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Proviso Text 
 
Ordinance 19712, Section 86, King County Information Technology Services, P21 

PROVIDED FURTHER THAT: 

Of this appropriation, $200,000 shall not be expended or encumbered until: (1) 
 the executive files a project status update for the King County website upgrade; (2) the 
executive transmits a report addressing concerns about the King County website upgrade 
and a motion that should acknowledge receipt of the report addressing concerns about the 
King County website upgrade; and (3) a motion acknowledging receipt of the report is 
passed by the council. The motion should reference the subject matter, the proviso's 
ordinance number, ordinance section, and proviso number in both the title and body of 
the motion. 
 
The project status update for the King County website upgrade in (1) of this proviso shall include: a 
description of the scope of work and overall timeline for the project; a list of activities completed and 
remaining to be done by the King County department of information technology ("KCIT") and county 
departments; major milestones for activities remaining to be completed including estimated date of  
completion; and the total amount that has been spent on the project that includes both capital 
expenditures, operating expenditures, and in-kind expenditures. The executive shall electronically file 
the project status update no later than January 30, 2024, with the of the council, who shall retain the 
original and provide an electronic copy to all councilmembers, the council chief of staff, and the lead 
staff for the committee of the whole or its successor. 
  

 
1 Ordinance 19712 [LINK] 

https://mkcclegisearch.kingcounty.gov/LegislationDetail.aspx?ID=6377538&GUID=9048AEA2-5D07-4878-A4B0-FFBBE01B5069&Options=Advanced&Search=
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Background 
 
Department Overview: The King County Department of Information Technology (KCIT) supports King 
County employees, government agencies, and residents with a wide array of innovative technology 
services. KCIT is responsible and fiscally accountable for the management of information technology 
operating resources within the executive branch and provides enterprise technology services to all 
county agencies. The County’s Chief Information Officer (CIO) serves as the department director. 
 
Key Context:  
Overview. King County’s website, Kingcounty.gov, is the primary digital information and communication 
tool for King County government. People who live, work, and play in King County, along with the media 
and other governments, rely on King County government’s website to access information on everything 
King County does. From land use permitting, to obtaining a food worker card, to looking up proposed 
Ordinances, Kingcounty.gov is the first stop for information about the work of the County departments 
and agencies for people interested in the County’s systems, services, and programs.  
 
The County’s homepage serves as a general landing point for people looking for information about King 
County government or services. Each department, agency, or office in the County has its own public-
facing section of the site to communicate key information, provide links, etc., relevant to their 
respective, unique bodies of County work. KCIT provides the systems and platforms of Kingcounty.gov, 
while departments provide the content for the County’s websites. The Kingcounty.gov continues to 
evolve over time, as technology advances and user needs and expectations expand. 
 
Website Maintenance and Content Management. Keeping a website running smoothly requires two key 
elements. The first element is installing and maintaining the platform that houses the site. The second 
element is creating and maintaining the content – the pictures, words, documents, links, etc. that 
organizations provide to people who come to the site.  
 
A web content management system (WCMS) is a platform which enables site editors and content 
owners to create, edit, collaborate, and publish digital content for a website. The WCMS for King 
County’s website is Sitecore. The platform requires associated technology that, when maintained at a 
supported level, ensures that the platform functions properly. Notably, an update to one component of 
the platform influences whether and how another component will work. Sitecore has an array of 
modules that need to perform well together to load pages quickly and consistently.2  
 
King County’s website platform technology, Sitecore, requires a proprietary site editor interface that 
content producers use to create departmental or agency pages and edit information on the site. This 
interface lets content owners use pre-designed elements to design pages for display on the site. Content 
producers can edit the text and images and preview how that content will look before publishing it.  
 
Sitecore also requires discreet pieces of programmed code, also known as components, that are used to 
templatize how content is displayed on a website. These components define the font sizes and 
elements, spacing around the element, color choices and other attributes for what is being displayed on 
a screen for the user, essentially controlling how text and images are displayed on the site. Components 

 
2 Speed to load a page is also affected by the number of people trying to load that page (traffic). 
 

https://kingcounty.gov/
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are used on Kingcounty.gov to standardize the display of many different element types (images, links, 
tables, etc.). Any content that uses these components must be compliant with the Americans with 
Disabilities Act (ADA) technology requirement and reflect website presentation best-practices.   
 
Historical Context. King County has been using the Sitecore platform as the web content management 
system for Kingcounty.gov since 2006. The King County website was upgraded to Sitecore version 7 by 
KCIT in 2013. As part of the 2013 effort, the site was consolidated from individual webpages for 
individual departments and agencies (and in some cases, divisions) into one site under Kingcounty.gov. 
 
As part of the 2013 website work, KCIT launched a new design for how the website looked and how the 
site was organized (the site hierarchy). While the engineering component was completed in 2013, 
departments and agencies continued working on updating content in this system through 2017. 
 
In 2017, Sitecore announced that version 7.2 would be discontinued in 2018. Kingcounty.gov contained 
variances in coding practices that made support and migration difficult. Consequently, between 2017 
and 2023, there were few modifica�ons made to the site. Content was added and modified as needed to 
ensure that the informa�on provided was accurate, but no updates were made to the underlying 
technology.  
 
