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	Introduction


Government organizations throughout the United States are implementing new automated administrative systems to gain the benefits of information integration, timely access to data, and improved more efficient business processes. However, the challenging economic environment and shrinking budgets facing senior executives and governing boards today require that proposals for investment in new technology be supported by a needs assessment analysis that can substantiate any future technology investments. Some of the typical metrics used to support this type of analysis, such as Net Present Value (NPV) and Return on Investment (ROI), are especially difficult to calculate in public sector settings because of the “public goods” aspect of service delivery and difficulty quantifying intangible benefits. Nevertheless, a thorough analysis of business case factors can help the decision makers at Broward County (“the County”) to understand the overall business value of implementing an enterprise resources planning (ERP) system.

 

Today, more than ever, public managers are realizing that new technologies such as ERP systems can enable organizations to process transactions more efficiently and effectively. ERP systems, for example, integrate all facets of the business across all departments and functional processes. This capability provides significant advantages over legacy financial and administrative systems, which are often comprised of a variety of separate systems and databases that perform the various accounting, payroll, and maintenance operations tasks within an organization. Using separate, non-integrated systems requires expensive and inefficient manual intervention to perform transactions. Modern ERP systems can also reduce the complexity of accessing, viewing, and managing the vast sums of information collected and disseminated by public sector agencies. In addition to creating new opportunities for reshaping core internal functions, such as how accounting, purchasing, and payroll activities are performed, these systems also enhance the ability of how public sector agencies conduct business with external stakeholders, such as customers and suppliers.  As a result, public sector management is being transformed.

Although modern technology can provide public agencies with tremendous opportunities and benefits, the cost and magnitude of these initiatives require careful consideration and planning. The technology strategy and choices of an organization can have a long-term and lasting impact. This report presents results from a systematic assessment of the County’s administrative systems.

1.1 Background

Broward County is one of the country’s largest counties; with 410 square miles and a population of almost 1.8 million people.  Its approximately 7,000 employees work together to provide a broad range of services: property assessments, tax collections, law enforcement and fire rescue protection, maintenance of streets, highways, bridges and traffic signals, parks, libraries, airports, a seaport, a convention center, water and sewer systems, transportation, environmental protection, urban planning, economic development, and other community and human services.
  As part of the County’s mission to “create an environment where our business operations can continuously enhance our global competitiveness,” the Government Finance Officers Association (GFOA) was engaged to provide a needs assessment of the County’s financial and human resource related technologies and operations.

The project’s scope was limited to the modules listed in the County’s scope of work:  General Ledger, Budget Development and Management, Accounts Payable, Accounts Receivable, Procurement, Project & Grant Accounting, Payroll, Human Resources, Benefits, Cash Receipting, Investment Management, Capital Assets, Inventory, Document Imaging, and Maintenance Management.

1.2
Project Methodology

The focus of GFOA’s work was to provide the County with systems and business process analysis supplanted with past GFOA research and our membership network. This phase of our work focused on the identification of unmet needs between the use community and the existing enterprise systems, Advantage and Cyborg.  The core components of this phase included:

1. Strategic Planning/Visioning: GFOA worked with County executive staff to identify executive needs and future enterprise system goals.

2. Functionality & Technology Assessment: Conducted over the course of three separate visits, GFOA met with County staff to:

· Conduct seventeen end user focus groups (based upon functional area) designed to identify current operating procedures, systems utilized during the course of operations and the identification of gaps in County business processes.  

· Conduct twenty-seven system observations in various County departments whereby consultants physically observed staff completing work utilizing the various legacy support systems.  These observations are meant to provide clarity to issues identified in the focus groups as well as identify other issues not discussed previously.

· Validate high-level findings for inclusion in this report. Thirteen validation presentations were developed, disseminated to County staff and discussed in detail with the focus groups.

· Also included in this phase was the distribution of eighteen surveys by functional area to County staff. Surveys provide staff with a confidential method of providing feedback to GFOA consultants and are used throughout the interviewing process. Table 1.1 presents a summary of the surveys distributed and the number of respondents (The full results of these surveys are presented in Appendix 2 of this report).

Table 1.1: Summary of Surveys Distributed

	Functional Area Surveyed
	Number of Respondents

	Fixed Assets
	8

	Purchasing
	16

	Budget Preparation and Control
	15

	Human Resources
	7

	Treasury/Cash Management
	6

	Time and Attendance
	7

	Accounts Receivable
	11

	Cash Receipting
	6

	Payroll
	13

	Accounts Payable
	7

	Benefits
	3

	Technology
	4

	Fleet Management
	2

	Grants Management and Accounting
	4

	Inventory
	4

	General Ledger
	14

	Project Accounting
	1

	Work Orders
	3

	Total Respondents
	131


3. ERP Software and Best Practice Research: GFOA staff conducted market research on software solutions most likely to meet the needs of the County.  In addition, staff interviewed other jurisdictions of comparable size and function to identify ERP systems utilized, staffing, and problems encountered.  Further, we surveyed other jurisdictions to determine the structure of IT governance (how projects are selected, which staff are involved in decision making, etc.) to provide the County with a comparable basis for decision making.

1.3 Project Objectives

In order to provide the appropriate framework for the County, some of the key issues that the GFOA sought to address during the evaluation of the existing system included the following:

Process & Data
How well do the existing business processes work and support the County’s operations? Are transactions efficiently processed in the system? Can staff readily check the status of transactions and access data in a real time manner? How complete, accurate, timely, and accessible is the data to support planning and decision-making regarding programs and services? Do the underlying administrative systems support the desired business processes? To what extent is the system tightly integrated to enable the exchange of data between core functions?

Efficiency of Operations
Do the County’s administrative functions consume an unwarranted amount of resources? Is it possible to improve operations to redirect resources to more value-added activities?

Customer Service
Do the current systems meet the needs of key stakeholders such as the Board of Commissioners, County Administrator, the CFO, the CIO, department directors, operations personnel, professional staff, and external parties, such as auditors, citizen organizations, granting agencies, and the media? 

Support of Business Goals
Can the County’s administrative systems support its business objectives? Do the systems enable departments to capture the required information within the system? Can departments utilize the systems to track performance data regarding personnel, programs and services? Do the systems generate reports that are useful for planning and decision-making? Can the administrative systems support the desired changes to operations and service delivery?

Technology
Will the existing technology structure and the administrative systems adequately support operations for the near and long-term future?

1.4
Summary 

GFOA was engaged by Broward County to provide a review of business and technological functions in the financial and HR areas. In the upcoming chapters of this report, we present the findings
 of our functional analysis, cost estimates based upon vendor inquiries and GFOA experience in the ERP market, and make recommendations for County action.  The findings, recommendations and research are based upon the methodology described within this chapter. 

	Chapter

2
	
	Functionality Assessment


This chapter evaluates the current financial management, human resources, payroll and other administrative systems from a functional perspective. The analysis is based on the results of interviews and group discussions with County staff, survey data, industry research, and system observations completed by GFOA consultants.

The key objectives of the GFOA’s research were to learn how the various systems work together, to determine the extent to which the organization’s needs are being met by the current systems, and to identify the unmet requirements that any future enterprise system must address. By analyzing the current system, GFOA believes that the County will be better prepared to establish strategic priorities in deciding whether to embark on a systems replacement system project. 

This chapter provides an overview of the system-wide issues that were identified by end-users, and then presents an analysis of each individual functional area.  The assessment of the functional areas focuses on analysis in two specific areas: 1) processes and, 2) technology.  This process analysis is meant to identify both strengths and weaknesses of current operations, any complications with current procedures, and the identification of any issues noted by staff.  Oftentimes, these issues are related to the organization, not necessarily the technologies available, and their resolution can be made through process re-engineering, the adoption of uniform polices/procedures, and various other organizational change activities. The technology analysis focuses on data redundancies and the proliferation of standalone systems as well as their impacts upon the processes available.

In each of the functional areas, we provide an assessment of the processes and technology as well as a listing of all the known systems currently in operation for that area.  It should be noted that these are the systems that were reported to GFOA in the end user focus groups, surveys and system observations.  There may still be other systems in operation that have not been identified by GFOA staff.

2.1 
Inventory of Current Systems

Since 1998, the County has been operating its financial transactions on the AMS now CGI-AMS Advantage system and its human resource applications have operated on the Cyborg system.  In addition to these two prime systems, the County utilizes a series of standalone applications for other business functions. Standalone applications may be custom, in-house developed systems, Access databases, Excel spreadsheets or best of breed applications, which are not fully integrated with the Advantage or Cyborg systems.  Many of these standalone systems store fragmented and duplicate data. Further, the detail retained in the standalone systems is often more detailed than the data housed within the primary financial and HR systems.  Finally, reporting from these standalone systems is rarely real time and requires at least some technical knowledge. Therefore, the ability to generate reports is often dependent on experts from within the department or staff from the IT Department.

As the County operates on dozens of separate and standalone systems, we have presented the full listing in Appendix 1 of this report.  A truncated version (by functional area) is presented at the end of each functional section analysis.

2.2 
Summary of Key Findings

While the current technology environment supports the daily needs (vendors and staff are paid, financial transactions processed) of the County and supports the ability of end users to accomplish their responsibilities, the current system structure has left the County with many challenges. The following points summarize the key functional weaknesses and overall deficiencies regarding the systems and processes that support financial management, human resources, payroll and other County administrative functions.

Lack of an Enterprise Vision for Technology

With a County the size of Broward, it becomes difficult to coordinate all technology needs, procurement and development across the enterprise.  This is a problem that is experienced by other governments of similar size.  However, to combat this problem, some jurisdictions will develop an enterprise vision for technology that provides guidelines (and, at times, a governance structure) for when it is acceptable to add additional systems for functions not met by current technology.  Currently, the County does not have such a policy in place; there does not appear to be an overall systems development and integration plan defining how all systems interrelate to meet business needs.  This results in a proliferation of standalone systems (as evidenced in Appendix 1), a lack of system integration and real time data availability (discussed in the following section).

Lack of System Integration and Real-time Data

As stated earlier, the County utilizes Advantage for its financial transactions and Cyborg for its HR and Payroll functions.  While it is an acceptable approach to have separate systems for financials and HR, at the County there is no real integration between these systems. The transfer of data that occurs between the systems requires manual intervention by the Office of Information Technology (OIT). Furthermore, many of the County’s business functions are supported by a series of independent systems, which results in inconsistent access to information. Data lacks timeliness, and therefore reliability, stemming from the inability to directly access the required systems and inflexibility in the extraction and reporting of information. Finally, data that is transferred between the systems is predominantly at the aggregate level, forcing users to go to the primary system to obtain transaction detail.  

Inefficiencies Due to Redundant Data Entry and Manual Processes

The existence of multiple standalone systems (e.g., Kronos, Maximo, Maximus) and reliance on desktop applications like Excel and Access inevitably results in inefficient business processes. Disparate information systems result in redundant data entry efforts because information is taken out of one system and entered into another. Even when data can be directly downloaded via automated means, the organization of data and formatting requires significant effort. As a result, many of the transactions tracked in detail at the standalone system level are only added to Advantage at the summary level (an issue which will be discussed in depth later in this report). In addition, there are still a host of manual processes that support certain business functions. In a number of cases where standalone systems and desktop applications are now being used it is possible that the Advantage or Cyborg system could support these functions, but the analysis needed to accomplish this has not been done. 

Lack of User-friendly Interface

The County’s current financial and human resources systems do not provide end users with an intuitive and integrated experience across common transactions. With few exceptions, end-users across all business areas stated that the current system was cumbersome and not user-friendly. Many of the individuals interviewed and/or surveyed expressed great frustration with the current system processes as well as an unclear understanding of what system functionality is available.  Further, the systems lack sufficient querying tools and most departments rely on the accounting or IT department to develop and provide non-standard reports.

Advantage Reporting Tool is Substandard for Staff Needs omitted
The County is faced with a number of mandated reporting needs. The standard reports that are available within the Advantage system
 do not meet the overall needs of the County. In fact, according to the infoAdvantage User Manual, the system provides for only 30 “built-in” reports covering the areas of accounts payable, accounts receivable, cost accounting, general accounting, utilities and fixed assets.  As a result, staff have spent many hours working to develop customized reports to meet their needs. Further, many departments are maintaining separate spreadsheets in order to meet the day-to-day informational needs of the County and its reporting agencies. 

Lastly, staff across the enterprise detailed significant frustration with the Advantage reporting tool infoAdvantage.  Many do not feel that they sufficiently understand the workings of the system to utilize it.  The infoAdvantage User Manual focuses on the technical aspects of creating reports and does not provide the user with any information regarding the different “universes” from which data can be pulled.  Many found that similar data can reside in multiple universes and expressed confusion in trying to determine from where to pull data
.  

Some Facets of Advantage and Cyborg are Not Utilized

In some instances, GFOA consultants identified areas where functionality on Advantage and Cyborg was available but not implemented.  For example, accounts receivable, three-way matching and payroll calculations are all within the capacity of the current systems but are never deployed as a result of internal decisions. Specifically, Accounting Division staff indicated that other jurisdictions had great difficulty utilizing the receivables system on Advantage.  They also described the effort that the County undertook in order to try and make the system produce invoices, to no avail.  On the matching side, staff indicated that this function was attempted in the 1990’s and had a significant negative impact on the vendor payable process.  They have monitored this issue but have not been willing to risk the vendor payment process again.  Lastly, payroll staff indicated that Cyborg does have the capability to auto calculate payroll raises.  However, a decision was made not to purchase this functionality.

While the reasons for not implementing facets of the different systems may be valid, the concern is that the County has a technology that does not meet all of their needs.  As a result of these decisions, separate systems have been procured or developed, lacking necessary interfaces, in order to maintain this data.  In the instance of matching, it is an entirely manual process (as discussed in the upcoming Accounts Payable section), where paper is retained in accordance with County guidelines with consequent additional financial costs.

County Dependency on Paper 

Executive and end user staff provided substantial detail on the amount of paper that is being retained through all of the functional areas reviewed here.  The State provides very clear guidance (as evidenced by General Records Schedule GS1-SL) on the types of records to be retained as well as the length of time on retention.  However, the situation is complicated by the fact that the County does not have a current policy in place that delineates the “owner” of certain documents.  For example, most governments will designate Human Resources as the “owner” of personnel records.  Any substantive actions or documents required to be maintained in the file would be sent to HR for retention.  This is the file that would be archived in accordance with guidelines.  In Broward, there is no “master” personnel file.  In fact, a minimum of three separate personnel files currently exist: one in HR, one in Benefits, and one in the department where the employee currently works
.  Each of these files may have duplicative information and each are retained in accordance with GS1-SL guidelines; consuming both physical and financial resources. 

Complicating this issue is the fact that document management capabilities on Advantage are not utilized
.  Staff indicated that while this capability exists, it is difficult for a user to discern whether or not a document was attached to an electronic file and as a result, paper was maintained.  However, staff also noted that this feature has been enhanced in the upcoming Advantage 3.6 upgrade (whereby attachments are clearly identified) though no policy has been formulated regarding the usage of this feature as the primary document to be retained.

Heavy Reliance on the Information Technology Department

The County utilizes a number of stand-alone systems. To meet the ever-changing needs of government, it is often necessary to add a field or function or tweak a transaction process. These minor or major enhancements to systems must be prioritized and handled by an IT Department whose resources are stretched as a result. Additionally, most reporting requests must be handled by IT staff, meaning that there is often a delay in getting necessary information, and several staff reported difficulty in receiving the necessary reports at all.

Insufficient Marketing and Program Management of the Core Systems

Most agencies implementing ERP systems will utilize full-time (both short and long term) project managers for the project in order to oversee the implementation, training, utilization and marketing of the systems.  Currently, the County does not employ such a mechanism.  Any implementation work that is done is completed by current staff with other business responsibilities.  Throughout the course of the end user focus groups staff indicated many times that functionality was available but they “didn’t have time to implement.”  This strategy points to competing priorities being the deciding factor when trying to implement changes to the system.  This is further illustrated in the training programs that are offered, particularly on the Advantage side.  As a result of staff demands, system training has been delegated for most financial activities to the individual units; potentially causing issues on quality control.  While the Purchasing Department has continued to train new entrants to the organization on system functionality, they have had to reduce training from three days to (2) ½ day sessions due to time constraints.

Additionally, many departments were also unaware of current functionality within the system.  In the focus groups, many users were surprised that Advantage provides cost accounting functionality.

2.3
Analysis of Current Systems by Functional Area

General Ledger & Governmental Reporting

There are ten main weaknesses in the area of general ledger: 

· Governmental reporting, i.e., CAFR & GASB-34, is done outside of the system;

· Technical difficulties with operating a year end close in the Advantage system;

· Limitations of document types in Advantage;

· Conflicting information is often presented to the user regarding journal vouchers that are classified as insufficient funds;

· No integration between general ledger and budget systems;

· Reversals, recurring and automatic journal entries are not utilized;

· Out of balance fund estimated revenues and appropriations;

· Cumbersome system reporting; automatic reporting does not exist, forcing County staff to write parameters on system reports, although once new reports are defined with these parameters they can be saved;

· Extensive time and effort needed to research where errors have occurred; and,

· An out of date chart of accounts that does not support all of the organization’s needs.

All standard governmental reporting, specifically, the Comprehensive Annual Financial Report (CAFR) and Governmental Accounting Standards Board (GASB) 34, requires staff to execute a download of Advantage system data into Excel.  Once the data is in Excel, staff manipulate the data to meet its information needs for each of the required reports.  Currently, there is not a report available in Advantage 3.2, which would simplify reporting by allowing the user to work within the system.  

Accounting staff expressed satisfaction with the ease of month-end close.  The Accounting Department will close each month eleven business days after month-end; as compared to weekend closes that were necessary under the previous LGFS environment.  While month-end closings are easy for staff, year-end closings have taken a considerable amount of accommodation by staff.   

Interviewed staff indicated that in the past, there were problems with documents opening up after closing a year, i.e., a purchase order or other documentation from a closed fiscal year would be “activated.”  In order to control for this, accounting staff have been utilizing the Budget Fiscal Year Staging function as a workaround, where they are able to control which documents are opened.  However, this solution has some additional problems that staff are currently working on resolving.  Specifically, in Budget Fiscal Year Staging, staff can only access simple Journal Vouchers (JV) and not Journal Voucher Advanced (JVA).  County staff utilize both JVs and JVAs for the posting process.  One of the main reasons for utilizing JVAs is the fact that there are not enough event types under JVs: not all event types are described, and to add an event type is extremely complex. Changes to the event type table affect many other tables in the system and require significant patch work
. 

Due to a lack of integration between GL and budget, accounting staff described considerable frustration in identifying the source of errors in JVs that are labeled as insufficient funds (NSF).  Staff described how Advantage will reject the JV and notate which line of the JV that is NSF.  However, upon further examination, staff will find that the line is not NSF and must begin an investigation into which line has negative or zero funds. To do this, staff must exit out of the GL module and enter the available budget screen to identify funds available.  This may be easily resolved when a JV only has a couple of lines; however, when the JV contains 100 separate ledger lines, it becomes increasingly tedious and time consuming for staff to resolve. 

Automatic and recurring journal entries on the Advantage system are another source of process inefficiency.  Staff indicated that while automatic entries are available on the system, the function has not been implemented for use.  When Advantage was first set up, staff tested this functionality and found that getting the entry to work automatically was too time-intensive and CGI/AMS could not answer staff questions regarding the reconciliation of this issue.  As a result, this functionality was not implemented.  To complete recurring entries (in a manual form), staff will copy a template and paste it into the new journal entry. Staff felt that this was easier to complete as opposed to recurring JVs. Staff also indicated that a high level of manual rekeying activity is needed to complete reversals.  As a result, they are not being utilized on the system.  This is an issue that is scheduled to be met through a system fix.

Accounting Division staff will regularly work with the Office of Budget and Management Policy in order to reconcile fund estimated revenues and appropriations.  This reconciliation is necessary because Advantage allows a user to process a budget transaction without having equal debits and credits in the fund.  To rectify, Budget generates a report “Estimated Revenues Compared to Budgeted Obligations by Fund (B200)” in order to identify the out of balance accounts.  This must then be investigated and rectified by accounting staff.

A substantial weakness in the current system is its insufficient reporting capabilities. Staff found that “canned” reports really did not exist on the system: the Office of Information Technology (OIT) had to create all required reports, including Trial Balance, in infoAdvantage.  (One concern identified in the focus group meetings was whether or not these reports would be made available once the County completes its upgrade to Advantage later in the year. To date there has been no resolution on this issue.)  As a result, most management reporting is occurring outside of the system, with staff downloading data to Excel and presenting financial information in the necessary format.

Finally, many different departments indicated that the current chart of accounts (COA) does not satisfy their basic needs. Further, not all departments utilize the COA in the same way: While appropriation unit is a requirement for the COA, one department will utilize a three-digit alpha numeric appropriation unit while another will utilize a seven-digit alpha numeric unit.  Another example is seen in the cost accounting area.  Specifically, the COA is not designed to implement cost accounting and as a result, departments have developed workarounds to achieve this function.  Two departments in particular, the Parks and Recreation Division and the Library Division, require cost accounting that allows staff to track by cost center and sub function.  Since the COA is not currently designed to accommodate this, these divisions utilize the cost accounting module of Advantage.  

However, working with the cost accounting module is cumbersome from time to time.  In the system observations it was noted that staff must reset their cost accounting module annually.  This is due to the fact that the module operates on a multi-year basis while the division is entirely funded by the general fund and does not have multi-year funding.  As a result, this division will dedicate 5-6 people for two weeks straight in order to reset the system.  Until this reset is complete, entries cannot be made to Advantage. Additional effects are seen in other areas: these departments have difficulty developing budgets as the County’s budget is at the summary level while these departments are accountable to County Commissioners at the unit and activity level.

Within each of these weaknesses it has been identified how the staff must expend additional time and resources in order to identify and correct errors, force system reporting, and complete standard governmental accounting tasks. These weaknesses are significant when you consider that the time spent on these tasks could be spent on other issues that would enhance the analytical capabilities of the County.

Table 2.1: General Ledger Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage

	General Ledger
	AMS Advantage
	
	None

	Accruals
	Microsoft Access
	Purchases received but not paid
	None

	Letters of Credit
	Microsoft Access
	Bank Guaranty
	None

	Vehicle Depreciation
	Microsoft Access
	
	None

	NSF Checks
	Microsoft Access
	
	None

	Unclaimed Checks
	Microsoft Access
	Report to the State
	None

	Void Checks
	Microsoft Access
	
	None

	CAFR Reporting
	Microsoft Excel
	
	None

	GASB Reporting
	Microsoft Excel
	
	None

	Financial Reporting
	AMS infoAdvantage
	
	None

	Monthly Variance Reports
	AMS infoAdvantage
	
	None

	Query Tool – Port Everglades
	SPSS
	
	None


Budget Development and Maintenance

Overall, staff in the Office of Budget and Management Policy indicated a high level of satisfaction with the budget process. Some of the strengths noted were: variable security levels, easily imported and exported data, audit trails provide a footprint of activity, and the availability of online budget development. While staff seem pleased overall with the performance of the budget module, there were several areas of process inefficiency noted by GFOA consultants.

Though the annual budget development process is done primarily through the Performance Budgeting module on Advantage and Excel spreadsheets, there are several other systems utilized as well: Microsoft Word, Facility Focus (Facilities Maintenance Division), and Pattern Stream for publishing the document.  The capital improvement budget is completed entirely in Excel.  Performance Budgeting does have a capital budgeting module but budget staff did not see any added efficiencies in this module and decided to continue with the Excel version. 

The chief area of weakness exists in the lack of an interface between the County’s two major systems: Cyborg (for Payroll and Human Resources) and Advantage (financial transactions).  When beginning the annual budget development process, budget staff must work with the Payroll Division to obtain four flat files from Cyborg: the position control file, the employee information file, the position control by job class file and the minimum/maximum salary file.  These files are combined into one Excel document.  This becomes the base personnel estimates for the next budget year.  However, throughout the process staff will add information to the file for a complete personnel cost picture, e.g., benefit data and retirement rate, contract adjustments, etc.  This is a time consuming process that would most likely be eliminated with an enterprise or interfaced system.

Once departments submit their budget requests, the Office of Budget and Management Policy will conduct an analysis of departmental requests.  This analysis is primarily done in Excel.  However, because only the summary level data is presented in Excel, it becomes difficult to know the “story” behind some of the financial information.  For example, if a department submits a reduction in its overall budget, the Excel spreadsheet will show -$1,500.  However, the spreadsheet does not provide the detail for this reduction, you would have to log into Performance Budgeting to identify that the $1,500 reduction was due to the elimination of a contract for professional services.

Capital budgeting (facility maintenance) is another area where staff described a time consuming process.  Staff require approximately three months to complete the process. To obtain financial projections, staff will cost out and schedule all building maintenance for five years, as well as report on past projects.  This data is obtained from Maximus and loaded into an Excel spreadsheet.  This budget goes through several iterations before finalization.

The maintenance of separate, standalone systems creates several problems for budget development in the County: information is spread out between multiple applications, requires additional “data conversion/management support”, does not provide for seamless data transfer, and consumes considerable staff time that could be spent on high and low level analysis activities.

Another area of concern was the lack of performance measurement capabilities in Advantage.  As the County has implemented a countywide performance measurement system (for both budget development and daily operations) the availability of a tracking system is extremely important.  Staff determined that the Performance Budgeting module did not work well for performance measurement and is now examining the possibility of a separate, independent system.  In the meantime, staff utilize Excel spreadsheets for the compilation and maintenance of this data.

One of the main issues identified regarding budget information is that this is not integrated with financial data in Advantage: Approved budget, available budget and expended funds connected together in one integrated fashion is paramount to any enterprise system.  Currently, Performance Budgeting utilizes a data junction to complete a monthly download of financial activity for the County. As described in the previous section, accounting staff must toggle between multiple screens to verify NSF GL activity.  This is a very time consuming process and at times, a drain on key resources.  Budget staff have also been concerned about this lack of integration and have spoken with CGI/AMS staff regarding this problem. CGI/AMS stated that this integration is in development but have not specified a delivery date.

When discussing the system with end users, they were not as satisfied with Performance Budgeting.  Many departments keep separate budgets in Excel because they are not pleased with the system.  Additionally, users are not always aware of changes made to budgets and as a result must re-execute downloads to Excel to manipulate data.

On the budget maintenance side, the biggest complaint from staff was regarding the reconciliation of over-budget accounts.  Once an account posts in the negative in Advantage, the system does not allow a user to reconcile a negative account.  Users must conduct a manual override in order to correct the entry – requiring extra staff and supervisory time to create and approve.

