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SUBJECT

A motion that would approve the biennial report on the benefits achieved from technology projects for 2017-2018.


SUMMARY

King County Code[footnoteRef:2] requires all technology projects seeking appropriation authority to complete a Benefit Achievement Plan (BAP) describing how the proposed technology project will produce an improvement in county services and/or address critical technology replacement needs. [2:  K.C.C. 4A.100.030 ] 


Proposed Motion 2019-0184 would approve the 2017-2018 Biennial Technology Projects Benefits Report, which is a compilation of BAPs for ongoing and recently completed technology projects. This staff report includes summary information in the benefits achieved from completed projects and identifies significant status changes for projects that are underway.

BACKGROUND 

Benefit Achievement Plans (BAPs)
In 2013, the Council adopted an ordinance[footnoteRef:3] requiring all technology projects seeking appropriation authority to include a Benefit Achievement Plan (BAP) describing the primary benefit the technology project is expected to bring to the County in four possible categories:  [3:  Ordinance 17654] 


(1) External service benefits: Improves the quality or quantity of services provided to the public;

(2) Internal service benefits: Improves internal operations, including the quality or quantity of internal services;

(3) Maintains service levels: Maintains service levels by replacing or upgrading older technology or reducing risk of system failure; or

(4) Reduced cost or cost avoidance: Reduces the cost to produce services (internal or external).

The intent of the BAP is to shift the focus of technology investments away from measuring whether the technology functions to measuring whether the department achieved the intended benefits of improving operations, improving services to the public, cost-savings, or maintaining service levels that would otherwise be at risk due to failing technology. 

The 2014 Budget was the first budget process in which BAPs were considered.

BAP Reporting
Current code[footnoteRef:4] requires the Executive to produce a biennial report about the benefits resulting from technology projects that includes: 1) the benefits obtained from completed projects, as compared to projections at different stages; and 2) a description of the expected benefits from those projects not yet completed. This report is to be transmitted to the Council with a motion that would approve the report by April 30th in the odd-numbered years.  [4:  K.C.C. 2.16.025] 


ANALYSIS

The Executive transmitted the 2017-2018 Biennial Technology Projects Benefits Report (Benefits Report) and a motion that would approve the report (Proposed Motion 2019-0184) on April 30, 2019. Accordingly, the information provided in this staff report was current as of transmittal.

The transmitted benefits report contains updated BAPs for 107 ongoing and completed technology projects and notes these projects have a combined total appropriation of approximately $536.9 million. Table 1 provides a breakdown of technology projects by department. The Metro Transit Department has the highest number of projects (24), followed by the King County Department of Information Technology (18), and the Department of Executive Services (16). 










Table 1. Number of Technology Projects by Department

	Department
	Project Count

	Metro Transit 
	24

	Information Technology (KCIT)
	18

	Executive Services (DES)
	16

	Natural Resources and Parks (DNRP)
	12

	Public Health
	8

	Community and Human Services (DCHS)
	6

	Sheriff's Office
	4

	Adult and Juvenile Detention (DAJD)
	3

	Executive's Office
	3

	Prosecuting Attorney's Office (PAO)
	3

	Local Services (DLS)
	2

	Superior Court
	2

	Assessor's Office
	1

	Human Resources (DHR)
	1

	District Court
	1

	Judicial Administration (DJA)
	1

	Public Defense (DPD)
	1

	Elections
	1

	TOTAL
	107



According to the transmitted report, the majority of technology projects (68) were newly approved in the 2019-2020 biennial budget or previously approved projects not yet complete and thus were not expected to report on completed benefits. Forty-three projects were completed at the time of the report and were expected to provide information on the benefits achieved. In some cases, however, a technology project may be technically complete, but choose to continue reporting in a future BAP report. A project may do this, for example, if it has a staff survey component that is anticipated to occur a certain period of time after implementation. Table 2 provides the breakdown of technology projects by project status, as compared to the figures from the previous BAP report in 2016.[footnoteRef:5] [5:  Previously, the BAP reports were required on an annual frequency, however, the Council changed this to a biennial cycle via Ordinance 18635.] 













Table 2. Number of Projects by Project Status, as Compared to 2016 Report

	
	2017-2018 Biennial Report[footnoteRef:6] [6:  Note that this figure is different than the summary table in the transmitted report. After consultation with Executive staff, some projects were determined to be more appropriately described as complete.] 

(PM 2019-0184)
	2016 Biennial Report
(Motion 15048)

	Project Status
	# of Projects
	% of Total Projects
	# of Projects
	% of Total Projects

	New Projects Approved in the 2019-2020 Biennial Budget
	20
	19%
	20
	23%

	Projects Underway 
	44
	41%
	48
	55%

	Completed Projects
	43
	40%
	20
	23%

	TOTAL
	107
	100%
	88
	100%



Types of Benefits Achieved by Technology Projects
As noted previously, the BAP asks departments to identify the primary type of benefit expected to be produced by the technology project amongst four options: 1) Direct service improvements to the public; 2) Improvements to internal operations; 3) Maintenance of service levels by replacing or upgrading older technology at risk of failure; and 4) Cost savings or cost avoidance. 

