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1. EXECUTIVE SUMMARY

1.1 PROGRAM OVERVIEW

The Seattle City Council (Council) engaged Hill International, Inc. (Hill) to conduct an assessment of the City’s
current operations, as related to the Council’s ability to effectively oversee the Capital Improvement Program
(CIP). Pursuant to Resolution 31720, the overall objective of the Assessment (Phase 1 and Phase 2) is to
support the commitment of the Council and Mayor for enhancing the City’s CIP oversight and for developing
new approaches that improve project management and oversight.

This report provides a summary of the City’s current capital budgeting and project oversight practices identified
in Phase 1, as well as potential challenges identified regarding the implementation of Resolution 31720.

1.2 DATA COLLECTION

In addition to City documents and presentations provided for Hill’s review, ten interviews were conducted
with Council Central Staff analysts (Central Staff) and Department Executive Staff (Executive Staff) representing
the following City Departments:

. Seattle Department of Transportation (SDOT)
. Seattle Public Utilities (SPU)

. Finance and Administrative Services (FAS)

. Seattle City Light (SCL)

. Department of Parks and Recreation (DPR)

Data collected from documents, presentations and staff interviews helped to gauge our perceptions regarding
the Council’s current CIP oversight practices, highlighting trends, common/uncommon themes, challenges/
what is working well and desired outcomes.

1.3 CHALLENGES

Challenges revealed during the interviews illustrated inherent differences in legislative and departmental
oversight objectives and mission.

« Council Central Staff challenges include lack of access to meaningful CIP progress information. For
instance, budget and schedule information from CIP and Quarterly Monitoring Reports do not
provide information needed to gauge real progress, identify root causes of budget/schedule
variances or analyze trends. It was noted that there tends to be a reluctance on the part of
department Executive Staff to provide in-depth project information (share bad news), unless
requested by Council. In addition, CIP fund transfers used to address changes or overruns are not
always transparent to Council and may hide or mask ongoing scope or budget project issues.
Additionally, supplemental budget requests often have very limited information for decision making.

. Department Executive Staff challenges focused on the need for better project management tools,
better cost control and forecasting processes, and more training for Project Managers managing CIP
projects.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 1
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1.4 WHAT IS WORKING WELL

Both legislative and departmental staff agreed that standardized installations or projects worked well (budget/
schedule control), and better estimating (independent 3™ party) were keys to successful project outcomes.

« Council Central Staff noted that more in-depth real time progress information was available when
Central Staff was included on the CIP project team.

. Department Executive Staff pointed to recent improvements in estimating and project controls, and
better coordination with stakeholders and other Departments. However, it is not apparent that the
project performance information is being shared with Central Staff to allow for more effective
oversight and timely decision-making.

1.5 DESIRED OUTCOMES

Comparisons and contrasts of the desired outcomes expressed by Central Staff and Executive Staff provided
insight regarding existing departmental oversight processes and monitoring/control of capital projects.

. Council Central Staff recommendations addressed CIP reporting improvements (i.e. flagging scoping
issues or higher risks). The Central Staff also wants more transparency (providing essentially the
same reporting information that is available to Department PMs). They would like to see risk
assessments performed ahead of appropriations (for higher risk projects) and phased budget and
schedule stage gate information (when appropriate) to assess cost and schedule performance at key
points in project delivery.

. Department Executive Staff recommendations focused on internal improvements to departmental
reporting, more advanced estimating and scheduling practices (3™ party estimates and Earned Value
Management) and better interdepartmental communication.

Suggested improvements for enhancing CIP oversight, common to both Central and Executive Staff, include
standardization of project management tools and reporting standards.

It also should be noted that the recommendations differed somewhat, based upon specific Department CIP
oversight practices and program characteristics. For example, the DPR staff dealing with smaller, less
complicated projects do not believe that more sopisticated PM tools, processes or project controls are
necessary to improve oversight. In contrast, staff from the larger CIP programs (SDOT, SPU, SCL and FAS)
expressed the need for implementing more advanced project management tools and processes for larger
projects (i.e. stage gates, EVM, CPM scheduling, etc.).

1.6 CoOUNCIL PHASED APPROPRIATION

Considering how a Council phased appropriation mechanism might overlay on top of departmental stage-
gate mechanismes, it was noted in the interviews that SPU uses stage gate project management processes. In
the case of SPU, check points help the Department make informed decisions during project planning, scoping,
budgeting and execution. SCL has a similar phased project management framework ((i.e. Initiation—>
Planning—> Execution—> Closeout).

There is agreement among legislative and departmental staff regarding reasons for oversight (i.e. the exercise
of effective budget and schedule controls), however, responsibilities for oversight differ. Departmental staff’s
primary responsibility is day-to-day project management of the CIP to meet approved budgets and schedules.
Legislative staff is tasked with assuring that Council appropriations for CIP are reasonable and that project
reporting provides timely and useful information to guide Council decision-making.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 2
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Department staff expressed that a stage gate process allows for more effective estimating, procurement,
risk/contingency management and change management. Similarly, Central Staff responded that it would be
useful, from an oversight perspective, to make project stage gate information available (if utilized by the
department). Additionally, Central Staff noted that it would be useful to implement check points to assess
project status for making necessary adjustments or decisions regarding the project scope, budget and
schedule before moving forward to the next project phase.

Some local and state agencies, King County and Washington State Department of Transportation (WSDOT),
use a phased appropriation process for their large capital projects or programs. Hill is aware that several
other states and jurisdictions are required to use phased or incremental appropriations for multi-year
contracts. In some cases, the funding is tied to specific deliverables or may use cash flow curves.

Some of the challenges or potential impediments regarding the blanket use of phased appropriations or
overlaying phased appropriations with a stage gate process include:

. Small projects (within a single season or fiscal year) do not typically use phased budget appropriations
or stage gates. Small projects (e.g. <S1M) make up a significant proportion of total City CIP projects.

. Ongoing CIP programs (i.e. sidewalk repairs, ADA improvements, pipe relining, and projects with
standardized designs) are not as amenable to stage gates.

. Timing of critical stages/key project check points may not align well with the normal or annual
budget update process.

. Non-traditional contracts (i.e. design-build, GC/CM) may not fit well with traditional stage gates.

As part of Phase 2, Hill will assess how other agencies have implemented phased appropriations and how, or
if, these incremental appropriations align with key check points in a stage gate project development process.

1.7 PHASE2

Pending Council approval, Phase 2 of the assessment includes analyzing gaps, identifying best practices and
proposing recommendations for enhancing the CITY’s CIP oversight, addressing phased appropriation
process, budget transparency and reporting. Building upon the Phase 1 evaluation and observations, the
Phase 2 approach includes comparing the City’s oversight (from Council and legislative perspectives) with
similar City and County CIP oversight tools, processes and governance.

Based upon the initial assessment of peer agency programs, Hill proposes interviewing eight peer agency
programs in Phase 2. Agencies will include two local municipalities/agencies, as well as six municipalities/
agencies located outside of Washington that will provide meaningful comparisons and/or contrasts, as well
as best practices for CIP oversight.

Phase 2 will use the criteria in a Maturity Model, produced during Phase 1, to rate maturity levels for CIP
oversight. The ratings will be used to benchmark the City’s CIP (by department) with the peer agencies for
the specific elements that address CIP oversight best practices. Different maturity levels may be appropriate,
depending on the specific CIP program or project type.

Based upon the assessment of gaps and best practices, recommendations for improving the City’s CIP
management and oversight and providing more transparency to the public for the City’s CIP Projects will be
proposed. The final Phase 2 report will include benchmark findings, best practices and recommendations for
enhancing phased appropriation, oversight and controls.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 3
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2. PROGRAM OVERVIEW

The City of Seattle engaged Hill to assess the City’s oversight of its CIP. The goal of the assessment is to
address a phased appropriation process and to improve budget transparency (i.e. controls, gaps and
reporting) in support of the City’s implementation of Council Resolution 31720.

2.1 PROGRAM APPROACH

To support the commitment of the City Council and Mayor for enhancing City CIP oversight and developing
new approaches for improving project monitoring, the Council selected Hill to conduct an initial assessment.

The approach includes segmenting the project into two phases:

For reference, Resolution 31720, illustrated to the right, is included in Appendix B.

Phase 1: Internal assessment of current City capital budgeting and
project oversight practices that identifies potential challenges
with implementation of Resolution 31720.

Phase 2: Development of recommendations for the implementation of
Resolution 31720 (pending Council approval).

i

2-2 PROGRAM SCOPE Refer to Appendix B for the Council

Resolution 31720.

Phase 1 includes the following tasks for conducting the CIP Oversight Assessment:

Task 1 — Conduct interviews with City personnel, including Central Staff, City Budget Office and staff
of the five City Departments with largest CIP portfolios, to identify areas of deficit/excellence
regarding existing oversight/management of capital programs and to identify specific projects/
programs appropriate for additional analysis.

Task 2 — Examine the relationship between Council and departmental
oversight to identify the challenges associated with how a Council phased
appropriation mechanism might overlay on top of departmental stage-
gate mechanisms.

Task 3 — Meet regularly with Program Team City Staff to track status,
debrief interview results and discuss concerns identified.

Task 4 — Propose potential peer agencies appropriate for identifying best
practices and benchmarking. Candidates may include organizations in
Washington and/or other jurisdictions, similar to Seattle in size and scope Refer to Appendix A for the Phase 1
of services. Program Overview.

Task 5 — Produce ‘Scope of Work’ for Phase 2.

For reference, the Program Overview for Phase 1, illustrated above, is included in Appendix A. Additionally,
the proposed scope of work for Phase 2 is included in Appendix G of this report.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017
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2.3 PROGRAM MANAGEMENT

With formal “Notice to Proceed’ awarded on February 27, 2017, Hill hosted a project kick-off call on March 7t
The Hill/Central Staff Team (HCS Team) reviewed and confirmed the program scope and approach. As a result,
the Program Overview, highlighting program goals, milestones, deliverables and roles/responsibilities was
produced and distributed to the HCS Team. For reference, the Phase 1 Program Overview is included in
Appendix A.

Bi-weekly Status Meetings to guide implementation and track status were conducted and documented.
Minutes documenting each meeting were distributed to the HCS Team. Additionally, Monthly Reports
documenting program status were produced. For reference, refer to Appendix A for the Monthly Reports.

