David Ash — Emily Rhodes — Michael Hobert - Sharon Keeler — Dr. Michael Murphy

AGENDA
Joint Administrative Services Board
September 26, 2011 12:00 p.m.
Joint Government Center

1. Cali to Order.
Determination of Quorum

2. Approval of Minutes. (July 28 Minutes Attached).
3. Director Update. Deferred Compensation Program Implementation,
4, Technology.
A. Draft ERP Budget Request. Attached is a budget request for implementation of an
ERP system. This should be reviewed and modified if needed. It could be considered
for adoption at the October meeting..
B. Personnel Business Practices. Memoranda have been shared with Government

and Schools concerning the standardization of personnel data and processes in
advance of an ERP system implementation.

5. Houck/Staelin Report. The Houck/Staelin report was developed to provide a
consistent point of reference in discussions of School Funding. A draft of the most
recent report is attached for review and discussion.

6. Next Meeting October 24.
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Joint Administrative Services Board
July 28, 2011 Regular Meeting _ 2:00 pm

At a regular meeting of the Joint Administrative Services Board held on Thursday, July 28, 2011 at
2:00 pm in Meeting Room AB, Berryville Clarke County Joint Government Center, 101 Chalmers
Court, 2n¢ Floor, Berryville, Virginia. '
Members Present:
Sharon Keeler, J. Michael Hobert, Michael Murphy (arrived at 2:15pm), David Ash, Robina
Bouffault - Alternale

Staff Present:

Tom Judge, Amanda Kowalski

Also Present:

John Staelin

Members Absent:

Emily Rhodes

1. Call To Order:

Determination of Quorum:

Mr. Hobert called the meeting to order at 2:02 pm.

Adoption of Agenda:

Ms. Bouffault moved, seconded by Mr. Ash, to approve the agenda as presented. The
motion carried as follows:

Sharon Keeler - Aye
Robina Rich Bouffauft - Aye
Emily Rhodes, Chair - Absent
Michael Murphy - Absent

J. Michael Hobert, Yice Chair Aye
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David Ash - Aye

2. Approval of Minutes:

Ms. Keeler moved, seconded by Ms. Ash, to approve the meeting minutes as presented.
The motion carried as follows:

Sharon Keeler - Aye
Robina Rich Bouffault - Abstain
Emily Rhodes, Chair - Absent
Michael Murphy - Absent
J. Michael Hobett, Vice Chair - Aye
David Ash - Aye

3. Technology:

Mr. Judge outlined the upcoming conference call regarding the technology infrastructure in the
City of Staunton, noting the questions that still need to be answered, with a conference call
with Mike Bowen.

Mr. Mike Bowen, systems engineer from the City of Staunfon answered the following
questions:

1. Is your system Schools Interoperability Framework (SIF) compliant?
Mr. Bowen noted that this is unknown to him; however, MUNIS has guaranteed that their
system is compliant and could refer to Arlington County School.

2. What governance structure do you use to keep school and government on the same
system?
Mr. Bowen noted that this program has brought the two entities together. He also noted
that there is no specific IT department for MUNIS and that the cities’ [T Department does
not support the school's software. -
Dr. Murphy arrived at 2:15 pm,
Ms. Bouffault asked if there was a committee formed when MUNIS came on board. Mr.
Bowen noted that members from the school board and the city council were present on the
‘board. “

3. Does the system have the ability to import and export data, or cross platforms, to
reduc@ staff time and eliminate duplication of effort?
Mr. Bowen noted that most data can be imported and exported easily to most program
modules.

4. Explain how end-use access and accessibility works, for staff to log-in, for instance,
and either manipulate data, review data, or print data. Are such changes available in
real time?
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Mr. Bowen noted that it is browser-based software. Regarding reports, Mr. Bowen noted
that it has Windows-based printer options. Mr. Bowen also noted that data is updated in
real-lime.