Table 3 below illustrates the number of projects for each primary benefit category in 2017-2018, as compared to the slate of projects contained in the 2016 BAP report. Projects may also identify and report upon other benefits that are expected to result from the project upon completion, however these secondary benefits are not captured in the table below. 

Table 3. Number of Projects by Benefit Category for 2017-2018, as Compared to 2016 Report

	
	2017-2018 Biennial Report
(PM 2019-0184)
	2016 Report
(Motion 15048)

	Primary Benefit Category
	# of Projects
	% of Total Projects
	# of Projects
	% of Total Projects

	External service benefits to the public
	20
	19%
	17
	19%

	Internal service benefits
	42
	39%
	31
	35%

	Maintaining Service
	43
	40%
	37
	42%

	Cost Savings
	2
	2%
	3
	3%

	TOTAL
	107
	100%
	88
	100%



Maintaining Service Levels / Upgrading Older Technology
As shown in the preceding table, the most common type of projects are those related to upgrading older technology in order to maintain various internal services and services to the public (40 percent of projects). The large number of projects related to replacing older equipment is to be expected given the age of many of the County’s technology systems and the lifecycle of technology. This general trend is consistent with the previous BAP report. Funding for these projects is often requested in order to reliably maintain service levels, reduce the risk of a system failure, or to comply with regulations. Often these projects replace technology systems that are no longer supported by vendors and/or not compatible with current technology. 

Improving Internal Operations
The second most common type of benefit identified by projects is improving internal operations (39 percent of projects). These projects typically replace paper or manual processes with electronic ones, integrate technology systems and datasets or provide mobile records access to field workers. These types of projects may reduce staff time spent on records management, data entry, and/or transport, freeing up time for other activities. They may also result in increased accuracy or allow for new data analysis capabilities.

Agency staff have indicated that measuring improvements can be a challenge for some projects that expect to allow the staff to improve the quality of their work in a specific way, such as to improve the ability to manage, make better decisions, or prioritize their work. To address this, some projects have taken a direct approach of surveying staff to discover whether the technology project achieved improved operations.

Direct Service Improvements to the Public
Of the 107 projects, 20 identified direct service improvements to the public as the primary benefit of the project. Projects identifying this primary benefit may, for example, allow self-service of information or resources (e.g., scheduling a park facility online instead of by phone or accessing records online instead of in person). Projects often seek public feedback as a way to assess whether the project is achieving its stated benefits to improve services to external customers.

Cost Savings / Cost Avoidance 
Two technology projects identified cost savings and/or cost avoidance as their primary benefit. Projects in this category expect actual cost savings resulting from the technology solution or the avoidance of costs that would have otherwise been incurred. 

Analysis of Completed Projects
Forty-three of the reporting technology projects were completed at the time the annual report was prepared.[footnoteRef:7] Of these completed projects, 32 were ready to report on the benefits achieved by the technology solution. Council staff analysis related to completed projects focused on whether the projects achieved the expected benefits described in the project BAP according to the selected metrics. Table 4 provides a brief description of each of these projects and a summary of benefits achieved as described in the final BAP. Table 5 identifies the eleven completed projects that articulated a need for more time to report on final benefit status. For these projects, the technology solution has been implemented and the project is technically complete, however more time is needed for additional outreach and/or staff training to achieve the benefits.    [7:  Note that this figure is different than the summary table in the transmitted report. After consultation with Executive staff, some projects were determined to be more appropriately described as complete.] 


The transmitted report indicates that agencies continue to experience challenges in selecting appropriate metrics by which to judge the benefits expected from technology projects, specifically stating that there is a "need for more training on how to better define benefits and identify proper metrics along with plans to measure those benefits." In the creation of the initial project BAP, project staff self-select the primary benefit category, the metrics staff will use to measure performance, and the performance targets. When a project does not achieve the expected benefits, it does not necessarily mean that a project provided no benefits to the County, but instead may only mean that the project did not reach the performance targets set at the outset of the project. Projects sometimes report having selected overly-ambitious goals that turn out not to be feasible during implementation. Conversely, a project may meet the established performance metrics, but if fewer staff use a technology tool than expected but this reduced usage is not reported, for example, the BAP does not provide for a full understanding of the actual impact of the project. 

