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Executive Summary

(
A. Purpose

The purpose of the Implementation Plan is to present a high-level Business Case and a high-level Implementation Plan for the King County (County) financial systems replacement effort.
B. Moving Forward

The County attempted more than it could handle in implementing Enterprise Resource Planning (ERP) software. In doing, it was in the company of others including Hershey and Whirlpool who now understand the complexity of such an endeavor.

The question is what to do now? Some may suggest simply addressing past project problems and installing the systems as planned. Others may suggest doing nothing. We believe that the County should make its decision based upon benefit, cost, and risk.

1. Benefit

The County should move forward only after it understands the benefits of improved human resource and financial systems and has a plan to achieve those benefits. Our preliminary analysis indicates that there can be substantial benefits from such systems. These benefits can be improved legal compliance, better accountability and better information for management and policy decisions. Improved information used for effective analysis can lead to process savings and improved program performance.

2. Cost

Contemporary human resource and financial systems are expensive. Consequently, the benefits should justify the costs. This report identifies some order of magnitude costs for moving forward based upon preliminary assumptions and a recommended direction. Different assumptions and a different direction could substantially change these costs. Cost figures must be refined based upon further project planning and decision making.

3. Risk

Risk is inherent in any systems’ direction chosen by the County. Even “doing nothing” has risks.

Risk must be managed diligently in the selection of a new program direction and following it through to conclusion. This report presents a reasonable risk plan for moving forward and recommends ways to successfully manage risk.

Clearly, the biggest risk in King County is lack of a common vision and workable governance structure. These are some of the biggest reasons that large systems projects fail.

It is essential that there are shared goals and governance involving the County Executive’s Office, the County Council and line departments for any effort to move forward. In particular, it is imperative to this program’s success that the County Executive’s Office and the County Council work together in a cooperative, non-political manner. There must be agreement as to the value of the program, a means for problem solving, and a basis of support and trust given the inevitable challenges. These elements were not there in the past program. They must be there in the future.

C. Business Case

This report provides a high-level Business Case including benefits, costs, and risks and mitigation strategies for the recommended alternative for moving forward with the County’s financial systems replacement. The objectives of the Business Case include:

· Improving services and business processes.

· Minimizing lifecycle operating costs.

· Minimizing risk.

· Using incremental, manageable implementation steps.

· Using scalable technology.

1. Recommended Direction

The foundation of our recommendation is a sequentially “phased” program implementation strategy that allows the County to focus its attention and resources on a single project at a time, with each project building upon the accomplishments of the previous as the program progresses.

First, the County must address the organizational and technical barriers to program continuance and success listed in the Critical Assessment through a Phase 0 effort. Key activities of Phase 0 include:

· Re-validate and confirm the program vision and its alignment with the County’s short- and long-term goals.

· Confirm sponsorship of the program vision among key stakeholders.

· Confirm throughout the end-user community.

· Establish a strong project governance structure.

Without clear acceptance of the vision and its alignment with the County’s goals, buy-in from the system owners, and a strong governance structure, we recommend that the County not proceed with additional program re-start activity outside of completing the PeopleSoft HRMS sustaining activities (release upgrades, developing functional procedures, etc.). Such efforts would be at an unacceptably high risk of failure.

Second, the County should select an alternative with which to move forward. We recommend that the County select Alternative 2 which was identified in the Critical Assessment – Phased Implementation of PeopleSoft HRMS County-wide and Re-evaluation of Core Financials Options. Reasons for this are:

· It will provide significant benefits.

· It is a reasonable risk implementation alternative, given that it is phased and shares risk with an outside integrator.

· It moves the County to a single HRMS in the near term.

· It provides the County the opportunity to reassess its financial software selection and implementation strategy after implementing Payroll and Human Resources.

While this alternative recommends continued implementation of PeopleSoft Payroll and Human Resources systems, it does not recommend a particular core financials software package. Rather, it provides the County the opportunity to reassess its financial software selection and implementation strategy at a point in the future closer to the beginning of actual implementation. However, the County has requested that the Business Case assume that the County’s future core financials software evaluation process selects SAP Financials in order to provide a complete picture of the commitments required by moving forward with a restarted program. The benefits, costs, and risks for SAP are illustrative of what the County would experience with any ERP financial system.

During the course of the Project Assessment and Implementation Planning project, the County felt it was important to move forward with an upgrade to their current PeopleSoft software product. However, we continue to advise that the least risk approach for the County is to move forward as recommended here; establishing a governance structure and acquiring an outside systems integration consultant prior to proceeding with an upgrade to the software product.

2. Benefits

King County has a responsibility to exercise effective stewardship over taxpayer funds. County officials are accountable for this stewardship; to do so requires timely and accurate reporting of financial information to citizens, the County Council, the County Executive’s Office, other County management, and the investment community, among others. The proposed financial systems will help ensure this accountability by providing benefits that include:

· Legal Compliance. The system will help ensure compliance with federal, state and County laws.

· Accuracy/Consistency. Currently, different systems can reflect different financial positions for the same item. Having consolidated County-wide systems can eliminate such inconsistencies.

· Accessible Information. The proposed systems will provide effective distribution of financial information to County employees through modern database technology, efficient reporting tools, and on-line, real-time access to current information. Though the current IBIS system provides a number of these features today, the new systems will offer these services enterprise-wide.

· Internal Controls. New systems will have proven internal controls, audit trails and documentation, which is a problem with current systems.

· Process Savings. Reengineering business processes and utilizing the capability of software, will make it possible to streamline processes, improve consistency, and identify other innovations to improve County business activities.

· Information-based Savings. By leveraging the power of better information, it should be possible to identify opportunities to better identify savings in everyday work.

· Improved Decision-Making. The system will provide a wider range of business data available for reporting, analysis and decision-making to support better policy and program performance.

3. Costs

The cost estimates are at a summary level. They are provided for all primary activities of the proposed program, and for the first three full years of operations and maintenance after each implementation. The County should feel comfortable using these estimates for high-level planning purposes, but not for establishing definitive budget or funding requirements.

The County currently plans to conduct a follow-on project to the Critical Assessment and Implementation Planning project that will refine the high-level Implementation Plan to a detail level. The results of that project should produce a foundation to support funding procurement. In addition, assuming the projects will be accomplished under contract with an integrator, we expect the County will request that vendors respond to a Request for Proposals (RFP) with detailed Statements of Work that accurately reflect market pricing. Those responses combined with the results of the follow-on project should provide the level of detail sufficient to secure funding.

In addition to the dedicated project team, resources from County departments will be required to assist in project activities and to attend training on a periodic, part-time basis. Until the detailed plan and statement of work is developed by the follow-on project mentioned above, we are not able to estimate the number, type, and funding sources for departmental resources with any degree of accuracy. Consequently, they are not included in the project implementation cost estimates.

Exhibit E-1 displays the range of estimated program costs.

Exhibit E-1: Summary of Estimated Program Costs

Activity
Range of Estimated Costs1

Detail-Level Implementation Planning Project
$ 100,000
$ 200,000

Integrator RFP and Selection Project
100,000
200,000

Phase 0:
Vision Validation, Pre-Project Preparation
3,100,000
4,600,000

Phases 1, 2 and 3:
PeopleSoft HRMS Sustaining, Replace MSA, Implement HR functions
12,500,000
18,700,000

Phase 4:
Core Financials Software Evaluation
415,000
622,000

Phases 5 and 6:
2Complete Financial System Implementation, Migrate ARMS/IBIS
11,000,000
16,600,000

Total
$27,215,000
$40,922,000

1Cost estimates are displayed with a contingency of plus/minus 20%. See Appendix for actual cost estimates.

2Figures based upon SAP with SAP implementation beginning March 2003. Going with other financial software would require additional license fees. There may also be some additional labor rate adjustments due to extending timelines.

4. Risks

Among the program risks addressed with mitigation strategies in this report are the following:

· Risk: Clear acceptance of the vision and its alignment with the County’s goals, and buy-in from the system owners, is not achieved.

Mitigation: We strongly recommend that the County does not proceed with the program.

· Risk: Necessary policy decisions are not made.

Mitigation: Strong governance authority structure including proactive, empowered Program Sponsor and Steering Committee educated in their program role and responsibilities, and willing to make decisions.

· Risk: “Politics” compromise program progress.

Mitigation: Develop governance authority structure sufficient to handle internal and external “politics”.

· Risk: Business process change is resisted.

Mitigation: Select a program sponsor committed to change and willing to mandate business process alignment.

· Risk: County business requirements are not met and benefits are not achieved.

Mitigation: Acquire independent oversight to review all program aspects throughout the program’s lifecycle. Develop an ongoing monitoring program to ensure the County receives benefits from the systems.

D. Program Management

Responsibility for the administration of an ERP program must be clearly defined and implemented before the first project is initiated. Areas of focus include:

· Governance. Governance addresses the authority for making decisions about the program and the means by which those decisions are effected. Any effort to restart and implement the program will require structured, meaningful program governance for making decisions about the direction of the program, setting program priorities, and fostering compliance with decisions. Overall recommendations for program governance and management are:

· Establish a policy committee with representation from the County Executive’s office, County Council and line departments to oversee the program.

· Establish and staff other critical roles: Program Sponsor, Program Director, Technical Steering Committee, Program Manager, and Program Management Office.

· Acquire the services of an outside integrator to staff the Program Manager position and the Program Management Office, and be responsible for the success of the program.

· Acquire an independent program oversight operating in a proactive, problem avoidance manner, to help catch early warning signs of project trouble while there is still a high likelihood of finding a successful remedy.

· Change Management. Change Management is the process of aligning an organization’s people and culture with systems, business, and organizational changes. Change management necessitates identifying areas of the organization that will be affected by the program and specifically addressing the process transition for those areas. Effective change management is critical to the success of the restarted program.

· Issue Management. An issue is anything that, left unresolved, will impact the project scope, time schedule, cost, human resources, or quality. Issues will arise throughout the lifecycle of the project, and must be recorded, addressed in a timely manner, and closed.

· Risk, Mitigation and Contingency Management. A fundamental tool for successful program management is a risk management plan. It assists program and project management by anticipating events that can negatively impact program/project scope, schedule, cost and other resources. Mitigation strategies are tactics to avoid risk. A contingency plan provides actions to be taken to limit risk impact in the event risk mitigation is unsuccessful and the risk is realized.

E. Implementation Methodology

The strategy for this program is to utilize a standard ERP implementation methodology for those projects within the program that involve implementation activities. A selected ERP implementation methodology has been used by this report for illustrative purposes. It is a software implementation methodology that standardizes the complete implementation cycle into four key segments: Prepare, Redesign/Design, Configure, and Deploy.

F. Detail-level Implementation Planning Project

The purpose of this project is to:

· Procure the services of an outside consulting team experienced in planning major financial systems implementations – especially ERP implementations – in the public sector.

· Partner the selected consultant with the County to refine the high-level Implementation Plan produced by the Critical Assessment and Implementation Planning project to a detail level.

G. Integrator RFP and Selection Project

The purpose of this project is to:

· Procure the services of an outside consulting team with experience in soliciting and selecting integrators for large ERP implementations in the public sector.

· Partner the selected consultant with the County to develop an RFP for a program integrator with proven capabilities and resources with public sector PeopleSoft HRMS and a variety of tier 1 financial implementations, execute the integrator selection process, and contract the selected integrator.

H. Phase 0 – Vision Validation

The two Phase 0 projects are intended to position the new program for success by systematically planning for and putting processes in place to manage the change generated by the new program. The Vision Validation project will focus on:

· Identifying the business need and key performance indicators needed to drive the design and implementation of the program. Ensuring that value to be received for dollars invested is defined and communicated, and is acceptable.

· Assessing leadership’s commitment, readiness and willingness to lead changes that will result from the new program.

I. Phase 0 – Pre-Project Preparation

This Phase 0 project will facilitate the process of making the new program acceptable and achievable by helping the County understand the need for program-generated changes, by supporting participation in the transition process, and by building organizational commitment and buy-in to the program. The Pre-Project Preparation project will focus on:

· Program planning and initiation.

· Transition management activities including:

· Organizational readiness assessment.

· Business process redesign.

· Business impact analysis workshops.

· Risk mitigation workshops.

· Communication planning.

· IT Infrastructure Assessment and Design.

J. Phase 1 – PeopleSoft HRMS Sustaining Activities

The purpose of this project is to:

· Upgrade the existing software environment to a current release level.

· Ensure the hardware and infrastructure are sufficient for the County’s full HRMS implementation.

· Eliminate as many King County customizations to PeopleSoft as possible by taking advantage of the significantly enhanced functionality in Releases 7.5 and 8.

· Update and expand the standard business processes for all HR, Payroll, and Benefits practices.

K. Phase 2 – MSA to PeopleSoft HRMS

This project will implement PeopleSoft HRMS Release 8 functionality in the same configuration as was placed in production by the Phase 1 – PeopleSoft Sustaining Activities project, for the rest of King County. The scope is limited to basic Human Resources, Benefits Administration, and Payroll.

L. Phase 3 – Enhanced HR Functionality

The purpose of this project is to implement the enhanced HR functionality available in PeopleSoft HRMS. The scope of this effort will include:

· Position Management.

· Recruitment.

· Training administration.

· Competency management.

· Career planning for manager levels and higher.

· Succession planning for key employees.

M. Phase 4 – Core Financials Software Evaluation

This project will update the County’s previous core financials software evaluation and selection process. Due to the passage of time since the original selection and the estimated time frame for beginning the core financials implementation phase of the project, we believe it is prudent for the County to take a fresh look at application functionality available in the market just prior to beginning that effort.

N. Generic Core Financials Implementation

The purpose of this project is to implement the core financials software application selected during the Core Financials Software Evaluation project. Since the actual package to be implemented is not known at this time, this section’s discussion focuses on a vendor-neutral approach that can subsequently be adapted to fit the situation, and enhanced with substantially more detail.

O. Program Timeline

Exhibit E-1 on the following page displays high-level timelines for the re-started program.
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Exhibit E-1: Estimated Program Timeline

II. Introduction

(
A. Moving Forward

The County attempted more than it could handle in implementing Enterprise Resource Planning (ERP) software. In doing, it was in the company of others including Hershey and Whirlpool who now understand the complexity of such an endeavor.

The question is what to do now? Some may suggest simply addressing past project problems and installing the systems as planned. Others may suggest doing nothing. We believe that the County should make its decision based upon benefit, cost, and risk.

1. Benefit

The County should move forward only after it understands the benefits of improved human resource and financial systems and has a plan to achieve those benefits. Our preliminary analysis indicates that there can be substantial benefits from such systems. These benefits can be improved legal compliance, better accountability and better information for management and policy decisions. Improved information used for effective analysis can lead to process savings and improved program performance.

2. Cost

Contemporary human resource and financial systems are expensive. Consequently, the benefits should justify the costs. This report identifies some order of magnitude costs for moving forward based upon preliminary assumptions and a recommended direction. Different assumptions and a different direction could substantially change these costs. Cost figures must be refined based upon further project planning and decision-making.

3. Risk

Risk is inherent in any systems’ direction chosen by the County. Even “doing nothing” has risks.

Risk must be managed diligently in the selection of a new program direction and following it through to conclusion. This report presents a reasonable risk plan for moving forward and recommends ways to successfully manage risk.

Clearly, the biggest risk in King County is lack of a common vision and workable governance structure. These are some of the biggest reasons that large systems projects fail.

It is essential that there are shared goals and governance involving the County Executive’s Office, the County Council and line departments for any effort to move forward. In particular, it is imperative to this program’s success that the County Executive’s Office and the County Council work together in a cooperative, non-political manner. There must be agreement as to the value of the program, a means for problem solving, and a basis of support and trust given the inevitable challenges. These elements were not there in the past program. They must be there in the future.

B. Scope

This document offers our assessment of and recommendation for moving forward with the FSRP implementation in King County. It analyzes the alternative we believe is most likely to be successful – a phased PeopleSoft implementation – and provides a business case for pursuing this alternative.

We also address each of the risk factors that were identified in the Critical Assessment document and provide a practical set of solutions to help mitigate these risks.

Last, this Assessment provides a high-level plan for moving forward with each phase of this financial systems integration alternative, including a task and resource breakdown, to assist County senior management in planning for and making decisions about going forward with this program.

C. Approach

This Assessment consisted of refinement and distillation of the previous work done by Dye Management Group, Inc. and IBM during the Critical Assessment and Business Plan, as well as utilizing requirements and other documentation provided by King County. Further interviews were conducted with County senior management after the Critical Assessment, and this document reflects that input as well.

Our analysis and recommendations focus on critical success factors such as program management principles (e.g., governance, change management), organizational readiness, and proven implementation methodologies.

D. Report Organization

I.
Introduction

II.
Business Case

III.
Program Management

IV. Implementation Methodology

V. Detail Level Implementation Planning Project

VI. Integrator RFP and Section Project

VII. Phase 0 – Vision Validation

VIII. Phase 0 – Pre-Project Preparation

IX. Phase 1 – PeopleSoft HRMS Sustaining Activities

X. Phase 2 – MSA to PeopleSoft HRMS

XI. Phase 3 – Enhanced HR Functionality

XII. Phase 4 – Core Financials Software Evaluation

XIII. Generic Core Financials Implementation

III. Business Case

(
A. Scope

This report provides a high-level business case for the recommended go-forward alternative identified in the Critical Assessment report – Alternative 2.

While Alternative 2 recommends continued implementation of PeopleSoft Payroll and Human Resources systems, it does not recommend a particular core financials software package. Rather, it provides the County the opportunity to reassess its financial software selection and implementation strategy at a point in the future closer to the beginning of actual implementation. However, the County has requested that this report assume that the County’s future core financials software evaluation process selects SAP Financials in order to provide a complete picture of the commitments required by moving forward with the restarted program. The benefits, costs, and risks for SAP are illustrative of what the County would experience with any ERP financial system.

It is not within the scope of this project to re-examine the business requirements of the County and develop a fundamental business case for the replacement of the County’s financial systems.

The Business Case is being distributed in draft format only since it is actually a section of the Implementation Plan; the final version of the Business Case will be included in that report.

The following subject categories are addressed by this report:

· Assumptions.

· Costs.

· Timelines.

· Benefits.

· Risks and mitigation strategies.

The items populating each subject category were selected based upon their ability to support the County’s business case objectives for a go-forward strategy:

· Improving services and business processes.

· Minimizing lifecycle operating costs.

· Minimizing risk.

· Using incremental, manageable implementation steps.

· Using scalable technology.

B. Recommended Direction

The foundation of our recommendation is a sequentially “phased” program implementation strategy that allows the County to focus its attention and resources on a single project at a time, with each project building upon the accomplishments of the previous as the program progresses.

Before work begins on the various phases of the recommended alternative, critical program success factors must be addressed by the County. These activities were referred to as Phase 0 in the Critical Assessment.

1. Phase 0 Effort

Prior to embarking on any go-forward activity, the County must accept the fact that several critical factors required for program success are not currently in place.

· Establish an effective project governance structure.

· A clear business vision for the program that is closely aligned with the County’s short- and long-term goals must be articulated, understood and accepted by program sponsors, County leadership at all levels, and end-users. Project strategy and funding must be consistent with this vision. Every affected sponsor, senior manager and manager should be able to answer the question “Why is the County proceeding with the program and why is it important that we proceed in this fashion?”

· Widespread, consistent, highly committed sponsorship for the program’s business vision is essential from Executive, Legislative and Judicial stakeholders.

· Effective business ownership for the Payroll/HR and core financial components of the program must be generated among the end-user community.

The need for business vision, sponsorship and buy-in has been repeatedly documented in a variety of studies and deliverables done in support of the Financial Systems Replacement Program (FSRP) and is consistent with industry ERP implementation methods and experience. The lack of an aligned business vision, sponsorship and buy-in are key contributors to the challenges the FSRP has encountered. The alignment of the program’s business vision with the County’s short- and long-term goals, and the buy-in and sponsorship for this vision, are critical to the success of a new program going forward.

Therefore, as a first step we recommend a Phase 0 effort to:

· Re-validate and confirm the program vision and its alignment with the County’s short- and long-term goals.

· Confirm sponsorship for the program vision among key stakeholders.

· Confirm business ownership throughout the end-user community.

· Establish a strong project governance structure.

Without clear acceptance of the vision and its alignment with the County’s goals, buy-in from the system owners, and a strong governance structure, we strongly recommend that the County not proceed with additional program activity outside of completing the PeopleSoft HRMS sustaining activities (release upgrades, developing functional procedures, etc.). Such efforts would be at an unacceptably high risk of failure.

Phase 0 also includes a pre-project preparation step comprised of other critical success factors such as project planning and initiation, and assessments in the areas of organizational change readiness, business process redesign, and technology, as well as meeting the assumptions described in Section I.B.3. Key Assumptions. A list of some of the activities to be performed in this step are:

· Plan and initiate project.

· Conduct organizational change readiness assessment.

· Initiate business process assessment and redesign.

· Implement organizational changes required to go-forward.

· Enact required legislation based on key process changes.

· Assess network and server infrastructure to validate current infrastructure, and to design new components.

2. Key Assumptions

In addition to the Phase 0 work described above, there are several key assumptions upon which the Alternative 2 discussion is based:

· The County will engage an experienced ERP systems integrator to provide project, functional, technical, and change management assistance, and business process reengineering ERP consulting expertise. The systems integrator would work in partnership with the County to accomplish the on-time, within budget implementation of the selected alternative and to position the County to successfully maintain the solution post-implementation.

· Irrespective of the success of the PMO concept on the original FSRP effort, project “lessons learned” indicate that the ongoing coordination of all project activities through a central PMO is highly desirable.

· The PeopleSoft HRMS system currently in production (Payroll/HR Phase 1) will be addressed as the first phase of Alternative 2. The first requirement of these “sustaining activities” is to hire a PeopleSoft experienced Operations & Maintenance manager and charge that person with system responsibility. (Please note that the County has filled this position since the Project Assessment and Implementation Planning project began). Activities to be addressed include the technical and functional barriers relating to the PeopleSoft production as pointed out in the Critical Assessment, as well as the following:

· Assessing resource levels and skills of PeopleSoft functional and technical support staff.

· Making appropriate changes to the PeopleSoft support organization’s resource levels and skills based upon this assessment.

· Establishing a robust PeopleSoft test environment and test processes.

· Establishing and enforcing standard configuration control and code migration processes.

· Establishing an ongoing patch application strategy and procedures.

· Establishing an overall process for prioritizing system change requests, including a business analysis of all requested changes.

· Establishing an upgrade strategy to stay current with Oracle DBMS and PeopleSoft releases.

Many of these activities will also have a carry-over value to the core financials portion of the program.

· Alternative 2 includes a 30- to 90-day post-implementation support period to assist the County with post-implementation troubleshooting, to assist with planning Operations & Maintenance activities, and to work with the County to transition the new system to standard Operations & Maintenance mode.

3. Recommended Alternative

We recommend that the County select Alternative 2 – Phased implementation of PeopleSoft HRMS County-wide and re-evaluation of core financials options. Reasons for this are:

· It is a reasonable risk implementation alternative, given that it is phased and shares risk with an outside integrator.

· It will provide significant benefits.

· It moves the County to a single HRMS in the near term.

· It provides the County the opportunity to reassess its financial software selection and implementation strategy after implementing Payroll and Human Resources. Basing the financials software and implementation approach on the then current County environment and “state-of-the-art” of government financial ERP systems increases the probability that the selected software and approach will meet the county’s needs.

Following are the phases to implement this direction:

Phase 1 – Complete PeopleSoft sustaining activities including an Oracle DBMS upgrade and a PeopleSoft upgrade to Release 8.

Phase 2 – Replace MSA with PeopleSoft HRMS.

Phase 3 – Implement remaining PeopleSoft HR functionality.

Phase 4 – Re-evaluate core financials software options.

During the course of the Project Assessment and Implementation Planning project, the County felt it was important to move forward with an upgrade to their current PeopleSoft software product. However, we continue to advise that the least risk approach for the County is to move forward as recommended here; establishing a governance structure and acquiring an outside systems integration consultant prior to proceeding with an upgrade to the software product.

C. Benefits

This section contains high-level benefits that will be received by the County through the successful completion of the restarted program. The benefits are organized by the following categories:

· Accountability. The benefits received through improved data accuracy, legal compliance, consistency, and accessibility, as well as improved internal controls.

· Effectiveness. The benefits received from using better information to make decisions.

· Efficiency. Cost-saving benefits resulting from the replacement of older systems with current technologies.

· Project Approach. Benefits derived from the implementation strategy recommended.

While this section identifies benefits for the proposed solution, it is not possible, at this time, to quantify these benefits. Quantification will require further analysis and/or the results of re-engineering.

It is important that the County has reasonable expectations about the financial benefits to be derived from ERP system implementations like the FSRP. Governments, who have implemented ERP systems, have realized significant benefits in the effectiveness and efficiencies of their operations through improved system capabilities and the process improvements that occurred in conjunction with ERP implementations. The trade-off for these benefits is the cost of replacing outdated legacy applications with contemporary ERP systems and the relatively higher cost of maintaining these ERP applications over time. Experience with other governments tells us that it is not realistic to expect to recoup dollar for dollar operational savings of ERP implementation and maintenance costs. Governments have discovered that the value added through enhanced efficiencies and effectiveness in their operations justifies their expenditures on ERP implementation and ongoing maintenance.

