide a user friendly, self-service reporting solution for PeopleSoft and Hyperion. There is no reporting solution for these systems today. Instead customers use PeopleSoft query and Hyperion Smartview to extract data from the PeopleSoft and Hyperion systems and then manipulate the data, for example in Excel, for their reporting and analytical needs. These are very basic tools and not robust reporting solutions. Standard and/or complex reports require specialized systems development. Information to support analysis of policy and/or audit questions is labor intensive.
Provide a solution that combines information from all 3 systems. Customers attempt to do this for themselves, for example for financial forecasting/trending, answering audit and/or policy questions, with a lot of manual effort and excel manipulation resulting in multiple one off approaches to extract, combine and understand the information.
Provide a single enterprise source from an optimized reporting database for, and definitions of, the financial, budgeting, procurement and HR data to present information in way that is easy for business users to understand.
The budget request for this project is in three stages, the first being the Omnibus request for planning, the second is the mid-biennium request that includes a proof of concept for Oracle Business Intelligence product suite, data remediation efforts and initial ERP data  governance and stewardship efforts, and a future request for software acquisition and implementation.
Omnibus Request  May 2015
The omnibus request was for $892,691 to develop and deliver the detailed business objectives and priorities, the detailed scope and approach to deliver on business objectives and benefits, and a BI implementation roadmap for the ERP systems. This work was required to inform and lead to a gated decision process with Central Business Steering Committee in Q4 2015 on approach (es) to ERP BI/analytics product selection and acquisition approach; implementation approach, and approach to resolve data deficiencies in the EBS, PeopleSoft and Hyperion source systems. 
BI consulting resources were required to augment BRC staff team as well as provide the expertise and guidance to lead the initial planning and scoping work. The omnibus budget request funded the ERP BI/Analytics Project from September 1, 2015 through December 31, 2015.  

Mid-Biennium Request – Proof of concept, data governance and stewardship November 2015
The mid biennium request was for $2,650,578. The efforts for  completing the proof of concept, conducting data readiness and remediation, and establishing data governance have  long term value and benefits for King County. It identifies both business policy and process and system improvements in EBS, PeopleSoft & Hyperion (ERP source systems). This work adds value regardless of a BI product implementation. BI consulting resources continue to augment BRC staff team as well as providing the expertise and guidance to lead the initial planning and scoping work. The mid-biennium budget request is funding the ERP BI/Analytics Project from January 1, 2016 through December 31, 2016.  

 March 016 Stand Alone Budget Request – Software Acquisition and Implementation
The March 2016 standalone budget request of $10,470,754 is for the product selection, acquisition and 18 month implementation including training, communication and change management. 

Omnibus Request Activities
Delivered Project (Plan of Work, Approach, Timeline, Key Milestones)
Overall project plan was developed and submitted with the mid biennium request. Our best guess estimate assumed an 18 month product acquisition/implementation effort.
The following is the high level project plan that accomplished the first stage of this project using the Omnibus budget request funds from  September 2015 thru December 31, 2015. (June & July efforts were funded using BRC annual operating budget). 


Mid-Biennium Request – Proof of concept, data governance and stewardship activities:

