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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.

The Budget and Fiscal Management Committee discussed these documents at its May 4, 2005 meeting.   These documents were transmitted in April, 2005 by the Executive in response to two Council requests.  

· In September, 2004, Council adopted Motion 12024, requesting that a revised executive recommendation and governance program charter be transmitted for its approval by motion (items # 1 and 4 above); and

· The  adopted 2005 budget (Ordinance 15083) included an appropriation of $3.9 million for ABT, but through a proviso, Council restricted expenditure of $2.36 million, until Council approves a business case, roadblock document and human resources implementation plan (items # 1, 2 and 3 above).  

Upon Council approval of these four documents, up to $2.36 million in ABT program funds would be released.  

ABT is a multi-year program to standardize and modernize the county’s financial, payroll, human resource and budget business practices so that:

· The same financial software (Oracle) and human resource/payroll software (PeopleSoft) can be used by all county agencies(currently, only the former Metro agencies use this software); and

· A new operating and capital budget software system can be implemented for all county agencies.

The rationale for this program is that the county does not use standard and modern business practices.  Also, the county operates two financial systems, two human resource/payroll systems and several side systems; and the county has no countywide budget system.  Once implemented, the program will enable the county to manage its financial, budget and human resource operations as one government using standard business practices and an integrated computer system.

This staff report includes the following sections:

· Council Program Direction for ABT;

· ABT Program Status

· ABT-Related Work

· Program Budget

· Summary of Proposed Motion 2005-0171;

· Issues; and

· Next Steps.

COUNCIL PROGRAM DIRECTION:

Council has provided direction to move forward with the ABT program, and has also established specific direction for the ABT program.

First, in 2000, the Council directed the executive to hire a consultant to develop a plan to “restart” the county’s efforts to implement finance, human resource, payroll and budget systems (Ordinance 13905)
.  

Second, in March, 2003, the Council adopted the 2003-2005 Strategic Technology Plan (2003-2005) that included the implementation of the ABT program as a county priority.  

Third, in June 2003, Council approved a 10-page vision and goals statement and guiding principles for the ABT program (Motion 11729).  This vision has wide support from all separately elected county officials, who signed their support to this statement.  
The vision statement is as follows:

“King County’s finance, human resource and budget management functions are fully integrated, efficient and effective and enhance the county’s ability to provide essential services to its customers.”

Finally, in September 2004, the Council approved guiding policies for the ABT program in (Motion 12024).  These guiding policies state that the county will align finance, human resource, payroll and budget practices and implement Oracle Financials and PeopleSoft software.  These policies have support from all separately elected county agencies who endorsed these policies at the Strategic Advisory Council prior to Council approval.  

Taken together, the two motions (with the vision and goals statement, guiding principles and guiding policies) constitute the Council-adopted direction for the ABT program.

ABT PROGRAM STATUS:

Dye Management Group and IBM Global Services, the consultants hired in 2000 in accordance with Ordinance 13905 to develop a plan to restart FSRP, (Dye Management Group and IBM Global Services) recommended that the county follow seven steps to implement ABT.  In 2005, Dye Management Group added an eighth step to develop and implement a budget system in its business case.  Since ABT is a large, multi-year capital program, it is useful to group these steps into the three phases that most capital programs follow – pre-design design, and implementation:

Pre-Design Phase

Step One:   Establish Program Direction.  Hire an external consulting firm to lead the establishment and validation of the program direction.

Step Two:   Establish Program Management. 

a) Develop a strong information technology (IT) governance process;

b) Develop a program governance process, including independent program oversight;

c) Develop a risk management plan;

d) Hire a program director; and

e) Hire a consultant to staff the program manager position and program management office.

Step Three:   Develop Business Case:  Develop a business case to justify additional budget requests.

Design Phase

Step Four:   Develop an Implementation Plan.  Hire an external consulting firm to develop a detailed implementation plan (which would include a proposed scope, schedule, budget and financing plan).  The executive’s approach has also added a step to develop a high-level business design which will be completed before the detailed implementation plan.
Implementation Phase

Step Five:   Begin Implementation.  Hire a consulting firm to lead the implementation effort.