2.4 PROGRAM TEAM

Following are the HCS Team members who supported Phase 1 of the CIP Oversight Assessment:

. Amy Tsai, Legislative Analyst, City of Seattle

. Geri Morris, Legislative Aide, City of Seattle

. William Chen, Legislative Assistant, City of Seattle

. Newell Aldrich, Legislative Assistant, City of Seattle

« Greg Heinz, Vice President, Hill International

« Sid Scott, Ill, PE, Senior Vice President, Hill International
. Catherine Spillars, Vice President, Hill International

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017
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3. DATA COLLECTION

Several methods were used to collect data, including reviewing documents and presentations provided by the
City, conducting and documenting interviews with Council Central Staff (Central Staff) and Department
Executive Staff (Executive Staff) and producing case studies for specific CIP projects referenced during the
interviews. Reviews of these documents, interview findings and case studies provided the foundation for
observations presented in this report. Additionally, this collection of data is intended to serve as a basis for
Phase 2 peer agency interviews, case studies, benchmarks and recommendations for improving budget
transparency in support of the City’s implementation of Council Resolution 31720.

3.1 DATA COLLECTION — DOCUMENTS

To provide insight regarding the City’s current CIP oversight practices, the City made available SDOT, SPU FAS,
SCL and DPR reports and presentations for Hill’s review.

3.2 DATA COLLECTION — COUNCIL CENTRAL STAFF INTERVIEWS

To gain a basic understanding of the City’s CIP oversight and operational dynamics, interviews were scheduled
with Central Staff members. Interviews addressed existing Council oversight, monitoring and control of capital
program budgets and project delivery. The following five interviews, scheduled March 13-14, 2017, were
conducted by Hill’s Sid Scott and Catherine Spillars:

1. SDOT: Calvin Chow, SDOT Legislative Analyst
SPU: Peter Lindsay, SPU Legislative Analyst
FAS: Tony Kilduff, FAS Legislative Analyst
SCL: Tony Kilduff, SCL Legislative Analyst
DPR: Traci Ratzliff, DPR Legislative Analyst

vk wnN

Additional staff invited to participate in the Central Staff interviews included:

o Amy Tsai, Legislative Analyst, City of Seattle
o Kristan Arestad, Director of Central Staff, City of Seattle
« Dan Elder, Deputy Director of Central Staff, City of Seattle

3.3 DATA COLLECTION — DEPARTMENT EXECUTIVE STAFF INTERVIEWS
Representing SDOT, SPU, FAS, SCL and DPR, department staff were invited to participate in interviews to
discuss existing Council oversight monitoring and control of capital program budgeting and project delivery.
The following five interviews, scheduled March 23, 24 and April 10, 2017, were conducted by Hill’s Sid Scott
and Catherine Spillars with department staff members:

1. SDOT: Jeff Lundstrom, Project Manager and Christine Patterson, CIP Finance Director

2. SPU: Hanif Khan, Division Director, Project Management and Cameron Findlay, Finance Director
3. FAS: Frank Coulter, Capital Projects Program Manager and Dove Alberg, Capital Programs Director
4

SCL: Scott Roberts, Manager, PM Improvement, Amy Coogins, Management Analyst and
Eyvind Westby, Financial Planning

5. DPR: Michael Shiosaki, Director, Planning and Development and Michele Finnegan, Finance Director

Additional staff invited to participate in the interviews included the following individuals:

o Saroja Reddy, Budget Lead, City Budget Office
o Scott Clarke, Fiscal and Capital Manager, City Budget Office
o Caleb Wagenaar, Fiscal and Policy Manager, City Budget Office

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 6
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4. INTERVIEWS

The goals associated with conducting the Council Central Staff (Central Staff) and Department Executive Staff
(Executive Staff) interviews included reviewing existing departmental practices for CIP project oversight,
controls and progress reporting to identify strengths weaknesses (in CIP governance, management and
reporting) and desired outcomes (to improve transparency and accountability for CIP projects).

4.1 INTERVIEW SUMMARY FINDINGS — COUNCIL CENTRAL STAFF

Information captured during the five interviews conducted with the Central Staff addressed existing Council
oversight, monitoring and control of capital program budgets and project delivery for SDOT, SPU, FAS, SCL
and DPR. Findings were summarized using the following categories:

e Department CIP

e Level of Involvement

e Oversight

e What is Working Well

« Issues/Needed Improvements

e Common and Uncommon Elements

Highlights of the findings were summarized for presentation and review with Central Staff. For reference,
Appendix C includes the Central Staff Interview Schedule and Summary Findings, and Appendix G includes the
PowerPoint presentation of the Debrief, illustrated below.

City of Sale
CIP OVERVIEW ASSESSMENT INTERVIEW SUMMARY FINDINGS — CENTRAL STAFF

Refer to Appendix C for the Central Staff Interview Schedule and Summary Findings. For the Central Staff Interview Debrief presentation, refer to Appendix G.

4.2 INTERVIEW SUMMARY FINDINGS — DEPARTMENT EXECUTIVE STAFF

Five interviews were conducted with department staff, representing SDOT, SPU, FAS, SCL and DPR, to evaluate
their perspectives regarding existing CIP oversight, monitoring and control of capital programs, as well as
budgets and project delivery. Findings were summarized using the following categories:

o CIP Overview

e Project Management Organization
« Purchasing/Procurement

« Project Controls

e Challenges

e What is Working Well

» Desired Outcomes

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 7
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Highlights of the findings were summarized for presentation and review with Central Staff and for review by
the Executive staff. For reference, Appendix D includes the Executive Staff Interview Schedule and Summary
Findings, and Appendix G includes the PowerPoint presentation of the Debrief, illustrated below.

City of Seattle

CIP OVERVIEW ASSESSMENT INTERVIEW SUMMARY FINDINGS — EXECUTIVE STAFF

Refer to Appendix D for the Executive Staff Interview Schedule and Summary Findings. Refer to Appendix G for the Executive Staff Interview Debrief.

4.3 INTERVIEW HIGHLIGHTS — CHALLENGES AND WHAT IS WORKING WELL
Included in Table 1 (below) are the Council challenges and highlights of what is working well, captured during
the Council Central Staff interviews:

TABLE 1
COUNCIL CENTRAL STAFF — CHALLENGES AND WHAT IS WORKING WELL

CHALLENGES

o Lack of in-depth information (i.e. root cause of $/schedule variance, earned value, etc.)

DOT, SPU, FA L
SIS [Hit s for monitoring progress and supplemental budget requests, unless CS asks for it

« Limited reporting and decision-making in Pre-Design.

D
SDOT, SPU o Lack of metrics to track progress (as opposed to spending)
SPU. SCL « Misunderstanding of contingency
! « Fund transfers (between projects) can hide project performance
« Lack of consistent communication between Executive/Council staff for CIP projects.
FAS « Limited monitoring of schedule/delays

« Lack of formalized/consistent PM processes among departments
« Misunderstanding of contingency

WHAT IS WORKING WELL

« Department Teams — If included on Department Teams, Central Staff receives access to

Spot in-depth real-time information for large high-profile projects
SDOT, DPR « Provisos — Useful tool to manage/control spending

SCL « Standardized Installations — Scope control

DPR o Current oversight tools — Work well for small projects

» Budget Due Diligence — 3™ party independent estimators

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 8
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Included in Table 2 (below) are the departmental challenges and highlights of what is working well, captured
during the Department Executive Staff interviews:

TABLE 2
DEPARTMENT EXECUTIVE STAFF — CHALLENGES AND WHAT IS WORKING WELL
CHALLENGES
SPU « Project management training needs on CM/integration of tools
. -proj in
scL Sub-project budgeting

« Forecasting/anticipating growth and needs

« Negative public perceptions

Lol « Coordination with multiple departments
DPR « Delay due to environmental permits

« Market issues — high bids or lack of bids
FAS « Lack of preliminary engineering funding.

« Cost overruns for difficult tenant improvements

WHAT IS WORKING WELL

SCL, FAS, DPR « Standardized projects/programs

SCL, FAS « Standardized contracts

SPU, FAS, SPU/KING COUNTY « Coordination

« Good existing tools for project controls

sct « Prioritizing projects

SDOT « Lessons-learned analysis

DPR « Independent 3™ party estimating
FAS « Earned value analysis

Challenges revealed during the interviews illustrated inherent differences in the objectives and mission of the
legislative and departmental staff regarding CIP oversight.

Central Staff challenges include:

o Lack of access to more meaningful CIP progress information. For instance, budget and schedule
information from CIP and Quarterly Monitoring Reports routinely track spend to budget, however
the reports do not provide meaningful information needed to gauge real progress, identify root
causes of budget/schedule variances or analyze trends.

e There tends to be a reluctance on the part of Executive Project Staff to provide in-depth project
information (share bad news), unless requested by Council staff.

o CIP fund transfers used to address changes or overruns are not always transparent to Council staff
and may hide or mask ongoing scope or budget project issues.

« Supplemental budget requests often have very limited information for decision making.

These issues have logically been raised for some of the larger and more controversial department CIP
projects. However, even the small project programs can benefit from improved reporting. For example, one
department reported that it rarely exceeded the baseline budget because the mandate was to cut scope, if
necessary, to stay within budget.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 9
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From the Central staff perspective, current oversight (tracking spend to budget) was adequate for this program,
because there were few instances where budget overruns required supplemental budget requests. Is this
good practice for a small project program? Although cutting scope may be acceptable for certain types of
small projects, it does not answer whether the department receives the appropriate value for dollars it expends.
Even standard programs (i.e. pipe relining, sidewalk repairs) could benefit from an analysis of productivity.

Based on our experience, the Central Staff are flagging the right issues. There does appear to be a clear lack
of access to more meaningful progress reporting to allow Central Staff to anticipate, prioritize and manage
CIP appropriations.

In contrast to Central Staff concerns, the departmental staff focused mainly on internal project management
issues (i.e. environmental permitting, bidding issues, negative public perceptions and tenant-caused cost
overruns) that had little to do with project controls and reporting standards.

In terms of what was working well, both Council Central Staff and Department Executive Staff agreed that
standardized installations or projects worked well (budget and schedule control) and better estimating
(independent 3™ party) were keys to successful project outcomes. However, the departmental staff indicated
that they were using effective tools and processes, or were working towards improving estimating practices
and project controls for CIP oversight.

Based on our understanding of current departmental project management practices, some City departments
are using, what we would call, mature project management practices and best practice project controls tools
with improved metrics (e.g. stage gating, risk/contingency management, earned value analysis, advanced
scheduling and financial forecasting). These practices vary considerably, depending on the department and
project/program, which we would expect. The real issue is that when meaningful performance data is
generated for a project, this information is not being shared with Central Staff in a timely manner to allow
for effective Council oversight. There clearly is a need for improved reporting with more in-depth real time
information transfer from the departmental PM staff to the Central Staff.

4.4 |INTERVIEW HIGHLIGHTS — REPORTED DEFICITS AND DESIRED OUTCOMES

Table 3 (below) highlights reported deficits expressed by Council Central Staff and Department Executive Staff
related to existing oversight processes and monitoring/control of capital projects.

