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Project Primary Benefit Alignment:  [Reference: KC IT Goal Definitions]
	
	Accountability/Transparency
	Customer Service/Access
	Efficiency
	Risk Management

	Check one only
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	 FORMCHECKBOX 

	 FORMCHECKBOX 



Business Outcomes: (Check all that apply)
	Efficiency
	 FORMCHECKBOX 

	Offers a positive return on investment (ROI)

	
	 FORMCHECKBOX 

	Improves productivity and/or reduces future expenditures

	Public Access & 

Customer Service
	 FORMCHECKBOX 

	Improves accessibility of public records

	
	 FORMCHECKBOX 

	Improves accessibility to county services, resources, and/or officials

	
	 FORMCHECKBOX 

	Improves the quality and/or usability of internal and/or external county services

	Transparency and Accountability for Decisions
	 FORMCHECKBOX 

	Makes decisions and decision-related materials more easily available

	
	 FORMCHECKBOX 

	Supports ability to track long-term outcomes

	
	 FORMCHECKBOX 

	Supports visibility into the decision process

	
	 FORMCHECKBOX 

	Supports input and feedback related to countywide decisions

	Risk Management
	 FORMCHECKBOX 

	Intended to improve security and provide legally mandated services and basic operations support

	Other
	 FORMCHECKBOX 

	Fulfill regulatory requirements

	
	 FORMCHECKBOX 

	Provide tactical agency operational improvements

	
	 FORMCHECKBOX 

	     


Technical Outcomes: (Check all that apply)
	Increases architectural flexibility
	 FORMCHECKBOX 

	Utilizes open standards

	
	 FORMCHECKBOX 

	Employs web-based technologies

	
	 FORMCHECKBOX 

	Utilizes commercial off the shelf software

	
	 FORMCHECKBOX 

	Leverages and/or extends integration architecture

	Improves data management

	 FORMCHECKBOX 

	Increases data security

	
	 FORMCHECKBOX 

	Increases data privacy

	
	 FORMCHECKBOX 

	Improves data accuracy

	
	 FORMCHECKBOX 

	Reduces data redundancy

	Improves technology operations
	 FORMCHECKBOX 

	Enhances system reliability

	
	 FORMCHECKBOX 

	Consolidates hardware/software

	
	 FORMCHECKBOX 

	Standardizes or streamlines existing operations

	Other
	 FORMCHECKBOX 

	     


  Project Type: (Will Help Determine PRB Review Plan)
	P =
	Implementation
	Business Case/Study/Plan
	IT Equipment Replacement

	Check One Only
	 FORMCHECKBOX 

	 FORMCHECKBOX 

	 FORMCHECKBOX 
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Project Phase: (Underline project phase applicable to this submittal)
Budget Request: 

 FORMCHECKBOX 

Conceptual Review
 FORMCHECKBOX 

Formal Budget Request 
Project Review Board Business Case Deliverables

 FORMCHECKBOX 

Phase II - PRB Business Case Presentation 
· Update for any major changes to scope, schedule, and budget if significantly different from the Budget Request Business Case.

· OMB and agency to confirm baseline (current)/ target measurements and identify and plan for future budget actions prior to PRB review.
 FORMCHECKBOX 

