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COMMITTEE ACTION

	
Proposed Substitute Motion 2015-0174.1, approving the annual technology benefits report on the benefits achieved from technology projects, passed out of committee on August 25, 2015, with a “Do Pass” recommendation. The motion was amended in committee with Amendment 1, to replace five benefit achievement plans with revised plans; to add four new benefit achievement plans; to delete one benefit achievement plan; to add supplemental pages to an existing benefit achievement plan; to add a table of contents and to add sequential page numbers to the annual report.




SUMMARY

As required by code, all technology projects seeking appropriation authority must complete a Benefit Achievement Plan (BAP) describing how the proposed project will produce an improvement in county services or address critical technology replacement needs. Proposed Motion 2015-0174 approves the IT Benefits Report for the year ending 2014. The transmitted Annual IT Benefits Report for 2014 is a compilation of the Benefit Achievement Plans (BAPs) for all technology projects in the county. 

Overall, the quality of the BAPs continue to improve as departments shift their thinking about technology projects from measuring whether the technology works to measuring improvements in operations, benefits to the public, or cost savings. 

Council staff identified opportunities to improve the report and prepared an amendment (Attachment 2) to revise the transmitted IT Benefit Report. 

BACKGROUND

Benefit Achievement Plans: Identifying the Value of Technology Projects

In evaluating potential technology investments, often the first questions a decision maker asks are, “Why are we doing a technology project? Will it improve services King County provides to the public? Or will it improve our internal operations or reduce costs? Or perhaps, it is simply necessary because our existing technology is out of date and needs to be replaced?” 

For many years the County did not have an effective system in place to identify the potential benefits of a project, track those benefits, and report on whether those benefits were achieved. Without a disciplined approach in place to focus on how the technology will improve operations or services, the focus became the technology itself rather than the operational improvements and/or cost savings the project should be achieving.

In 2013, the Council adopted Ordinance 17654 that requires all technology projects seeking appropriation authority to include with the budget request a Benefit Achievement Plan (BAP) describing how the proposed project will improve operations, benefit the public, maintain critical operations, or generate cost savings. 

The BAP form (Attachment 4) was collaboratively developed by Council and the Office of Performance Strategy and Budget (PSB) staff to provide decision makers and key stakeholders with concise information on the improvements to operations, services to the public, or cost savings of a technology project and measures to assess whether such benefits have been achieved.  The BAP requires staff proposing projects to identify which of four benefit types the project will achieve. (More information on each of the benefit types is discussed in the Analysis section of this staff report.) 

The BAP then asks how the benefits of the project will be measured. The request for specific measures is intended to discourage broad, general statements such as “increased efficiency” or "improved effectiveness.”

The 2014 budget was the first budget process in which BAPs were considered. In both the 2014 and 2015-2016 budget processes, Council staff worked closely with department staff in reviewing and improving the BAPs. Council analysts consistently reported that the BAP was a valuable tool for working with executive staff to understand the value of proposed projects.

Requirement of Annual Benefit Achievement Plan Report 

Ordinance 17654 also requires PSB to produce an annual report about the benefits resulting from technology projects. The report is required to be transmitted by April 30, annually. The required annual report was transmitted on time, and compiles 87 Benefit Achievement Plans, and is over 740 pages.  Subsequent to the transmittal, Council staff received Benefit Achievement Plans for another four projects. 


Council Review Process

The transmitted IT Benefits Report did not include any analysis of the benefits reported by projects.  As part of the Council review process, analysts were assigned to review the BAPs for the technology projects in their corresponding policy area. For example, a transportation analyst reviewed the Transit Technology BAPs.

For those projects which were in progress, staff looked to see if there were any updates, and for completed projects, staff noted whether the anticipated benefits had been achieved. For almost all projects, Council staff contacted the department sponsoring the project to discuss progress in achieving the identified benefits.

All Council staff participating in the review concurred that the annual IT Benefits Report is a valuable opportunity for Council staff to review the status of the County’s technology projects.

ANALYSIS

What Types of Benefits are Achieved from Technology Projects?

The BAP asks departments to identify the type of benefit(s) produced by the technology project and indicate which benefit is the primary benefit of the project.[footnoteRef:1] The four types of benefits are: [1:  Some projects were expected to deliver more than one type of benefit, in which case they were asked to identify their primary benefit and report secondary benefits, such as cost savings, as well.] 