TABLE 3
REPORTED DEFICITS

CouNcIL CENTRAL STAFF DEPARTMENT EXECUTIVE STAFF

DPR « N/A « Delay due to environmental permits
« Market issues — high bids or lack of bids
SPU « Limited reporting and decision-making in Pre-Design « PM training needs for CM/integration of tools
« Lack of metrics to track progress, as opposed to spend
« Lack of consistent communication between « Lack of preliminary engineering funding.
Department/Council staff for CIP projects « Cost overruns for difficult tenant improvements

FAS « Limited monitoring of schedule/delays
« Lack of formalized/consistent dept. PM processes
« Misunderstanding of contingency

spoT | ° Limited reporting and decision-making (Pre-Design) « Negative public perceptions
« Lack of metrics to track progress « Coordination with multiple departments
« Misunderstanding of contingency « Sub-project budgeting
SCL « Fund transfers between projects can hide project « Forecasting/anticipating growth and needs
performance

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 10
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Table 4 (below) highlights desired outcomes expressed by Council Central Staff and Department Executive Staff

related to existing oversight processes and monitoring/control of capital projects.

TABLE 4

DESIRED OUTCOMES

CouNcIL CENTRAL STAFF

DEPARTMENT EXECUTIVE STAFF

Modify CIP reports and highlight new projects Electronic signatures
DPR Decision points for moving forward (at bid)
Harmonize use of PM tools More bundled (standardized design, PM) projects
SPU Make stage gate information available (if used by Better inter-department communication and
department) coordination
Conduct risk assessment ahead of project EVM tools
e appropriations, ir.1$te.ad of aft.er the fact. « Standardized (CSl) contract templates
+ More focus (monitoring) on high risk projects/ « Better 3" party estimating accuracy for high risk
programs projects
« Provide access to department PM information/tools | « Common terms and reporting standards
SDOT « Better baseline reporting for all departments
(transparency)
o *Star* projects on CIP reports that have not been « Better estimating accuracy
adequately scoped « Standardization: tools and reporting standards
« Access to QA reports for major projects
scL « Implement brea‘ks. or stage ga)tes to assess pr.oject
performance/minimize surprises (as appropriate)
« Use “turnkey” delivery (i.e. facility performance risk
transferred to contractor) for difficult to manage
projects

It shold be noted that although the challenges and desired outcomes highlighted in the tables above (Table 3
and Table 4) are not necessarily linked, they reflect the differences and/or similarities expressed during the
interviews by the Council Central Staff and the Department Executive Staff.

Three of the Central Staff recommendations addressed CIP report improvements (i.e. flagging scoping issues,
higher risks or new projects). The Central Staff wants more transparency (providing essentially the same
reporting information that is available to department PMs), would like to see risk assessments ahead of
appropriations (for higher risk projects) and stage gate information (when appropriate) to assess cost and
schedule performance at key points in project delivery.

Suggested improvements common to both Central Staff and Department Executive Staff were standardization
of project management tools and reporting standards. Other departmental recommendations focused on
internal improvements to department reporting, more advanced estimating and scheduling practices (3"
party estimates and EVM) and better interdepartmental communication.

The recommendations differed based on the specific department CIP oversight practices and program
characteristics. For example, the DPR staff, dealing with smaller, less complicated projects, does not believe
that more sopisticated project management tools, processes or project controls are necessary to improve
oversight. In contrast, the staff from the larger CIP programs (SDOT, SPU, SCL, and FAS) revealed the need for
implementing more advanced PM tools and processes (i.e. stage gates, EVM, CPM scheduling, etc.).

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 11
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4.5

TO galn |n5|ght regardlng the CIP prOJECt Cha”enges and CIP OVERVIEW ASSESSMENT CITY OF SEATTLE CIP CASE STUDIES
solutions referenced during the interviews, a collection of
case studies was produced for the following City programs:

INTERVIEW HIGHLIGHTS — CIP CASE STUDIES

North Precinct Project

Ship Canal Water Quality Project

Alaska Way Viaduct Project

Denny Substation Project

EMC System Project

New Customer Information System Project

Refer to Appendix E for the six City of Seattle CIP Case Studies.

For reference, Appendix E includes the six City of Seattle CIP Case Studies, illustrated above.

4.6

INTERVIEW HIGHLIGHTS — PHASED APPROPRIATION

From the Council monitoring and oversight perspective, some of the key Council Central Staff oversight
responsibilities include:

Prioritizing capital projects to fund new or existing CIP projects, as part of the annual budget process.
Exerting oversight via budgetary controls as part of CIP budget process.

Accessing/reviewing real time budgets/schedules throughout the year, via monitoring and reporting.
Addressing supplemental budget requests.

By way of comparison, some of the key Department Executive Staff responsibilities, as related to department
CIP monitoring and oversight, include:

Setting budgets and schedules for appropriation requests and project controls.

Utilizing stage gate processes to perform scope, budget and schedule reviews at key project stage gates.
Providing monthly reporting, briefings.

Quarterly spending reports (Budget to Actual).

Selecting/implementing a variety of estimating and control tools that range from Enterprise Project
Management, scheduling software (P6/MS Project), e-Builder, Summit, Sage estimating software, etc.

Setting thresholds for variances that would trigger a change or supplemental budget request.
Improving change and contingency management.

Implementing time and cost metrics.

There is agreement among legislative and department staff regarding reasons for oversight (i.e. the exercise
of effective budget and schedule controls), however, the responsibilities for oversight differ.

The Department Executive Staffs’ primary responsibility is their departments’ day-to-day project
management of the CIP project to meet approved budgets and schedules.

Council Central Staff is tasked with assuring that CIP appropriations are reasonable and that the CIP
project progress reports provide timely and useful information to guide Council decision-making.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017
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(C}“%T) City of Seattle

Regarding challenges associated with a Council phased appropriation mechanism that might overlay on top
of departmental stage-gate mechanisms, it was expressed in the interviews that some City departments,
particularly those with the largest programs (i.e. SPU), currently use standard stage gate project management
processes, as shown in Figure 1 (SPU Stage Gate Process Flow for Infrastructure Projects) below.

FIGURE 1
SPU STAGE GATE PROCESS FLOW FOR CIP INFRASTRUCTURE PROJECTS

OPTIONS

INITIATION CONSTRUCTION CLOSE-OuT
ANALYSIS
A A A
GATE 1 GATE 2 GATE3 GATE4 GATE 1
Authorize Approve Approval Approval Approval
Options Analysis Business Case to Advertise to Award Contract to Close-Out
LEAD: LEAD: LEAD: LEAD: LEAD:

Line of Business
Representative

Project Manager

Project Manager

Project Manager

Project Manager

APPROVER: APPROVER: APPROVER: APPROVER: APPROVER:
Line of Business Asset Management Project Delivery Project Delivery Line of Business
Deputy Director Committee and and Deputy Director

Engineering Branch
Deputy Director

Engineering Branch
Deputy Director

Check points help departments make informed decisions during project planning, scoping, budgeting and
execution. SCL has a similar project management framework ((i.e. Initiation—> Planning—> Execution—> Closeout).

Department staff expressed that a stage gate process allows for more effective estimating, procurement,
risk/contingency management and change management. Similarly, Central Staff responded that it would be
useful, from an oversight perspective, to make project stage gate information available (if utilized).
Additionally, Central Staff noted that it would be useful to implement check points to assess project status for
making necessary adjustments or decisions regarding the project scope, budget and schedule before moving
forward to the next project phase.

Some of Seattle’s local and state agencies, King County and Washington State Department of Transportation
(WSDOT), use phased appropriation for their large capital projects or programs. A phased appropriation
process ideally should tie directly to stage gates and provide an annual review and budget ordinance approval
process that effectively allows for a phased review and adjustment to the budget, if needed.

By way of comparison, the WSDOT Connecting Washington capital program similarly projects the budget over
15 years for a suite of projects where larger multi-year projects or programs are subject to specific spending
caps (i.e. maximum payment curves) in each fiscal year. These funding limits can be adjusted (fund transfers)
during the annual fall budgeting process. WSDOT also appropriates funds for specific project phases in some
regions, for example an appropriation is made for project design to the Plans, Specifications and Estimate
(PS&E) stage in the first fiscal year. It then appropriates funds for construction in the next fiscal year. Hill is
aware of several other states and jurisdictions that are required to use phased or incremental appropriations
for multi-year contracts. In some cases, the funding is tied to specific deliverables or may use cash flow curves.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 13
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Some of the challenges or potential impediments regarding the use of phased appropriations or overlaying
phased appropriations with a stage gate process include:

. Smaller projects (within a single season or fiscal year) do not typically use phased budget appropriations
or stage gates. Small projects (e.g. <$1M) make up a significant proportion of total City CIP projects.

« Ongoing CIP programs (i.e. sidewalk repairs, ADA improvements, pipe relining, repetitive projects
with standardized designs) are not as amenable to stage gates.

. Timing of critical stages/key project check points may not align with the annual CIP reviews during
the annual budget review process.

. Non-traditional contracts (i.e. design-build and GC/CM) with accelerated delivery may not fit well
within traditional stage gates.

Based on our experience, phased appropriations, dovetailed with a classic stage gate process, would be more
appropriate for larger (multiple season) projects with significant risks or unknowns. These projects make it
difficult for the departmental PM staff to provide an accurate baseline estimate for budgeting without adding
a significant contingency or management reserve. For these projects, a phased appropriation might include
an order of magnitude budget for pre-construction services. This would advance the design to a level that
would allow for a more accurate “Class 2” estimate for construction with an off-ramp if bids (or buyouts)
exceed a competitive range or target. Some state and municipal agencies are experimenting with alternative
delivery methods (e.g. GC/CM) that incorporate similar phased processes with a guaranteed maximum or
target pricing.

For small project programs (i.e. single season projects or standardized programs), a traditional stage gate
project development process (i.e. Initiation> Planning—> Execution-> Closeout) would not be applicable.
However, periodic checkpoints still could be useful (annual or biannual tied to appropriations) to assess
whether the programs are achieving the expected market value for the dollars expended.

Hill will assess, in Phase 2 of the Assessment, how other agencies have implemented phased appropriations
and what nuances would apply, based on project size or type, and how phased appropriations would best
align with key check points in a stage gate process.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 14
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5. PHASE 2

Phase 2 of the CIP Oversight Assessment, if approved by Council, will provide specific recommendations for
improving the City’s Capital Improvement Program.

5.1 PHASE 2 SCOPE

The goal of Phase 2 is to identify best practices and propose recommendations
for enhancing the City’s CIP management and oversight, specifically addressing
phased appropriation, budget transparency and reporting. Building upon the
Phase 1 evaluation and observations, the Phase 2 approach includes comparing
City oversight (from Council and departmental perspectives) with similar City and
County CIP oversight tools, processes and governance. For reference, the
Proposed Scope for Phase 2 of this Assessment, illustrated to the right, is included
in Appendix G.