Step Six:  Develop Human Resource Plan: Implement PeopleSoft software for Payroll and Human Resource operations in phases; 
Step Seven:   Develop Finance Plan: Re-evaluate the software selection for core financials and implement it in phases; and
Step Eight:   Develop Budget Plan: Evaluate and implement an operating and capital budgeting system. 

The County is currently in the pre-design phase.  The county has completed the first step, and is in the process of completing the second and third steps.  Table One below shows the phases and steps, and the status of each.

Table One

Status of ABT Work

	Phase and Steps
	Status 

	Pre-Design Phase:
	

	1. Establish Program Direction.
	Completed with the adoption of Motions 11729 and 12024 in 2003 and 2004, respectively.

	2.  Establish Program Management
	In progress.  IT governance process has been established (Ordinance 14155); Executive has transmitted program governance process (program charter), risk management plan (Roadblock document) and business case (Proposed Motion 2005-0171).  Interviews for program manager are being conducted.

	3.  Develop Business Case
	Completed by Dye Management.  Includes a recommended business model.  

	Design Phase:
	

	4.  Develop High-Level Business

  Design and Implementation Plan 
	To be developed in 2006

	Implementation Phase:
	

	5.  Begin Implementation
	Scheduled for 2007-2009

	6.  Human Resource Plan
	In progress.  Executive has transmitted the HR Implementation Plan that describes the general approach for aligning human resource practices countywide and the work program for 2005 (Proposed Motion 2005-0171).  A more detailed plan will be part of Implementation Plan developed in 2006.

	7.  Develop Finance Plan
	Will be part of Implementation Plan developed in 2006. 

	8.  Develop Budget Plan
	Budget needs requirements will be determined in 2005; system implementation will be part of Implementation Plan developed in 2006. 


To date the ABT program planning has moved at a methodical pace.  Remaining ABT program work for 2005 is to staff the program office, develop a scope, schedule and budget for the program, plan for upgrades to the current PeopleSoft and Oracle software, define needs for a budget system, and complete migration of three DES divisions to PeopleSoft and Oracle software.  In 2006, the executive expects to develop a detailed implementation plan for the program and complete upgrades to the current PeopleSoft and Oracle software.

ABT-RELATED WORK:

As Table Two illustrates, significant work related to the ABT program has been conducted, although this work is managed and funded separately from the ABT program.  This work is primarily to conduct regular maintenance and upgrades on the four separate finance and human resource systems which would need to be conducted regardless if ABT is to be implemented.
Table Two

ABT Related Work Completed

	Year
	Work Completed

	2003
	Completed Upgrade to the MSA Payroll Software Completed Upgrade to the PeopleSoft Software

Completed Upgrade to the Oracle Software

	2004
	Completed Implementation of PeopleSoft Modules

	2005
	Completed Payroll Improvement Projects 

Began Implementation of PeopleSoft Modules (Benefit Health Information Project)

Began Implementation of Changes to Retirement System using Oracle/PeopleSoft

Began Implementation of Oracle i-procurement Pilot Project

Began Implementation of Improvements to Sheriff’s Payroll Practices

Began Implementation of Review of Sheriff’s Payroll Business Practices


ABT PROGRAM BUDGET:

As Table Three illustrates, the Council has appropriated a total of $4.4 million for the ABT program for the past four budget years.  In the 2002 budget, Council appropriated $450,000 for a business case.   In the 2003 and 2004 budgets, no program funds were appropriated.

In the 2005 budget, the Council appropriated an additional $3.97 million for pre-design work and some implementation work to help prepare for an eventual ABT program implementation.  The primary pre-design work was to hire program staff and work on developing a scope, schedule and budget.  The primary implementation work was to upgrade the PeopleSoft software to the current release and migrate three divisions within the Department of Executive Services (DES) (i.e., ITS, Finance, HR) to the PeopleSoft and Oracle software.  These three divisions use all four finance and HR systems and are known as “straddle” agencies.

Council placed a proviso in the adopted 2005 budget allowing the executive to spend $1.6 million.  The proviso also did not allow the executive to spend the remaining appropriation ($2.4 million) until the Council approved a business case and some other planning documents for the program.  