D. Description of Benefits

1. Accountability

King County has a fiduciary responsibility to exercise stewardship over taxpayer funds. County officials are accountable for this stewardship; to do so requires timely and accurate reporting of financial information to the citizens, the County Council, the County management, and the investment community, among others. The proposed systems will help ensure this accountability by offering the following benefits:

· Legal Compliance. The system will help ensure compliance with federal, state and County laws. In the human resources area, this will help ensure that employees’ rights are protected and that the County avoids costly damages, such as the recent $20 million dollar class action lawsuits.

· Accuracy/Consistency. Currently, multiple systems process data that can be updated in one system but not in another, resulting in different systems reflecting a different financial position for the same item. Having consolidated County-wide systems can eliminate such timing inconsistencies. In addition, testing data near the point of data entry and updating it immediately can eliminate errors.

· Accessible Information. The proposed systems will monitor County-wide financial performance/status at any point in time by accessing information without the need for a massive undertaking involving many departments and IT specialists. It will be possible to provide low-cost, quick, timely and effective distribution of financial information to a large number of County departments and employees through modern database technology, efficient reporting tools, and on-line, real-time access to current information. Though the current IBIS system provides a number of these features today, the new systems will offer these services enterprise-wide.

· Internal Controls. New systems will have proven internal controls, audit trails and documentation, which is lacking in current systems.

2. Effectiveness

Effectiveness benefits result from using better information to make decisions.

· Process Savings. By reengineering business processes and utilizing the capability of software, it should be possible to streamline processes, eliminate or reduce the steps in business processes, improve consistency of processes, and identify other innovations which can lead to staff and other cost savings over time that can be applied to currently deferred responsibilities.

· Information-based Savings. By leveraging the power of better information, it should be possible to identify the opportunity to better identify savings in everyday work. For example, in the purchasing process, the County can better identify opportunities for volume purchases to save money; cost accounting will provide better understanding of the costs of activities and their unit costs which can guide investments in those that are most cost effective.

· Improved Decision-making. The system will provide a wider range of business data available for reporting, analysis and decision-making because real world scenarios can be constructed with new access to quality data that provides savings over time due to resulting improvements to decision-making.

· Flexibility. The systems will increase the ability to respond to business changes effectively through modular, table-driven features.

· Employee Empowerment (Human Resources). The system will empower employees to research and suggest improvements to business processes.

· Enhanced Work Force (Human Resources). The human resources modules support recruitment and staffing processes to maintain a talent pool inventory for fast, efficient filling of vacancies. This will improve relations with employees and potential employees, and improve workforce skills by better matching applicants’ competencies with job requirements.

· Skill Development (Human Resources). The system will support training management in skill building by identifying needs and delivering relevant training to jobholders that need it the most.

· Better Labor Relationships/Negotiations (Human Resources). The system could improve labor relations by having greater information to demonstrate how employment practices match terms of employment. This includes information on salary trend analysis and benefits costing to use in negotiations.

· Lower Vendor Costs (Purchasing). The system can improve the ability to track and take discounts and to verify agreed upon prices.

· Improved Vendor Performance (Purchasing). Information can be better tracked to identify vendors that do and do not perform effectively.

· Better Vendor Relations (Accounts Payable). Centralized, on-line access to payments for vendors will help ensure timely payments and response to questions about payment status.

· Improved Collections (Accounts Receivable). Improved Accounts Receivable can help ensure that the County receives all due funds in a timely manner.

3. Efficiency

The new systems offer the potential for cost savings in a number of areas:

· Fewer Production Systems. The County is operating two major accounting systems and two major payroll systems. By moving to a single County-wide accounting system and a single County-wide payroll/human resources system there should be savings in staff supporting the systems, computer resources and related costs that can be redirected to currently deferred responsibilities. There also should be less of a need for departments to have their own systems given the more robust capability provided by the new systems.

· Fewer Ad Hoc Systems. There would be less time and resources developing, maintaining and reconciling personal computer-based and “desk-drawer” systems.

· Less Data Entry. Data entry time and resources would be reduced though eliminating duplicate data entry and automatically translating data between systems.

· Reduced Data Reconciliation. Reconciliation time also would be reduced through fewer systems and by having automated interfaces between systems.

· Less Error Correction. There would be less time spent identifying the cause of errors by having systems that edit data at the point of entry, transfer data between systems automatically and provide on-line access to systems.

· Reduced Programmer Time. Programmer time required to create reports would be reduced through modern database technology, efficient reporting tools and a better documented system.

· Reduced System Maintenance. Maintenance costs would be reduced through vendor supported software, documented systems, and better designed systems (e.g., table-driven, no hard-coded values).

4. Project Approach

These benefits relate to the particular project approach that has been recommended.

· Manageable Implementation. The phased approach allows County staff to focus on limited pieces of technology change, to learn it well, and to realize benefits before moving on to the next project phase. The incremental approach breaks the project into more manageable pieces, reduces risk, and provides benefits along the way to earn the buy-in of end-user groups, project sponsors and other affected stakeholders.

· Leverages Understanding. The proposed project approach leverages the County’s current understanding of the PeopleSoft application and technology, and builds upon the FSRP progress to date.

· Maintainable Systems. Maintenance for the ARMS accounting system and its interfaces is difficult, expensive, and high risk. This is because of the many diverse interfacing systems, the lack of system documentation and the dependence upon the skills and institutional memories of a decreasing number of staff with knowledge of the system. The proposed approach is focused on systems that are commercially available and built with industry standard tools that can be supported.

E. Costs

Summary cost estimates to perform the work outlined in Alternative 2 are based upon the key assumptions outlined below. If any of these assumptions change or become invalid, the estimated costs may change.

1. General Assumptions

· These assumptions will apply to all alternatives as identified in the Critical Assessment report and reiterated in Section I. Introduction of this report. Those assumptions that impact cost estimates of the business case include:

· Establish an effective project governance structure.

· The County will complete a detail-level “drill-down” of the high-level business case/implementation plan resulting from the Critical Assessment and Implementation Planning project.

· The County will engage an experienced systems integrator to assist with the implementation of the restarted program. In this report, this organization is referred to as “integrator”.

· The County will work with the integrator to establish an improved PMO for the program implementation effort.

· A Phase 0 project will be conducted with the integrator to refine the program vision and to facilitate County-wide commitment. Also included in Phase 0 will be a “Pre-Project Preparation” effort conducted in conjunction with the integrator and consisting of project planning and initiation, and assessments in the areas of organizational change readiness, business process redesign, and technology infrastructure.
· PeopleSoft, Oracle DBMS, and core financials software upgrades will be considered within the scope of the program.

· Both the PeopleSoft and core financials implementation projects include a 30- to 90-day post-implementation support period during which the integrator will assist the County with post go-live troubleshooting, planning Operations & Maintenance activities, and transitioning the new system to an Operations & Maintenance mode.

· Engage independent overall program oversight.

· Provide the functional and technical resources needed by the program.

· Conduct a core financials software re-evaluation.

· Work will be performed primarily at the County facilities, but may be performed off-site, if and when appropriate.

· During the project, the County will be responsible for system operation, server and workstation backups, and for maintaining the PeopleSoft and legacy core financials software, and related upgrades.

· The success of the project will require the input, review, and participation of all levels of County staff. These cost estimates assume that the County will make key end-users and technical personnel available for these purposes.

· The estimated implementation project timelines and cost estimates exclude the cost of the current Operations & Maintenance activity.
2. Server and Network Environment

· These cost estimates assume that the County will provide the database server, file server(s), application servers, Web servers and workstation hardware and software for the PeopleSoft and core financials implementations prior to the start of their respective projects.

· We anticipate that the technical infrastructure assessment referenced earlier will result in changes to the current infrastructure and associated budgets and plans. The upgrade to Release 8 of PeopleSoft will likely require an additional Web server as well as a four- to six-fold increase in application server processor capacity. Our best estimate, at this time, is that the County should plan on a $l to $1.5 million hardware cost to support this upgrade.

· The original core financials implementation effort required an incremental hardware investment of approximately $1.3 million according to FSRP project records. Based upon the County’s representations that this equipment has now been re-deployed and will have to be replaced, it has been assumed that the replacement hardware investment will be approximately $1.5 to $2 million. The size of the range reflects a level of uncertainty regarding the reasonableness of the original hardware “sizing”, which some County staff have indicated may not have been adequate to support an effective production environment.

· The County will install all software (including PeopleSoft and core financials software and upgrades) on all implementation systems and team workstations at the appropriate time during the course of the re-implementation effort.

· The County will provide production and development systems and network communications that will support the main location for the project team and the required remote locations.

· The County will provide all basic infrastructure set-up and maintenance, and report distribution and management to support the project schedule.

3. Required King County Resources

· The County is responsible for the performance of its employees. It is the County’s responsibility to manage the project to ensure that all work assigned in the project plan to County resources is performed in a manner that will not adversely affect the estimated schedule and cost estimates.

· Throughout the program, the County will provide a dedicated staff with at least the following skills, according to the estimated schedule and resource plan:

· Business analysts.

· Human Resources functional lead and staff.

· Benefits functional lead and staff.

· Payroll/Time and Labor functional lead and staff.

· Financial (FI) functional lead and staff.

· Project (PS) functional lead and staff.

· Controlling (CO) functional lead.

· Funds management functional lead and staff.

· Materials Management (MM) functional lead.

· Sales and Distribution (SD) functional lead.

· Treasury (TR) functional lead.

· Change management staff.

· Data conversion staff.

· Technical developers.

· System administrators and Database Administrator (DBA).

· Trainer resources.

· Project managers.

· Project auditors.

· Senior Management sponsor and Steering Committee members.

· In addition to the dedicated project team, resources from County departments will be required to assist in project activities and to attend training on a periodic, part time basis. The County currently plans to conduct a follow-on project to the Critical Assessment and Implementation Planning project that will refine the project’s high-level Implementation Plan (including the business case) to a detail level. Until the detailed plan and statement of work is developed, we are not able to estimate the number, type, and funding sources for departmental resources with any degree of accuracy. Therefore, for the purposes of this report, we are assuming that the cost for these resources will be covered by their home departments and are not included in the project implementation cost estimates.

· The County team members will have completed PeopleSoft and core financials system functional and technical training appropriate to the modules included in this estimate prior to the start of the project.

· The County and the integrator will convene a cross-functional Steering Committee for the restarted program composed of key stakeholders (including Department Directors) who will be responsible for overseeing the project. Active Steering Committee participation will be a priority for members.

4. Other Project Parameters Impacting Cost Estimates

· Standard PeopleSoft and core financials software security will be implemented. The project team will load minimum security, but the County is responsible for all aspects of their system security and operation following delivery.

· As discussed with the County, the goal of the program implementations will be “vanilla” PeopleSoft and core financials software implementations with minimal customization. The integrator and the County will work together to implement a process to assess modifications in light of this goal.

· The County is responsible for identifying the interfaces into and out of the PeopleSoft and core financials software systems. The combined (County and integrator) project team will develop the interface code that is required.

· The County is responsible for data cleansing and conversion. Data conversion will be minimized where possible and limited to current year data necessary to meet regulatory requirements. The project team will assist in the mapping and migration of data into PeopleSoft and the core financials system, and with data verification.

· Project scope does not provide for employee self-service, manager self-service or workflow applications.

· The project team will assist the County in creation of all training materials and the training of approximately 40 to 50 core end-users for each of the two systems. The County will be responsible for subsequent training of other personnel throughout the organization.

5. Labor Rates

· Based upon input from the County, we have assumed an average first year (2001) loaded cost for County resources of $45 per hour, escalated by a five percent inflation factor for each subsequent year to reflect the impact of salary increases. For purposes of this calculation, this is considered to be a reasonable estimate without getting consumed in an overly complex calculation that may not appreciably alter the number used. With this cost assumption documented, it will be possible to readily adjust the County staffing cost if an alternative figure is preferred.

· The labor rates in Exhibit A-8 in the Appendix were used to calculate professional fees. With the exception of the Contract Technical Analysts and Contract Functional Analysts, with whom the County will contract directly, these rates assume that the work is being done by the integrator on a fixed-price basis with risk contingency built in. The rates assume a 5 percent year-to-year increase.

· IBM SAP and PeopleSoft National Practice experience indicates that consultant travel and living expense average 15 to 20 percent of professional fees. Therefore, travel and living expense estimates have been included in the cost estimates at 20 percent of professional fees.

· Estimates include costs for independent Program oversight conducted by two QA consultants (at the Project Manager rate – see Exhibit A-8 in the Appendix) accompanied by three auditors (at the King County staff rate) from the County’s Audit Department. An initial audit to ensure preparedness and readiness for the program, quarterly reviews, and a final audit at closure are recommended. Each review or audit is assumed to take one week. These costs are incorporated into the estimates for the PeopleSoft and the core financials projects.

6. Lifecycle Costs/Total Cost of Ownership Minimization

There are four key areas that will drive down the cost of program ownership:

· Minimize modifications. We strongly recommend that the County, in conjunction with the integrator, pursue opportunities to minimize modifications whenever possible during program implementation. This will yield benefits both in terms of reducing ongoing maintenance costs and in facilitating upgrades.

· Position for and move to self-sufficiency. We recommend that a critical success factor for County leadership during the program implementation should be to position the County for self-sufficiency. Post go-live, a key measure of success should be the County’s ability to rely on its employees as much as possible for Operations & Maintenance support.

· Consider alternative support models. Alternative support models like Application Service Providers (ASPs), out-tasking and business process outsourcing are becoming increasingly established for the government. While these models (particularly ASPs) are not yet mature and at present are relatively high cost and high risk, the County should consider them as they proceed with program implementation and the transition to Operations & Maintenance support.

· Leverage the County’s ERP investment. A key advantage to acquiring Tier 1 ERP systems like PeopleSoft is the efficiencies that can be gained from their comprehensive use. In addition, ongoing technology improvements that ERP vendors will make available also can be exploited by organizations. Once the program is implemented and stable, the County will have a solid foundation in place on which to leverage their technology investment and realize the benefits that ERP can bring to bear.

7. Quantification of One-time and Ongoing Costs

To put the cost estimates in an appropriate context, it is important to reiterate that the estimates provided are at a high level.

The County currently plans to conduct a follow-on project to the Critical Assessment and Implementation Planning project that will refine the project’s high-level Implementation Plan (including the Business Case) to a detail level. The results of that project should produce a foundation to support funding procurement. In addition, assuming the projects will be accomplished under contract with an integrator, we expect the County will request that vendors respond to a RFP with detailed Statements of Work that carefully delineate County and integrator responsibilities and accurately reflect market pricing. Those responses combined with the results of the follow-on project should provide the level of detail sufficient to secure funding.

The exhibits on following pages show high-level estimated cost summaries for the projects that must precede program restart (detail implementation plan and the integrator RFP and selection process), as well as PeopleSoft HRMS implementation and core financials software selection and implementation, and three-year Operations & Maintenance (i.e., TCO) cost estimates. These costs include the elements that were identified in the Critical Assessment report’s Exhibit V-1: High-Level Alternative Costs Summary, Alternative 2. The estimates were developed using the guidelines that were provided to the Dye Management Group, Inc./IBM team in the “King County Information Technology Investment Business Case Guide” dated April 8, 1999.

8. Core Financials Re-evaluation Costs

Alternative 2 does not recommend a particular core financials software package. Rather, it provides the County the opportunity to reassess its financial software selection in the future. However, the County requested that this report assume that the County’s future core financials software selection is SAP Financials in order to provide a complete picture of the commitments required by moving forward with the program.

Exhibit II-1: Summary of Estimated Program Costs

Activity
Range of Estimated Costs1

Detail-Level Implementation Planning Project
$ 100,000
$ 200,000

Integrator RFP and Selection Project
100,000
200,000

Phase 0:
Vision Validation, Pre-Project Preparation
3,100,000
4,600,000

Phases 1, 2 and 3:
PeopleSoft HRMS Sustaining, Replace MSA, Implement HR functions
12,500,000
18,700,000

Phase 4:
Core Financials Software Evaluation
415,000
622,000

Phases 5 and 6:
2 Complete Financial System Implementation, Migrate ARMS/IBIS
11,000,000
16,600,000

Total
$27,215,000
$40,922,000

1Cost estimates are displayed with a contingency of plus/minus 20%. See Appendix for actual cost estimates.

2Figures based upon SAP with SAP implementation beginning March 2003. Going with other financial software 
 would require additional license fees. There may also be some additional labor rate adjustments due to extending 
 timelines.

Exhibit II-2: Range of Estimated 3-Year O&M Costs

Year
PeopleSoft
3 Financial System
Range of Estimated Costs

2003
1 $1,500,000
1 $2,300,000
N/A
N/A



2004
2,300,000
3,400,000
2 $1,000,000
2 $1,600,000



2005
2,400,000
3,600,000
1,800,000
2,700,000



2006
2,700,000
4,000,000
2,100,000
3,200,000



2007
N/A
N/A
1,700,000
2,600,000



Total
$8,900,000
$13,300,000
$6,600,000
$10,100,000
$15,500,000
$23,400,000

1 First eight months after implementation of PeopleSoft.

2 First seven months after implementation of SAP.

3 Figures based upon SAP with SAP implementation beginning March 2003. Going with other financial software 
   would require additional license fees. There may also be some additional rate adjustments due to extending 
   timelines.

9. Program Timeline

Exhibit II-3 on the following page displays high-level timelines for a re-started program. These high-level timelines include:

· Construction of a detail-level implementation plan via a follow-on project to the Critical Assessment and Implementation Planning Project.

· The RFP process necessary for the County to select an integrator.

· Phase 0 activities including vision verification and pre-project activities including business process re-engineering.

· Pre-project preparation and Phase 0 activities including business process re-engineering.

· Phase 1 through Phase 6 activities resulting in the completed implementation of PeopleSoft HRMS and core financials software, and conversion of existing systems.

A post-implementation support period of 30 to 90 days has been included in the PeopleSoft HRMS and core financials timelines. No specific timelines are provided for the annual Operations & Maintenance estimates.
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Exhibit II-3: Estimated Program Timeline

F. Risks and Mitigation Strategies

A risk management plan assists the program sponsor, program and project management by anticipating events that can negatively impact project scope, schedule, cost and other resources. It provides a roadmap for avoiding risks and a contingency plan supporting efficient, confident and reliable decision-making when a risk event occurs.

This section is focused on risk identification and risk avoidance. High-level risks and mitigation strategies are presented that expand upon the risks associated with Alternative 2 that are identified in the Critical Assessment report.

1. Risk: Clear acceptance of the vision and its alignment with the County’s goals, and buy-in from the system owners, is not achieved.

Mitigation:

· We strongly recommend that the County does not proceed with the program.

2. Risk: Necessary policy decisions are not made.

Mitigation:

· Develop a governance authority structure for the program that is sufficient to promote policy decisions to a level where they will receive attention and resolution.

· Select a program sponsor who will accept the responsibility to ensure policy matters are addressed and resolved in a timely fashion, and who has the political authority and organizational power to sustain the program through implementation.

· Educate the Steering Committee representatives in their proper program role and responsibilities. Allow no one on the Committee who is unable or unwilling to make decisions.

· Develop an appropriate decision-making framework and have the determination to stick with it when the going gets rough.

· Clearly identify responsibilities for each major program participant, and align authority to empower them to carry out their responsibilities as soon as the program is established.

· Elected officials should be adequately prepared to make key policy decisions that impact the legal framework within which the County organizations must operate.

· Legislative, contractual and other changes external to the County administration and relevant stakeholders should be identified early. Negotiate to resolve or obtain conceptual agreement on issues prior to investing efforts in business process alignment.

· Ensure that all policy decisions are “informed” decisions, and that they are communicated to the enterprise in a timely fashion.

3. Risk: “Politics” compromise program progress.

Mitigation:

· Develop a governance authority structure for the program that is sufficient to handle program decisions, as well as internal and external “politics”.

· Consider a program sponsorship consisting of a non-political alliance between the County Executive’s Office and the County Council to encourage teamwork among the County’s senior leadership and provide an environment for quick intervention and conflict resolution.

· Confirm sponsorship for the program’s vision among key stakeholders by involving them in a consultative planning process. Widespread, consistent, highly committed sponsorship for the program business vision is essential from Executive, Legislative and Judicial and stakeholders.

· Develop, install, and utilize a formal, structured issue resolution process to achieve results and functional tradeoffs to ensure quick decisions at the project level.

4. Risk: Business process change is resisted.

Mitigation:

· Select a program sponsor committed to change and willing to mandate business process alignment to improve the overall functioning of the enterprise.

· Form a Steering Committee that represents each enterprise business area affected by the program and who clearly understands the impact of program related changes, and has authority over the allocation and management of end-user resources.

· Construct and implement a well-conceived, structured business change management process to ensure that end-users have the appropriate incentive and resources for planning and preparation.

· Conduct a Change Management Readiness review to assess the County’s capacity for and receptivity to implement the business process changes that are critical to the success of the program.

· Implement a communications program that clearly articulates the program goals and objectives with a focus on educating and building commitment for change early in the program. Ensure that business change management announcements and decisions are clearly communicated well in advance, accompanied by an understandable explanation of the justification for the decision.

· Inventory the business processes to be aligned and/or redesigned early in the program and obtain agreement on the priorities, conceptual approach, practice, and workflow by impacted end-users.

5. Risk: End-user departments lack motivation to participate in yet another program.

Mitigation:

· Select a program sponsor who is willing to continuously promote program benefits to the organization to ensure implementation is a top-level priority; who will maintain program support at the senior level throughout the County, and will ensure that the organization is educated on the elements of program success or failure.

· Form a Steering Committee that represents each enterprise business area affected by the program; that clearly understands the benefits of the program; and that is willing and able to articulate those benefits throughout their organizations.

· Implement a communications program to provide high visibility to the program’s goals and objectives and include content focused on end-user motivation and end-user needs.

6. Risk: The County does not have the appropriate resources to support the implementation.

Mitigation:

· During the early years of the program, the track record of core financials ERP implementations in the government sector should be closely watched to prepare the County for its future core financials software evaluation process.

· A detail-level business case should be developed and documented as part of the Phase 0 activities to justify additional funding and personnel resource requests. It should include well-documented estimates of the projected cost to complete the implementation effort and recognition of the on-going total cost of ownership. There must be a reasonable level of certainty of bottom-line project cost in order to achieve resource funding.

· Consider outsourcing legacy system support during the implementation period to allow in-house staff to focus on the implementation program.

· Develop resource-loaded project work plans at a level of detail that will enable the County to more accurately forecast resource need and to support acquiring sufficient personnel and other resources, including “back fill” staffing.

· The project team should communicate the nature of technical and functional expertise needed from end-user departments to ensure availability of an adequate number and mix of human resources from County organizations.

· If a labor distribution interface between PeopleSoft and the selected core financials software is required, Operations and Maintenance planning must include sufficient resources to support the maintenance of such an interface when one or both of the applications change (e.g., through upgrades, etc.).

· Undertake a staff re-education program to mitigate the demoralization over the way the previous program ended, as well as the lack of momentum and the diminishing familiarity with the software applications gained during the previous efforts, due to the time lapse since program suspension.

· Pursue alternatives to the Term Limited Temporary basis of moving functional staff to the program team, and resolve the inequities of the “overtime pay” issue.

7. Risk: The program is unable to meet its implementation schedule.

Mitigation:

· Carefully select a PMO and other external resources that excel at planning projects, managing risk, and delivering results.

· Acquire independent oversight to review all program aspects throughout the program’s lifecycle.

· Adopt an appropriate methodology. To benefit from the rigor required by a chosen methodology, all relevant components of the methodology must be adhered to.

· When a group of projects are managed under one program, they should be combined into a single program plan that clearly maps their system, resource, process, and milestone interdependencies. A program plan should be developed mapping the overall goal, conceptual design, scope, schedule, budget, and performance measures of the project. This plan should contain meaningful objectives that are specific, actionable and measurable. It should consist of relatively small, manageable tasks with clearly defined and frequent deliverables.

· Establish a program director with the primary responsibility of managing the contracts of the PMO and the integrator.

· Acquire independent oversight to ensure that plans are followed, that performance measures meet targets, and that participants are executing their responsibilities. This “program oversight” function should continue throughout the program’s lifecycle.

· Select project managers with proven on-time, on-budget track records of success.

· Develop contracts that ensure vendors share in the risks of program failure by requiring adherence to a fixed time frame, at a fixed price, for a fixed delivery.

· Develop a contingency plan.

· Develop, install, and utilize a formal, structured issue resolution process to resolve results and functional tradeoffs to ensure quick decisions and conflict resolution at the project level.

· Manage changes to program scope (including decisions not made or responsibilities not fulfilled), with a change control process that documents the requests, estimates their impact on the program, and presents them to the appropriate authority for resolution.

· Produce a well-defined method for tracking and reporting program spending including the matching of specific expenditures with documented, agreed-upon project goals, objectives, deliverables and milestones.

· Implement a communications program that includes formal program and project status reports to include accomplishments, status, and planned activities, as well as completion forecasts and budget performance metrics.

· Ensure that customizations are limited to only those changes declared absolutely necessary by the highest level in the County’s decision-making framework.

8. Risk: The implementation program does not give proper attention to lessons learned from previous implementation attempts.

Mitigation:

· Acquire an independent, ERP-experienced PMO and empower it with sufficient authority to manage the program on a day-to-day basis.

· Acquire independent oversight to review all program aspects throughout the program’s lifecycle.

· Perform periodic internal audits of the program during the implementation process.

9. Risk: The County does not have the resources to support the software after installation.

Mitigation:

· Acquire staff experienced with PeopleSoft HRMS and the selected core financials software and supporting technologies.

· Provide staff with training in PeopleSoft HRMS and the selected core financials software and related/supporting technologies.

· Create a retention program capable of retaining trained and experienced staff. 