Based upon the assessment of gaps and best practices, recommendations for == =

improving the City’s CIP oversight will be proposed for improving project Refer to Appendix G for the Phase 2

monitoring, as well as best practices for increasing appropriate and timely oversight

Proposed Scope of the Assessment.

and providing more transparency to the public for the City’s CIP projects.

Major tasks proposed for Phase 2 of the CIP Assessment include:

Task 1 — Assess the levels of maturity of City of Seattle CIP oversight, in terms of program governance,
cost/financial reporting, schedule management, scope/change management, risk/contingency
management and systems/ technology, using the Maturity Model.

Task 2 — Analyze content of existing CIP monitoring and status reports, CIP audits and best practice
recommendations for Board/Council oversight of capital projects. Sources may include cities and
counties (i.e. Tampa, Dallas, San Diego, King County), aviation authorities, port authorities (i.e. New
York and New Jersey), transit agencies (i.e. Sound Transit, NYC MTA), and private sector CIP delivery
practices (i.e. utilities, contractors, suppliers). Hill has collected CIP information from sources (clients,
internet accessible CIP materials and best practice publications).

Task 3 — Produce peer agency questionnaire, based upon initial assessment of peer agency programs,
to compare feedback from agencies with internal Central Staff interviews (and secondarily,
Department interviews).

Task 4 — Interview eight selected peer agencies, using criteria that includes Central Staff/Department
interview findings, size/diversity of CIP, local Washington CIP programs, form of government (and its
effect on CIP oversight) and maturity of CIP processes/reporting (see Proposed Peer Agencies/Criteria
document included in Appendix G of this report).

Task 5 —Produce an analysis of peer agency CIP oversight practices, compared to Seattle CIP oversight
practices, for identifying gaps and best practices, considering the different Department programs and
project types.

Task 6 — Produce the final report, documenting the results of the assessment with recommendations
for enhancing CIP oversight for the City’s Central Staff and Council.

Task 7 — Present findings and recommendations to the City’s Central Staff and Council.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017
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5.2 MATURITY MODEL

Phase 2 of the assessment will use the criteria in a Maturity Model produced during Phase 1, to rate maturity
levels for CIP oversight. For reference, the Maturity Model, illustrated below, is included in Appendix G.

]
Gip Ove:

PO

The Maturity Model rates elements within the following key areas of interest:

« Program Governance

« Cost and Financial Management

. Schedule management

. Scope and Change Management

. Risk and Contingency Management
. Systems and Technology

Refer to Appendix G for the Maturity Model.

The ratings will be used to benchmark the City’s CIP (by Department) with the peer agencies for the specific
elements that address CIP oversight best practices. It should be noted that different maturity levels may be
appropriate, depending on the specific CIP program or project type.

The maturity model was developed using a combination of Hill's industry experience, as well as project
management industry standards. Standards that were used include the evolution of the Capability Maturity
Model (CMM) developed at Carnegie Mellon University, as well as current leading practices published in the
Project Management Body of Knowledge (PMBOK) by the Project Management Institute (PMI).

The Final Report will include a summary of the benchmark findings and recommendations for implementing
Council-phased appropriation oversight, as well as other CIP oversight controls and enhancements.

5.3 PROPOSED PEER AGENCIES

Based upon the initial assessment of peer agency programs, Hill proposes
interviewing eight peer agency programs (two local municipalities/agencies
and six municipalities/agencies located in other areas). Topics and questions
will be designed to compare feedback from peer agencies with internal Seattle
Central Staff interview findings (and secondarily departmental staff interview
findings).

For reference, refer to Appendix G for the Proposed Peer Agency/Criteria

overview, illustrated to the right. Refer to Appendix G for the Phase
2 Proposed Peer Agency/Criteria.

Following are the proposed peer agencies for the oversight assessment and potential case studies.

TABLE 5
PROPOSED PEER AGENCIES

LocAL MUNICIPALITIES/ AGENCIES OTHER MUNICIPALITIES/AGENCIES

» King County (Washington) « City of San Francisco (California) « City of Philadelphia (Pennsylvania)
» Sound Transit (Washington) « City of Portland (Oregon)  City of Miami Dade/Orlando (Florida)
« City of San Diego (California) « City of Charlotte (North Carolina)

« City of Boston (Massachusetts)

In addition to the two local Washington CIP programs (Sound Transit and King County), the goal will be to
review approximately six CIP programs from the proposed list, outside of Washington.
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(Q}TB) City of Seattle CIP OVERSIGHT ASSESSMENT — PHASE 1

Information will be benchmarked and serve as a basis for providing meaningful comparisons or contrasts, as
well as oversight best practices for inclusion in the assessment.

Additional peer agencies that were considered include Dallas, Phoenix, Maricopa County, Austin and Denver.
Criteria for selection included the internal Central Staff/department interview findings, relative size/diversity
of CIP programs/projects and form of government, as well as maturity/ timeliness of CIP oversight and
reporting.

As appropriate, Hill will segregate responses for specific department CIP programs to better compare programs
with Seattle’s CIP programs. Hill will obtain qualitative information, similar to Central Staff interview response
topics, to include program make-up, oversight, issues/challenges and CIP best practices.

Based upon the assessment of gaps and best practices, recommendations for improving the City’s CIP
management and oversight and providing more transparency to the public for the City’s CIP Projects will be
proposed. The final Phase 2 report will include the summary of the benchmark findings and best practices,
as well as specific recommendations for enhancing Council oversight and controls, specifically addressing
phased appropriation, budget transparency and reporting.

City of Seattle CIP Process Assessment — Phase 1 — May 26, 2017 Page 17
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@ City of Seattle
CIP OVERSIGHT ASSESSMENT PROGRAM OVERVIEW —PHASE 1

PROJECT:

DATE:

SCHEDULE:

GOAL:

APPROACH:

TASKS:

DELIVERABLES:

PROGRAM
TEAM:

CAPITAL IMPROVEMENT PROGRAM (CIP) OVERSIGHT ASSESSMENT — PHASE 1

March 2017 — May, 2017

CITY OF SEATTLE

e Vs 1 v A | s 1

The City Council approved the Assessment in December 2016, with the formal
‘Notice to Proceed’ awarded on February 27, 2017. Hill will present the Phase 1
Assessment to the City in May, 2017.

The primary goal of the Assessment is to address a phased appropriation process and
improve budget transparency (i.e. controls, gaps and reporting) in support of the
City’s implementation of Council Resolution 31720.

To support the commitment of the City Council and Mayor for enhancing the City’s CIP oversight and developing
new approaches for improving project monitoring, the Council selected Hill International to conduct an assessment.
The approach includes segmenting the project into two phases:

PHASE 1: Hill internal assessment of current City practices regarding capital budgeting and project oversight
that identifies potential challenges with implementation of Resolution 31720.

PHASE 2: Development of recommendations for implementation of Resolution 31720.

The tasks identified for conducting Phase 1 of the Assessment include:

1. Interview City personnel, including City Council Central Staff, City Budget Office, and staff of five City
departments (with largest CIP portfolios), as appropriate and subject to accessibility. A Program Team City
staff will attend all interviews; participation will be under the direction of Hill staff. The purpose of
interviews is to:

« Identify areas of deficit and excellence regarding existing departmental oversight processes and
monitoring/control of capital projects.

« Identify specific projects and programs for additional analysis.

2. Examine the relationship between Council and departmental oversight, and identify challenges in how a
Council phased appropriation mechanism might overlay on top of departmental stage-gate mechanisms.

3. Meet regularly with Program Team City Staff to debrief interview results and discuss concerns identified.

4. Propose potential peer agencies appropriate for identifying best practices and benchmarking. Candidates
may include WA organizations and/or other jurisdictions, similar to Seattle in size and scope of services.

5. Produce proposed ‘Scope of Work’ for Phase 2.

Phase 1 deliverables include:

1. Summary of interview findings and identification of potential impediments to employing Council-phased
appropriation oversight, similar to that used by King County.

2. Proposed potential peer agencies, as appropriate.

3. Proposed Scope of Work/Work Plan and schedule for Phase 2.

Amy Tsai | Legislative Analyst | City of Seattle | Amy.Tsai@Seattle.gov | 206-684-5509
Geri Morris | Legislative Aide | City of Seattle | Geri.Morris@Seattle.gov | 206-684-5398
William Chen | Legislative Assistant | City of Seattle | William.Chen@Seattle.gov | 206-233-7801
Newell Aldrich | Legislative Assistant | City of Seattle | Newell.Aldrich2@Seattle.gov | 206-386-9011
Greg Heinz | Vice President | Hill International | GregoryHeinz@Hillintl.com | 425-214-0317
Sid Scott, Ill, PE | Senior Vice President | Hill International | SidScott@Hilllntl.com | 215-309-7856
Catherine Spillars | Vice President | Hill International | CatherineSpillars@hillintl.com | 425-985-1515

CIP Oversight Assessment — Program Overview — Phase 1 — 170305
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CIP OVERSIGHT ASSESSMENT MONTHLY REPORT — MARCH 2017

DOCUMENT: MARCH 2017 MONTHLY REPORT — CIP OVERSIGHT ASSESSMENT MARCH 2017
e
SUBMITTED: Aprll 31 2017 SUN MON TUE WED THU FRI SAT.
1 2|3 4
OVERVIEW:  With formal ‘Notice to Proceed’ awarded on February 27, 2017, Phase 1 of the CIP Oversight
Assessment is scheduled to be completed by May 31%". Bi-weekly status meetings to track 5 6 7 8 9101
program progress are scheduled with the Hill/Central Staff Team. As of March 31%, all 12 13 14 15 16 17 18

deliverables/activities due in March were completed and Phase 1 is on-track for May delivery.
19 20 21 22 23 24 25

ACTIONS: 26 27 28 29 30 31
i i —_—
v" HCS Team kickoff meeting was conducted and documented on March 9.

v" Amy forwarded several SDOT, SPU, FAS, SCL and DPR documents, presentations and reports for Hill’s review.

v Sid and Catherine conducted the five Central Staff interviews on March 13 and March 14™. Following is the schedule:

SEATTLE CENTRAL STAFF INTERVIEWS

DEPARTMENT TiME LocATION
Calvin Chow Legislative Analyst SDOT 9:00- 10:30 AM LC 265A Rochester Room
?ﬁ;ig;;m Peter Lindsay Legislative Analyst SPU 11:00-12:30 PM LC 265A Rochester Room
Tony Kilduff Legislative Analyst FAS 3:00-4:30 PM LC 265A Rochester Room
March 14th Tony Kilduff Legislative Analyst SCL 8:30 - 10:00 AM LC 265A Rochester Room
(Tuesday) Traci Ratzliff Legislative Analyst DPR 11:00 - 12:30 PM LC 265A Rochester Room

v Sid and Catherine participated in the March 23™ CIP Meeting to deliver the Central Staff Interview debrief.
v Sid and Dan Elder reviewed standard budget process and clarification of Central Staff oversight vs. Executive Staff PM roles.

v Sid and Catherine conducted SDOT, SPU, FAS Executive Staff Interviews on March 23/24™. SCL, DPR were scheduled April 10t".