Table 2.2: Budget Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Operating Budget Preparation – Primary
	AMS Advantage Performance Budgeting
	
	Direct interface with AMS Financials on a Monthly Basis via data junction upload

	Operating Budget Preparation – Salaries
	Cyborg
	File extraction: position control; employee information; position control by job class; minimum/maximum salary
	Data junction combines the four files for extraction

	Operating Budget Preparation – Other
	Microsoft Excel
	Downloads of files utilized by Budget & Departments
	None

	Operating Budget Preparation – Other
	Microsoft Word
	
	None

	Operating Budget Preparation – Other
	Pattern Stream
	Publishing of Budget Document
	None

	Capital Budget Preparation – Primary
	Microsoft Excel
	
	None

	Capital Budget Preparation – Facilities
	Microsoft Excel
	
	None

	Capital Budget Preparation – Facilities
	Facility Focus
	
	None

	Capital Budget Preparation – Aviation
	Microsoft Excel
	
	None

	Capital Budget Preparation – Wastewater
	Microsoft Access
	
	None

	Project Budget Preparation – Primary
	AMS Advantage 
	Performance Budgeting
	None

	Project Budget Preparation – Other
	Microsoft Excel
	
	None

	Project Budget Preparation – Facilities
	Maximus
	Crystal reporting used as well
	None

	Project Budget Preparation – Port
	Microsoft Excel
	
	None

	Project Budget Preparation – Aviation
	Prolog
	Primavera utilized as well
	None

	Budget Reporting
	Microsoft Excel
	Maintain budget information and create reports
	None

	Performance Measurement
	Microsoft Excel
	
	None


Accounts Payable

Overall, staff were happy with the processes in place for payment to vendors: Vendors are paid in a timely manner and staff are accustomed to the process.  In fact, vendors themselves indicated a level of satisfaction with the process: In the 2006 Broward County Vendor Survey, 51% of vendors were very satisfied or satisfied with the amount of time it takes to get paid by the County.  While benchmarking data for payables in the government sector are not available, GFOA consultant experience indicates a 69% payment within 45 days or less (43% of which is 30 days or less)
 demonstrates a quick turnaround for vendor payments, particularly given the County’s size. However, there were some areas, either organizational or technological, where potential for improvements were noted.  The following is a summary of these areas:

· The Advantage system does not check for duplicate entries on vendor records;

· Online matching is not utilized; 

· Multiple spreadsheets are used for tracking receivers and payables; and,

· Users, particularly in construction management, indicated difficulty in tracking retainage.

The vendor record creation process is owned by accounts payable staff.  They create the file in Advantage and with two small exceptions
, are the master keeper of the record. However, when creating a new record in Advantage, the system does not automatically check against business name, tax ID number, address, etc. for duplicates to the vendor table.  In order to ensure against duplicates, AP staff must complete multiple name searches of the vendor to ensure that a record does not already exist.

One of the primary advantages to using an automated system is to match invoices and purchase orders for payment.  In this scenario the organization benefits in many different ways:

· Paperwork is reduced;

· Automated files do not get lost as easily as paper files;
· The searching, sorting, and routing capabilities of an automated system expedite the matching process, replacing the paper handling, filing, and routing that are otherwise necessary in a paperbound system;
· The ability to remotely access a central file facilitates information sharing between distant locations, such as purchasing and receiving; and,
· The need for the accounts payable department to rematch and review documents already matched in purchasing or receiving disappears.
In Broward County however, matching in Advantage is not currently used and remains an entirely manual system.  In the County, staff receive items in Advantage, prints the receiver document, attaches a copy of the invoice and/or packing slip and sends it via interoffice mail to Accounts Payable for processing of payment.  None of the automated features or document attachment is utilized in the system.  This adds days to the payment process and significantly increases the amount of paper that is stored by County staff.  
Since the County does not utilize Advantage as a true enterprise-wide system, there are many other systems that are being utilized to manage the payables process.  Some departments will receive items on multiple systems – creating data redundancies (receive in Maximo, and then receive in Advantage).  Also, many of the departments interviewed indicated that they maintain separate spreadsheets to track the documents sent to AP for payment.  Most of the departments stated that they maintain these separate systems in order to track payments, receivers and vendors.  They will utilize these systems to manage vendor and internal inquiries.  Everyone indicated that these shadow systems are maintained because of the difficulty in extracting information from infoAdvantage.

Finally, retainage was a major issue for individuals dealing with construction management.  They identified great difficulty in tracking retainage on Advantage: the user cannot see the balance of a retainage account.  As a result, project managers will maintain Excel spreadsheets to track retainage and payments.

Table 2.3: Accounts Payable Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Accounts Payable – Primary
	AMS Advantage
	
	None

	Check Printing
	Troy
	
	None

	1099 Generation/Reporting
	Convey
	Third Party partner of Advantage
	Flat file

	Accounts Payable - Other
	Microsoft Excel
	Some departments maintain a log of receipts sent to AP for payment tracking
	None

	Receiving – Water and Waste Water
	Maximo
	
	Used to have integration point/lost in most recent upgrade

	Receiving – Facilities 
	Maximus
	
	None

	Receiving - Fleet
	Maximus
	
	None


Accounts Receivable, Cashiering and Cash Management

The primary weakness identified in the receivables area is that there is not a single, enterprise-wide system that is used to provide detailed information on receivables across the County.  Advantage is used only to track summary level data to create the appropriate debits and credits to the revenue and receivable accounts.  The problem with this type of approach is that County executives cannot obtain a realistic picture of receivables by type (only by department or by total) without contacting each individual department.  While the Chief Financial Officer (CFO) receives a quarterly summary of accounts receivable by department, again, it is only at the aggregate level.

Of the dozen departments that were interviewed in the focus groups, all were using separate, non-integrated, and different databases or software.  All were entering the detailed receivable information into their database and then uploading data to Advantage (either by batch process or manual re-key).  All invoicing, late fees, and write offs were occurring in the separate, department-specific system.

Accounting staff indicated that the primary reason for not utilizing the accounts receivable module in Advantage was due to the fact that the system performs poorly.  When originally implementing the system, there was substantial effort dedicated to making this module available.  However, after much work and interviews with similar jurisdictions experiencing the same problem, the County decided not to pursue implementation on AR.  Separate from the redundant data entry and the information deficiencies this approach causes, the County may also be spending significant amounts of funds (licensing, maintenance, etc.) on the purchase of these separate systems.  At a minimum, it should be possible for the County to procure one standardized system that could be shared by all departments.

From an accounting perspective, another issue arose during system observations: how departments handle or classify their receivables.  According to the Governmental Accounting, Auditing and Financial Reporting (GAAFR) there are four different types of receivables in governmental funds: Exchange and exchange-like transactions (“each party receives and gives up essentially equal values”
); Derived tax revenues; Imposed nonexchange revenues; and, Government mandated and voluntary nonexchange transactions.  Of the departments interviewed most receivables fell into the first two categories – necessitating a debit and a credit to the appropriate GL revenue and receivable lines.  However, on system observations, it was noted that some departments were handling these transactions as a “cash receipt” process – in conflict with Generally Accepted Accounting Principles (GAAP).

Similar to AR, cashiering is utilized almost countywide but separate systems (or none at all) are maintained to collect payments.  Some departments process credit card payments and EFTs while others only collect cash and checks.  Some departments utilize the County Courier for deposits, others utilize armored car services, others will drop funds off at the Revenue Collections Division and still others will hand carry up to $5,000 daily to individual banks. Again, from a cost-effectiveness perspective, the County might be able to maximize its buying power by negotiating a single cashiering system and banking services for use by all County agencies.

On the cash management side, staff were very happy with their cash management system, SymPro. Staff are able to maintain a portfolio of activities (purchases & maturities) as well as a complex mutual fund system.  Further, the system is able to calculate (via a customized program) the “equity and pool cash” of participants.  Here the system is able to calculate the equity of pool system participants, valuate that equity so that the appropriate GL entry can be applied (on a monthly basis).  The only weakness in the overall process is that there is no integration with Advantage; only the net effect is imported. If there was integration, staff might be able to manage the pool cash equity on a more regular basis versus monthly.

Table 2.4: Accounts Receivable, Cashiering and Cash Management Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Accounts Receivable – Primary System
	None
	
	None

	Accounts Receivable - Accounting
	Microsoft Access
	Collect revenues for multiple divisions
	None

	Accounts Receivable - Extension
	Microsoft Access
	
	None

	Accounts Receivable – Port Everglades
	Klein Systems
	
	None

	Accounts Receivable - Aviation
	Propworks 4.1 /Oracle 4
	
	None

	Accounts Receivable – Wastewater
	Peace/Energy 5.2
	
	None

	Accounts Receivable – Human Services
	CSMS (Client Services Management System)
	Medicaid/Medicare Billing
	None

	Accounts Receivable – Human Services
	Microsoft Excel
	Child Care Licensing
	None

	Accounts Receivable – Construction Management
	POSSE
	Environmental Protection Billing
	None

	Accounts Receivable – Facilities
	Maximus
	
	Flat file

	Accounts Receivable – Parks and Recreation
	Microsoft Excel
	
	None

	Accounts Receivable – Revenue Collections
	Tax Manager
	
	None

	Cashiering – Tax and Licensing
	Manatron
	
	None

	Cashiering – Urban Planning
	Cashier for Windows
	
	None

	ACH Transfers
	Wachovia
	Need more information
	None

	Web Credit Card Processing
	Microsoft Access
	
	Batch

	Treasury
	JP Morgan SymPro
	
	Flat file for Pooled Investments


Purchasing

Because the functions examined in this report are widely varied and specific, we will subdivide this topic into the following sections: General Procurement, Vendors, P-Cards, and Contract Management (PMIS).

General Procurement

Overall, staff expressed a number of gains in the procurement process and system overall.  The current Advantage 3.2 system-provided enhanced functionality improved efficiencies in a number of ways:

1. Staff are able to print their own purchase orders (PO) as opposed to printing them centrally; 

2. The system allows for the creation of templates for regular purchases;

3. Enhanced searching capabilities;

4. Real time data is available on the status of contracts; and,

5. The system allows for the ability to group related documents into a single procurement, i.e., one procurement folder to view all related documents, i.e., requests, contracts and POs
.

In addition, there are other strengths unrelated to the system.  Rather, they are a function of the Purchasing Division and its commitment to provide high quality service to department staff. First, those interviewed felt that delegated purchasing is easy to work with; so much so that purchasing staff are considering raising the current limit from $3,500 to a higher amount.  Purchasing staff have also done a good job with system training as few users expressed dissatisfaction with it; most are happy to have resources available to them to resolve system issues and errors.  Finally, in response to end user demands, purchasing staff created the RQZ form so that departments would be able to pre-encumber funds even though they are not ready to issue specifications for a procurement.  

While there are obvious strengths to the process, there were a number of issues that were identified throughout this process.  Primary to this is the sheer number of systems that are utilized as Advantage does not meet all user needs (Table 2.5 lists all systems used for Purchasing).  Because there are so many different systems in operation throughout the organization, it will create delays in data collection.  This finding was reinforced by the Task Force on Procurement Efficiency.  Specifically, they found that “Delays in data collection are due to (an) antiquated record keeping system and (a) lack of a management information system for tracking the progress of contracts through the different procurement types
.”  Currently, the only mechanism that purchasing staff have to track status of contracts is a notes field within Advantage; actual time tracking is manual and outside of the system. Complicating data collection is the fact that document management is not utilized on the system.  Hence, when researching a particular contract, information may be contained in Advantage, a paper file, or any other number of systems available.

It was noted that there is a high workload at the central Purchasing Division with 400 active requisitions on average.  Unfortunately, this is a reality of nearly every governmental purchasing department: legislation mandates certain procedures for procurement; various local ordinances establish participation levels that must be tracked and maintained; difficulties in creating specifications by end users, etc. However, these realities can be mitigated with the use of a fully functional and integrated purchasing system with contract management and self-service options.

While we stated earlier that one of the system strengths is that the system provides for a status section on contracts, it is also noted as a weakness here. First, purchasing agents are required to enter notes on requisitions at a minimum of every two weeks.  However, some departments are unaware of this functionality and call agents to inquire on the status.  By informing departments of this capability and transparency, purchasing would be able to reduce the number of inquiries and end users would have real-time information on the status of their contracts.

As discussed earlier in this chapter, retention of paper is a major issue for the County, particularly in the area of procurement.  Contracts are being maintained and retained at both central Purchasing and at the departmental level; paper logs and back up copies of P-Card transactions are kept by departments; records of receivers and backup documentation are being kept at the departmental and AP level, etc.  One user even went so far as to state that “it is much faster for me to ferret through the paper files than the Advantage system. By the time I figure out how to get the information from the system, I can do 3-4 paper searches.”  However, for some departments attempting to reduce paper, they are often met with resistance: one department noted that they were scanning all documentation for delegated purchases but were told to find the original documentation for audits.  

Lastly, end users indicated that the end of year processes for open delegated purchases and POs are time consuming.  Since these documents cannot be rolled over from year to year, staff will spend months working on closing out and re-opening these documents in the new year.  However, the system does have the capacity to roll over documents.  Rather, a management decision indicated that departments should be completing these transactions in their year of origin.

Vendors

The one Advantage strength (in regards to vendor records) noted in the focus group meetings was the availability of multiple addresses and contacts for the vendor file.  This allows the County to create a singular record that has one address for billing, one for inquiries and another for shipping.  This improves the efficiency of both the system and user inquiries by minimizing the amount of repetition of vendor records.  

ERP technology has made significant advances in the management of vendor records.  Specifically, modern systems will offer online vendor registration, payment status and bidding.  These functions “push” responsibility to the user and in an on-demand fashion.  Vendor registration allows for companies to directly key in demographic information and “create” a vendor record – saving significant staff time.  Currently, these functions are not available to vendors.  However, it is anticipated that these enhancements will be a part of the Advantage 3.6 upgrade in 2008.  

ERP systems will also allow for the tracking of vendor performance, i.e., whether or not deliverables were met on time/on budget.  Currently, Advantage has the capability to track this but due to a lack of resources, it has not been implemented to date.

Finally, while vendor records are initially created in Accounts Payable, Small Business and Purchasing will key in some data to the record.  At Small Business, they will key in vendor certifications twice: once in Advantage and another in a standalone module.  The focus groups were not able to provide additional information as to the necessity of this redundancy or the reasoning behind it.

P-Cards

Currently, P-Card transactions are not integrated with the current system; the process is almost entirely manual and reconciled monthly.  In this process, an electronic file comes in to Accounts Payable from Bank of America (BOA).  AP will parse out the data by department and send to the department head.  Once in the department, it may be necessary to further parse out the data by individual divisions.  After the file is received by the person conducting the reconciliation, they will compare the BOA file to the paper-based justification forms and receipts (manually completed by the purchaser) and enter the GL lines onto an Excel spreadsheet for JV reconciliation.  To provide some context for the amount of transactions that are occurring: The County processes 5,200 (and increasing) transactions a month at a dollar value of $1.2 million.  All reconciliation of this is outside of the system.

Since there is a lack of integration and reconciliation only occurs monthly,
 some user departments indicated that they needed to maintain Excel spreadsheets in order to ensure that users were not exceeding their $10,000/card limit.  Further, these spreadsheets are used to track budget availability as P-Card purchases are occurring at the same time as standard purchases: the P-Card transactions are not reducing available budget until the monthly post occurs.  One department indicated that they were completing upwards of 40 transfers/month to cover accounts that went negative after processing a P-Card transaction.  Accounting Division staff indicated that an Internet based card management system will soon be made available to departments and will provide them with 24 hours a day/7days a week access to monitor activity.  It is anticipated that the availability of this information should negate the need for additional spreadsheet computation.

While P-Card transactions certainly reduce the amount of work that the purchasing department has as well as provide end users with a quick and easy way to procure materials, end users and purchasing staff indicated that they lose the ability to identify what was purchased.  For example, there may be many common items purchased from a single vendor that the County would be in a position to negotiate for a more favorable rate.  This becomes a difficult situation to rectify: officials must decide where the priority lies – in more favorable rates for procurement or in the speed with which a department can obtain an item.

Contract Management (PMIS)

Contract management is a critical concern for the County.  With $761 million in construction contracts alone during 2001 - 2006
, it necessitates the effective and efficient management of vendors, subcontractors and their performance; so much so that the Construction Management Task Force created a number of recommendations in this area.  While the report contained recommendations in all areas, from Contract Administration to Regulatory Impacts, there were a number of recommendations made that directly impact the findings of this assessment.  Specifically, there were twenty-two recommendations regarding technology, training, and tools.  The County is clearly in need of a contract management system.  Currently, the County is utilizing PMIS to fulfill these functions.  However, after reviewing PMIS and its functionality with users, GFOA consultants identified some concerns regarding the database and its long-term viability.

First, PMIS is an in-house developed application that serves primarily as a database: it is not a dynamic system with workflow functionality or system triggers, i.e., users must know what they are looking for in order to find information.  Further, because it is a database, extraction of data requires significant technical involvement to write reports and obtain data.  Because it is a standalone system, all information must be re-keyed into the system: a contract is created on Advantage (Purchasing) and then the same fields are re-entered into PMIS. 

Currently, PMIS does not have the functionality to track contract discounts or terms.  Efforts to track this information would require additional development of the database.  However, should this customization be developed, because of the system structure, automatic notification of terms or discounts could not be applied.

Local legislation requires the County to track vendor payments to subcontractors.  In order to track this information, staff receive monthly subcontractor payment reports from its vendors.  This information is re-entered into PMIS by County staff.  Subsequent to this, paper requests are sent (on a random basis) to subcontractors to verify payment (via physical signature).  Once the paperwork is received it is tracked in PMIS and retained in the paper file.  Tangential to this issue is the fact that all subcontractor complaints are tracked in a text field; meaning that staff cannot search for all complaints for 2006 – they would have to manually go in and out of every vendor record, drill down to the text field, and extract the data.

Finally, staff produce a monthly project status report of all current construction projects over $250,000. In its current form, this report takes two weeks to produce and is over 1,200 pages (made available electronically).  Other departments will review this report and then create a manual Excel spreadsheet to provide aggregate data on the projects.

Each of these issues presents a critical decision point for County administrators as they consider deployment of PMIS for all contract management in the County.  PMIS was created in response to a specific need, and has served the County well in the management of critical information regarding one of the largest financial outputs in the County.  However, as this system is not dynamic, the County would be best served to decide whether or not future enhancements to the system should continue.  Two-way, real-time interfacing of PMIS with an ERP system may provide issues on implementation and require the long-term maintenance of the system. ERP technology and third party software systems do provide for most of the needs presented by end users and may be a likely alternative.

Table 2.5: Purchasing Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Purchasing – Primary
	AMS Advantage
	
	None

	P-Cards
	Microsoft Access
	BOA File sent via excel
	None

	 P-Card  Tracking
	Microsoft Excel and Paper Forms
	Paper forms accompany receipts; Departments maintain log to track monthly purchases.
	None

	Contract Administration – Purchasing
	AMS Advantage
	Only utilizing the notes field
	None

	Contract Administration – Construction Management
	PMIS
	
	None

	Contract Management  - Construction Management
	Microsoft Access
	
	None

	Vendor Registration
	.net application
	
	None

	Vendor Records
	BMC Service Desk
	OIT Warranty information
	None

	Insurance Tracking 
	Microsoft Access
	
	None

	Master Agreement Tracking
	Microsoft Access
	
	None

	Vendor Information Tracking
	Microsoft Access
	Tracks vendors where the email address is invalid.
	None

	Customer Service Feedback
	Microsoft Access
	Tracks responses to annual customer survey
	None

	Reporting for Mass Distribution
	AMS infoAdvantage
	Published via PDF daily on BCNet
	None

	Prior purchase order history
	Microsoft Access
	Purchasing data from 1989 to 2003 
	None

	Purchasing – Water and Waste Water
	Maximo
	
	Used to have integration point/lost in most recent upgrade

	Small Business Application
	Custom
	Tracks certifications of MBE/WBE 
	None

	Purchasing – Facilities 
	Maximus
	
	None

	Vendor Records – Facilities
	Maximus
	
	None

	Purchasing - Fleet
	Maximus
	
	None

	Purchasing - Aviation
	Microsoft Excel
	
	None


Fixed Assets

As with many of the functional areas reviewed throughout this chapter, the maintenance of fixed asset data (tangible and non-tangible) is maintained in many different systems.  The process for most of the governmental fund agencies is centralized and records are maintained on Advantage and are not replicated in shadow systems.  However, all of the enterprise fund agencies, and at least one general fund agency, interviewed maintained separate fixed asset files and systems in addition to the central record on Advantage; indicating a semi-centralized process.  In total, GFOA staff identified nine separate systems (Table 2.6) tracking fixed assets in addition to the fixed asset module in Advantage.  This data redundancy requires significant staff time to maintain.

While there were certain system features available in Advantage that made the management of fixed assets more efficient (i.e., automatically flagging a purchase order as a fixed asset based on logic programmed into the system), overall staff experience difficulty in trying to maintain the system on a day-to-day basis.  Specifically, staff have difficulty in validating against location tables, the deletion of shell records created by the system, and understanding (and identifying) error messages from the system.  Further, some data in the system is redundant but not tied together (or, relational).  For example, there are at least two fields on the fixed asset record requiring a location.  However, when staff make an adjustment to one of the location fields, the other is not automatic. Working with each of these problem areas can require additional time for staff to process the receipt and assignment of a fixed asset.

Probably the most complicated process identified in the creation of a fixed asset is when creating a building as an asset at the central accounting level.  Central accounting staff do not have a single system report to collect all information regarding the components and eligible costs to be capitalized.  Staff (in the Accounting Division) are running at least three reports to identify the different costs that went into a single asset.  Based on the interviews and system observations, there does not appear to be much interaction between accounting staff and the construction project manager to review all costs that went into the development of the asset
.  As a result, the total amount spent to put the asset into service may not always be captured.  This process in its entirety takes one individual approximately two to three months to complete.  Tangential to this is the fact that some departments (Facilities and enterprise funds) are creating their own assets in their separate systems – creating duplicate work effort.

Accounting staff have indicated that disposals, transfers and depreciation (an automated OIT annual run) are relatively easy to complete. The only problems encountered here are related to difficulties in assigning disposal dates which precede a depreciation run on the system, i.e., a request for disposal of an item effective 3/1/07 was received in April, after depreciation for the first quarter occurred.  This is the result of both delay in requesting the disposal and, availability of staff to process all County requests.  End user staff also indicated that the processing/tracking of paperwork (Inventory Change Notice) can involve multiple units and is very cumbersome. Lastly, the other issue identified in transfers occurs when transferring an asset from an enterprise fund to the general fund (or vice versa).  In order to complete this transaction, staff must delete the asset from the enterprise record and re-enter the transaction into the general fund.  This happens because staff are unable to change the accounting of an asset, creating a duplication of effort. This issue is a common problem experienced by other governments using ERP systems, and has generally been rectified by government-specific software systems.

While there were very few problems identified in the maintenance of the fixed asset record, conducting an inventory of all real property is a lengthy process.  To complete an inventory, staff will download AMS data into an Access database and then send it to all departments with assets to confirm the location of property.  Departments will enter location data into the database and then send it back to accounting.  The Accounting Division then works on this database for approximately two months to clean up all data and then upload it back into Advantage.  As described throughout this report, the pushing and pulling of data from multiple applications requires significant staff effort that could be reduced through a comprehensive enterprise system.  

The final issue identified with fixed assets relates to the running of depreciation for enterprise departments.  The enterprise funds are running their own depreciation quarterly on assets in their separate systems and then completing first a reversal of the Advantage automatic depreciation and then a journal entry into Advantage to record the new value.  Because enterprise fund departments are utilizing their own systems (as discussed earlier), the record and its value may not match exactly the fixed asset record in Advantage.  Departments participating in these interviews felt that the depreciation in Advantage is not always correct, does not include all depreciable equipment, and has a difference in cost basis and useful lives.  Again, this is a duplication of effort that puts in question, the integrity of some of the data on Advantage.

Table 2.6: Fixed Assets Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Fixed Assets – Primary
	AMS Advantage
	
	Batch

	Fixed Assets – Port Everglades
	FAS – Fixed Asset System
	Custom
	None

	Fixed Assets – Aviation
	Propworks
	
	None

	Fixed Assets – Facilities
	Bricsnet
	Real Property
	None

	Fixed Assets – Facilities
	Maximus
	
	None

	Fixed Assets – Wastewater
	Maximo
	
	None

	Fixed Assets – Extension
	Microsoft Excel
	
	None

	Fixed Assets – Human Services
	.net application
	
	None

	Fixed Assets – OIT
	BMC Service Desk Express
	
	None


Grant and Project Accounting

Managing grants in Broward is almost an entirely manual process.  With grants representing approximately 5% of the annual budget, this is a large drain on available resources.  Currently, there is no grants management module available in Advantage; necessitating the need for staff to track grant applications, reports, demographic data, notes and historical information in separate systems.  Individuals participating in the focus groups indicated that since the request to submit an application (via the Board of Commissioners and the Office of Budget and Management Police) is so time intensive, that many grant applications are not pursued as a result – particularly those with little turnaround time.  Staff indicated that in a perfect situation, the County process requires four weeks.

All management of deadlines for grant applications, progress reports and financial status reports (FSR) are being maintained at the departmental level.  One concern identified by GFOA consultants is regarding the completion of the FSR at the departmental level: with one exception, Accounting Division staff do not review the FSR prior to submission to the funding agency.  Hence, there is no assurance that costs are in accordance with federal/state spending rules, or, that the costs included in the official FSR are accurate.  Accounting staff has indicated that they are in the process of modifying this process so that they may have the opportunity to approve the FSR prior to submission.

Because the system does not have a grant accounting module, there is not a start and end date associated with the approval of financial transactions on the system. For example, a federal grant might run from 10/1/07 through 9/30/08. Since there is no effective dating associated with the project, the system would not stop a user from issuing a purchase order against the grant on 10/5/08, outside of the grant period and against program rules.  To try to ensure against this, accounting staff may deactivate a grant.  However, there are certain departments, such as payroll, which have override capabilities.  Hence, on a inactive grant where personnel is present and still working for the County, payroll may override and post salary to the grant until the next grant is received and set up on the system: There is no suspense file for this salary to be posted.  As a result, accounting staff will have to spend time reconciling and manually reversing entries (via override) to this grant.

Project accounting differs from standard accounting in that it is designed to monitor the financial progress of a project rather than the overall progress of organizational elements. Here, financial reports are specifically created to track the project process and provide project managers with the ability to accurately assess and monitor project budgets and ensure that the project is proceeding on budget. Project managers can quickly address any cost overruns and revise budgets if necessary.

Project accounting also differs from standard accounting in the time period that it is reported. Standard accounting reports financial progress for fixed periods of time (annually). Projects can last from a few days to a number of years. During this time, there may be numerous budget revisions. The project may also be part of a larger overall project. For example, if an organization were constructing a new building that would be the larger project, telecommunications could be handled as its own project, and as such, with a separate project budget. 

Project accounting allows companies to accurately assess the ROI of individual projects and enables true performance measurement. Project managers are able to calculate funding advances and actual versus budgeted cost variances using project accounting. As revenue, costs, activities and labors are accurately tracked and measured, project accounting provides future benefits to the organizations. This proves especially important when including indirect or personnel costs into the total cost of a capital project: These costs can then be included in the total cost of the asset and capitalized.  

Currently, the County does not utilize a single project accounting system.  The cost accounting module in Advantage does not provide the entire project accounting capabilities that are needed. Further, there are other needs that cannot be met by Advantage: tracking of multiple projects to a single contract, tracking of work orders to a project, tracking projects across multiple fiscal years, etc. As a result, departments tracking projects (typically enterprise funds) utilize in-house systems to complete this function.  (GFOA staff noted at least ten separate systems currently being used for project accounting.) Any chargebacks noted in the separate systems are added to Advantage via a summary journal voucher; meaning that the detail on the chargeback is only included in the standalone system, not the County’s primary accounting system.  