· Establish a knowledge transfer program to leverage the investment in the program’s integrator, subject matter experts, and other consultants.

· Consider outsourcing legacy system support during the implementation period to allow in-house staff to achieve maximum gain from knowledge transfer opportunities.

· Acquire standard commercially available software that is proven and vendor supported.

· Limit software customization to an absolute minimum.

· Utilize standard system architecture. Hardware, software, databases, query tools, desktop tools and network infrastructure.

· Consider support alternatives such as outsourcing.

10. Risk: Systems encounter unexpected post-implementation operational problems.

Mitigation:

· Ensure proper implementation, testing, and rollout planning and execution.

· Include a post-implementation support period by the system integrator for each major software implementation phase.

· Define stabilization and Operations & Maintenance processes.

· Ensure sufficient Operations & Maintenance resources are available and fully trained.

11. Risk: Departments do not utilize systems after implementation.

Mitigation:

· Acquire software with easily learned, intuitive end-user interfaces, as well as query and reporting tools.

· Provide thorough training on organizational aspects of the system, such as, “How does the system help me do my job?”, as well as the technical aspects of the system, “How do I enter an invoice?”

· Develop an assessment and certification tool to ensure that the proper level of training necessary to function in the new system environment has been provided.

· Structure system data the way departments do business whenever possible.

· Periodically rotate-in project team staff from the end-user community.

· The timing of the implementation effort will need to take into consideration other competing demands on scarce personnel resources to avoid encountering conflicts.

· Implement a communications program that includes information on the benefits to be derived at the end-user level from utilization of the system’s capabilities – how the systems can make the end-user’s job easier.

12. Risk: County business requirements are not met and benefits are not achieved.

Mitigation:

· Re-validate end-user requirements and properly set end-user expectations regarding what will and what will not be in the final implemented solution.

· Acquire independent oversight to review all program aspects throughout the program’s lifecycle.

· Ensure that end-users are given a strong voice in the business process analysis and change process, as well as in the definition of the types of reporting, both routine and “exception” reports. They need to effectively execute their departmental responsibilities.

· A conscious effort should be made to structure teams to involve people from both the old “County” and “Metro” organizations to overcome the cultural differences inherited from the merger of these two organizations.

· Develop an ongoing monitoring program to ensure the County continues to receive benefits from its technical implementations.

IV. Program Management

(
Program management is the process of initiating governance planning, directing, and evaluating the development and implementation of a program. Program management includes such areas as program integration, scope, quality, human resources, and communications and risk management. This section discusses program management issues that will need to be addressed by the County, as well as discussing the roles and responsibilities of the program team, and offering suggestions for organization and implementation.

A. Governance

Governance addresses the authority for making decisions about the program and the means by which those decisions are effected. Any effort to restart and implement the program will require structured, meaningful program governance for making decisions about the direction of the program, setting program priorities, and fostering compliance with decisions.

Overall recommendations for program governance are:

· Establish a Policy Committee with representation from the County Executive’s Office, County Council and line departments to oversee the program.

· Establish and staff other critical governance roles: Program Sponsor, Program Director, Technical Steering Committee, Program Manager, and Program Management Office.

· Acquire the services of an outside integrator to staff the Program Manager position and the Program Management Office, and be responsible for the success of the program.

· Acquire an independent program oversight operating in a proactive, problem avoidance manner, to help catch early warning signs of project trouble while there is still a high likelihood of finding a successful remedy.

Exhibit III-1 displays the proposed program governance structure. Detailed descriptions follow the exhibit.

Exhibit III-1: Governance Structure
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1. Program Sponsor

The Program Sponsor is the position ultimately accountable for the program’s success. The Program Sponsor acts as the champion of the program. The position is the program’s advocate with County departments and political organizations. It creates and communicates the program vision, develops the overall strategic program targets, ensures funding and other resources are available for the program’s duration, and ensures that political and organizational obstacles to program success are addressed in a timely manner. The position chairs the Policy Steering Committee and will be filled by a senior-level official from the County Executive’s Office.

2. Policy Steering Committee

This Committee is responsible for owning the program and for identifying and resolving all basic policy issues that affect the program, such as bi-weekly versus semi-monthly pay issues. The Policy Steering Committee should be composed of senior management who can address issues that span multiple departments and functional areas, as well as one or more County Council members. In addition, department directors, including elected officials, should be considered for Committee participation. All members of the Committee should be provided project management training. The Policy Steering Committee is chaired by the Program Sponsor.

The Committee’s responsibilities include:

· Constructing charters for itself and the Technical Steering Committee outlining Committee objectives, how reviews and reporting will occur, program resources, a decision-making structure, and a conflict resolution structure.

· Expediting resolution of all policy issues affecting the program.

· Authorizing program resources, program plans, and any revisions to program plans.

· Authorizing independent risk analyses and verifying costs/benefit assessments.

· Authorizing human resources and program contracts.

· Authorizing an independent program oversight provider for the program

· Providing direction to the Technical Steering Committee.

3. Program Director

The Program Director represents the County in the day-to-day program activities. The position chairs the Technical Steering Committee and manages the contracts of the integrator and other program consultants, as well as the software contracts involved in the program. This position chairs the Technical Steering Committee and will be filled by a senior-level official from the County Finance Division.

4. Technical Steering Committee

Where the Policy Steering Committee is the owner of the program, the Technical Steering Committee is the owner of the process, and manages many of the day-to-day activities of the program. The Technical Steering Committee, chaired by the Program Director, should consist of deputy or assistant directors from each business area that is significantly affected by the program. The Committee must meet regularly, and every Committee member must be able and willing to make decisions on technology and policy. Committee members should have experience with or receive training in business process engineering and project management methodologies and practices. The Technical Steering Committee reports to the Policy Steering Committee and is chaired by the Program Director.

The Committee’s responsibilities include:

· Monitoring project scope, risk, schedule, and budget.

· Recommending program resources, program plans, and any revisions to program plans.

· Recommending independent risk analyses and verifying costs/benefit assessments.

· Recommending and monitoring human resources and program contracts.

· Recommending an independent program oversight provider for the program.

· Providing policy recommendations and decision-making support to the Policy Steering Committee to help expedite that committee’s work.

· Identifying and resolving key program issues, and escalating issues that cannot be resolved internally, to the Policy Steering Committee.

5. Program Manager

The Program Manager directs the Program Management Office (PMO) and is the single most critical role in the program. As the position that “makes it all happen,” the Program Manager must have extensive experience and background in the technical aspects of enterprise programs, as well having the understanding of and experience with a complex stakeholder environment like King County’s. The Program Manager must ensure that all critical-path issues are resolved – both policy issues and stakeholder issues – and that all success factors are in place. As director of the PMO, the Program Manager participates on, as well as reports to, the Technical Steering Committee. The position is filled by an ERP integrator senior program manager.

ERP integrator services will be provided to the program by an outside consulting organization. The program’s success is contingent upon the technical, organizational and political expertise of the integrator coupled with the integrator’s proven capabilities and resources with public sector PeopleSoft HRMS and a variety of large-scale financial implementations. The integrator will be responsible and accountable for program results. Activities will include planning, managing, implementing and supporting all technical program activities, as well as taking part in and/or leading policy initiatives and business process engineering efforts throughout the length of the program. 

The responsibilities of the Program Manager include:

· Managing the implementation projects and all subprojects.

· Providing a single point of contact between management and the project teams.

· Resolving program conflicts and other issues, and escalating those that cannot be resolved internally to the Technical Steering Committee.

· Acting as the advocate for the needs of all departments.

· Ensuring the right technical and functional expertise is available to the project.

· Ensuring that the County has capability to use and maintain the system after it is delivered.

· Providing periodic status reports to the Technical Steering Committee and other interested parties.

6. Program Management Office

The Program Management Office is a temporary management structure created to manage the daily activities of the program and its projects as well as ensure integrated program delivery. The PMO is 
manned by integrator staff, reports to the Technical Steering Committee and is directed by the Program Manager.
The responsibilities of the PMO include:

· Updating, maintaining, and communicating program requirements.

· Establishing a standard project management methodology, including tools and communication.

· Establishing program boundaries and responsibilities and coordination of project deliverables.

· Maintaining awareness of the “big picture,” seeing the whole program and all of its projects, in order to monitor trends and recognize global problems.

· Identifying and reducing program risks.

· Establishing a structured process for accomplishing program goals and objectives, and monitoring the progress and schedule of the program against that process.

· Maintaining a knowledge base of information and documentation on the program models and standards, as well as program system capabilities and related information.

· Providing information and reports to senior management and the Steering Committees.

7. Project Managers

The resources for each project include two Project Managers. The “lead” Project Manager position will be staffed by Integrator personnel. The other Project Manager will be filled by County personnel.

The “lead” Project Manager will direct the activities of a project team charged with the responsibility to execute a work plan for a specific program project. The importance of the role is similar to that of the Program Manager only limited in scope to a specific project. Like the Program Manager, the “lead” Project Manager has the most critical role at the project level and is the position that “makes it all happen”. The position must have strong experience and background in the technical and functional aspects of enterprise programs, and must ensure that all project critical-path issues are resolved and that all project success factors are in place.

The other Project Manager provides an administrative presence to County project team members and ensures that knowledge transfer takes place between the project’s external resources and County staff.

The “lead” Project Manager reports to the PMO. The other Project Manager reports to the “lead” Project Manager.

The responsibilities of the Project Managers include:

· Managing the day-to-day activities of the implementation project and all subprojects.

· Providing a single point of contact between the PMO and the project team.

· Resolving project conflicts and other issues, and escalating those that cannot be resolved internally to the PMO.

· Acting as the advocate for the needs of the project team.

· Ensuring that the project team consists of the right technical and functional expertise.

· Providing periodic project status reports to the PMO and other interested parties.

· Ensuring that a knowledge transfer process is in place and that it is followed.

8. Project Teams

Each project team will consist of the functional and technical resources necessary to support the successful completion of the project. These resources may consist of integrator staff and/or other contracted resources, County technical staff, and County functional staff. Each project team will report to the “lead” Project Manager for that particular project.

9. Independent Program Oversight

The goal of independent program oversight is to provide the Policy Steering Committee with valid, unbiased information about a project’s true status, performance trends, and forecast for completion. Most serious program problems are reported to management only after the program has passed the point of being able to recover lost time or costs. Independent program oversight, operating in a proactive, problem avoidance manner, can help catch early warning signs of project trouble while there is still a high likelihood of finding a successful remedy.

Independent program oversight will be provided to the program by an outside consulting team. The oversight team reports to the Policy Steering Committee.

The activities of the program oversight provider will include:

· Establishing a program oversight plan.

· Conducting reviews and monitoring all key program factors including staffing, work plan, progress and milestones.

· Evaluating the performance of the Program Sponsor and Program Director, the Steering Committees, the PMO, and the integrator and County project teams relative to the planned expectations of budget, scope, and schedule.

· Conducting special reviews as necessary to investigate risk issues.

· Establishing status reporting requirements for the PMO.

· Providing program oversight reports to the Policy Steering Committee and other interested parties on a monthly basis. Quality oversight reporting may include:

· Actual budget vs. planned budget.

· Actual schedule vs. planned schedule.

· Actual functionality vs. required functionality.

· Current risk vs. projected risk.

In addition to procuring independent quality oversight to participate in the program implementation, it is recommended that the County conduct independent performance assessment studies on the program every year initially, to ensure that benefit is being received from the program and that benefits received are recognized by the County.

B. Change Control

Change control is a set of procedures through which changes to the baselined program and its projects are proposed, the impact of the change is assessed, and the change is either rejected or accepted and applied.

The goals of a change control procedure are to:

· Provide a mechanism for accepting changes that improve the product overall and reject those that degrade it.

· Facilitate efficient changes to work products after their initial acceptance, recognizing that the impact of a change to a work product is dramatically different after the work product has been accepted.

· Allow all parties affected by proposed changes to assess the resource, schedule, and/or product impact of the changes.

· Allow changes to accepted work products to be proposed and evaluated, schedule and quality impact assessed, and approved or rejected into work products in a controlled manner.

· Provide an historic trail of the development of work products, including all proposed changes.

The change control board, perhaps a sub-committee of the Technical Steering Committee, can help manage the change control process and serve as the focal point for change control. For any changes that are accepted, the assessed impact on the development schedule must be incorporated into the existing schedule and a new schedule produced, making the appropriate trade-offs between time, function, and manpower.

C. Change Management

Change management is the process of aligning an organization’s people and culture with systems, business, and organizational changes. Change management necessitates identifying areas of the organization that will be affected by the program and specifically addressing the process transition for those areas. Effective change management is critical to the success of the restarted program.

The goals of change management are to:

· Build understanding of and commitment to changes.

· Align key organizational elements to support the change.

· Enable continuous performance improvement to sustain the change.
A Change Management Readiness Review should be conducted. This review should assess the County’s capacity for and receptivity to implementing the business process changes that are critical to the ultimate success of the new systems. Results should help clarify and reiterate the program vision and objectives and also reveal which areas of the organization may need more attention from the change program to ensure a successful transition. Results also should help identify specific organizational issues that the change strategy must address.

Based on the results of the readiness review, the Policy Steering Committee and should be able to make a go/no go decision about the program.

The readiness review should be conducted by the Program Sponsor and the Policy Committee and provide the following:

· A prioritized list of the business processes that must be changed as part of the program. The list should identify:

· What the process change entails.

· Why the change is needed for program success.

· What departments are affected by the change.

· Who is responsible for pushing the business changes through.

· A timeline for the change.

· The risks to the program if the changes are not implemented.

· A matrix of stakeholders, the areas they work in, what responsibilities they have, how the program will affect them, what their involvement will be, how communication will take place, and what special concerns or needs each affected group has (such as training).

· A documented version of the To Be process, including the program’s benefits, the program goals and objectives, and what policies and business changes can be expected.
D. Risk, Mitigation and Contingency Planning

A fundamental tool for successful program management is a detailed, thorough risk management plan and the absolute commitment to successfully implement and execute it.

A risk management plan assists program and project management by anticipating events that can negatively impact program/project scope, schedule, cost and other resources. It provides a game plan supporting efficient, confident and reliable decision making in a high-pressure situation. It identifies all possible events that could negatively impact the program/project. Each risk is qualified with both a probability factor and a severity factor.

Mitigation strategies are tactics to avoid risk. For the program/project risks identified, mitigation strategies must be developed to decrease the probability of the risk occurring and/or decrease the severity of the risk if it occurs. A mitigation strategy includes what action to take to avoid the risk from occurring and how to detect the risk in its early stages.

A contingency plan provides actions to be taken to limit risk impact in the event risk mitigation is unsuccessful and the risk is realized. One of the values of a contingency plan is that planning takes place before the risk event so valuable recovery time is not lost in planning after the fact.

The PMO will be responsible for developing a risk management plan for the program and ensuring that all project teams employ sound risk management processes.

E. Communications Strategy

Communication is the means by which commitment to change is built. It is extremely important for the Program Sponsor and Steering Committee to understand the various groups affected by the program implementation, the customization and target communications to those groups. Communications should provide the reasons for the program and business process changes, as well as progress on the programs and projects.

The first communication should come from the Program Sponsor. The communication should reach a wide audience announcing the restarted program effort and the program benefits and vision. The communication should also acknowledge the previous FSRP efforts and the challenges the team faced, as well as address how this new effort will be different. This communication or a follow-on message should also relate the names and roles of the Program Sponsor and the Policy Steering Committee and Technical Steering Committee members, and emphasize the importance of employee input and involvement throughout the program lifecycle.

Other recommendations for communications strategy:

· All business process changes should be documented and disseminated.

· The Program Manager should send program status reports on a regular basis across the organization, using the most appropriate medium (email, web site, newsletters, etc.).

· All significant milestones should be announced when they have been achieved.

F. Issue Management

An “issue” is anything that, left unresolved, will impact the project scope, time schedule, cost, human resources, or quality. Issues will arise throughout the lifecycle of the project, and must be recorded, addressed in a timely manner, and closed.

The goals of issue management are to:

· Provide a process for evaluating and resolving issues.

· Ensure that issues are addressed in a timely manner.

· Communicate issues, their assessed impact, and how and when issues will be addressed.

The following issue management methodology for the program is suggested:

· Issues can be raised by anyone involved with the program at any time. Issues will be presented to the PMO in written format. The PMO will log all issues received in a central repository with the requestor’s name and issue description.

· The Program Manager will assign responsibility for initial review of issues within the PMO.

· Within a reasonable time after receiving a potential issue, the PMO will complete their review of the issue, with the originator if necessary, and determine whether to open the issue for resolution. If the proposed issue is not thought to be valid, the originator must be notified of that fact as soon as possible.

· Valid issues will be classified, have an “open” date and the issue priority level (assigned by the PMO, not the originator) added to their log, as well as the name of the person assigned to resolve the issue, a specific timeframe within which the issue is to be resolved, a description field for further describing the issue (e.g., cost, schedule implications, links to other project plans, etc.); other comment fields for future comments, explanations, etc.; issue status; documentation of issue resolution; and issue closed or deferred date.

· Issues should not remain open indefinitely. If the issue does not need to be addressed until a future date, the issue status should be marked as “deferred” until that future date or put in another type of repository.

· Issues that are due and unresolved should be escalated to the Program Manager for immediate action. Any issues that remain unresolved become a project risk to be managed through the risk mitigation process.
G. Review and Approval Process

Every task results in the completion of a work product. Some work products are written documents, others are “table loaded” or “test completed” type activities. Some work products are end results while others are interim steps in moving toward an end product.

It is recommended that every work product be reviewed and approved. To ensure appropriateness of this process, the project managers (King County and Integrator) will agree on review and approval authority, but will be guided by the following:

· All project related work products (strategy documents, status reports, etc.) will be submitted to the PMO for approval.

· All end-user related work products will be submitted to a manager in the end-user department with the authority to review and approve project related work products, for approval. Key aspects are table loads, business process documents and test results.

· For development activities, the functional analysts will write functional specifications, which are approved by both an end-user manager and the technical development lead. The technical developers will write technical specifications, which will be approved by the functional analysts. Test results will be approved by the end-user manager.

· Wherever possible, all review and approval steps will be completed as soon as possible so as to not impede project progress. A general rule should be established that will allow the approver a specified, limited time to find fault or approval is assumed.

· It is recommended that signature documents be required for each item and that all such documentation be retained in the project records.

· To set a communication standard, it is also recommended that the project managers adapt a status reporting standard where percent complete is used to easily identify approved work products. The standard should be that no task be reported as 100 percent complete until the appropriate authority has approved it.

· Final approval and sign-off of major program/project milestones can only be obtained from the Technical Steering Committee and the Policy Steering Committee.

H. Key Staff Retention Approach

It is critically important that all project team members remain fully focused on the project and committed to a successful, timely completion. To assist in accomplishing this, we recommend:

· Each project manager prepare a detailed human resource plan, identifying roles, responsibilities and skills required for each position. Qualified candidates are interviewed and selected to fill each role. Each assigned person is given a written document delineating their role on the project including duration and planned activities and is required to accept the assignment, making a personal commitment (via signature) to the project.

· Roles should be filled with broad-banded jobs providing for individual growth and flexibility within each job.

· Team bonuses and incentives based on clearly definable objectives should be used to the greatest extent possible.

· Adequate training must be provided prior at the beginning of the project.

· Extensive team communication, sharing of information and recognition of contributions need to be ongoing project management responsibilities.

· Individuals should be empowered to take on as much responsibility as they are able to – including approval authority.

· County employees must have full reversion rights to return to their previous position at the conclusion of their participation in the project.

I. Application Stabilization Strategy

As the newly converted employees are cut-over to production, the project enters a production support phase that ensures the functional analysts and developers are on-hand to assist in resolving any unanticipated events. 30 to 90 days of production support has been included in the Implementation Plan for each implementation project.

A thorough, comprehensive test strategy and plan is expected to eliminate most post go-live problems; however, data integrity errors in conversion may present unexpected problems with certain processes. Similarly, as employees actually use the system for the first time, it is reasonable to expect some degree of error or omission in performing routine administrative functions. This stabilization strategy is designed to ensure the County has adequate human resources to identify and resolve all such issues that occur. For the first few weeks after cut-over we recommend that the stabilization team be composed of substantially all of the team members that worked on the implementation. At the end of the first month, assuming smooth system operation and performance, the stabilization team would of a sub-set of this group needed to ensure smooth processing during the second month post cut-over.

During the post-implementation support period, process areas where additional training is needed may be identified. The stabilization team will be on-site and ready to respond to any such needs, as well as needs identified in the functional and technical audits of system performance and function that will be conducted by the stabilization team during this period.

J. Ongoing Application Support

Beyond the stabilization period, it is extremely important the County maintain the applications and support the system end-users.

The Critical Assessment section of this study included several recommendations regarding maintaining system patches and fixes in a current state, and applying all interim upgrades in a timely manner. Similarly, it also addressed the importance of thoroughly testing each patch application.

End-users will continue to experience attrition and the County must be prepared to continually train employees who are moved into end-user positions. With each major software release, there is a need to retrain all end-users in the latest system functionality and features.

The Critical Assessment also addressed the importance of continual process improvement and the need for the County to adapt fundamental quality assurance techniques to its day-to-day business practices. These also drive a need to continually communicate changes, improvements, enhancements, techniques, etc. to all system support personnel as well as end-users.

As the system moves from stabilization to ongoing Operations and Maintenance, the team working on stabilization would be further concentrated to include a somewhat smaller core group who will provide Operations & Maintenance support going forward. It is critical that this transition be well planned and executed so that the Operations & Maintenance is up and functioning smoothly at the end of stabilization. It is also crucial that Operations & Maintenance resources were involved with the implementation project and are well versed in the systems they are supporting.

V. Implementation Methodology

(
A. Overview

The strategy for this program is to utilize a standard ERP implementation methodology for those projects within the program that involve implementation activities.

IBM’s MethodBlue has been used by this report for illustrative purposes; however, any number of methodologies are available and would accomplish the same objective. It is recommended that a methodology specifically adapted for ERP implementation be utilized and that the method consist of finite segments, steps, activities, and deliverables. Some methodologies employ a prototyping or modeling approach that is not recommended in this environment because their iterative nature is too unpredictable to tightly manage status.

IBM’s MethodBlue is a software implementation methodology that standardizes the complete implementation cycle into four key segments: Prepare, Redesign/Design, Configure, and Deploy. This methodology was designed to be flexible and adaptable to business situations and needs.

B. Structure

Exhibit IV-1 on the following page illustrates the methodology and overall implementation strategy.

Exhibit IV-1: MethodBlue Methodology Structure
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1. Prepare Segment Activities and Deliverables

During this segment the project team will confirm the initial scope of the project. Project control procedures will be established, team facilities will be confirmed and/or set up, and the project will be “kicked off.”

The development and test software environment must be properly planned and sequenced to be ready when needed. Several instances of the application’s database will be needed for development, training, testing and pre-production. The methodology contains action points to administer these databases and to provide data/operator security early in the project.

This segment also involves identification and review of processes, procedures and customizations. The overall objective of the Prepare Segment is to identify a common business process model to automate in the application.

2. Redesign/Design Segment Activities and Deliverables

The output of the workshop sessions discussed in the prior segment will assist in defining the specific business requirements for the application modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system.

All modifications to the new software version, interfaces and reports required by King County will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment.

At this time, the server is configured with the software application and the application’s general tables are loaded. This creates a working baseline application system (without customization) which is then built upon in later segment activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing and deployment to production, will be established to facilitate the implementation.

Additionally, while the system is being prepared, the data conversion is being mapped from the legacy systems to the new application system.

3. Configure Segment Activities and Deliverables

With the system design complete, work can begin on system development. During the Configure Segment, documentation and end-user support materials are developed. The changes to the software application’s panels are developed and tested, along with the customizations. The interfaces, reports and data conversions from the prior software version are developed and all manual data conversions will be planned for at this time as well. The developers will conduct all unit testing associated with data conversion, interfaces, and reports. A rigorous testing process, with client acceptance, is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted.

King County will conduct end-user acceptance testing during this phase with the developed test scripts. Preparation for this test involves migrating objects and modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycle for both types of testing involves executing panel tests, batch tests, report tests and interface tests, analyzing error reports and repairing errors.

4. Deploy Segment Activities

The Deploy Segment contains the final set of activities that will bring the system to production. Following a review of the test results and system acceptance, cut-over to the production system will conclude this phase.

At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software application utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users.

With the deployment to the end-user desktops completed, project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the County Staff.

VI. Detail-Level Implementation Planning Project

(
A. Project Overview

The purpose of this project is to refine the high-level Implementation Plan produced by the Critical Assessment and Implementation Planning project, to a detail level. The objective is to produce a foundation to support program funding procurement, as well as to provide a detailed “roadmap” for the restart of a new program.

1. Assumptions

· The County will secure the services of an outside Information Technology consulting team experienced in planning major financial systems implementations – especially ERP implementations – in the public sector to execute this project.

· Though the establishment of the program governance structure is a deliverable of the Phase 0 projects to follow, it is assumed the County will continue the governance structure it currently has in place for the Critical Assessment and Implementation Planning project to provide review and direction for this project.

2. Strategy

The strategy for this project is to utilize a standard ERP implementation methodology. An overview of the methodology is included in this document in Section IV. Implementation Methodology.