CITY OF SEATTLE — EXECUTIVE INTERVIEWS

TITLE DEPTARTMENT = TIME LOCATION
Jeff Lundstrom Project Manager
SDOT 8:30-10:00 AM Rochester Room
March 23 Christine Patterson | CIP Finance Director
(Thursday) Hanif Khan Division Director, PM
SPU 12:00-1:30 PM | Sam Smith Room
Cameron Findlay Finance Director
th Frank Coulter Capital Projects Program Mgr.
Ma-rch 24 FAS 12:00 - 1:00 PM Rochester Room
(Friday) Dove Alberg Capital Programs Director
Scott Roberts PM Improvement Program Mgr.
April 100 Amy Coogins Management Systems Analyst SCL 2:00-3:30 PM Rochester Room/Skype
(Monday) Eyvind Westby Financial Planning
Michael Shiosaki Director, Planning and Dev.
- - - - DPR 3:30-5:00 PM Rochester Room/Skype
Michele Finnegan | Finance Director

v On March 23", Sid and Catherine presented highlights of the Central Staff preliminary interview findings to the Central Staff
at their CIP Monthly Meeting.

v The biweekly status meeting was conducted and documented on March 24,

v On March 30", Catherine forwarded Central Staff Interview Summary and PowerPoint Debrief presentation to Amy for
review with her Central Staff.

STATUS: As of March 31, 2017, the HCS Team is on track to deliver Phase 1 of the Assessment in May 2017, as scheduled.

CIP Oversight Assessment — Monthly Report — March — 170403 Page 1of 1
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CIP OVERSIGHT ASSESSMENT MONTHLY REPORT — APRIL 2017

DOCUMENT: APRIL 2017 MONTHLY REPORT — CIP OVERSIGHT ASSESSMENT

APRIL 2017
[ e

SUBMITTED: May 3, 2017 .

SUN MON TUE WED THU FRI SAT
OVERVIEW:  With formal ‘Notice to Proceed’ awarded on February 27, 2017, Phase 1 of the CIP Oversight 1
Assessment is scheduled to be completed by May 31%. Bi-weekly status meetings to track g |5(4/5/6/7 8
program progress have been conducted with the HCS Team. As of April 30™, all deliverables/ 9 10 11 12 13 14 15
activities due in April were completed. Phase 1 of the Assessment is on-track for an early May 16 17 18 19 20 21 22
delivery. 23 24 25 26 27 28 29
30
Acrions: "

v

v

Status Meetings were conducted and documented on April 7" and April 21%. Minutes were distributed.

Catherine provided copies of the Central Staff Interview Findings presentation highlighting the summary, to Amy so that
highlights can be included in a presentation that she plans to deliver to Council Member Burgess in early May.

Sid and Catherine conducted the final two Executive Staff interviews (SCL and DPR) on April 10™. Sid participated via WebEx.

CITY OF SEATTLE — EXECUTIVE INTERVIEWS

TITLE DEPTARTMENT = TIME LOCATION

Scott Roberts PM Improvement Program Mgr.

Aoril 10% Amy Coogins Management Systems Analyst SCL 2:00-3:30 PM Rochester Room/Skype
pri

(Monday) Eyvind Westby Financial Planning

Michael Shiosaki Director, Planning and Dev.

] - ] - DPR 3:30-5:00 PM Rochester Room/Skype
Michele Finnegan | Finance Director

On April 14th, Amy provided the edits/revisions resulting from the Central Staff review on April 17th, and Catherine noted
that the final draft of the CS Interview Summary had been produced, incorporating all edits.

Amy provided CS team comments on the PowerPoint presentation delivered to the Central Staff on March 23™. Catherine
and Sid incorporated feedback and returned the draft to Amy on April 20™". Amy noted that this information will provide
background for their presentation to Council Member Burgess on May 11,

Catherine sent the draft summary of the Executive Interviews to Amy on April 20%".
Upon completion of the review with Central Staff and CBO, Amy forwarded all revisions to Catherine and Sid on April 28'".

On April 28, Sid and Catherine provided a list of the potential peer agencies for consideration. Selected agencies will be
interviewed for benchmarking in Phase 2. Final selection will take into consideration centralized/decentralized organizations,
CIP set-up and phased appropriations.

On April 28™, Sid and Catherine submitted the proposed Scope of Work/Work Plan for Phase 2 of the Assessment to Amy.
On April 28", Amy provided feedback/comments on the Executive Staff Interview Findings.

On April 28", Amy scheduled a meeting for May 8th for Hill’s presentation of the Phase 1 CIP Overview Assessment Report
to Central Staff.

STATUS: As of May 3, 2017, the HCS Team is on track to deliver the final Phase 1 CIP Overview Assessment Report to Amy on

May 5. A meeting to present the report to Central Staff is scheduled on May 8.

CIP Oversight Assessment — Monthly Report — April — 170503
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@ City of Seattle

CIP OVERVIEW ASSESSMENT

CITY OF SEATTLE RESOLUTION 31720

[ B
Amy Tsal
LEG Budget CTP Oversight RES
Déc
1 CITY OF SEATTLE
2 RESOLUTION (31720)
3
4 | .Title
5 | ARESOLUTION establishing a capital project oversight work program for the Budget Committee for 2017.
6 |.Body
7 | WHEREAS, Capital Improvement Program (CIP) oversight is a critical function of the Seattle City Council; and
8 | WHEREAS, effective CIP oversight ensures transparent, accountable use of public dollars; and
9 | WHEREAS, at times the Council has been constrained in its ability to exercise its full duty and authority to
10 oversee CIP projects, such as when the Council first receives large appropriation requests for CIP
11 projects where the project’s scope has not been fully defined and/or more design work is needed to
12 fully understand total costs and potential risks; and
13 | WHEREAS, the Council’s ability to perform effective capital oversight is dependent on access to thorough
14 information and the opportunity to review and process this information in a timely manner; and
15 | WHEREAS, City capital projects such as the Seawall Replacement and the utilities” New Customer
16 Information System ran millions of dollars over their original proposed budget and Council’s
17 oversight would have been more effective with timely reporting and better defined processes for
18 reviewing available reports; and
19 | WHEREAS, oversight for the 2017-2022 Proposed CIP was improved via increased internal Council staff
20 review of changes to scope, schedule, and budget, including instituting an additional supervisory
21 review of proposed CIP budget actions, seeking information from and holding conversations with
22 some of the major departments on their project management practices and contingency usage, and
23 conducting internal staff meetings to jointly discuss capital project issues across departments, all of
24 which contributed to the development of proposed Council amendments to scope and budget for
25 projects and imposition of capital controls via provisos; and
26 | WHEREAS, there is significant opportuaity to improve CIP reporting accouatability to the Council and to use
27 the Council’s budgeting authority to achieve better financial oversight; and
28 | WHEREAS, the Mayor agrees with and understands the importance and value of effective executive
29 management controls and Council oversight for projects that have a significant financial, policy or
30 programmatic impact on the City and its residents; NOW, THEREFORE,
31
Last revized Apsil 13,2016 1
D
CIP Overview Assessment — Resolution 31720 — 170501 Page 1 of 2



@ City of Seattle

CIP OVERVIEW ASSESSMENT

CITY OF SEATTLE RESOLUTION 31720
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Amy Tsai
LEG Budget CIP Oversight RES

BE IT RESOLVED BY THE CITY COUNCIL OF THE CITY OF SEATTLE, THE MAYOR
CONCURRING, THAT:

Section 1. The Council and the Mayor are committed to improving Capital Improvement Program
(CIP) oversight and developing new approaches to project monitoring.

Section 2. The Budget Committee shall lead this improvement effort for the Council through its 2017
work program by improving CIP accountability in the following ways:

A. Development of phased appropriation requirements for large CIP projects that provide Council
with the opportunity to oversee the development of a project’s scope, schedule, and budget, including
development of a capital project risk assessment tool to inform phased appropriation decision-making;

B. Establishment of requirements for Council authorization of large external capital grant applications
in situations such as grants that are sought by departments in advance of initial Council appropriation for a
CIP project; and

C. Institution of mechanisms to improve visibility of and budgetary control over use of capital project
contingency amounts.

Section 3. The Budget Committee will also institute requirements that improve the utility of CIP
information communicated to the Council, as follows:

A. Enhanced regular CIP reporting developed in conjunction with the City Budget Office. including
but not limited to quarterly reports to the Budget Committee on project scope, schedule, or budget deviations
from the Council-approved CIP and any subsequent mid-year amendments;

B. Improved organization and content of departmental CIP information transmitted with the 2018
Proposed Budget, developed in conjunction with the City Budget Office and departments; and

C. Improved imnter-branch communication on capital projects including coordination with the
Executive Capital Subcabinet and other cross-branch opportunities.

Section 4. An ad hoc panel of independent experts on capital budgeting and project oversight shall be
convened by the Council and Mayor to review current City practices and capital projects and make
recommendations for improvement.

Section 5. Through the actions identified in this resolution, the Council seeks to institute new rigor in
capital project oversight that will increase appropriate and timely oversight and provide more transparency to
the public.

(=]

Lastrevised Apnil 13, 2016
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@ City of Seattle
CIP OVERVIEW ASSESSMENT CENTRAL STAFF INTERVIEW SCHEDULE

Key City Council Central Staff members were selected for interviews to discuss existing Council oversight, monitoring and control of
capital program budgeting and project delivery. The ~one-hour individual interviews, scheduled March 13-14, 2017, were conducted
by Hill’s Sid Scott and Catherine Spillars in the Legislative Chambers at the Seattle City Hall, 600 Fourth Avenue, in Seattle, Washington.

GOALS
The goals associated with conducting the interviews included:

e Review existing Council oversight/monitoring/control of capital budgeting and project delivery for selected Departments.
 Identify strengths and deficiencies/gaps in oversight or monitoring/control of capital projects.
¢ Identify desired outcomes to improve CIP oversight.