Table Three

ABT Program Budget

	Year
	Purpose
	Appropriation Amount

	2002
	Pre-Design:  Business Case 
	$450,000

	2003
	None
	$0

	2004
	None
	$0

	2005
	Pre-Design:  Determine Scope, Schedule, Budget; Hire Staff

Pre-Implementation: Upgrade PeopleSoft; Migrate DES Straddle Agencies to PeopleSoft and Oracle
	$3,973,663

	Total
	
	$4,423,663


Table Four displays the proposed 2005 program budget, what has been spent, and what is available.  The total 2005 program budget is $3.974 million, of which $2.93 million is for pre-design work and $1 million is for implementation work to prepare for an implementation of the larger ABT program.  The program has spent or encumbered $336,455 as of the end of June 2005.  Therefore, the program budget has about $3.6 million available as of the end of June 2005. 

Table Four

ABT Program Budget, Expenditures and Available Funds

	Purpose
	Revised 2005

Budget 
	Total Spent/Encumbered Through June 2005
	Total Available As of June 2005

	Pre-Design
	
	
	

	     Program Staff
	$225,000
	$49,000
	$176,000

	     Determine Scope, Schedule, Budget
	$1,583,615
	$0
	$1,583,615

	     Change Management Plan
	$100,000
	$0
	$100,000

	     Standardize HR Business Practices  

     to align with PeopleSoft
	$376,955
	$155,770
	$221,185

	     Align HR 
	$153,600
	$0
	$153,600

	     Standardize Finance Business 

     Practices to Align with Oracle
	
	
	

	     Budget System Requirements
	$343,643
	$0
	$343,643

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

	     Subtotal
	$2,947,813 
	$209,150 
	$2,738,663 

	Implementation
	
	
	

	     Plan for PeopleSoft Upgrade
	$598,000
	$0
	$598,000

	     Plan for Oracle Upgrade

     (funded by ITS operating budget)
	$0
	$0
	$0

	     Migrate DES to PeopleSoft 

     and Oracle
	$427,848
	$127,305
	$300,543

	     Subtotal
	$1,025,848
	$127,305
	$898,543

	Total
	$3,973,661
	$336,455
	$3,637,206


As shown in the table above, the executive has spent or encumbered only $336,455 in 2005.  However, not included yet is an anticipated encumbrance for the PeopleSoft upgrade.  In October the executive plans to sign a contract with a consultant for this upgrade, and this will require substantial resources.   Although it is not clear at this time how much money is needed for the remainder of the year, and for what purposes, executive staff are working on this information and it should be available soon.  
Although Council Council appropriated nearly $4 million for the ABT program in 2005, per proviso, allowed the executive to spend $1.6 million for the program until Council released the remaining appropriation.  
As shown in Table Five, the executive has spent or encumbered $336,455 as of the end of June 2005.  Therefore, the program has an additional $1.3 million available to spend before Council approval is needed to release the remaining program budget. 

Table Five

Available ABT Program Funds

	
	

	Amount Released by Council 
	$1,617,648

	Less Amount Spent/Encumbered as of June 2005
	($336,455)

	Funds Still Available 
	$1,281,193


The executive has stated that the program has spent an additional $24,053 through August 11, 2005.  In addition, the executive plans to sign a contract with a consultant to upgrade PeopleSoft in October 2005; a firm estimate of resources needed for the upgrade will be available in early September.

SUMMARY OF PROPOSED MOTION 2005-0171:

Per Council request, the executive has transmitted four program planning documents for Council approval.  Upon Council approval, up to $2.36 million of the $3.97 million appropriation in program funds would be released.  

1. Executive Recommendation and Business Case.  This document describes the executive recommendation on which approach to plan for program implementation and includes a cost-benefit analysis for the recommendation and scope, schedule and budget for 2005 program work.  

The executive recommendation is not a stand alone business case because it does not provide fully analyzed alternatives to the executive recommendation (e.g., cost-benefit analyses for each alternative).  However, the executive recommendation is based on the Quantifiable Business Case Report prepared by Dye Management Group in July 2004.  