The current COA does not provide a lot of flexibility in tracking project costs: departments utilize the organization function to differentiate between large projects only and cannot use COA to track subprojects.  Some of the standalone systems used, e.g., Maximus, allows for the creation of subprojects tied to a parent project but this system is not used enterprise-wide.  Further, these redundant systems have the potential for providing conflicting financial information.

Since financial information is available in both Advantage and the standalone system, departments will reconcile the numbers monthly.  However, at least one department noted that the reconciliation occurs within a 3% margin of error.  On a $10 million project, this could mean a difference of up to $300,000.

Table 2.6: Grant and Project Accounting Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Grant Accounting
	Microsoft Excel
	Aviation, Port, Extension
	

	Grant Tracking - Accounting
	Microsoft Excel
	Data analysis of Grants
	

	Project Accounting - Primary
	AMS Advantage
	
	

	Cost Accounting – Parks & Library
	AMS Advantage
	
	

	Project Tracking
	Microsoft Access
	
	

	Project Accounting - Other
	PMIS
	Service Agreement Module
	

	Project Accounting – Construction Management
	Microsoft Project
	Track milestones
	

	Project Accounting – Construction Management
	Microsoft Excel
	Used for large construction projects
	

	Vendor Complaint Tracking
	PMIS
	
	

	Subcontractor Payment Tracking
	PMIS
	
	

	Project Accounting – Facilities
	Maximus
	
	

	Project Accounting – Wastewater
	Maximo
	
	

	Project Accounting – Aviation
	Prolog
	
	

	Project Accounting – Port Everglades
	Microsoft Excel
	
	


Maintenance Management

While none of the data collected in the area of maintenance management (inventory, work orders, preventative maintenance) is managed by or connected to Advantage
, this was the one area investigated where most staff were happy with the systems they have in place.  However, that is not to say that staff from some divisions did not express a need for greater automation.  

In general, the Facilities Maintenance Division had the highest use of automation and the most coordinated planning process for technology implementation.   Working on Maximus, facilities staff are able to automatically generate pick tickets for work orders, plan out preventative maintenance for five years, complete performance reporting, and provide direct access to user departments to generate work order requests (via Sharepoint and Citrix client). They are also in the process of implementing mobile processing of work orders (utilizing cell phone technology) to eliminate paper.  Additionally, staff are working on implementing an advanced performance report using the Building Owners and Management Association (BOMA) data which provides financial information on over 5,000 buildings and over 1 million square feet of office space in the US and Canada.  This data provides benchmarking data on costs of operation (maintenance, utilities, etc.) by facility type (public vs. commercial) and by square footage.  This will allow staff to crosswalk financial data down to a building level and better plan for space in the future.

While Facilities Maintenance has achieved a high level of automation (allowing for more complex, analytical tasks), this information is not interfaced with Advantage – leading to various redundancies in the process. Specifically, journal entries for chargebacks are entered into Advantage at the aggregate level; any specification of costs would have to be obtained from Maximus. 

The greatest deficiency in this area focuses on the fact that there is no standardization of processes or systems across the enterprise.  While Facilities has access to a robust system, there are other departments who are working in a manual, paper-based work order environment.  As a result, some departments are maintaining detailed timesheets on time spent working on projects.  This job order tracking is in addition to the time and attendance tracking that is identified in the next section. In fact, in the end user focus groups, some representatives from other departments were envious of the system utilized by Facilities and the work efficiencies that results from it; resulting in a perspective of “every department for itself.” 

Table 2.7: Maintenance Management Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Inventory – Purchasing & Traffic
	AMS Advantage
	For stock items only
	

	Inventory – Port Everglades
	MP2/Datastream
	
	

	Inventory – Facilities
	Maximus
	
	

	Inventory – Human Services
	HSD IT Equipment Inventory System
	Maintains IT equipment inventory by user, location etc.
	Direct

	Inventory – Transit
	TMIS
	
	

	Inventory – Wastewater
	Maximo
	
	

	Inventory – Aviation
	Maximo
	
	

	Inventory – OIT
	BMC Service Desk Express
	
	

	Inventory - Human Services
	HSD IT Equipment Inventory System
	
	

	Maintenance Management/Work Orders – Primary
	AMS Advantage
	
	

	Maintenance Management/Work Orders – Port Everglades
	MP2/Datastream
	
	

	Maintenance Management/Work Orders – Facilities
	Maximus
	
	

	Maintenance Management/Work Orders – Facilities
	Phaser
	Pays building electric bills
	

	Maintenance Management/Work Orders – Fleet
	Maximus
	
	

	Maintenance Management/Work Orders – Transportation
	TMIS
	
	

	Maintenance Management/Work Orders – Wastewater
	Maximo
	
	

	Maintenance Management/Work Orders – Aviation
	Maximus
	
	

	Maintenance Management/Work Orders – OIT
	BMC Service Desk
	
	

	Project Management – Construction Management
	Microsoft Project
	
	

	Project Management – Construction Management
	Microsoft Sharepoint Services
	
	

	Project Management – Construction Management
	PMIS
	
	

	Project Management – Construction Management
	Facility Focus
	
	

	Scheduling – Port Everglades
	MP2
	
	

	Scheduling – Transit
	Hastas/Giro
	
	

	Scheduling – Facilities
	Microsoft Project
	
	

	Scheduling – Facilities
	Microsoft Excel
	Interfaced to Maximus System
	

	Scheduling – Wastewater
	Kronos
	
	


Time and Attendance & Payroll

The management of time, attendance and payroll is completed in the County’s core Human Resources system, Cyborg.  This system was implemented in 1998 to replace the County’s legacy system, which was not Y2K compliant.  This system serves mainly as a data repository for attendance records and drives the payroll process.  Staff noted several strengths in the utilization of this system.  First and foremost, County staff are paid regularly with few issues: payroll staff work well with the processes in place to process payroll in the least amount of time possible.  County staff are also able to track leave balances online.  Moreover, payroll staff are extremely satisfied with the functionality of their reporting tool, Cognos: They have been able to create a library of reports that are published for widespread distribution and user generation.  However, because of the system’s age, there are many features of common enterprise systems that are not employed here, resulting in process inefficiencies.  

Probably the most paper-intensive process reviewed in this engagement (with the exception of Purchasing) is time and attendance.  The process is almost entirely paper-based.  While the County does not require paper timesheets for exempt employees (only leave requests are required), many departments require that all employees submit a paper timesheet.  The paper timesheet is then sent to a supervisor for signature and it is then forwarded to the departmental payroll liaison for entry into Cyborg.  However, many of the payroll liaisons will create their own Excel spreadsheet with detail on every timesheet to facilitate ease of entry into Cyborg. Paper files are maintained on all of the timesheets and spreadsheets collected.  Currently, there are only two departments that are not utilizing this paper-based system, Transportation and Wastewater Services
.  

Once the payroll liaison is ready to enter data into Cyborg, they complete it at the aggregate level, i.e., dates are not provided – only the amount of time utilized for each pay code.  This leaves management at a deficiency for tracking of leave patterns, i.e., sick days taken in conjunction with weekends/holidays/vacation.

Once the time entry data is entered into Cyborg payroll, staff must close off access entirely to Cyborg (view only is not available) for the rest of the County – this means that as long as the payroll is in process, no one in the County can access records, whether payroll related or HR related. Payroll staff will bring in the electronic files from Transportation and Wastewater and then complete a “pre-run” of payroll to track for any errors. The corrected payroll is then run for 7,000 employees.  This process takes approximately a day and a half to complete.  

Once the payroll is complete, it is then necessary to upload this information into Advantage for the general ledger.  This process is not an interface; it is a program coded by OIT to read the Cyborg data.  The program will manipulate the data to separate the journal entries into summary level data; no detail on payroll is provided in Advantage.  Additionally, staff have experienced some problems with this interface.  Because there is no integration, when the data is uploaded to Advantage, salary may post to a GL account that is NSF.  Currently, payroll staff are provided with a report indicating which accounts are in the negative.  They then must work to resolve these issues where manual journal vouchers are utilized to rectify errors.

Cyborg currently collects information on leave balances (for all eligible pay types) and salary.  According to staff, they are generally pleased with this functionality as this information is accurate and in general, separate systems are not required to maintain.  However, one department identified as a problem the timeliness of leave balance and salary information.  Since the payroll run is what activates changes to the employee record, i.e., deductions for vacation, salary changes are not effective until the payroll is complete for that period; the employee record is up to two weeks behind.  

A second issue in the area of leave balances focuses on the County’s policy of tracking sick leave occurrences in excess of 5 annual incidents.  This information is being tracked in a data capture screen (93 screen) by some departments, but not all.  Because Cyborg is not a dynamic system, it functions as more of a data repository and as a result, it is difficult to extract certain types of information.  For example, based on interviews and observations, it is not possible for a manager to run a report of all employees with more than 5 sick leave incidents per year as well as actions taken.  As a result, some staff will maintain separate databases to achieve this functionality.

Another area where the County could gain substantial efficiencies in Payroll is found within payroll calculations.  While Cyborg could do automatic (or programmed) pay increases, this functionality was never selected or implemented at the County.  As a result, payroll staff must hand calculate negotiated pay increases for each individual and program that increase into the system.  This leads to substantial work that could be replaced by a more dynamic and automated system.

Finally, there is no workflow functionality within Cyborg.  Once entered, information is not “pushed” to the next user/approver.  Workflow is a standard feature of ERP systems and one of the major achievers of process efficiency.

Table 2.8: Time and Attendance and Payroll Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Payroll - Primary
	Cyborg
	
	Batch

	Payroll Extraction
	Cognos
	
	Batch

	Payroll Reporting
	Visual Dbase 5.7. with Crystal reports
	
	None

	FMLA Tracking
	Cyborg
	93 screen
	None

	FMLA Tracking – Other
	Microsoft Excel
	Not all departments utilize the 93 screen
	None

	Sick Leave
	Cyborg
	93 screen
	None

	Sick Leave – Other
	Microsoft Excel
	Not all departments utilize the 93 screen
	None

	Payroll - Secondary
	AMS Advantage
	Summary level transactional
	None

	Payroll - Other
	Microsoft Excel
	Utilized to track and report on payroll activity
	None

	Dispatching (Time & Attendance) – Transit
	MIDAS
	
	None

	Payroll – Transit
	TMIS
	Time and Attendance for Payroll
	Batch

	Time & Attendance – Primary
	Cyborg
	
	None

	Time & Attendance – Secondary
	Excel
	
	None

	Time & Attendance – Secondary
	None
	Paper Time Sheet
	None

	Time & Attendance – Purchasing
	Microsoft Access
	
	None

	Time & Attendance – Wastewater
	Kronos
	
	Flat File – Electronic Payroll Voucher

	Time & Attendance – Transit
	MIDAS/TMIS
	
	Flat File

	Time & Attendance – Port Everglades
	Custom Time Keeping/Visual FoxPro
	
	None


Human Resources

Managing human resources can be costly and time-consuming if the systems used focus on data repositories, Excel spreadsheets and conventional paper-based systems.  By comparison, automated systems are easy to update and navigate, and web-based self-service benefits both management and their employees.

Specialized HR software packages make human capital management far easier than the legacy-based systems.  More accurate record keeping (in a single, enterprise-wide system) improves the accuracy of payroll (salary and benefits), employee records and tracking.  Training programs can be reviewed online, skill gaps identified, and annual appraisals reviewed for succession and planning purposes.

Because the County does not operate on an integrated program as described above
, most of the weaknesses identified in this functional area are focused on data redundancies through the utilization of multiple systems and paper based processes.  Both of these problems (as described throughout this report) lead to heightened work effort in order to manage data and provide for data sharing.  With the introduction of a more specialized system with enhanced functionality, it is anticipated that “paper processing” duties should be significantly reduced, providing for a greater level of analytical duties of HR personnel.  In the following paragraphs, we will provide specific examples of these two main weaknesses.

Since Cyborg is not a dynamic system (as implemented at the County), most of the more specialized HR functions are being maintained outside of Cyborg in standalone systems.  Some of these standalone systems include HR Recruiter (Applicant Tracking), Registrar (Training & Personal Development), and COBRA (COBRA Information Management).  These are just a couple of the different systems currently operating in HR (a more thorough listing of the systems are included at the end of this section).  Maintaining these systems requires significant intervention.  For example, the Registrar system must import employee information from Cyborg every two weeks to avoid redundant data entry.  Further, there is no single system that could be utilized for a comprehensive and online employee file.  This requires HR to maintain paper-based employee files.  Additionally, departments maintain their own paper-based employee files.  Thus, employee information is stored in several standalone systems, a HR file and a departmental file.  The last two files are also maintained in accordance with County record retention policies – at a significant financial cost to the County.  Finally, staff question the integrity of the data in Cyborg.  Staff specifically identified the “date in job” field as one that is typically incorrect on the system.

The maintenance of contract changes, both retroactive and current, to employee files has become increasingly problematic for the HR department.  In order to activate these changes
 staff must download data from Cyborg to an Excel spreadsheet for that bargaining unit to ensure the validity of the data, e.g., verify that employees have not moved into a different bargaining unit position.  Staff must then look through each employee’s file to correct paperwork as a result.  For example, an employee working on a contract, which expired 9/30/06, was making $10.00/hour on 10/1/06.  This employee received a promotion on 2/1/07 with a pay increase of $2/hour ($12/hour). The bargaining unit contract was executed on 3/1/07 whereby the original position held on 10/1/06 would have been paid an extra $1/hour ($11.00/hour), requiring a retroactive salary of five months.  HR would have to go back into the employee’s file to modify the BC102 (Personnel Action Form) for the promotion, which would now require the employee to be paid $13.00/hour.  HR staff identified that it took 4 full time equivalents, seven days to complete this process for one bargaining unit (with 1,400 employees) with a one-year retroactive salary
.  Further, HR staff indicated that manual intervention is required for multiple occurrences on the same date, i.e., raise and bonus.

In processing applicants and hiring, HR staff have been able to effectively select and implement a system, HR Recruiter, that is meeting most, if not all needs of county staff and prospective employees.  All applications for county employment are processed online.  Further, once an individual completes an application, they are immediately able to come in to take necessary tests and have them graded immediately.  This process efficiency has saved staff considerable time.  However, there were a couple of issues that arose in the focus groups: Specifically, it was noted that some departments are maintaining separate spreadsheets to track requests for hire and their progress.  This is in spite of the fact that HR Recruiter provides detailed information on hiring status.  GFOA consultants concluded that this is a training and accountability issue.  Secondly, as there is no interface between HR Recruiter and Cyborg, employee data must be rekeyed into Cyborg upon hiring.  Third, there were two areas noted by end users that HR staff are in the process of fixing on the system: on requests for additional candidates to screen, users cannot differentiate between those already screened and those added to the pool; also, there are non-active applicants that are in the database.  Finally, while unrelated to HR Recruiter, an important part of the hiring process is the request for hire form, BC 102.  Staff have indicated that this form is entirely manual and time-intensive.  The County is currently attempting to automate this form.  Should the County choose to procure a new ERP system, it is anticipated that personnel action requests would be automated in the new version.

Case management poses a particular challenge for the County. Currently, there is no case management or standardization of file tracking for grievances and their due process.  Staff track all information regarding grievances, hearings, conversations, etc. in a paper file or Excel spreadsheet.  Because there is no standardization of this process, there are problems when an HR case manager exits the organization; files may not contain the appropriate level of detail for another case manager to manage the grievance.

When examining the processes in the Benefits section, staff noted a couple of process strengths.  First, effective dating is utilized on the system for benefits management.  This allows for the system to activate a benefit once the date parameter has been reached.  Secondly, staff work well with the processes in place to ensure that benefits are provided in accordance with county policies and local/federal legislation.  However, there were several areas where weaknesses were identified.  The following is a summary of those areas:

1. There is no single system to identify benefits for all current, retired and separated employees.  Detail is tracked in many different systems, i.e., Cyborg, COBRA, Excel spreadsheets.  Further, all case tracking is completed in ACT and is independent of the benefits screen in Cyborg. This forces staff to toggle between systems to identify benefits available and track notes on issues.

2. Employees are not utilizing online enrollment as it is not mandated for use.  Currently, approximately 50% of county employees use the feature; the rest is completed on paper forms.  Additionally, the online enrollment does not interface with Cyborg; data is sent via a batch file.

3. COBRA activities are tracked entirely outside of Cyborg.  This means that employee data must be rekeyed into COBRA in order to create the record.  

4. There is no system in place to track FMLA (technology) and no one department with responsibility of oversight (accountability).  Benefits tracks FMLA only for those employees utilizing donated leave: this is the only instance where Benefits has a required notification. Currently, the 93 screen is the required screen for tracking of this type of leave but departments do not always utilize it.  Staff felt that this was an issue of understanding the law behind FMLA.

5. Departments do not always respond in a timely manner on terminations and new hires.  While notification does occur eventually, HR and IT staff cited problems with the assignment of employee numbers, revocation of IT privileges and termination of benefits.

6. It takes four separate staff to enroll employees in benefits: the employee completing paper forms; an individual to key in information into Cyborg; another to audit the record in Cyborg; and, one person to file the paper record.  Much of this could be simplified if employee self-service were utilized.  This would allow the employee to directly enter information into the system and then one staff could audit the record; cutting out two steps to the process.

In summary, HR and Benefits lack the utilization of modern technology to track employee activities online in a system that has employee self-service.  This leads to disjointed information, retention of a number of standalone systems with no coordination, and substantial process redundancies.

Table 2.9: Human Resources and Benefit Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	  Human Resources
	Cyborg
	
	

	Applicant Tracking, Application Management & Hiring
	HR Recruiter
	
	

	Hiring Process Tracking
	Microsoft Excel
	Some departments maintain a separate log for tracking of requests to hire.
	

	Human Resources Reporting
	Cognos
	
	Batch

	Position Control
	Performance Budgeting
	
	

	Grievances Log
	Microsoft Excel
	
	

	Grievance Disposition
	Cyborg
	
	

	Separation Tracking
	Cyborg
	Cyborg can track county property assigned to individuals; not widely used.
	

	Retirement Benefit Tracking
	Microsoft Excel
	Manually track Fl. Retirement system information
	

	EEO Reporting
	Cyborg
	
	

	Workers Compensation Claims
	CS Stars
	
	

	Case management
	Caseware 20/20
	
	

	Learning Management
	Registrar
	
	Flat-file

	Performance Evaluation – Primary
	Cyborg
	
	

	Performance Evaluation – Side Systems
	Microsoft Excel
	Many divisions track in Excel
	

	Tuition Reimbursement
	Microsoft Excel
	.net app pending
	Flat file with .net app

	ID Cards
	IDCard
	
	

	Loan Tracking
	CBL Media Tracking
	
	

	Training Administration (Learning Management)
	Registrar
	Plan and Track Learning Activities for County Employees
	Data from Cyborg is imported bi-weekly into Registrar via a text file

	Certification Tracking
	Microsoft Excel
	Varies from Department to Department
	

	Benefits
	Cyborg
	
	

	Benefits Reporting
	Cognos
	
	Batch

	Call Tracking
	ACT
	Benefits Case Management
	

	Donated Leave Tracking
	Microsoft Excel
	
	

	COBRA
	COBRA
	3rd party COBRA Billing Software – Used for terminated and retired employees 
	Flat File

	Annual Open Enrollment
	.net application
	Annual Open Benefit Enrollment
	Batch to Cyborg

	Flexible Spending
	
	3rd Party Administrator
	

	Pension Tracking
	Cyborg
	
	

	Tuition Reimbursement
	Microsoft Excel
	Current System; .net pending
	


Document Management

As discussed earlier, document management is a critical issue for both end user departments and executive staff.  The sheer amount of paper and mandated document retention for the County makes this an enterprise-wide issue with significant financial implications.  Originally, GFOA examined content management within the scope of the current assessment: financial and HR activities.  However, it became clear that the scope is much larger, encompassing court files and discovery, public information requests and many other areas not examined within this report.  GFOA is working with the County to complete a more thorough assessment of document management needs and will follow up with a subsequent report.  In the interim, the following are the major weaknesses that have been identified to date:

1. Document attachments are available in Advantage but not utilized; Cyborg does not provide for document attachments.  The utilization of this functionality in Advantage would reduce the burden of records management responsibility for the County Records Division.

2. Multiple standalone and custom systems are being utilized to meet current needs.  While Table 2.10 presents a listing of these systems, GFOA consultants assume that this list is incomplete as not all departments participated in user groups.  We suggest that this listing is used as a starting point for the identification of systems.

3. “Archiving of paper is the only consistent process in the County.” This was a quote from one of the end users in the focus groups.  This is a change management issue for the County to consider: employees are extremely dependent upon paper files.  Any attempts to change this may be met with resistance by staff.

4. Digital signatures are not utilized.  Staff expressed great difficulty in getting people to accept Verisign, a digital signature technology.  Many departments preferred actual physical signatures.  Until County executives can resolve this issue, staff will continue to rely on paper.

Table 2.10: Document Management Systems

	Area and Application
	Vendor and Product
	Comment
	Interface with Advantage/Cyborg

	Document Management - Wastewater
	Fortis
	
	None

	Document Management – Human Services
	Paper Master Live
	Internally developed document management system for delegate agreements
	None

	Document Management – Construction Management
	Computronics/POSSE
	Environmental Protection/Permitting
	None

	Document Management – County Records
	Empower/Global 360
	Purchased software over 5 years ago, not implemented
	None

	Document Management – County Records
	Aptitude Solutions
	Land/Real Estate Records
	None

	Document Management – County Records
	Axia
	Tax Appeals Board
	None

	Document Management – Cultural Division
	Extender/Lagato
	
	None

	Document Management – Construction Management
	Microsoft Sharepoint Services
	
	None

	Facilities – Building Automation
	Johnson Controls
	
	None

	Facilities – Building Automation
	Siemens
	
	None


2.4
Major Unmet Needs

There were a number of consistent themes throughout each of the functional areas. These unmet needs are summarized below.

· A single, modern system with user-friendly features (e.g., easy navigation, drop down boxes, drill down functionality, validation of data upon entry, etc.) that offers on-line help functions and customized system documentation.

· Public sector accounting functionality with cost and activity based accounting.

· Full integration between all modules.

· Single entry of data and reduction in manual processes.

· Employee self service.

· User-friendly, user-driven and flexible reporting tools with distributed, securitized access to all users.  This should support the information needs of executive staff and the Board of Commissioners.

· Thorough, job-specific training on the system, such that users learn not only what they need to do on the system, but the ramifications and the logic underlying the transaction--understanding the big picture, as well as the detailed specifics of each job.

· Real-time, immediate update and access to the financial and HR data.

· Elimination of paper-based processes and replacement with automated, online workflows and approvals.

· Streamlined business processes incorporating established best business practices.

· Self-service capabilities and other e-procurement and e-government opportunities. 

· Document management so that paper files are not maintained. 

· Performance measurement and business intelligence capabilities.

Simply put, the County suffers from system limitations due to a proliferation of standalone systems that result in duplicate data entry and a significant reconciliation effort. Therefore, the major unmet needs that are listed above would be met by a public sector-based system with a common database such that information can be entered only one time and be immediately updated. The system must have sufficient security to ensure access only to authorized data, but be user-friendly and provide easy, user-driven ad hoc querying and reporting capability. These types of systems are described in more detail throughout the rest of the report.

2.5
Summary

This chapter characterized Broward County’s current systems environment in terms of key system deficiencies, strengths, and weaknesses of the functions in the project scope. It also provided insights into the functions that users value and how a future solution might better address their needs in specific areas. 

While some employees are comfortable with the current system and are able to obtain necessary information from it, GFOA consultants found many who are dissatisfied with the current environment, from the end-users who work with the systems daily, to the managers and other stakeholders who have difficulty receiving timely and accurate information regarding the County’s financial condition and performance. The lack of interfaces between multiple systems in the current environment, the lack of an effective reporting tool available to end-users, the dependence on antiquated and out-of-date  paper-based environment, and the inability to adapt and change with new demands, have left the County with an array of inefficient, time-consuming, and manual business processes. The findings contained in this chapter form the foundation of the business case for a new financial and HR management system.

	Chapter

3
	
	Technology Assessment


The purpose of this chapter is to describe and assess Broward County’s current technology environment and the County’s ability to support the technology demands of the modern enterprise system options that are likely to be considered. This assessment is based on review of documents and on-site interviews conducted with County staff. 
3.1
Goals and Objectives of the Technical Assessment

Analyzing the needs of Broward County in relation to its system options requires providing some insight on the County’s current use of technology. In this chapter, the GFOA will: 
· Review Broward County’s current data applications and identify those applications that likely will be replaced within the scope of the enterprise system project, those that are outside the scope of the project, and those that possibly could be replaced.

· Review the County’s technology planning efforts and identify projects that may impact the planning for an enterprise system.

· Discuss the challenges of integrating the enterprise system with other County systems and other entities.

· Discuss the overall technology demands that an enterprise system will make on the County.

· Evaluate how the County’s technical directions align with the demands of an enterprise system, and identify actions the County may need to take to ensure a more successful enterprise system implementation.

· Discuss the need for the involvement of OIT staff but also staff from other County departments in the implementation and maintenance of a new enterprise system. The original Advantage implementation hasn’t met the County’s needs in several areas; what would make a new enterprise project work better?
3.2
Broward County’s Data Applications

From a technology perspective, Broward County has been relatively successful in implementing needed data applications for the County government. As the County weighs the alternatives for a new enterprise system it is helpful to consider how this project would impact the County’s portfolio of data applications. The exhibits below assess this issue by breaking the County’s data applications into three groups:

· Those that are in the scope of an enterprise project and would be replaced.

· Those that are not in the scope and so would be largely unaffected.

· Those that are possibly in the scope of the project via third party or best of breed application interface.

Table 3.1 lists primary data applications that would be replaced within the scope of a new enterprise system project. A project could replace the complete existing collection of AMS Advantage and Cyborg and primary standalone system modules. 

Table 3.1: Broward County Data Applications in the Scope of an Enterprise Project

	Area and Application
	Vendor and Product

	Finance
	 

	General Ledger
	AMS Advantage 3.2

	Accounts Receivable
	None

	Accounts Payable
	AMS Advantage 3.2

	Budget Preparation
	AMS Advantage Performance Budgeting

	Purchasing
	AMS Advantage 3.2

	Project Accounting
	AMS Advantage 3.2

	Grant Accounting
	Microsoft Excel

	Grant Tracking
	Microsoft Excel

	Fixed Assets
	AMS Advantage 3.2

	Inventory
	AMS Advantage 3.2

	Financial Reporting
	AMS infoAdvantage

	Performance Measurement
	Microsoft Excel

	Human Resources and Payroll
	 

	Human Resources
	Cyborg

	Benefits
	Cyborg

	EEO Reporting
	Cyborg

	Position Control
	Cyborg

	Grievances Log
	Microsoft Excel

	Payroll
	Cyborg

	Time and Attendance - Primary
	Cyborg

	Time and Attendance – Secondary
	Paper timesheet


Table 3.2 lists major County data applications that would not be replaced within the scope of a new enterprise system project.