CENTRAL STAFF
Council Central Staff provides professional, nonpartisan policy and fiscal analysis to the Council and its individual members:
e Provides objective research, analysis, and legislative options to achieve the Council’s policy objectives.

e Supports the Chair of the Select Committee on Budget in managing the Council’s annual budget review processes, including
the development of an initial and revised balancing package.

¢ Analyzes the Mayor’s proposed budget and capital improvement program by identifying potential issues and options.
e Drafts memoranda, legislation, amendments and budget actions that accomplish the Council’s intended objectives.

e Facilitates and participates in meetings with and between Councilmembers and other branches of city government, as well
as outside partners, stakeholders and lobbyists.

e Acts as the central hub for the exchange of information between the Council, legal counsel and executive branch staff.

INTERVIEW SCHEDULE
Following is the schedule of the Central Staff interviews:

SEATTLE CENTRAL STAFF INTERVIEW SCHEDULE

DATE NAME TITLE DEPARTMENT TIME LOCATION

Calvin Chow Legislative Analyst Seattle DOT 9:00 AM — 10:30 AM | LC 265A Rochester Room
?"Nfgf";:;th Peter Lindsay | Legislative Analyst | Seattle Public Utilities 11:00 AM — 12:30 PM | LC 265A Rochester Room
Tony Kilduff Legislative Analyst Finance and Administrative 3:00PM — 4:30 PM | LC 265A Rochester Room
March 14th | Tony Kilduff Legislative Analyst | Seattle City Light 8:30 AM — 10:00 AM | LC 265A Rochester Room
(Tuesday) | Tracj Ratzliff | Legislative Analyst Parks and Recreation 11:00 AM — 12:30 PM | LC 265A Rochester Room

Additional City of Seattle Central Staff invited to participate in the interviews include:

e Amy Tsai, Legislative Analyst, City of Seattle
e Kristan Arestad, Director of Central Staff, City of Seattle
e Dan Elder, Deputy Director of Central Staff, City of Seattle

PROGRAM TEAM
Following is the contact information for members of the CIP Assessment Program Team:

CIP ASSESSMENT TEAM

CITY OF SEATTLE/HILL TELEPHONE
Amy Tsai Legislative Analyst City of Seattle Amy.Tsai@Seattle.gov 206-684-5509
Geri Morris Legislative Assistant City of Seattle Geri.Morris@Seattle.gov 206-684-5398
William Chen Legislative Assistant City of Seattle William.Chen@Seattle.gov 206-233-7801
Newell Aldrich Legislative Assistant City of Seattle Newell.Aldrich2 @Seattle.gov | 206-386-9011
Greg Heinz Vice President Hill International GregoryHeinz@HillIntl.com 425-214-0317
Sid Scott, I, PE Senior Vice President Hill International SidScott@Hillintl.com 215-309-7856
Catherine Spillars Vice President Hill International CatherineSpillars@hillintl.com | 425-985-1515

CIP Overview Assessment — Central Staff Interview Schedule — 170501 Page 1 of 1
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APPENDIX D

INTERVIEWS — EXECUTIVE STAFF

EXECUTIVE STAFF INTERVIEW SCHEDULE
EXECUTIVE STAFF INTERVIEW SUMMARY FINDINGS
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@ City of Seattle
CIP OVERVIEW ASSESSMENT EXECUTIVE STAFF INTERVIEW SCHEDULE

Executives, representing SDOT, SPU, FAS, SCL and DPR, were invited for interviews to discuss existing Council oversight monitoring
and control of capital program budgeting and project delivery. The ~one-hour individual interviews, scheduled March 23, 24 and
April 10, 2017, were conducted by Hill's Sid Scott and Catherine Spillars in the Legislative Chambers at the Seattle City Hall, 600
Fourth Avenue, in Seattle, Washington.

GOALS

The goals associated with conducting the interviews include:
e Review existing Departmental practices for CIP project oversight, controls and progress reporting.
» Identify strengths and weaknesses in governance, management and reporting of CIP projects.
» Identify desired outcomes to improve transparency and accountability for CIP projects.

INTERVIEW SCHEDULE
Following is the schedule of the Executive interviews:

CITY OF SEATTLE — EXECUTIVE INTERVIEW SCHEDULE

TITLE DEPARTMENT  TIME LOCATION
Jeff Lundstrom Project Manager
SDOT 8:30 AM —10:00 AM | Rochester Room
March 23rd | Christine Patterson | CIP Finance Director
(Thursday) | Hanif Khan Division Director, Project Management
SPU 12:00 PM - 1:30 PM | Sam Smith Room
Cameron Findlay Finance Director
March 24th | Frank Coulter Capital Projects Program Manager
id FAS 12:00 PM — 1:00 PM | Rochester Room
(Friday) Dove Alberg Capital Programs Director
Scott Roberts Manager, PM Improvement Program
. Rochester Room
April 10t Amy Coogins Management Systems Analyst SCL 2:00PM - 3:30PM and Skype
(Monday) Eyvind Westby Financial Planning
Michael Shiosaki Director, Planning and Development
DPR 3:30PM — 5:00 PM ROShSiSter Room
Michele Finnegan | Finance Director and >kype

Additional City of Seattle Central Staff invited to participate in the Executive interviews include:
e Amy Tsai, Legislative Analyst, City of Seattle
e Sarajo Reddy, Budget Lead, City of Seattle
¢ Scott Clarke, Fiscal and Capital Manager, City of Seattle
e Caleb Wagenaar, Fiscal and Policy Manager, City of Seattle
e Kristan Arestad, Director of Central Staff, City of Seattle
e Dan Elder, Deputy Director of Central Staff, City of Seattle

PROGRAM TEAM
Following is the contact information for members of the CIP Assessment Program Team:

CIP ASSESSMENT TEAM

NAME TITLE CITY OF SEATTLE/HILL EmMAIL TELEPHONE

Amy Tsai Legislative Analyst City of Seattle Amy.Tsai@Seattle.gov 206-684-5509
Geri Morris Legislative Assistant City of Seattle Geri.Morris@Seattle.gov 206-684-5398
William Chen Legislative Assistant City of Seattle William.Chen@Seattle.gov 206-233-7801
Newell Aldrich Legislative Assistant City of Seattle Newell.Aldrich2 @Seattle.gov | 206-386-9011
Greg Heinz Vice President Hill International GregoryHeinz@Hilllntl.com 425-214-0317
Sid Scott, I, PE Senior Vice President | Hill International SidScott@Hillintl.com 215-309-7856
Catherine Spillars Vice President Hill International CatherineSpillars@hillintl.com | 425-985-1515

CIP Overview Assessment — Executive Staff Interviews — 170501 Page 1 of 1
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APPENDIX E

CASE STUDIES

NORTH PRECINCT PROJECT

SHIP CANAL WATER QUALITY PROJECT

ALASKA WAY VIADUCT PROJECT

DENNY SUBSTATION PROJECT

EMC SYSTEM PROJECT

NEwW CUSTOMER INFORMATION SYSTEM PROJECT
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APPENDIX F

PRESENTATIONS

DEBRIEF — CENTRAL STAFF INTERVIEWS
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@ City of Seattle
CIP OVERVIEW ASSESSMENT DEBRIEF — CENTRAL STAFF INTERVIEWS

CITY OF SEATTLE — LEGISLATIVE DEPARTMENT
CAPITAL IMPROVEMENT PROJECT (CIP) OVERSIGHT ASSESSMENT

DEBRIEF
CENTRAL STAFF INTERVIEWS

SID SCOTT AND CATHERINE SPILLARS
HiLL INTERNATIONAL | MARCH 23, 2017

BRIEFING COVERS Cﬁls

* City Resolution 31720

* Central Staff CIP Role and Information
(Reviewed for Oversight purposes)

* What is Working Well with CIP Oversight
* CIP Oversight Issues/Challenges

* CIP Improvements
(What Central Staff would like to see implemented)

March 23, 2017 Slide 2

CENTRAL STAFF INTERVIEWS DEBRIEF — 170505 m PaGe 1 of 5



@ City of Seattle

CIP OVERVIEW ASSESSMENT

DEBRIEF — CENTRAL STAFF INTERVIEWS

City RESOLUTION 31720

UNDERLYING ISSUES
(GIVING Rise To CiTy ResoLuTion 31720)

* Unanticipated CIP budget cost/schedule overruns requiring Council action

* Current reporting processes/tools do not provide necessary controls/

transparency for Council to make timely/informed CIP budget decisions

PROPOSED SOLUTIONS
(APPROPRIATE/ TIMELY OVERSIGHT/ GREATER TRANSPARENC Y)

* Improve financial controls
* Improve project management controls
* Provide new approaches for project monitoring

* Enhance oversight of scope, schedule and budget (higher risk projects)
* Introduce capital project risk assessment tools

* Phase appropriation requirements

* Improve visibility/management of project contingency

March 23, 2017- Slide 3

2017-2022 CIP PROJECTS

$1.1B PROPOSED FUNDING IN 2017

Wide variation in project size, types and programmatic (bundles) of CIP projects

SCL
(Generation, Transmission, Support Systems)

SPU
(Water, Wastewater/Stormwater, Solid Waste Collection, Storage, Treatment,
Transmission, Distribution/Support Facilities)

SDOT PERCENT OF 2017 FUNDING
(Transit, Roads, Bridges, Retaining Walls, ADA, C'T;;l/f” PUBLIC UTILITIES
Sidewalks, Signals, Pedestrian/Bike Trails, etc.) 23%
FAS

(Buildings, Libraries, Fire Stations, e T RANSPORTATION
Maintenance Yards, etc.) 10% CULTURE/Q'})/ECREAT‘ON 21%
DPR

(Minor/Major Maintenance of Parks/Community Centers, Park Development Projects)
L

March 23, 2017- Slide 4

CENTRAL STAFF INTERVIEWS DEBRIEF — 170505

PAGE 2 of 5



@ City of Seattle
CIP OVERVIEW ASSESSMENT DEBRIEF — CENTRAL STAFF INTERVIEWS

)

CENTRAL STAFF CAPITAL PROJECT OVERSIGHT (@P

FALL BUDGET PROCESS

* Prioritizing capital projects to fund, new or existing
* Exerting oversight via budgetary controls

ONGOING MONITORING/QOVERSIGHT
* Oversight throughout the year via monitoring and reporting
* Supplemental budget requests

EXECUTIVE ROLE
* Project delivery and day-to-day project management

March 23, 2017- Slide 5

CENTRAL STAFF CIP ROLE/INFORMATION REVIEW Cﬁl»

ANNUAL CIP BUDGET PROCESS

* Prioritization and spending decisions for new or existing projects

MONITORING AND OVERSIGHT OF CIP PROJECTS

* Review of quarterly spending reports (Budget to Actual)

* Reactionary — significant deviations are flagged
* Do not typically have oversight views at various stages of a project