Other (Describe Phase as applicable)
· Update for any major changes to scope, schedule, and budget if significantly different in order to inform or respond to PRB request.
EXECUTIVE SUMMARY
This is a request for resources to conduct business planning to replace the Prosecuting Attorney’s Office case management system.  PROMIS is a quarter century old mainframe application provided by a defunct vendor.   This planning begins with a review of off-the-shelf vendor programs followed by a rigorous alternatives analysis.  A determinative factor in the analysis will be the comparison of the benefits, as well as the costs, for each alternative considered.  Interoperability is the theme unifying this request with two other closely related projects:  The SIP/SeaKing system replacement component of the DAJD five year strategic plan; and the LSJ-I Criminal Case Document Management (DocX) Program.  The TLT Program Managers and Business Analysts for all three projects will pool work together in the OIRM Program office.  This 2009 request for PROMIS replacement business planning is $138,000.  Other large jurisdictions where similar systems were recently replaced spent over a million dollars acquiring and implementing vendor solutions.  Therefore careful preliminary business planning and analysis is necessary.
1.1 Problem Statement/Vision and Goals
Risk Mitigation:  King County is shifting away from mainframe applications.  This presents an opportunity for our interdependent PROMIS, SIP, and SeaKing programs to coordinate replacements off of the mainframe.  PROMIS was written in COBOL by a company that stopped supporting it nearly a quarter of a century ago.  Consequently, the program is entirely dependent on internal King County OIRM resources.  Moreover, the other older King County programs that exchange data with PROMIS are difficult to update or replace because of their dependency on PROMIS.  Similarly, PROMIS is unnecessarily complex to integrate with newer programs developed with modern programming and data standards.  The replacements for PROMIS, SIP, and SeaKing should be configured to continue exchanging data with each other.  Importantly, these replacements should be selected to offer the most interoperability with even more Law, Safety, and Justice Programs to mitigate future integration challenges and costs.  
1.2 Overview/Background
The Law, Safety, and Justice Integration (LSJI) Steering Committee meets monthly and is unanimously committed to a coordinated approach to the replacement of the core mainframe programs supporting justice operations in King County.  The OIRM’s Integration Service Center (ISC) already successfully implemented the Jail Inmate Lookup System (JILS), the Booking and Referral System (BARS) and the necessary shared security infrastructure (Ingress) for use across regional law enforcement.  Thus, our ISC already provides the integration ‘hub’ around which replacements for PROMIS, SIP, and SeaKing should revolve.  Moreover, the LSJI Program’s current Charter defines its next challenge as case document management across justice agencies.  Therefore, PROMIS replacement is one component of the following three closely coordinated projects to business cases and system requirements in 2009:

1. LSJI Criminal Case Document Management (DocX)
2. PAO PROMIS Replacement

3. DAJD SIP and SeaKing Replacement

Of these three systems, DocX is the only proposal that meets the inter-agency requirements of the LSJ-I Charter.  Thus, PROMIS and SIP/SeaKing replacements are out of scope for the previously appropriated LSJ-I Program funds.  Moreover, the LSJ-I Program was only funded to implement about 50% of the originally requested scope.   LSJ-I Program funded projects are therefore prioritized to satisfy about half of the originally envisioned cross-agency projects.  Consequently, this is not a request from the Prosecutor’s Office to draw funds away from the LSJ-I Program.
1.3 Constraints, Criteria & Other Issues
Rather than managing three separate projects piecemeal from different organizations, OIRM, DAJD, and PAO jointly recommend managing the development of business case and program requirements from the OIRM’s LSJI Program office in close coordination with the Integration Service Center (ISC) with the following TLT resources:

· LSJI Case Document Management – 1 Project Manager + 1 Business Analysts

· PAO PROMIS Replacement – 1/3 Project Manager + 1 Business Analyst

· DAJD SIP & SeaKing Replacement (DAJD five year strategic plan component) – 2/3 Project Manager + 1 Business Analyst

In the above resource pool, the Project Manager and Business Analysts for PROMIS and SIP/SeaKing replacement would be paid from coordinated PAO and DAJD Project funds.  The LSJI project would draw from remaining LSJI Program funds.

This resource pool arrangement would share physical office space in the OIRM Program Office along side the LSJ-I Program office.  Under these circumstances, the PAO Promise Replacement strategy should easily remain aligned with the SIP/SeaKing replacement component of the DAJD five year strategic plan.

1.4 Specific Business Objectives
Specific to PROMIS Replacement Project:

· Document the business case, including a detailed technical alternatives analysis.

· Analyze and document detailed business and technical requirements

· Visit and evaluate other large county jurisdictions with newer case management systems.

· Develop high level budget and necessary prerequisites for 2010 RFP

PAO DRAFT Long Term Strategic Goals for Criminal Case Management:


1. Web-Based Data and Documents - All case data and document views available on-line internally to DPAs and Staff:
· Then, the on-line "closed file" remains stored and available on-line for its retention period in King County’s Records Management System (currently under development) without resorting to boxes of paper files. 

· User interface offers a variety of most commonly requested ways to sort, list, and statisticize data about case categories and/or date ranges of cases

2. Unified Document/Data Entry - Typing information on "documents" for court eFiling is the data entry for case management (similarly, data entry work automatically fills in the corresponding documents).  

3. On-Line Office from Courtroom and Elsewhere - DPAs and Staff in court wirelessly access exactly the same desktop resources as in our office (same from interview site, etc.)

