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DATE OF IMPLEMENTATION/ADOPTION: .lull/ 7n13

(Must have been implemented at least one year - on or before July 1, 2014)

PROJECT STATUS: X Ot1g0111g One-time only

HAS YOUR DEPARTMENT PREVIOUSLY

SUBMITTED THIS PROJECT? Y@S X NO

EXECUTIVE SUMMARY: Describe the project in 15 lines or less using Arial 12 point font. State clearly and concisely what
difference the project has made.

The Flood Fund Budget Allocation Tool (FFBAT) is a database system created to
manage the Los Angeles County Flood Control District Fund Budget (Flood Fund
Budget), one of the largest budgets in Los Angeles County Department of Public Works
ranging from approximately $240-$270 million annually. Previous to the FFBAT, the
budget information was collected by email and entered into a formatted Excel
spreadsheet. Due to the complexity, detail, and number of functions, line items and
divisions being tracked under the Flood Fund Budget, a custom database was
developed with County Public Work's Information Technology Division. FFBAT supports
accurate and efficient data collection and data analysis, which helps create
transparency. All budgets under the Flood Fund budget are tracked by this custom
database providing both detailed information for budget flexibility as well as top level
reporting capabilities for Senior Management to utilize when making budget decisions.
FFBAT provides up-to-date budget information. It also interfaces and complements the
LA County accounting system eCAPS, strengthening Public Works' ability to manage
funds.
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$ $1,913,600.00 $ $1,913,600.00
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SUBMITTING DEPARTMENT NAME AND COMPLETE ADDRESS TELEPHONE NUMBER

Department of Public Works (626) 458-4327
900 South Fremont Avenue
Alhambra, CA 91803

PROGRAM MANAGER'S NAME TELEPHONE NUMBER

Christine Quirk (626) 458-4327
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Challenge:
LA County Flood Control District is required to manage a large complex budget
supporting hundreds of projects operating under multiple groups and divisions.
Accurately tracking detailed and constantly changing budget information from
multiple sources was an enormous challenge for the small funding support group
assigned to this task. Utilizing Microsoft Excel and email to coordinate this effort did
not serve the County well. The requirements of the Flood Fund, and the number of
Function Managers, divisions, and layers of fund tracking made it exceedingly difficult
to manage the Flood Fund budget data using a spreadsheet. The Flood Fund Budget
spreadsheet had more than 100 columns to represent divisions and accounting
codes and more than 100 rows to represent fund level with up to 20 projects in some
of its 89 Functions, under 17 Categories and within its 10 programs. Additionally,
changes to the budget made through fund manager's emails proved time consuming.
It was often difficult to know if alb requested changes were reflected in the current
budget. A solution was needed to adequately address the large size of the budget
and the need for it to accurately reflect authorized funding to respond to management
queries, support payments, and inform operating Function Managers.

FFBAT was created to meet all these challenges. It will support the initial budget
creation process which typically starts a year and a half prior to the next Fiscal Year.
It will also allow budget adjustments and fully record these adjustments. It also
interfaces with eCaps to capture data on actual expenses. This real time live budget
and expenses platform provides accurate and updated information that enabled the
Flood Fund Programing Group to easily review all encumbrance requests and make
sure these requests do not exceed the budget. FFBAT also provide budget records to
facilitate the development of future budget.

Solution:
The funding support group worked with County Public Work's Information Technology
Division to create an in-house database with functionality that supports the budget
requirements of the Flood Fund. The parameters of the system were strategically
planned and implemented. Well thought out data fields support extracting data at
different levels for increased reporting and tracking capabilities as well as allowing for
more sophisticated access and approval controls. The application was designed not
only to support accurate and timely data collection but also as a tool for analysis and
reporting to Senior Management. An in-house system is more customized to County
Public Works' unique needs than an off-the-shelf package and can be more easily
enhanced if either Los Angeles County Flood Control District (LACED) policies
changed or additional requests were needed by the LACFCD.
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FFBAT serves many customers that work with the Flood Fund. The Chief Executive
Office, the Director of County Public Works acting as the Chief Engineer of the Flood
Control District, the Deputy Director serving as the Fund Manager the Flood Fund all
counted on the Flood Fund Program Group utilizing the FFBAT to provide accurate
fiscal and budget information to enhance their decision making process.

Setting up a database which stores information such that it can be extracted at
different levels to either consolidate or zoom into detailed source information is
important to being able serve the diverse groups of DPW staff. Each group will use
this information for their decision making. For example, at the detailed level, Flood
Fund Program Group needs to know if the funds are authorized through the budget in
order to approve payment on an invoice. Meanwhile, the Function Manager needs to
know the funds available in their authorization level to be able to complete a project.
The Flood Fund Program Group also utilize it to authorize fund movements between
Function groups to keep a balanced budget and the Deputy Director needs to review
the allocation by division within the total funding authorized by the Board of
Supervisors. These tasks can be done simultaneously through the database.