Table 3.2: Broward County Data Applications Not in the Scope of an Enterprise Project

	Area and Application
	Vendor and Product

	Finance
	 

	Harbor Master – Port Everglades
	Klein

	Public Works
	  

	Facilities – Building Automation
	Johnson Controls

	Facilities – Building Automation
	Siemens 

	Project Management 
	Microsoft Sharepoint Services

	Construction Management (Future)
	BIM (Building Information Modeling) Software

	Construction Management (Future)
	Graphisoft

	Construction Management (Future)
	Autodisk

	Other
	  

	County Commission Agendas
	Adobe 

	County Commission Voting
	Adobe

	Design View – Construction Management
	AutoCAD/Autodesk

	Design View – Construction Management
	DWG/DWF Viewer

	Scheduling – Transit
	Hastas/Giro


Table 3.3 lists the data applications that could possibly be replaced by a new enterprise system.

Table 3.3 Broward County Data Applications Potentially in the Scope of an Enterprise System Project

	Area and Application
	Vendor and Product

	Finance
	 

	Accounts Receivable - Aviation
	Propworks 4.1 

	Accounts Receivable - Wastewater
	Peace/Energy 5.2

	Accounts Receivable - Human Services
	CSMS (Client Services Management System)

	Accounts Receivable – Port Everglades
	Klein Systems

	Accounts Receivable – Construction Management
	POSSE

	Cashiering – Urban Planning
	Cashier for Windows

	Revenue Collections
	Tax Manager

	Cashiering – Tax and Licensing
	Manatron

	Project Accounting – Aviation
	Prolog

	Project Accounting - Other
	PMIS (Service Agreement Module)

	Treasury
	JP Morgan SymPro

	Contract Administration – Construction Management
	PMIS

	Vendor Records
	BMC Service Desk

	Fixed Assets – Port Everglades
	FAS – Fixed Asset System (Custom)

	Fixed Assets – Aviation
	Propworks

	Fixed Assets – Facilities
	Bricsnet (Real Property)

	Fixed Assets – OIT
	BMC Service Desk Express

	Inventory – Port Everglades
	MP2/Datastream

	Inventory – Human Services
	HSD IT Equipment Inventory System

	Performance Measurement
	Microsoft Excel

	Human Resources and Payroll
	   

	Applicant Tracking, Application Management and Hiring
	HR Recruiter

	Human Resources Reporting
	Cognos

	Training Administration (Learning management)
	Registrar

	Time and Attendance - Wastewater
	Kronos

	Time & Attendance – Transit
	MIDAS/TMIS

	Work Orders
	   

	Maintenance Management/Work Orders – Primary
	AMS Advantage

	Maintenance Management/Work Orders – OIT
	BMC Service Desk

	Maintenance Management/Work Orders – Facilities
	Maximus

	Enterprise Systems
	   

	Wastewater - Primary
	Maximo

	Facilities - Primary
	Maximus

	Maintenance Management/Work Orders – Port Everglades
	MP2/Datastream

	Maintenance Management/Work Orders – Transportation
	TMIS

	Maintenance Management/Work Orders – Aviation
	Maximus

	Maintenance Management/Work Orders – Wastewater
	Maximo

	Other
	   

	Document Management – County Records
	Empower/Global 360 (Purchased software over 5 years ago, not implemented)


Whether these systems can be successfully replaced would ultimately depend on the abilities of a new system: For example, would a new system offer treasury management functions that are strong enough to justify replacing the JP Morgan SymPro system?

These lists of the County’s data applications can help to frame the decisions the County faces regarding the scope of the enterprise system project. These decisions will also change the portfolio of data applications that the County will then need to maintain.  One of the major goals of any enterprise project would be to bring about a net reduction in the number of systems that OIT and department IT units must maintain.

As per our onsite interviews and system observations the County faces some major scope decisions regarding which applications a new enterprise system would include or replace:

· Time and Attendance Systems Throughout the County:  Modern enterprise systems typically offer time and attendance support but usually do not include the automated time clock technology that is available from vendors such as Kronos.   The County would likely use the time and attendance ability from a new system just as it uses the similar ability in the Cyborg system. 

The County should also use an enterprise project to replace paper based time and attendance processes, with more robust time clock technology. Agency leaders will need to make decisions on whether to replace paper time slips throughout the organization, and ideally interfacing a time clock system to the new enterprise system. 

· Financial Reporting Tools: The County currently utilizes AMS infoAdvantage for as the primary tool for financial reporting.  Users feel that infoAdvantage is not a user-friendly tool and that side systems, such as Microsoft Excel are necessary to produce many of the required financial reports.  It is possible that a new data warehouse included in Advantage 3.6 may meet County needs but as yet, remains to be seen.  Alternatively, a new ERP product may offer stronger reporting tools than the current infoAdvantage product. 

· Treasury System:  The County accounting division currently uses JP Morgan SymPro as the treasury management system.  It is possible that a new enterprise system might allow for the replacement of the JP Morgan SymPro treasury system, however, as JP Morgan SymPro is a robust treasury management solution it might be viable to keep the current system interfaced with a new financial management solution.   

· Performance Measurement System: The County is utilizing Microsoft Excel for performance measurement analysis and reporting.  A majority of public sector organizations are investigating performance management deployments and with good reason. Performance management can be a wellspring of innovation and can help the organization move from simply realizing the standard efficiency gains achieved through an enterprise software solution to maximizing the use of enterprise data in the strategic decision making process.  It is possible that an ERP product will offer a performance measurement module as part of it’s out of the box offering. However, the County might want to investigate a more robust third party performance measurement or business intelligence solution (Cognos, etc.).
· Oracle System at Aviation: The Broward County Aviation Division has a somewhat separate system and business process need from the County itself and currently uses various systems to support a variety of specialized functions.  In particular, aviation uses Propworks for its billing and accounts receivable function.  Propworks is an Oracle based application, requiring the Oracle financials software to function.  Aviation is currently paying for numerous user licenses for the Oracle 4 accounts receivable module. However, the department does not require much of the accounts receivable ability of the Oracle financials system. A new enterprise system could possibly provide Aviation with the functionality it needs in accounts receivable and eliminate the need to pay for Oracle user licenses and the maintenance and support of an Oracle database.

· Applicant Tracking: The Human Resources department uses HR Recruiter for applicant tracking.  The applicant-tracking module of a new enterprise system could replace this system and provide an integrated solution. If a new enterprise system does not include the applicant tracking functionality desired by the County, HR recruiter should be integrated with the enterprise system. Human Resources also uses CS Stars for workers compensation claims and the County should also consider if a new enterprise solution could replace this system.

· Document Management/Document Imaging: Approximately 5 years ago, the County purchased the Empower/Global 360 Document Imaging solution in the hopes of implementing electronic document management for the County Records Division.  The County has been struggling to implement the Empower/Global 360 document management and imaging system, and such a system could be within the scope of the enterprise project, specifically in regards to financial and HR document tracking. 

· Work Orders/Maintenance Management: Many governments use “best of breed” systems for maintenance management and work orders.  Countywide, these functions are supported through numerous systems including:

· AMS Advantage – Primary

· MP2/Datastream – Port Everglades

· Maximus – Facilities, Aviation, Fleet Management

· Maximo - Wastewater

· Phaser - Facilities

· TMIS - Transportation

· BMC Service Desk - OIT

In proceeding with an enterprise wide system project, the County would benefit from an ERP product that could at least duplicate the current level of support. However, is it necessary for the County to procure multiple systems with redundant work order and maintenance management capability? This is an area where it will be prudent for the County to identify similar needs and streamline similar processes into one or two central best of breed work order systems, tightly interfaced into the financial management system.  The County should determine its goals in this area as part of the enterprise system RFP process.

· Project/Contract Management System: The County does not currently have an off the shelf project/contract management system, but has been utilizing an in-house developed Project Management Information System (PMIS).  While the system is sufficient in the keeping of and reporting of Minority and Women-Owned Business Enterprise (M/WBE) data it is not a true project management system.  Furthermore, it has become evident that the County has had issues implementing PMIS as the primary project management system throughout the organization.  A new enterprise system could possibly provide the County with the project/contract management tools it needs throughout County divisions and eliminate the need to have multiple side systems performing these activities.
· Centralized Accounts Receivable System:  The County made the decision not to implement the Accounts Receivable module of Advantage 3.2, creating a decentralized environment consisting of separate Accounts Receivable systems for many different county agencies.  These systems include:

· Microsoft Access - Accounting, Extension, Engineering (Capital Projects), Facilities Maintenance, Medical Examiner, OIT, Print Shop, Recording, Purchasing (Central Warehouse), EPD (Environmental Monitoring Division), Health Facility Authority

· Klein Systems - Port Everglades

· Propworks 4.1/Oracle 4 – Aviation

· Peace/Energy 5.2 – Wastewater

· CSMS (Client Services Management System) - Human Services

· POSSE - Construction Management 

· Maximus – Facilities

· Microsoft Excel – Parks and Recreation, Human Services

· Tax Manager – Revenue Collections

The proliferation of data systems for the accounts receivable function complicates the process for the organization and creates an environment of redundant systems and promotes the use of shadow systems to perform basic accounting tasks.  This is an issue, which should be carefully examined when determining the scope of an enterprise system project.

Upgrade of the Current AMS Advantage 3.2 System to Advantage 3.6 

The County is in the process of upgrading to from AMS Advantage 3.2 to the AMS Advantage 3.6 system.  The system upgrade is staggered over a 6-8 month time period:

· Financial functions are to “Go-Live” in September of 2007.

· Procurement functions are to “Go-Live” in January of 2008.

The AMS Advantage 3.2 modules that are installed at the County are below:

Table 3.4: AMS Advantage 3.2 System Modules Installed at Broward County

	AMS Product
	Modules
	 Comment

	AMS Advantage 3.2
	G/L, A/P, Project Accounting, Fixed Assets
	Did not implement the A/R module

	AMS Performance Budgeting
	Budget Preparation
	

	AMS infoAdvantage
	Financial Reporting
	 

	AMS Advantage 3.2
	Procurement, inventory
	Inventory not used

	AMS Advantage 3.2
	Work orders
	

	AMS Advantage 3.2
	Financial aspects of permitting
	 


To some extent, the County has customized the AMS Advantage software.  The County has Advantage 3.2 licenses for 1000 named users.  In addition, the County offers a thick client or thin client
 license to divisions to utilize the AMS infoAdvantage reporting tool.  The thick client license offers more robust reporting capabilities in infoAdvantage, however not every department is able to afford it.

As per staff interviews and system observation sessions, it is evident that there is interest throughout the County in improving the functionality of the AMS Advantage 3.2 system.  Some of the functionalities a majority of county staff noted that they would like to see improved through an upgrade include:

· Improved Reporting:  Across the board, end users are frustrated with the current state of infoAdvantage.  Users find the tool cumbersome and feel that it doesn’t meet their reporting needs.  

· Vendor Self-Service: The lack of vendor self service capability causes issues with basic vendor correspondence, vendor registration and vendor payments.   

· Interface/Integration with Departmental Systems: There is an enormous amount of manual entry taking place throughout the County.  End users are re-keying mass amounts of data from departmental systems into the current Advantage 3.2 system.

· Electronic Workflow: The term workflow refers to the electronic capturing of business processes. A common example of the use of workflow is the routing of purchase requests within the organization for approval and fulfillment. Documents are then routed according to “rules” which have been entered into the workflow system. Workflow requires a workflow “engine,” which is usually a built-in feature of the enterprise software. 
There are many paper-based processes throughout the County that could be streamlined through electronic workflow.  The reluctance of the County to adopt a unified process for many business processes, coupled with the administration and storage of mass paper records for many business processes frustrates many system end users.  

The extent to which these new or improved functionalities will be addressed vis-à-vis the Advantage 3.2 to Advantage 3.6 upgrade is denoted below:

Table 3.5: Issues Addressed in the AMS Advantage 3.6 Upgrade

	End User Feedback
	Addressed in Advantage 3.6 upgrade?
	 Comment

	Improved Reporting
	Y
	An upgraded version of infoAdvantage is anticipated to be more user friendly than the current version.  The County must provide extensive training to end users to maximize full benefit of any infoAdvantage upgrade.

	Vendor Self-Service
	Y
	Vendor Self-Service, Vendor Registration, Vendor Payment Tracking and Vendor Bid capabilities will all be included as part of the new upgrade.  It will be important for the County to inform divisions of the new capabilities and request feedback during the implementation process to maximize the upgrade benefits.

	Interface/Integration with Departmental Systems
	N
	It was unclear if the AMS upgrade process includes building interfaces with other county systems.  To achieve the maximum benefit of a transactional financial system interfaces should be built to eliminate redundant data entry. 

	Electronic Workflow
	N
	The County must accept electronic signatures to achieve the most benefit from electronic workflow.  The reluctance of the County to accept electronic signatures will make it difficult to implement electronic workflow in the Advantage 3.6 upgrade or in any future technology implementation.


Currently, the County has an AMS Advantage 3.6 project team that is guiding the upgrade process.  There is a team of 20 users functioning as the test team, in a web based test environment.   The testing team creates and runs the test scripts and validates system data.  

System upgrade training however is still somewhat undefined.  At the announcement of the Advantage 3.6 upgrade there were 50 training volunteers, which have naturally shrunk over the past few months, as per individual job demands.  

While it is evident that County managers have been very responsive to having individuals participate in training, there is a concern amongst users, especially throughout the lifespan of Advantage 3.2, that they do not receive sufficient system training, since over the years system classroom training was eliminated entirely (with the exception of purchasing training) and new employees were trained either on the job in individual departments, or through the use of user manuals and streaming video.  It will be important for the County to focus on supporting robust training activities for end users, during the upgrade to Advantage 3.6 and for the months and years to come. 
3.3
Strategic Technology Planning at Broward County

Overall, the County’s efforts in information technology planning are very comprehensive. In its planning work, the County is considering the same technologies and best practices being adopted by the more advanced local governments of similar size. Broward County has invested in preparing numerous documents which all contribute to an informal overall technology plan/vision. These documents include:

· ITSB Business Case Briefing Document, March 2006

· Information Technology Standards, Recommended by the Broward County Office of Information Technology

· Final Report of the Management and Efficiency Study Committee (MESC), June 2006

· Construction Management Task Force Report, December 2006

Eleven of the significant IT projects called for in the ITSB Business Case Briefing Document (Broward County IT Strategic Business Plan and Countywide IT Initiatives) are listed in Table 3.6. This exhibit also indicates which of these projects could possibly be within the scope of an enterprise project. The OIT plan calls for these projects to ideally be completed within the next few years, but did not specify certain timeframes.

Table 3.6: Broward County Planned Information Technology Projects

	 Initiative
	 In Project Scope?

	Data Center Relocation
	N

	Data Recovery Services
	Y

	Web Content Management
	Y

	Constituent Relationship Management
	Y

	Countywide Data Architecture
	Y

	Mobile Computing
	Y

	Collaboration
	N

	Document Management
	Y

	GIS
	Y

	Performance Measurement
	Y

	Permit Center
	Y


These and other planned projects constitute a very ambitious workload for the Office of Information Technology in the next several years.  It will be important for OIT to identify which initiatives could be “quick wins” vs. transformational projects  that will require organizational change or technological advancements to pursue.  For example, data recovery services could possibly be pursued rather quickly through an OIT initiative (possibly through the utilization of an application service provider to access redundant off site data servers), whereas Constituent Relationship Management will be much more difficult to implement until the County has a true enterprise system with electronic workflow and a centralized work order engine.  
The Impact of Other Future Technology Initiatives

Overall, the county is faced with a backlog of new technology initiatives.  Of the total number of OIT employees in the County nearly 30% are dedicated to new application development.  There are currently approximately 50 projects that that are being developed and there is a backlog of 60 projects that have been requested.  In addition, County departments investigate procurement of technology on a routine basis.  OIT has resource officers that perform a rudimentary “build/buy” analysis in order to assess departmental technology procurement.     

While aggressively exploring, developing and/or procuring emerging technologies is a primary step toward innovation, procurement of new technology must be analyzed and approached from an enterprise wide perspective, not from the immediate needs or technological desires of an individual County agency. Improving the situation from the status quo is the desired outcome of any future technological initiative: However, it is important to identify any redundancies in systems technology development/procurement initiatives might create. 

As per staff interviews and system observation sessions it appears there are numerous technology upgrades/projects in the works throughout the County that potentially conflict with a new ERP solution:

Table 3.7: Other Planned Technology Initiatives at Broward County

	Function
	System
	Comments

	Learning Management
	Registrar
	Upgrade Planned

	Subcontract Payment Tracking – Construction Management
	Subcontract
	Initial Investigation Phase

	Accounts Receivable - Port
	Klein
	Upgrade Soon

	Tax Collection System
	RFP Pending
	

	Human Resources
	BC 102 Automation
	

	Project Management - Facilities
	Maximus/Sharepoint Integration
	

	Wastewater 
	Maximo Enterprise Upgrade
	

	Aviation – Accounts Receivable
	Propworks Upgrade
	

	Wastewater 
	Maximo Timecard
	

	Project Management - PMIS Upgrade/Development
	PMIS
	Continuous Development Toward Countywide Rollout

	Construction Management – Other
	BIM Software
	Building Information Modeling

	Construction Management – Other
	Graphisoft
	

	Construction Management – Other
	Autodisk
	


As the County continues to procure and develop new systems, how will this affect the business process of departments across the organization?  Are other departments able to benefit from technologies that are departmental driven initiatives?  Further, how do these current and planned initiatives impact a potential ERP procurement? These as well as many other questions must be addressed in the planning, procurement and implementation phases of any technology initiative.  

GFOA recommends that Broward County consider a moratorium on technology development and procurement until a detailed analysis is done internally on the countywide effect of all new technological initiatives.

3.4
Interface/Integration with County Systems

One of the challenging aspects of an enterprise project will be to develop the required interfaces with outside systems or, in some cases, to redevelop previous interface programs.  System observations and departmental interviews made it evident that there is a lack of real-time interfaces between Advantage and Cyborg as well as between Advantage/Cyborg and outside departmental systems (Maximo, Maximus, etc.). Batch jobs are run to update systems on a daily, bi-weekly, monthly or on-demand basis. Currently, the County runs 61 jobs daily, 3 bi-weekly (including payroll), 9 monthly and 24 on-demand.  A list of OIT batch jobs can be found in Appendix 3.   

It appears that the management of interfaces in AMS and Cyborg has been difficult and while a few work well, such as the interface between Kronos timekeeping in Wastewater and Cyborg, many are either non-existent or have even been lost after various Advantage version upgrades. 

These are key interfaces that were observed in the Advantage 3.2 and Cyborg systems, and it would seem that a new enterprise system would require similar interfaces:

Advantage 3.2

· Web Credit Card Processing

· 1099 Generation

· Fixed Assets

· Financial Reporting
· Treasury
Cyborg

· Payroll Extraction (Cognos)

· Time and Attendance (From Time and Attendance System)

· Learning Management

· Training Administration

· Benefits Reporting

· COBRA

Integrate Best-of-Breed Systems into an Enterprise Solution

It will be important for the County to investigate possible interface points between the numerous best-of-breed solutions throughout the County and a future enterprise system.  For example, creating a real time interface between a best-of-breed system such as Maximo or Maximus and an enterprise financial/HR system will eliminate redundant data entry and will allow county employees to focus on more value added activities. Table 3.8 illustrates the main types of interfaces that will be needed if the County decides to pursue an enterprise system in the future.
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3.5
Business Process Demands of Enterprise Systems

An ERP system, by its nature, will place significant business process demands on the County.  The fact that ERP systems are tightly integrated means that any business function that formerly operated as a standalone process will change dramatically.  Specifically, the most typical business process demands include the following:

· Flexible Chart of Accounts: The chart of accounts (COA) is perhaps the most critical design element of an enterprise system.  This is because the COA is the supporting structure for budgets, all transactions, and financial reporting.  An ERP will force the County to make good decisions regarding the COA because it must support all financial functions within each department, and cannot be designed in a vacuum.

· Integrated Financial Information: Currently, for any given project, accounting may have one set of cost numbers, construction another, and fixed assets something else entirely.  Even when the numbers are the same, it is very difficult to pull together reports to describe or analyze those costs.  ERP systems ensure that there is a single set of accurate costs and revenues, providing an opportunity for productivity improvement as well as significantly enhanced financial reporting.  For example, project accounting will be tightly integrated within financials, ensuring data integrity and eliminating redundancies.  However, to realize these benefits, processes that are currently performed outside of the Advantage system will need to be performed within the new ERP system.

· Workflow: ERP systems tend to eliminate expensive and error-prone document handoffs and excessive approvals by providing event-driven workflow.  Procurement is the best-known example of this, as an ERP will automate the routing of purchasing documents to various parties, including budget to verify funds availability, accounting to verify correct coding, procurement to verify that proper procedures were followed, and management to obtain approvals.  Significant process change will be required to ensure that the potential savings of automated workflow are realized.

· Document Management: Almost all processes involve some sort of paper trail, which most ERP systems can either reduce or eliminate through electronic signatures, electronic storage of scanned documents, and searchable document formats.  Additionally, integrated modules will allow documents to be shared quickly and easily.  The County will need to reevaluate its paper-based processes to see if it can take advantage of the document management technology in support of its goals.

· Reporting and Analysis: Modern enterprise systems either come with powerful and easy to use reporting and query tools, or a third-party tool is tightly integrated into the system.  Outside of truly complex requests, County users will need to change their processes to generate reports and queries on their own rather than consulting OIT for assistance.  Additionally, ERP systems vendors can provide data maps to ensure that users are accessing the right data elements on the right tables for their reports.

· Self-service: Most ERP systems allow for vendors and employees to access portions of the system via the Web to update demographics and other data elements themselves, rather than going through a central purchasing or HR function.  This can replace time-consuming manual processes that require central staff to take down information over the phone and key it into a system.  More advanced organizations allow employees to update their W-4 information, make benefit selections during open enrollment, or make other changes via a secure Web-based connection.  These technologies will require that spreadsheet-based processes currently being used to track FMLA, performance evaluations, donated leave, etc. must be redesigned to work within the ERP system.

· Budgeting: An enterprise system can have a profound impact on the County’s budget cycle by providing what-if analysis tools, full integration with the core financial modules (G/L, A/P, and A/R), and productivity enhancements through online budget development.  Flexible rollup structures are also possible, ensuring that reports and analysis can be provided during budget development as well as throughout the fiscal year.  Processes requiring access to budgets that are currently outside the financial system, such as CAFR generation, will need to be redesigned within the new ERP system.

· Revenue: An ERP system will eliminate the multiple A/R systems currently in use by various County departments, and will ensure that an accurate and timely revenue picture is available to decision makers.  To reach that outcome, the County will need to make significant changes in its revenue-based processes, eliminating redundant data entry, enforcing GAAP, and redesigning cashiering.

· Payroll Processing: ERP systems allow pay cycles to run in the background, so there is no need to avoid certain activities during a pay cycle run, as is currently the case.  Also, because of the tight integration of ERP modules, salary changes and other transactions are updated in the G/L immediately, eliminating the hand calculation processes.

3.6
Technology Demands of Enterprise Systems 
A modern enterprise system places a number of technology demands on the County. These are the most typical demands of this type:

· The need to configure and maintain multiple servers as well as PC-based clients using a distributed, client-server architecture.  Most enterprise system providers also support Web-enabled or Web-based architectures, which use browser software (e.g., Microsoft Internet Explorer) on PCs.  In some cases, a hybrid architecture is needed where standard users will access an enterprise system through a web portal, while “power” users will require a client-server architecture for performance reasons (typically, the need to generate large, complex reports).  If chosen, these hybrid situations may require the OIT to maintain two architectures for the same software.

· Choice of architecture has profound implications for support needs.  Vendors should be asked to explain the rationale behind their recommendations, and be asked for staffing implications as well.

· Possibly greater demands on the County’s computer network, including increased bandwidth requirements as well as increased storage needs.  Vendor recommendations typically will accompany their proposal, and those will be refined during the initial stages of the implementation phase.

· The integration of the ERP system with desktop systems such as Microsoft Office.  This is especially critical for workflow, where many systems provide workflow capabilities through integration with the email system.  Workflow also requires pervasive understanding of common business processes.

· Most implementations will also require some sort of remote access capability, usually through a virtual private network (VPN).

· Support for ad hoc reporting and decision support systems.  Additionally, digital dashboards and other performance measurement or performance management tools are often supported by enterprise systems, requiring significant work in systems integration.

· The use of document management and imaging.  Decisions need to be made about converting history – how much or how many of what kinds of documents will be scanned in versus kept in paper format.

· Support for maintenance of security.  Some enterprise systems provide security configurations at the field level.  This added flexibility typically requires increased staffing to support it.

· The need for training of OIT staff.  Even in cases where the software vendor can access the production system for troubleshooting, OIT staff will want to monitor that activity and be ready to assist should any issues with network or server communications arise.

· Possibly greater demands for help desk support.  Initially, users may have difficulty identifying the source of a problem (network, hardware, software, or procedural), and help desk staff may need to provide a triage function as well as standard support services.

3.7
How the County’s Technology Direction Compares with ERP System Demands

Table 3.9 summarizes the County’s readiness to support the technology demands of an enterprise system, as described above. The implications of each demand are presented, along with an assessment of the County’s readiness to meet that demand.
	Table 3.9: Broward County's Readiness for Enterprise Technology Demands

	Demand
	Implications
	Assessment

	Distributed Architecture
	· Multiple servers may be required to support distributed architecture.

· There is also the need to set up development, test, training and production environments.
	· OIT has published a series of technology standards governing hardware, software and communications for the desktop, department and enterprise levels.
· The County is familiar with browser-based and client-server architectures
· The County’s use and understanding of industry standard tools from Microsoft, Oracle, Cisco, IBM and others should enable it to manage enterprise architecture components without much difficulty.

· Setting up the development, test, training and production environments will require significant cross-department connectivity and subsequent support.
· OIT provides a VPN solution for remote access with industry standard operational security elements.

	Relational Database
	· Enterprise systems will require implementation of a relational database.

· Almost all vendors support Microsoft SQL Server and/or Oracle.
	· The County is familiar with both Microsoft SQL Server and Oracle 9i RDBMS systems. 
· The County seems well positioned to take on the demands of administering a more centralized database for a new system.

	Network
	· Most enterprise systems require higher speed networks.
	· The County uses Cisco components to support its networking needs.  The County will need to evaluate current bandwidth usage, reliability and security, and any network storage to determine if more hardware or upgrades to existing hardware will be required to support an enterprise solution.

· Enterprise software solutions make certain assumptions about the network operating system.  The County will need to determine those and ensure they are in place.  For example, how Active Directory has been implemented can have an impact on single sign-on requirements and workflow implementation.

	Desktop Integration
	· Desktop productivity applications such as Microsoft Office and PCs capable of running them are required for data analysis, reporting, etc.
	· Like most organizations of this size, the County has a variety of desktop hardware and software configurations in use.  Because enterprise systems have minimum configurations for desktop use, the County will need to ensure that its users have sufficiently powerful PC’s within the defined architecture to run the application and meet user requirements for speed.  

· Current PC hardware and software standards should allow for adequate data sharing. 