Proof of Concept Step 1: Planning Activities
Build King County Top Priority Requirements (as collected from Agency workshops – currently in progress)
Identify non-ERP source system candidates to include in Proof of Concept
Identify/Success Criteria / Detailed Scope of Proof of Concept
Identify Planning tasks w/Oracle Corporation
Hardware Requisition
Data Governance Detail Plan
Discoverer Retirement Plan
Data warehouse Security Plan 
Proof of Concept Step 2: Initiation Activities
Oracle BI Product Software Installation & Configuration:
Financial Analytics
Procure & Spend Analytics
Order Management Analytics
Projects Analytics
HR Analytics
Create copy of existing production systems - Oracle EBS, PeopleSoft HR, Hyperion Budget & Planning
Proof of Concept Step 3: Design Activities
ETL configuration
Evaluate data warehouse model
Build out Presentation layer (Reports, Dashboards, Scheduling, Alerts/Actions, Security)
Build requirements use cases & scripts
Proof of Concept Step 4: Execution/Test Activities
Populate data warehouse w/source data
Execute King County top requirements presentations
Test & evaluate requirements use cases
Identify source system data remediation requirements.
Identify source system data governance requirements
Identify integration requirements
Proof of Concept Step 5: Evaluation Activities
Review and Evaluation of Proof of Concept Test Results including performance w/Agency SMEs
Document & Publish Proof of Concept Results
Evaluate results with CBSC & Agency Directors
Data Readiness/Remediation Activities
Implement business process improvements on the source systems
Implement configuration changes on the source systems.
Clean up data inconsistencies in source systems.
Data Governance Activities
Execute and establish stewardship authority for the management of data and data related assets, including defining a data dictionary and standardize policies and processes.
March 2016 Stand Alone Request – Software Acquisition and Implementation Activities
The Proof of Concept completed on March 9, 2016 solidified the acceptance of the recommended BI solution – Oracle OBIA/OBIEE.  The Software Acquisition and Implementation phase includes the activities required to acquire and implement the BI solution.  Approval of this appropriation allows project implementation activities to begin:
Software/Hardware Acquisition Activities:
Conduct KC procurement processes/ approvals
Coordinate acquisition and receipt tasks
Software/Hardware Installation & Validation Activities:
Confirm / validate hardware receipt
Execute Installation Plan 
Install Applications 
Validate project technical environments

Implementation Activities:
Iteration 1 – Financial – GL/PA/Hyperion
Requirements Confirmation
Establish Data Governance
Establish Change Management / Communication
Establish Training / Power User Program
Establish Support 
Development
UAT
Production Rollout 
Iteration 2  – Financial – AR/AP/PO/FA
Requirements Confirmation
Continue Data Governance
Continue Change Management / Communication
Continue Training / Power User Program
Continue Support 
Development
UAT
Production Rollout 
Iteration 3  – HR 
Requirements Confirmation
Continue Data Governance
Continue Change Management / Communication
Continue Training / Power User Program
Continue Support 
Development
UAT
Production Rollout 
Project Closure 

	9
	Project Value and Anticipated Benefits (250 word max)
Describe the value that your solution will provide to King County’s constituents and organizations. What are the anticipated, tangible benefits (i.e. reductions in cost or time, customer service delivery improvements) and intangible benefits (i.e. cost avoidance) of your proposed IT investment?

	
	
Omnibus Request Activities
Details on the value of this work were obtained during workshop sessions with Agency customers. During this stage, we believed the value to be in areas of cost avoidance in case of systems failure/failure to provide timely information; reduction in efforts and cost of developing/sourcing individual solutions and/or creating manual workarounds and processes to obtain and maintain information. 
 The workshop sessions provided a forum for collaboration on understanding and prioritizing different customer needs; as well as for agreeing on scope, approach and implementation road map. 
The following describes the  detailed activities that were  funded and completed by the Omnibus budget request:
Agency Requirements Validation  & Data Readiness Effort Workshops- 
Validate detailed reporting and analytic priorities, requirements and benefits from each of the King County Agencies related to ERP Source Systems (Oracle EBS, PeopleSoft & Hyperion) 
Validate perceived deficiencies and cleanliness of the EBS, PeopleSoft and Hyperion source system data with business owners and Agencies.
Evaluate current state manual work effort and obtain estimates for subsystem costs spent at each agency.

Benefit: Clear detailed requirements and priorities from all agencies and business owners will support detailed scoping for the product acquisition and implementation activities as well as more accurate scope, schedule and resource efforts for any potential data clean up in the ERP source systems. 

Develop detailed scope, objectives and approach for next steps in BI Product selection based on collaboration with all agencies and business owners to provide next step recommendations to the CBSC – Central Business Steering Committee. 
Develop ERP BI/Analytics Product Roadmap
Document Requirements & Priorities needed for an RFP, Prototype or Implementation.
Scope level of effort and approach for source system data readiness.