To ensure the Kingcounty.gov site would continue to run on supported software, KCIT planned for a 
capital project to upgrade the platform. Scope for this work, discussed in the next section, included 
moving existing content onto the most current version of the vendor’s product. This project did not 
include content restructuring (rewriting of content to the appropriate reading level for websites or 
reorganizing of the information) or reworking of any tools or processes that were needed to publish 
content. See figure 1 below. 
 
Figure 1.  

 
 
Current Context.  
As of August 18, 2023, Kingcounty.gov is running on Sitecore 10. Most King County departments and 
agencies have been working to move their content into this new platform. As of the writing of this 
report, some departments and agencies have yet to reorganize and rebuild their content in the new 
version of Sitecore. This means that some users experience challenges with finding what they are 
looking for on Kingcounty.gov because the structure of information on the webpage has not been 
updated to the new platform.  
 
IT Project Review and Approval Process. 
King County’s technology strategies and funding proposals are developed with input and oversight from 
four advisory bodies. Ordinance 14155 instituted a King County information technology governance 

https://www.nngroup.com/articles/
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structure, establishing four committees to advise KCIT as it performs the duties described in King County 
Code (KCC)2.16.075G.3 They are the Strategic Advisory Council (SAC), Business Management Council 
(BMC), Technology Management Board (TMB), and Project Review Board (PRB).  
 
With regard to this project, the BMC and TMB convened joint meetings for a period of time during this 
project. Members of the KCIT project team attended several of these joint meetings to solicit feedback 
about business needs for the new site, to share preliminary page designs, project progress, schedule, 
and approach as well as to ask for department support for content cleanup and revision. See Appendix 
A. PRB provided oversight throughout the duration of this project, tracking and monitoring governance 
action items (critical success factors, funding release conditions, budget tracking). See Appendix B. 
 
Report Methodology: This document was prepared by KCIT staff. Information was gleaned from budget 
documents, project materials, and presentations. Staff from the Office of Performance, Strategy, and 
Budget reviewed budgetary and financial information included in this document.  
 
 
  

 
3 Ordinance 14155 [LINK] 

https://mkcclegisearch.kingcounty.gov/LegislationDetail.aspx?ID=550035&GUID=47E902DA-F539-4678-973A-09C6D02BE9D7&Options=Advanced&Search=
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Report Requirements – Status Update 
 
This section is organized to follow the requirements of the status update report of the Proviso: 
 

The project status update for the King County website upgrade in (1) of this proviso shall 
include: description of the scope of work and overall timeline for the project; a list of 
activities completed and remaining to be done by the King County department of 
information technology ("KCIT") and county departments; major milestones for activities 
remaining to be completed including estimated date of  completion; and the total 
amount that has been spent on the project that includes both capital expenditures, 
operating expenditures, and in-kind expenditures.4 

 
Description of the Scope of Work and Overall Timeline for the Project 
 
The scope of work (SOW) for the 2019 Kingcounty.gov project experienced three distinct scope updates 
from baseline, listed below:   

• Scope Update 1 - reorganize and update content; 
• Scope Update 2 – use cloud- hosted virtual environment; and 
• Scope Update 3 - Assist departments with page building.  

Project Charter documents are included as Appendix C and D. The initial project scope is reflected in the 
first Project Charter, Appendix C. The updated Project Charter covers updates 1 and 2 and is Appendix D. 
The Project Charter was not revised for update 3.  
 
Scope of Work 
The initial scope and each update are summarized below. Please see the Project Charter documents 
which provide additional details on the project scope.  
 
• Initial Project Scope  

In 2018, KCIT defined the scope of the project as an upgrade of the obsolete version of the Sitecore 
version 7.2 WCMS platform to Sitecore version 9.5 It included refresh of the product technology to 
be in alignment with current web architecture (web modernization). The existing platform had not 
been upgraded for three years and support ended 31 December 2017. 
 
As identified in the Project Charter, scope included: 

o Creation of Americans with Disability Act (ADA)-compliant page and site components and 
compliance to Web Content Accessibility Guidelines (WCAG) 2.16 

o Creation of automation script(s) to support content integration/migration 
o Recommendations for agency content integration/migration 
o Equity Impact Review  

 
4 Ordinance 19712, lines 1657-1665 
5 kingounty.gov is currently on version 10.  
6 WCAG is a framework for making web content more accessible for people with disabilities. WCAG version 2.0 was 
published in 2008 by the World Wide Web Consortium (W3C), an international organization dedicated to creating 
web standards. It was updated to WCAG 2.1 in June 2018. – Microsoft Compliance WCAG Information 

https://learn.microsoft.com/en-us/compliance/regulatory/offering-wcag-2-1
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o Multi-language and multi-domain technical design to allow for support of translated content 
for languages other than English and support multiple virtual web identities 

o Creation of a web governance structure and policies – establish standards for design, 
content and development that will be distributed to King County agencies and departments. 
 

The SOW included extending the software licensing to allow for the new version of software.  
 