	Ad Hoc Reporting and Decision Support Systems
	· Managers will require standard reporting and business users will require more complex views of enterprise data.
	· Current difficulties with reporting seem to revolve around lack of understanding of the Advantage data structures.  Enterprise systems will likely provide a much more comprehensive data map in order to empower users to develop their own reports and queries.

· Enterprise applications may also integrate with third-party tools such as Crystal Reports or Cognos.

· An enterprise application, coupled with effective user training, can start to move an organization towards a self-sufficient user base that does not need to contact OIT for basic reports and queries.  This can provide both technical and cultural challenges for an organization.

	Workflow
	· Workflow technology will likely be used within the system to route documents, etc.
	· The County has a significant number of standalone (or “silo”) processes with little integration across functions.  This results in multiple data entry points, increased user error, and lack of data sharing.  Workflow can have a tremendous impact on that environment, but it does require that users have similar desktops, training, and access to various functions.  Additionally, the County will need to address the change management issues that are created in moving towards a more collaborative environment.

	Imaging/Document Management
	· Images of invoices, vendor contracts and other documents can be stored in the database.
	· The County is currently paper intensive, but has recognized this as an issue. 

· Should a reduction in paper usage become a goal of an enterprise project, the County will need to examine its scanner inventory to ensure that users have the tools needed to quickly scan documents.

· The County will need to determine how much history to scan into the database, and how much to keep as paper-based. 

	Technical Support and Maintenance
	· Technical support work will become more demanding, due to the use of enterprise technology.
	· The County is already providing technical support for almost all the major technologies involved in an enterprise system. 

· The County will need to ensure that it is adequately staffed in this area, as users may have difficulty providing accurate assessments of the source of a problem.

· If OIT does not have a dedicated security analyst, it may be wise to consider such a role.  Most enterprise systems provide highly flexible and configurable security modules, along with functions such as role-based security that can require near-constant attention in a large environment.

	Training
	· Most enterprise implementations rely on a "train-the-trainer" approach, so that the County’s business experts would be able to teach other County staff.
	· The County will need to develop a comprehensive training plan to ensure that there is adequate cross-training and backup to primary users by function. 

	Help Desk
	· Help desk support is typically split between frontline support provided by user departments and technical support provided by OIT.
	· There seems to be insufficient Advantage expertise at the department level, which limits the ability for department experts to field help requests. 

· The OIT help desk function will need to integrate an enterprise application into its troubleshooting parameters.


3.8
Involvement of the Office of Information Technology (OIT) in Enterprise System Implementation and Maintenance

OIT has approximately 160 employees and is responsible for all county data. There are about 7,000 total employees under the Broward County Board of Commissioners.  The County’s OIT staff is few in numbers and given the size of the County and scope of work, they do the best job possible.  From a technical perspective, the implementation of Advantage 3.2 seems to have been a success; the hardware and software were installed successfully, the system runs and performs without major issue. 

There seems to be a general agreement that the implementation of the current Advantage version has been less than successful from a functional and business perspective. Some functionality, such as that provided by infoAdvantage, is not user friendly. The problems that caused the less-than-successful implementation seem to revolve around an inability by the County to use the system to make a dramatic improvement in the business processes used by the departments.
It should be standard practice for OIT to assist in to identifying the technical requirements for new enterprise software during the selection process and OIT should require vendors to document the optimal technical architecture for the efficient performance of the software. All assumptions regarding data conversion, system installation and staffing should also be submitted as part of each proposal. 

IT personnel usually takes a “back seat” to the business users during selection, however, GFOA recommends that OIT staff actively participate in any future software demonstrations to assess any potential impact to existing IT plans. Some IT participation may also be required during contract negotiations, particularly when the County is responsible for meeting certain contractual obligations, such as installing new servers within a certain time period.
In Broward County, it is evident that many technology projects are driven by individual departments rather than OIT and many times are reactionary in nature.  In the future, greater project guidance for an enterprise systems project in Broward County must come from the Office of Information Technology.  OIT has set specific IT standards for the organization but they have not always been enforced within departments, due to a lack of authority to enforce. The County will need to address IT governance in order to carefully delineate the roles played by OIT staff vs. departmental staff.

3.9
Broward County IT Governance/IT Governance Case Studies

The purpose of IT governance is to specify the decision rights and accountability framework needed for encouraging desirable behavior in the use of information technology.
 In other words, IT governance helps make sure the organization gets the best value possible out of its overall IT investments by providing a means for stakeholders from across the organization to interact and participate in the decision-making process around the organization’s IT assets. In many organizations, this takes the form of an IT Steering Committee or similar group, where business unit leaders can meet periodically to review major project proposals against business needs, and assign scarce resources to the most critical efforts.  Given the significant amount of resources the County spends on IT and the wide array of County departments across which this spending occurs, it is particularly important that the County have a robust IT governance structure in order to gain economies of scale, standardization, and synergies from IT spending across the organization.

Case Studies

In order to demonstrate the importance of a well designed IT governance structure, the GFOA interviewed a number of leading counties on IT governance and found that they all have a robust governance structure in place or are actively pursuing further development of their governance structure.  The following section presents the governance structure at Broward County and then examples of IT governance from other major U.S. counties.  The counties were selected from the Center for Digital Government’s Top Ten Digital Counties Survey of 2006.

Broward County Governance Structure

Broward County’s governance structure consists of three primary oversight groups; the IT Policy Council, the Office of Information Technology (which is headed by the CIO), and the Budget Advisory Group.  The IT Policy Council, which includes the Deputy County Administrator, is responsible for setting the overall IT goals for the entire County and to recommend necessary resources to approve project funding via the budget process.  They also serve as the final arbitrator of issues.   The CIO and OIT establish the strategic plan and also provide centralized IT support for countywide technology infrastructure and software applications; this does not include agency-specific technology resources or custom developed software (e.g., Aviation).  The Budget Advisory Group reviews funding request, which includes IT investments.

During the annual budget process, departments submit a Technology/ Telecommunications Funding Request Form (IT1-2) to obtain funding for IT investments that are considered a part of their capital budget.  This process is however not required for IT investments relating to operating expenses that are funded and appropriated within each agency/department’s budget.  There are also a number of County agencies that have their own IT staff that exclusively support agency-specific IT hardware and software.

Project Prioritization

The Budget Office/Budget Advisory Group, OIT, and IT Policy Council are all involved in the decision to approve the proposed IT projects.  Information from the IT1-2 form, essentially business cases that require the requesting department to justify their proposed project, is used to determine the priority and viability of each investment.  Criteria include short-term and long-term costs, quantitative and qualitative benefits, timeline and required resources, and compatibility with the County’s strategy and technological standards.  The Budget Advisory Group, OIT, and CIO review the funding request forms and makes recommendations to the IT Policy Council.  The IT Policy Council reviews these recommendations and makes final recommendation to the Board of County Commissioners for final approval and inclusion into the annual budget.   

IT Governance Case Study 1 – Fairfax County, Virginia

Governance Structure 

The CIO is a deputy county executive who has a series of other departments under his purview – library, consumer protection, PIO, etc. The CIO has a broad information-based role and looks across the entire organization to see how information is used. The CTO runs a centralized IT department of approximately 350 staff. About 150 decentralized staff report to their department director and the CTO in a matrixed relationship. 

Standards, architecture, and all strategic decisions are made centrally, and the development of overall IT strategy is very collaborative. They interpret the direction of the county board, and develop an overall business strategy, which then drives the IT strategy. Departments then propose IT projects/solutions based on published direction and strategy. Portfolio management plays an important role, as every project must tie back to a project strategy and each project requires an ROI.

Coordinating information between departments is facilitated deputy county executives who oversee groupings of departments, providing some level of central control. For example, when IT sets standards, all departments are required to follow those standards, with enforcement coming from both the CIO and other deputy county executives.

Independent elected officials are subject to the same control as other departments. Fairfax County’s success in getting elected officials to cooperate is based on success of past relationships with IT and because these departments have very little independent funding. Even outside funding is not exempt from IT governance controls. This approach reinforced through strong support from the county board.
Fairfax County has 55 different departments. The governance structure achieves representation and buy-in to IT governance by working closely with all deputy county executives and by having close relationships on an operational/business level. The County also has an IT Policy Committee that consists largely of people external to the County. This committee is appointed by the board and serves to help provide community feedback on IT strategy. The County emphasizes “matrixed” relationships between central IT and operational departments.

Project Prioritization

The County requires departments to submit business cases for new projects. Portfolio managers review the projects and meet with departments to review the submission. The projects are rated against a list of central criteria and combined into larger projects where there are opportunities for synergy. The CIO then works with central budgeting to determine the funding available for IT projects in the context of the County’s larger resource requirements. 

IT Governance Case Study 2 – Montgomery County, Maryland

Governance Structure

The CIO is the owner of the governance structure. The CIO is also the head of the technology department and is a member of the “cabinet” (i.e., full department head). The CIO’s relationship with departmental IT professionals has varied. IT was historically decentralized – but has recently become more centralized. Now the CIO approves departmental projects and the IT department often leads and implements their projects. One notable area where central IT sometimes cedes control to decentralized resources is with the administration of mission-critical or highly specialized business applications – the County has found that departments are good stewards of these applications. The department and CIO jointly make the decision on where to locate those types of functions on a case-by-case basis. 

Regarding their committee structure, they have a steering group consisting of department directors as well as a representative from the office of the CAO/CEO.  It is important to have the CAO involved to convey significance and to keep the CAO informed of ongoing IT projects. This group creates policies on things like cell-phone use, desktop PC usage, etc. The steering group takes an active role in identifying policy needs, reaching consensus on broad policy measures while ceding detailed technical standard setting to central IT.

Another committee is the operational management group, comprised of key IT management staff within the organization. The idea is to get them on board with key policies first, which will then influence the steering group. This group’s “input” role makes the steering committee more comfortable in approving policies. 

Critical Success Factors for Maintaining Centralization/Decentralization Balance

· First and foremost, there must be a competent technology department. Out of desperation, operating departments might decide to develop their own IT capabilities. This implies the central IT group is clearly accountable for customer-oriented results.

· Open communication with department heads, CAO, and legislators

· Having achieved strong communication and accountability, , centralization can occur naturally as departments are satisfied to concentrate on their core business rather than expending their resources on IT. 

· CIO authority over infrastructure is important as this a basic area for shared potential.

· Codifying formal administrative regulations is important. However, it is not as important as the previous points. 

Project Prioritization

The process starts with the basis of capturing a solid business case. Departments can enter requests at any point during the year. Central IT has a list of thought-stimulating questions to help departments think about what sort of questions they need to ask themselves. A central IT customer manager also works with departments to develop the business case (the customer manager tends to also be a project manager who is familiar with the department’s business, but not necessarily dedicated to it). 

Projects can be submitted year-round, and there are a couple of pathways in which a project review might be handled. If a request is submitted mid-year and can be fit within existing resource availability, and is consistent with overall County direction, the CIO may just evaluate it personally for approval. If the project is larger it will be deferred to the annual evaluation process. For the annual prioritizations/funding process, the IT department works hand-in-hand with departments to review projects proposed. Projects are reviewed against business and operational criteria as well as architectural strategy. These rating criteria are developed jointly by the CAO and budget department. The budget department, user departments, and IT work together to define a total budget.

The project review process also includes an “expert panel” comprised of department IT managers. They review projects for issues like proper staffing, ability of central IT to play a meaningful role in the project, and compatibility with architecture. They might also help identify projects with synergies and combine them. Central IT also reviews projects for possible synergies before they go to the expert panel, in order to give the expert panel a head start. 

Departments have been willing to accept the project prioritizations designated by this committee structure. However, there is an escalation procedure that leads up to the CIO, should a department wish to dispute a prioritization.  All IT projects are subject to this preview process. 

IT Governance Case Study 3 – Oakland County, Michigan

Governance Structure

The CIO is a deputy county executive, who is responsible for higher-level technology strategy, all technology projects, and the County’s extensive business process re-engineering efforts. The central IT department is headed by a CTO. There is a single IT department for all departments, including the departments headed by an elected official. 

Some of the more important governance mechanisms of the County include:

· A centralized project management office with centralized project management guidelines.

· Organization of users into five “leadership groups.” The leadership groups are focused on various types of county applications (e.g., justice) and provide feedback and governance over various applications.

· Administering IT as a propriety fund and is billed back to customers. This helps customers to have a better understanding of the service they are receiving for their dollars and imparts greater accountability of central IT.

· A detailed IT project prioritization process which prioritizes customer needs, thereby leading to shared expectations for service levels. User departments have a key role in identifying needs and proposing projects.

· Oakland County engages in long-term project scheduling, mapping out – projects over a two-year timeframe. They also analyze return on investment over a 6-year period for each project. The goal is to provide greater visibility for IT spending and priorities by planning out over the long term.

· There is a “budget task force” that considers countywide concerns that includes the county executive, the CFO, and the CIO. 

· Formal support for IT governance by the county board – the board has adopted a resolution firmly supporting governance as the means for monitoring IT spending. 

· Department liaisons between central IT and the department serves to help the user departments innovate using IT despite the County’s highly centralized IT operation. Interestingly, the liaison is a department employee – not a central IT employee. As such, it is the direct responsibility of the department to make sure their liaison is adding value.

· Accountability and a history of performance of central IT has been important for building departmental trust of central IT, allowing the County to operate its centralized model effectively. 

IT Governance Case Study 4 – Miami-Dade County, Florida

Role of Governance

Their IT governance serves primarily to prioritize projects and make funding recommendations. It also serves to catalog projects and provide transparency for IT spending within the County; helping avoid duplication of projects.


Structure of Governance

The Funding Committee acts as a central group, and is comprised of business experts at the director level who evaluate projects from a business perspective. A Peer Review Group comprised of technology people from across the County provides a more “impartial” technology review of projects, rather than using only central IT. 

Role of the CIO in Governance

The CIO is communicator of governance issues across the organization, especially regarding funding. The CIO is the owner of the governance process, but doesn’t necessarily play a role as a direct participant. The idea is that the CIO makes sure the process runs smoothly but is not seen as dictating the priorities.

Project Monitoring

Currently, projects are reviewed to make sure they are complying with various project management best practices. The County would like to evolve this process to address monitoring of value delivered more effectively.

Centralization vs. Decentralization

Larger departments, especially proprietary departments, have their own IT staff and data centers. In the past, departments have done departmental functions internally and relied on central IT for infrastructural services. However, there has been a trend where the departments have been coming to central IT to do projects (more reliance on central IT for projects). 

Governance Structure

Successful IT governance is based on a well-designed decision-making structure that adequately incorporates the competing goals of the various stakeholders within an organization (e.g., IT, finance, business departments).  IT governance structures should be used to effectively and efficiently utilize technology in the organization.  All the case studies above used IT governance to effectively manage their IT resources in order to maximize efficiency and productivity.  Although each organization has different approaches to IT governance, they all possessed a number of key design features of good IT governance.  These features are described below.

Joint Decision-Making: Good IT governance in the public sector is characterized by joint decision-making between IT and business professionals.
 IT professionals provide valuable insight into technical issues such as consistency of new projects with past investments and project management techniques. Input from business professionals is needed to ensure that IT investments align with business needs. Joint decision-making leads to mutual ownership of the resource allocation process by both groups. Formal committee structures are a particularly useful location for joint decision-making.

Involvement of Top Decision Makers: The involvement of top executives such as the CEO, CIO, and CFO legitimize the governance process. Their involvement is most crucial at the point of funding approval for the highest priority projects.

Standard Evaluation Method: Good IT governance in the public sector is also characterized by proper communication.
 In the project planning and evaluation process, a central element of communication is a shared understanding of the criteria by which projects will be judged. Therefore, IT governance should include explicitly define criteria that decision-makers will use to evaluate projects.

Screen for Technical Considerations: The project planning and evaluation process should be used to screen proposed projects for technical considerations such as conformance with technology standards and also to identify projects proposed by different business units that present possible synergies. This design feature can be especially valuable in organizations with tendencies towards decentralization of their IT decision-making, where there is a greater potential for duplicate spending.  

Formal Business Case Made: The business case is a vital communication vehicle of the project planning and evaluation process. The business case describes the rationale for the project, including anticipated cost and benefits. The business case is also used to form the foundation for good project management, which helps put the project on firm footing for success; should it be approved. The business case also can be useful after initial prioritization and resource allocation as it serves to remind the organization of the project’s stated goals during the implementation and serves as the basis for evaluation of results after project completion.

The business case should always be made by the business unit requesting the project and its primary authors should usually be business personnel. This helps ensure that the projects proposed will have a strong business rationale. Regardless, technical assistance should be made available to business case authors so that they can address issues of technical feasibility early on. 

Partnership with the Budget Office: The budget office should also be closely involved in IT governance during project planning and evaluation so that the budget office is kept apprised of likely spending requests for technology and the rationale for those requests. As a result of this partnership the budget office can be a more effective advocate for directing funding to the most valuable projects. This contrasts with a more disconnected model where a set amount of funding may be allocated to “technology” spending without regard to the potential payback of the proposed project portfolio.

Broward County’s IT governance has all of these key features, which is a good indication that the County is in a position to effectively manage its IT resources.  However, there are a number of departments and agencies that have the ability to procure, implement, and support their own IT projects.  Part of this issue stems from the fact that agency-specific IT projects categorized as operating expenses and/or are custom developed are not subject to the formal IT governance review process. This suggests that the County’s IT governance structure is not far-reaching enough.  The GFOA recommends that all investments and projects relating to IT, including custom developed software applications, be included in the formal IT governance review. In addition, the County should institute a formal mechanism to reevaluate IT investments after project completion to ensure projects have met its intended objectives and achieved benefits as proposed in the Technology/ Telecommunications Funding Request Form (IT1-2).
3.10
Technology Assessment Summary
These are the key findings of the technical assessment reviewed in this chapter:

· The County has been largely successful at deploying applications from a technical perspective that meet the needs of its user groups.  In examining those systems to determine what would be in the scope of an enterprise project, a new enterprise system is likely to displace the Advantage and Cyborg software packages, and may replace the accounts receivable, fixed asset, inventory control and project accounting packages that are more department-oriented.  Additional possibilities for in-scope systems include work order processing, maintenance management and some HR functions.  Out of scope systems include facilities and construction management, and County commission applications.
· Other scope decisions must be made in regards to time and attendance, financial reporting and treasury functions.  At the department level, Aviation’s Oracle system and HR’s applicant tracking need to be evaluated as well.  The County will also need to decide where, or if, document management fits in the scope of an enterprise systems project.
· The County is hoping to achieve some functionality improvements through the upgrade of the Advantage system from version 3.2 to version 3.6.  Specifically, the newer version should provide added capabilities in vendor self-service and reporting, but the upgrade may not address concerns with interfaces and workflow.  Most users feel that the success of the upgrade will be dependent on the extent to which the County addresses training concerns.
· The County has developed several strategic planning documents, across several departments.  Several significant projects are discussed in those documents, and they represent an ambitious workload.  The County should consider finding “quick wins” to help maintain momentum for these efforts.
· The County has a lengthy backlog of systems projects, even as it moves forward to consider new systems and newer technologies.  Some of these efforts may have value outside of the departmental boundaries in which they were conceived, and it may be to the County’s benefit to cease new investigations in order to extract more value from projects that are already identified and/or in progress.
· There are several interfaces with the Advantage system, some of which work well, some of which are problematic.  In a future enterprise system, integration with or interfaces to best of breed systems need to be built in order to prevent duplicate data entry and provide the most improvements in data quality and user productivity.
· An enterprise system will force the County to redesign several business processes, especially those that can or should look the same across departmental boundaries.  The high degree of integration within an ERP system will demand that processes be streamlined and standardized, which should greatly improve user productivity, accuracy and availability of data for analysis, maintenance, etc.
· Similarly, an ERP system will make technical demands of OIT, although the variety of platforms and data structures currently supported suggest that the department is well positioned to respond to those technical demands.
· Much of the support for enterprise systems projects needs to come from OIT. However, the greatest successes in enterprise system projects tend to come when department staff rather than OIT take the lead in many functions. 
· From a technical perspective, the implementation of AMS Advantage, Cyborg, and other systems has been a success. However, those implementations have been less than successful from an overall organizational, functional and business perspective; the County has not been able to use its technology base to make improvements in its business processes, and faces integration and interface issues as a result of non-integrated processes. 
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4
	
	Enterprise System Experiences of Comparable Governments


The GFOA has identified a group of communities similar to the County in the sizes of their operating budgets and populations.  These communities, displayed in Table 4.1, all use a single, comprehensive financial, HR, and payroll solution that either integrates or interfaces with other modules or systems throughout the organization.  This list represents only a sampling of counties across the U.S. that has successfully implemented an enterprise system.  The majority of these counties are also listed as top ten digital counties by the Center for Digital Government.  

Table 4.1 Comparable U.S. Counties and their Enterprise System

	Government
	Operating Budget1 (millions)
	Population
	Enterprise System Provider

	Allegheny County, PA
	$700
	1,223,411
	JD Edwards

	Clark County, NV
	NA 
	1,456,766
	SAP

	Los Angeles County, CA
	$21,000 
	9,948,081
	CGI

	King County, WA
	$2,400
	1,826,732
	Oracle / PeopleSoft

	Marin County, CA
	$400 
	248,742
	SAP

	Oakland County, MI
	NA
	1,214,255
	PeopleSoft

	Sacramento County, CA
	NA 
	1,374,724
	SAP

	City of Springfield, IL
	$330 
	116,482
	CGI


4.1
Case Studies of Comparable US Counties/City
The following case studies provide an overview of the experience of comparable counties that have recently implemented an enterprise solution or a comprehensive financial solution. The experiences of other governments are a valuable source of information regarding the potential opportunities and challenges associated with systems replacement projects. While examining the experiences of other governments, please recognize that each county has slightly different needs, priorities, and resources. The County must establish its own priorities and goals and assess its readiness for change. Additionally, the vendors selected by case study communities represent only a small portion of available vendors.  

Enterprise System Case Study 1 – Allegheny County, PA

	Allegheny County, Pennsylvania

	Background Information

	Population:
	1,223,411
	Current System:
	JD Edwards

	Operating Budget:
	$700 million
	Number of users:
	NA

	Total Employees:
	6,500
	Previous System:
	FAMIS / Geac

	General Overview

	Began implementation of JD Edwards in 2002 because the Human Services Department had selected the system based on a needs assessment report conducted by Deloitte and Touche. The County chose to follow the lead of Human Services because their previous systems were becoming outdated.  They completed implementation of the financial system in September 2002 and are in the process of implementing the HR/Payroll system.

	Scope

	· Project scope included financials and HR/Payroll.  HR/Payroll is currently being implemented and projected to go live in December 2007.  

· Cost to implement the system was approximately $3.5 million.
· Ongoing maintenance and support is approximately $193,000 per year.

	Benefits/ Process Improvements

	· Less hardcopy reports 
· Self-service query and reporting
· Convenience of data exports to Excel
· Elimination of manual labor-intensive processes (e.g., one-time AP and payroll checks)
· Integration of purchasing with the GL and budget for encumbrance accounting

	Issues

	· County departments still maintain many of their side shadow systems because they have their own grant-funded systems. The County has also not adequately assessed the needs of every department.  They have identified these side systems and have plans to fully extend JD Edwards in order to eliminate these systems.

	Implementation Experience and "Lessons Learned"

	· Have a very strong subject matter experts (SME) in each of the functional areas

· Provide adequate training

· Be intimate with the configuration setup and ensure knowledge transfer to internal staff


Enterprise System Case Study 2 – Clark County, NV

	Clark County, Nevada

	Background Information

	Population:
	1,456,766
	Current System:
	mySAP 2004

	Operating Budget:
	NA
	Number of users:
	22,000

	Total Employees:
	NA
	Previous System:
	Homegrown legacy

	General Overview

	The County made the decision to replace their homegrown legacy system because there were a number of key technical staff that was retiring and the County wanted a system that would be supported by a vendor, rather than exclusively by internal staff.  The County also required more functionality and integration and was also looking to move towards an e-Government model, in which their previous system was unable to support. 

	Scope

	· Project scope included financials, HR/Payroll, Employee Self-Service, and Business Warehouse.  HR/Payroll is currently being implemented and projected to go live in October 2007.  

· Cost to implement the system was approximately $35 million.
· Ongoing maintenance and support is approximately $750,000 per year.

	Benefits/ Process Improvements

	· Ability to review real-time financial info
· Ad-hoc reporting 
· Generate annual financials statements within SAP
· Ability to enter data in once and the information is shared across modules

	Issues

	· There are still issues with getting everyone to use the system exclusively without relying on shadow systems.  The County attributes this to training. 

	Implementation Experience and "Lessons Learned"

	· Conduct data validation during the conversion and use fully loaded data

· Incorporate County-specific standard operating procedures in the training manual

· Have end users own and drive user acceptance testing

· Security roles are fully tested with the proper authorization


Enterprise System Case Study 3 – Los Angeles County, CA

	Los Angeles County, California

	Background Information

	Population:
	9,948,081
	Current System:
	CGI Advantage 3.6

	Operating Budget:
	$21 billion
	Number of users:
	Unlimited site license

	Total Employees:
	85,000
	Previous System:
	FIRM / GFS 04

	General Overview

	LA County had initially made the decision to replace the FIRM and GFS 04 systems (old AMS systems) with the entire PeopleSoft suite because their legacy systems were no longer being supported: However, they terminated the contract because of State financial deficits and developments in the Oracle takeover of PeopleSoft.  Eventually, AMS approached the County with the Advantage system and it was selected based on functionality.  Implementation began in April 2004 with the financials and timecard systems, and is currently implementing the HR/Payroll system.  LA County partners with AMS to develop and enhance the Advantage system.  They are currently developing modifications to release version 3.8, which will subsequently be released to the entire user base.     

	Scope

	· Project scope included financials, HR/Payroll, Employee Self-Service, and Business Warehouse.  HR/Payroll is currently being implemented and projected to go live in October 2007.  

· Cost to implement the system was approximately $130 million (includes a contingency of $10 million).
· Ongoing maintenance and support is approximately $2.9 million per year.

	Benefits/ Process Improvements

	· Real-time access to information
· Consolidation of warrant writing systems (20 accounts payable applications)
· Standardized vendor file and COA across county
· Security, workflow and business process automation
· Integration of purchasing and financials (e.g., budget checking during requisition)

	Issues

	· Reporting has been the most difficult change management challenge, and getting people to use the new online reporting tools.  Also had issues with the design of the reports and extracting the data in the necessary format.  

	Implementation Experience and "Lessons Learned"

	· With the introduction of an integrated enterprise system, an organization will be faced with the new challenge of properly organizing large new volumes.  The key is to properly design the data structure at the beginning of implementation.


Enterprise System Case Study 4 – King County, WA

	King County, Washington

	Background Information

	Population:
	1,826,732
	Current System:
	Oracle Financials / PeopleSoft HR/Payroll

	Operating Budget:
	$2.4 billion
	Number of users:
	6,000

	Total Employees:
	13,361
	Previous System:
	ARMS / MSA

	General Overview

	The County made the decision to replace the ARMS financial and MSA HR/Payroll systems because they were no longer being supported by the respective vendors and neither system provided the requisite functionality King County desired.  Implementation for both the Oracle and PeopleSoft systems began in 1999-2000 and only one-third of County departments are currently using these systems.  The County is in the process of extending these systems to the all departments.