The approach to be taken in each segment of the methodology is explained below:

a. Prepare Segment

During the Prepare Segment, the emphasis is on project organization and communication, as well as expectation management. Senior management strategy interviews are conducted.

b. Focus Segment

During the Focus Segment, there is a strong emphasis on determining the County’s requirements related to selection of a consultant to prepare a detail-level implementation plan. An RFP is developed to solicit vendor responses. Proposals are evaluated and a limited number of vendors are invited to oral interviews.

c. Select/Validate Segment

During the Select/Validate Segment, the County’s Selection Committee interviews vendors, evaluates options and formulates a recommendation to senior management for a decision, supported by their documented analysis.

d. Execution Segment

During the Execution Segment, the successful vendor is contracted and the detail-level implementation plan is constructed.

B. Work Plan

The following narrative addresses the recommended activities that should occur within each segment of this project.

1. Prepare Segment

This portion of the project focuses on the initial project organization and communication activities, as well as expectation management issues. At this stage in the process, the project team is finalized, team members are oriented to the task at hand and the methodology to achieve it, the initial scope of the project is confirmed and a project plan is prepared.

2. Focus Segment

During this segment, there is a strong emphasis on understanding and documenting the County’s requirements to be met by the successful vendor. These requirements are then used to construct a RFP to solicit vendor responses. Proposals received from vendors are evaluated against documented criteria and a limited number of apparently compliant vendors are invited to participate in oral interviews.

The primary deliverables from this segment are the:

· RFP outlining the County’s specific prioritized requirements for implementation planning.
3. Select/Validate Segment

The Select/Validate Segment is where the County’s Selection Committee reviews RFP responses and participates in oral interviews. Reference checks are completed for the most promising vendors and a gap analysis is completed to document the degree to which the vendor’s responses actually address County requirements (stated in the RFP). Based upon the results of this analysis, the Selection Committee formulates a recommendation to senior management for a decision.

The primary deliverables from this segment are the:

· Oral Interviews with selected RFP respondents to help insure they present functionality that is relevant to the County’s requirements.

· Gap Analysis of the recommended vendor’s responses versus the County’s previously documented requirements stated in the RFP.

4. Execution Segment

This portion of the project focuses on the construction of the project objectives. After a contract is negotiated with the vendor, the vendor and County work together to construct the project infrastructure and logistics, confirm mutually shared project expectations through detail definition of deliverables, refine timelines and staff loading, and prepare a detailed project work plan. The work plan is executed and the project deliverable is produced.

The primary deliverables from this segment are the:

· Vendor Contract including a detailed Scope of Work that specifically sets project boundaries.

· Change Control Methodology to control project scope and ensure that changes are documented, analyzed, and reviewed in a manner consist with project constraints.

· Work Plan that establishes project schedule and milestones.

· Detail-level implementation plan fulfilling all requirements of the contract’s Scope of Work.

C. Timeline
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Exhibit V-1: Project Timeline
D. Resource Plan

Exhibit V-2 defines each resource type, a description of their role on the project and a summary description of expected skills.

Exhibit V-2: Resource Types, Roles & Responsibilities, Skills

Resource Type
Roles & Responsibilities
Skills

Consultant

Project Manager
Overall consultant team coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years in IT project management; five years of ERP project planning and implementation experience. Experience in the political, as well as technical aspects of project management in a public sector environment. 

Technical Specialist
Senior ERP technical developer and project planner.
Minimum four years of ERP project planning and technical developer experience. 

Functional Specialist
Senior functional analyst in ERP related business functions.
Minimum four years experience as functional analyst and project planner in ERP implementations.

IT Architect/DBA
Senior server/network capacity and capability planner with database performance planning experience.
At least five years experience as IT Architect including experience with ERP applications. At least two years experience as DBA using Oracle or DB2.

King County

Project Manager
Responsible for construction of project’s RFP and management of consultant and County project team. Liaison with County Procurement Office.
Minimum three years of IT project management in a public sector environment with at least two years experience with King County. Two years technology services procurement experience. 

Senior RFP Specialist
Lead of the procurement process. Coordinates RFP production and consultant selection process. Liaison between consulting team and the County team.
Three years of RFP development experience including procurement of technology services.

Selection Committee
Provide input to the RFP, review RFP responses, participate in oral interviews and develop a selection recommendation for senior management.
A broad understanding of technology procurement methodologies. Technology services procurement experience.

Miscellaneous Staff
Participate in the procurement process. Provide functional and technical expertise through participation on implementation planning project teams.
At least two years experience as an IT technical specialist, business analyst or three years experience as an administrative specialist. Previous procurement experience.

Exhibit V-3 quantifies each resource type across the span of the project work plan.

Exhibit V-3: Resource Loading

Resource
Hours

Consultant


Project Manager
50


Technical Specialist
200


Functional Specialist
200


IT Architect/DBA
100

Total:
550

King County


Project Manager
40


Senior RFP Specialist
100


Selection Committee
50


Miscellaneous Staff
250

Total:
440

Total Estimated Hours:
990

VII. Integrator RFP and Selection Project

(
A. Project Overview

The purpose of this project is to select an outside integrator for the new program.

An extremely vital role in the new program will be that of the program integrator. The integrator is responsible for planning, implementing and supporting all technical program activities – the system architecture, the implementation methodology, the technical implementation, etc. – as well as taking part in and/or leading policy initiatives and business process engineering efforts throughout the length of this complex program. It is critical that the County select an integrator with technical, organizational and political expertise. The vendor should have proven capabilities and resources with public sector PeopleSoft HRMS and a variety of tier 1 financial implementations in order to successfully manage the new program from vision validation through project implementations. It is recommended that the County obtain outside consultant support to assist in the development of the integrator RFP and the selection process.

1. Assumptions

· The County will procure the services of an outside consulting team with experience in soliciting and selecting integrators for large ERP implementations in the public sector, to partner with the County to develop an RFP for a program integrator and guide the County through the selection process.

· Though the establishment of the program governance structure is a deliverable of the Phase 0 projects to follow, it is assumed the County will continue the governance structure it currently has in place for the Critical Assessment and Implementation Planning project to provide review and direction for this project.

2. Strategy

The strategy for this project is to utilize a standard ERP implementation methodology. An overview of the methodology is included in this document in Section IV. Implementation Methodology.

The approach to be taken in each segment of the methodology is explained below:

a. Prepare Segment

During the Prepare Segment, the emphasis is on project organization and communication, as well as expectation management. The consultant team is selected. Senior management strategy interviews are conducted.

b. Focus Segment

During the Focus Segment, there is a strong emphasis on determining the County’s requirements related to selection of a program integrator. An RFP is developed to solicit vendor responses. Proposals are evaluated and a limited number of vendors are invited to oral interviews.

c. Select/Validate Segment

During the Select/Validate Segment, the County’s Selection Committee interviews vendors, evaluates options and formulates a recommendation to senior management for a decision, supported by their documented analysis.

d. Execution Segment

During the Execution Segment, the successful vendor is contracted.

B. Work Plan

The following narrative addresses the recommended activities that should occur within each segment of this project.

1. Prepare Segment

This portion of the project focuses on the initial project organization and communication activities, as well as expectation management issues. The County may choose to engage the consulting team selected to perform detail implementation planning activities running concurrently with this project, to assist it in the integrator selection process. If not, the County should undertake a consultant selection process as described in Section V. Detail-Level Implementation Planning Project. The selected consultant will partner with the County to finalize the integrator selection project team, including members of the Selection Committee, and orient team members to the project task, as well as to the methodology that will achieve them. The initial scope of the project is confirmed, and a project plan is prepared, including a project timeline and reporting structure for the RFP and selection process. The consultant will hold senior management strategy interviews both to obtain input and help solidify understanding of and expectations for this project segment, as well as to obtain resource commitments that may be needed from the County, such as staff time for focus group activities.

2. Focus Segment

During this segment, there is a strong emphasis on understanding and documenting the County’s requirements to be met by the successful vendor. These requirements are then used to construct a RFP to solicit vendor responses. Proposals received from vendors are evaluated against documented criteria and a limited number of apparently compliant vendors are invited to participate in oral interviews.

The primary deliverable from this segment is the:

· RFP outlining the County’s specific prioritized requirements for a program integrator.
3. Select/Validate Segment

The Select/Validate Segment is where the County’s Selection Committee reviews RFP responses and participates in oral interviews. Reference checks are completed for the most promising vendors and a gap analysis is completed to document the degree to which the vendor’s responses actually address County requirements (stated in the RFP). Based upon the results of this analysis, the Selection Committee formulates a recommendation to senior management for a decision.

The primary deliverables from this segment are the:

· Oral Interviews with selected RFP respondents to help insure they present functionality that is relevant to the County’s requirements.

· Gap Analysis of the recommended vendor’s responses versus the County’s previously documented requirements stated in the RFP.

4. Execution Segment

In this segment of the project, a contract is negotiated with the successful vendor.

The primary deliverable from this segment is the:

· Vendor Contract including a detailed Scope of Work that specifically sets project boundaries.

C. Timeline

Exhibit VI-1: Project Timeline
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D. Resource Plan

Exhibit VI-2 defines each resource type, a description of their role on the project and a summary description of expected skills.

Exhibit VI-2: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Consultant

Project Manager
Overall consultant team coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years experience in vendor evaluation and selection projects, including experience with integrator selection methodologies. Experience in the political, as well as technical aspects of project management. 

Senior RFP Consultant
Assist County with primary integrator selection activities, including interviews, analysis and RFP development.
Minimum three years experience with RFP development including experience in procuring integrators for ERP implementations. Strong analytical skills.

King County

Project Manager
Responsible for construction of project’s RFPs and management of consultant and County project team. Liaison with County Procurement Office.
Minimum three years of IT project management in a public sector environment with at least two years experience with King County. Two years technology services procurement experience. 

Senior RFP Specialist
Lead of the procurement process. Coordinates production of project’s RFPs and coordinates consultant and integrator selection processes. Liaison between consulting team and the County team.
Three years of RFP development experience including procurement of technology services.

Selection Committee
Provide input to the RFPs, review RFP responses, participate in oral interviews and develop a selection recommendations for senior management.
A broad understanding of technology procurement methodologies. Technology services procurement experience.

Miscellaneous Staff
Participate in the procurement process as directed by County Project Manager.
At least two years experience as an IT technical specialist, business analyst or three years experience as an administrative specialist. Previous procurement experience.

Exhibit VI-3 quantifies each resource type across the span of the project work plan.

Exhibit VI-3: Resource Loading

Resource
Hours

Consultant

Consultant:




Project Manager
30


Senior RFP Consultant
300

Total:
330

King County


Project Manager
50


Senior RFP Specialist
320


Selection Committee
180


Miscellaneous Staff
200

Total:
750




Total Estimated Hours
1080

VIII. Phase 0 – Vision Validation

(
A. Project Overview

Projects like Phase 0 are an essential component in any transformation project, particularly in a comprehensive program such as the restarted program. Change is by its nature disruptive and must be systematically planned and supported to ensure it is effectively executed and to minimize the depth and length of performance disruptions it may cause. As the County has experienced with the FSRP, change is hard to assimilate, causes frustration, anxiety and uncertainty among the work force, and diverts attention away from meeting project goals. Results of other organizations that have installed ERP systems show that when the projects fail the reasons are as follows:

Exhibit VII-1: Why ERP Implementations Fail1
Lack of senior management involvement and middle management support
42%

Organizational and cultural issues
27%

People issues (people not involved in the project, lack of commitment)
23%

Technology issues
4%

Other
4%

1Source: Organization Dynamics, Jim Markowsky

These findings were validated in the FSRP Critical Assessment and were identified as some of the key factors for previous FSRP challenges. The Phase 0 project is intended to position the new program for success by systematically planning for and putting processes in place to manage the change generated by the new program. The Phase 0 – Vision Validation activities will help King County address the organizational barriers to continuance identified in the Critical Assessment. It, in combination with Phase 0 – Pre-Project Preparation, will facilitate the process of making the new program acceptable and achievable by helping the County understand the need for program-generated changes, by supporting participation in the transition process, and by building organizational commitment and buy-in to the program.

1. Assumptions

· Prior to beginning Phase 0 the County will engage a systems integrator with significant experience in government ERP implementations, including ERP driven Organizational Change Management (OCM). The integrator will lead the Phase 0 effort in conjunction with the County.

· As noted in the Executive Summary on page E-3, “Without clear acceptance of the (program) vision and its alignment with the County’s goals, buy-in from the system owners, and a strong governance structure, we strongly recommend that the County not proceed with additional program activity outside of completing the PeopleSoft HRMS sustaining activities (release upgrades, developing functional procedures, etc.). Such efforts would be at an unacceptably high risk of failure.” This plan assumes that the Phase 0 – Vision Validation results in moving forward with the program in general and specifically with Phase 0 – Pre-Project Preparation activities.

· Stakeholders have been empowered to represent their respective departments in requirements and to act decisively and responsively to business process changes/improvements.

· All stakeholders will work in good faith and in a collaborative fashion to resolve issues impacting program progress.

· A Steering Committee is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the Program to continually move forward.

· As the program is implemented phase-by-phase, the County should anticipate and plan for organizational adjustments. The County, with the assistance of their selected integrator, will be responsible for evaluating and managing any business process and technical environment changes, managing and executing the organizational change plan and developing new performance measures for the organization.

2. Strategy

The strategy for this project should be to utilize a robust method which focuses on the top three ERP failure reasons listed above. IBM’s OCM methodology has been used as a basis for the recommended tasks within this Phase. The general attributes of the relevant segments of the methodology are presented below, followed by a more detailed explanation in the Work Plan section.

The key elements of the Phase 0 – Vision Validation project are:

· Executive visioning identifies the business need and key performance indicators needed to drive the design and implementation of the program. Ensures that value to be received for dollars invested is defined and communicated, and is acceptable.

· Governance program assesses leadership’s commitment, readiness and willingness to lead changes the will result from the program. Results of the assessment will form the basis of the governance structure put in place for the restarted program.

B. Work Plan

The following narrative addresses the recommended activities that should occur within each segment of this Phase.

1. Executive Visioning
Through Executive Visioning workshops, The integrator will lead the County through the identification of the business need and key performance indicators required to drive the design and implementation of the program. By becoming change agents and sponsors for the change, the County’s senior management legitimize the change, provide a clear vision of what must occur and agree to demonstrate the organizational commitment necessary to successfully execute and complete the transition.

The workshops will be used to validate business goals, strategies, risk areas and key performance indicators for the project, including those in the project charter. The results of the Executive Visioning Sessions will be documented in a workshop summary document and used as input to the project charter and communication plan.

2. Governance Structure
The integrator will develop interview tools and conduct interviews with selected key leaders from middle and senior management and the (proposed) County project team. The data from the interviews will be analyzed, key findings will be noted, issues and opportunities will be prioritized and conclusions will be documented. Project sponsors will be identified based on project needs and results from the interviews and analysis. Expected roles and responsibilities will be presented and accepted. In addition, the eight critical capabilities for effective project sponsorship and governance identified in the IBM Change Leadership Model will be presented to the project sponsors.

· Assess. Understands and manages the demands of change on the organization.

· Clarify. Articulates the sense of urgency and understands the scope and requirements of the change.

· Announce. Orchestrates information flow using a well-developed communication plan.

· Diagnose. Identifies barriers to change and forms committed teams to remove them.

· Plan. Develops an integrated implementation plan with clear roles, milestones and other key parameters.

· Execute. Implements the plan, coaches others and holds participants accountable.
· Monitor. Tracks progress, keeps others informed, and makes appropriate adjustments.

· Evaluate. Ensures desired outcomes, harvests learnings and sustains change.

Tools for a sponsorship assessment will be provided to the sponsors and they will be given an opportunity to create a plan to address their capability gaps.

The integrator will also facilitate the development of an overall plan that defines the program’s Governance Structure to organize and mobilize the sponsors. The project governance structure will be defined, meetings and communication standards will be established, roles will be documented, and actions required to create an environment conducive to effective change will be specified. Based on the interview and assessment findings, the integrator will develop recommendations to enhance change enablers, reduce or eliminate barriers, and promote adequate sponsorship to support and build commitment and ownership of change. Finally, the governance structure and plan will be reviewed at designated intervals and ongoing support activities to ensure its effective operation will be planned.

The primary deliverables from this Phase are the:

· Executive Visioning Workshop Summary documents the outcome of the Workshop including the key business needs identified for proceeding with the project and their alignment with the County’s overall strategy, and the key performance indicators for the project that will support these business needs.

· Governance Structure Plan defines the framework roles and activities necessary for consistent and committed leadership. It documents the program’s Governance Structure, provides activities and methods to strengthen sponsorship capability gaps, and defines feedback mechanisms that can be adopted to ensure the effective operation of the Governance Structure during the life of the restarted program.

C. Timeline
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Exhibit VII-2: Project Timeline
D. Resource Plan

Exhibit VII-3 defines each resource type, a description of their role on the project and a summary description of expected skills.

Exhibit VII-3: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Integrator

Change Management Lead
Leader of change efforts targeted on developing senior management vision and governance structure. Acts as “project manager” of the change effort including resource coordination, assignment of tasks, status assessment, project evaluation, and management reporting.
Accomplished project manager and change management consultant. Skilled at implementing new techniques and work procedures in complex environments that increase productivity and efficiency for government clients implementing ERP systems.

King County

Change Management Lead
Participate as King County Lead on Executive Visioning and Governance Structure. Overall resource coordination, assignment of tasks, status assessment, project evaluation, and management reporting.
Minimum three years of project management experience. At least two years of experience with King County.

Change Management Analyst
Overall resource for workshop coordination, scribe, document developer, and production coordinator.
Minimum three years of project analyst experience. At least two years of experience with King County.

The following table quantifies each resource type across the span of the project work plan.

Exhibit VII-4: Resource Loading

Resource
FTEs
2002
Months
2003
Months
2004
Months

Integrator


Change Management Lead
0.5
3.00
0.00
0.00

Total:
0.5




King County


Change Management Lead
0.5
3.00
0.00
0.00


Change Management/BPR Analysts
2.0
2.00
0.00
0.00

Total:
2.5










Total Estimated FTEs:
3.0




IX. Phase 0 – Pre-Project Preparation

(
A. Project Overview

Projects like Phase 0 are an essential component in any transformation project, particularly in a comprehensive program such as the County is contemplating. As discussed in Phase 0 – Vision Validation, change by its nature is disruptive and must be systematically planned and supported to ensure it is effectively executed and to minimize the depth and length of performance disruptions it may cause. In addition to the vision validation, the Critical Assessment found that there are other key activities that will be critical to have in place before work on the program’s Phase 1 begins in earnest. The purpose of Phase 0 – Pre-Project Preparation is to address these activities to position the program for success.

1. Assumptions

· Prior to beginning Phase 0, the County will engage a systems integrator with significant experience in government ERP implementations, including ERP driven OCM. The integrator will lead the Phase 0 effort in conjunction with the County.

· As noted in the Executive Summary on page E-3, “ acceptance of the (program) vision and its alignment with the County’s goals, buy-in from the system owners, and a strong governance structure, we strongly recommend that the County not proceed with additional program activity outside of completing the PeopleSoft HRMS sustaining activities (release upgrades, developing functional procedures, etc.). Such efforts would be at an unacceptably high risk of failure.” This plan assumes that the Phase 0 – Vision Validation results in moving forward with the program in general and specifically with Phase 0 – Pre-Project Preparation activities.

· Stakeholders have been empowered to represent their respective departments’ requirements and to act decisively and responsively to business process changes/improvements.

· A Steering Committee consisting of a Policy Committee and a Technical Committee, is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the Program to continually move forward.

· As the program is implemented phase-by-phase, the County should anticipate and plan for organizational adjustments. The County, with the assistance of their selected integrator, will be responsible for evaluating and managing any business process and technical environment changes, managing and executing the organizational change plan and developing new performance measures for the organization.

2. Strategy

The strategy for this project should be to utilize a robust method, such as IBM’s OCM methodology, which focuses on the top three ERP failure reasons listed above. To complement the change management activities the integrator should also utilize a robust, ERP-compatible project management method as a framework for pre-project initiation activities. IBM’s OCM method and Project Management Practices have been used as a basis for the recommended tasks within this phase. The general attributes of the relevant segments of the methodology are presented below, followed by a more detailed explanation in the Work Plan section.

The County has already made progress in reengineering the Human Resource function. The work should provide a head start for future reengineering efforts.

The key elements of the Phase 0 – Pre-Project Preparation effort are:

· Project Planning and Initiation identifies the specific responsibilities of the project team and provides a detail plan to be used to review and manage progress against the schedule. Transition Management Activities which include:

· Organization Readiness Assessment identifies the organization’s ability and willingness to change as well as identifying areas of risk for the change.

· Business Process Redesign Initiation documents the high-level current core processes within the scope of the program and the proposed high level processes that will replace them. Baseline metrics for the high level processes will be included and any Areas of Focus (AOF) that may have major impacts will be identified as input to the Business Impact Analysis Workshops (BIW).

· BIW identify and document the major business impacts to people, process and/or technology associated with the program implementation.

· Through the Risk Mitigation Workshops the organization begins to address the risks or AOF, which were identified through the BIW. Risk Mitigation Action Plans and ownership is identified for each selected AOF.

· Communication Planning determines the method and timing for communication that is necessary to convey the message of change and identifies who, what, how, where, and when.

· IT Infrastructure Assessment and Design assesses the hardware and network infrastructure currently in place for the program and designs new components.

B. Work Plan

The following narrative addresses the recommended activities that should occur within each segment of this phase.

1. Project Planning and Initiation

Project Planning and Initiation will include the re-establishment of the PMO and its affiliated project management practices and standards. It will include the development of a comprehensive detailed program project plan and schedule, and its supporting plans and procedures. Numerous supporting plans and procedures will be developed including the schedule monitoring and reporting procedure, the resource and staffing plan, the financial management plan, the change management plan, the risk management plan, the team morale plan, deliverable review procedures and the issue management plan. The PMO will be staffed with senior project/program managers experienced in the implementation of government ERP systems with the ability to draw on PMO practices and procedures used in other successful ERP implementation projects.

Note: PMO staffing and costs for the entire program initiative are included in this project.

2. Transition Management Activities

a. Organization Readiness Assessment

The Organization Readiness Assessment identifies the organization’s ability and willingness to change as well as identifying areas of risk for the change. The integrator will work with the County to develop a list of questions that will address the opinions of the organization towards communication, training and development, leadership and change. The assessment will be delivered using two methods: one-on-one interviews conducted with key senior management, process owners and team leads; and anonymous surveys sent to approximately 15 percent of the population chosen at random. The results of the interviews and surveys are compiled, a Change Readiness Report that will document the organization’s readiness for change and identify any AOF or risks that need to be addressed will be developed.

Following the Readiness Assessment an AOF workshop will be held to communicate the results of the Organization Readiness Assessment and the initial AOF will be identified through the assessment and analysis. Examples are AOF that may require legislative changes or organizational changes in order to proceed with the program. Some anticipated AOF for the new program include semi-monthly vs. bi-weekly pay, number of work hours in a year, 7-hour day vs. 8-hour day, labor distribution reporting (standard rate vs. actual pay). The integrator will facilitate a brainstorming activity whereby key senior management, process owners and team leads will identify additional AOF that will need to be addressed in order to facilitate a successful implementation. The results of the AOF workshop will be documented in a workshop summary document.

b. Business Process Redesign Initiation

During Business Process Redesign Initiation the integrator will facilitate the identification of the core, high-level business processes that will be implemented as part of the program. Building upon the ‘as-is’ process work that was done during prior project efforts, a baseline set of metrics for the core current processes will be developed that will allow the effectiveness of future process changes to be assessed. Workshops will be conducted where high level ‘to-be’ processes will be identified. From the workshops, a list of high-level target business capabilities will be developed, measurements for these target capabilities determined, and target process flows with associated measurements and capabilities developed. Any business processes that appear to have organizational change or legislative impact will be highlighted as an AOF and will be used as input for the BIW.

The ‘to-be’ processes and AOF will be documented in a Business Process Redesign Initiation Report, which will be used as input to subsequent projects.

c. BIW

Each high level core process/sub-process identified during Business Process Redesign Initiation will have a half-day workshop facilitated by the integrator’s OCM Lead Consultant to address the AOF which were identified through the Organizational Readiness Assessment. The participants of these workshops are the owners of the process or sub-process, team leads and members, and others from the specific areas being addressed. The participants will review the initial list of risks, identify additional risks or AOF, and rank those risks as to their impact on People, Processes and Technology. A suggested risk mitigation strategy for addressing each risk or AOF is identified by the group. The results of the BIW will be documented in a workshop summary document.

The results from the BIW will then be combined and sorted based on their impact on People, Process and Technology. The integrator’s OCM Lead Consultant will facilitate a half-day workshop with the Steering Committee, process owners and team leads in which the list is reviewed and a priority is assigned to each based on its overall impact to the business. The participants will assign a County person to each risk or AOF and a date by which the risk is to be resolved. The results of the BIW will be documented in a workshop summary document.

d. Risk Mitigation

This activity addresses the identification, prioritization and planning of mitigation efforts needed to resolve those risks, issues, or AOF identified through business redesign activities, readiness assessment and communication feedback. A Risk Mitigation Work Plan will be developed based on the results of the BIW. The plan, including a feedback and revision process, should then be incorporated into the overall program plan. The County then becomes the owner of the plan. The integrator’s OCM Lead Consultant will offer assistance and facilitate the risk mitigation activities.

e. Communication Plan

The Communication Plan defines the overall approach that will be used in conducting the communications activities for the program. The document is used to direct the actual preparation and delivery of communication materials. It defines the specific communications to be prepared and the timing for each communication.