Furthermore, there are no fields on the BAP form by which to track schedule and budget changes. Therefore, a project may achieve the expected benefits, but it is not clear from the BAP if it took considerably more time and/or resources than initially anticipated when the project was approved by the Council. Where there appeared to be language in a project BAP that potentially suggested a delay or change in scope, Council staff reached out individually to project staff to understand the project's status and any reasons for significant delay or scope change.  Council staff followed-up with 42 of the 107 projects for additional information needed to better understand the information in the project's BAP.
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Table 4. Benefits Reported from Completed Projects by Department / Division

	Department / Division
	Project and Description
	Primary Benefit Category Identified
	Outcome Reported in BAP

	Adult and Juvenile Detention
	Roster Management System Employee Interface: Project sought to add a new module to the Roster Management System so that certain leave functions could be completed by the employees themselves instead of the data entry and updates made by supervisors and payroll staff. 
	Improve Internal Operations 
	Did not achieve expected benefits. According to the BAP, project was closed in 2018 after the interface was implemented in two DAJD divisions. In those divisions, employees are able to self-manage leave requests. BAP reports that 10 percent of leave records are entered by the employee compared to the goal of 85 percent. Executive staff indicate that there wasn't sufficient funding or project management resources to expand the project Department-wide, as well as labor issues with project implementation. Executive staff further state that about half of the total budget (approximately $181,000, some of which came from grant funding) was spent. 

	Community and Human Services 
	Designated Mental Health Professionals (DMHP) & Public Safety: Project allowed for mobile access to Crisis and Commitment Services files, which prior to the project required a return trip to the Chinook Building or a phone call to staff in the office to get client information.
	Improve Internal Operations
	Achieved expected benefits. Project staff provided updated information following the BAP report transmittal and indicated that expected benefits were achieved. Staff note that 100 percent of DMHPs are reviewing case files prior to field evaluations and the project reduced the number of return trips to Chinook from the field to access client files to only once in a seven-day period. Additionally, project reduced the amount of time staff spent in the office as opposed to the field as expected.

	
	Behavior Health Integration: Project provides the infrastructure and technology for behavioral health providers to submit necessary mental health and substance abuse treatment service data for reporting, payment, and quality management in compliance with state law.
	Maintain Service Levels / Upgrade Older Technology  
	Achieved expected benefits. BAP reports that 100% of contracted outpatient behavioral health providers who submitted required data received payment within 60 days.

	Elections
	Tabulation System Replacement: Project replaced legacy ballot scanning system that was out of vendor support with a new system that allowed for increased functionality (e.g., better scanning of dirty ballots).
	Cost Savings
	Achieved expected benefits. Project reduced the number of temporary election worker hours dedicated to preparing, scanning, and reviewing ballots per 1,000 ballots processed by 64 percent (34.11 hours per 1000 ballots processed to 12.21 hours). BAP reports that cost savings were incorporated into the 2019-2020 budget. 

	Executive Office – Performance, Strategy, and Budget
	Budget System PIC 2014 Modifications: Project modified the architecture of the Project Information Center, which hosts capital project budget data, and moved system components to a platform the County can continue to support.
	Improve Internal Operations
	Partially achieved expected benefits. BAP reports that system modifications increased efficiency and freed up staff time which was directed toward additional system trainings, meeting target number. User satisfaction on the system was slightly lower than target of 90 percent of users satisfied.

	
	Green Building Reporting Module: Project was to create an electronic centralized database for green building and sustainability reporting to replace the paper-based system.
	Improve Internal Operations
	Did not achieve expected benefits. Project was cancelled in 2018 upon determining that an existing County system could be used. Executive staff indicate that approximately $58,000 of the $225,000 appropriation was spent prior to cancellation. Project staff indicate that benefits of cancelling the project include "the operational effectiveness of utilizing an existing technology base to deliver a county wide solution with execution and costing confidence with minimal risk."

	Executive Services – Business Resource Center
	Oracle EBS 12.2 Upgrade: Project upgraded EBS, the County's financial system, to a more current version in order to continue to receive premier support from the vendor.
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. The Oracle EBS reporting tools and applications were upgraded and the County is receiving premier vendor support.

	Executive Services – Records and Licensing Services
	Archive Collection Management System: Project allowed the public to search the Archives collection database, which was previously not possible, and gain direct online access to digitized records via the search.
	Improve Public Services
	Partially achieved expected benefits. Project met the targets for the number of requests for non-recorded documents and the number of patrons who initially searched the online database before contacting Archives staff. In 2018, approximately 55,000 users searched the database, which was less than the target of 84,000. The BAP notes that the target was based on traffic numbers from the City of Seattle’s archives website and was perhaps not a fair comparison, and thus, overly ambitious. 

	Executive Services – Finance and Business Operations
	Countywide ePayment Implementation Support: Project selected an enterprise electronic payment solution and provided agency support for conversion of existing payment systems.
	Improve Public Services
	Partially achieved expected benefits. Project converted the previously disparate e-payment systems to a single enterprise payment system, as well as established policies and procedures for future use of the enterprise system. The proportion of county services that accept electronic payment increased from 20 to 35 percent and the proportion of agencies that accept credit card payments increased from 25 to 50 percent. While these increases were less than the targets, the BAP notes that the early emphasis of the project was on the conversion of old systems which was complete at the end of 2018 and that the number of services accepting electronic payment is expected to increase in the coming years. 