The project scope was designed to be engineering engagement only and did not include content 
work with departments. Archiving and content cleanup were outside the project scope. Specific out 
of scope elements include wholesale archiving and content rework or cleanup: 

o In depth content rework and archival of all content 
o New development, or reworking of existing applications 
o Selection, procurement, and implementation of an archiving system. 
o Development of content (text, image, video etc.) beyond basic architecture and  

template design. 
 
• Scope Update 1 - Reorganize and Update Content    
As part of the scope update for this project, KCIT began supporting departments and agencies to cull, 
organize, and restructure each group’s content. This work was broken out into three distinct phases, 
each phase built on the previous phase’s work. The phases are described below:   

1) Design engagement: KCIT’s User Experience (UX Team) staff convened a series of meetings with 
department web editors, content owners and subject matter experts around business goals, 
services provided to the public, and site visitor needs. The UX Team then created a series of 
page mock-ups (prototypes) to illustrate the organization and layout for key areas of that 
department’s section of kingcounty.gov. These were reviewed, discussed, modified, and 
finalized by the respective agencies. 

2) Content workshops: Once the design engagement was completed, a series of content workshops 
were conducted with KCIT content strategists, department web editors, and content owners. 
These workshops were held so that department staff could learn while doing. KCIT helped 
departmental staff work with existing content to reorganize their most-used content and create 
materials (text, images, etc.) needed for new pages in the new site. 

3) Platform training: KCIT developed a body of training materials for all web editors for how to use 
the system for editing, content, and building pages. Web editors were required to complete this 
training before building any content out in the Sitecore platform.  

 
This update also included reorganization of content to support translation and web best-practices, 
which included a new style/design and reduce use of custom code.  
 
Please see Appendix D for further detail.  
 
• Scope Update 2 – Utilize Cloud-Hosted Virtual Environment  
The second project scope update expanded the scope to include replacement the existing physical 
servers with a new, virtual cloud environment. This change enabled the County to automatically adjust 
capacity based on web traffic to make sure that the site performance was acceptable during greater 
than usual traffic spikes. This was necessary to ensure that Kingcounty.gov was using technology in a 
configuration that Sitecore would support. 
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This change to the underlying technology had cascading impacts on other aspects of the system, 
resulting in significant reconfiguration. This technology was very new to the IT industry, and required an 
experienced vendor to help install, configure, and troubleshoot the environment.  

Please see Appendix D for further detail. 

Scope Update 3 – KCIT Assist Departments with Page Building   
The third project scope update expanded the scope to assist departments with organizing their content 
and building pages. This required KCIT to provide skilled support because many departments did not 
have these skills or resources available. This support was necessary to ensure that departments could 
move their content into the new system. 
 
Overall Project Timeline  
Table 1 below provides an overall timeline of the project to date. Please note that the COVID-19 global 
pandemic began in 2020, significantly impacting County work plans and affecting Kingcounty.gov project 
progress as staff were re-deployed throughout the organization to support COVID related projects. 
These impacts continued through mid-2023.  
 
The key project tasks shown below in Table 1 are summarized activities and as such, the tasks noted in 
the table do not capture the detailed and significant level of KCIT staff work and activities underpinning 
the project’s tasks and activities. This work includes items such as project management; hiring, training, 
and deployment of staff; and installation and testing work.  
 

Table 1. Project Timeline 
Timeframe Key Project Tasks 

  2018 Key Project Tasks 

2018 

• Analyzed existing system including stability and performance and information on 
potential replacement platforms 

• Developed of contracts and costs 
• Created project charter 
• Developed capital budget proposal 
• Briefed various leaders and interested parties 

2019 Key Project Tasks 

Q1 

• Secured contracted resources 
• Identified team members  
• Finalized project methodology 
• Started request for proposal (RFP) process for skilled resources 
• Extended existing contract with Sitecore 
• Adjusted project budget projections to reflect updated contractor rates based on 

needed skills  

Q2-Q4 

• Installed platform 
• Identified and resolved issues with installation 
• Trained technical staff (software developers) on new technology of the upgraded 

platform 
• Gathered information for revised scope, prepared documentation for budget 

request 
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Table 1. Project Timeline 
Timeframe Key Project Tasks 

2020 Key Project Tasks 

Q1 – Q2 • Continued platform training and issue resolution  
 

Q3-Q4 

• Launched initial home page for the new site 
• Began content workshops with Department of Adult and Juvenile Detention 

(DAJD) to prioritize and reorganize its site content 
• Started identifying design components needed by departments/agencies 
• Began first content workshop with Department of Judicial Administration (DJA) 
• Created, tested, and debugged components 
• Amended project scope  
• Developed budget request to fund scope updates 2 and 3 

Q4 • Began content workshops with Metro and Public Health (PH) 
2021 Key Project Tasks 

Q1 

• Extended duration of content workshops with departments from two months 
each to five months each  

• Began content workshops with Department of Natural Resources and Parks 
(DNRP), Executive Office, Department of Local Services (DLS) and Department of 
Community and Human Services (DCHS) 

• Created training materials for department site editors and content owners 
• Continued identifying, building, testing, and debugging components  
• Rescoped project for extension of agency content workshops and inclusion of 

new cloud-hosted virtual environment 
• Completed content workshops with DAJD and Metro  
• DAJD and Metro site editors completed Sitecore training for content editing and 

creating new pages in the new platform 

Q2 

• Built the site with a new virtual environment 
• Continued identifying, building, testing, and debugging components 
• Conducted three in-depth engagement sessions with more than 100 community 

members to review and validate the proposed navigation and organization 
• Completed content workshops with DNRP, PH, and the Executive Office  
• Completed Sitecore training with PH and DNRP site editors  