* Supplemental budget requests may have very limited information
for decision making

* Reporting lacks context and in-depth information (i.e. root cause of
S or schedule variance, earned value, etc.) for monitoring progress,
unless Central Staff asks for it

March 23, 2017- Slide 6

CENTRAL STAFF INTERVIEWS DEBRIEF — 170505 PAGE 3 of 5



@ City of Seattle
CIP OVERVIEW ASSESSMENT

DEBRIEF — CENTRAL STAFF INTERVIEWS

CENTRAL STAFF CIP OVERSIGHT (Cms

WHAT IS WORKING WELL
* Provisos — Useful tool to manage/control spending
¢ Budget Due Diligence — 3 party independent estimators
* Standardized Installations — Scope control

* Department Team — Access to in-depth real-time information for
large high-profile projects

* Current Oversight Tools — Work well for small projects

March 23, 2017- Slide 7

CENTRAL STAFF CIP OVERSIGHT (Cms

ISSUES AND CHALLENGES
* Limited Reporting and Decision-Making in Pre-Design

* Lack of Consistent Communication between Executive/Council
staff for CIP Projects

* Lack of Metrics to Track Progress in a More Meaningful Way (as
opposed to spending)

* Limited Monitoring of Schedule/Delays

* Misunderstanding of Contingency

* Lack of Formalized/Consistent PM Processes among Departments

* Fund Transfers (between projects) can hide Project Performance
]

—_— March 23, 2017- Slide 8

CENTRAL STAFF INTERVIEWS DEBRIEF — 170505
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@ City of Seattle

CIP OVERVIEW ASSESSMENT

DEBRIEF — CENTRAL STAFF INTERVIEWS

CENTRAL STAFF CIP OVERSIGHT (Cms

—_— March 23, 2017- Slide 9

IMPROVEMENTS CENTRAL STAFF WOULD LIKE TO SEE IMPLEMENTED

Modify CIP reports and highlight new projects
For projects with multiple funding sources (report as one project)
Risk assessment ahead of project appropriations (instead of after the fact)
Access to whatever PM information/tools Executive staff is using
* Access to QA reports for major projects
Make stage gate information available (if used by Department)

Implement breaks or stage gates to assess project performance and
minimize surprises (as appropriate)

More focus (monitoring) on higher risk projects/programs

Harmonize use of PM tools

Use “turnkey” delivery (i.e. facility performance risk transferred to
contractor) when projects are difficult to price or manage

e **Star** projects that have not been adequately scoped

Hill
Hill International

CENTRAL STAFF INTERVIEWS DEBRIEF — 170505

PAGE 5 of 5



@ City of Seattle
CIP OVERVIEW ASSESSMENT DEBRIEF — EXECUTIVE STAFF INTERVIEWS

CITY OF SEATTLE — LEGISLATIVE DEPARTMENT
CAPITAL IMPROVEMENT PROJECT (CIP) OVERSIGHT ASSESSMENT

DEBRIEF
EXECUTIVE STAFF INTERVIEWS

SID SCOTT AND CATHERINE SPILLARS
HILL INTERNATIONAL | MAY 5, 2017

BRIEFING COVERS Cﬁls

* Executive Staff CIP Role and Information
(Reviewed for Oversight purposes)

* What is Working Well with Capital Project Oversight
* CIP Oversight Issues/Challenges

* CIP Improvements
(What Executive Staff would like to see implemented)

May 5, 2017 — Slide 2

EXECUTIVE STAFF INTERVIEWS DEBRIEF — 170505 m PAGE 1 of 5



@ City of Seattle
CIP OVERVIEW ASSESSMENT

DEBRIEF — EXECUTIVE STAFF INTERVIEWS

2017-2022 CIP PROJECTS @

$1.1B PROPOSED FUNDING IN 2017

Wide variation in project size, types and programmatic (bundles) of CIP projects

* SCL
(Generation, Transmission, Support Systems)

* SPU
(Water, Wastewater/Stormwater, Solid Waste Collection, Storage, Treatment,
Transmission, Distribution/Support Facilities)

. SDOT PERCENT OF 2017 FUNDING
(Transit, Roads, Bridges, Retaining Walls, ADA, C'T;;l/f” PUBLIC UTILITIES
Sidewalks, Signals, Pedestrian/Bike Trails, etc.) 23%

* FAS

o g . . . . GENERAL
(Buildings, Libraries, Fire Stations, GOVERNMENT TRANSPORTATION
Maintenance Yards, etc.) 10% - CuLTURE RECREATION 21%
* DPR

(Minor/Major Maintenance of Parks/Community Centers, Park Development Projects)

— May 5, 2017 — Slide 3

EXECUTIVE STAFF CAPITAL PROJECT OVERSIGHT @l

ONGOING MONITORING/OVERSIGHT
* Oversight throughout the year via monitoring and reporting
* Budget update process
» Stage spending plan by year or phase

EXECUTIVE ROLES
* Master planning
* Condition assessments
* Prioritization — business case analysis
* Risk assessment (selected projects)
* Initiation, scoping, budgeting
* Project delivery and day-to-day project management
* Change management

May 5, 2017 — Slide 4

EXECUTIVE STAFF INTERVIEWS DEBRIEF — 170505
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@ City of Seattle
CIP OVERVIEW ASSESSMENT DEBRIEF — EXECUTIVE STAFF INTERVIEWS

EXECUTIVE STAFF CIP OVERSIGHT ROLE Cﬁls

ANNUAL CIP BUDGET PROCESS

* Prioritization and spending decisions for new or existing projects

* Budget fund transfers

May 5, 2017 — Slide 5

EXECUTIVE STAFF CIP OVERSIGHT ROLE Cﬁls

MONITORING AND OVERSIGHT OF CIP PROJECTS
* Monthly reporting, briefings
» Stage gate processes (scope, budget, schedule reviews)
* Quarterly spending reports (Budget to Actual)
* Variety of project controls tools (EPM, P6, e-Builder, Summit, etc.)
* Thresholds for variances
* Change and Contingency management

* Time and cost metrics

May 5, 2017 — Slide 6

EXECUTIVE STAFF INTERVIEWS DEBRIEF — 170505 PAGE 3 of 5



@ City of Seattle

CIP OVERVIEW ASSESSMENT

DEBRIEF — EXECUTIVE STAFF INTERVIEWS

EXECUTIVE STAFF CIP OVERSIGHT (Cﬂs

WHAT IS WORKING WELL

Good existing tools for project controls (SCL)

Improvements in estimating and project controls (SDOT, SCL, SPU)
Prioritizing projects (SCL)

Standardized projects/programs (SCL, FAS, DPR)

Coordination (SPU and King County, SPU and FAS)

Managing contracts (FAS)

Lessons-learned analysis (SDOT)

Earned value analysis (FAS)

M May 5, 2017 — Slide 7
EXECUTIVE STAFF CIP OVERSIGHT (Cﬁls
ISSUES AND CHALLENGES

Negative public perceptions (SDOT)
Forecasting/anticipating growth/needs (SCL)

Training needs on CM/Integration of tools (SPU)

Lack of Preliminary engineering funding (FAS)

Cost overruns for difficult tenant improvements (FAS)
Sub-project budgeting (SCL)

Delay to environmental permits (DPR)

Market - high bids or lack of bids (DPR)

May 5, 2017 — Slide 8

EXECUTIVE STAFF INTERVIEWS DEBRIEF — 170505

PAGE 4 of 5



@ City of Seattle
CIP OVERVIEW ASSESSMENT DEBRIEF — EXECUTIVE STAFF INTERVIEWS

EXECUTIVE STAFF CIP OVERSIGHT (Cﬂs

IMPROVEMENTS EXECUTIVES WOULD LIKE TO SEE IMPLEMENTED

* Standardization of tools and reporting standards

* More transparent budgets
* Decision points for moving forward (at bid) (DPR)
* More bundled (standardized design, PM) projects (SPU)

* Better reporting (baseline reporting for all departments, with more
transparent information) (SDOT, FAS)

* Better inter-department communication/coordination
* EVM tools (FAS)

» Standard contract templates (FAS)

* Electronic signatures (DPR)

* Better estimating accuracy (SCL)

31 party estimates for higher risk projects (FAS)

* Scheduling basics, and public relations PM skills

May 5, 2017 — Slide 9

Hill
Hill International

EXECUTIVE STAFF INTERVIEWS DEBRIEF — 170505 PAGE 5 of 5
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@ City of Seattle

CIP OVERSIGHT ASSESSMENT — PHASE 2

PROPOSED SCOPE

PROJECT:

GOAL:

PURPOSE:

SCHEDULE:

APPROACH:

TASKS:

PROJECT
MANAGEMENT:

DELIVERABLES:

PROGRAM
TEAM:

CAPITAL IMPROVEMENT PROGRAM (CIP) OVERSIGHT ASSESSMENT — PHASE 2

To analyze gaps, identify best practices and propose recommendations for enhancing the
City’s CIP oversight (phased appropriation processes, budget transparency and reporting).

To support the commitment of the City Council and Mayor for enhancing the City’s CIP
oversight and developing new approaches for improving project monitoring, the Council
selected Hill International to conduct an assessment, segmented in two phases:

o Phasel: Internal assessment of City practices regarding capital budgeting and
project oversight to identify potential challenges with implementation of
Resolution 31720.

o Phase 2: Analysis of best practices to propose recommendations for improving the

City’s CIP oversight associated with implementation of Resolution 31720.
NTP by May 31, 2017, Final Report by November 17, 2017 and Presentation by December 15, 2017.

Compare the City of Seattle’s CIP oversight (from Council and Departmental perspectives) with similar City and
County CIP oversight tools, processes and governance. Based upon the assessment of gaps and best practices,
propose recommendations for improving the City’s CIP oversight.

Major tasks associated with Phase 2 of the CIP Assessment include:

1. Assess the levels of maturity of City of Seattle CIP oversight, in terms of program governance, cost/financial
reporting, schedule management, scope/change management, risk/contingency management and systems/
technology, using the Maturity Model.

2. Analyze content of existing CIP monitoring and status reports, CIP audits and best practice recommendations
for board/council oversight of capital projects. Sources may include cities and counties (i.e. Tampa, Dallas, San
Diego, King County), aviation authorities, port authorities (i.e. New York and New Jersey), transit agencies (i.e.
Sound Transit, NYC MTA), and private sector CIP delivery practices (i.e. utilities, contractors, suppliers). Hill has
collected CIP information from sources (clients, internet accessible CIP materials and best practice publications).

3. Produce peer agency questionnaire, based upon initial assessment of peer agency programs, to compare
feedback from agencies with internal Seattle Central Staff interviews (and secondarily, Department interviews).