The purpose of this plan is to build and maintain the level of commitment necessary to achieve successful change. The Communication Plan is essentially a marketing plan with various audiences identified and events (milestones) planned. The communication plan is incorporated into the overall project plan to assist and to manage execution.
3. IT Infrastructure Assessment and Design

The purpose of the IT Infrastructure Assessment and Design is to assess the hardware and data communications requirements for the planned expanded program production environment, and to develop a hardware, software, and network design to support the environment. It also includes activities to develop an installation plan for the extended core production environment as new HRMS modules and roll outs take place, and to prepare for production environment installation.

The primary deliverables from this phase are the:

· Overall Project Plan, Supporting Plans, and PMO Procedures the overall plan includes the tasks, resources dependencies, milestone and scheduled dates for all program Phases activities and tasks. The plan will be loaded into project planning software tool such as Microsoft Project to facilitate tracking and managing the plan. The PMO procedures will document the subsidiary and supporting plans and will document the project management procedures to be used on the project.
· Change Readiness Report documents the results of the interviews and surveys. The report will address the organization’s readiness for change and identify any AOF or risks that need to be addressed.

· Business Process Redesign Initiation Report documents core high level ‘to-be’ processes for subsequent implementation projects, as well as AOF that highlight potential organizational or legislative changes required to facilitate the changes.
· Business Impact Analysis consists of a sorted list of all risks and AOF which were identified through the BIW and a prioritized list of each AOF based on their impact on the business. In addition the owner of each risk or AOF will be identified along with the completion date agreed on for the mitigation of each item.
· Risk Mitigation Work Plan reflects the tasks and sub-tasks, responsibilities and due dates for the mitigation of each risk identified in the BIW. The intent is to incorporate the Risk Mitigation Work Plan into the overall program plan.

· Communication Plan describes the Communications team and process owner for each process, the stakeholders and their associated information needs/requirements. The plan will also identify the key events/milestones where communications and/or feedback is desired or warranted and the appropriate media and style for communications. The plan will also identify the Communication Delivery planner and will document the feedback and follow-up mechanisms for the planned communications.

· Expanded Program Production Environment Assessment, Design and Installation Plan describes the County’s current and anticipated usage characteristics and associated system requirements for the expanded program footprint. The design will describe the recommended system design and configuration. The installation plan will identify the phases, activities and tasks: required to implement the expanded program production environment, including any components needed to support testing activities.

C. Timeline
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Exhibit VIII-2: Project Timeline1

D. Resource Plan

This is the first project following the program phase in which the decision to proceed with the program was made (see Section VII. Phase 0 – Vision Validation). The integrator’s Lead Principle and Program Manager, as well as the County’s Program Director, apply to all remaining projects in the program. However, they are only included on this project’s resource plan to avoid duplication.

Exhibit VIII-3 defines the resource types, a description of their role and a summary description of expected skills. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program.

Exhibit VIII-3: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Integrator

Lead Principal
Integrator’s senior executive responsible for the overall success of the integration team’s efforts.
Track record of success on prior government ERP projects comparable to King County.

Program Manager
Project executive responsible for the overall management of the integrator’s responsibilities on the program.
Experienced senior project manager with deep knowledge and skills in government ERP implementations.

Consultant Change Management Lead
Leader of change and BPR efforts targeted on leading and performing transition management activities. Acts as “project manager” of transition management including resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Accomplished project manager, change management and BPR consultant. Skilled at implementing new techniques and work procedures in complex environments that increase productivity and efficiency for government clients implementing ERP systems.

Business Transformation Consultant
Coordinate workshops and analyze and document results for Transition Management activities.
Minimum of three years consulting experience performing Transition Management activities on ERP projects.

King County

Program Director
Acts for the County in all aspects of the program. Overall responsibility to provide County resources and manage their performance.
Strong leader and experienced senior project manager with track record of successful complex implementation projects at King County.

Change Management Lead
Participate as King County Lead on Transition Management activities. Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum three years of project management experience. At least two years of experience with King County.

Change Management/BPR Analyst
Overall resource for workshop coordination, scribe, document developer and production coordinator.
Minimum three years of project analyst experience. At least two years of experience with King County.

Exhibit VIII-4 quantifies the integrator’s Lead Principle, integrator’s Program Manager and the County’s Program Director resource types across the span of the entire program. In addition, other resource types specific to this project’s work are quantified only for the duration of the project.

Exhibit VIII-4: Resource Loading

Resource
FTEs
2002
Months
2003
Months
2004
Months

Integrator


Lead Principal1
0.5
12.00
9.50
2.50


Program Manager2 
1.0
12.00
9.50
2.50


Change Management Lead
1.0
6.50
0.00
0.00


Business Transformation 

Consultants
2.0
6.00
0.00
0.00

Total:
4.5




King County


Program Director
1.0
12.00
12.00
5.00


Change Management Lead
1.0
6.50
0.00
0.00


Change Management/BPR Analysts
2.0
6.00
0.00
0.00

Total:
4.0










Total Estimated FTEs:
8.5




1 Moves from half-time to quarter-time on 8/1/03.

2 Moves from full-time to half-time on 8/1/03.

X. Phase 1 – PeopleSoft Sustaining Activities

(
A. Project Overview

The purpose of this project is to upgrade the existing software environment to a current release level, ensure the hardware and infrastructure are sufficient for the County’s full HRMS implementation and to eliminate as many King County customizations to PeopleSoft as possible by taking advantage of the significantly enhanced functionality in Releases 7.5 and 8, or the then-current release of PeopleSoft. All resource estimates in this report are based on an upgrade to Release 8.0. Lastly, the project will update and expand the standard business processes for all HR, Payroll and Benefits practices. No additional employees will be added to the population already being processed by PeopleSoft nor will any functionality not currently being used be implemented.

1. Assumptions from Phase 0

· Organizational change is complete.

· Organizational readiness has been assessed and all appropriate steps to ensure success are complete.

· Program management and Project Office are in place and functioning.

· Stakeholders have been empowered to represent their respective departments in requirements and to act decisively and responsively to business process changes/improvements.

· A Steering Committee consisting of a Policy Committee and a Technical Committee is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the Program to continually move forward.

· The Job Reclassification Project undertaken by King County, outside the scope of this effort, has been completed or, the County is able to definitively specify a standard set of job codes that will be implemented.

· The Benefit Standardization effort undertaken by the County, outside the scope of this effort, has been completed or, the County is able to definitively specify a standard set of benefit plans that will be implemented.

· All key decisions identified in the Critical Assessment have been resolved. This includes, but is not limited to standard hours, and semi-monthly or bi-weekly pay cycles.

2. Strategy

The strategy for this project is to utilize a standard ERP implementation methodology. An overview of the methodology is included in this document in Section IV. Implementation Methodology.

The approach to be taken in each segment of the methodology is explained below:

a. Prepare Segment

During the Prepare Segment, the project team is finalized and team members are oriented to the methodology; the initial scope of the project is confirmed and a project plan is prepared. The project is officially started with a project kickoff. This kickoff sets the stage for the project by highlighting the importance of the project to the overall business goals and the commitment to the project from senior management. The development and test software environments, established in the previous project, will be prepared for this program phase. Several instances of the PeopleSoft database will be needed for development, training, testing and pre-production. The methodology contains action points to administer these databases and to provide data/operator security early in the project. This segment also involves identification and review of processes, procedures and customizations. The overall objective of the Prepare Segment is to identify a common business process model to automate in the PeopleSoft application. PeopleSoft Upgrade Compare Utilities will be utilized to automatically perform some of the fit/gap analysis procedures. These will automatically identify all customizations made by King County. These modifications will be analyzed and replaced by new functionality wherever possible.

b. Redesign/Design Segment

During the Redesign/Design Segment, the output of the workshop sessions from the Prepare Segment will assist in defining the specific business requirements for the PeopleSoft modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and custom reports to assess the complexity of the design required for the new system. All modifications to the new software version, interfaces and reports required will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment. All databases that will be used for system development, testing and deployment to production are established to facilitate the implementation.

c. Configure Segment

During the Configure Segment, documentation and end-user support materials are developed. Any custom modifications to PeopleSoft are developed/revised and tested. The interfaces, reports and data conversions from the prior software version are developed. All manual data conversions will be planned for at this time as well. All unit testing associated with data conversion, interfaces, and reports will be conducted by the developers. To facilitate King County acceptance, a rigorous testing process is conducted at the end-user acceptance and system integration levels. An audit of the accuracy and integrity of the new system is conducted. King County will conduct end-user acceptance testing during this segment with developed test scripts. Preparation for testing involves the migration of objects, programs and modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycles for both types of testing involves executing page tests, batch tests, report tests and interface tests, analyzing error reports, repairing errors and retesting. After the systems configuration, we are prepared to move to the next segment where the system is tested and moved into production.

d. Deploy Segment

The primary purpose of the Deploy Segment is to complete the final set of activities that will bring the system into production, such as system testing, training end-users and cutting over both the data and the system to a production environment. At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users. Project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the County staff. After the successful completion of these activities, the system will be cut-over to production and post-production support is initiated.

3. Methodology Adaptations

The standard methodology is designed for a PeopleSoft implementation, replacing a legacy system. While an upgrade is very similar, there are some differences. Scripts provided by PeopleSoft, for the most part, accommodate data conversion. These scripts will not accommodate customizations (new fields or data changes) made by King County. Similarly, often, new features require the addition of new data that must be designed and constructed. Adding Business Units, Set-ID or moving some earnings codes used for additional pay to Pay Rate Codes or Pay Components are some examples. Data used in customizations that is now replaced by delivered functionality may need to be analyzed, translated and converted.

While some adaptations have been made to the methodology for the purposes of this discussion, it is likely the project managers and leads will request additional adaptations as the analysis results become known.

B. Work Plan

The following tables delineate phases, objectives of these phases, and our approach toward performing the activities required to upgrade the PeopleSoft application for the Metro Division employees of King County.

1. Prepare Segment Activities and Deliverables

Workshops, conducted during the Prepare Segment are key to the successful implementation of the County’s PeopleSoft system. The specific workshops noted below will provide a successful project launch and facilitate the definition and capture of requirements. The information shared during the workshops will enable project team members to strive toward a common goal by understanding what is required of them and how their input will affect the system. The resultant data will assist in the generation of the project plan and will become reference material for the configuration of the system.

Exhibit IX-1: Workshop Descriptions
Workshop
Description

Transition
This workshop is performed prior to the start of the project. The purpose of the Transition Workshop is to gain concurrence, acceptance, and ownership among the client sponsors on:

· Project scope.

· Project assumptions.

· Client responsibilities.

· Need to staff the project.

· Project pre-requisites.

Business Processes
The Business Process Workshop is conducted to allow project participants to gain a foundation of understanding of the PeopleSoft system, and begin defining modifications necessary to the general tables used by the system and customizations.

· Review PeopleSoft product.

· Discuss new Business Processes.

· Validate the customizations in prior system release.

· Review ownership assignments so that it is clear who has responsibility for the data in the general PeopleSoft tables.

Training Strategy
The purpose of the Training Strategy Workshop is to:

· Classify end-users by name.

· Conduct Client training needs analysis.

· Identify, analyze and select training methods.

· Conduct basic training on system for King County project team.

· Identify documentation.

· Identify training resources.

· Assign responsibilities.

· Develop a training strategy and plan.

Conversion Strategy for new fields and King County custom data
The purpose of the Conversion Strategy Workshop is to familiarize the customer project team with the PeopleSoft table structure of the software being implemented. The conversion strategy document identifies the following components:

· Tables required to load.

· The key structure of the tables.

· The process for loading the tables.

· Unique constraints for loading the tables.

Interface/Reporting Strategy for all custom Interfaces and Reports
The purpose of the Interface/Reporting Strategy Workshop is to examine all current reports and interfaces, and compare these with PeopleSoft delivered reports and interfaces. This allows us to get a head start on the plan to develop these programs. The interface/reporting strategy document identifies the following components:

· Current Reports and Interface list.

· Interface and Report Requirements.

· Assignment of responsibilities.

Customization Strategy
The purpose of the Customization Strategy Workshop is to facilitate common understanding of Modification or Customization to the software. We will examine the customizations defined by King County to help the project team understand their applicability to the system design:

· Current identified customizations.

· Customization requirements.

· Assignment of responsibilities.

Testing Strategy
The purpose of the Testing Strategy Workshop is to introduce the customer team to the requirements for testing the software, identify the testing approaches and provide the project team with test scenarios and sample test scripts. This will allow the project team to begin preparing for testing. Components of the testing strategy workshop include:

· A test strategy document.

· Test scenarios for the respective application.

Exhibit IX-2: Prepare Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Develop strategy and approach for security, testing, training, data conversion, customizations, interfaces, and reporting.
Conduct workshops to document approach and assumptions for each key aspect of implementation.
· Security strategy document (output).
· Testing strategy document (output).

· Training strategy document (output).

· Data Conversion strategy document (output).

· Customization strategy document (output).
· Interface strategy document (output).

· Reporting strategy document (output).

Reconfirm project scope, infrastructure, requirements, resources, budget, baselines, and anticipated results for project.
Meet with project sponsors and review proposal and Statement of Work to validate project scope and prerequisites.
· Confirmation of project scope/scope refinement (output).

· Phase transition package (output).

Build project team.
Confirm assignment of consultants and King County staff to project team.

Assist King County in shaping Steering Committee and project members into an effective team.
· Project team development plan (output).

Set up administrative procedures.
Define the procedures for change control and status reporting, and identify schedule for team meetings.
· Project control book (output).

· Status reports (deliverable).
· Change control (output).

Establish and kickoff the project.
Conduct project kickoff meeting.
· Kickoff meeting.

Determine high-level business requirements.
Conduct workshop to document high-level requirements.
· Future process design points (output).
· Requirements matrix (output).

Define package integration standards and procedures.
Review pre-developed standards and procedures and revise if necessary.
· Package integration standards and procedures (output).
· Development standards and procedures (output).

Conduct initial project risk assessment.
Conduct risk assessment using the risk assessment plan and for each risk develop a risk mitigation strategy.
· Initial project risk assessment (output).

Develop initial project plan.
Prepare and deliver project plan.
· Initial project plan (output).

Develop communication plan.
Determine who needs to be communicated with, how frequently, through what media, etc.
· Communications plan (output).

Plan for development of data conversion mapping and programming.
Develop data conversion plan.

Assist King County map legacy data to PeopleSoft.
· Data conversion design document (output).
· Data conversion mapping from the previous version (output).

2. Redesign/Design Segment Activities and Deliverables

The output of the workshop sessions discussed in the prior segment will assist in defining the specific business requirements for the PeopleSoft modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system.

All modifications to the new software version, interfaces, and reports required by the County will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment.

At this time, the server is configured with the PeopleSoft applications and the PeopleSoft general tables are loaded. This creates a working baseline PeopleSoft system (without customization) which is then built upon in later phase activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing and deployment to production will be established to facilitate the implementation.

Additionally, while the system is being prepared, the data conversion requirements for new and custom fields is being mapped from the legacy systems to the PeopleSoft Release 8 system.

Exhibit IX-3: Redesign/Design Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Set up PeopleSoft system for development.
Confirm installation of PeopleSoft software at King County.

Establish procedures for system maintenance.
· Development and test instances of PeopleSoft system (output).

Determine application requirements.
Conduct fit sessions to map requirements to PeopleSoft system.
· Requirements document (deliverable).
· Future fit gap analysis (deliverable).
· Proof of concept (output).

Develop and unit test baseline configuration of PeopleSoft application.
Use table setup and application process templates to assist with determining values for and loading foundation tables.

Perform unit tests on each PeopleSoft module.
· Baseline configuration of PeopleSoft application (output).

Plan for development of custom interfaces.
Review existing interfaces and the development requirements.
· Interface specifications (output).

Plan for development of custom reports.
Review existing reports and the development requirements.
· Reporting specifications (output).

Plan for development of application customizations.
Review existing customization requirements.
· Customization specifications (output).

The activities in this phase prepare the project to move to the next step, where the majority of the development work and data loading from the legacy system to the new PeopleSoft system is performed.

3. Configure Segment Activities and Deliverables

With the system design complete, work can begin on system development. During the Configure Segment, documentation and end-user support materials are developed. The changes to the PeopleSoft pages are developed and tested, along with the customizations to meet County requirements. The interfaces, reports and data conversions from the prior software version are developed and all manual data conversions will be planned for at this time as well. The developers will conduct all unit testing associated with data conversion, interfaces, and reports. A rigorous testing process, with County acceptance, is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted.

King County will conduct end-user acceptance testing during this segment with the developed test scripts. Preparation for this test involves migrating objects, programs and modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycle for both types of testing involves executing panel tests, batch tests, report tests and interface tests, analyzing error reports and repairing errors.

Exhibit IX-4: Configure Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Complete conversion coding and routines.
Develop data conversion routines.

Assist with unit testing of conversion routines.

Convert and scrub data quality.
· Data conversion code (output).
· Converted legacy data report (output).

Complete custom interfaces.
Develop required custom interfaces.

Unit test custom interfaces.
· Interface code (output).

Complete custom reports.
Develop required custom reports.

Unit Test custom reports.
· Reports code (output).

Complete application customizations.
Develop required customizations.

Unit test customizations.
· Customizations to PeopleSoft application (output).

Develop testing plans.
Develop integration, end-user acceptance and stress test plans.
· Business scenarios (output).
· Test scripts (output).

· Integration test plan (output).
· User acceptance test plans (output).
· Stress test plan (output).

Develop end-user training materials.
Develop training materials
· Training materials (output).

Test application.
Execution integration testing.

Execute end-user acceptance testing.

Execute integration testing.
· User acceptance test report.

· Fully configured and validated PeopleSoft system (deliverable).

Develop post go-live support strategy.
Determine post go-live support requirements.

Develop supporting level of service and resource requirements.
· Post go-live support strategy (output).

Prepare for system deployment.
Review IT infrastructure to validate that it will support PeopleSoft.

Develop cut-over plan.
· Data load plan (output).
· Cut-over plan (output).

After the systems configuration, we are prepared to move to the next project segment, where the system is tested and moved into production.

4. Deploy Segment Activities and Deliverables

The Deploy Segment contains the final set of activities that will bring the system to production. Following a review of the test results and system acceptance, cut-over to the production system will conclude this segment.

At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users.

With the deployment to the end-user desktops completed, project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the County Staff.

Exhibit IX-5: Deploy Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Train end-users.
Training of end-users.
· Training delivery (output).

Prepare production environment.
Prepare production system and database.
· Production environment.

Load and reconcile final converted data.
Run data conversion routines and reconcile results.
· PeopleSoft system loaded with King County production data.

Cut-over to production.
Execute steps in production cut-over plan.
· PeopleSoft system is “live”.

Implement post production support strategy.
Establish end-user support and help-desk.
· User support.

· Help-desk.

Conduct project closeout.
Perform tasks in project close-out checklist.
· Completed project control book (output).

After the successful completion of these activities, the system will be cut-over to production. Postproduction support is then initiated.

C. Timeline

Exhibit IX-6: Project Timeline
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2

Prepare 

4

Redesign/Design

10

Configue

15

Deploy

6

Project Close

2

Week-

<----------------   High-Level timeline as illustrated in Business Case   ---------------->


D. Resource Plan

The Integrator’s Lead Principle, Integrator’s Program Manager and the County’s Program Director resource types apply to all projects in the program. Therefore, they are not included in the following exhibits. See Section VIII. Phase 0 – Pre-Project Preparation for the details of these resource types.

Exhibit IX-7 defines the resource types, a description of their role on the project and a summary description of expected skills. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program. 

Exhibit IX-7: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Integrator

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years in ERP project management, five years of PeopleSoft HRMS experience and current professional certification.

Technical Infrastructure Lead


Lead the technical team in the analysis of hardware and software capacity.
Minimum four years experience as technical developer in PeopleSoft HRMS using PeopleTools, SQR and either COBOL or C programming languages. Solid knowledge of relational databases. Certified PeopleSoft Professional in Release 8.

IT Architect
Analyses the capacity and capability of all servers and networks.
At least five years experience as IT Architect. At least two years experience with PeopleSoft HRMS. Experienced with PeopleSoft Release 8 or other internet based applications.

DBA
Maintains the PeopleSoft databases. Assesses performance. Performs routine database administration tasks.
Minimum of three years technical experience with relational databases. Has completed PeopleSoft technical training for developers. At least two years experience as DBA using Oracle or DB2.

Functional Lead
Senior functional business analyst in HR, Payroll or Benefits. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in same discipline.
Minimum four years experience as functional analyst in PeopleSoft implementations. Certified PeopleSoft Professional in Release 8.

Functional Analyst
Functional business analysts in HR, Payroll or Benefits.
Minimum two years experience as functional analyst in PeopleSoft implementations.

Technical Development Lead
Senior technical developer. A 100 percent contributor to the project who also acts as lead and coordinator for other developers.
Minimum four years experience as technical developer in PeopleSoft using PeopleTools, SQR and either COBOL or C programming languages. At least two years as developer on PeopleSoft HRMS. Certified PeopleSoft Professional in Release 8.

Technical Developer
Code, test and implement PeopleSoft modifications, interfaces, reports, queries and other application development activities.
Minimum two years experience with PeopleTools, SQR and one other major programming language. At least one year experience as developer on PeopleSoft HRMS.

Program Oversight
A senior project manager who periodically assesses project progress and status.
Minimum five years experience as project manager on large, complex projects. Current professional certification. Some knowledge or experience with PeopleSoft implementation projects.

King County

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum three years of project management of large, complex projects in a public sector environment. At least two years of experience with King County.

DBA
Maintains the PeopleSoft databases. Assesses performance. Performs routine database administration tasks.
Minimum of three years technical experience with relational databases. Has completed PeopleSoft technical training for developers. At least two years experience as DBA.

Technical Developer
Code, test and implement PeopleSoft modifications, interfaces, reports, queries and other application development activities.
Minimum of two years experience as technical developer. Has completed all PeopleSoft technical training.

Functional Analysts
Functional business analysts in HR, Payroll or Benefits.
At least two years experience as a business analyst or three years experience as an administrative specialist in HR, Payroll or Benefits. Thoroughly knowledgeable with King County standard processes and practices.

Contract Technical Developer
Varies based on need.
Contracted resources should have the same experience as the resource types defined under Integrator above.

Contract Functional Analysts
Varies based on need.
Contracted resources should have the same experience as the resource types defined under Integrator above.

Change Management/BPR Analysts
Defines as-is and to-be business processes in all functional areas.
At least two years experience as a business analyst. At least two years experience with King County in HR, Payroll and Benefits.

Project Auditor
A senior manager who periodically assesses project progress and status.
At least two years experience as a project manager or internal auditor for King County.

The Exhibit IX-8 quantifies resource types across the span of the project work plan.

Exhibit IX-8: Resource Loading

Resource
FTEs
2002
Months
2003
Months
2004
Months

Integrator


Project Manager
1.0
5.50
0.00
0.00


Technical Lead Infrastructure
1.0
1.00
0.00
0.00


IT Architect
1.0
1.00
0.00
0.00


DBA
1.0
1.00
0.00
0.00


HR Functional Lead
1.0
5.50
0.00
0.00


HR Functional Analyst
1.0
5.50
0.00
0.00


Benefits Functional Lead
1.0
5.50
0.00
0.00


Benefits Functional Analyst
1.0
4.50
0.00
0.00


Payroll Functional Lead
1.0
5.50
0.00
0.00


Payroll Functional Analyst
1.0
4.50
0.00
0.00


Time and Labor Functional Lead
1.0
5.50
0.00
0.00


Time and Labor Functional Analyst
1.0
4.50
0.00
0.00


Technical Development Lead
1.0
5.50
0.00
0.00


Technical Developers
2.0
4.50
0.00
0.00


Program Oversight
1.0
0.50
0.00
0.00

Total:
16.0




King County


Project Manager
1.0
7.00
0.00
0.00


DBA
1.0
3.50
0.00
0.00


Technical Developers
2.0
4.50
0.00
0.00


Functional Analysts
3.0
5.50
0.00
0.00


Contract Technical Developers
2.0
4.50
0.00
0.00


Contract Functional Analysts
3.0
4.50
0.00
0.00


Change Management/BPR Analysts
4.0
6.00
0.00
0.00


Project Auditor
1.0
1.00
0.00
0.00

Total:
17.0




Total Estimated FTEs
33.0




XI. Phase 2 – MSA to PeopleSoft HRMS

(
A. Project Overview

The purpose of this project is to implement PeopleSoft HRMS Release 8 functionality in the same configuration as was placed in production by the Phase 1 – PeopleSoft Sustaining Activities project, for the rest of King County. The scope is limited to basic Human Resources, Benefits Administration, and Payroll, specifically excluding Recruitment, Training Administration, Competency Management, Career Planning, and Succession Planning.

1. Assumptions from Phase 0

· Organizational change is complete.

· Organizational readiness has been assessed and all appropriate steps to ensure success are complete.

· Program management and Project Office are in place and functioning.

· Stakeholders have been empowered to represent their respective departments in requirements and to act decisively and responsively to business process changes/improvements.

· A Steering Committee is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the program to continually move forward.

· The Job Reclassification Project undertaken by King County, outside the scope of this effort, has been completed or, the County is able to definitively specify a standard set of job codes that will be implemented.

· The Benefit Standardization effort undertaken by the County, outside the scope of this effort, has been completed or, the County is able to definitively specify a standard set of benefit plans that will be implemented.

· All key decisions identified in the Critical Assessment have been resolved. This includes, but is not limited to standard hours, semi-monthly or bi-weekly pay cycles and PERS 3.

2. Assumptions from Phase 1 (PeopleSoft Upgrade to Release 8)

· A technical assessment which defined the hardware and software requirements for the implementation and production operation phases has been completed; all necessary software and equipment to support the project has been procured, so it will be in place when needed and not impede progress of subsequent phases.