Financial data stored in a database is also more reliable than data stored in an excel
spreadsheet. A history of budget changes can be traced in the database so there is a
clear trail on each sub-budget. Errors in the data can be caught earlier in the review
process, as reports reveal data deviations faster than Excel. The database is
accessible to the Function Managers, who can revise their budgets within their
authorization. This adds more empowerment to the Function Manager by giving them
direct control over their funds. Budget funds moved between different Functions is
controlled at the fund support group, based on their authorization to keep the overall
budget is in balance, as is required. The database gives users access based by their
role, including read-only access for sharing but not altering budget information.

Benefits:
FFBAT Benefits include:
• Efficient high volume data collection from multiple sources in a controlled

environment

• Provides up-to-date budget based on current user data

• Accurate data storage and collection tool compared to excel; which is subject

to error including data entry errors, formula errors, compounded by the
volumes of data collected over long periods of time.

• Better oversight of the sub budgets in Flood Control Fund. All updated sub-
budgets can be pulled up quickly at any time and do not require manual
calculation.
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• A model to other LA County budget managers for budget development and
analysis, as well as the database created.

• FFBAT is scalable, e.g. can be expanded or adapted to manage other
complex budgets in LA County

• Stronger fiscal management controls so funds are spent only within
authorization

• Data analyses through a reporting function to better support budgeting.
Reporting ability to find deviations and correct errors, comparisons of data
over periods of time, comparing different programs, divisions or project budget
allocations

• More data presentation options targeted to different audiences

• Greater transparency in the budget process since change requests no longer
reside in emails but are captured in a database accessible to all authorized
staff.

• Budget data can be easily shared with new staff since it is not stored in a
spreadsheet or requested through individual staff email but is available
through the database. This applies to staff supporting the budget process,
fund managers or budget reviewers.

• Audit trail with the ability to check when data has last been updated. This is an
improvement over Excel where you need to check if the spreadsheet is the
latest version.

• The funding support group can better spend their time analyzing information
and checking if fund managers are giving complete updated information rather
than processing and manually creating requested reports in excel.

• Increased understanding of how funds are used and needed for projects
within the division for better planning purposes.

• FFBAT monitors budgets through quarterly expenditure estimates interFacing
with Accounting system eCAPS so problems can be caught early

• More efficient use of the limited resources in LA County to meet the increasing
public services of the Flood Control District.

The FFBAT is a budget tool developed in-line with the County of Los Angeles' first
Strategic Plan Goal of Operational Effectiveness/Fiscal Sustainability that maximizes
the effectiveness of process in our operation, focusing on strong fiscal management
to support timely delivery of efficient public services.
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Cost Avoidance: Costs that are eliminated or not incurred as a result of program outcomes.

Cost Savings: A reduction or lessening of expenditures as a result of program outcomes.

Revenue: Increases in existing revenue streams or new revenue sources to the County as a result of program outcomes.

(1) (2) (3) (1) + (2) + (3) SERVICE
ACTUAUESTIMATED ACTUAL/ESTIMATED ACTUAUESTIMATED TOTAL ANNUAL ENHANCEMENT
ANNUAL COsr ANNUAL Cost SaviNGs ANNUAL REVENUE ACTUAL/ESTIMATED PROJECT
AVOIDANCE BENEFIT

$1,913,600.00 $ $1,913,600.00

ANNUAL= 12 MONTHS ONLY

Estimated or Actual Benefits: Describe the annual financial benefits.

As indicated in the above comments and statements, one of the greatest benefits of the
development of the FFBAT is the labor time saved by DPW staff that utilizes the Flood
Fund to provide and track public service. The amount of staff labor hours saved is quite
substantial. A total of 23 Divisions have Flood Fund allocations and utilize the FFBAT.
It is estimated that FFBAT enables an average reduction of approximately 160 hours
per quarter of staff time in comparison with the old methods of using Excel files to
prepare and record the budget adjustments, the quarterly estimates to close and the
monitoring for budget over run. Using the billing rate of an Associate Civil Engineer of
approximately $130 per hour, the total savings per quarter would be $478,400 or
$1,913,600 annually.

With better tracking capabilities, funding requests, adjustments and approval
authorizations are now integrated into FFBAT, reducing the amount of time needed to
send and read numerous emails, and the number of hours completing manual entries
for requests and adjustments into a large Excel spreadsheet that is subject to file
glitches and human error. Now the hours that are saved can be spent more effectively
and efficiently by focusing more on the operations of the Flood Fund and less on the
manual data entry of budget related work.
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