· External service benefits: Improving the quality or quantity of services provided to the public
· Internal service benefits: Improving internal operations, including the quality or quantity of internal services
· Maintaining service levels by replacing or upgrading older technology
· Reduced cost or cost avoidance to produce services

As shown in the table below, the primary benefit of the majority of projects was to upgrade outdated technology or to improve internal processes. 

Table One
Benefits from IT Projects by Type

	Benefit Type
	Number of Projects
	Percent of Projects

	Upgrading older technology
	39
	43%

	Improving internal operations
	32
	35%

	Direct public service improvements
	16
	18%

	Cost savings/avoidance
	4
	4%

	TOTAL
	91
	100%






Upgrading older technology
The large number (43%) of projects that replace outdated technology is to be expected given the age of many of the county’s technology systems. Projects that replace or upgrade older technology are often necessary to reliably maintain service levels.  Some of these projects are advised in order to 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. 

In order to achieve the most value from their technology investment, the BAP form asks if those projects seeking to upgrade technology can also be leveraged for operational or public benefits as well. Of the 39 projects with a primary benefit of upgrading older technology, 11 also identified a secondary benefit. For example, the PeopleSoft Upgrade project was necessary because the version King County was using was no longer supported by the vendor. However, the project also identified specific measures for how the new version of PeopleSoft would also bring operational improvements as well. 
Improving internal operations
The second most common (35%) type of benefit from technology projects is improving internal operations. These projects typically replace paper or manual processes with electronic ones, integrate technology systems to streamline workflows, or provide mobile records access to field workers.  These types of projects may reduce record management, data entry, and/or transport time and free up staff time that can be used for other activities.  They also can result in increased accuracy and improvements in worker and public safety. The following is an example of a project improving operations:

· As of February 28, 2015, the Sheriff’s Office Regional Mobile Identification project provided 86 law enforcement officers with mobile handheld fingerprint capture devices. The project enabled the officers to quickly validate a subject’s identity in order to determine the next appropriate action. In order to measure the benefit of the devices, the Sheriff’s Office surveyed 259 officers that were trained in using the device and received 56 responses. Of the 56 responses, 79% reported that they received fingerprint responses within two minutes. 

Some departments struggled with how to identify and describe the improvements in operations that would result from the technology. For example, doing something faster was not a benefit by itself without explaining, as in the example above, why the expediency offered by the technology would be beneficial or what could be accomplished with the freed-up staff time.

Measuring improvements was also a challenge for some of the projects when it involved qualitative measures. For example, if a technology project will allow the staff to improve the quality of their work in a specific way, such as being better able to manage, make better decisions, or prioritize their work, such qualitative improvements can be challenging to measure.  To address this, some projects may benefit from taking a direct approach of surveying those staff as to whether particular operations have improved. One example of a direct approach to measuring qualitative benefits is the Prosecuting Attorney’s Office (PAO) case management system. Among other benefits, this system allowed the deputy prosecuting attorneys to better prioritize their cases resulting in better, more informed decisions in their work and management of cases. In early 2015, the PAO surveyed prosecuting attorneys after implementation of the case management system with a target satisfaction rate of 70%. Out of a 100 responses, the PAO achieved an overall satisfaction rate of 86%, which exceeded their initial target by 16%.
 

Direct service improvements to the public
Of the 91 projects, 16 offered direct service improvements to the public. Some examples of the projects and benefits achieved are:
· The Department of Assessments’ Property Tax Assessment Appeal Project allowed King County property owners to file property tax assessment appeals online.  The benefit of this project is that it offered taxpayers a more convenient way to file appeals. In 2014, 54 percent of appeals were filed online - an increase of 24% compared to 2013. The increase in online utilization resulted primarily from an increase in non-residential type of appeals. 
· The Department of Transportation’s Real-Time Information Sign project benefitted transit riders by providing electronic real-time arrival signs.  In February 2014, the last real-time arrival signs were added to the RapidRide E line which completed the project. RapidRide customers can utilize the real-time arrival signs at the various bus stops along the RapidRide A - E lines.
Accountability for whether a project improved public services can be enhanced if more of these types of projects included public feedback as way to measure whether the project is achieving public benefit. For example, the Health Information Technology Project, which is implementing an electronic health record in public health clinics, expects one benefit of the project to be that providers have more time to engage their patients and prioritize health care and whole patient care. Public Health plans to measure this by surveying patients and providers post implementation.

Cost savings/cost avoidance projects
Four of the 91 technology projects reported cost savings and/or cost avoidance as their primary benefit, and five projects reported expected dollar savings as a secondary benefit. In most cases, these savings represent either actual cost savings or avoidance of costs that, without the technology solution, departments would have otherwise incurred. The savings range from small to large.  A couple of examples include:

· Information Technology’s Hosted Environment – Phase III Cloud Implementation transitioned 545 physical servers to virtual servers which saved the county $2,170,666 in 2014 – approximately $115,000 more than the 2014 cost savings estimated earlier in the project.