· The upgrade is complete and operational.

· The upgrade process eliminated approximately 70 percent of the customizations.

· Business processes have been modified to reflect the functionality of Release 8 and the removal of King County customizations.

· Business processes have been fully expanded to include all steps (roles and responsibilities) for each process before and after the PeopleSoft specific steps.

3. Strategy

The strategy for this project is to utilize a standard ERP implementation methodology. An overview of the methodology is included in this document in Section IV. Implementation Methodology.

The approach to be taken in each segment of the methodology is explained below:

a. Prepare Segment

During the Prepare Segment, the project team is finalized and team members are oriented to the methodology; the initial scope of the project is confirmed and a project plan is prepared. The project is officially started with a project kickoff. This kickoff sets the stage for the project by highlighting the importance of the project to the overall business goals and the commitment to the project from senior management. The development and test software environments, established in the previous project will be prepared for this program phase. Several instances of the PeopleSoft database will be needed for development, training, testing and pre-production. The methodology contains action points to administer these databases and to provide data/operator security early in the project. This segment also involves identification and review of processes, procedures and customizations. The overall objective of the Prepare Segment is to identify a common business process model to automate in the PeopleSoft application. Both the implementation of PeopleSoft to replace employees currently in MSA and the subsequent implementation of enhanced functionality will contain fit/gap analysis activities. The specific tasks within these activities will vary considerably between the two projects. The differences and more detailed discussion is contained later in the document.

b. Redesign/Design Segment

During the Redesign/Design Segment, the output of the workshop sessions from the Prepare Segment will assist in defining the specific business requirements for the PeopleSoft modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system. All modifications to the new software version, interfaces and reports required will be identified during the planning sessions. Special attention will be given to the required PeopleSoft to ARMS interface. These requirements will be converted into software specifications for development work beginning in the Configure Segment. The PeopleSoft general tables are loaded. This creates a working baseline PeopleSoft system (without customization) which is then built upon in later segment activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing, and deployment to production are established to facilitate the implementation. Additionally, while the system is being prepared, the data conversion is being mapped from the legacy systems to the PeopleSoft system. (For the MSA conversion, data mapping and conversion planning has been moved to the Prepare Segment to allow added elapsed time to resolve data integrity issues.)

c. Configure Segment

During the Configure Segment, documentation and end-user support materials are developed. Any custom modifications to PeopleSoft are developed and tested. The interfaces, reports and data conversions from the prior software version are developed and all manual data conversions will be planned for at this time as well. All unit testing associated with data conversion, interfaces, and reports will be conducted by the developers. With King County acceptance, a rigorous testing process is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted. King County will conduct end-user acceptance testing during this segment with the developed test scripts. Preparation for this test involves the migration of objects, SQRs and modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycle for both types of testing involves executing page tests, batch tests, report tests and interface tests, analyzing error reports and repairing errors. After the systems configuration, we are prepared to move to the next segment where the system is tested and moved into production.

d. Deploy Segment

The primary purpose of the Deploy Segment is to complete the final set of activities that will bring the system into production, such as system testing, training end-users and cutting over both the data and the system to a production environment. At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users. Project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the King County staff. After the successful completion of these activities, the system will be cut-over to production and post-production support is initiated.

4. Methodology Adaptations

During the Design Segment, an analysis of the baseline business processes to the requirements for those departments being converted is completed. It is assumed that the baseline business processes are those that were finalized during the PeopleSoft Upgrade Project and that they reflect current business practices including steps, activities, roles and responsibilities before and after data integration with PeopleSoft and that the integration points reflect PeopleSoft Release 8.

The standard methodology calls for the analysis and design of conversion solutions during the Design Segment and actual programming, testing and data conversion during the Configure Segment. We recommend that all conversion-related tasks be moved earlier in the methodology. This recommendation is based on the following considerations:

· Much of the work already completed in mapping and converting data from MSA enables the tasks to be scheduled sooner in the timeline.

· Our experience in converting HR and payroll related data from legacy systems causes us to expect certain difficulties. In the case of MSA:

· Data is stored in a completely different context and must be gathered from several MSA records to create a PeopleSoft event.

· MSA allows inconsistency between arrays which will have to be resolved for PeopleSoft.

· Referential integrity is handled differently outside of a relational database.

· Different Departments within the County may have used the same field to mean different things and these must be resolved to a common understanding.

A number of trial conversions, data clean-up tasks and manual resolutions are anticipated. It is understood that the data conversion requirements cannot be completely defined until the end of the Design Segment.

B. Work Plan

The following tables delineate phases, objectives of these phases, and our approach towards performing the activities required to implement the PeopleSoft application for the remaining employees of King County.

1. Prepare Segment Activities and Deliverables

Workshops, conducted during the Prepare Segment, are key to the successful implementation of the County’s PeopleSoft system. The specific workshops noted below will provide a successful project launch, and facilitate the definition and capture of requirements. The information shared during the workshops will enable project team members to strive toward a common goal by understanding what is required of them and how their input will affect the system. The resultant data will assist in the generation of the project plan and will become reference material for the configuration of the system.

Exhibit X-1: Workshop Descriptions
Workshop
Description

Transition
This workshop is performed prior to the start of the project. The purpose of the Transition Workshop is to gain concurrence, acceptance and ownership among the client sponsors on:

· Project scope.

· Project assumptions.

· Client responsibilities.

· Need to staff the project.

· Project pre-requisites.

Business Processes
The Business Process Workshop is conducted to allow project participants to gain a foundation of understanding of the PeopleSoft system, and begin defining modifications necessary to the general tables used by the system and customizations.

· Review PeopleSoft product.

· Discuss new business processes.

· Validate the customizations in prior system release.

· Review ownership assignments so that it is clear who has responsibility for the data in the general PeopleSoft tables.

· Validate and refine project benefits. 

Training Strategy
The purpose of the Training Strategy Workshop is to:

· Classify end-users by name.

· Conduct client training needs analysis.

· Identify, analyze and select training methods.

· Conduct basic training on system for King County project team.

· Identify documentation.

· Identify training resources.

· Assign responsibilities.

· Develop a training strategy and plan.

Conversion Strategy
The purpose of the Conversion Strategy Workshop is to familiarize the customer project team with the PeopleSoft table structure of the software being implemented. The conversion strategy document identifies the following components:

· Tables required to load.

· The key structure of the tables.

· The process for loading the tables.

· Unique constraints for loading the tables.

Interface/Reporting Strategy
The purpose of the Interface/Reporting Strategy Workshop is to examine all current reports and interfaces, and compare these with PeopleSoft delivered reports and interfaces. This allows us to get a head start on the plan to develop these programs. The interface/reporting strategy document identifies the following components:

· Current reports and interface list.

· Interface and report requirements.

· Assignment of responsibilities.

Customization Strategy
The purpose of the Customization Strategy Workshop is to facilitate common understanding of modification or customization to the software. We will examine the customizations defined by King County to help the project team understand their applicability to the system design:

· Current identified customizations.

· Customization requirements.

· Assignment of responsibilities.

Testing Strategy
The purpose of the Testing Strategy Workshop is to introduce the customer team to the requirements for testing the software, identify the testing approaches and provide the project team with test scenarios and sample test scripts. This will allow the project team to begin preparing for testing. Components of the Testing Strategy Workshop include:

· A test strategy document.

· Test scenarios for the respective application.

Exhibit X-2: Prepare Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Develop strategy and approach for security, testing, training, data conversion, customizations, interfaces, and reporting.
Conduct workshops to document approach and assumptions for each key aspect of implementation.
· Security strategy document (output).
· Testing strategy document (output).

· Training strategy document (output).

· Data conversion strategy document (output).

· Customization strategy document (output).
· Interface strategy document (output).

· Reporting strategy document (output).

Reconfirm project scope, infrastructure, requirements, resources, budget, baselines and anticipated results for project.
Meet with project sponsors and review proposal and Statement of Work to validate project scope and prerequisites.
· Confirmation of project scope/scope refinement (output).

· Phase transition package (output).

Build project team.
Confirm assignment of consultants and King County staff to project team.

Assist King County in shaping Steering Committee and project members into an effective team.
· Project team development plan (output).

Set up administrative procedures.
Define the procedures for change control and status reporting, and identify schedule for team meetings.
· Project control book (output).

· Status reports (deliverable).
· Change control (output).

Establish and kickoff the project.
Conduct project kickoff meeting.
· Kickoff meeting.

Determine high-level business requirements.
Conduct workshop to document high-level requirements.
· Future process design points (output).
· Requirements matrix (output).

Define package integration standards and procedures.
Review pre-developed standards and procedures and revise if necessary.
· Package integration standards and procedures (output).
· Development standards and procedures (output).

Conduct initial project risk assessment.
Conduct risk assessment using the risk assessment plan and for each risk develop a risk mitigation strategy.
· Initial project risk assessment (output).

Develop initial project plan.
Prepare and deliver project plan.
· Initial project plan (output).

Develop Communications Plan.
Determine who needs to be communicated with, how frequently, through what media, etc.
· Communications plan (output).

Plan for development of data conversion mapping and programming.
Develop data conversion plan.

Assist King County map legacy data to PeopleSoft.
· Data conversion design document (output).
· Data conversion mapping from the previous version (output).

2. Redesign/Design Segment Activities and Deliverables

The output of the workshop sessions discussed in the prior segment will assist in defining the specific business requirements for the PeopleSoft modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system.

All modifications to the new software version, interfaces, and reports required by the County will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment.

At this time, the server is configured with the PeopleSoft applications and the PeopleSoft general tables are loaded. This creates a working baseline PeopleSoft system (without customization) which is then built upon in later phase activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing and deployment to production will be established to facilitate the implementation.

Additionally, while the system is being prepared, the data conversion is being mapped from the legacy systems to the PeopleSoft system.

Exhibit X-3: Redesign/Design Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Set up PeopleSoft system for development.
Confirm installation of PeopleSoft software at King County.

Establish procedures for system maintenance.
· Development and test instances of PeopleSoft system (output).

Determine application requirements.
Conduct fit sessions to map requirements to PeopleSoft system.
· Requirements document (deliverable).
· Future fit gap analysis (deliverable).
· Proof of concept (output).

Develop a unit test baseline configuration of PeopleSoft application.
Use table setup and application process templates to assist with determining values for and loading foundation tables.

Perform unit tests on each PeopleSoft module.
· Baseline configuration of PeopleSoft application (output).

Plan for development of custom interfaces.
Review existing interfaces and the development requirements.
· Interface specifications (output).

Plan for development of custom reports.
Review existing reports and the development requirements.
· Reporting specifications (output).

Plan for development of application customizations.
Review existing customization requirements.
· Customization specifications (output).

The activities in this segment prepare the project to move to the next step, where the majority of the development work and data loading from the legacy system to the new PeopleSoft system is performed.

3. Configure Segment Activities and Deliverables

With the system design complete, work can begin on system development. During the Configure Segment, documentation and end-user support materials are developed. The changes to the PeopleSoft panels are developed and tested, along with the customizations to meet King County requirements. The interfaces, reports and data conversions from the prior software version are developed and all manual data conversions will be planned for at this time as well. The developers will conduct all unit testing associated with data conversion, interfaces, and reports. With King County acceptance, a rigorous testing process is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted as well.

King County will conduct end-user acceptance testing during this segment with the developed test scripts. Preparation for this test involves migrating objects, programs, making modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycle for both types of testing involves executing panel tests, batch tests, report tests and interface tests, analyzing error reports and repairing errors.

Exhibit X-4: Configure Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Complete conversion coding and routines.
Develop data conversion routines.

Assist with unit testing of conversion routines.

Convert and scrub data quality.
· Data conversion code (output).
· Converted legacy data report (output).

Complete custom interfaces.
Develop required custom interfaces.

Unit Test custom interfaces.
· Interface code (output).

Complete custom reports.
Develop required custom reports.

Unit Test custom reports.
· Reports code (output).

Complete application customizations.
Develop required customizations.

Unit test customizations.
· Customizations to PeopleSoft application (output).

Develop testing plans.
Develop integration, end-user acceptance and stress test plans.
· Business scenarios (output)
· Test scripts (output).

· Integration test plan (output).
· User acceptance test plans (output).
· Stress test plan (output).

Develop end-user training materials.
Develop training materials.
· Training materials (output).

Test application.
Execute integration testing.

Execute end-user acceptance testing.


· User acceptance test report (WP0).

· Fully configured and validated PeopleSoft system (deliverable).

Develop post go-live support strategy.
Determine post go-live support requirements.

Develop supporting level of service and resource requirements.
· Post go-live support strategy (output).

Prepare for system deployment.
Review IT infrastructure to validate that it will support PeopleSoft.

Develop cut-over plan.
· Data load plan (output).
· Cut-over plan (output).

After the systems configuration, we are prepared to move to the next project system, where the system is tested and moved into production.

4. Deploy Segment Activities and Deliverables

The Deploy Segment contains the final set of activities that will bring the system to production. Following a review of the test results and system acceptance, cut-over to the production system will conclude this segment.

At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users.

With the deployment to the end-user desktops completed, project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the King County Staff.

Exhibit X-5: Deploy Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Train end-users.
Training of end-users.
· Training delivery (output).

Prepare production environment.
Prepare production system and database.
· Production environment.

Load and reconcile final converted data.
Run data conversion routines and reconcile results.
· PeopleSoft system loaded with King County production data.

Cut-over to production.
Execute steps in production cut-over plan.
· PeopleSoft system is “live”.

Implement post production support strategy.
Establish end-user support and help-desk.
· User support.

· Help-desk.

Conduct project closeout.
Perform tasks in project close-out checklist.
· Completed project control book (output).

After the successful completion of these activities, the system will be cut-over to production. Postproduction support is then initiated.

C. Timeline
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<--------  High Level timeline as illustrated in Business Case --------->

Exhibit X-6: Project Timeline

D. Resource Plan

The Integrator’s Lead Principle, Integrator’s Program Manager and the County’s Program Director resource types apply to all projects in the program. Therefore, they are not included in the following exhibits. See Section VIII. Phase 0 – Pre-Project Preparation for the details of these resource types.

Exhibit X-7 defines the resource types, a description of their role on the project and a summary description of expected skills. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program. 

Exhibit X-7: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Integrator

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years in large project management; five years of PeopleSoft HRMS experience and current professional certification.

Functional Leads
Senior functional business analyst in HR, Payroll, Benefits and Time & Labor. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in same discipline.
Minimum four years experience as functional analyst in PeopleSoft implementations. 
Certified PeopleSoft Professional in Release 8.

Functional Analysts
Functional business analysts in HR, Payroll, Benefits and Time & Labor.
Minimum two years experience as functional analyst in PeopleSoft implementations.

Technical Development Lead
Senior technical developer. A 100 percent contributor to the project who also acts as lead and coordinator for other developers.
Minimum four years experience as technical developer in PeopleSoft HRMS using PeopleTools, SQR and either COBOL or C programming languages. At least two years as developer on PeopleSoft HRMS. Certified PeopleSoft Professional in Release 8.

Technical Developer
Code, test and implement PeopleSoft modifications, interfaces, reports, queries and other application development activities.
Minimum two years experience with PeopleTools, SQR and one other major programming language. At least one year experience as developer on PeopleSoft HRMS.

Program Oversight
A senior project manager who periodically assesses project progress and status.
Minimum five years experience as project manager on large, complex projects. Some knowledge or experience with PeopleSoft implementation projects.

King County

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum three years of project management of large, complex projects in a public sector environment. At least two years of experience with King County.

DBA
Maintains the PeopleSoft databases. Assesses performance. Performs routine database administration tasks.
Minimum of three years technical experience with relational databases. Has completed PeopleSoft technical training for developers. At least two years experience as DBA.

Conversion Developer
Responsible for the analysis, conversion, testing and verification of data from the MSA system.
Minimum of three years experience as a technical developer. Has a thorough knowledge of data content, context and usage within MSA. Completed PeopleSoft technical training.

Technical Developer
Code, test and implement PeopleSoft modifications, interfaces, reports, queries and other application development activities.
Minimum of two years experience as technical developer. Has completed all PeopleSoft technical training.

Functional Analyst
Functional business analyst in HR, Payroll, Benefits or Time & Labor.
At least two years experience as a business analyst or three years experience as an administrative specialist in HR, Payroll or Benefits. Thoroughly knowledgeable with King County standard processes and practices.

Contract Technical Developer
Varies based on need.
Contracted resources should have the same experience as the resource types defined under Integrator above.

Contract Functional Analyst
Varies based on need.
Contracted resources should have the same experience as the resource types defined under Integrator above.

Change Management/BPR Analysts
Defines as-is and to-be business processes in all functional areas.
At least two years experience as a business analyst. At least two years experience with King County in HR, Payroll and Benefits.

Trainer
Instructs end-users in how to use the application to accomplish standard processes (e.g. Hire, Transfer, Personal Data Change, etc.). Detailed process guides, examples and expected results are developed during the project.
Ideally, this is an end-user that has participated in the project in a functional role, but could also be an experienced trainer.

Project Auditor
A senior manager who periodically assesses project progress and status.
At least two years experience as a project manager or internal auditor for King County.

The following table quantifies each resource type across the span of the project work plan.

Exhibit X-8: Resource Loading
Resource1
FTEs
2002
Months
2003
Months
2004
Months

Integrator


Project Manager
1.0
5.50
2.00
0.00


HR Functional Lead
1.0
5.50
2.00
0.00


HR Functional Consultant
1.0
4.50
2.00
0.00


Benefits Functional Lead
1.0
5.50
2.00
0.00


Benefits Functional Analyst
1.0
4.50
2.00
0.00


Payroll Functional Lead
1.0
5.50
2.00
0.00


Payroll Functional Analyst
1.0
4.50
2.00
0.00


Time and Labor Functional Lead
1.0
5.50
2.00
0.00


Time and Labor Functional Analyst
1.0
4.50
2.00
0.00


Technical Development Lead
1.0
5.50
2.00
0.00


Technical Developers
2.0
4.50
2.00
0.00


Program Oversight
1.0
0.50
0.25
0.00

Total:
10.0




King County


Project Manager
1.0
7.00
4.00
0.00


DBA
1.0
5.50
2.00
0.00


Conversion Developers
2.0
5.00
2.00
0.00


Technical Developers
2.0
4.50
2.00
0.00


Functional Analysts
3.0
4.50
2.00
0.00


Contract Technical Developers
2.0
4.50
2.00
0.00


Contract Functional Analysts
3.0
4.50
2.00
0.00


Change Management/BPR Analysts
4.0
6.00
0.00
0.00


Trainers
3.0
0.00
2.00
0.00


Project Auditor
1.0
1.00
1.00
0.00

Total:
22.0










Total Estimated FTEs
32.0




1There is a two-month overlap with Phase 1 and a four-month overlap with Phase 3 where many resources will be utilized less that full time on a given project. Refer to Estimated Program Timeline in the Business Case Document for fully optimized resource utilization. Should any one project be undertaken independent of the rest of the program, these staffing projections may need to be increased.

XII. Phase 3 – Enhanced HR Functionality

(
A. Project Overview

The purpose of this project is to implement the enhanced HR functionality available in PeopleSoft HRMS, but not yet implemented. This project definition remains very high level and is for scope level estimating only. The scope of this effort will include:

· Position Management.

· Recruitment.

· Applicant tracking.

· Job/position posting.

· Candidate assessment and ranking.

· Interview/testing scheduling and tracking.

· Offer/regret communication.

· Training administration.

· Defining curriculum.

· Training classes and skills.

· Scheduling training.

· Employee enrollment management.

· Assessing skill needs.

· Competency management.

· Development of Core Competency Tables for employees, jobs, training classes, etc.

· Career planning for manager levels and higher.

· Succession planning for key employees.

1. Assumptions from Phase 0

· Organizational change is complete.

· Organizational readiness has been assessed and all appropriate steps to ensure success are complete.

· Program management and Project Office are in place and functioning.

· Stakeholders have been empowered to represent their respective departments in requirements and to act decisively and responsively to business process changes/improvements.

· A Steering Committee is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the Program to continually move forward.

· The Job Reclassification Project undertaken by King County, outside the scope of this effort, has been completed or, the County is able to definitively specify a standard set of job codes that will be implemented.

2. Assumptions from Phase 1 (PeopleSoft Upgrade to Release 8)

· A technical assessment which defined the hardware and software requirements for the implementation and production operation phases has been completed. All necessary software and equipment to support the project has been procured, so it will be in place when needed and not impede progress of subsequent phases.

· The upgrade is complete and operational.

· The upgrade process eliminated approximately 70 percent of the customizations.

· Business processes have been modified to reflect the functionality of Release 8 and the removal of King County customizations.

· Business processes have been fully expanded to include all steps (roles and responsibilities) for each process before and after the PeopleSoft specific steps.

3. Assumptions from Phase 2 (PeopleSoft Implementation Replacing MSA)

· All King County Employees are in production on PeopleSoft Release 8.

· All of King County is operating under standardized, best practice business processes.

4. Strategy

The strategy for this project is to utilize a standard ERP implementation methodology. An overview of the methodology is included in this document in Section IV. Implementation Methodology.

The approach to be taken in each segment of the methodology is explained below:

a. Prepare Segment

During the Prepare Segment, the project team is finalized and team members are oriented to the methodology; the initial scope of the project is confirmed and a project plan is prepared. The project is officially started with a project kickoff. This kickoff sets the stage for the project by highlighting the importance of the project to the overall business goals and the commitment to the project from senior management. The development and test software environments, established in the previous project, will be prepared for this program phase. Several instances of the PeopleSoft database will be needed for development, training, testing, and pre-production. The methodology contains action points to administer these databases and to provide data/operator security early on in the project. This segment also involves identification and review of processes, procedures, and customizations.

b. Redesign/Design Segment

During the Redesign/Design Segment, the output of the workshop sessions from the Prepare Segment will assist in defining the specific business requirements for the PeopleSoft modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system. All modifications to the new software version, interfaces, and required reports will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment. The PeopleSoft general tables are loaded. This creates a working baseline PeopleSoft system (without customization) which is then built upon in later segment activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing and deployment to production are established to facilitate the implementation. Additionally, while the system is being prepared, the data conversion is being mapped from the legacy systems to the PeopleSoft system. While the specific conversion requirements are unknown at this time, it is anticipated that Applicant Data will be restricted to the current year; there may be a limited amount of conversion for training data from multiple legacy systems. Employee level data conversion is expected to be limited to legal and regulatory items like licenses, certificates and other job required accomplishments.

c. Configure Segment

During the Configure Segment, documentation and end-user support materials are developed. Any custom modifications to PeopleSoft are developed and tested. The interfaces, reports and data conversions from the prior software version are developed and all manual data conversions will be planned for at this time as well. All unit testing associated with data conversion, interfaces, and reports will be conducted by the developers. With King County acceptance, a rigorous testing process is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted. King County will conduct end-user acceptance testing during this segment with the developed test scripts. Preparation for this test involves the migration of objects, programs and modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycle for both types of testing involves executing page tests, batch tests, report tests and interface tests, analyzing error reports and repairing errors. After the systems configuration, we are prepared to move to the next segment where the system is tested and moved into production.

d. Deploy Segment

The primary purpose of the Deploy Segment is to complete the final set of activities that will bring the system into production, such as system testing, training end-users and cutting over both the data and the system to a production environment. At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users. Project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the King County staff. After the successful completion of these activities, the system will be cut-over to production and post-production support is initiated.

5. Methodology Adaptations

No specific adaptations are recommended at this time. The County should plan on methodology changes once the requirements are better defined that would reduce the conversion and testing effort. (Conversion is expected to be less than typical and no parallel testing is anticipated.)

B. Work Plan

The following tables delineate phases, objectives of these phases, and the approach we propose to take towards performing the activities required to implement the enhanced HR functionality of the PeopleSoft HRMS application for the employees of King County.

1. Prepare Segment Activities and Deliverables

Workshops, conducted during the Prepare Segment, are key to the successful implementation of your PeopleSoft system. The specific workshops noted below will provide a successful project launch and facilitate the definition and capture of requirements. The information shared during the workshops will enable project team members to strive toward a common goal and understand what is required of them and how their input will affect the system. The resultant data will assist in the generation of the project plan and will be reference material for the configuration of the system.

Exhibit XI-1: Workshop Descriptions
Workshop
Description

Transition
This workshop is performed prior to the start of the project. The purpose of the Transition Workshop is to gain concurrence, acceptance and ownership among the client sponsors on:

· Project scope.

· Project assumptions.

· Client responsibilities.

· Need to staff the project.

· Project pre-requisites.

Business Processes
The Business Process Workshop is conducted to allow project participants to gain a foundation of understanding of the PeopleSoft system, and begin defining modifications necessary to the general tables used by the system and customizations.

· Review PeopleSoft product.

· Discuss new business processes.

· Validate the customizations in prior system release.

· Review ownership assignments so that it is clear who has responsibility for the data in the general PeopleSoft tables.

Training Strategy
The purpose of the Training Strategy Workshop is to:

· Classify end-users by name.

· Conduct client training needs analysis.

· Identify, analyze and select training methods.

· Conduct basic training on system for King County project team.

· Identify documentation.

· Identify training resources.

· Assign responsibilities.

· Develop a training strategy and plan.

Conversion Strategy
The purpose of the Conversion Strategy Workshop is to familiarize the customer project team with the PeopleSoft table structure of the software being implemented. The conversion strategy document identifies the following components:

· Tables required to load.

· The key structure of the tables.