	Executive Services – Risk Management
	Risk Master Replacement: Project replaced claims management software purchased in 1999 with more modern risk management software that also provides additional risk assessment functionality.
	Improve Internal Operations
	Achieved expected benefits. Project allowed users to access dashboards with customized information, as well as generate own reports rather than requesting KCIT to write code for each report needed. Staff hours spent on manual data formatting and manipulation without analytic value was reduced to less than five hours per month (from 35 hours), exceeding the established target. 

	Human Resources
	Applicant Tracking System Replacement: Project was to implement a more modern and user-friendly experience for job applicants and that would allow for greater analytical capabilities.
	Improve Internal Operations
	Did not achieve expected benefits. The vendor was not able to deliver on requirements in the contract and the contract was cancelled in 2018. Report notes that approximately $674,000 was spent, which was 58 percent of the project budget. BAP also notes that the current applicant system, NeoGov, has increased its functionality since the project was initiated and the system can now meet many of the County’s system requirements.

	King County Information Technology
	Text-to-911: Project allowed for emergency texting to 911 and the tracking of usage statistics.
	Improve Public Services
	Achieved expected benefits. Emergency system began accepting texts as of December 2018. Texting system has had no downtime since the launch. While the project was unable to identify a metric and target for usage, project staff are monitoring text activity. 

	
	800 MHz Trunked Radio System Sprint/Nextel Rebanding: Project reprogrammed or replaced radio units used by King County police, fire, and public works agencies in compliance with Federal Communication Commission (FCC) regulations.
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. Project reprogrammed and replaced radio units to maintain compliance with FCC regulations.

	King County Information Technology (continued)
	Systems Management: Project implemented LANDesk for help desk ticket management and other industry best practices for incident response and change management.
	Improved Internal Operations
	Partially achieved revised benefits. BAP reports that calls to the help desk during major incidents were reduced and KCIT slightly reduced the number of major incidents caused by a scheduled technology change. The number of major incidents per year increased between 2016 and 2017 when the goal had been an overall reduction. The project BAP revised the “reduce time to restore service during a major incident” metric to focus on reducing the time to communicate a major incident to IT support staff and the impacted agencies. KCIT met the revised metric 41 percent of the time. Executive staff indicate that benefits not achieved have become continuous improvement areas. KCIT has since replaced the LANDesk tool with a new technology solution for help desk ticket management.  

	
	County Telephony System Replacement Phase 3e (Unified Communications): Project replaced the County’s 20+ year old legacy phone system, which was out of vendor support, with the Unified Communications/Skype system. 
	Maintain Service Level / Upgrade Older Technology
	Achieved revised benefits. Project replaced legacy phone system and achieved a savings of $2.5 million per year relative to the costs of the legacy system. (Note that the initial savings estimate of $3.0 million was revised downward in the 2017 BAP report.) User satisfaction, on average, increased between 2014 and 2017.

	
	IP Fax Service: Project retired phone lines used for faxes that were no longer necessary and replaced with a technology solution. 
	Maintain Service Level / Upgrade Older Technology
	Partially achieved expected benefits. Project was completed in October 2017, but not all fax lines were converted to digital technology as anticipated. The BAP indicates that 97 phone lines remain as dedicated fax lines. 

	King County Information Technology (continued)
	Enhanced Wireless Connectivity, Phase I: Project deployed enhanced wireless service that more closely resembles a wired connection and increased the number of users that could connect at a given time. 
	Maintain Service Level / Upgrade Older Technology
	Achieved revised benefits. Enhanced wireless services were rolled out at the King County Courthouse and six District Court sites in 2017. Original project documentation indicated that 40 County facilities would have enhanced wireless capabilities under the project, however the project scope was reduced to seven sites (Courthouse and six District Court sites) and KCIT has opted to implement enhanced wireless at additional sites in phases. BAP indicates that the number of users supported and the ability to support video, audio, and downloads has been realized. 

	
	Exchange to Office 365 – Pilot: Project moved employee email for KCIT and Superior Court from an physical server at the data center near the end of life to a cloud service. 
	Maintain Service Level / Upgrade Older Technology
	Partially achieved expected benefits. User satisfaction of Superior Court employees on the migration process (82 percent) and the new cloud email (80 percent) did not achieve the targeted levels (95 percent). Email capacity increased with the transition to the cloud. BAP indicates that the lessons learned from this pilot have informed the second phase of the project, which is to migrate the remaining employees countywide.

	
	E-911 System Security: Project was to implement a security solution designed to protect the E-911 and public safety answering points from cyberattacks.
	Maintain Service Level / Upgrade Older Technology
	Did not achieve expected benefits. BAP reports that this project was cancelled due to the decision to address network security on an ongoing basis as opposed to the approach of this standalone project. Executive staff indicate that no funds of the $3.5 million appropriation were spent.