· Superior Court’s Electronic Social Files project digitized the juvenile offender social files which eliminated the need for two FTEs, saving the county $122,422 annually starting in 2014. This project also avoided $592,000 in one-time capital costs and $17,481 in annual operating and maintenance costs at the Children and Family Justice Center.


Compliance Rate

There are 94 active, on hold, or recently closed technology projects. Council staff reviewed the extent to which departments reviewed and/or updated the Benefit Achievement Plans for each of those projects. (All departments were required to review the Benefit Achievement Plan for any active or recently closed project and provide the date on which they did the review. However, changes to the Benefit Achievement Plan are only required if the anticipated benefits have changed or if the project is completed and ready to report on completed benefits.) About 86 percent of technology projects fully complied with the reporting requirements.  

As shown in the table below, of the 94 active, on-hold, or recently closed technology projects:

· Seven projects included BAPs that were not reviewed or updated.[footnoteRef:2] [2:  Departments with IT projects funded in the fall of 2014 were not expected to review the Benefit Achievement Plan for the annual report because it is unlikely there would be changes to the BAP during the time period of Council budget adoption and when the annual report is compiled. ] 

· Four projects were transmitted after the due date for the Annual Benefit Achievement Plan Report. (Council staff did an analysis to determine which projects were missing from the transmitted Annual Report on IT Benefits and then provided PSB the opportunity to provide a BAP for each of those projects.) 
· Three projects did not transmit a Benefit Achievement Plan at all. 

In the future, in order to maintain and improve compliance with the BAP reporting process, the Council, when evaluating funding requests from a department for a new technology projects, may wish to consider the department’s level of BAP reporting compliance for its existing technology projects as well. 

Table Two
Projects Needing Improved Compliance

	Project Name
	BAP transmitted; not updated
	BAP transmitted late
	BAP 
not transmitted

	Assessments - Electronic Valuation
	X
	X
	 

	Community & Health Services - Designated Mental Health Professionals & Public Safety
	 
	 
	X

	Elections - Overseas & Service Voter Ballot Delivery System Enhancement
	X
	 
	 

	Executive Services - Acquisition Database
	 
	X
	 

	Executive Services - Anthem
	 
	X
	 

	Executive Services - PeopleSoft 9.2 Upgrade
	X
	 
	 

	Natural Resources & Parks - Facility Scheduling
	 
	X
	 

	Natural Resources & Parks - West Section Control System Replacement
	X
	 
	 

	Public Health - Jail Health Digitizing X-Rays
	 
	 
	X

	Sheriff's Office - Two Factor Authentication
	X
	 
	 

	Superior Court - Electronic Social Files
	X
	 
	 

	Transportation - Roads Comprehensive Asset & Maintenance Management
	 
	 
	X

	Transportation - Vanpool Information System Modernization
	X
	 
	 



Completed Projects

As shown in the table below, 27 of the reporting technology projects are now completed. Of those completed projects, Council staff analysis shows 14 achieved all of the anticipated benefits, and three projects achieved only some of their anticipated benefits. The remaining 10 projects plan to report final benefit status as part of the 2016 IT Benefit Report. For several of the completed projects reporting next year, more time is needed before all of the anticipated benefits could be achieved. 

Table Three
Completed IT Projects 

	Department
	Project

	Achieved all expected benefits

	Executive Services
	Risk Master Upgrade

	
	Acquisition Database Replacement

	Natural Resources & Parks
	Jaspersoft Amazon Cloud Pilot 

	
	Mainsaver Conversion to ABT 

	
	PRISM Conversion to ABT 

	Transportation
	Radio AVL Replacement

	
	Rider Information Systems – Interactive Voice Response

	
	Wireless Transit Signal Priority

	Information Technology
	Secure Government Cloud Migration/Single Sign-On Access  

	
	Sobieski Mountain Tower Repair

	
	South Loop Microwave Replacement

	
	Executive Branch IT Reorganization

	Public Health
	Electronic Medical Incident Report Form Application Replacement

	Superior Court
	Electronic Social Files

	Achieved some expected benefits

	Adult & Juvenile Detention
	RMS Employee Interface

	Assessments
	Accounting System Update

	Transportation
	ADA Broker Equipment

	Will report status of benefits in 2016

	Council
	High Definition Upgrade

	Executive Services
	PeopleSoft 9.2 Upgrade

	
	Data Center Relocation 2008

	Elections
	Overseas & Service Voter Ballot Delivery System Enhancement

	Information Technology
	Administration Building Re-Wire Project

	
	Business Empowerment & User Mobility (BEUM)