Q3 

• Contracted for assistance installing new virtual environment 
• Created a communications hub to support the site editor community  
• Began newsletter distribution to share information  
• Created training materials for site editors 
• Started content workshops with Assessor, Department of Human Resources 

(DHR), and Prosecuting Attorney’s Office (PAO)  
• Stabilized platform with a pause in component work  
• Initiated meetings with site editors and content owners as a forum to address 

questions, issues, and updates 
• Completed Sitecore training with the Executive Office site editors 

Q4 • Started content workshops with Superior Court, Department of Judicial 
Administration (DJA) and Elections  
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Table 1. Project Timeline 
Timeframe Key Project Tasks 

• Completed content workshops with DCHS 
• Completed Sitecore training with DCHS site editors  

2022 Key Project Tasks 

Q1 

• Conceptualized Initiated planning to address the need to maintain old content for 
departments and site visitors once the unsupported site was 
decommissioned/shut down,  

• Resumed previously paused component work  
• Continued meeting series with site editors and content owners as a forum to 

address questions, issues, and updates,  
• Started content workshops with the Council, and Department of Executive 

Services (DES)  
• Completed content workshops with Superior Court, Assessor, PAO and DJA 
• completed Sitecore training with Assessor and PAO site editors 

Q2 

• Designed and implemented solution for maintaining old content after the 
unsupported site was decommissioned 

• Continued meeting series with site editors and content owners as a forum to 
address questions, issues, and updates 

• Started content workshops with Department of Public Defense (DPD), and District 
Court  

• Completed content workshops for Elections, DHR and DLS  
• Completed Sitecore training with Superior Court, DJA, DHR and Elections site 

editors 

Q3 

• Established and convened Steering Committee 
• Continued meeting series with site editors and content owners as a forum to 

address questions, issues, and updates  
• Continued to validate solution for keeping content after unsupported site 

decommissioning,  
• Completed content workshops with the Council, KCIT and DES  
• Completed Sitecore training with DLS, KCIT, the Council and DES site editors 

Q4 

• Building of pages in new system by nine departments and agencies 
• Continued meeting series with site editors and content owners as a forum to 

address questions, issues, and updates  
• Completed content workshops with DPD and District Court  
• Completed Sitecore training with DPD and District Court site editors 

2023 Key Project Tasks 

Q1 

• Assisted departments with page building 
• Attempted launch of new site  
• Continued meeting series with site editors and content owners as a forum to 

address questions, issues, and updates  
• Completed content workshop with DES  

Q2 
• Started content workshops with King County Sherriff’s Office (KCSO) and KCIT 
• Continued page building assistance to departments  
• Attempted second launch of website 
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Table 1. Project Timeline 
Timeframe Key Project Tasks 

• Rolled back to previous version of website 
• Continued meeting series with site editors and content owners as a forum to 

address questions, issues, and updates  

Q3 

• Completed content workshops with KCIT and KCSO 
• Continued meeting series with site editors and content owners as a forum to 

address questions, issues, and updates  
• Launched the site successfully  

Q4 • Continued page building assistance to departments  
• Conducted project closeout activities 

 
A List of Activities Completed and Remaining to be Done by KCIT and County Departments 
This information is provided in Tables 2 and 3, below. Table 2 provides a list of activities completed by 
KCIT and departments. It includes information on activities from table 1 above. These activities were 
completed between 2019-2023. Table 3 lists activities remaining to be done. As noted above, these 
activities are summarized and do not denote the detailed the significant level of KCIT staff work and 
activities underpinning the project.  
 
Table 2. Activities Completed 2019-2023 

Activity  Responsibility 
Installed new platform that replaced outdated infrastructure with new 
technology  KCIT 

Established new website design for organization of content and alignment 
with business and site visitor needs  

KCIT and 
departments 

Created style guides to establish a unified site design7 KCIT 
Created a system to house existing pages after transition to new platform KCIT 
Partnered with departmental and agency to reorganize content and establish 
shared page design components 

KCIT and 
departments 

Established a communications hub to share information about updates to the 
platform with site editors and content owners  KCIT 

Launched new site with ADA-compliant components and ability to translate 
the site into languages other than English KCIT 

Trained departmental and agency site editors on how to create and manage 
their web content in the new system 

KCIT and 
departments 

 
Table 3. Activities Remaining 

Timeframe Activity Responsibility 
Q2 – Q4 2024 Building out of platform and customization KCIT 
Q3 2024 Continued validation and testing of platform KCIT 
Q2 2024 Testing and design validation by users KCIT 
Q4 2024 Complete website content buildout  Departments 

 

 
7 [LINK] to Style Guide site 

https://projects.invisionapp.com/share/47110T1XJ2WF#/screens/458953145
https://projects.invisionapp.com/share/47110T1XJ2WF#/screens/458953145
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Major Milestones for Activities to be Completed Including Estimated Date of Completion 
Table 4 below provides data on milestones for project activities. The activities are shown in table 3 
above. The identified estimated date of completion is dependent on workload and the projected 
availability of KCIT and agency staff to complete the activities. The actual date of completion will be 
impacted by KCIT and departmental staffing and workload demands.  
 