Benefit: Provides the business drivers, objectives and priorities to inform executive decision makers, including Central Business Steering Committee and Agency Directors on go forward recommendations to make a decision.
CBSC Steering Committee Decision Point Presentation
Prepare & Deliver Decision Point Presentation
Provide recommendations on Next Step options based on findings to date to CBSC
Benefit: Produce a collaborative and informative go forward decision on best approach to proceed with ERP BI/Analytics Product selection and implementation roadmap.
Mid-Biennium Request – Proof of concept, data governance and stewardship Benefits
Expected benefits included
Validating that Oracle BI products are a solid fit for King County requirements before acquisition of software and provide more accurate estimates for implementation.
The Proof of Concept (utilizing King County ERP data) is uncovering potential data discrepancies and/or business process changes required in the ERP source systems.
Validating the degree of customization effort required to implement.
Validating integration compatibility with both existing Oracle source systems and other 3rd party products.
Establishing Data Governance to ensure that data entry by operational staff and/or by automated process meets precise standards such as business rules, data definitions, and data integrity constraints in the ERP source systems. This work adds value regardless of a BI product implementation.
The efforts and information learned during the proof of concept will be 90% to 100% reusable during a BI implementation using the Oracle product.
March 2016 Request – Software Acquisition and Implementation Benefits
BI Solution expected benefits include:
Faster, more accurate answers with better quality data for improved visibility and productivity. Improve and automate the existing very manual business processes to meet the increasing demand for quick, usable, and reliable information to make better fact-based and data driven business decisions. 
Management will have improved visibility into material events and financial and budget performance across the agencies. Data transparency and more timely, accurate and consistent information will support proactive decisions, increase the speed to respond to emerging situations, and mitigate the risk of inaccurate compliance reporting to external agencies. 
Improve operational efficiencies by reducing and removing the need for business analysts to manually extract and manipulate information from the three ERP systems to produce their regular operational and performance exception reports and their mission critical reports such as the CAFR. 
In addition, with the proposed solution and the availability of integrated data, agencies will be able to redirect much of  the time saved  to data-led information discovery, value added work and business process improvement activities
Replaces Oracle Discoverer which is being retired by Oracle and will not be compatible with future Microsoft Office, web browsers and Java versions as early as 2017. 
Benefits Of Supplemental Biennium Request Funding Approval:
Vendor (Oracle) will provide deep procurement discount and customized favorable future maintenance cost conditions if a contract can be made  completed by May,2016
Vendor (Oracle) will likely agree to continued KC use of free POC loaner hardware/software and free consulting resources through July 2016
Delivery of initial  BI solution business value and operational efficiencies can be realized within 6 months of implementation start or as early as Jan, 2017 
Eliminates the risk  of  Discover obsolescence impacting  mission critical financial reports, for example CAFR, being available 
Eliminates the risk of having to “freeze” all EBS and Java applications release upgrades because of  compatibility  with Discoverer 
Negative Consequences of Delaying Supplemental Biennium Request Funding Approval:
Procurement and installation of production hardware and software  could be delayed until Jan,2017 thru March, 2017 time frame and  implementation  project start date would be delayed until April, 2017 
Six to nine month delay in providing initial BI solution business value and operational efficiencies until Oct, 2017 and completion until Oct, 2018
Increases the risk that Discoverer will be non-functional and mission critical financial reports no longer available – alternatives will need to be developed to provide information while waiting for BI Solution to be completed.
Delays implementation of any Java or EBS application release upgrades until Discover reports and information can be replaced with BI solution)
Vendor (Oracle) will likely not provide such favorable procurement and future maintenance discounts and terms. Renegotiation will likely need to occur.
Vendor (Oracle) will likely withdraw free POC loaner hardware and consulting resources.  KC will incur approximately $100K of replacing free loaner hardware for the post-POC period April, 2016 thru April, 2017 when production equipment and software procurement and installation would be completed
KC will incur cost of up to additional 6 to 9 months project contractor costs at a burn rate of $218,973 per month to maintain continuity of  BI team, or we lose the team altogether.
	10
	Business Process Impact(s) (250 word max)
Describe the business process(es) that will be affected – how does the process(es) work now? How is it expected to change?