In this consultant report, three alternatives were evaluated and a recommendation was made.   The three options presented in the consultant’s business case are:

1. Maintain status quo: this alternative keeps the current processes and systems and no further investments would be made.  There would be no cost and no benefit under this alternative and it is not aligned with the ABT program direction;

2. Enhance current processes: this alternative would maintain the two finance and two human resource systems and would improve business process.  The consultant estimated that there would be $6 million in implementation costs and $31 million in additional 10-year operating costs; ten-year benefits less these costs would be $153 million under this option.  These costs and benefits have not been validated.  This alternative is not aligned with the ABT program direction; 

3. Transform county processes: this alternative would implement Oracle and PeopleSoft countywide, implement a budget system and improve business processes.  The consultant recommends this alternative assuming the county addresses high-risk factors related to leadership, program governance, program management and change management.  

Under this alternative the program would be implemented in four years.  The program would significantly change the way the county performs its finance, budget, human resource and payroll business.  This means changing both the way county employees conduct their work every day and the computer systems that enable this work to be completed. 

Proposed changes to Finance would be to standardize and automate:

· Financial reporting and accounting;

· Document management system;

· Procurement; and

· Capital asset accounting.

Proposed changes to Human Resources (HR) would be to:

· Align HR practices countywide;

· Refine and standardize collective bargaining process and align union contract provisions;

· Improve recruitment, retention and promotion of employees based on performance (performance management);

· Develop and implement succession planning policies; 

· Automate, integrate, standardize and consolidate HR business processes and systems; and

· Implement a quality assurance oversight program for HR.

Proposed changes to Payroll would be to:

· Automate, standardize and consolidate payroll practices and systems.

Proposed changes to Budget would be to:

· Automate, standardize and consolidate budget practices;

· Implement a budget system;

· Implement activity-based costing and performance measures;

· Improve capital planning and monitoring.

The consultant estimated that the program would cost $115.5 million over ten years: this includes $47.5 million for implementation costs, $24 million for interest costs and $34 million for increased operating costs.  The consultant estimated the net benefit to be $237 million over ten years (these are the benefits after the costs are subtracted).   

At Council request, the County Auditor’s Office reviewed the consultant’s costs and benefits.  The review found that the costs appear to be reasonable, but are three years old and need to be updated.  Also, the review found that the net program benefits were reduced from $237 million to $17.3 million over ten years.  The review concluded that while the return on investment is significantly lower that the consultant estimated, the return on investment is positive and there are non-economic reasons for implementing the program.

The executive developed his own recommendation based on the consultant’s business case and added two tasks:

· Adds another year to include a more intensive process for ensuring consensus among elected officials for business process change; and

· Extends the executive’s HR unification principles to the elected agencies.

The executive has estimated that his approach would cost $48 million for implementation costs and $1 million for interest costs; the executive did not estimate increased operating costs.  Also, the executive did not include costs for the two additional tasks added to his recommended approach.  Implementation and interest costs are based on Dye’s cost estimates that, as the County Auditor found, are three years old.  

The executive will validate the costs and benefits in two stages.  First, costs and benefits will be validated in the high-level business design.  The executive’s recommendation states that this will be completed in 2005; however, since the ABT program has been delayed this re-evaluation of costs will likely be completed in 2006.  Second, costs and benefits will be validated when the detailed implementation plan is completed in 2006 or 2007.  

The executive did not estimate benefits for his approach.  Therefore, no return on investment for the executive’s approach is available.  The reason that the executive recommended his approach without calculating a return on investment is because the executive’s approach is based on the consultant’s business case and the executive found the consultant’s business case to be appropriate, necessary and sufficient to base his recommended alternative upon.

The County Auditor’s Office did not review the cost and benefits of the executive approach.  The executive has agreed with the County Auditor’s recommendation to update costs and calculate benefits.

2. Roadblock Identification and Action Plan.  This is a risk management plan that identifies roadblocks and describes how these roadblocks will be removed or prevented so that the program can be successful.   The executive completed a Roadblock Identification and Action Plan in 2003 that identified 45 perceived roadblocks which were collapsed into 8 roadblock classifications.  This 2003 plan also identifies at what stage of program planning each roadblock will be removed. 