	Metro
	Mobile Ticketing Pilot – Cashless Fare Technologies: Project evaluated and piloted mobile ticketing transit fare payment technology. 
	Improve Public Services
	Achieved expected benefits. Monthly mobile ticket sales increased from 3,000 in the first month of the pilot to 24,000 in July 2017. Most survey respondents were satisfied with the product (77 percent). Operator satisfaction with ease of ticket usage was 57 percent. 

	Metro (continued)
	HASTUS Employee Performance Module: Project intended to add a module in the current route scheduling system that would allow tracking of operator work performance, availability, accidents, and completed trainings. 
	Improve Internal Operations
	Did not achieve expected benefits. The BAP reports that this project was cancelled due to prioritization of other HASTUS projects requiring competing resources. Executive staff indicated that the HASTUS Upgrade project took considerably more resources and time than originally budgeted and the EPM project could not begin until the Upgrade was finished. Staff further state that other than very preliminary scoping work that was funded by operations money not tied to this project, there were no resources invested in the effort before it was cancelled. 

	
	HASTUS Upgrade: Project upgraded the HASTUS program used to schedule transit routes and manage operators to version supported by vendor.
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. The project upgraded the software to a version supported by the vendor but took more than a year longer and more resources than initially anticipated according to Executive staff. Staff indicate that the software was several versions out of date and required more effort than expected.

	
	Vanpool Information System Modernization: Project updated and consolidated the suite of tools used to manage the Vanpool program (e.g., setting up and managing vanpool groups, tracking vehicle maintenance and mileage) into a single application
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. The project upgraded and consolidated the tools to a single application using a modern software platform that can be maintained with County resources.

	
	Vehicle Maintenance Dispatch Replacement: Project was to replace the aging and out of support vehicle dispatch software used to locate coaches for pull-out, maintenance, fueling and servicing.
	Maintain Service Level / Upgrade Older Technology
	Did not achieve expected benefits. Executive staff indicate that the project was cancelled in 2019 due to project inactivity, extensive vendor delays, and misalignment with the Strategic Technology Roadmap for Transit. 

	Natural Resources and Parks – Solid Waste Division
	Paradigm Upgrade: Project upgraded the hardware, server operating system, and software that supports the weigh scale and transaction system.
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. The project achieved the targets in reducing hours per week of troubleshooting technology issues and reducing the number of server failures. BAP indicates that one measure, the hours per week of overtime needed to prepare the transaction file for upload to the County’s financial system, is no longer relevant because the position performing this duty was converted from hourly to salaried but that generally the effort to prepare the files has decreased. 

	DNRP – Wastewater Treatment Division

	West Section Control System Replacement: Project is one of several projects to replace old control systems at existing treatment plants with the latest software upgrade standard system. According to Executive staff, the control system allows plant operations to monitor and control the treatment plant, as well as offsite facilities. 
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. The BAP reports that the control system was successfully replaced and there have been no software failures. Executive staff indicate that the February 2017 and July 2019 events at West Point did not result from the control system. 

	
	IBIS Phase 3 – IBIS and Business Objects Retirement: Project replaced the outdated financial software known as IBIS used by WTD, Transit, and the WLRD Lab, which went out of support in 2015, with the County's enterprise financial tool in phases 1 and 2 of the project. Phase 3 implemented a reporting solution for information that was not going to the County's enterprise tool but that must be reported to other entities. 
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. The project replaced IBIS with EBS and the BAP notes that the County is able to continue to access historical IBIS data via the reporting tool.

	Prosecuting Attorney’s Office

	Integrated Document Exchange Project (IDX): Project was to create a unified, integrated system for law enforcement agencies to submit criminal case data, documents, and digital evidence electronically into the new case management system. 
	Improve
Internal Operations
	Partially achieved expected benefits. According to project staff, the eLODI component of the project, which allows law enforcement agencies to submit data concerning identification of a suspect and a crime, including victims and witnesses, in a uniform way that can be uploaded into the case management system, is operational. 63 percent of surveyed users are satisfied or very satisfied with eLODI. The eEvidence component of the project which would have allowed law enforcement and the PAO to upload and store large files (e.g., audio and video), which can be made available as electronic discovery was cancelled and no benefits were achieved related to this portion. 

	
	Case Management Implementation (PROMIS Replacement): Project replaced the 35-year-old legacy case management system and the associated multiple side systems with an integrated case management system with increased functionality.
	Maintain Service Level / Upgrade Older Technology
	Achieved expected benefits. Surveyed users met the target satisfaction levels and agreed that the new system provides: more information to perform duties; more information about criminal cases, defendants, and witnesses; a greater ability to organize information; 
and provides access to information more quickly. 

	Public Health
	EMD-CPR Quality Improvement Application Replacement: Project sought to streamline the data collection aspect of performing quality improvement on EMS calls, as it is a mostly manual process for quality improvement staff to review the emergency calls and provide feedback to the dispatchers on appropriateness of medical resources dispatched and correctness of instructions provided to emergency responders. 
	Improve Internal Operations
	Did not achieve expected benefits. Project was cancelled after only one vendor responded to the RFP and which did not meet the business requirements or budget. Individual dispatch centers decided to perform quality improvement internally and the project was cancelled.