	
	Omnibus Request: Completed results from the business validation and scoping efforts directly fed into the business process of selecting and implementing a new BI/Analytics system at King County.  The requirements and scope provided the basis for the content utilized in the proof of concept utilized in the scoring or actual selection of a BI/Analytics product.
Mid-biennium Request: Proof of Concept, data remediation efforts and ERP data governance and stewardship efforts will solidify fit of the Oracle Business Intelligence products with the King County business process, business rules, a King County ERP data dictionary and will identify any King County business processes that require modification. 
March 2016 Standalone Acquisition and Implementation Budget Request: A new BI/Analytics system implementation will impact the business processes identified during the data governance efforts (mid biennial request) that require data from Oracle EBS, PeopleSoft and/or Hyperion Planning, including processes such as allocating human or physical resources to assignments, invoicing, compliance reporting and others.
	Section 3:  Funding Sources and High-level Cost Estimates

	11
	Project Funding Sources
Identify the potential funding sources for this project.

	
	☐  King County General Fund
☒  King County Non-General (Agency) Fund (Capital)
☐  King County Non-General (Agency) Fund (Operating)
	☐  Debt Financing
☐  Unknown

	
	☐  External, non-King County funding (e.g., grant): Click here to enter text.

	12
	Project Cost Estimates
Use the drop-down list below to select the estimated initial project cost, not including ongoing annual operations and maintenance costs

	
	Level 3 - $5M-10M

	13
	Ongoing Annual Operations and Maintenance Cost Estimates
Use the drop-down list below to select the estimated ongoing annual O&M cost of your project.

	
	More than $100K

	Section 4:  Strategic Alignment and Risks

	14
	Alignment with King County’s Strategic Plan (KCSP)
Use the drop-down list to select the goal that is most significantly advanced by your project. Click the link to view the King County Strategic Plan.

	
	Service Excellence

	15
	Alignment with Your Organization’s Mission and Goals
Describe how the proposed investment will contribute to achieving your organization’s mission and goals and advance KCSP goal attainment.

	
	
ERP BI/Analytics Project 
The project is aligned and contributes to  the following DES Goals in support of the Executive’s priority for best run government:
Service Excellence – Deliver consistent, responsive, high quality service
Utilize existing and emerging technologies to improve customer experience
Fiscal Stewardship – Optimize allocation of resources, Integrate budget and strategy
Resilient Operations and Infrastructure – Provide stable and accessible services and infrastructure, Optimize business systems and processes, embrace data to drive decisions and strategy.
This project aligns with the BRC Mission Statement to  “Advance King County’s EBS, PeopleSoft & Hyperion applications while providing quality customer support to optimize user experience and value” and aligns with BRC division goals to:
Optimize Systems & Processes: 
Integration and unification of the data from all three ERP source systems, EBS, PeopleSoft and Hyperion, supports more timely analysis and decision making capabilities.  
A centrally managed Business Intelligence / Analytics solution will reduce the cost and complexity of the number of reporting and/or BI products that are being requested and implemented by individual agencies across King County today.
Standardization – A centrally managed BI/Analytics solution for all agencies across King County is in alignment with goals for standardization.
Deliver Customer Value
Provide more advanced and integrated, user friendly reporting and analytic tools to access and report information from the ERP source systems.
Advance Organizational Maturity
Reduce the manual effort spent extracting and manipulating data so that staff can focus on more value added analysis of information. 
Rather than each agency providing resources to support individual reporting or BI solutions across King County, staff efforts can also be redirected to focus on more value added information analysis and/or strategic, or operationally important tasks.
More detail on the above was gathered by the project team during the workshop sessions conducted from August-September.

	16
	Equity and Social Justice Impact (250 word max)
Will the project have impact on low-income communities, communities of color, or communities with limited English proficiency? If yes, describe the potential impact below. Refer to the ESJ site for more information (http://kingcounty.gov/exec/equity.aspx). 
	No
	
	The project will contribute to improving access to data to support analysis and data requests in support of King County’s ESJ goals.

	17
	Additional Comments or Considerations (250 word max)
Include any additional information that may be useful to the PSB or the CIO in evaluating your investment proposal. 

	
	There is strong need for agencies across King County to have improved reporting and analytic tools.  Today many agencies are selecting their own reporting and analytic tools that do not automatically integrate with the Oracle ERP source systems.  Information is being extracted from the ERP source systems, manipulated and then either uploaded into each agency’s individually managed BI product, or MS Excel.  Examples of single Agency BI products in use today include TimeExtender, Tableau, and Jaspersoft. These individual efforts and product selections do not promote county wide standardization.
 By selecting a centrally managed BI Product, King County can take advantage of efficiencies related to an enterprise wide solution, including:   
· Software License & Support volume discounts
· Reduce number of systems to manage and support
· Improved standard reporting across King County agencies
· Reduced number of request from KCIT and BRC to provide support to address individual Agency BI product integration assistance.
· Provides a single ERP data source to integrate with other data sources/pools in the future.