The roadblock document that was transmitted to Council for approval is an update to the 2003 plan.  The 2005 plan describes how the 2003 report was reviewed to determine that no additional roadblocks were identified during preparation of the consultant’s business case.  

3. Human Resource Implementation Plan.  The ABT program includes efforts to align and improve HR practices countywide as described earlier in the staff report.  This includes a five-year project to expand the principles of the executive’s Human Resource Unification Project to elected agencies.  The goal of this program is to align human resource policies and procedures countywide.  This alignment will assist in implementing PeopleSoft software countywide.  The executive’s recommended approach is to work collaboratively with separately elected agencies to develop human resource policy and procedures.  The prototype for this collaborative model is the Human Resource Cabinet currently utilized by the executive branch.  This model used in the executive branch includes identification of lead HR professionals in each department who dually report to their department director and the HR division manager.  The HR Implementation Plan includes a similar organizational structure whereby HR professionals are located in each agency although their reporting relationship has still to be worked out.  

The proposed plan includes a work plan for 2005; work for the remaining years will be developed following completion of the ABT high-level business design in 2006.  The proposed plan is to begin with the Department of Assessments and the Sheriff’s Office in 2005.  The complete HR effort would cost $779,555 and would add ten positions in 2005.  It is planned that another four positions would be added on a half-time basis by the end of the project.  Project benefits have not been quantified.  Some of these costs are included in the executive’s recommended approach costs.

4. Program Charter.  The Program Charter establishes the governance and oversight structure for the program.  It includes identifying who is accountable for the program, the roles and responsibilities of those accountable for overseeing and managing the program, program deliverables, critical factors for program success and how success will be measured, key risk factors and program constraints.
The Program Charter vests leadership accountability for the program with the ABT Leadership Committee.  This committee is proposed to be chaired by the county executive and would consist of elected officials from all branches of county government:

· Council: two members would be members;

· Assessor;

· Prosecuting Attorney;

· King County Sheriff;

· Presiding Judge of Superior Court; and

· Presiding Judge of District Court.

The executive sponsor of the program is the county executive who is accountable for program implementation, ensuring that policy and funding support for the program is sustained, and is the advocate for the program.

The program sponsor is the county administrative officer who is accountable for managing the program with the assistance of a program manager.

Independent program oversight would provide the executive sponsor and the leadership committee with valid, unbiased program information.  The program charter states that the adequacy of program oversight would reside with the county executive in consultation with the leadership committee.

ISSUES:

External consultants and Council staff have identified the following issues.  Staff is continuing to work with Executive staff on these possible issues. 
Dye/IBM Critical Assessment Issues:
The executive’s approach is based on the Dye Management’s recommended approach.  The consultant conditioned his recommendation assuming the county addresses high-risk factors related to leadership, program governance, program management and change management.  These were the same factors that Dye/IBM found as contributing to the suspension of the Financial Systems Replacement Project.  The issue for the Council is whether these factors have been adequately addressed.
1. Leadership.  The Dye/IBM Critical Assessment found that “Lack of leadership may be the single most important factor leading to the program’s failure…”   

In 2003, the Council adopted the 2003-2005 Strategic Technology Plan (2003-2005) that included the implementation of the ABT program as a county priority.  In August 2005, the Council will be requested to adopt the 2006-2008 Strategic Technology Plan, (2006-2008) which will also include implementation of the ABT program as a county priority.  Planning has proceeded at a methodical pace.  However, nearly four years into the ABT program it is still in the pre-design phase and the program office is staffed on an interim basis.  The Executive convened the ABT Leadership Committee in July 2005, which has displayed some renewed leadership for the program.

2. Program Governance.  Program governance describes who is accountable for the program and how decisions will be made.  The Dye/IBM Critical Assessment found that “Essentially, a clear accountability structure was not functioning to support management and control of FSRP.”  Dye found program governance to be a high-risk factor for the ABT program and conditioned his recommendation on implementing ABT on the County overcoming this factor.
The executive’s proposed program charter describes a program governance structure which is fundamentally sound, however, it needs improvement to more clearly identify roles and responsibilities and the decision making process.  Also, the Council’s role is not described and independent oversight could be strengthened.   