The activities and milestones in table 4 reflect work directly linked to implementing the Sitecore 
platform for kingcounty.gov. Specific tasks associated with applications that may be accessed through 
kingcounty.gov are not addressed in this report. 
 
Table 4. Major Milestones and Estimated Date of Completion 

Milestone Estimated date 
of completion Notes 

Platform buildout and customization 
Replace the user site search tool 

Q2 2024 
The current search product vendor has 
moved away from website content search, 
so the County needs to replace it 

Complete remaining site templates:  
• Editorial index  
• Category index  
• Sub-category index  
• Task index  
• Topic index  

Q2 2024 

This is a software development task 
supporting site customization and layout 

Upgrade Sitecore internal indexing 
tool Q2 2024 

The default Sitecore indexing solution has 
performance issues when re-publishing the 
entire site; this upgrade will mitigate public-
facing performance impacts 

Design and build a component that 
sorts and filters long lists of content 
on a page (calendar entries, lists, 
etc.) 

Q2 2024 

This is a department requirement that will 
require a substantial development effort to 
implement 

Provide a standardized way to 
collect, validate and process input 
from a site visitor (form data) on 
web pages 

Q4 2024 

This is a department requirement that will 
require a substantial development effort to 
implement 

Determine long-term strategy for 
kingcounty.gov translation approach TBD 

This work involves collaboration across 
multiple King County departments; 
establishing timeline needs departmental 
input 

Platform validation and testing 
Build out a full-scale testing 
environment  Q3 2024 

The test environment needs to perform like 
the production environment, which allows 
for full testing that does not impact the 
public experience 

Develop automated baseline 
performance testing solution Q3 2024 Implementing an automated solution that 

performs a complete performance test after 
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Milestone Estimated date 
of completion Notes 

Platform buildout and customization 
every change to the web site increases 
system reliability and predictability 

User testing and design validation 
Establish user testing program that 
provides ongoing evaluation of the 
site  

Q2 2024 
Timeline assumes no procurement process 
is required for user testing platform 

Complete website content buildout 
Complete website content buildout 

Q4 2024 
This body of work is owned by departments 
and agencies, with KCIT supporting the 
agency webmasters 

 
Total Amount That Has Been Spent on the Project – Capital, Operating, and In-Kind 
Expenditures 
Table 5 below provides the total amount spent on the project.  
 
Table 5. 

 
Inception-to-Date 

Budget 
Actuals through 

12/31/2023 
Total  

Spend 
Capital 
1. KCIT & BRC Labor            $1,901,851               $3,247,687                 $3,247,687  
2. Agency (TLT) Labor*            $3,190,002               $2,235,463                 $2,235,463  
3. Consulting Services            $3,945,627               $3,630,658                 $3,630,658  

4. Software/Hardware                $234,484                  $312,529  
                   

$312,529  
5. Other Costs                $339,000                     $87,957                       $87,957  
6. Contingency                $480,413  - - 

Total Capital           $10,091,377               $9,514,294           $9,514,294  
In Kind (Operating Contribution) 
     KCIT Labor $5,472,481 $5,470,881 $5,470,881 
Total In Kind (Operating Contribution) $5,472,481 $5,470,881 $5,470,881 

*Includes work done by consultants for agencies 
 

Conclusion 
KCIT continues to work closely with departments and agencies to utilize Sitecore 10. Because of the 
volume of data and the need to maintain historical information, this work is ongoing. Completion of 
work is impacted by KCIT and departmental staffing and workload demands. This also recognizes 
variability among individual departments’ technological readiness.  
 
KCIT was recently notified by Sitecore that it is planning to restructure its platform technology and will 
no longer support the current version of Sitecore as of 2027. As part of the County’s response to this 
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information, KCIT will undertake an evaluation of the product to help determine if a new web platform 
product is necessary to meet the information and technology needs of King County.  
 
KCIT is currently also working to respond to Part 2 of the Proviso included in Ordinance 19712, which is 
due to the Council on August 1, including process to determine user satisfaction with the upgraded 
website, including internal county users of the website as well as the public, which should be complete 
no later than June 1. 

Appendices 
Appendix A BMC/TMB Materials 
Appendix B PRB Materials 
Appendix C Initial Project Charter 
Appendix D Updated Project Charter 



KingCounty.gov Refresh
BMC / TMB Status Update and Customer Needs Workshop

Appendix A



Project Progress

• Steering Committee established
• Equity Impact Review is in progress
• Technical leads from KC groups identified



High Level Timeline

0 0.5 1 1.5 2 2.5 3 3.5 4 4.5 5

User Validation

Agency Engagement

Design

Technology

Timeline

Placeholder



KCIT will be …

… working with your technical leads and your content owners to 
identify the most engaging and essential content, and reducing 
the overall site size and simplifying the structure.

… basing content decisions on site visitors needs and behaviors 
(analytics data and user panels that represent the communities 
we serve).

… testing prototypes of the site before we go live.