	
Section 5. Technology Alignment

	18
	Alignment with King County’s Strategic Technology Plan
Select the “What” goal that best aligns with your project. Click the link to view the King County Strategic Technology Plan, page 6.

	
	Technology Modernization - Infrastructure
	19
	Alignment with King County’s Enterprise Architecture (EA)Principles 
Select the overarching EA principle that is most important for this effort. The purpose of this section is to elicit meaningful discussions with King County’s CIO and the EA Team during the evaluation of your business case. 

	
	Manage/minimize risk
	20
	Are you aware of a technology, solution, or application in use at the County that provides similar functionality to this project? If a potential technology solution or product that would likely meet the needs of the proposed concept been identified, describe the technology solution or product. 
	No
	
	There are existing reporting &/or BI products used by some agencies today.  The products however are not necessarily the lowest cost or complexity for ERP source system integration.  The RFP effort will help determine best fit for KC requirements.
	21
	Have potential systems (i.e. Oracle EBS, PeopleSoft, and Hyperion) that may need to integrate with the proposed solution been identified?  If yes, identify the organizations and describe the impact of this project on other business systems. If your project impacts Oracle EBS, PeopleSoft, or Hyperion, you must provide the following information in the space below: 1) Central business system Change Management Board (CMB) review date and 2) the business or system expertise you anticipate needing for this project and target dates for required resources. 
	Yes
	
	Integration with EBS, PeopleSoft and Hyperion is a top priority for selection.
	
<END OF CONCEPTUAL REVIEW QUESTIONS>




	



BUSINESS CASE QUESTIONS (25-32)

	Section 6.  Project Planning

	22
	Major Milestones and Estimated Costs
In accordance with King County Code, Section 2.16.0757, this information will be used to develop King County’s Annual Technology Business Plan to report progress against milestones. Identify at least two major milestones (e.g. planning, preliminary design, design, and implementation, close out) for each year of the project and the estimated costs associated with each milestone. 

	
	Start Date
(select from calendar)
	End Date
(select from calendar)
	Major Milestones
(enter descriptions)
	Estimated Cost ($) 
(no commas)

	
	09/01/2015	12/31/2015	Central Business Steering Committee Decision Point, Resources for Post Decision Point thru end of year(3 month – Oct, Nov, Dec 2015)	892,691


	
	01/01/2016	12/31/2016	 Proof of concept, data governance and stewardship	2,650,578

	
	
	
	Approved Budget To Date
	3,543,269

	
	
	
	
	

	
	06/01/2016
	06/30/2016
	Software/Hardware Acquisition
	4,480,596

	
	07/04/2016
	12/30/2016
	Release 1 – Financial Subject Areas
	1,996,719

	
	
	
	Requirements Confirmation, Data Governance
	

	
	
	
	OBIA, OBIEE (Dashboard design), development, testing
	

	
	
	
	Change Management, Training, & Support development and delivery, UAT, Rollout
	

	
	
	
	Business Sign-off; Go/No Go approval
	

	
	
	
	Lessons Learned
	

	
	01/04/2016
	06/30/2017
	Release 2 – Sub-Ledgers Subject Areas
	1,996,719

	
	
	
	Requirements Confirmation, Data Governance
	

	
	
	
	OBIA, OBIEE (Dashboard design), development, testing
	

	
	
	
	Change Management, Training, & Support development and delivery, UAT, Rollout
	

	
	
	
	Business Sign-off; Go/No Go approval
	

	
	
	
	Lessons Learned
	

	
	07/04/2016
	12/29/2017
	Release 3 – HR Subject Areas
	1,996,720

	
	
	
	Requirements Confirmation, Data Governance
	

	
	
	
	OBIA, OBIEE (Dashboard design), development, testing
	

	
	
	
	Change Management, Training, & Support development and delivery, UAT, Rollout
	

	
	
	
	Business Sign-off; Go/No Go approval
	

	
	
	
	Lessons Learned
	

	
	
	
	Acquisition / Implementation Request
	10,470,754

	
	     	     	     	     

	
	     	     	Total Project Amount     
	 

	
	     	     	     	     

	
	     	     	     	     

	
	     	     	     	     

	
	     	     	     	     

	Section 7:  Alternatives Analysis

	23
	Alternative Solution(s) Analysis
Identify any alternative solutions considered to solve your business problem. You must provide a brief description, a high-level cost estimate, and the pros and cons for each alternative listed. Alternative A should describe your preferred alternative, followed by a brief statement why it is your preferred solution. 