	Scope

	· Project scope included Oracle Financials, PeopleSoft HR/Payroll 

	Benefits/ Process Improvements

	· Common system across the County
· Information is more accessible

	Issues

	· There are still issues with getting everyone to use the system exclusively without relying on shadow systems.  The County attributes this to training. 

	Implementation Experience and "Lessons Learned"

	· Conduct data validation during the conversion and use fully loaded data

· Incorporate County-specific standard operating procedures in the training manual

· Have end users own and drive user acceptance testing

· Security roles are fully tested with the proper authorization


Enterprise System Case Study 5 – Marin County, CA

	Marin County, California

	Background Information

	Population:
	248,742
	Current System:
	SAP ERP 6.0

	Operating Budget:
	$400 million
	Number of users:
	800 named

	Total Employees:
	2,900
	Previous System:
	Advantage / Homegrown

	General Overview

	Marin County recently completed implementation of the SAP system with the HR/Payroll modules in January 2007; financials were completed in May 2005.  Previously the County was using mostly homegrown systems and Advantage only for accounts payable and general ledger, although they had purchased licenses to other modules.  When CGI announced plans to cut support of Advantage 2.0, the County decided not to upgrade because they were dissatisfied with the functionality particularly reporting, the IT Department had experienced many difficulties with upgrades, and they were concerned with the viability of AMS at the time. 

	Scope

	· Project scope included financials, HR/Payroll Employee Self-Service, Learning Solutions  

· Cost to implement the system was approximately $11 million
· Ongoing maintenance and support is approximately $170,000 per year

	Benefits/ Process Improvements

	· Integration of major business functions (financials and HR) across the County, which forces the organization to think in a unified way.  
· Depth and breadth of functionality and workflow
· Revamped COA  
· Elimination of system interfaces.

	Issues

	· A number of side shadow systems still exist as the final phase has recently been completed, but the side systems are slowly being eliminated. 

	Implementation Experience and "Lessons Learned"

	· Start COA development early in the process. It is very critical to get in right at the beginning.  Send people to training and to understand COA and how it works in the new system.

· Plan for costs contingency of approximately 20% for things such as staff resources – backfill, temp staff.

· Don’t bite off more than you can chew: Will likely take more than you think.

· Put your best people on the project.


Enterprise System Case Study 6 – Oakland County, MI

	Oakland County, Michigan

	Background Information

	Population:
	1,214,255
	Current System:
	PeopleSoft

	Operating Budget:
	NA
	Number of users:
	300 concurrent

	Total Employees:
	NA
	Previous System:
	KPMG Performance Series

	General Overview

	Oakland County decided to replace their previous KPMG financial system because it was outdated, heavily customized, built on aging technology and the County was unsure about their future direction with development.  The County had already been using PeopleSoft HR/Payroll with much success and so they considered PeopleSoft financials.  The County ultimately selected PeopleSoft financials based on reduced risk, in-house expertise, GASB compliance, and cost of ownership.  The implementation went very well (the project was completed $1 million under budget) and the County was able to eliminate the majority of its shadow systems.  Before implementation, Oakland County performed a comprehensive gap analysis that found hundreds of Excel and Access systems that were not integrated with the primary systems.  With the implementation of PeopleSoft financials they were able to eliminate the majority of these systems and integrate the data into the central database.

	Scope

	· Project scope included financials, HR/Payroll, and PeopleSoft Portal.  

· Cost to implement the system was approximately $11 million; the entire project came approximately $1 million under budget.

	Benefits/ Process Improvements

	· Self-service
· Web portal (Oak Source) 
· Adherence to business practice standards
· Data analysis and reporting

	Implementation Experience and "Lessons Learned"

	· Form a very strong Executive Steering Committee with key stakeholders at the table in order to elicit buy-in and be able to quickly make the necessary decisions to be successful.  

· Institute a solid project governance structure

· Have the technical expertise in-house or contract for consultants as long as you get the proper knowledge transfer

· Do not lose sight of the human resource component.  Staff are under a lot of stress so make sure you provide them benefits.  Determine how much your organization can handle because most of the key staff will be working double time during the implementation and at the beginning of go-live.  
· Properly manage change


Enterprise System Case Study 7 – Sacramento County, CA

	Sacramento County, California

	Background Information

	Population:
	1,374,724
	Current System:
	SAP v 4.6

	Operating Budget:
	NA
	Number of users:
	1,500 concurrent

	Total Employees:
	NA
	Previous System:
	Homegrown legacy

	General Overview

	Sacramento County decided to replace their homegrown legacy systems because they were no longer being supported (mixture of internal and vendor support), difficult to upgrade, lacked the growing functionality of various departments, and was not Y2K-compliant. The County began implementation in 1997-1998 and the entire project lasted approximately 18 months.  The County has not upgraded to a major release since 2003; however, they plan to begin upgrade the latest public sector version in early 2008.

	Scope

	· Project scope included financials, HR/Payroll, and work order management.  

· Cost to implement the system was approximately $15 million
· Ongoing maintenance and support is approximately $2 million per year

	Benefits/ Process Improvements

	· Conduct financial transactions more quickly and accurately
· Automated a number of key business processes including payroll processing, benefits enrollment, personnel actions, time and attendance, and organizational management
· Integration of the major business functions within one system
· Elimination of the majority of shadow systems

	Implementation Experience and "Lessons Learned"

	· Have a very strong executive leadership and support, to elicit buy-in and appropriate funding

· Good project management to keep people informed and manage the business process change

· Institute a structured change control management, so not everyone can make changes to the system


Enterprise System Case Study 8 – Springfield, IL

	City of Springfield, Illinois

	Background Information

	Population:
	116,482
	Current System:
	Advantage 2.x

	Operating Budget:
	$300 million
	Number of users:
	75 concurrent

	Total Employees:
	1,700
	Previous System:
	Homegrown legacy

	General Overview

	The City of Springfield has been a long-time user of the Advantage system and has recently contracted with CGI to upgrade to the latest release of Advantage, version 3.7, in August-September 2007.  The City had issued a RFP in 2006 for ERP software and services after CGI announced plans to cut support of Advantage 2.  The City wanted to consider other software solutions, as they were also dissatisfied with some of functionality including time and attendance and end-user querying and reporting.  The City ultimately chose to stay with Advantage because of the perceived reduced risk of staying with the incumbent vendor and the software met most of the City’s functional and technical requirements. 

	Scope

	· Project scope included financials, HR/Payroll, and work order management (MRO).  

· Cost to implement the system was approximately $5 million


4.2
Synopsis of Experience of Other Advantage Sites

The case studies above include the experiences of three governments similar to Broward County that were previously or are currently users of AMS technology:

· Los Angeles County, California

· Marin County, California

· City of Springfield, Illinois

These are some notable experiences these sites have had with AMS:

· LA County’s implementation of Advantage is much different (and more expensive) than the experiences of other governments as their partnership with AMS seeks to develop and enhance the Advantage system.  As much of their interaction with the system, will be in the beta version, some of their experiences will be different than others working off of a fully deployed system.

· All of the users experienced reporting as one of the most difficult issues in working with AMS technology.

· All sites stressed the importance of COA redesign.

The sites where AMS technology was not utilized described many of the same “lessons learned.” From executive sponsorship to project governance to intensive training, these governments provide the County with insight to past mistakes.  Many of these issues will be discussed in the upcoming chapter, “Critical Success Factors.”

	Chapter

5
	
	ERP Market Structure


As the County assesses its need for a comprehensive financial, maintenance management, payroll and human resources solution, it is essential that the County understand the current market structure for such systems.  As will be explained in this chapter, due to the County’s size, functional needs and available budget, it could be well served by either a Tier I or a Tier II solution.  Consequently, it is important that the County understand the differentiating characteristics between the two tiers as they relate to functionality and implementation readiness.  The current market structure will also impact decisions the County must make regarding the scope of its project, more specifically, whether or not the software providers being considered can accommodate a solution incorporating a cutting edge core enterprise financial, payroll and human resources solution and include sophisticated and flexible programming technology to seamlessly interface to those functional systems not being replaced.

This chapter will:

· Outline the distinguishing characteristics of an ERP solution 

· Describe how ERP capabilities and the scope of their functions are evolving.

· Discuss the difference between an integrated ERP and a “best of breed” ERP approach

· Classify the ERP market into different “tiers” of vendors

· Provide information and strategies for successful procurement and implementation of ERP Systems

· Describe the resources and effort required to maintain an ERP system.

5.1
What is Enterprise Resource Planning (ERP)?


When implemented correctly, an enterprise resource planning (ERP) system encompasses the technology applications that provide the organization with the ability to manage information and resources more effectively.  It utilizes an integrated business model, enabled by technology that improves operational efficiency and organization-wide decision support through information integration and process improvement.  Each functional area of the organization would utilize the system in day-to-day activities to access and record information.  

Some financial software contains elements of an ERP solution and on the surface may appear similar to an ERP solution, but it is not designed to function as an integrated ERP solution.  Since these systems can vary greatly in price as compared to true ERP solutions, many organizations are asking themselves, “What key characteristics separate ERP companies from other software firms?”  At a minimum, true ERP systems provide a common relational database to store information throughout the enterprise.   However, modern enterprise systems share nine distinguishing characteristics in total that set them apart from other types of solutions.   These include:

· Modular Integration: Integration refers to the extent to which different operational functions communicate together in the overall system. Integration is the single most important feature of enterprise systems. Many industry experts argue that, “integration dominates functionality.” They emphasize that integration is more important because it promises more benefits and is more customer focused.   They also assert that systems based on this feature are easier to maintain.

 

In a true enterprise strategy, a single vendor typically provides a solution that is viewed as the “overall best” for the organization as a whole. That vendor, becomes a technology standard within an organization with the hope that all of the major applications will someday fit under the banner of one vendor. This strategy seeks to reduce the total cost of ownership of enterprise applications. Under this strategy, different applications are fully integrated because they use relational database management software that is common across functions. 

· Modern Technology: The system is built using modern programming languages, standards, and technical architectures. This technology includes administrative and programming toolsets that enable developers to configure, modify, and customize the systems and also aid in the design of interfaces and security.
· Web Enabling & Internet Capabilities: The system supports the ability to make functions available to the public through the government’s Web site and also to employees through internal “intranet” systems.
· Common and Relational Database: Legacy systems fragment decision support precisely because they consist of sub-systems that rely on different databases. In contrast, a common database facilitates the integration of this information into a single information silo. Some leading enterprise software packages rely on more than one database. However, because the same database product is used, this situation poses fewer problems than the situation for many legacy systems, where hundreds of separate information silos, based on different database products, comprise the system.

A relational database organizes records into a series of tables linked by common fields. Under non-relational structures, cumbersome but meticulous programming is required to navigate flat file structures. By contrast, relational databases allow querying – the process by which users select columns, rows and named fields – through graphical user interfaces (GUIs), which require little programming experience. Relational databases are also an important system feature that determines the ability of end users to “slice and dice” information for reporting and analysis. In most true integrated enterprise systems, each field on a panel represents a field in a relational table. 

 

· Best Business Practices and Process Reengineering: Many private and public-sector organizations that utilize ERP state that they model their software after “best” business practices.  Vendors also model their software based on their own best business practices. At the same time, they emphasize that the software is flexible enough to permit redesign of core operational processes. These are both necessary software features of an enterprise system. 

 
· Workflow Capabilities: Workflow is the automation of business processes within the enterprise system. A goal of re-engineering is to eliminate “document handoffs”, repetitive data entry, and excessive layers of approval. Workflow capabilities permit users to define event-driven routings, create automated in-boxes and prioritized cues, conduct background queries to take place with notification to the user and, more generally, streamline processes.

 

Workflow capability is necessary for many process re-engineering and “paperless government” initiatives. In areas such as government purchasing, workflow promises to improve the efficiency of routine transactions. Once a piece of information is generated in electronic format, it can be stored electronically through document management capabilities. 

· Powerful Development Toolsets: Enterprise systems are accompanied by built-in administrative and programming toolsets. These toolsets enable developers to configure, modify, and customize software packages. Toolsets also aid in the design of interfaces and system-wide security. 

 

Although many toolsets are not as programming-intensive as before, a specialized skill set is often required. The administration of security, workflow, and upgrades also relies on toolsets. Most modern systems utilize toolsets to allow users to redefine menus and panels without changing the underlying programming codes or accessing the database. Toolsets allow users to customize the way information is displayed in a manner that fits their assigned duties. Toolsets also permit developers within an organization to build additional functionality from scratch (e.g., debt management or workers’ compensation capabilities) that may not be available in the system today.

 

· Drill Down/Audit Trail Capabilities: Poor drill down and audit trail features are often cited by end-users as one of their main points of dissatisfaction with legacy financial systems. For example, drill down capabilities permit end-users to reach the source document that supports a journal entry.  Audit trails provide the ability to review all of the history of changes to a record in the database. It is often useful to know which user changed a particular record (e.g., wage rates in a payroll file) and audit trails are the feature that provides this information. Most ERP audit capabilities record activity by user name, date, time, and transaction. The audit information is also stored in the database. 

 

· Flexible Chart of Accounts: The chart of accounts (COA) is an important element in determining the overall usefulness of a financial system. The COA supports financial reporting and budgetary requirements. In addition, the COA structure should be flexible enough to incorporate more detailed information often kept outside of the legacy system, while maintaining the integrity of the overall reporting and budgetary structure. A common complaint of end-users is that legacy systems do not permit the capture of expenditure detail below the budgetary control level. A flexible COA structure based on relational database concepts is one element of ERP that can improve reporting and eliminate many “shadow” systems from proliferating in an organization.

· Advanced Reporting and Analysis: “We know the data is in there, but we can never get it out,” is another complaint end-users voice about legacy systems. Enterprise systems are associated with powerful reporting and information analysis capabilities available system-wide (i.e., end-users of the grants module have the same capabilities as those using accounting applications). Unlike legacy systems, ERP systems focus less on standard reports and more on “ad hoc” reports that end-users design and can customize themselves with real-time data. Reporting features also ease the burden of information dissemination by using automated scheduling and e-mail distribution features.  These report features eliminate the need for pulling information from multiple sources and manual report generation.

 

Data analysis capabilities focus on providing corporate decision-makers with statistical and graphical tools to detect patterns and trends in information warehouses. 

 

· Web Enabling & Internet Capabilities: Increasingly, state and local governments are attracted to World Wide Web (Internet/intranet) capabilities. Whereas the Internet facilitates transactions with the external world, intranets allow governments to have a web-based environment for information flow internal to the organization.

 

Almost all government organizations already have web pages for general information; but significant opportunities still remain for transactions to be conducted through the Web. For example, web applications can broaden an organization’s reach to suppliers and increase the number of bidders.

The implementation and acceptance of a true enterprise system solves many of the problems associated with legacy or stand alone administrative systems such as the difficulty in sharing information, the need to maintain many shadow systems, and difficulty in producing reports or getting information out of the system or systems.  In addition, the elimination of multiple stand alone administrative systems and shadow systems will eliminate many repetitive manual processes that are required to maintain information in both systems.

Implementation of an ERP system will not replace all administrative systems currently in place within the County.  Those systems not replaced by an ERP system should be expected to interface to the ERP system and maintain many of the benefits of an integrated ERP System.  Table 5.1 lists common components of ERP systems and should be the functionality that is expected to be replaced by a modern ERP system.

	Table 5.1: Components of ERP

	Core Financials
	Human Resource Management
	Work and Material Management
	Treasury Management

	· General Ledger

· Budget

· Financial Reporting

· Accounts Payable

· Project Accounting

· Grant Accounting

· Activity Costing


	· Personnel

· Payroll 

· Benefits

· Time and Labor

· Position Control

· Billing 

· Travel Expense
	· Purchasing 

· Capital Projects

· Fleet Maintenance

· Asset Management

· Inventory

· Work Orders


	· Tax Billing

· Accounts Receivable

· Cash Management




5.2
Evolution of ERP

The core ERP system includes functionality for finance/accounting, purchasing, human resources, and payroll.  As ERP solutions have evolved, additional functionality was included into the package and now ERP commonly includes functionality for cashiering, treasury management, grant management, capital project management, and business licenses.  In addition, if a vendor does not offer specific functionality to meet the organization’s needs, it can easily partner with a third party vendor that offers specific functionality that will seamlessly integrate into the ERP system.  For example, functionality for utility billing, work order, inventory, and land management systems are commonly provided by separate third party products.
Recently, ERP vendors have also incorporated additional extended functions such as CRM, business intelligence and analytic capabilities such as dashboards and performance measurement capabilities, and e-government functionality.  Further, the ERP system now commonly interfaces with other technology applications for even greater integration of the organization’s enterprise information technology.  For example, ERP systems now interface with geographic information systems (GIS) to provide greater functionality to work order systems, inventory, and permitting capabilities within the ERP.  Other specialized organizational business functions, such as a convention center or port may also have unique requirements and use separate administrative systems that interface and interact with the ERP system.

Table 5.2 summarizes the ERP evolutionary path.  This path is not a completely linear one.  ERP vendors may offer a variety of solutions across any or all of these categories.  They may also use partnerships to deliver solutions in any of these categories, with the exception of Core ERP.  The ultimate strength of the ERP vendor depends on depth and breadth of the total solution that can be offered across all of these categories.  

	Table 5.2: Evolution of ERP Systems
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To completely realize the ERP vision, solutions beyond the data-centric applications associated with “Core ERP” are needed.  These beyond data solutions add value in a wide variety of ways, and, as such, would likely have to use partners to deliver all of them.  Below are just some of the solutions, which could be beneficial for Broward County, which can be understood to fall into this category.

· Computer-Based Training (CBT) Tools: ERP solutions require a robust on-going training regiment to train new employees, refresh existing ones, and optimize use of the system, generally.  ERP vendors can assist by providing CBT tools that allow the creation of self-paced, customized instructional content.

· Outsourcing Services: Many organizations are finding that it makes sense to outsource technical support functions, and even some back-office businesses processes.  ERP vendors may be looked to as the outsourcing service provider.

· Enterprise Content Management (ECM): The proliferation of electronic mediums means organizations are capturing more and more electronic content in a variety of forms, including email, voice, pictures, documents, as well as structured data.  All of these forms of content impact business processes (or they would not be captured), and must be managed and integrated with the business process.

5.3
Types of ERP – Integrated ERP vs. Best of Breed ERP

Organizations can achieve benefits from enterprise systems with two different approaches, “Integrated ERP” and “Best of Breed ERP.”  Both approaches are explained below.   Some governments will also implement an integrated ERP system for most functionality, but will attach through interfaces a limited number of third party systems in a mixed integrated / best of breed approach.

Integrated ERP

An integrated ERP approach is the standard approach to ERP systems and the method that provides the greatest organizational wide benefits from the system.  One ERP system from one vendor is implemented to provide all functionality for administrative systems through the organization.  With this approach, all information is stored centrally in one common relational database.  All modules within the ERP and integrated and access the same data from its central location.  Modern ERP systems can have very robust features that all users to access information through queries and produce reports very easily.   With this approach, information is only stored once, so there is only “one version of the truth.”  In addition, it eliminates silos where one department or business area of the organization doesn’t have access to necessary information.  With proper security, all information in the system is available to all users.  All Tier I and Tier II (the distinction between Tier I and Tier II ERP vendor is explained below) ERP vendors use this approach to ERP.

	Table 5.3: Integrated ERP with Common Database
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Best of Breed ERP

Using a “best of breed” approach, administrative systems are pieced together and interfaced or integrated where necessary to approximate the organizational wide benefits of an ERP system.  With a “best of breed” approach, each system stores its own data in separate databases, but each is interfaced so that information is shared throughout the entire system.  A “best of breed” approach allows organizations to choose the best system for each functional area, which allows each department or functional area choose a system that best provides advanced functionality to meet its business needs.  Organizationally, however, reporting still may be difficult.  Because information is stored within each individual system, capabilities for querying information and reporting will not be as robust out of the multiple systems as it is with an integrated ERP system.  Table 5.4 shows a best of breed approach.  

	Table 5.4: Best of Breed ERP with Multiple Databases
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5.4  
ERP Market Structure – Tier I vs. Tier II vs. Tier III

Governments of all sizes are currently utilizing ERP systems from the smallest towns and special districts to the largest counties and the largest branches of the federal government.  Because small governments have very different needs than large governments, different vendors have developed products geared towards different market segments that differ in product complexity, sophistication, functionality and cost.  To help differentiate different product offerings, GFOA classifies ERP vendors into three “Tiers.” Based on the County’s size and complexity, GFOA believes that a Tier I vendor would be most appropriate for any ERP procurement and would most likely be the only Tier of vendor that would be capable of meeting the County’s business requirements.

Tier I Vendors

Tier I vendors are generally large, transnational technology companies that provide services to a variety of industries and offer a complete suite of ERP functionality to satisfy all of the components listed in Exhibit 5.1. Tier I firms also generally target larger, more sophisticated organizations, such as large local governments, large state agencies, or entire states.  Because Tier I products are used in multiple industries they are able to benefit from best business practices that have been developed across multiple industries.  When ERP systems were relatively new to government, Tier I products tended to be industry neutral with broad functionality that was not specifically tailored for the public sector.  Now however, as these products have evolved and matured, all Tier I vendors offer products developed for the public sector so that implementation of Tier I products no longer requires significant customizations. Additionally, Tier I companies allocate a significant amount of resources to research and development and are continually working to enhance their functionality and product offerings.

Implementation of Tier I products, due to their deep functionality and sophistication, are much more complex that other tiers.  In addition, Tier I vendors will most often partner with a separate implementation consulting firm that will work with the organization to successfully implement the software, train users on the software, and provide any business process re-design or change management consulting.  These implementation firms work with the government full-time (or close to full time) at the government’s site working along with government staff on all aspects implementation. 

Tier II Vendors

Tier II vendors tend to be smaller firms that focus solely on governments. (mostly governments in the U.S.) Their products are developed to target small or mid-sized cities, counties, and school districts. Some Tier II firms are subsidiaries of larger conglomerates, but are themselves relatively small organizations.  Tier II software firms generally offer less technologically advanced solutions than Tier I firms, but most of these products have been designed as public-sector solutions from the start. This means that Tier II products are likely to meet the essential business and functional requirements specific to government organizations for a very reasonable cost.  Generally Tier II products have limited functionality compared to Tier I products, but over time, some Tier II products have narrowed the gap and in some core ERP areas, Tier II packages are comparable to Tier I products.  Tier II vendors are similar to Tier I vendors in that each will offer modules to meet the needs of all the functional areas listed in Table 5.1
Implementation of Tier II products is considerable different than Tier I products and most often implementation consultants are part of the software firm.  Tier II vendors often follow a “homework” approach, where implementation consultants train the client staff on a defined set of implementation issues.  For example, consultants will teach government staff how to configure general ledger tables and work through the first portion with the client. The consultants then leave, and the client is responsible for completing the balance of the work. The consultants later returned to check the client’s work and train the client on the next set of tasks. This approach does not require a full-time commitment from either the consultant or the client.   

Examples of popular Tier II vendors include: Tyler MUNIS, New World Systems, Harris GEMS, SunGard Pentamation, and SunGard Bi-Tech.  
	Table 5.5: Differences Between Tier I and Tier II ERP Products

	 
	Tier I
	Tier II

	Technology
	· Highly integrated – real time integration

· At or rapidly moving towards 100% web-enabled/web-based product·

· Possess powerful development tool set which allows significant modification of the base product without changing the source code


	· Mostly integrated, but may possess 

subtle gaps, especially between sub-ledgers. (e.g., between fixed assets and purchasing)

· Client-server products with web-

enablement of certain modules or processes (e.g., employee self-service)

· Moving towards 100% web-  

enabled/web-based product

· Leverages 3rd party platforms

	Product Functionality
	· Deep product functionality across core modules 

· May lack public sector specific features or public sector features may be of questionable quality

· Sometimes lack additional public-sector specific modules (e.g., taxes)
	· Less extensive functionality across 

core modules but may offer functionality in non-core areas such as assessment and collection or fleet management

· Often built for public sector from 

ground up

· Often have public sector specific 

modules such as taxes and permitting

	Business Partnering
	· Has some alliances, but largely attempt to offer most functionality in-house

· Makes extensive use of implementation partners to install software


	· Makes more extensive use of 

alliances to provide functionality, especially functionality not directly related to transaction processing (e.g., reporting)

· Makes little or no use of 

implementation partners to install software

	Total Cost of Ownership
	· Much higher than Tier II. Implementation costs are many times that of the software

· Specialized internal skills often need to maintain software
	· Much lower than Tier I

· Implementation costs rarely more 

than two times the software cost

· Specialized application 

administration skills not needed or easily learned

	Implementation
	· Usually requires full-time commitment of a number of government staff resources

· Often associated with “business process re-engineering”

· Better potential for transformational change

· Requires a significant amount of configuration effort
	· Because software is less complex, 

usually requires only part-time government staff resources

· Associated with business process 

automation. Software often not flexible enough to accommodate true re-engineering

· More focus on technical 

implementation

	Software Features
	· Graphical user interface, customizable menu structures, customizable on-line documentation

· Can support a number of non-conventional input options (e.g., touch-screen, IVR, bar codes, mobile access)

· Powerful workflow engine that works across many, if not most, processes

· Custom reporting can be difficult due to complexity of underlying table structures
	· Graphical user interface, menus 

somewhat customizable, on-line help often not customizable

· More limited support for non-

conventional input options, expanding support

· Workflow features are often limited 

to certain processes such as purchasing

· Custom reporting fairly simple due 

to relative simplicity of underlying tables and use of best-of-breed reporting tools (e.g., Crystal Reports)


Tier III Vendors

Tier III vendors do not offer the entire suite of ERP functionality of a Tier I or Tier II vendor.  Tier III vendors are niche suppliers of specific functionality.  These products tend to have deep functionality for that particular module that is superior to standard modules that are part of ERP systems.  Examples of Tier III products include Maximo, Azteca’s CityWorks, for work order and inventory system, Kronos for time and attendance systems, or JPMorgan Chase’s SymPro for Treasury Management.  These products are easily integrated into to modern ERP systems to provide advanced functionality not met by the standard ERP system.  Multiple Tier III products together can form a system that approximates and ERP system.  This approach is labeled a “best of breed” approach as the best module for each functionality are pieced together to form one “complete” system.  This approach was explained in more detail earlier in the chapter.

Which Vendors Have a True Public Sector Product?

As described earlier, most Tier II products are specifically developed for the public sector. Conversely, Tier I products were developed first as private sector products and were later adapted for public sector use. While it was true in the past that Tier I products had questionable public sector capabilities, this is no longer the case. Tier I firms have put substantial effort into creating public sector versions of their products to alleviate some of these problems. Additionally Tier I companies allocate a significant amount of resources to research and development.  While Tier I solutions still occasionally exhibit difficulties with some public sector requirements (e.g., rollover of encumbrances, GASB 34 reporting), most have adapted their products to meet governmental needs.