Full Room Work:
1. Who is the primary audience for your site?

Table Work:
Work with others from your organization to answer the following 3 questions:
1. What types of information are important to the users of your site? 
2. What are their most important tasks when engaging with your department?
3. What are the unique offerings/services/ information that ONLY your group at King County can 

provide to your audience(s) today?
Tables report out on questions 1 - 3.

Work with everyone at your table to answer this question:
4. What are the unique offerings/services/ information that ONLY King County could provide to 

your audience(s) in 5 years time?
Full group report out on question 4.



Preliminary Page Design 
Explorations
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Current state
What we’ve observed

29 
million 
visits

+2 million visits a 
month

19,000+ 
Live pages

Mobile Desktop

1,059,633
1,266,563

1,533,355
1,719,480

1,966,173

Top 100 pages Top 200 pages Top 5% of
pages

Top 10% pages All pages
viewed

87% of the pages viewed comes from 10% 
of the site



Future State
Features

• Languages beyond U.S. English
• ADA Compliance improvements
• Interactive mapping and use of geo-data for location-

specific information
• Personalization for return visitors
• Intranet capabilities
• Enhanced Storytelling and story maps for editorial 

content



Future State
Experience Improvements

• Creation of intentional pathways for key tasks that 
visitors want and need

• Primary focus on visitors needs for information and 
services provided by King County

• Content reduction (elimination of pages, reduced 
word-count, consolidation)

• Refreshed design that includes modern styles and 
designs



Future state
Technology Modernization

• Location-based experiences
• Interactive chat
• Voice activation
• Modern product stack, based on King County 

standards
• Incorporation of ESRI (maps/geo-spatial capabilities)
• Modern/current forms, search, analytics, indexing



Questions?Thank you
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TAKEAWAYS ON PANDEMIC RESPONSE

cyber threats

MFA
pass reset

patches

government/private
      partnerships

contact tracing 
telehealth

on line services

need to expand

tech is essential

business enablers
nimble

problem solving
essential

telework policies

tech capabilities

O365 
skype
VPN





Kc.gov 

refresh

supports the strategies



KINGCOUNTY.GOV 
REFRESH

Presented by Pam Shales



AGENDA

• State of Current Web Site 
• Minimal Viable Product (MVP)/Pilot Demo
• Timeline
• Department/Agency Content Clean up Approach  



CURRENT HOMEPAGE 





TRANSITION FROM CURRENT TO NEW 



TIMELINE 

Department/Agency engagement in blue 

2020 2021

Q1 Q2 Q3 Q4 Q1 Q2 Q3 Q4

Continue to gather 

data from public 

and Departments/

Agencies to 

understand what 

matters

Prototypes & 

Mockups
July -  Pilot

Department/Agency 

Kick-offs & Change 

Management 

Readiness

Site Structure

Departments/

Agencies start 

evaluating 

content and get 

ready to move 

to new site

Wave 1 Wave 2 Wave 3 Wave 4

Continuous 

Design and 

Development

Build Training 

Material for content 

managers for new 

platform with new 

page templates 

Content 

Strategist
Department/Agency  

Content Managers 

Engagement



BREAKDOWN OF WEB PAGES 

• The following Departments/Agencies make 
up 75% of the current website: 

1. Department of Natural Resources & 
Parks

2. King County Council 
3. 3.   County Executive 
4. Public Health 
5. Department of Executive Services
6. Metro Transit 

• 11 out of 19 Departments/Agencies have 
less than 600 web pages

• 6 out of 19 Departments/Agencies have 
over 1000 web pages

0 500 1000 1500 2000 2500 3000 3500 4000 4500 5000

Public Defense

Department of Adult & Juvenile Detention

Prosecuting Attorney

KCIT

District Court

Superior Court

Department of Community & Human Services

Department of Judicial Administration

Department of Human Resources

Department of Local Services

Sherriff (Public Safety)

County Assessor

Elections

Metro Transit

Department of Executive Services

Public Health

County Executive

King County Council

Department of Natural Resources & Parks



KCIT owns process 

Department/Agency owns process with KCIT guidance  

KCIT and Department/Agency jointly owns process 

CONTENT CLEANUP APPROACH 



CONTENT SUPPORT

Basic, no cost to Departments/Agencies 
(All Departments/Agencies will receive this support form KCIT) 

•  Walkthru of new Information Architecture/Structure and Navigation 
• Site Audit partnership with Department/Agency & KC.gov Refresh Team 
• Analytics and Dashboards (Siteimprove and Google Analytics) 
• New Site Map of Department/Agency 
• Training of Sitecore 9.2 
• Department Homepage/Landing Page 
• Content Strategy Kit

Additional Support/Costs beyond Basic  

• Content Development
• Front-End Development 
• Web Publisher Support 
• Translation Costs (6 languages) – All Department/Agencies will be required to have their pages translated in the following 

languages:  Spanish, Chinese, Vietnamese, Korean, Russian and Ukrainian 



Q&A 



GOING FORWARD

ACTION ITEMS 

FROM TODAY’S 

MEETING

1

RECOMMENDATIONS 

FOR FUTURE TMB 

MEETING TOPICS

2



CLOSING 
REMARKS



APPENDIX 



CONTENT CLEANUP STEPS 



CONTENT CLEANUP STEPS CONT. 