4. Interview eight selected peer agencies, using criteria that includes Central Staff/Department interview findings,
size/diversity of CIP, local Washington CIP programs, form of government (and its effect on CIP oversight)
and maturity of CIP processes/reporting (see Proposed Peer Agencies/Criteria document).

5. Produce an analysis of peer agency CIP oversight practices, compared to Seattle CIP oversight practices, that
identifies gaps and best practices, considering the different Department programs and project types.

6. Produce the final report, documenting the results of the assessment with recommendations for enhancing CIP
oversight for the City’s Central Staff and Council.

7. Present findings and recommendations to the City’s Central Staff and Council.

A kick-off meeting will be held with the CIP Assessment Team (Hill and Central Staff) to confirm project scope, schedule and
deliverables. Following the kick-off meeting, bi-weekly status calls/meetings to assess the ongoing project status will be
conducted with the CIP Assessment Team, with minutes for each meeting documented and distributed to the Team.

Phase 2 deliverables include:
e Progress reports and meeting minutes.

« Final Report (to include summary of benchmark findings and recommendations for implementing Council-phased
appropriation oversight, as well as other CIP oversight controls and enhancements.

o PowerPoint presentation of findings and recommendations.

Amy Tsai | Legislative Analyst | City of Seattle | Amy.Tsai@Seattle.gov | 206-684-5509
Geri Morris | Legislative Aide | City of Seattle | Geri.Morris@Seattle.gov | 206-684-5398
William Chen | Legislative Assistant | City of Seattle | William.Chen@Seattle.gov | 206-233-7801
Newell Aldrich | Legislative Assistant | City of Seattle | Newell.Aldrich2@Seattle.gov | 206-386-9011
Greg Heinz | Vice President | Hill International | GregoryHeinz@Hillintl.com | 425-214-0317
Sid Scott, Ill, PE | Senior Vice President | Hill International | SidScott@Hilllntl.com | 215-309-7856

Catherine Spillars | Vice President | Hill International | CatherineSpillars@hillintl.com | 425-985-1515
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CIP OVERSIGHT ASSESSMENT — PROPOSED PEER AGENCIES/CRITERIA

Based on the initial assessment of peer agency programs, Hill proposes interviewing eight peer agency programs, as noted below.
The topics and questions will be designed to compare the feedback from peer agencies with internal Seattle Central Staff interview
findings (and secondarily Executive staff interviews).

As appropriate, Hill will segregate responses for specific Department CIP programs to better compare programs with Seattle’s CIP
programs. Hill will obtain qualitative information, similar to the Central Staff interview response topics, to include:

o Make-up of Projects/Programs

« IP Oversight Process (from Council/Commission Perspective)

» Information Provided for Oversight Purposes

o lIssues

» Best Practice Improvements (improvements that have been made or improvements that should be implemented to
improve CIP oversight)

The maturity benchmarks for analysis of CIP oversight will include:

e Program Governance

o Cost and Financial Management

o Schedule Management

e Scope and Change Management

o Risk and Contingency Management
« Systems and Technology

The following table includes the list of proposed Peer Agencies. Others considered included Dallas, Phoenix, Maricopa County,
Austin, and Denver. Criteria included the internal Central Staff/Department interview findings, relative size/diversity of CIP programs/
projects and form of government, as well as maturity/timeliness of CIP oversight and reporting. In addition to local Washington CIP
programs, our goal would be to review approximately six CIP programs from the proposed list outside of Washington that will provide
meaningful comparisons or contrasts and best practices for CIP oversight.

PROPOSED PEER AGENCIES FOR CIP OVERSIGHT ASSESSMENT AND POTENTIAL CASE STUDIES

LocALM UNICIPALITIES/AGENCIES CHARACTERISTICS

King County, WA Mix of Project-similar Types, Phased Appropriations, Performance Dashboard, EVM

Large CIP (Bus, LRV, Rail Links, O&M facilities), Quarterly Progress Reporting, EVM,
Contingency Management

OTHER MUNICIPALITIES/AGENCIES ‘ CHARACTERISTICS

City of San Francisco, CA Large, City CIP, Council (Commissioner)-Strong Mayor, Phased Appropriation Mechanism

Sound Transit, WA

City of Portland, OR City Commission, CIP Reporting (Scope, Budget, Schedule)

Similar CIP Project Types/Sizes. Transition from Council-Manager to Council-Strong
City of San Diego, CA Mayor (2010), CIP 2011 Audit for Improving Oversight and Management of CIP (including
Performance Metrics and Feedback Systems)

Similar to Seattle in population, similar CIP Department, Council-Mayor, performance

City of Boston, MA dash-boarding

City of Miami Dade/Orlando, FL Mayor-Commissioner (Florida cities)

City of Charlotte, NC Close to Seattle Population, Council-Manager

City of Philadelphia, PA Large City CIP, Council-Strong Mayor

New York MTA Mega CIP (Bus, Rail, Stations, Storage Yards, O&M Facilities, Tunnels, Bridges), Capital

Program Dashboard

CIP Oversight Assessment — Proposed Peer Agencies/Criteria — 170501 Page 1 of 1
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@ City of Seattle
CIP OVERSIGHT ASSESSMENT GLOSSARY OF ACRONYMS

GLOSSARY OF ACRONYMS

ACRONYM DEFINITION
ADA Americans with Disabilities Act of 1990
AWV Alaska Way Viaduct
CBO City Budget Office
CIP Capital Improvement Program
CM Construction Management
CMM Capability Maturity Model
CPM Critical Path Method
CCSS Consolidated Customer Service System
cs Central Staff
CSI Construction Specifications Institute
CVEP Continuous Value Enhancement Process
DB Design Build
DBB Design Bid Build
DEA Department of Environmental Affairs
DPR Department of Parks and Recreation
EMS Environmental Management System
EOC Emergency Operations Center
EVM Earned Value Management
FAS Finance and Administrative Services
GC/CM General Contractor/Construction Manager
HCS Hill/Central Staff (Team)
IDIQ Indefinite Delivery/Indefinite Quantity
IT Information Technology
Joc Job Order Contracting
LCC Life-Cycle Cost (Estimate)
MSP Microsoft Project
NCIS New Customer Information System
O&M Operations and Maintenance
ORCA One Regional Card for All
PM Project Manager, Project Management
PMBOK Project Management Body of Knowledge
PMP Project Management Plan
PS&E Plans, Specifications and Estimates
QA Quiality Assurance
SCL Seattle City Light
scwQ Ship Canal Water Quality
SDOT Seattle Department of Transportation
SPU Seattle Public Utilities
ST Sound Transit
ul Utilities International
WA Washington
WSDOT Washington State Department of Transportation
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CITY OF SEATTLE COUNCIL RESOLUTION 31720

A RESOLUTION establishing a capital project oversight work program for the Budget Committee for 2017

WHEREAS, Capital Improvement Program (CIP) oversight is a critical function of the Seattle City Council; and
WHEREAS, effective CIP oversight ensures transparent, accountable use of public dollars; and

WHEREAS, at times Council has been constrained in its ability to exercise its full duty and authority to oversee CIP
projects, such as when Council first receives large appropriation requests for CIP projects where project scope has
not been fully defined and/or more design work is needed to fully understand total costs and potential risks; and

WHEREAS, the Council’s ability to perform effective capital oversight is dependent on access to thorough information
and the opportunity to review and process this information in a timely manner; and

WHEREAS, City capital projects such as the Seawall Replacement and the utilities’ New Customer Information System
ran millions of dollars over their original proposed budget and Council’s oversight would have been more effective
with timely reporting and better defined processes for reviewing available reports; and

WHEREAS, oversight for the 2017-2022 Proposed CIP was improved via increased internal Council staff review of
changes to scope, schedule, and budget, including instituting an additional supervisory review of proposed CIP
budget actions, seeking information from and holding conversations with some of the major departments on
their project management practices and contingency usage, and conducting internal staff meetings to jointly
discuss capital project issues across departments, all of which contributed to the development of proposed
Council amendments to scope and budget for projects and imposition of capital controls via provisos; and

WHEREAS, there is significant opportunity to improve CIP reporting accountability to the Council and to use the
Council’s budgeting authority to achieve better financial oversight; and

WHEREAS, the Mayor agrees with and understands the importance and value of effective executive management
controls and Council oversight for projects that have a significant financial, policy or programmatic impact on the
City and its residents; NOW, THEREFORE,

BE IT RESOLVED BY THE CITY COUNCIL OF THE CITY OF SEATTLE, THE MAYOR CONCURRING, THAT:

Section 1. The Council and the Mayor are committed to improving Capital Improvement Program (CIP) oversight
and developing new approaches to project monitoring.

Section 2. The Budget Committee shall lead this improvement effort for the Council through its 2017 work
program by improving CIP accountability in the following ways:

A. Development of phased appropriation requirements for large CIP projects that provide Council with the
opportunity to oversee the development of a project’s scope, schedule, and budget, including development of a
capital project risk assessment tool to inform phased appropriation decision-making;

B. Establishment of requirements for Council authorization of large external capital grant applications in situations
such as grants that are sought by departments in advance of initial Council appropriation for a CIP project; and

C. Institution of mechanisms to improve visibility of and budgetary control over use of capital project contingency
amounts.

Section 3. The Budget Committee will also institute requirements that improve the utility of CIP information
communicated to the Council, as follows:

A. Enhanced regular CIP reporting developed in conjunction with the City Budget Office, including but not limited
to quarterly reports to the Budget Committee on project scope, schedule, or budget deviations from the Council-
approved CIP and any subsequent mid-year amendments;

B. Improved organization and content of departmental CIP information transmitted with the 2018 Proposed
Budget, developed in conjunction with the City Budget Office and departments; and

C. Improved inter-branch communication on capital projects including coordination with the Executive Capital
Subcabinet and other cross-branch opportunities.

Section 4. An ad hoc panel of independent experts on capital budget and project oversight shall be convened by the
Council and Mayor to review current City practices and capital projects to make recommendations for improvement.

Section 5. Through the actions identified in this resolution, the Council seeks to institute new rigor in capital
project oversight that will increase appropriate and timely oversight and provide more transparency to the public.
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CITY OF SEATTLE
CIP OVERSIGHT ASSESSMENT — PHASE 1

Presented to the City of Seattle on May 26, 2017, this report
includes a summary of Phase 1 key findings and observations,
based upon the City Council’s Central Staff and the Department
Executive Staff interviews conducted by Hill International, Inc.
The overall goal of the CIP Oversight Assessment (Phase 1 and
Phase 2) is to recommend best practices that will increase
appropriate and timely oversight and provide more transparency
to the public for the City’s CIP projects.

HILL |NTERNATIONAL, INC.
719 2"° AVENUE, SUITE 1075
SEATTLE, WASHINGTON 98104