	Sheriff
	ATLAS Electronic Scheduling System: Project automated the manual scheduling and associated reporting tasks to allow supervisors to devote time to higher priority tasks. 
	Improve Internal Operations
	Partially achieved expected benefits. Project eliminated paper absence slips, summary attendance spreadsheets by unit/shifts, printed version of overtime submissions, and the various side systems for scheduling used in different units. New scheduling system allows for reports to be generated that previously had to be created manually. Project reduced the number of hours per pay period spent manually entering data from ATLAS to PeopleSoft from 84 to 45-55 hours per pay period, but not to the expected level of 10 hours per pay period.   

	
	Wireless CAD Upgrade: The BAP indicates that this project was to add the capability to GPS locate deputies and allow a dispatcher to know what unit is closest to a request for service. 
	Improve Internal Operations
	Did not achieve expected benefits. Project was cancelled and no further benefits are expected. Project was cancelled because another project, the Countywide AVL Project, is expected to accomplish some of the same things as Wireless CAD. Executive staff indicate that $245k was spent of the $507k appropriation.















Table 5. Completed Projects Needing Additional Time to Achieve Benefits

	Department / Division
	Project and Description
	Primary Benefit Category Identified
	Status

	Community and Human Services
	Integrated Managed Care Phase 1: Project stood up the functionality needed to transmit behavioral health and billing data to the Managed Care Organizations. 
	Improve Public Services
	Project was completed at the end of 2018 and anticipates providing benefit data in the next report.

	Executive Services – Airport
	Maximo Upgrade: Project integrated disparate datasets (e.g., financial, inventory) into one software tool, replacing a more manual process and allowing for more streamlined process for reporting and analytics. 
	Improve Internal Operations
	System went live in Q2 2018 and anticipates providing benefit data in the next report.

	Executive Services – Business Resource Center
	Business Intelligence Reporting:  Project implemented a business intelligence tool that can be used by agencies to allow for greater data manipulation and reporting.
	Improve Internal Operations
	Project completed in Q4 2018 and anticipates providing benefit data in the next report. 

	Executive Services – Fleet
	Automatic Vehicle Location for Non-Revenue Vehicles: Project implemented tool to provide automated data about non-revenue vehicles related to location and operation (e.g., odometer readings, time idling). 
	Improve Internal Operations
	BAP indicates project is complete and that benefits related to reduced idling, vehicle utilization, and decreased fuel consumption will vary by agency, but that a more complete picture of benefits is expected in 2020.

	Executive Services – Records and Licensing Services
	Software Application (Anthem) Replacement: Project replaced software in the Recorder's Office that was outdated and only minimally supported by the vendor with a new program with increased functionality (e.g., customers can request certified copies of documents electronically).
	Improve Public Services
	Project was completed in October 2017, but plans to report again. BAP indicates that online customers have grown more confident in searching for documents and ordering copies from the website, but more time is needed for customers to familiarize with the system in order to meet usage goals. Additionally, new staff were hired to improve productivity in document indexing and the project staff will continue to track progress in this effort. 

	Executive Office – Performance, Strategy and Budget
	Hyperion Upgrade: Project upgraded Hyperion, the County's budgeting software, to a more current version with increased functionality.
	Maintain Service Level / Upgrade Older Technology
	Project is largely complete; however, some additional financial monitoring tools were expected to be rolled out following the transmittal of the BAP report and so project anticipates providing benefit data in the next report.

	King County Information Technology
	Cybersecurity Enhancement: Project implemented a system to monitor traffic traversing the internal King County network in order to more rapidly identify, contain, and remediate compromised systems.
	Improve Internal Operations
	System has been implemented and it is now possible to identify compromises in real-time. KCIT is still working through the logistics of the response teams that respond to any compromises and needs additional time to measure the responsiveness metric.

	
	Exchange to Office 365 – Phase II: Project moved employee email from an on-premise server near the end of life to a cloud service for the remaining employees countywide. Phase I of the project migrated KCIT and Superior Court employee email. 
	Maintain Service Level / Upgrade Older Technology
	Project was complete in October 2018, however plans to measure the benefits after the cloud service has been in effect for one year. 

	Local Services
	DPER Permit Integration: Project replaced several legacy permitting systems that had reached end of life with vendor-hosted, web-enabled system. 
	Improve Public Services
	The back-office work for this project is technically complete, however, the remaining permit types will be made available online by 2020.

	Natural Resources and Parks – Parks & Recreation
	Parks Facilities Scheduling System Replacement: Project created a web portal for customers to reserve facilities, register for classes, and pay online for park services.
	Maintain Service Level / Upgrade Older Technology 
	The software was rolled out incrementally in 2017. Project staff are working with the vendor to resolve accounting bugs and anticipate continuing to report on progress in the next BAP report.