CURRENT SITE MAP – STEP 1 



CONTENT AUDIT SHEET – STEP 2



CREATE PAGE BLUE-PRINT– STEP 7&8
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Project Review Board 

PRB STAFF REPORT Date: January 2020 

Project Summary 
Agency: KCIT 
Sponsor: Tanya Hannah 
Project #: 1134308 
Project Name: KC.Gov Web Presence 
Project Manager: James O’Neal/Shiuli Saha 
Funding Release Request #: 1 
For Phases: Planning, Preliminary Design, Final Design, Implementation 
Final Planned Release (Y/N): N 

Funding Type: Amount Requested for Release: Funds Remaining After This Release: 
Capital $ 1,346,326 $ 0 
Grant $ 0 $ 0 
Operating $ 0 $ 0 
TOTAL: $ 1,346,326 $ 0 
Contingency $ 224,388 $ 0 

Project Scope: King County Information Technology (KCIT) Kingcounty.gov Web Presence project will upgrade the 
obsolete version of the SiteCore platform used by the County for managing content on its kingcounty.gov website. The 
platform is used by over 200 county staff to create and manage webpages on the County website. Archiving and content 
cleanup are outside of the project scope. The project scope and duration are only for the upgrade, which will enable future 
content cleanup and archiving activities. 

 HEALTH 

Benefits - PSB Assessment: The primary benefit category for this project is Category 3 "Maintaining service levels by 
replacing or upgrading older technology." 

The project will also improve operational efficiency and external/public services. Specific benefits and measures include: 
 People with disabilities will be able to consume and navigate KC.gov with access to more content and improved

results from assistive technologies than is available today.
o Measure: Reduction of pages with issues found as well as reduction of the issues

 Most content in KC.gov will be in compliance with ADA requirements.
o Measure: Significant reduction of pages with ADA compliance issues.

 Reduced time on break-fixes that need to be run outside of the business hours in order to keep the platform
running

o Measure: Staff hours per quarter spent on break-fixes
 Users will be able to find information more easily, spending less time looking for it.

o Measure: Reduction in the number of web pages published.

 Recent Scope Changes: The project is reporting Green for Scope. 
There are no scope changes identified by the project.   

Schedule: As per PPM Pro 

Initial Schedule Current Schedule Baseline Schedule Number of Rebaselines 
2/11/2019 – 7/1/2021 2/11/2019 – 7/1/2021 N/A N/A 

The project is currently in Planning Phase.  Project is reporting Yellow due to the following reasons: 
 Crucial resource left the County at the beginning of the project

Technology 
Governance 

Appendix B
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 Delay in groomed backlog, or full list of high level requirements 
 Delay in getting alignment in MVP scope and definition and signoff from leadership 
 Delay in delivery of High-level requirements/backlog/deliverables 
 Time needed to hire project key roles: UX/Design Lead, Content Manager, and additional delivery team 

members 
 Key resources were allocated to other projects 
 Delay in contract negotiations with Avanade to acquire Sitecore developers 
 

 Budget - PSB Assessment: The project received $1,346,326 in the 2019-2020 biennium. 
 

Life-to Date Expenditures are as of January 30, 2020. 
 

Budget Life-to-Date 
Budget 

Released 
Funds 

Life-to-Date 
Expenditures 

% Budget 
Expended 

Unexpended 
Released Funds 

Funds Available 
for Release 

Capital $1,346,326 $ 0 $ 597,817 44% ($ 597,817) $1,346,326 
Operating $0 $ 0 $0 0% $0 $0 
Grant       

Total $1,346,326 $0 $ 597,817 44% ($ 597,817) $1,346,326 
Contingency $224,388 $ 0       $224,388 

 
The project is reporting Yellow for budget.  Contributing factors identified by the project include high than expected 
costs for vendor resources for the Sitecore platform and delay in schedule and MVP vision and requirements.   
 
The project is out of compliance with PRB guideline by overspending PRB allowed expenditures prior to the first 
funding release request.  This has been discussed with the PM and sponsor several times over last several months 
and escalated to the CIO. 
 
The project is making a request for additional funds in the 2021-2022 3rd omnibus.  The amount of the request is 
still TBD and expected to be provided on March 6, 2020. 

 
PROGRESS  (Deliverables from Previous Funding Release) 
 

Deliverables from 
Previous Funding Release 

Number of Planned Number of Completed 
N/A N/A 

 
This is the first funding release.  The project has completed initiation tasks: steering committee, project charter, 
project plan communications plan, signing of first MVP scope, data analysis of CRM, Traffic, search data, voice of the 
customer surveys, preliminary visual designs, set up of technical environment and infrastructure. 

 
READINESS  (Plans Supporting this Funding Release) 

 
MS Project Schedule for This Funding 
Release: Assessment: 
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 Named resources 
 Resources not over-allocated 
 Task durations within 5-10 days 
 Task completion indicated 
 Predecessor relationships established 

 The project manager provided an MS Project file from 2/18/2019 – 
7/30/2021 

 Sprints are defined by schedule.   
 Access to ADO was provided to PRB staff.  Per the scrum master, 

sprints started in Feb 2020 and nine stories have been delivered.  
Prior to Feb 2020, there is no documentation in ADO of work items 
that have been delivered.   