· Council oversight.  Council may wish to have its own oversight consultant similar to Council oversight of the Financial Systems Replacement Project.  The Dye/IBM Critical Assessment found that the Council’s oversight consultant was effective, particularly because the executive’s oversight consultant did not provide adequate oversight.  The Council’s own independent oversight would be conducted by a consultant and managed by the County Auditor’s Office.  

The Council has charter-based powers to establish policy and to provide oversight of the county.  Council staff has prepared a revised program charter to reflect that the Council will exercise these charter-based powers by approving any changes to the ABT program direction or program governance and management organization; appropriating and disappropriating funds for ABT; and providing its own independent oversight over ABT planning, implementation and performance.  

· Independent quality assurance consultant reports to executive in consultation with the steering committee.  The Dye/IBM Critical Assessment recommended that a quality assurance consultant report directly to the oversight steering committee.  In the proposed program charter, the executive proposes that the quality assurance consultant report directly to the executive.  Council may wish to have the independent quality assurance consultant report directly to the ABT Leadership Committee rather than to the executive.   

· Quality assurance of projects.  The county technology governance process encourages that projects be reviewed through this oversight process and includes a quality assurance component.  This component includes having an external consultant review of the project before the project begins (i.e., independent review report) and after the project ends (i.e., independent review of results).  The Project Review Board conditioned its release of funds for the first ABT project to be implemented in 2005 (i.e., DES Straddle Migration Project) on including this quality assurance component.  The ABT program will include many separate projects and Council may want to ensure that each ABT project be reviewed through the technology governance process and include a quality assurance component.  

· Accountability or efficiency program?  The executive’s primary goal for the ABT program is one of efficiency.  This goal was based upon on the assumption that the program would save the county money.  The County Auditor found that the consultant’s program return on investment is significantly lower that the consultant estimated and that there are non-economic reasons for implementing the program.  Since this program may not save the county money and Council has expressed interest in improving the accountability of general County government programs, Council may wish to change the primary goal of the program from efficiency to accountability.  

3. Program Management.  The Dye/IBM Critical Assessment found that “…virtually no one within the County had any significant experience in implementing large, complex software applications…However, even though the County was aware of its lack of project management resources, the County decided to manage the implementation itself.”  The Dye business case found program management to be a high-risk factor for the ABT program and conditioned his recommendation on implementing ABT on the County overcoming this factor.

· Organization.  The Dye business case recommended that the county hire a program director and outsource the program manager, program management office and systems implementation.  The executive has proposed hiring a program manager position, who would assume many of the responsibilities of a program director, and staffing this person in-house.  Also, the executive has proposed hiring most of the program management office as county employees and outsourcing systems implementation.  Council staff continues to analyze the proposed organizational structure and work with executive staff to clarify Dye’s recommendations.  The County Auditor is reviewing the proposed organizational structure to evaluate the executive’s proposal and how similar local governments manage similar programs. 

· Vacancies.  The executive recently hired an interim ABT program manager with significant experience in implementing large, complex software applications and is now interviewing for a permanent replacement. 
 However, at this time the County has no permanent staff that has any significant experience in implementing large, complex software applications.   Other than the interim program manager who is with the county part-time, the program office is vacant.  Staff is currently being loaned from the agencies.  In addition, the Finance Division is managed on an interim basis (i.e., finance division manager, deputy division manager, chief accountant) and these positions will play a critical role in implementing new finance practices and finance system.  The executive is in the interview stage for the finance division manager and is expected to hire the chief accountant in the near term.
4. Change Management.  The Dye/IBM Critical Assessment and Dye business case found change management to be a high-risk factor for the ABT program.  Change management is the ability of agency and department management and staff to change the way they do their finance and human resource business to enable a software applications to be implemented with minimal customization.  The executive has addressed change management planning adequately in the executive approach document.  

Issues Related to Approval of Four Transmitted Documents:
The four documents transmitted by the executive in compliance with council direction have been very useful in understanding the executive’s approach to planning for and implementing ABT.  However, council staff is questioning whether it is necessary to adopt all four documents at this time.