	
	Alternative A
	Pros
	Cons

	
	Name: 
	
Approve Standalone Supplemental / Biennium Request 	Vendor (Oracle) will provide deep procurement discount  and customized favorable future maintenance cost conditions if a contract can be completed byMay,2016
Vendor (Oracle) will likely agree to continued KC use of free POC loaner hardware/software and free consulting resources through July 2016
Delivery of initial  BI solution business value and operational efficiencies can start to be realized within 6 months by Jan, 2017 Eliminates the risk  of  Discover obsolescence impacting  mission critical financial reports being available 
Eliminates the risk of having to “freeze” all EBS and Java applications release upgrades because not compatible with Discoverer	     
	
	Estimated Cost:
	     	· 
	· 

	
	Description: See section 2.8 ‘Project Description’, Supplemental / Biennium Request – Software Acquisition and Implementation above.
	· 
	· 

	
	Describe why Alternative A is your preferred solution: Optimizes cost, delivery of BI Solution benefits to KC business community and eliminates risk associated with Discoverer obsolescence.

	
	What is the expected useful life, in years, of the proposed technology associated with Alternative A?  Effort will identify BI Product solution that contain current technology and will have at least 5 year life before a major upgrade

	
	Alternative B
	Pros
	Cons

	
	Name: 
	

Not Approved -Standalone Supplemental / Biennium Request – Wait until Biennium Budget Process	· Defers investment in full project.


	Procurement and installation of production hardware and software  could be delayed until Jan,2017 thru March, 2017 time frame and  implementation  project start date would be delayed until April, 2017 
Up to six to nine  month delay in providing initial BI solution business value and operational efficiencies extending project completion until Oct, 2018
Increases the risk that Discoverer will be non-functional and mission critical financial reports no longer available – alternatives will need to be developed to provide information while waiting for BI Solution to be completed.
Delays implementation of any Java or EBS application release upgrades until Discover reports and information can be replaced with BI solution (March 2018)
Vendor (Oracle) will likely not provide such  favorable procurement and future maintenance  discounts and terms
Vendor (Oracle) will likely withdraw free POC loaner hardware and consulting resources.  KC will incur $100K of replacing free loaner hardware for the post-POC period April, 2016 thru April, 2017 when production equipment and software procurement and installation would be completed
KC will incur cost of additional 6 to 9 months implementation project consultant costs per month of $218,973 to maintain continuity of  BI team
	
	Estimated Cost:
	     	
	

	
	Description:  See section 2.8 ‘Project Description’, Supplemental / Biennium Request – Software Acquisition and Implementation above.
	
	

	
	Alternative C
	Pros
	Cons

	
	Name: 
	 
Do Nothing & Maintain Where Possible	Defers investment in full project	
Additional funds and resources needed in order to meet basic reporting needs.
Emergency funds and additional resources may be needed to build new BI Publisher reports, EBS Reports, and/or interfaces to retrieve data out of EBS.
Agencies will continue to spend thousands of hours of manual effort in data gathering.
Agencies who can afford to will likely develop their own responses and invest in alternative solutions.
Loss of project momentum and BI project Team knowledge and expertise.
The County will be at risk of not meeting financial reporting requirements and at greater risk of audit findings.
	
	Estimated Cost:
	$ Unknown at this time depending on severity of issue and/or audit finding/penalty. 	
	

	
	Description:                                                                                                            There is a high risk for the County of standard EBS operational reports ceasing to work from 2017 onwards since Discoverer will cease to remain current with EBS application updates and system security provisions. The same applies to the Discoverer reports provided to Special Districts.  
	