One relatively simple way to determine whether or not a solution is a viable public sector product is to examine the user base. If a software firm has a number of public sector clients that function as multi-purpose governments, then it is more likely that that vendor has a true public sector product. For example, if a vendor has a number of public sector clients but they are all enterprise-type organizations such as transit or utilities, then the product’s ability to meet the specific needs of general-purpose governments should be called into question. In GFOA’s experience, Tier II vendors that have consistently demonstrated an ability to meet general-purpose government requirements, and exhibit large user bases include: Tyler MUNIS, New World Systems, Harris GEMS, SunGard Pentamation, and SunGard Bi-Tech.  CGI-AMS and Lawson also have a public sector solution and can be considered either a Tier I or a Tier II vendor.

GFOA believes that a Tier I vendor would be most appropriate for the size and complexity of the County.  Within the Tier I vendors, differences do exist.  Specific functionality, implementation effort, and cost will vary depending on the specific vendor chosen.  Exhibit 5.5 lists the four vendors typically considered to be in Tier I.  As mentioned earlier, Lawson and CGI-AMS are occasionally considered to be in between Tier I and Tier II.   All vendors listed in Table 5.6 have successfully implemented their systems in many organizations that are larger, smaller, and similar to the County.

	Table 5.6: Tier I ERP Vendors and Products

	Firm
	Product
	Complexity/Cost

	Tier I

	Oracle* 
	Oracle E-Business Suite

JD Edwards

PeopleSoft
	Very Complex

Very Costly

	SAP
	SAP Business Suite
	Very Complex 

Very Costly

	Lawson
	Lawson 
	Not as Complex

Not as Costly

	CGI-AMS
	AMS Advantage
	Very Complex

Very Expensive


* Oracle has recently acquired both JD Edwards and PeopleSoft and continues to sell both products.  Oracle has plans for the future to develop an ERP suite (Oracle Fusion) based on the best features of all three products.

5.5
Procurement / Implementation Approach for Tier I ERP

Any Tier I ERP implementation project will be very large, very expensive, and will require large amounts of effort from County staff.  As it was explained above, most Tier I vendors use third party implementation firms that would work with the County to implement the system.  Generally, large governments similar to the County will follow a phased implementation approach that uses the following major phases:

· Phase I: Core Financials

· Phase II: Core HR/Payroll

· Phase III: Extended functionality and other modules.

“Normal” ERP implementations will generally last 8-12 months for Phase I, 8-12 months, for Phase II, and 4-12 months for Phase III.  Within each phase, the implementation firm will work with the County to complete the following major tasks:

Pre-Implementation

As part of pre-implementation activities (most tasks are often completed as part of contract negotiations), the implementation firm will work with the County to set the implementation strategy, define project goals, and work to establish a project plan.  Specific roles and responsibilities for both the consultants and the County are clearly defined.  At this stage, the County should be prepared to identify and name its project team.  Additionally, many implementations include a throughout risk assessment in an attempt to identify potential barriers to a successful implementation. 

Implementation 

During implementation, implementation consultants work with the County’s project team to impellent and configure the software, develop interfaces between existing administrative systems, work to convert data from the old system, develop standard and custom reports.  Implementations generally use a 50:50 work breakdown between implementation consultants and the organization’s staff.

Organizational Change

ERP implementation is probably the most significant change project any organization will undertake.  Change management activities must be addressed.  The following are major change efforts involved with all ERP implementations.

Project Effort
Enterprise system implementations will require substantial effort on the part of the County.  Implementation efforts will disrupt current business process if not planned properly.  Proper planning may include backfilling positions or hiring a project manager, which will involve additional “internal” costs to the project.

Best Business Processes

ERP systems are built on “best businesses process” that are, on average, superior to the business processes existing in most governments. The organization must be prepared to change some of its processes to fit those embedded in the software, which is in contrast to the philosophy of systems implementations in the past, where the system was configured to meet current business processes.

Automation of Business Processes

Adjusting to a “paperless” environment and new reporting mechanisms can cause problems. For example, a change to on-line time entry by employees or departmental clerks may lead to a shift in the roles and responsibilities of both departmental and central human resources staff.

Training

Training is an extremely important to all ERP system implementation and must not be overlooked.  The ability of end-users to use the system features and access and use information in the system is only one piece of the necessary knowledge transfer that must take place.  Due to the changes in many business processes, County staff will need to be re-trained on their job responsibilities.  It is extremely important that end-users understand their roles in the “new” organization and how their specific responsibilities contribute to new business processes.

5.6
Ongoing Support for ERP

After procurement and implementation of an ERP system, the County must be able to continually support the enterprise solution.  Essential to the support and maintenance of an enterprise solution are the following issues:
Vendor Support and Maintenance 

As part of the total cost of ownership, software vendors require payment of annual support and maintenance fees.  Generally, annual fees range from 17-22% of initial license fees.  Types of support can include on-site post-implementation support, off-site telephone support, third party support, access to upgrades, and access to training courses.

End-User Training
After implementation, an enterprise system can only take advantage of its full functionality if users are adequately trained to use software.  Similarly, new employees must receive adequate training on the system.  Ongoing GFOA research has found that many governments plan ongoing training for end-users to provide instruction on any new or underutilized features of the system.  

Technical Support
The level of technical support varies depending on the complexity of the enterprise solution.  Technical support is essential to maintain proper interfaces and ensure the successful continued operation of system.  Software vendors recommended different staffing levels for ongoing support based on the complexity of the system.  Information collected from the Tier I vendors in response to GFOA’s request for information recommend that the County employ approximately 5.0 – 9.0 technical FTE to maintain the ERP system.   GFOA research and experience supports this information, although it should be noted that every government is different and staffing levels may differ depending on the complexity of the system, in-house expertise, and overall IT governance structure.  

5.7
What are the Differences in Total Cost of Ownership?
Tier I systems are more complex and significantly more costly to own and operate than Tier II systems. The software licenses are generally more expensive on a per-user basis, and because Tier I products are more technically sophisticated they require considerably more effort to implement and administer. 

Tier II vendors often follow a “homework” approach wherein the implementation consultants train the client staff on a defined set of implementation issues (e.g., configuring general ledger tables) and work through the first portion with the client. The consultants then leave, and the client is responsible for completing the remainder of the work. The consultants return later to check the client’s work and train the client on the next set of tasks. This approach does not require a full-time commitment from the consultant and results in lower overall costs than the approach followed by many Tier I products.

It is also important to note that, for implementation services, Tier I firms typically partner with third party implementation consultants, while Tier II firms rely almost exclusively on their own consulting resources. The advantage of third party consultants is that it allows the clients to more precisely match its consulting needs with vendor capability. 
Both Tier I and Tier II firms offer outsourcing or application service provider (ASP) services that can also provide TCO advantages.  These services provide consistent cost for an extended period of time and can sometimes reduce internal system maintenance and administration costs.  In addition, the implementation of an ASP can provide indirect cost savings, including increased employee productivity due to less downtime and a decrease in lost data.  

5.8
Hosted Enterprise Solutions; The ASP/SaaS Alternative

There is an increasing trend in the public sector for organizations to work with software providers and third party firms that maintain and host enterprise software. Hosted enterprise solutions follow two general models; purchase the software license (perpetual license) and have an application service provider host the software (ASP), or procure the enterprise Software as a Service (SaaS), allowing the organization to essentially “rent” the use of the entire software application from the outsourcing vendor. Customers usually access the enterprise software through the Internet or a virtual private network (VPN) and the application is housed on servers that are operated by the vendor.  

Why Pursue a Hosted Solution?

ERP procurement and implementation require a sophisticated technical infrastructure as well as the necessary technical staffing levels to maintain the system and database.  A new system is costly (initial software purchase, implementation staffing and upgrades) and governments have difficulty in retaining the highly skilled technology staff necessary to properly support modern systems. These situations routinely drive governments to pursue the outsourcing of enterprise applications, the most popular of which is hosting an enterprise solution via an application service provider.  The application service provider model is beneficial for governments that are looking to utilize the robust features and integrated best business practices that a modern tier I or tier II enterprise system has to offer, but might not have the necessary technical resources to maintain the system in-house.

Table 5.8 Benefits and Challenges of a Hosted Enterprise Solution

	Benefits
	Challenges

	· Increased efficiencies in implementation ramp up

· Frees time for more value added IT activities

· Access to improved technology

· Improved Quality of Services

· Possible Cost Savings (Direct and Indirect)
	· Off-site security

· Dispute resolution

· Scope disagreement

· Confusion of ownership of technology

· Routine updates




Benefits of a Hosted Solution  

Implementation Ramp-Up
An application service provider can be used to host the development of the system so that the organization can proceed with configuration of a new solution concurrently with new hardware procurement and installation. This will prevent a delay in the implementation process over hardware procurement and/or technical staffing issues.  

Focusing on Core-Competencies

Hosted (ASP/SaaS) solutions can relieve staff of the need to perform routine maintenance activities and be deployed to more strategic roles.  IT staff can begin to act in an internal consultant role, using their first hand knowledge to help business staff make better use of the system through implementation of new software features and on-going training in the use of existing features. Internal technical support is minimal in order to support the hosted solution after implementation.       

Access to Improved Technology/Expertise

ASP’s utilize the latest hardware and keep the software current in order deliver on its value proposition to customers.    

Improved Quality of Services

There is a broader level of expertise and support available to each customer.  Given the difficulty many governments face in retaining qualified IT staff the depth of support available through a hosted solution can be useful for maintaining continuity of service.  

Cost Advantages

It is possible that hosting enterprise applications can provide cost advantages.  It provides a consistent cost for a fixed, extended amount of time and reduces in-house service costs.  However, there are other cost components of a systems project which must be analyzed when contemplating a hosted solution including: 

Software Licensing

· In the software as a service (SaaS) or “subscription” model, rented software is paid for over time, so the government can avoid paying upfront software license costs.

Implementation and Training

· Implementation and training service costs are similar between a traditional implementation and a hosted solution.  The system still has to be configured to the government’s use and training still has to be provided to staff that will use the software. 

SaaS may include an all inclusive “subscription” flat fee and may not have any separate pricing for implementation costs.  Though this may result in lower up-front, out of pocket costs it might result in higher expenses in later years as vendors attempt to recover their initial costs.  It is important to identify all costs over a long enough period of time to ascertain if a hosted solution makes financial sense for the County.

It is imperative that all governments exercise caution when exploring an ASP or SaaS option, as the organization must consider most traditional issues involved with an ERP implementation while simultaneously managing a vendor relationship. Although hosting an enterprise system will allow organizations to utilize a robust application, many times without the need for an in-house IT shop, the County would still have to consider more traditional ERP system issues, such as business process re-engineering and adequate levels of change management before making the decision to pursue the hosting of an enterprise application. 
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	Options and Alternatives


After assessing the current functional and information technology environment of Broward County, GFOA believes that the County has three alternatives:

· Maintain the status quo continuing with the operation of Advantage for financial data and Cyborg for HR/Payroll data;

· Implement a full CGI-AMS suite of HR and Financial activities; and,

· Implement a full Tier I ERP solution through a competitive process.

This section evaluates the advantages and disadvantages of each alternative, and addresses the organizational implications of each alternative.  We then recommend the strategy that based on our experience is in the best long-term interest of the County.

6.1
Option 1: Maintain the Status Quo

Description:  By maintaining the status quo, the County would not elect to proceed with the acquisition and implementation of either a new ERP or an Advantage HR/Payroll system.  The County would instead retain the existing non-integrates systems, standalone systems, and spreadsheets, MS Office applications, and manual processes.

Advantages

· No Significant Investment Required. While this report has highlighted numerous limitations in the current system, every public agency must balance competing priorities. Though the challenges would remain, maintaining the existing system and all of the standalone systems would eliminate the need for a multi-million dollar investment in software, implementation services, and on-going support.
· Forego Risk. While the County would certainly face risks by maintaining the status quo (e.g., not utilizing leading technology and the inefficiencies related to redundant data entry and maintaining stand-alone systems), it would not be faced with the multitude of risks associated with the acquisition and implementation process.
Disadvantages

· Limitations of the Existing System. Chapter Two of this report details the degree to which the current system is insufficient in meeting the functionality and technology needs of Broward.
· Lack of Timely Data to Support Management Analysis and Decision Making. The current systems do not support the County’s business needs in terms of providing the information required by various departments and personnel for various purposes. Staff members either rely on outdated information or utilize inefficient “shadow” systems to track the information outside of the core system to facilitate timeliness.
· Disparate Technology Initiatives. If departments must support their own business needs and meet certain internal and external requirements, departments will develop and/or purchase systems to support their unique needs.  While this accomplishes the goal of the specific department, it adds another peripheral system to the web of data systems supporting the County.  Without an integrated solution to capture all data within one database, this proliferation of “specialty” systems is likely to grow.
· Continued Reliance on Standalone Systems & Manual Processes. By maintaining the status quo, the County will continue to experience many of the challenges associated with the lack of an enterprise system, such as multiple points of data entry due to the use of standalone systems; conflicting information due to the lack of a common and relational database; limited decision support and reporting capabilities; and difficulty disseminating useful information to various stakeholders on a timely basis.
· Lack of Standardized Business Processes. Segregated data and systems allow for and sometimes require that different departments do the same thing in different ways. For internal control purposes, and to ensure efficiency across the County, it is important for common processes to be performed consistently across the organization.
6.2
Option 2: Implement a Full CGI-AMS Suite of Financial and HR Activities

Description: This alternative is to continue with the Advantage 3.6 upgrade and begin negotiations with AMS to procure a fully integrated HR and Payroll package.  The project would use consulting help to redesign the existing HR/Payroll processes and reconfigure the financial side accordingly.  

Advantages

· Quicker Implementation: The County could work with CGI/AMS to develop a proposal to implement their HR/Payroll package and move quickly to begin work on the project. Because the financials package already exists, and upgrade efforts are underway, the County would have an abbreviated implementation period focusing solely on HR/Payroll.

· Lower Up-Front Investment: By reducing the initial project scope to HR/Payroll only, this alternative has the advantage of the least cost. However, when considering the cost of the Advantage financial system, the financial gap may be nonexistent.

· Builds on Existing AMS Expertise: This alternative takes advantages of existing AMS expertise among the general County staff and also the OIT staff.  End user staff is familiar with the technology and would experience less difficulty in learning new activities on the system.

· Builds on AMS Relationship: This alternative also allows the County to build on an existing relationship with AMS, rather than begin a new relationship with a new vendor.

Disadvantages

· Current Financial Weaknesses Would Not Be Addressed: As many of the functional issues identified in Chapter 2 are the result of the technology not performing up to County specifications, these issues could not be addressed in this option.  

· Engaging the Staff: To make any of the alternatives successful the County must engage the staff across the County departments in learning the system, redesigning their processes, and reconfiguring the new system accordingly. With this alternative, and coupled with the previous disadvantage, staff may not readily accept another system by AMS.  Discontent expressed by end users might carry over to the HR implementation or intensify throughout the organization.  
· Continued Reporting Difficulties. The current systems do not support the County’s business needs in terms of providing the information required by various departments and personnel for various purposes. It is unclear whether or not an implementation of Financials and HR Payroll will resolve this issue.
· Continued Disparate Technology Initiatives. Without changing the core financial system, departments will continue to have unmet needs.  Further, they will continue to meet those needs with the procurement of separate standalone systems which are not integrated to the primary system. 
6.3
Option 3: Implement a Full Tier I ERP Option through a Competitive Procurement

Description:  This alternative is to select and implement a Tier I ERP system with wide ranging functionality.  The system would be used for all functions such as Accounts Receivable, Purchasing, HR administration, etc. County administrations will need to accept and implement the various organizational changes in Chapter Seven of this report in order to successfully achieve this option.

Advantages

· Comprehensive Functionality. The goal of an ERP solution is to provide all of the functional and technological needs of an organization in a comprehensive suite of integrated applications. The major components of an enterprise solution are accounting and finance; human resources management; purchasing/materials management; and plant maintenance/work order management. Organizations adopting an enterprise strategy seek a software solution that is recognized as the best comprehensive solution, with the vendor itself becoming a technology standard and, it is anticipated, providing all of the major applications to the organization.

· Utilization of Leading Technology. Many of the benefits of an enterprise system are derived from the system-wide features built into each of core modules. Examples of such features include the following:

· Common & Relational Database

· Powerful Development Tools

· Versatile Ad-Hoc Reporting

· Flexible Chart of Accounts and Budgetary Structures

· Audit Trails/Drill Down Capability

· Workflow for Automation of Key Business Processes

· Document Management

· Timely Information

· Built-In Proven Processes

· Standardization of Procedures

· Solutions Beyond Traditional Administrative Applications. Information systems are increasingly moving beyond the traditional back-office applications. Due to the investment costs required for a system, it is critical to evaluate each vendor’s ability to address any additional functional needs that may be considered by the County in the future, such as customer relationship management and executive information system software. 

· Reduce the Fragmentation of IT Investments. Compared to the “islands of information” which constitute the current “system,” an ERP would be the backbone of a comprehensive information technology strategy. In addition, the selection of a system will guide future IT investment decisions, as those investments would need to interface with the ERP software. 
· Stakeholder Participation in the Procurement, Design and Implementation Processes. The County demonstrated its commitment to this project through its active participation in the evaluation of the current system. Involving County executives, managers, and end-users throughout the procurement and implementation process will foster a sense of investment in the ultimate success of any new system. Stakeholders should have multiple opportunities to participate in the evaluation and selection process, including:

· “Due Diligence” Through Developing Functional and Technology Requirements. When procuring a new system, the buyer must go through the process of identifying its functional and technological requirements. A vendor’s demonstrated ability to meet these requirements is one of the criteria for system selection. 

· Thorough & Competitive Selection Process. By issuing a Request for Proposals that states Broward’s requirements, objectives, and expectations for a new ERP system, it can evaluate its options in a thoughtful and strategic manner. Competition throughout the procurement process would enable the County to fully explore the strengths and limitations of each solution, in addition to providing an opportunity to negotiate a favorable deal for software and services.

· Standardization of Technology. Today, leading software vendors include the major financial and non-financial applications under the banner of one software solution. The use of third-party software to meet core functions is the exception rather than the rule. In addition, many software vendors continue to invest in the research and development of new products to meet the "niche" needs of organizations.

· Business Process/Service Delivery Improvements. Leading packages force standardization of operating processes across the organization. Because customization increases both current and future software costs, organizations generally adopt the “vanilla” processes and best practices embedded in the software. An added benefit of this is greater discipline across departments.

Disadvantages

· Long and Complex Implementation. The amount of time required for the implementation of the entire project scope – core Financials and HR/Payroll - would be approximately 24-36 months as part of a phased implementation approach. The County must be able to manage daily operations, ensure that the system is properly designed and implemented, and make certain that staff is trained to use the new system. If the County cannot fulfill its staffing requirements, the implementation timeframe would likely have to be extended, with a greater reliance on outside consultant resources.
· Sizeable Upfront Investment. The procurement of an ERP solution sufficient to meet the County’s needs would require a significant investment in software, implementation consultants, in-house staff resources, and ongoing support. 
· Need to Manage the Transformation of Business Processes. A new system would require significant training for staff. New business processes would also affect employees who currently do not have access to the system and/or rely on standalone systems. County executives must thoughtfully consider the change management issues that may arise. In any organization, the introduction of new processes and/or technology is typically met with some resistance. 

· Significant Implementation Risk. The implementation of an ERP system entails significant risk. Projects are often over budget and/or behind schedule, and some organizations have chosen to turn back after initiating implementation. Effective project management, assigning qualified staff to support the project, and the selection of a quality software and implementation firm are key elements of a successful project. 
· Ability of the County to Support a New ERP System. A new ERP will impose ongoing support costs on the County. Existing employees – both functional and technical – will need to be trained on the new system. New employees may be needed for technical skills that the County may not have. While modern solutions will provide the County with additional benefits, these must be weighed against the additional costs.
6.4
GFOA Estimates of Costs of Alternatives – CGI/AMS HR/Payroll Option
Table 6.1 below presents the approximate costs that the County would experience if it were to procure and implement a HR/Payroll option from AMS.  Table 6.2 describes the level of effort.  The financial information and effort levels provided for the alternatives are the result of a Request for Information (RFI) which was developed specifically for the County and responded to by CGI/AMS.  Further, GFOA consultants utilized the experience and actual costs of past clients in order to provide the County with a low and high range for costing of these options.

The costs include an estimate of $2.6 million for internal costs that the County would incur as the result of participation in training and staff time to assist in the implementation of the product.  

The costs as presented provide broad estimates for planning purposes only.  If the County decides to move forward with an ERP initiative, more specific information related to scope, requirements, conversions, interfaces and staffing would be collected as part of a formal RFP process. Responses from the vendor community will provide a more accurate cost estimate.

	Table 6.1: Estimated Project Costs - Integrated CGI-AMS ERP Solution

	Category
	Low1 Estimate
	High1 Estimate

	Project Costs
	 
	 

	Software License Fee
	$550,000
	$700,000

	Financials2
	 $0
	$0

	HR/Payroll
	$550,000
	$700,000

	Inventory/Work Order3
	NA
	NA

	Implementation Services4
	$5,475,000
	$6,060,000

	Financials
	$300,000
	$385,000

	HR/Payroll
	$5,175,000
	$5,675,000

	Inventory/Work Order
	$0
	$0

	Training5
	$65,000
	$125,000

	Financials
	$15,000
	$25,000

	HR/Payroll
	$50,000
	$100,000

	Inventory/Work Order
	$0
	$0

	Travel and Other Costs6
	$500,000
	$750,000

	Project Contingency7
	$913,500
	$1,032,750

	Total Project Costs
	$7,503,500
	$8,667,750

	Five-Year Maintenance and Support Costs8
	$1,889,766
	$1,989,227

	Total Five-Year Cost of Ownership
	$9,393,266
	$10,656,977


1 High and low cost estimates are provided for planning purposes.  Contract negotiations on both cost and scope of work will cause cost and implementation effort to vary.  These estimates represent likely costs based on information provided by CGI-AMS.

2 Assumes only existing Advantage 3x Finance system modules would be updated.

3 Cost information for Inventory/Work Order modules was not provided by CGI-AMS.  

4 Assumes a 50/50 split between vendor and government for implementation effort. Implementation cost estimates are based on “normal” implementations consisting of entire suite of HR modules with very little to no customizations

5 Training costs will vary depending on training methodology used.  

6 Travel and other costs were estimated based on proposals received from past GFOA clients similar in scope and size to the County.

7 Project contingency was calculated as 15% of the software license fee, implementation services cost, and training costs.  Project contingency would cover costs for limited customizations.

8 Maintenance and support costs are generally calculated as a percentage of the license fee.  Maintenance and support costs for this estimate were provided by CGI-AMS.  It was assumed that maintenance and support costs would increase at 5% per year.

	Table 6.2: Estimated Level of Effort - Integrated CGI-AMS ERP Solution 

	Category
	Estimates1

	 
	Functional
	Technical

	Implementation Effort (hours)
	        11,800 
	        24,600 

	Finance
	          1,800 
	          1,100 

	HR/Payroll
	        10,000 
	        23,500 

	Inventory/Work Order2
	 NA 
	 NA 

	Training Effort (hours) 3
	                                  7,000 

	Finance
	                                  2,000 

	HR/Payroll
	                                  5,000 

	Inventory/Work Order
	 

	Internal Cost Rate  (per hour) 4
	 
	$60

	Internal Costs5
	 
	      $ 2,604,000 

	Internal Implementation Costs
	 
	      $2,184,000 

	Internal Training Costs
	 
	        $420,000 

	 
	 
	 

	Ongoing Technical Support6
	 
	 

	Technical FTE
	 
	3.0

	Functional FTE (Support)
	 
	3.0

	Assumed Annual Salary – Technical7
	 
	$80,000

	Assumed Annual Salary – Functional8
	 
	$60,000

	 
	 
	 

	5-Year Ongoing Internal Support Costs9
	 
	$420,000

	 
	 
	 

	Total Internal 5-Year Project Costs
	 
	$3,024,000


1 Implementation effort estimates were provided by CGI-AMS in response to a GFOA’s request for information.

2 Implementation effort estimates for inventory/work order functionality were not provided.

3 Training hours were assumed to be for the following number of people – Finance: 100 people for 20 hours each; HR/Payroll 100 people for 50 hours each.  Estimates were calculated based on response to GFOA’s request for information and past GFOA client experience.

4 Internal cost rate of $60 calculated as the hourly rate of an employee earning $60,000 per year with a cost multiplier of 2.00.

5 Project team members and County staff involved with training will need “replacement” employees to perform day-to-day job responsibilities while time is spent dedicated to implementation of the new system

6 Training costs will vary depending on training methodology used.  

7 It was assumed that technical staff dedicated to the project would earn an annual salary (with benefit costs) of 80,000 per year.

8 It was assumed that functional staff dedicated to the project would earn an annual salary (with benefit costs) of 60,000 per year.

9 Ongoing internal support costs only include the salary expense for technical and functional staff identified in the previous rows.  Other internal support costs could include costs of ongoing end-user training, cost of implementing fixes, patches, or upgrades, etc.
6.5
GFOA Estimates of Costs of Alternatives – Full Tier I ERP Procurement
Table 6.3 below presents the approximate costs that the County would experience if it were to procure and implement a full Tier I ERP System. (Please note that this option would not preclude CGI-AMS from proposing a solution in a competitive process.)  Table 6.4 describes the level of effort for this alternative.  The financial information and effort levels provided for this alternative is the result of a Request for Information (RFI) which was developed specifically for the County and responded to by three Tier I vendors Lawson, Oracle and SAP.  As with the previous cost estimate, GFOA consultants utilized the experience and actual costs of past clients in order to provide the County with a low and high range for costing of these options.

The costs include a ranged estimate of $2.7 to $4.7 million for internal costs that the County would incur as the result of participation in training and staff time to assist in the implementation of the product.  

	Table 6.3: Estimated Project Costs -Full ERP Procurement

	Category
	Low Estimate1
	High Estimate1

	Project Costs
	 
	 

	Software License Fee
	$1,475,000
	$2,475,000

	Financials
	$600,000
	$1,050,000

	HR/Payroll
	$300,000
	$700,000

	Inventory/Work Order
	$575,000
	$725,000

	Implementation Services2
	$5,530,000
	$12,001,240

	Financials
	$3,200,000
	$6,700,000

	HR/Payroll
	$1,900,000
	$5,300,000

	Inventory/Work Order
	$430,000
	$1,240

	Training3
	$175,000
	$405,000

	Financials
	$75,000
	$220,000

	HR/Payroll
	$75,000
	$125,000

	Inventory/Work Order
	$25,000
	$60,000

	Travel and Other Costs4
	$750,000
	$1,000,000

	Project Contingency5
	$1,077,000
	$2,232,186

	Total Project Costs
	$9,007,000
	$18,113,426

	Five-Year Maintenance and Support Costs6
	$1,467,055
	$2,461,669

	Total Five-Year Cost of Ownership
	$10,474,055
	$20,575,095


1 High and low cost estimates are provided for planning purposes.  Contract negotiations on both cost and scope of work will cause cost and implementation effort to vary.  These estimates represent likely costs based on information provided by Lawson, SAP, and Oracle.  High and low estimates also represent differences between products available in the market.  Within Tier I products some vendors offer far more functionality and therefore their products are more complex, which require much more involved implementations and higher costs.  High and low estimates are not intended to be a range of cost estimates for one product but rather represent the different options available within the Tier I ERP market.