· The process for loading the tables.

· Unique constraints for loading the tables.

Interface/Reporting Strategy
The purpose of the Interface/Reporting Strategy Workshop is to examine all current reports and interfaces, and compare these with PeopleSoft delivered reports and interfaces. This allows us to get a head start on the plan to develop these programs. The interface/reporting strategy document identifies the following components:

· Current reports and interface list.

· Interface and report requirements.

· Assignment of responsibilities.

Customization Strategy
The purpose of the Customization Strategy Workshop is to facilitate common understanding of modification or customization to the software. We will examine the customizations defined by King County to help the project team understand their applicability to the system design:

· Current identified customizations.

· Customization requirements.

· Assignment of responsibilities.

Testing Strategy
The purpose of the Testing Strategy Workshop is to introduce the customer team to the requirements for testing the software, identify the testing approaches and provide the project team with test scenarios and sample test scripts. This is to allow the project team to begin preparing for testing. Components of the testing strategy workshop include:

· A test strategy document.

· Test scenarios for the respective application.

Exhibit XI-2: Prepare Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Develop strategy and approach for security, testing, training, data conversion, customizations, interfaces, reporting.
Conduct workshops to document approach and assumptions for each key aspect of implementation.
· Security strategy document (output).
· Testing strategy document (output).

· Training strategy document (output).

· Data conversion strategy document (output).

· Customization strategy document (output).
· Interface strategy document (output).

· Reporting strategy document (output).

Reconfirm project scope, infrastructure, requirements, resources, budget, baselines and anticipated results for project.
Meet with project sponsors and review proposal and Statement of Work to validate project scope and prerequisites.
· Confirmation of project scope/ scope refinement (output).

· Phase transition package (output).

Build project team.
Confirm assignment of consultants and King County staff to project team.

Assist King County in shaping Steering Committee and project members into an effective team.
· Project team development plan (output).

Set up administrative procedures.
Define the procedures for change control and status reporting, and identify schedule for team meetings.
· Project control book (output).

· Status reports (deliverable).
· Change control (output).

Establish and kickoff the project.
Conduct project kickoff meeting.
· Kickoff meeting.

Determine high-level business requirements.
Conduct workshop to document high-level requirements.
· Future process design points (output).
· Requirements matrix (output).

Define package integration standards and procedures.
Review pre-developed standards and procedures. Revise if necessary.
· Package integration standards and procedures (output).
· Development standards and procedures (output).

Conduct initial project risk assessment.
Conduct risk assessment using the risk assessment plan; for each risk, develop a risk mitigation strategy.
· Initial project risk assessment (output).

Develop initial project plan.
Prepare and deliver project plan.
· Initial project plan (output).

Develop communications plan.
Determine who needs to be communicated with, how frequently, through what medium, etc.
· Communications plan (output).

2. Redesign/Design Segment Activities and Deliverables

The output of the workshop sessions discussed in the prior segment will assist in defining the specific business requirements for the PeopleSoft modules during the Redesign/Design Segment. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system.

All modifications to the new software version, interfaces and reports required by King County will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment.

At this time, the server is configured with the PeopleSoft applications and the PeopleSoft general tables are loaded. This creates a working baseline PeopleSoft system (without customization) which is then built upon in later phase activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing and deployment to production will be established to facilitate the implementation.

Additionally, while the system is being prepared, the data conversion is being mapped from the legacy systems to the PeopleSoft system.

Exhibit XI-3: Redesign/Design Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Set up PeopleSoft system for development.
Confirm installation of PeopleSoft software at King County.

Establish procedures for system maintenance.
· Development and test instances of PeopleSoft system (output).

Determine application requirements.
Conduct fit sessions to map requirements to PeopleSoft system
· Requirements document (deliverable).
· Future fit gap analysis (deliverable).
· Proof of concept (output).

Develop a unit test baseline configuration of PeopleSoft application.
Use table setup and application process templates to assist with determining values for and loading foundation tables.

Perform unit tests on each PeopleSoft module.
· Baseline configuration of PeopleSoft application (output).

Plan for development of custom interfaces.
Review existing interfaces and the development requirements.
· Interface specifications (output).

Plan for development of custom reports.
Review existing reports and the development requirements.
· Reporting specifications (output).

Plan for development of data conversion mapping and programming.
Develop data conversion plan.

Assist King County map legacy data to PeopleSoft.
· Data conversion design document (output).

· Data conversion mapping from the previous version (output).

Plan for development of application customizations.
Review existing customization requirements.
· Customization specifications (output).

The activities in this phase prepare the project to move to the next step, where the majority of the development work and data loading from the legacy system to the new PeopleSoft system is performed.

3. Configure Segment Activities and Deliverables

With the system design complete, work can begin on system development. During the Configure Segment, documentation and end-user support materials are developed. The changes to the PeopleSoft panels are developed and tested, along with the customizations to meet King County requirements. The interfaces, reports and data conversions from the prior software version are developed and all manual data conversions will be planned for at this time as well. The developers will conduct all unit testing associated with data conversion, interfaces, and reports. With King County acceptance, a rigorous testing process is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted as well.

King County will conduct end-user acceptance testing during this segment with the developed test scripts. Preparation for this test involves migrating objects, programs and modifications to the end-user acceptance test database, loading the data and confirming the database readiness for system integration testing. Executing the test cycle for both types of testing involves executing panel tests, batch tests, report tests and interface tests, analyzing error reports and repairing errors.

Exhibit XI-4: Configure Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Complete conversion coding and routines.
Develop data conversion routines.

Assist with unit testing of conversion routines.

Convert and scrub data quality.
· Data conversion code (output).
· Converted legacy data report (output).

Complete custom interfaces.
Develop required custom interfaces.

Unit test custom interfaces.
· Interface code (output).

Complete custom reports.
Develop required custom reports.

Unit test custom reports.
· Reports code (output).

Complete application customizations.
Develop required customizations.

Unit test customizations.
· Customizations to PeopleSoft application (output).

Develop testing plans.
Develop integration, end-user acceptance and stress test plans.
· Business scenarios (output).
· Test scripts (output)).

· Integration test plan (output).
· User acceptance test plans (output).
· Stress test plan (output).

Develop end-user training materials.
Develop training materials.
· Training materials (output).

Test application.
Execute integration testing.

Execute end-user acceptance testing.
· User acceptance test report (WP0).

· Fully configured and validated PeopleSoft system (deliverable).

Develop post go-live support strategy.
Determine post go-live support requirements.

Develop supporting level of service and resource requirements.
· Post go-live support strategy (output).

Prepare for system deployment.
Review IT infrastructure to validate that it will support PeopleSoft.

Develop cut-over plan.
· Data load plan (output).
· Cut-over plan (output).

After the systems configuration, we are prepared to move to the next project segment, where the system is tested and moved into production.

4. Deploy Segment Activities and Deliverables

The Deploy Segment contains the final set of activities that will bring the system to production. Following a review of the test results and system acceptance, cut-over to the production system will conclude this segment.

At this time, all final data conversions (automated and manual) are performed. All data will be reconciled to the previous system release and the production system will be prepared. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application will begin for the field end-users.

With the deployment to the end-user desktops completed, project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the King County Staff.

Exhibit XI-5: Deploy Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Train end-users.
Training of end-users.
· Training delivery (output).

Prepare production environment.
Prepare production system and database.
· Production environment.

Load and reconcile final converted data.
Run data conversion routines and reconcile results.
· PeopleSoft system loaded with King County production data.

Cut-over to production.
Execute steps in production cut-over plan.
· PeopleSoft system is “live”.

Implement post production support strategy.
Establish end-user support and help-desk.
· User support.

· Help-desk.

Conduct project closeout.
Perform tasks in project close-out checklist.
· Completed project control book (output).

After the successful completion of these activities, the system will be cut-over to production. Postproduction support is then initiated.

C. Timeline
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Exhibit XI-6: Project Timeline

D. Resource Plan

The Integrator’s Lead Principle, Integrator’s Program Manager and the County’s Program Director resource types apply to all projects in the program. Therefore, they are not included in the following exhibits. See Section VIII. Phase 0 – Pre-Project Preparation for the details of these resource types.

Exhibit XI-7 defines the resource types, a description of their role on the project and a summary description of expected skills. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program.

Exhibit XI-7: Resource Types, Roles & Responsibilities, Skills

Resource Type
Roles & Responsibilities
Skills

Integrator

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years in large project management, five years of PeopleSoft HRMS experience and current professional certification.

Functional Lead
Senior functional business analyst in HR. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in same discipline.
Minimum four years experience as functional analyst in PeopleSoft Implementations. 
Certified PeopleSoft Professional in Release 8.

Functional Analyst
Functional business analyst in HR.
Minimum two years experience as functional analyst in PeopleSoft implementations.

Technical Development Lead
Senior technical developer. A 100 percent contributor to the project who also acts as lead and coordinator for other developers.
Minimum four years experience as technical developer in PeopleSoft HRMS using PeopleTools, SQR and either COBOL or C programming languages. At least two years as developer on PeopleSoft HRMS. Certified PeopleSoft Professional in Release 8.

Technical Developer
Code, test and implement PeopleSoft modifications, interfaces, reports, queries and other application development activities.
Minimum two years experience with PeopleTools, SQR and one other major programming language. At least one year experience as developer on PeopleSoft HRMS.

Program Oversight
A senior project manager who periodically assesses project progress and status.
Minimum five years experience as project manager on large, complex projects. Current professional certification. Some knowledge or experience with PeopleSoft implementation projects.

King County

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum three years of project management of large, complex projects in a public sector environment. At least two years of experience with King County.

DBA
Maintains the PeopleSoft databases. Assesses performance. Performs routine database administration tasks.
Minimum of three years technical experience with relational databases. Has completed PeopleSoft technical training for developers. At least two years experience as DBA.

Conversion Developer
Responsible for the analysis, conversion, testing and verification of data from the MSA system.
Minimum of three years experience as a technical developer. Has a thorough knowledge of data content, context and usage within MSA. Completed PeopleSoft technical training.

Technical Developer
Code, test and implement PeopleSoft modifications, interfaces, reports, queries and other application development activities.
Minimum of two years experience as technical developer. Has completed all PeopleSoft technical training.

Functional Analyst
Functional business analyst in HR.
At least two years experience as a business analyst or three years experience as an administrative specialist in HR. Thoroughly knowledgeable with King County standard processes and practices.

Contract Technical Developer
Varies based on need.
Contracted resources should have the same experience as the resource types defined under Integrator above.

Contract Functional Analyst
Varies based on need.
Contracted resources should have the same experience as the resource types defined under Integrator above.

Change Management/ BPR Analysts
Define “as-is” and “to-be” business processes in all functional areas.
At least two years experience as a business analyst. At least two years experience with King County in HR, Payroll and Benefits.

Trainer
Instructs end-users in how to use the application to accomplish standard processes. Detailed process guides, examples and expected results are developed during the project.
Ideally, this is an end-user that has participated in the project in a functional role, but could also be an experienced trainer.

Project Audit
A senior manager who periodically assesses project progress and status.
At least two years experience as a project manager or internal auditor for King County.

Exhibit XI-8 quantifies the resource types across the span of the project work plan.

Exhibit XI-8: Resource Loading

Resource1
FTEs
2002
Months
2003
Months
2004
Months

Integrator


Project Manager
1.0
0.00
5.00
0.00


HR Functional Leads
4.0
0.00
5.00
0.00


HR Functional Analysts
4.0
0.00
5.00
0.00


Technical Development Lead
1.0
0.00
5.00
0.00


Technical Developers
2.0
0.00
4.00
0.00


Program Oversight
1.0
0.00
0.25
0.00

Total:
13.0




King County


Project Manager
1.0
1.00
7.00
0.00


DBA
1.0
0.00
4.00
0.00


Conversion Developers 
2.0
0.00
2.00
0.00


Technical Developers
2.0
0.00
4.00
0.00


Functional Analysts
3.0
0.00
5.00
0.00


Contract Technical Developers
2.0
0.00
4.00
0.00


Contract Functional Analysts
3.0
0.00
5.00
0.00


Change Management/BPR Analysts
4.0
0.00
3.00
0.00


Trainers
3.0
0.00
1.00
0.00


Project Audit
1.0
0.00
1.00
0.00

Total:
22.0




Total Estimated FTEs
35.0




1There is a two-month overlap with Phase 1 and a four-month overlap with Phase 3 where many resources will be utilized less that full time on a given project. Refer to Estimated Program Timeline in the Business Case Document for fully optimized resource utilization. Should any one project be undertaken independent of the rest of the program, these staffing projections may need to be increased.

XIII. Phase 4 – Core Financials Software Evaluation

(
A. Project Overview

The purpose of this project is to update the County’s previous core financials software evaluation and selection process. Due to the passage of time since the original selection and the estimated time frame for beginning the core financials implementation phase of the project, we believe it is prudent for the County to take a fresh look at application functionality available in the market just prior to beginning that effort. It is anticipated that the project will correspond to the same scope as the recently suspended SAP financials implementation effort that included the modules listed below. However, based on the demand encountered during the Critical Assessment, the County may wish to consider expanding the original scope to include Budget Preparation, Fixed Assets, and Workflow Management modules.

· General Ledger.

· Special Ledger.

· Accounts Receivable.

· Accounts Payable.

· Purchasing.

· Project Accounting.

· Controlling.

· Cost Center Planning.

· Allocations.

· Budget Management.

· Cash Management.

· Funds Management.

· Sales and Distribution.

A sequential, phased program implementation strategy places core financials implementation completion in mid- to late 2004.

It appears that the release of Oracle currently being used by the County may no longer be under Oracle software support until core financials implementation. We believe the County should pursue one of three alternatives:

· Decide to proceed without an Oracle support agreement for the IBIS system after December 2002 on the assumption that the existing County staff can provide any necessary support (assuming adequate internal resources can be retained).

· Negotiate with Oracle for a continuation of support for the County’s current software version – beyond Oracle’s stated ‘end date’ for such support.

· Upgrade the existing IBIS legacy system to a more current version of the underlying Oracle software that will be supported long enough to enable the County to complete its implementation of a new core financials system.

In addition, the ARMS legacy system will need to continue to support the County until core financials implementation is accomplished. The County has a limited number of experienced staff who know the mechanics of the ARMS system; therefore, the County needs to consider investing in an ARMS documentation effort and/or enough ARMS training of internal resources to sustain the system until core financials implementation. We believe that technical resources will continue to be available in the marketplace during this period.

1. Assumptions from Phase 0

· Organizational change is complete.

· Organizational readiness has been assessed and all appropriate steps to ensure success are complete.

· Program management and Project Office are in place and functioning.

· Stakeholders have been empowered to represent their respective departments in requirements and to act decisively and responsively to business process changes/improvements.

· A Steering Committee is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the Program to continually move forward.

· All key decisions identified in the Critical Assessment have been resolved.

· The County will provide its organizational vision or strategy and supporting documentation to the software selection consultant.

· The software evaluation consultant will have access to the County people, plans, platforms and software in the then current environment. Access to some people or materials will be dependent on others and is sequence-sensitive.
· The software selection consultant and the County will team together for the development of demonstration scripts. The software selection consultant will provide guidance in the development of demonstration scripts, but the County will be responsible for their completeness.
· Vendors will be selected by the County for demonstration and evaluation with assistance from the software selection consultant. The number of vendors invited to participate will depend on how many proposals are received, the closeness of the proposal scoring, and other factors to be determined by the County. The County will be responsible for scheduling, participating in, and scoring the vendor demonstrations.
2. Strategy

The strategy for this project is to utilize a standard software package selection methodology, such as IBM’s MethodBlue/PEBT (Package Enabled Business Transformation), which has been used as a basis for the discussion of recommended tasks within this phase.

The general attributes of each segment of the methodology are presented below, followed by a more detailed explanation in the Work Plan section.

a. Prepare Segment

During the Prepare Segment, the emphasis is on project organization and communication, as well as expectation and change management. Senior management strategy interviews are conducted and a case for change is created.

b. Focus Segment

During the Focus Segment, there is a strong emphasis on processes and the degree to which they may have to change. A RFP is developed to solicit vendor responses. Proposals are evaluated and a limited number of vendors are invited to provide demonstrations of their packages.

c. Select/Validate Segment

During the Select/Validate Segment, the County’s Selection Committee witnesses the vendor demonstrations, evaluates options and formulates a recommendation for a decision, supported by their documented analysis.

B. Work Plan

The following narrative addresses the recommended activities that should occur within each segment of this project.

1. Prepare Segment

This portion of the project focuses on the initial project organization and communication activities, as well as expectation and change management issues. At this stage in the process, the project team is finalized, team members are oriented to the methodology; the initial scope of the project is confirmed and a project plan is prepared. The project is officially started with a project kickoff. This kickoff sets the stage for the project by highlighting the importance of the project to the overall business goals and the commitment to the project from County senior management. During this segment, it is essential to conduct and document County senior management strategy interviews to confirm processing and reporting expectations required from the new core financials software. As part of this effort, a case for change is created to document the business case/justification for undertaking the core financials implementation project.

2. Focus Segment

During this segment, there is a strong emphasis on understanding the County’s processes that will be impacted by a new core financials software package and the degree to which those may have to change in order to obtain desired improvements in efficiency and effectiveness. Processing and reporting requirements are then used to construct a RFP to solicit vendor responses. Proposals received from vendors are evaluated against documented criteria and a limited number of apparently compliant vendors are invited to provide demonstrations of their packages, using demonstration scripts developed by the County.

The primary deliverable from this segment is the:

· RFP outlining the County’s specific prioritized processing and reporting requirements to be satisfied by the new core financials software application.
3. Select/Validate Segment

The Select/Validate Segment is where the County’s Selection Committee witnesses actual vendor demonstrations. Reference checks are completed for the most promising vendor and a gap analysis is completed to document the degree to which the vendor’s responses actually address County requirements (from the RFP). Based upon the results of this analysis, the Selection Committee formulates a recommendation to County senior management for a decision, accompanied by an updated case for change/business case and a high level Implementation Plan.

The primary deliverables from this segment are the:

· Demonstration scripts to be followed by vendors during their presentations, to help insure they present functionality that is relevant to the County’s requirements.

· Gap analysis of the recommended vendor’s responses versus the County’s previously documented requirements (from the RFP).

· High-level Implementation Plan reflecting how the recommended vendor’s package can be integrated into the County’s total application architecture. This plan will have to be refined to a much lower level of detail when the actual implementation effort is started, during the Prepare Segment of the implementation project.

C. Timeline
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Exhibit XII-1: Project Timeline

D. Resource Plan

The Integrator’s Lead Principle, Integrator’s Program Manager and the County’s Program Director resource types apply to all projects in the program. Therefore, they are not included in the following exhibits. See Section VIII. Phase 0 – Pre-Project Preparation for the details of these resource types.

Exhibit XII-2 defines the resource types, a description of their role on the project and a summary description of expected skills. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program.

Exhibit XII-2: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Consultant

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years experience with ERP software evaluation and selection projects, including experience with software selection methodologies.

Senior RFP Consultant
Conduct an oversight of primary project activities, including interviews, document development and analysis.
Minimum three years experience with ERP software evaluation and selection projects, including experience with software selection methodologies. Strong analytical skills.

Staff Consultant
Documentation of interviews, coordination of vendor demonstrations, development of detailed analyses and the business case.
Minimum two years experience in data collection and analysis, as well as document (especially business case) development.

King County

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation, and management reporting.
Minimum three years of project management experience. At least two years of experience with King County.

Senior Analyst
Participate in primary project activities, including interviews, document development, and analysis.
Minimum two years of experience with King County.

Selection Committee
Provide input to the RFP, view vendor demonstrations and develop a supported recommendation to County senior management.
Cross sectional representation of the functional departments impacted by the core financials application with a solid understanding of the processes within their respective areas, and a broad understanding of related (inter-dependent) functional departments.

Miscellaneous Staff
Documentation of interviews, coordination of vendor demonstrations, assistance with the development of detailed analyses and the business case.
Minimum two years of experience with King County.

Exhibit XII-3 quantifies the resource types across the span of the project work plan.

Exhibit XII-3: Resource Loading

Resource
Hours

Consultant


Project Manager
240


Senior RFP Consultant
800


Staff Consultant
380

Total:
1420

King County


Project Manager
240


Senior Analyst
800


Selection Committee
1,000


Miscellaneous Staff
600

Total:
2640




Total Hours
4060

XIV. Generic Core Financials Implementation

(
A. Project Overview

The purpose of this project is to implement the core financials software application selected during the Core Financials Software Evaluation project. Since the actual package to be implemented is not known at this time, the following discussion focuses on a vendor-neutral approach that can subsequently be adapted to fit the situation, and enhanced with substantially more detail.

1. Assumptions from Phase 0

· Organizational change is complete.

· Organizational readiness has been assessed and all appropriate steps to ensure success are complete.

· Program management and Project Office are in place and functioning.

· Stakeholders have been empowered to represent their respective departments in requirements and to act decisively and responsively to business process changes/improvements.

· A Steering Committee is in place that will act decisively and responsively to the Project/Program Management Team.

· Primary funding and adequate contingency funding has been approved to enable the Program to continually move forward.

· All key decisions identified in the Critical Assessment have been resolved. This includes, but is not limited to, the sequencing of conversion from the legacy systems (IBIS and ARMS) to the new core financials application. Consideration must be given to the impact the decision will have on “straddle” departments currently using both legacy systems and the interface development issues between PeopleSoft and the new financial software.

2. Strategy

The strategy for this project is to utilize a standard ERP implementation methodology. An overview of the methodology is included in this document in Section IV. Implementation Methodology.

The approach to be taken in each segment of the methodology is explained below:

a. Prepare Segment

During the Prepare Segment, the project team is finalized and team members are oriented to the methodology; the initial scope of the project is confirmed and a project plan is prepared. The project is officially started with a project kickoff. This kickoff sets the stage for the project by highlighting the importance of the project to the overall business goals and the commitment to the project from County senior management. The development and test software environments must be established early in this program phase. Several instances of the application software’s database will be needed for development, training, testing, and pre-production. The methodology contains action points to administer these databases and to provide data/operator security early on in the project. This segment also involves identification and review of processes, procedures and customizations. The overall objective of the Prepare Segment is to identify a common business process model to automate in the core financials application. This implementation project will contain fit/gap analysis activities to validate that the County’s requirements will be addressed by the selected package.

b. Redesign/Design Segment

During the Redesign/Design Segment, the output of the workshop sessions from the Prepare Segment will assist in defining the specific business requirements. It is here that the team also will examine the current system interfaces and reports to assess the complexity of the design required for the new system. All modifications to the new software version, interfaces and reports required will be identified during the planning sessions. These requirements will be converted into software specifications for development work beginning in the Configure Segment.

General application tables are loaded during this portion of the project. This creates a working baseline system (without customization) which is then built upon in later segment activities. This baseline-configured system is demonstrated to the project team and other project stakeholders. All databases that will be used for system development, testing and deployment to production are established to facilitate the implementation. Additionally, while the system is being prepared, the data conversion is being mapped from the legacy systems to the new core financials system.

c. Configure Segment

During the Configure Segment, documentation and end-user support materials are developed. Any custom modifications to the software package are developed and tested. The interfaces, reports and data conversions are developed and all manual data conversions will be planned for at this time as well. All unit testing associated with data conversion, interfaces, and reports will be conducted by the developers. With King County acceptance, a rigorous testing process is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted. King County will conduct end-user acceptance testing during this segment with the developed test scripts.

d. Deploy Segment

The primary purpose of the Deploy Segment is to complete the final set of activities that will bring the system into production, such as system testing, training end-users and cutting over both the data and the system to a production environment. At this time, all final data conversions (automated and manual) are performed. End-users will be trained on the new software release, utilizing the training materials and support documentation prepared in the Configure Segment. Deployment of the application occurs. Project close-out steps will be performed. This activity includes completing project documentation, project metrics and turnover to the King County staff. After the successful completion of these activities, the system will be cut-over to production and post-production support is initiated.

B. Work Plan

The following tables delineate phases, objectives of these phases, and the approach we suggest the County employ to implement the core financials application. As noted above, this is a generic approach to the implementation of the financial application selected and, since the essence of a methodology is to insure consistency and completeness of approach, there is a substantial amount of duplication between this work plan and the similar discussions included earlier in this document for other project phases.

1. Prepare Segment Activities and Deliverables

Workshops, conducted during the Prepare Segment, are key to the successful implementation of the County’s core financials system. The specific workshops noted below will provide a successful project launch and facilitate the definition and capture of requirements. The information shared during the workshops will enable project team members to strive toward a common goal and understand what is required of them and how their input will affect the system. The resultant data will assist in the generation of the project plan and will be reference material for the configuration of the system.

Exhibit XIII-1: Workshop Descriptions
Workshop
Description

Transition
This workshop is performed prior to the start of the project. The purpose of the Transition Workshop is to gain concurrence, acceptance, and ownership among the client sponsors on project scope, project assumptions, client responsibilities, the need to staff the project, and project pre-requisites.

Business Processes
The Business Process Workshop is conducted to allow project participants to gain a foundation of understanding of the core financials system, and begin defining modifications necessary to the general tables used by the system and customizations.

Training Strategy
The purposes of the Training Strategy Workshop are to:

· Classify end-users.

· Conduct a client training needs analysis.

· Identify, analyze and select training methods.

· Conduct basic training on the system for the King County project team.

· Identify documentation.

· Identify training resources and assign responsibilities.

· Develop a training strategy and plan.

Conversion Strategy
The purpose of the Conversion Strategy Workshop is to familiarize the project team with the application table structure. The conversion strategy addresses:

· Tables to be loaded.