1.5 Project Risks
Initially documenting the business case, detailed program functional requirements,  and planning for budgeting only risks the $138,000 cost of the TLTs and site visits.  However, failure to make timely progress prolongs King County’s dependency on aging mainframe applications and prevents PAO from moving forward with managing cases beyond paper file folders.
1.6 Plan of Work, Approach, Timeline, Key Milestones
1/1/09       TLT Project Manager and Business Analyst begins work

3/7/09       Business case ready for Conceptual Review

Q2/09       Site Visits to other large prosecutors’ to see systems at work

6/15/09     Program Requirements developed for 2010 budget request

9/15/09     RFP Issued

12/15/09   Vendor/Product selected

2010:

· Configure Replacement Program to

· Replace case scheduling and record keeping functions

· Replace data exchanges with SIP, SeaKing, JAMMA, and
      other programs

· Add case management functions

· Exchange data with additional LSJI applications including case document management across agencies

· Convert PROMIS data

· Plan Implementation

· Train PAO staff members and attorneys

2011 
     Implement

1.7 Benefits and Other Impacts

Since PROMIS was installed in 1984, the Prosecutor’s Office’s criminal caseload has nearly quadrupled from 3,751 filings per year to over 15,000 (plus additional thousands of investigation referral declined for charge filing).  Under these circumstances, Deputy Prosecutors, office leadership, and the public have increasingly come to expect management of individual cases and office wide resources on the basis of more sophisticated data and statistical analysis than PROMIS can provide.  However, asking and understanding the results of even the most basic management questions in PROMIS is very difficult.  Attorneys and managers have no ability to look up meaningful information about cases or data about groups of cases.  Instead, the entire office must depend on asking one of a small number of expert support staff members to look up and interpret PROMIS data.  A replacement program should offer direct access to decision makers about the cases they are responsible to manage.

1.8 Benefit Realization Measurements
This is a request for business planning resources.  Please see paragraph 1.13 below.

1.9 Project Governance

The project Steering Committee will provide high level oversight.  The membership will include PAO supervisors with the authority to commit necessary Subject Matter Expert (SME) resources.  Membership will include the Elected Prosecutor’s Chief of Staff and/or her designee(s), the Chief Criminal Deputy and/or his designee(s), the Criminal Division Records Manager, the PAO Information Technology Director, the TLT Project Manager, TLT Business Analyst, and the designees of the OIRM Integration Service Center and LSJI Program Office.

1.10 Project Management

The TLT Project Manager will be physically located inside of OIRM’s Program Office along side the Project Manager for the closely related LSJ-I DocX Project.  This is the same arrangement requested for the SIP/SEAKing replacement component of DAJD’s five year strategic plan.  The purpose for pooling these resources is to share knowledge of these interrelated systems and the products of the vendors competing to provide compatible off-the-shelf software.  Communications will include monthly Steering Committee meetings mirrored by monthly meetings of an Operating Committee of SMEs.
1.11 Project Staffing

The project staff will consist of the TLT Project Manager, TLT Business Analyst, and internal PAO resources based on their various tasks.

1.12 Architecture and Interoperability

There are no known interoperability issues or concerns associated with this project.  Instead, this project will aligned the PAO’s case management system to the published standardized network infrastructure as outlined in these documents: 
· Strategic Technology Play 2006 – 2008, Standardize Technology Section

· Strategic Technology Plan 2003 – 2005, Architecture Strategies, Standardize Technology
· Strategic Technology Plan – IT Guiding Principles

1.13 Alternatives and Feasibility
This is a request for resources to conduct business planning.  Thus, the first benefit of this exercise will be a preliminary business plan ready for conceptual review in March 2009.  This planning begins with a review of off-the-shelf vendor programs followed by a rigorous alternatives analysis.  A determinative factor in the analysis will be the comparison of the benefits, as well as the costs, for each alternative considered.

1.14 Opposing Arguments and Responses
No significant opposing arguments are currently identified.

2.0 Cost Estimates Guidelines and Key principles:

The following costs are outlined from the “Cost Benefit Worksheet Forms” submitted with this request.

· 1/3 TLT Project Manager (Salary, Benefits, Overhead) = Approx   54,000
· 1 TLT Business Analyst (Salary, Benefits, Overhead) = Approx  65,000
· Admin Costs (includes site travel to other jurisdictions)= Approx   19,000
                                                                                                               $138,000
3.0 Vendor Evaluation:

This is a request for business planning resources.  Please see paragraph 1.13 above.
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