2 Assumes a 50/50 split between vendor and government for implementation effort. Implementation cost estimates are based on “normal” implementations consisting of entire suite of HR modules with very little to no customizations

3 Training costs will vary depending on training methodology used.  

4 Travel and other costs were estimated based on proposals received from past GFOA clients similar in scope and size to the County.

5 Project contingency was calculated as 15% of the software license fee, implementation services cost, and training costs.  Project contingency would cover costs for limited customizations.

6 Maintenance and support costs are generally calculated as a percentage of the license fee.  5-year maintenance and support costs were calculated as 18% of license fees for both low and high estimates.  Estimates also include an annual 5% increase.
	Table 6.4: Estimated Level of Effort - Full ERP Procurement

	Category
	Low1,2
	High1,2

	 
	Functional
	Technical
	Functional
	Technical

	Implementation Effort (hours)
	        20,850 
	        12,800 
	        43,030 
	        19,040 

	Finance
	        10,700 
	          7,300 
	        21,750 
	          9,520 

	HR/Payroll
	          6,650 
	          4,500 
	        17,440 
	          7,620 

	Inventory/Work Order
	          3,500 
	          1,000 
	          3,840 
	          1,900 

	Training Effort (hours) 3
	                             11,000 
	                             16,750 

	Finance
	                              6,000 
	                              8,750 

	HR/Payroll
	                              4,500 
	                              7,000 

	Inventory/Work Order
	                                 500 
	                              1,000 

	Internal Cost Rate  (per hour) 4
	 
	$60
	 
	$60

	Internal Costs5
	 
	    $2,679,000 
	 
	    $4,729,200 

	Internal Implementation Costs
	 
	    $2,019,000 
	 
	    $3,724,200 

	Internal Training Costs
	 
	      $660,000 
	 
	    $1,005,000 

	 
	 
	 
	 
	 

	Ongoing Technical Support6
	 
	 
	 
	 

	Technical FTE
	 
	4.0
	 
	7.0

	Functional FTE (Support)
	 
	5.0
	 
	15.0

	Assumed Annual Salary – Technical7
	 
	$80,000
	 
	$80,000

	Assumed Annual Salary – Functional8
	 
	$60,000
	 
	$60,000

	 
	 
	 
	 
	 

	5-Year Ongoing Internal Support Costs9
	 
	$620,000
	 
	$1,460,000

	 
	 
	 
	 
	 

	Total Internal 5-Year Project Costs
	 
	$3,299,000
	 
	$6,189,200


1 Implementation effort estimates were provided by Lawson, SAP, and Oracle in response to GFOA’s request for information.

2 High and low estimates represent differences between products available in the market.  Within Tier I products some vendors offer far more functionality and therefore their products are more complex, which require much more involved implementations and higher costs.  High and low estimates are not intended to be a range of cost estimates for one product but rather represent the different options available within the Tier I ERP market.

3 Training hours were assumed to be for the following number of people – Finance: 150 people for 40 hours each or 175 people for 50 hours each; HR/Payroll  150  people for 30 hours each and 175 people for 40 hours each; Inventory/Work Order 25 and 50 people for 20 hours each.  Estimates were calculated based on response to GFOA’s request for information and past GFOA client experience.

4 Internal cost rate of $60 calculated as the hourly rate of an employee earning $60,000 per year with a cost multiplier of 2.00.

5 Project team members and County staff involved with training will need “replacement” employees to perform day-to-day job responsibilities while time is spent dedicated to implementation of the new system

6 Training costs will vary depending on training methodology used.  

7 It was assumed that technical staff dedicated to the project would earn an annual salary (with benefit costs) of 80,000 per year.

8 It was assumed that functional staff dedicated to the project would earn an annual salary (with benefit costs) of 60,000 per year.

9 Ongoing internal support costs only include the salary expense for technical and functional staff identified in the previous rows.  Other internal support costs could include costs of ongoing end-user training, cost of implementing fixes, patches, or upgrades, etc.

6.6
GFOA Recommendations

Based upon the feedback received from all levels of County staff and our analysis of the County’s current environment and processes, GFOA recommends that the County purse alternative number 3 to implement a new Tier I ERP system to support all functions in the scope of the project.  However, this recommendation is made with one caveat: The County must reexamine some of its policies and implement changes across the organization.  Specifically, an effective system will require the County to utilize electronic signatures and workflow and document management.  The County must establish a procedure for the examination of all software procurement and in-house development in order to counteract the effects of standalone systems.  Should the County decide that these organizational changes are not acceptable or viable, the Tier I system is not as valuable to Broward.

	Chapter

7
	
	Critical Success Factors for an Enterprise Implementation


While the County has not yet made a formal decision to procure an ERP system, it is important to assess, at a preliminary level, the requisites for a successful ERP implementation as well as the County’s readiness to move forward on such an initiative.  Achieving success in an ERP system project can best be viewed as a combination of three essential components:

· People: Staff and managers who use the system, elected officials who remain informed through ERP, and constituents and vendors who have services delivered through ERP or directly access the system using self-service capabilities.

· Process: ERP collects data for and manages business processes. Many mission-critical business processes are fully contained within ERP.

· Technology: ERP systems are, of course, at the most basic level, software packages. ERP systems use advanced technology to enable access by a wide variety of “people” and to manage a variety of “processes.”

Given the far-reaching impact of ERP across many people and processes, technology is actually the least important of the three components discussed above. Therefore, it is critical that the organization be fully prepared, from a people and process perspective, to implement an ERP system. Further, County officials and staff must realize “from the outset that an ERP system is a means and not an end:  merely implementing an ERP system will not increase the efficiency of the organization – it is a tool and a process for improving operations.
  The purpose of this chapter is to discuss the aspects of implementation failure and critical success factors stemming from people and processes and to make high level recommendations to the County for its positioning for success.

7.1
Top Reasons for Implementation Failures

Ensuring the success of an ERP project is critical for those managing it. There are steps that can be taken to mitigate the effects of the top reasons for ERP failure.  Understanding common implementation pitfalls at the outset is a critical first step for any government looking to move forward with procurement.  One researcher was able to delineate the top ten reasons why projects fail as
:

1. Strategic goals are not clearly defined.  The organization has not thought through the goals expectations and deliverables.
2. Top management is not committed to the system. Top management lacks commitment to the system, does not see the profound changes it engenders, and/or does not actively participate in the implementation.
3. Implementation project management is poor.  The organization underestimates the scope, size and complexity of the project.

a. Achievable schedules are not developed; realistic expectations are not communicated.

b. There is a mismatch between the business and the ERP system selected.
c. Companies attempt to automate existing redundant or non-value added processes.

4. The organization is not committed to change.

a. People have a natural tendency to be comfortable with the status quo and may not see the need for a new system.

b. Employees may fear that the new system will make their jobs more difficult, reduce their importance, or even cost them their jobs.

c. Front line staff may be uncomfortable with the realization that upper management can easily see what they are doing.

5. A great implementation team is not selected. 

a. Sometimes internal resources limit the availability of visionary staff that can ensure a successful implementation.  Long-term planning is necessary to overcome this challenge

b. There is often a reluctance for departments to relinquish their top staff to the project team because of their criticality to department operations but it is exactly these staff members who make up a great implementation team

6. Inadequate education and training results in users that are unable to satisfactorily run the system. 

7. Data accuracy is not ensured.  Inaccurate data will cause ERP to lose credibility, causing people to ignore the new system, and continue to run the company under the old system.

8. Performance measures are not adapted to ensure that the organization changes.

9. Multi-site issues are not properly resolved.  This is particularly important at the various school locations as well as Fleet Maintenance.

10. Technical difficulties can lead to implementation failures. These difficulties can include “bugs” in the software, problems with interfaces and existing systems, and hardware difficulties.

This list is meant to inform project managers of what key issues they will need to manage throughout the course of the project: pre-implementation, during implementation, and post implementation.  The rest of this chapter will focus on the key success factors that should be managed in order to ensure the successful completion and implementation of an ERP system.

7.2
Critical Success Factors

In Chapter 5, we discussed some of the benefits the ERP systems provide to the organization.  As mentioned earlier, ERP systems should not be considered the solution to organizational issues: “The value of an ERP system lies not so much in the product itself, but in its effective and efficient usage
.”  Defining “effective and efficient usage” will differ from organization to organization (based upon political considerations, legislative mandates, and practical issues such as organizational size and availability of resources).  Hence, critical success factors will also vary; they must be defined and supported by the organization individually.  

One researcher found that success and effectiveness of ERP implementation is a factor of how much the following is addressed and integrated into the implementation:

1. Strategic Management – Providing qualitative and quantitative statements on benefits that are both strategic and tangible, justifying change, capturing best practices as well as enabling knowledge relating to all aspects of ERP implementation to be transferred, providing a description of a plan for change that ensure that it is aligned with the overall organizational strategy, and ascertaining organizational principles and implementation approach.

2. Process Improvement – Redesigning business procedures to ensure that the ERP software modules are accommodated within the entire operation of government.

3. ERP System Deployment – Covers the ERP system, legacy systems migration, customization and configuration, and all other technical activities

4. Project Organization – Defining many of the roles and responsibilities of internal and external entities in the implementation process; ascertaining ways of coordination and cooperation among them.

5. Organizational Change Management – Facilitating systems, processes and structure that may have been newly implemented into working practice; dealing with any resistance that may arise.

Using these five areas as a basis for developing recommendations for success measures for Broward, we will present in the remainder of this chapter, issues for consideration and steps that the County might take in order to effectively develop a plan for future success. 

Issues for Consideration

Based upon the functional and technical analysis completed earlier in this report, GFOA consultants are making the following recommendations for consideration at the County.  Recognizing that each jurisdiction has its own special issues (political, legislative and organizational) that may preclude adoption of some of these recommendations, we suggest that the County carefully consider the local viability of each option.  If acceptable, we would further recommend that local work on accepted recommendations begin immediately and concurrent with any ERP system selection and procurement.

Strategic Management

1. Once finalized, publish this Needs Assessment Report.  Once the County has made a determination of action, management should publish this document as a justification of the decision made by County executives to move forward.  County staff could supplement this report through a task analysis that would identify the amount of time needed to complete critical and manual tasks.

2. Align Broward County policies with ERP system capacity.  In Chapters 2 and 3 we identified a number of areas where current policies are not in alignment with the capabilities of a truly electronic environment, i.e., acceptance of digital signatures, online storage of documentation, etc.  We recommend that the County begin working on formalizing policies that would focus on creating an electronic work environment and utilize executive staff to ensure that this direction is integrated into day-to-day work.

3. Adopt an enterprise vision of technology for the County, particularly for financial and human resource management.  This vision should clearly identify the scope of the ERP project, establish rules for the addition of other systems (i.e., when they will be allowed, who will make the determination, and information regarding interfaces).  This will aide the County in future technology development and ensures that standalone systems are eliminated from operation.

4. Identify and adopt a vision and/or key business drivers for this project. By formalizing the vision and drivers for this project, management sets a tone for the rest of the project.  By clearly communicating from the outset the goals and purpose of the project, the County will position itself for success.  Some of the drivers already discussed with executive staff include:

· Operational efficiency and effectiveness

· Business processes which support customer service and efficiency

· Technology simplification: one point of entry, single system log ons

· Easy-to-use and user-friendly technology

· User-driven reporting

· Support of Board and management information needs

· Employee self service

· Paper reduction

Process Improvement

1. Where appropriate/able, rectify process weaknesses identified in Chapter 2 of this report. GFOA consultants have identified the main process weaknesses in each of the functional areas covered under this assessment.  With the alignment of processes recommended in the last section, it will become possible for the County to implement changes in many different areas.  This will substantially impact the success of the project.  However, these process improvements will need to be clearly documented and communicated throughout the organization.  Many times, with an organization the size of Broward, implementing and sustaining this change will be difficult.  This is an issue that we will discuss under organizational change management.

2. Establish benchmarks for performance. Currently, the County tracks the number of days from receipt of invoice to date of vendor payment.  As discussed in Chapter 2, there is a potential for time savings should the County utilize online matching and document attachments.  Should the County determine that they could save three days on payment with these improvements their benchmarks should be adjusted accordingly.  Additionally, these should be tracked regularly.  Where deviations occur, staff should determine whether or not delays are related to the process.

3. Clearly establish accountability for processes.  Identifying “process owners” is important in any successful ERP procurement and implementation.  It is critical to project success that the appropriate people be involved in the process.  These are the individuals that should monitor compliance with new policies, track performance and make recommendations for future changes.

ERP System Deployment

1. Identify those systems that will be preserved and interfaced with the new system.  In this report, GFOA has provided a listing of the known systems that the County is currently operating (Appendix 1).  The County must begin an assessment of which of those systems will be retained.  Further, for departments with overlapping technology needs not met by the ERP, the County is in a position to maximize buying power through the procurement of a single system utilized by multiple agencies, e.g. a single permitting system.  Finally, for those systems retained, it will be equally important to establish what type of, if any, interface will be needed with a new system. 
2. Involve staff in the selection process. Vesting staff in requirements definition and system selection is an important part of achieving buy-in for the process.  Providing end user staff with an opportunity to define and develop needs allows for a more robust system that is more likely to be accepted by the masses.
3. Establish a project plan that includes required resources for the life cycle of the project.  Developing clear timelines are important in an ERP project.  The project manager should work with the vendor on the implementation plan to determine when training and rollouts will occur.  This timeline must take into account important business processes of the organization that cannot be sacrificed.  For example, it will not make sense to roll out the budget module of the ERP when the Budget Office is at their peak development cycle.  Nor would it make sense to implement general ledger when completing a closeout.  Understanding and managing the limitations of the departments is critical to developing a clear timeline of activities.  

Tangential to the development of the project plan is an assignment of required resources for each of the stages in the project.  It is important to identify at the outset the human capital that will be required (and when they will be needed) in order to meet the deadlines identified in the project.  Once the plan is developed, it should be published throughout the organization so that departments are aware of the time commitments and delivery dates.

4. Establish a policy on system customizations.  This recommendation is tied to process redesign: Jurisdictions implementing ERP technologies must decide whether or not the system should conform to local processes or, should the jurisdiction conform to the technology.  Most ERP systems in the government sector have programmed in “best practices” into their operating technology; indicating a high level of conformity to standard government procedure.  Where these don’t match, some jurisdictions will require customizations to the software.  Customizations become costly for implementing agencies because it requires the vendor to modify the operating structure of the system.  This modification is generally not covered by future upgrades of the software; forcing the government to pay again for customizations.  Others choose to never upgrade to avoid repaying for the customization, leading to aging technology.  GFOA generally recommends implementing a “vanilla” approach to ERP implementation, i.e., as few customizations as possible.

Project Organization

1. Establish a system-wide “owner” of the system. Currently, the Accounting Division is the owner of Advantage and Payroll the owner of Cyborg.  Moving forward, executive staff should determine whether or not these relationships would be retained in any future system.  The owner of the system should be responsible for all project management, system testing, user training (and retraining for new entrants to the organization), technical assistance, marketing and system performance issues.

2. Develop and adopt a Communications Plan that will be utilized throughout the duration of the project.  The plan should identify the person(s) responsible for communication, the various mediums that will be used, and the target population of the plan (internal vs. external). The plan should include multiple communication mediums so that information, for those who want it, is always available.  The County should consider publishing this report along with all other future project documentation including, implementation plans, critical milestone dates, status reports, proposals, etc. 

3. Establish an escalation plan for when issues arise.  Having a project manager is critical to any successful ERP implementation.  However, it is also necessary for the project manager to have an escalation plan in place when departments are not conforming to County policies and implementation plans.  Identifying an executive staff member or committee to deal with these issues will be important in their resolution.

4. Clearly define and delineate the responsibilities of the IT Policy Council.  The County will need a policy for approval of all future technology procurements as well as in-house development.  Currently, the IT Policy Council reviews all budgetary requests for technology purchase.  However, this group does not review in-house development requests and does not formally follow up on the status of projects after approval.  We would recommend that the County adopt a policy (or something similar) where all technology purchases or in-house development be reviewed by the Policy Council.  This body would make a determination of whether or not the request is something that is not currently met by the system and, identify where interfaces with the ERP should occur.

Organization Change Management

1. Understand the people factor. There has been a substantial amount of research that has been done on what types of individuals are more accepting of change in an organization.  Recognizing these traits and developing a plan to address them will be an important task for the change manager.    For example, individuals with longer years of service with the organization are less likely to accept change than newer employees
.  Career employees are more vested in the current way of doing business and sometimes, unwilling to change. 

Another example is individuals who are uncomfortable with technology.  While this is ultimately a training issue (which we will discuss in the next section), it is also an interpersonal issue.  Technology for the most part has become so user friendly that it is hard not to understand how to navigate your modern ERP systems.  Thus, much of the resistance that you will encounter from the anti-technology crowd will be the result of psychological factors.  Again, developing a plan for these individuals (and validating that plan with your executive team) will be a critical part to the process.

2. Offer multiple and ongoing training mediums.  Comprehensive training is a must for any ERP implementation.  Most vendors will offer classroom training prior to rollout of the ERP.  However, this is just one part of the process.  The organization must consider and plan for long-term training on the ERP until the organization achieves equilibrium (and beyond, for new entrants to the organization).  Many agencies have handled this issue in a number of different ways.  Some agencies readily utilize streaming video for instructional purposes.  Streaming video is particularly helpful as a refresher or an area that doesn’t require a significant amount of training.  For example, a critical component of any HR department is the Personnel Action Form where employees may request leave, resign, change an address, etc.  This is a core part of the organizations activities but a relatively simple task in terms of the technology.  A streaming video walking individuals through the process is an effective means of training on an issue that you may not necessarily want to spend classroom time on. Because individuals may only fill out this form once a year, having the video available in the long-term will be a helpful tool
User documentation that is easily understood and includes screen shots of activities is another training medium that has proven highly effective.  User manuals often become the “bible” of how to complete tasks.  It offers another resource to the system user to be able to understand the workings of the system.  

3. Review performance and compliance.  Once you go live with the system, it is imperative to check and make sure that individuals are actually using the system (and in the way intended).  It is important for to check the system’s data and ask questions when it is determined that people were not using the system.  When staff know that this check is occurring, they are more likely to jump on board with the process.  Again, this will reduce the amount of time needed to achieve equilibrium.
7.3
Conclusion

Implementing ERP systems is challenging; managing change in an organization is even more challenging.  In a time when governments are being asked to do more with less, an ERP implementation can be a daunting task. However, if you can readily identify many of the risks to your project at the outset (and develop a comprehensive plan to address them) you can ensure the success of your project as well as effectively change the culture and processes of the organization.                                                                                                                                                                                                                                                                                                                                                                                                                          
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“ERP is maturing from an IT strategy to a business strategy.  And while the familiar challenges of a technical integration remain, a Conference Board survey finds that business integration is the proof in the pudding for companies as they move into the post-implementation phases of their ERP initiatives.  Indeed, companies are discovering that a quantifiable business case is a prerequisite for a high level of ERP satisfaction, and that active business leadership in all project phases increases their likelihood of success.  There is much to suggest that as companies learn these larger lessons, ERP systems will continue to fulfill their promise.”

This excerpt from the article, “ERP Trends”
 describes the experience of ERP systems in the private sector.  However, the message is true for any organization considering an ERP system.  If an organization has done its research upfront and commits to the project at all levels within the organization for the duration of the implementation and beyond, ERP systems can produce significant benefits.

8.1
Is There a Business Case for a New ERP System?

Broward County government has a very solid business case for replacing its existing administrative management systems. The GFOA evaluation of the current system has provided significant data and analysis to support Broward’s desire to proceed with the process of procuring and implementing a state-of-the-art financial and human resources management system that replaces the various standalone, department-developed solutions with a single, integrated system for the core administrative functions; enhances executive analysis and decision-making capabilities; and establishes the foundation for a comprehensive and inclusive electronic government strategy.

8.2
Key Business Drivers

In evaluating the feasibility of replacing its core administrative systems, it is important for the County to identify its specific overall goals associated with such a change. These goals represent the key business drivers, as they embody the underlying foundation and driving forces for system replacement. The following is a summary of the key business drivers identified by GFOA and the County during the evaluation of the current system.

· Aging Technology. The County needs to establish the technology architecture that is required to support current and future technology. The current financial system lacks the ability to meet some current functionality needs, let alone future technology goals. The ERP architecture should be flexible/scalable and incorporate Internet architecture that is essential to the realization of the County’s electronic government initiatives.

· Technology Standardization. Adoption of a single software vendor as the organizational “standard” for core administrative applications will ensure standardized data elements for employee records, standardized reporting, and standardized business process flows across the organization.
· Operational Efficiency and Effectiveness. Improve the efficiency and effectiveness of county operations by eliminating the significant amount of paper-based processes, redundant data collection, reliance on standalone systems, and duplicative business functions between county departments.
· Potential Loss of Staff Expertise. Key individuals at the County have vast amounts of institutional knowledge.  While these are prized employees, it is dangerous to have so few know so much.  It is important to get a new system in place before those key individuals leave the organization.
· Integration and Consistency of Processes, Systems and Data. Provide for a single data repository to ensure that accurate information is routed to end-users to initiate action, approvals, and decisions. Harness technological and system-wide features of modern systems such as workflow to enhance process efficiencies and the transmission of relevant data.
· Improved Access to Information and Stronger Decision Support Capabilities. Enable accurate, accessible, and timely reporting to end-users at all levels of the organization. Provide more stakeholders with the tools to create their own queries and reports to capture the data that is pertinent to them. 
8.2
Next Steps

If after reviewing this report and discussing the implications of the various alternatives the County decides to proceed with the recommended course of action, the following would be the recommended next steps to take:

· Appoint the County’s CFO and/or CIO (or an equivalent executive) as the project sponsors. The sponsor is generally responsible for oversight, coordination, and communication activities for the project. Determine which County agency is best suited to assume ownership of the enterprise project and the resulting system.

· Appoint an executive steering committee of appropriate department heads for the ERP project.

· Review the recommendations of the GFOA regarding options and critical success factors. Consider the various alternative issues and finalize a strategy for the project, in particular addressing which systems are in scope, which standalone systems will be abandoned and where interfaces must occur. 

· Schedule regular meetings of the steering committee to address the system procurement and implementation planning issues identified in this report.

· Appoint process owners for each of the key processes.

· Establish a selection committee to oversee selection of an alternative ERP system. Activities in this selection would include developing a request for proposal (RFP), reviewing vendor responses to the RFP, attending system demonstrations, and making a final selection of a vendor. The selection committee should include key members of the organization, along with the sponsor and steering committee members.

· Recruit or designate a project manager to oversee the procurement and pre-implementation planning phases of the project. The project manager should report directly to the sponsor, and should be able to dedicate a sufficient amount of time to the project. This individual may also act as the project manager for the implementation, although the decision doesn’t need to be made at this time. The project manager will maintain the task plan and keep the project on schedule.

· Develop a preliminary analysis of the need to dedicate County staff to the project, and make plans to backfill positions, budget for overtime and/or hire temporary staff to address potential gaps. 

· Begin to develop the implementation project team and recruit subject matter experts from each of the user departments.

· Analyze the significant organizational and strategic issues or challenges facing the County in order to design and implement the new system and develop a comprehensive change management, training, and communication plan that emphasizes people and processes and works to frame the new system as an organizational improvement initiative.

· Secure adequate funding, including a sizable contingency factor, for the project budget.
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� 2006 Comprehensive Annual Financial Report: Fiscal Year Ended September 30, 2006.


� A separately published Executive Summary version of this report will be made available once the report is finalized by County staff.


� It is not a finding of this report that there is a similar deficiency with Cyborg reporting (via Cognos).  Staff in both the end user departments and Payroll has been happy with the functionality and capabilities of reporting through Cognos.


� It should be noted that staff anticipate that the upcoming upgrade to Advantage 3.6 in Fall 2007 will significantly reduce user frustration with reporting through the creation of a data warehouse.  


� Should an employee work in multiple departments throughout his/her tenure at the County, additional files would be kept, and subsequently retained, at the new department.


� Cyborg does not have document management capabilities.


� County staff are currently working on adding new event types so that JVAs will not have to be utilized in the future.  However, a target date for completion has not been identified.


� As reported by vendors to the County in the 2006 Broward County Vendor Survey.


� Exceptions include the Purchasing Division, where NIGP commodity codes are entered to the record, and the Small Business Department, where vendor certifications are tracked.


� Governmental Accounting Standards Board (GASB) Statement No. 33, Accounting and Financial Reporting for Nonexchange Transactions, paragraph 1.


� However, purchasing staff did indicate that some end users in other departments are unfamiliar with how to use this folder, which becomes a training issue.


� Task Force on Procurement Efficiency: Phase II Final Report. Presented to the Broward County Board of County Commissioners. February 13, 2007.





� Nearly all departments reconcile P-Card activity monthly.  However, at least one department completes reconciliation weekly due to their large number of card holders (192).


� “Construction Management Task Force: Summary of Findings.” Presented to the County Administrator. December 2006.





� It was noted in the focus groups that the County is not currently capturing internal personnel costs (under 100%) related to the creation and development of an asset.  This is due to a weak project accounting system, which will be discussed in a subsequent section.  However, these personnel costs could be capitalized when bringing the asset into service and represents a potentially substantial loss on cost maximization.


� With the exception of Human Services who has an interface with Advantage for their HSD IT Equipment Inventory System.


� These divisions will send a file electronically to Cyborg every two weeks so that they do not have to re-key information into Cyborg from their standalone systems, Kronos and TMIS.


� As indicated earlier, the primary function of Cyborg is payroll processing, not personnel or human resources management.  As a result, Cyborg houses predominantly general employee information with details being kept in separate databases and paper files.


� Most contract changes occur once a year on October 1st.  The County does not utilize Cost of Living Allowances or step increases.


� In the validation of this finding, staff noted that this happens only for complicated contracts; not necessarily all contracts.  There was some discussion about whether or not the data can come from Cognos and is an issue of system understanding. 


� A thin client is a client computer that depends on the system server to perform most processing activities.  Most thin client boxes only run on web browsers.  A thick client usually provides more robust functionality and greater processing ability independent of the central system server.  A thick client typically houses larger applications and can perform many additional functions independent of the central server. 


� Definition taken from Peter Weill and Jeanne Ross. IT Governance: How Top Performers Manage IT Decision Rights for Superior Results. (Boston, Massachusetts: Harvard Business School Press). 2004.


� Ibid.


� Ibid.


� Fulla, Shelley L. (2007). “Change Management: Ensuring Success in Your ERP Implementation.” 23(2): 34-40.


� Umble, E. J., R. R. Haft, et al. (2003). "Enterprise Resource Planning: Implementation Procedures and Critical Success Factors." European Journal of Operational Research 146(2): 241-257.


� Al-Mashari, Majed. “A Process Change-Oriented Model for ERP Application.” International Journal of Human-Computer Interaction. 16(1): 39-55.


� Ibid.


� Abdinnour-Helm, S., Lengnick-Hall, M. L., & Lengnick-Hall, C. A. (2003). Pre-Implementation Attitudes and Organizational Readiness for Implementing an Enterprise Resource Planning System. European Journal of Operational Research, 146, 258-278.


� Research Report 1292-01-RR from The Conference Board, a nonprofit membership organization that creates and disseminates knowledge about management and the marketplace.
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