	Public Health
	Health Information Technology Improvement 974: Project implemented a federally qualified electronic health record system for the Public Health Clinics.
	Improve Public Services
	According to project staff, all phases of the project are complete and all Public Health Clinics have implemented Epic as the electronic health record. A final BAP will be completed Q1 2020.



Analysis of Projects Not Yet Completed

For projects underway and not yet complete, Council staff analysis focused on identifying projects with significant scope changes or delay of greater than six months as reported in the BAP report. Table 6 on the following page provides a list of projects identified. Note that most of this information was current at the time of the report transmittal in April 2019. In some cases, the information provided is slightly more current where staff requested additional information following transmittal. 

As noted elsewhere in this staff report, there is not an explicit field on the BAP form requesting agencies to provide information regarding schedule and budget changes and Council identification of projects with status changes was therefore contingent upon that information being voluntarily included in the BAP report by agency staff. Therefore, the projects in Table 6 may not be inclusive of all County projects experiencing a scope change or delay. Similar to the process for Council staff analysis with completed projects, where there appeared to be language that potentially suggested a delay or change in scope, Council staff reached out to project staff for more information. 





















Table 6. Ongoing Projects with Significant Status Changes

	Department / Division
	Project and Description
	Primary Benefit Category Identified
	Reported Status

	Community and Human Services
	DCHS-CPH Data Integration: Project is to integrate client-level data stored within DCHS, PHSKC, and DAJD to enable individual client "lookup" for direct care coordination.
	Improve Public Services
	Project has been delayed by about a year. Executive staff indicate that several factors have led to the delay: project is highly complex and has required revisions to data processing code and an iterative approach to refining business requirements, staff transitions, and because the project is piloting technical and cloud solutions new to KCIT. Additionally, Executive staff indicate that while Jail Health data was originally identified as a potential target for integration, at the time it is not currently planned as an intermediate next step.

	Executive Services - Airport
	Perimeter Intrusion Detection System (PIDS): Project is to implement an access control system for the King County Airport to identify vehicles and personnel accessing or leaving the secured airfield.
	Maintain Service Levels / Upgrade Older Technology 
	Project has been delayed by one year. Executive staff indicate that the project had hoped to use an existing FMD work order contract, but this was unsuccessful and so project advertised an Invitation to Bid in February. Vendor work is now underway.

	Executive Services - Business Resource Center
	PERS Retirement Bolt-On Rewrite: Project is to implement a technology solution to address existing issues in reporting compensation, hours, and retirement contributions to the state.
	Improve Internal Operations
	Project had intended to begin at the end of Q1 2018 but is on hold due to changes in the schedule for a related state Department of Retirement Services technology project.

	Executive Services – Facilities Management Division
	Comprehensive Facilities Asset Management: Project is to modernize the system for managing real estate transactions and property management responsibilities, replacing a series of paper-based and other side systems. 
	Improve Internal Operations
	Project go-live date has been delayed from Q1 2020 to Q4 2020. Executive staff indicate that delay can be attributed to several reasons: RFP process started later and took longer than initially estimated, staffing changes, the selected vendor was acquired by a new parent company during the contract negotiations.

	Executive Services – Records and Licensing Services
	Records Management System Upgrade: Project is to replace the County’s aging Electronic Records Management System and provide greater integration with the County’s IT environment. 
	Improve Internal Operations
	Project go-live date has been delayed from Q4 2018 to Q3 2019 due to challenges with data migration from the old system to the new.

	
	For Hire Licensing Collaboration Project: Project is to develop a shared system between the City of Seattle and King County to support the regulatory functions around for-hire transportation licensing (e.g., licensing taxi and for-hire vehicles and drivers).
	Improve Public Services
	Project go-live, initially planned for June 2018, is now expected in two releases: one focused on functionality the City of Seattle needs in 2019 and a second on functionality RALS needs for licensing drivers and regulatory enforcement in 2020. Executive staff indicate that two key issues resulted in delay: 1) privacy considerations and controls for the public portal; and 2) an unplanned software upgrade necessary for Payment Card Industry compliance. 

	Metro
	Transit Signal Priority: Project is to replace current equipment that aids with requesting signal changes for buses with a software-based system to improve performance and reliability.
	Improve Internal Operations 
	BAP notes that the project was reset in May 2018. Executive staff explain that the project was reset because the software solution proposed by the consultants was not viable, noting that the solution required did not exist within the industry and would have required significant development exceeding the project budget. Staff indicate that instead, the project is finding alternative ways to collaborate with jurisdictions to achieve a similar outcome. 

	
	Capital Management and Reporting System: Project is to implement a capital project management and reporting system to integrate disparate data sets and allow for more automated reporting. 
	Improve Internal Operations
	Project is delayed by a year due to lack of staff resources, but BAP indicates it is now a priority of the Capital Division.