	

	
	Alternative D
	Pros
	Cons

	
	Name: 
	     	
	     
	
	Estimated Cost:
	     	
	

	
	Description:  
	
	

	Section 8:  Required Attachments in Innotas

	24
	Cost-Benefit Analysis (CBA) Workbook
Check the box below to confirm that you have uploaded a completed CBA in Innotas. 

	
	☒  A completed cost-benefit analysis workbook is included with this business case document

	25
	Benefits Achievement Plan (BAP)
Check the box below to confirm that your agency has uploaded a completed BAP in Innotas. The project sponsor will be responsible for updating this plan. 

	
	☒  A benefits achievement plan is included with this business case document

	Section 9: Additional Technology Considerations
	Drop-down Values

	26.2
	Will the solution introduce a new technology(s) to the County? 
	Yes
	
	New Software Technology.  There is a possibility that the new hardware that we choose will be unfamiliar to the county. 
	26.3
	Can the project result in an enterprise solution for multiple groups in the County? In other words, does it have functionality that might be re-used by others? 
	Yes
	
	Enterprise Wide ERP Reporting Analytics Solution – All Agencies
	26.4
	Will the solution replace existing system(s)? If yes, list the system(s) being replaced. 
	Yes
	
	Oracle Discoverer
	26.5
	Have you considered requirements beyond immediate needs? For example, have you factored in the likely growth in the number of users and amount of data over the estimated life of the solution? Have you taken into account any known or predicted future requirements of other County departments that may leverage the solution? 
	Yes
	
	Some analysis has been gathered via RFI efforts to date.  The BI Product Request for Proposal (RFP) and Data Audit & Fit/Gap Project is intended to finalize requirements
	26.6
	Have you discussed your project and requirements with the appropriate group(s) (e.g. security, KC Information Assurance staff, records management, server team) that will support the technology?
	Yes
	
	Have had detailed discussions with FBOD, KCIT, HRD, PSB and Key Agency Finance Managers.
	26.7
	Will the solution use or leverage technologies or applications from vendors in which the County has a significant investment? 
	Yes
	
	Oracle Technology – EBS, PeopleSoft, Hyperion
	26.8
	Will the solution allow the County to get a more holistic view of County processes and data? 
	Yes
	
	Holistic Analytics is the primary driver for project effort
	26.9
	Have you reviewed KCIT’s IT policies that may be applicable to your project? 
Refer to the following link for more information regarding King County’s IT policies. http://kcweb.metrokc.gov/oirm/policies.aspx
	Yes
	
	Click here to enter text.
	26.10
	If you answered “yes” to question 24.2, use the space below to describe the proposed method(s) to interface/integrate with other systems.

	
	Answering “Yes” to 26.9: New BI Product will integrate with Oracle EBS, PeopleSoft & Hyperion likely via an ETL process.
	26.11
	Will the solution require a client installation on a computing device? 
	Unknown
	
	Requirements will be solidified at implementation.
	26.12
	Will the solution be available in a format optimized for mobile devices to enhance the customer experience?
	Unknown
	
	Requirements will be solidified in at implementation.
	26.13
	Will the solution require the movement of additional large amounts of data across the network? If yes, use the space below to describe the # of records, type of processing, or type of files (e.g. voice, video) being transmitted.
	Yes
	
	EBS, PeopleSoft and Hyperion data 
	26.14
	Will this project introduce any new type of information asset risk for which the County must develop a plan to manage? If yes, describe the approach to accessing, storing, managing or using data that the County has not managed before and identify potential mitigation strategies.
	Yes
	
	Requirements will be solidified at implementation.
	26.15
	Will the solution create another version of existing data? If a replica of an existing database must be made, use the space below to describe why it is necessary.
	Unknown
	
	Requirements will be solidified at implementation.
	26.16
	Does the solution follow any applicable industry standards or Community of Interest (COI) standards (e.g. HL7 standards for health records) that apply to the data in your project?
	NA
	
	Click here to enter text.
	26.17
	Will the solution use protected information such as Personally Identifiable Information (PII), credit card information, Protected Health Information (PHI), or Criminal Justice Information? 
	Yes
	
	
Requirements will be solidified at implementation.
	<END OF BUSINESS CASE QUESTIONS>
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