1. Executive Recommendation and Business Case.  The executive transmitted an executive recommendation, based on the business case developed by Dye Management in 2002.  The county auditor found that the costs in this business case are three years old and need to be updated and that their estimate of benefits is reduced from $237 million to $17 million over ten years.  The executive has agreed that the costs and benefits for the program need to be updated and has committed to update them while preparing the high-level business design and the detailed implementation plan in 2006.   Therefore, the decision before the committee is whether it needs updated and corrected cost and benefit numbers now, or at a later date when the detailed implementation plan is completed.

2. Roadblock Document.  This document describes the status of the roadblocks.  This document does not need to be adopted, but an update should be requested along with the detailed implementation plan planned for 2006.
3. Human Resource Implementation Plan.  Based on meetings with executive staff, council staff has found that the plan is undergoing changes and is not ready to be adopted at this time.

4. Governance Program Charter.  With the changes being worked on between executive and council staff, (described above), this document is will be ready for Council adoption.

Other Issues:

1. Updated Program Direction Document.    In 2003, the Council adopted, through the vision and goals statement, clear program direction for the program that had buy-in from all county agencies.  In 2004, the Council adopted additional program direction.  The 2003 and 2004 program direction, both in the form of motions, need to be aligned and updated in one document to clarify the direction of the program.  Council staff is working on a revised program direction document that aligns and updates the program direction into one document. 

At the 2003 Strategic Advisory Council meeting the executive directed that the program direction reflect that “time is of the essence” to implement the ABT program.  The program direction does not reflect this executive direction that “time is of the essence.”  Council staff will include a new guiding principle in the revised program direction document that “time is of the essence.”  

2. How much money is needed to continue 2005 work, and for what purposes?  As mentioned above, per Council proviso, the program may spend $1.6 million of the $3.97 million 2005 appropriation. in 2005.  Since the program has spent half a million$336,445 as of the end of June 2005, the program has an additional $1.3 million available to spend before Council approval is needed to release the remaining program budget.  Does the program need more than $1.3 million for 2005 work?  Does the Council wish to continue the pre-design and pre-implementation activities for ABT?  Council staff analysis is continuing. 

3. Relationship to the Benefit Health Information Project.  The executive is currently implementing the Benefit Health Information Project that includes implementing a PeopleSoft software module.  This project is managed independent of the ABT program even though its work is directly related to the executive’s proposed ABT program.  Council made the decision in 2004 that a similar ABT related project that the executive proposed to manage independent of the ABT Program (i.e., the Payroll Improvement Project) should be overseen as part of the ABT program.  Likewise, the Committee may wish to have the Benefit Health Information Project overseen and managed as part of the ABT Program.   Council staff has prepared an amendment to the proposed program charter to reflect this change.  (The Committee of the Whole discussed this amendment when it was considering the Benefit Health Information Project several months ago.) The executive concurs with this recommendation. 

4. Relationship to the IT Organization Project.  In 2002, Council approved a strategy to reorganize how IT is managed and operated at the county which is included in the Strategic Technology Plan (2003-2005).  Council also requested, through a proviso in the 2004 adopted budget that a business case for the IT organization project be sent to Council.  Also, through the 2005 budget process the Executive committed to send the business case to Council.  This business case was completed in December 2004 and the executive is working on his recommendation.  The IT organization project may impact the ABT program governance elements. Staff is also examining the link between the IT organization project and how the county’s 19 IT units and a possible new IT unit in the elections section of the Department of Executive Services are organized.  
NEXT STEPS:
1. Prepare proposed motion to adopt updated program direction document.

2. Prepare amendments to Proposed Motion 2005-0171 to include revised program charter. 

3. Continue Council staff analysis on 2005 program costs needed and other issues raised by the committee.

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

2. Transmittal Letter, dated April 7, 2005

3. Recent Council decisions made on the Accountable Business Transformation Program

� The county was not successful in its efforts in the mid and late 1990’s to implement a similar program, the Financial Systems Replacement Project (FSRP).  Hence, “ FSRP restart” is sometimes used in conjunction with the current ABT efforts.


� The interim ABT program manager successfully implemented a similar program for the city of Seattle and has 30 years of experience planning and implementing large, complex technology projects in a local government environment.
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