	Metro (continued)
	Vehicle Maintenance Dispatch Replacement: Project is to replace existing software to locate coaches for pull-out, maintenance, fueling, and servicing, and which is currently outdated and no longer supported by the vendor. 
	Improve Internal Operations
	Project is on hold as the project undergoes further analysis. 

	
	Transit Business Intelligence Resource Data (TBIRD): Project intends to integrate disparate transit datasets into the cloud to allow for greater analytical capabilities and business intelligence tools, as well as incorporate ridership and performance data in order to comply more fully with the 2009 Transit Performance Audit.
	Improve Internal Operations
	BAP indicates that the data integration is taking longer than expected and may not be complete in December 2020 as initially thought. 

	King County Information Technology
	Enhanced Wireless Connectivity – Phase II: Project deployed enhanced wireless service that more closely resembles a wired connection and increased the number of users that could connect at a given time. 
	Improve Operational Efficiencies
	Project initially intended to deploy enhanced wireless at the Chinook, King Street Center, and Administration Buildings. Scope was expanded in 2018 to also include four DAJD sites in order to meet the needs of the Jail Management System.

	
	Puget Sound Emergency Radio Network (PSERN): Project is to replace and upgrade the aging King County Emergency Radio Communications System used to dispatch responders to incidents and allow responders to communicate with each other at those incidents. 
	Maintain Service Levels / Upgrade Older Technology
	Project has experienced delays in getting the site leases executed and also is behind schedule getting sites ready for system deployment. The estimated project completion date has been changed from March 2019 to May 2023. Project has added in-building coverage to the project scope for Downtown Seattle, Downtown Bellevue, and South Lake Washington (Renton) areas, but this is not expected to impact the project completion date.

	Natural Resources and Parks – Wastewater Treatment Division
	Capacity Charge Escrow and Customer Add Automation: Project is to allow escrow agents access to the most current information on capacity charge accounts through an automated system. 
	Improve Public Services
	BAP reports that the project was put on hold in August 2017 and is experiencing delays due to concerns with cost estimates from KCIT and the Business Resource Center. 

	Public Health
	Environmental Health Food Safety Rating System Enhancement: Project is to make enhancements to the online database containing the health inspection ratings for food businesses such as adding a mapping function and allowing users to filter by rating.
	Improve Public Services
	The web-based search tool went live in 2017, but the integration of food safety ratings with Yelp has taken longer than initially expected. Executive staff indicate that the process has taken longer to ensure that the food safety rating will be displayed on Yelp consistent with how it is displayed on the search tool. 

	
	eCBD/CAD Interface at Valley Communications: Project is to install a Criteria Based Dispatch software that interfaces with the emergency communication center in order to enable data collection on emergency medical dispatch call processing and greater ability for quality improvement review.
	Improve Public Services
	Project has experienced delays resulting from monitor upgrades at Valley Communications that were incompatible with the Criteria Based Dispatch software. Work is expected to be complete in 2020.

	[bookmark: _GoBack]Public Health (continued)
	Electronic Medication Administration Records (eMAR): Project is to implement a medication administration records technology tool to streamline the preparation, administration, and documentation of medications.
	Improve Operational Efficiencies
	Project is delayed. Executive staff indicate that the contract with the vendor was cancelled due to the solution not being able to satisfy Jail Health Services (JHS) business needs. The project was put on hold while Public Health and JHS implemented a new electronic health record system in 2016, with the intent to partner with the electronic health records vendor to develop an electronic medication administration records system as part of the overarching system. However, Executive staff note that the electronic health records vendor will not have a solution ready for several years and the project is now procuring a standalone eMAR system. The BAP notes that JHS anticipates the go-live date in Q2 2020. 
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Challenges Related to the BAP Management and Reporting Process. The County portfolio of technology projects continues to expand to include a greater number of projects, increasing from 88 projects in 2016 to 107 in this reporting cycle. As the technology landscape changes and existing County technology ages, Council staff expect this trend to continue. The report notes this poses a challenge to updating and reporting on the BAPs, as the current process is primarily a manual one. Every project updates its BAP a number of times throughout the project's life, specifically with each appropriation request and as part of the biennial benefits reporting. Specifically, the report states that "[b]ecause BAPs are Word documents that reside in SharePoint under a particular ordinance, there is no easy way to keep track of the master version of a BAP without keeping track of when a given project last updated its BAP. The latter is a challenging task on its own, given the number of projects and the fluctuating project portfolio. In addition, there is no easy way to aggregate data by portfolio or analyze changes for a single project across BAP updates." The Office of Performance, Strategy and Budget, which is tasked with BAP management and reporting, has begun looking into potential options for automating this process but this work is not yet complete.


INVITED

· Tanya Hannah, Chief Information Officer, King County Department of Information Technology (KCIT)
· Helene Ellickson, Budget Manager, Office of Performance, Strategy and Budget

ATTACHMENTS

1. Proposed Motion 2019-0184 (and its attachments)
2. Transmittal Letter

image1.png
kil

King County