	
	Workstation Standardization Project

	
	Enterprise Document Management System

	Public Health
	Systemwide Enhanced Network Design (SEND) Project

	Sheriff’s Office
	Two Factor Authentication




Departments Are Getting Better at Articulating Measureable Benefits from IT Projects 

The BAP process represents a shift in thinking about technology projects from measuring whether the technology works to measuring improvements in operations, benefits to the public, or cost savings. As noted in the Executive summary, departments are getting better at identifying benefits and corresponding measures.  However, for some projects, departments still continue to struggle when proposing a new technology project with how to convey the benefits of a technology project using the Benefit Achievement Plan format. Often a number of revisions were necessary before a Benefit Achievement Plan contained clear statements of specific benefits and measures. 

Council staff concur with the report which notes that for many projects the initial estimate of two hours for project staff to complete an initial BAP was off by an order of magnitude. However, Council staff experience suggests that such lengthy completion times are more likely the result of projects not having well defined benefits than the complexity of the Benefit Achievement Plan form. Given that benefit achievement plans for 2015-16 were far better than those for 2014, continued improvement is expected. 

BAPs Reviewed During the Budget Process Are Strongest 

As noted earlier in the staff report, the Benefit Achievement Plan was introduced as part of the 2014 annual budget process and has been used as a key evaluation tool in budget decisions since that time.  During the budget process, the Benefit Achievement Plan is often edited and improved. 

However, the IT Benefits Report also includes BAPs for those projects funded prior to 2014 that were generally not reviewed by the Council since the appropriation request had already occurred. Generally, staff analysis shows the BAPS for these earlier projects are less detailed and have identified fewer measureable benefits than the more recent BAPs.  This may not be a reflection on the benefits of the project, but reflect instead the value of the budget process in refining the benefits for a project. As the portfolio of technology projects includes more new projects with Council approved BAPs, Council staff expect the overall quality of BAPs to improve.



Next Steps

Improve Format and Presentation of Transmitted Report 

As was the case last year, the IT Benefits Report would benefit from a format that makes it more accessible to read and track technology projects. For example, the report does not include a table of contents. Additionally, the report includes an incorrect numbering sequence throughout the document. It was also difficult to identify whether the transmitted version was the most up-to-date version of the Benefit Achievement Plan. Lastly, the report did not include information on the total number of IT projects, so it was difficult to assess the compliance rate on this project. 

Subsequent to the transmittal, Council staff have been working with PSB and the King County Department of Information Technology (KCIT) to improve the version control process for the Benefit Achievement Plan. However, the code does not provide direction on how the report should be organized. In order to improve future reports, the committee may wish to direct staff to draft legislation specifying that the annual technology benefit report should include a table of contents, page numbers, and a table identifying reporting on the compliance rate for updating benefit achievement plans. 

Budget Process Critical for Ensuring High Quality BAPs and Benefit Focused Projects

The budget appropriation process for a particular project is the best opportunity for the Council to improve the quality of the BAP and focus a department on achieving the benefits the Council considers most important. During the 2014 and 2015-2016 budget processes, the Budget Committee did not approve technology projects for funding until the BAPs for the project demonstrated measureable benefits.  If the Council continues this process in the future, in just a few years it is expected that all of the technology projects within the County will have Benefit Achievement Plans for measuring the benefits from technology projects.

Additionally, when evaluating funding requests from a department for new technology projects, the Council may wish to consider the department’s level of BAP reporting compliance for its existing technology projects as well. 

Expect Update Reports from Over 60 Projects in 2016 

Council staff reviewed all of the Benefit Achievement Plans within the IT Benefits report to determine which projects will require continued reporting in 2016 either because the project is ongoing or because the project is completed and but has not yet reported on final benefits. Attachment 5 includes the list of those projects which should provide an updated BAP as part of the 2015 IT Benefits Report. 



AMENDMENT 

Amendment 1 replaces the transmitted IT Benefits Report with a revised version which includes four benefit achievement plans that were transmitted late; five plans that were revised after the annual benefit achievement plan report was transmitted to the council by the Executive Office; one plan that was deleted since the project was put on-hold and one plan that added supplemental pages to its BAP. The revised version also includes page numbers and a table of contents.
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