· The key structure of the tables.

· The process for loading the tables

· Unique constraints for loading the tables.

Interface/Reporting Strategy
The purpose of the Interface/Reporting Strategy Workshop is to examine all significant current reports and interfaces and compare these with reports and interfaces delivered with the software. This serves as the basis for early identification of programs that will need to be developed at a later point in the project.

Customization Strategy
The purpose of the Customization Strategy Workshop is to develop a common understanding and approach to modifications or customizations to the software.

Testing Strategy
The purpose of the Testing Strategy Workshop is to introduce the project team to the requirements for testing the software, identify the testing approaches and to provide the project team with test scenarios and sample test scripts. This will allow the project team to begin preparation for testing. 

Exhibit XIII-2: Prepare Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Develop strategy and approach for security, testing, training, data conversion, customizations, interfaces, and reporting.
Conduct workshops to document approach and assumptions for each key aspect of implementation.
· Security strategy document (output).
· Testing strategy document (output).

· Training strategy document (output).

· Data conversion strategy document (output).

· Customization strategy document (output).
· Interface strategy document (output).

· Reporting strategy document (output).

Reconfirm project scope, infrastructure, requirements, resources, budget, baselines and anticipated results for project.
Meet with project sponsors and review project scope and prerequisites.
· Confirmation of project scope/scope refinement (output).

· Phase transition package (output).

Build project team.
Confirm assignment of consultants and King County staff to project team.

Assist King County in shaping Steering Committee and project members into an effective team.
· Project team development plan (output).

Set up administrative procedures.
Define the procedures for change control and status reporting, and identify schedule for team meetings.
· Project control book (output).

· Status reports (deliverable).
· Change control (output).

Establish and kickoff the project.
Conduct project kickoff meeting.
· Kickoff meeting.

Determine high-level business requirements.
Conduct workshop to document high-level requirements.
· Future process design points (output).
· Requirements matrix (output).

Define package integration standards and procedures.
Review pre-developed standards and procedures and revise if necessary.
· Package integration standards and procedures (output).
· Development standards and procedures (output).

Conduct initial project risk assessment.
Conduct risk assessment and for each risk develop a risk mitigation strategy.
· Initial project risk assessment (output).

Develop initial project plan.
Prepare Project Plan.
· Initial project plan (output).

Develop Communications Plan.
Determine who needs to be communicated with, how frequently, through what media, etc.
· Communications plan (output).

Plan for development of data conversion mapping and programming.
Develop data conversion plan. Assist King County map legacy data to the core financials application.
· Data conversion design document (output).
· Data conversion mapping from the previous version (output).

2. Redesign/Design Segment Activities and Deliverables

The output of the workshop sessions discussed in the prior segment will assist in defining the specific business requirements for the core financials modules during the Redesign/Design Segment.

Exhibit XIII-3: Redesign/Design Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Set up the core financials system for development.
Confirm installation of core financials software at King County. Establish procedures for system maintenance.
· Development and test instances of the core financials system (output).

Determine application requirements.
Conduct fit sessions to map requirements to the system.
· Requirements document (deliverable).
· Future fit gap analysis (deliverable).
· Proof of concept (output).

Develop a unit test baseline configuration of the application.
Use table setup and application process templates to assist with determining values for and loading foundation tables.

Perform unit tests on each module.
· Baseline configuration of the application (output).

Plan for development of custom interfaces.
Review existing interfaces and the development requirements.
· Interface specifications (output).

Plan for development of custom reports.
Review existing reports and the development requirements.
· Reporting specifications (output).

Plan for development of application customizations.
Review existing customization requirements.
· Customization specifications (output).

The activities in this segment prepare the project to move to the next step, where the majority of the development work and data loading from the legacy systems to the new core financials system is performed.

3. Configure Segment Activities and Deliverables

After the system design is completed, work can begin on system development. During the Configure Segment, documentation and end-user support materials are developed. The interfaces, reports, and data conversion programs are developed and all manual data conversions are planned for at this time. With King County acceptance, a rigorous testing process is conducted at both the end-user acceptance and system integration level. An audit of the accuracy and integrity of the new system is conducted as well.

Exhibit XIII-4: Configure Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Complete conversion coding and routines.
Develop data conversion routines.

Assist with unit testing of conversion routines.

Convert and scrub data quality.
· Data conversion code (output).
· Converted legacy data report (output).

Complete custom interfaces.
Develop required custom interfaces.

Unit test custom interfaces.
· Interface code (output).

Complete custom reports.
Develop required custom reports.

Unit test custom reports.
· Reports code (output).

Complete application customizations.
Develop required customizations.

Unit test customizations.
· Customizations to the application (output).

Develop testing plans.
Develop integration, end-user acceptance, and stress test plans.
· Business scenarios (output).
· Test scripts (output).

· Integration test plan (output).
· User acceptance test plans (output).
· Stress test plan (output).

Develop end-user training materials.
Develop training materials.
· Training materials (output).

Test application.
Execute integration testing.

Execute end-user acceptance test.
· User acceptance test report.

· Fully configured and validated system (deliverable).

Develop post go-live support strategy.
Determine post go-live support requirements.

Develop supporting level of service and resource requirements.
· Post go-live support strategy (output).

Prepare for system deployment.
Review IT infrastructure to validate that it will support the new core financials application.

Develop cut-over plan.
· Data load plan (output).
· Cut-over plan (output).

After the systems configuration, the County is prepared to move to the next project phase, where the system is tested and moved into production.

4. Deploy Segment Activities and Deliverables

The Deploy Segment contains the final set of activities that will bring the system to production. Following a review of the test results and system acceptance, cut-over to the production system completes this segment.

All final data conversions (automated and manual) are performed. End-users are trained on the new software using training materials and support documentation prepared in the Configure Segment. Deployment of the application occurs and project close-out steps are performed, including turnover of the system’s operation to King County’s staff.

Exhibit XIII-5: Deploy Segment Summary
Objectives
Approach
Deliverables/Major Outputs

Train end-users.
Training of end-users.
· Training delivery (output).

Prepare production environment.
Prepare production system and database.
· Production environment.

Load and reconcile final converted data.
Run data conversion routines and reconcile results.
· Core financials system loaded with King County production data.

Cut-over to production.
Execute steps in production cut-over plan.
· Core financials system is “live”.

Implement post production support strategy.
Establish end-user support and help-desk.
· User support.

· Help-desk.

Conduct project closeout.
Perform tasks in project close-out checklist.
· Completed project control book (output).

After the successful completion of these activities, the system will be cut-over to production. Postproduction support is then initiated.

C. Timeline
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Exhibit XIII-6: Project Timeline

D. Resource Plan

The Integrator’s Lead Principle, Integrator’s Program Manager and the County’s Program Director resource types apply to all projects in the program. Therefore, they are not included in the following exhibits. See Section VIII. Phase 0 – Pre-Project Preparation for the details of these resource types.

Exhibit XIII-7 defines the resource types, a description of their role on the project and a summary description of expected skills. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program.

Exhibit XIII-7: Resource Types, Roles & Responsibilities, and Skills

Resource Type
Roles & Responsibilities
Skills

Integrator

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years in ERP project management, five years of core financials implementation experience, preferably in the public sector.

Technical Lead/Architect
Senior technical resource. A 100 percent contributor to the project who also acts as lead and coordinator for other technical staff, including County staff.
Certified as a Technical Architect with at least five years of experience performing that role for ERP core financials implementations.

Financial Module Consultant
Functional business analysts.
Minimum of two years experience as a functional analyst in the implementation of the selected ERP core financials application, especially in the public sector.

Project Module Consultant
Functional business analysts.
Minimum of two years experience as a functional analyst in the implementation of the selected ERP core financials application – especially in the public sector.

Funds Management Module Consultant
Functional business analysts.
Minimum of two years experience as a functional analyst in the implementation of the selected ERP core financials application – especially in the public sector.

Materials Management Module Consultant
Functional business analysts.
Minimum of two years experience as a functional analyst in the implementation of the selected ERP core financials application – especially in the public sector.

Sales and Distribution Module Consultant
Functional business analysts.
Minimum of two years experience as a functional analyst in the implementation of the selected ERP core financials application – especially in the public sector.

Treasury Consultant
Functional business analysts.
Minimum of two years experience as a functional analyst in the implementation of the selected ERP core financials application – especially in the public sector.

Technical Developers
Code, test and implement modifications, interfaces, reports, queries and other application development activities.
Minimum two years experience with ERP core financials application tools and at least one other major programming language.

Training Specialist
Develop and execute training strategy for all end-users.
Thorough familiarity with ERP core financials application training materials and County training strategy. At least two years experience as a technical and end-user software application trainer.

BT/Change Management Consultant
Defines as-is and to-be business processes in all functional areas.
Certified as a Business Transformation Consultant. At least two years experience as a business analyst working with major ERP core financials software implementation projects, preferably within the public sector.

Data Conversion Specialist
Responsible for the analysis, conversion, testing and verification of data from the legacy systems.
Minimum of three years experience as a technical developer responsible for data conversions as part of ERP core financials implementation projects. Has a thorough knowledge of data content, context and usage. Completed technical training for selected financial application.

Program Oversight
A senior project manager who periodically assesses project progress and status.
Minimum five years experience as project manager on large, complex projects. Some experience with ERP core financials implementation projects, especially in the public sector.

King County

Project Manager
Overall resource coordination, assignment of tasks, status assessment, project evaluation and management reporting.
Minimum five years in large project management, including two years of core financials implementation experience.

IT Technical Staff/DBA
Maintains databases. Assesses performance. Performs routine database administration tasks.
Minimum of three years technical experience with relational databases. Has completed technical training for application. At least two years experience as DBA.

Financial Module Lead
Senior functional business analyst. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in the same discipline.
Minimum two to three years experience with the County in the functional area being represented.

Financial Module Staff
Functional business analysts.
At least one to two years of experience as a business analyst with a good working of King County’s standard processes and practices.

Project Module Lead
Senior functional business analyst. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in the same discipline.
Minimum two to three years experience with the County in the functional area being represented.

Project Module Staff
Functional business analysts.
At least one to two years of experience as a business analyst with a good working of King County’s standard processes and practices.

Funds Management Module Lead
Senior functional business analyst. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in the same discipline.
Minimum two to three years experience with the County in the functional area being represented.

Funds Management Module Staff
Functional business analysts.
At least one to two years of experience as a business analyst with a good working of King County’s standard processes and practices.

Materials Management Module Lead
Senior functional business analyst. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in the same discipline.
Minimum two to three years experience with the County in the functional area being represented.

Sales and Distribution Module Lead
Senior functional business analyst. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in the same discipline.
Minimum two to three years experience with the County in the functional area being represented.

Treasury Module Lead
Senior functional business analyst. A 100 percent contributor to the project who additionally acts as lead and coordinator for other functional analysts in the same discipline.
Minimum two to three years experience with the County in the functional area being represented.

Technical Developers
Code, test and implement modifications, interfaces, reports, queries and other application development activities.
Minimum of two years experience as technical developer. Has completed all technical training applicable to the core financials software.

Training Resources
Develop and execute training strategy for all end-users.
Familiarity with core financials application training materials and County Training Strategy. Previous experience as a software application trainer.

Change Management Staff
Defines as-is and to-be business processes in all functional areas.
At least two years experience as a business analyst. At least two years experience with King County in various financial areas impacted by the core financials project.

Data Conversion Staff
Responsible for the analysis, conversion, testing and verification of data from the legacy systems.
Minimum of three years experience as a technical developer. Has a thorough knowledge of data content, context and usage within IBIS and ARMS. Completed technical training for financials application.

Project Audit
A senior manager who periodically assesses project progress and status.
At least two years experience as a project manager or internal auditor for King County.

Exhibit XIII-8 quantifies the resource types across the span of the project work plan.

Exhibit XIII-8: Resource Loading

Resource
FTEs
Person-Months Required

Integrator


Project Manager
1.0
12.0


Technical Lead/Architect
2.0
4.0


Financial Module Consultant
2.0
16.0


Project Module Consultant
0.5
4.5


Funds Management Module Consultant
0.5
4.0


Materials Management Module Consultant
0.5
3.0


Sales and Distribution Module Consultant
0.5
2.5


Treasury Consultant
0.5
2.5


Technical Developers
2.0
16.0


Training Specialist
1.0
8.0


BT/Change Management Consultant
1.0
10.0


Data Conversion Specialist
1.0
6.5


Program Oversight
1.0
1.5

Total:
13.5


King County


Project Manager
1.0
12.0


IT Technical Staff/DBA
2.0
16.0


Financial Module Lead
1.0
10.5


Financial Module Staff
1.0
9.0


Project Module Lead
1.0
10.5


Project Module Staff
1.0
9.0


Funds Management Module Lead
1.0
10.5


Funds Management Module Staff
1.0
9.0


Materials Management Module Lead
1.0
7.5


Sales and Distribution Module Lead
1.0
7.5


Treasury Module Lead
1.0
7.5


Technical Developers
4.0
31.0


Training Resources
5.0
33.5


Change Management Staff
4.0
32.0


Data Conversion Staff
5.0
32.5


Project Audit
1.0
1.5

Total:
31.0


Total Estimated FTEs:
44.5


Appendix A: Cost Detail

(
Exhibit A-1: Estimated Costs for Detail-Level Implementation Planning Project

Resource
Hours
Estimated Costs

Consultant:




Project Manager
50



Technical Specialist
200



Functional Specialist
200



IT Architect/DBA
100




$122,250

Consultant Travel and Living Costs (20% of fees)
$24,450





King County:




Project Manager
40



Senior RPF Specialist
100



Selection Committee
50



Miscellaneous Staff
250




$19,800

Total Estimated Costs

$ 166,500

Exhibit A-2: Estimated Costs for Integrator RFP and Selection Project

Resource
Hours
Estimated Costs

Consultant:





Project Manager
30



Senior RFP Consultant
300




$78,250





Consultant Travel and Living Costs (20% of fees)
$15,650





King County:




Project Manager
50



Senior RFP Specialist
320



Selection Committee
180



Miscellaneous Staff
200




$33,750





Total Estimated Costs

$ 127,650

Exhibit A-3: Estimated Costs for Phase 01

   Vision Validation, Pre-Project Preparation

Resource
FTEs
2002
Months
2003
Months
2004
Months
Estimated Costs

Integrator:








2Lead Principal
0.5
12.00
9.50
2.50



3Program Manager
1.0
12.00
9.50
2.50



Change Management Lead
1.0
8.00
0.00
0.00



Business Transformation 

Consultants
2.0
6.00
0.00
0.00



4.5



$ 2,858,160

Integrator Travel and Living Costs (20% of fees)
$ 571,632








King County:







Program Director
1.0
12.00
12.00
5.00



Change Management Lead
1.0
8.00
0.00
0.00



Change Management/BPR 

Analysts
2.0
8.00
0.00
0.00



4.0



$ 409,072

Total Estimated Costs
8.5



$ 3,838,864

1The integrator’s Lead Principle and Program Manager, as well as the County’s Program Director, apply to all projects in the program. However, they are only included in this chart to avoid duplication. This chart quantifies the integrator’s Lead Principle, integrator’s Program Manager and the County’s Program Director resource types across the span of the entire program. Other resource types specific to this project’s work are quantified only for the duration of the project. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program. 

2Moves from half-time to quarter-time on 8/1/03.

3Moves from full-time to half-time on 8/1/03.

Exhibit A-4: Estimated Costs for Phases 1, 2 and 31

PeopleSoft HRMS Sustaining, MSA Replacement, HR Functionality Implementation

Resource
FTEs
2002
Months
2003
Months
2004
Months
Estimated Costs

Integrator:








Project Manager
1.0
11.00
7.00
0.00



Technical Lead Infrastructure
1.0
1.00
0.00
0.00



IT Architect
1.0
1.00
0.00
0.00



DBA
1.0
1.00
0.00
0.00



HR Functional Lead
1.0
11.00
7.00
0.00



HR Functional Analyst
1.0
9.00
7.00
0.00



Benefits Functional Lead
1.0
11.00
2.00
0.00



Benefits Functional Analyst
1.0
9.00
2.00
0.00



Payroll Functional Lead
1.0
11.00
2.00
0.00



Payroll Functional Analyst
1.0
9.00
2.00
0.00



Time and Labor Functional Lead
1.0
11.00
2.00
0.00



Time and Labor Functional Analyst
1.0
9.00
2.00
0.00



Technical Development Lead
1.0
11.00
7.00
0.00



Technical Developers
2.0
10.00
6.00
0.00



Program Oversight
1.0
1.00
0.50
0.00



16.0



$8,770,080

Integrator Travel and Living costs (20% of fees)
$ 1,754,016

King County:







Project Manager (HRMS Sustaining)
1.0
7.00
0.00
0.00



Project Manager (MSA Replacement)
1.0
7.00
4.00
0.00



Project Manager (HR Functionality)
1.0
1.00
7.00
0.00



DBA
1.0
9.00
6.00
0.00



Conversion Developers
2.0
5.00
4.00
0.00



Technical Developers
2.0
9.00
6.00
0.00



Functional Analysts
3.0
10.00
7.00
0.00



Contract Technical Developers
2.0
9.00
6.00
0.00



Contract Functional Analysts
3.0
9.00
7.00
0.00



Change Management Analysts
4.0
12.00
3.00
0.00



Trainers
3.0
0.00
3.00
0.00



Project Audit
1.0
2.00
2.00
0.00



24.0



$ 3,804,512

Hardware for PeopleSoft Release 8




$ 1,250,000

Total Estimated Costs
40.0



$15,578,608

1The integrator’s Lead Principle and Program Manager, as well as the County’s Program Director, apply to all projects in the program. However, they are only included in Exhibit A-3 to avoid duplication. Other resource types specific to this project’s work are quantified only for the duration of the project. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program. 

Exhibit A-5: Estimated Costs for Phase 41

Core Financials Software Evaluation

Resource
Hours
Estimated Costs

Consultant:





Project Manager
240



Senior RFP Consultant
800



Staff Consultant
380




$ 322,140

Consultant Travel and Living Costs (20% of fees)
$ 64,428





King County:




Project Manager
240
1


Senior Analyst
800



Selection Committee
1,000



Miscellaneous Staff
600




$ 132,000

Total Estimated Costs

$ 518,568

1The integrator’s Lead Principle and Program Manager, as well as the County’s Program Director, apply to all projects in the program. However, they are only included in Exhibit A-3 to avoid duplication. Other resource types specific to this project’s work are quantified only for the duration of the project. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program. 

Exhibit A-6: Estimated Costs for Phases 5 and 61

Complete SAP Implementation, Replace ARMS and IBIS

Resource
FTEs
2003
Months
2004
Months
Estimated Costs

Integrator:







Project Manager
1.0
8.00
3.50



BASIS Architect/Consultant
1.0
1.50
0.75



DBA
1.0
2.00
0.00



FI (Financial) Consultant
2.0
11.00
5.00



PS (Project) Consultant
0.5
3.00
1.45



CO (Controlling) Consultant
0.5
3.00
1.10



FM (Funds Management) Consultants
0.5
3.00
1.10



MM (Materials Management) Consultant
0.5
1.50
1.45



SD (Sales and Distribution) Consultant
0.5
1.50
1.10



TR (Treasury) Consultant
0.5
1.50
1.10



Technical Developers (Interfaces)
2.0
10.00
6.00



Training Specialist
1.0
4.00
4.00



BT/change Management Consultant
1.0
5.00
5.00



Data Conversion Specialist
1.0
3.00
3.50



Program Oversight
1.0
0.50
0.75



14.0


$ 4,875,756

Integrator Travel and Living Costs (20% of fees)
$ 975,151







King County:






Project Manager
1.0
7.00
5.00



BASIS Staff
1.0
2.75
0.75



IT Technical Staff
2.0
8.00
5.00



FI (Financial) Lead
1.0
6.50
4.00




FI Staff
1.0
6.00
3.00



PS (Project) Lead
1.0
6.50
4.00




PS Staff
1.0
6.00
3.00



CO (Controlling) Lead
1.0
6.50
4.00



FM (Funds Management) Lead
1.0
6.50
4.00




FM Staff
1.0
6.00
3.00



MM (Materials Management) Lead
1.0
3.50
4.00



SD (Sales and Distribution) Lead
1.0
3.50
4.00



TR (Treasury) Lead
1.0
3.50
4.00



Technical Developers (Interfaces)
4.0
17.00
14.00



Training Resources
5.0
16.50
17.00



Change Management Staff
4.0
17.00
15.00



Data Conversion Staff
5.0
13.50
19.00



Project Audit
1.0
0.50
0.75



33.0


$ 5,850,578

SAP Interim Maintenance Fees



$ 340,000

Replacement Hardware Costs



$ 1,750,000

Total Estimated Costs
47.0


$13,791,485

1The integrator’s Lead Principle and Program Manager, as well as the County’s Program Director, apply to all projects in the program. However, they are only included in Exhibit A-3 to avoid duplication. Other resource types specific to this project’s work are quantified only for the duration of the project. The assignment of these team members to the program may be limited just to this project, or they may have a continuing role from project to project throughout the program.

Exhibit A-7: Estimated 3-Year O&M Costs for PeopleSoft1

HRMS/PeopleSoft
2003
(8 months)
2004
2005
2006
Estimated Costs

2Software Upgrades (Labor)
0
0
0
500,000
$ 500,000

3Software Maintenance Fees
314,627
486,099
500,682
515,703
1,817,111

4, 8Hardware Upgrades
250,000
257,500
265,225
273,182
1,045,907

5Internal Staffing:


Functional


Technical
530,813

527,981
836,030

831,571
877,831

873,149
921,723

916,807
3,166,397

3,149,508

Total Internal Staffing
1,058,794
1,667,601
1,750,981
1,838,530
6,315,905

6Training
134,381
211,650
222,232
233,344
801,606

7Consulting Support
131,200
207,360
217,728
0
556,288

Annual Estimated Costs
$1,889,002
$2,830,209
$2,956,848
$3,360,758
$11,036,817

PeopleSoft Footnotes
1O&M costs are incurred to operate and maintain PeopleSoft after implementation. These costs and associated staff are separate from the implementation project costs and staff, though the County may select some of its staff members to participate in both. Also, the County may determine that its existing O&M team at the time of implementation can provide the internal O&M staffing resources required without acquiring additional FTE’s.  
2 After go-live in April 2003, one major software upgrade (in addition to routine periodic “releases”).

3 Based on Oracle and PeopleSoft SW License figures provided by the County. Prorated for 2003, with a three percent inflation factor for years 2004, 2005 and 2006.

4 Based on County asset replacement reserve calculation of $1 million every four years ($250,000 annually), plus inflation at three percent. 
5 Five percent labor cost increase per year. Based on IBM high-level review and concurrence with O&M staffing model provided by the County. Prorated for 2003.

6 Per County’s O&M model, assumes $200 per person per year for O&M staff, plus two FTEs for end-user training. Five percent labor increase per year. Prorated for 2003.

7 External PeopleSoft consultant, 80 hours per month, five percent annual fee increase. Consulting costs included in upgrade estimate for 2005.

8 Annual totals do not include Administrative or Data Center charges. The Dye/IBM team has no basis on which to verify these costs.

Exhibit A-8: Estimated 3-Year O&M Costs for SAP1

Core Financials/SAP
72004
(7 months)
2005
2006
Estimated Costs

2Software Upgrades (Labor)
0
0
600,000
$ 600,000

3Software Maintenance Fees
0
170,000
170,000
510,000

4Hardware Upgrades
250,000
258,750
267,806
1,053,736

5Internal Staffing:


Functional (8 people)


Technical (5 people)
486,080

303,800
874,944

546,840
918,691

318,990
3,244,341

1,504,570

Total Internal Staffing
789,880
1,421,784
1,237,681
4,748,910

6Training
64,163
115,493
121,267
428,253

7Consulting Support
142,800
257,040
269,892
953,119

Annual Estimated Costs
$1,246,843
$2,223,067
$2,666,647
$8,294,018

SAP Footnotes

1O&M costs are incurred to operate and maintain SAP after implementation. These costs and associated staff are separate from the implementation project costs and staff, though the County may select some of its staff members to participate in both. Also, the County may determine that its existing O&M team at the time of implementation can provide the internal O&M staffing resources required without acquiring additional FTE’s.  
2 After go-live in March 2004, one major software upgrade (in addition to routine periodic “releases”).

3 Based on 17 percent of net license fee ($1 million), contractual, no inflation factored in, 2003 and 2004 fees built into implementation cost estimate.

4 Based on county asset replacement reserve calculation of $1 million every four years ($250,000 annually), plus inflation. 2003 hardware upgrades not required 
  since SAP doesn’t go-live and finish 90-day post-implementation support until June 2004.

5 Five percent labor cost increase per year; eight functional resources for seven SAP modules.

6 Training of new SAP end-users due to turnover, assumes ten people per month, plus trainer, 16 hours of training, five percent labor increase per year.

7 External SAP consultant, 80 hours per month, five percent annual fee increase.

82004 staff costs reflect last seven months of the year following post-implementation support (through May 31, 2004).

Exhibit A-9: Professional Fees

Resource Category
Hourly Rates


2001
2002
2003
2004

Principal
$325
$342
$360
$378

Project Manager
$245
$258
$271
$285

Consultants/Developers
$220
$231
$243
$285

Contract Technical Analysts
$185
$195
$205
$216

Contract Functional Analysts
$150
$158
$165
$174

Independent�Program Oversight











Project Managers





Project Teams





Program Manager





Program�Management Office





Program Director





Technical Steering Committee





Program Sponsor





Policy Steering Committee
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