 Per the scrum master, the product backlog is still being reorganized 
by product owner.   

 No assigned resources in project plan.  The project manager has 
provided a list of scrum team members. 

 The project manager has provided a high level roadmap which 
indicates an MVP delivery in July 2020, followed by Waves each 
quarter through 2021 for departments to move to new website. 
Department order not yet defined. 

 
Issues for Board’s Consideration 

 
1. Over expenditure of funds: The project has overspent the allowed amount to be spent prior to initial funding 

release request. This has been raised to sponsor attention. 
2. Open Critical Success Factors status: 

1. Include approach and design to “Archive/retire/clean up” agency web pages before porting to the new 
platform in coordination with RALS – Records Management 

– The project does have a draft plan (in progress) and will be working with and providing the 
agencies a recommended content cleanup and migration plan to the new Sitecore 9.x instance.  
However, separately a specific plan to direct each department on how they should be cleaning or 
saving their content will be and should be (as far as I know) up to those departments to comply to 
the counties standard record retention policies – Target Date Q3 2020 

2. Project Schedule/Duration to include agency migrations 
– At present the current project schedule in PPM Pro, and the one captured in the project SharePoint 

does not include specific line item activities for each department and when they will migrate.  I 
expect this schedule will be developed out later in the project once the content strategist that’s 
been hired for the project has been on-boarded. Target Date Q3 2020 

3. Provide to PRB a clear scope statement what the project will provide to agencies and agency 
migration/clean up schedule and estimated effort  

– A charter was provided and does not indicate the agency migration/clean up schedule.  Target 
Date Q3 2020 

3. Risks/Issues: The project has provided the risk register. Risks/issues are logged in PPM Pro. 
1. Avanade Contract - Finalizing contract and resources 

– Recovery plan: Working to secure resources 
– Target end date: 2/14/2020 

2. First Funding Release: Overexpenditure with no released funds from PRB 
– Recovery Plan: 

 Complete the following activities and tasks: 
o Acquire first MVP scope, dates, and definition (completed 1/10/2020) 
o Acquire minimal backlog or list of project requirements (in progress, ETC 

1/24/2020) 
o Finalize spending plan (in progress, ETC 1/27/2020) 
o Align with additional project budget needs with the leadership team (planned, 

ETC 1/29/2020) 
– Target end date: 1/31/2020 
– PRB staff received the funding release request 2/4/2020, with many open questions regarding 

what was delivered with money already spent, what is planned to be delivered going forward 
(product roadmap), status on CSFs, and what is needed from a budget perspective to complete 
the work.   
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 The project has defined the first MVP scope as: 
o Homepage and navigation organized by topics versus departments 
o Multiple Language Capability  
o Tasks that a King County resident can complete 

 Public Records Request 
 Jury Duty 

 The project has recently started using ADO for tracking backlog items and started 
sprints as of February 2020. 

3. Multiple Roles: Product Owner, Business Analyst, Change Management = Same Role; Technical Lead, 
DevOps, Administration, Back-end development = Same Role 

– Recovery Plan: 
 Request to resource leads for additional resources 

– Target end date: 1/15/2020 
4. Multiple Roles: Technical Lead, Dev Ops, Administraiton and Back End Development = One Resource 

– Recovery Plan: 
 Chirag Patel from Avanade will play the Tech Lead Role and additional Back-end 

Developer will be brought in.   Still need to finalize Avanade Contract. 
– Target End Date: 1/31/2020 

5. Product/Program Road-map, and Backlog Development: The Projects Backlog and the Request for 
Proposal (SOW) completion are dependent on the UX/Visual Design/User Research Deliverables 

– Recovery Plan: The first Q2-Q3 MVP (critical path) is in progress.  A consultant has been hired 
to facilitate and acquire the first MVP vision.  The first MVP and the UX Deliverables should 
provide sufficient detail to begin Sprint Planning, Sprinting and then Development.  Product 
Roadmap deliverable is TBD 

– Target end date: 1/31/2020 
6. Additional Infrastructure - Application Gateway.  The additional infrastructure requires alignment 

with IT teams outside of the core delivery team.  This potentially extends the completion of the KC.gov 
infrastructure design an additional 30-60 days to implement. 

– Recovery Plan: Included in ART presentation (pending final approval) and engagement with 
infrastructure teams has started. 

– Target end date: 2/14/2020 

Funding Release Request  
 

Findings  
1. This funding release is for 1,346,326 including all contingency. Need breakout by cost category 

o County staff costs 1,346,326  
 Vendor 
 Staff 
 HW/SW 
 Other 

2. The project is planning to request additional appropriation in the 3rd omnibus.   
3. The project plans to release the MVP in July 2020.  The CIO /PSB Director have given permission for the project 

to spend over current appropriation (1.346M) and true up during the 3rd omnibus. 
 

Staff Recommendation for Board’s Action:  TBD, with conditions: 
 

 

Approval:  This staff report is being submitted for CIO/PRB review and approval via PPM Pro. The record of 
PRB/CIO approval can be found in PPM Pro. 
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