5. Which systems has Staunton implemented and which have had the most positive
impact?
Mr. Bowen reviewed the systems that Staunton 1mplemented; Mr. Judge asked about real
astate assessment system. Mr. Bowen noted that they do not have a MUNIS real estale
assessment system because they could not come to terms on the price. Mr. Bowen also
highlighted the HR module, including online references, applications, etc.

6. Assuming modular implementation: What was the order of implementation and
rough time line? Are there any modules, looking back, that you would have deferred
or simply not adopted?

Mr. Bowen noted that the financial module, including general ledgers, were brought on
first, followed by the payroll and HR module, utility module, fixed assets modute, and
inventory module.

7. What are your thoughts on use of “cloud system” v. purchasing a system that
resides in our own system?
Mr. Bowen shared his thoughts about the pros of having your own system, which is what
the City of Staunton has, nofing the control that staff has over the system when in-house.

8. Regarding Implementation: Was the local team enhanced prior to implementation?
Mr. Bowen stated that additional staff was not brought on board for the implementation.

9, What kind of support did you receive from the vendor post implementation? How
did it show up?
Mr, Bowen noted that there was an ongoing relatlonshlp with MUNIS, Mr. Bowen stated
that MUNIS overestimated the amount of training in the contract and that all training was
not used initially.

10. How did you address data migration? Did you prepare a plan in advance that
identified the data to move and the timing?
Mr. Bowen explained that MUNIS migrated the data and then had the IT department
review the data. Mr. Judge asked if business practices / process were changed before
MUNIS was implemented. Mr, Bowen noted that processes were reviewed during the
MUNIS implementation and less before the implementation.

11, How do you address, generally, access control and firewalls?
- Mr. Bowen noted that there is a VPN tunnel on the network, limiting the files and records
that school and county personnel can access.

12. Did you prepare summary of various business processes before implementation?
Mr. Bowen stated there was no summary prepared.

13. Were there many changes fo your business practices? :
Joint Administrative Services Board - Meeting Minutes — July 28, 2011 Page 3 of 5




DRAFT for review September 26, 2011

Mr. Bowen noted the increase in business efficiency once MUNIS was implemented and
established.

14, Is there any other reorganization that a local government might consider before ERP
implementation? '
Mr. Bowen stated that there has been some reorganization but not because of a direct
correlation to the MUNIS implementation. Mr. Bowen also noted the increase of efficiency
because of the reorganization.

15. How did you or would go about creating an objective selection methodology to
choose an ERP system?
Mr. Bowen stated that the city looked at several vendors, noting the need for functionality
and feasibility. Mr. Bowen also noted that MUNIS was a ‘happy medium’ that could
address both school and city needs.

16. What can we do now to improve or increase our systems and personnel readiness
to adopt ERP?
Mr. Bowen noted that needs have to be assessed intemally in order to create personal
matrix. In regard to IT, Mr. Bowen noted that the type of system in place could determine
what type of infrastructure to use.

17. Does the system handle personal property tax calculation well?
Mr. Bowen noted that MUNIS calculations have functioned properly. Mr. Bowen also noted
that MUNIS keeps updated with new Virginia tax codes and laws.

Mr. Hobert asked approximately how much was spent on MUNIS last year. Mr. Bowen
stated that the training package was $100,000.

After the conference call, Mr. Judge reported that work will continue on the HR data for
integration. Mr. Judge would also submit a budget request to the JAS board for FY2013. Ms.
Bouffault suggested a financing option.

Regarding the training, Mr. Baggett stated that most of the training will be for the staff that
import and use the data, noting less of an IT issue, and more of a management issue. Dr.
Murphy noted the need for intensive end-user training. The board members then discussed
workload and the increased efficiency for staff.

Regarding payment, Ms. Bouffault noted that the RFP perimeters will have to be created. Mr.
Judge stated that information given is enough for an appropriation request. Mr. Judge also
noted that there is a cost involved whether or not the MUNIS system is bought, stating that
other programs will have to be replaced and maintained. The board members then discussed
short- and long-term goals associated with replacing programs.

Mr. Hobert noted the timeline of approximately next 3 months. Mr. Judge stated that he will be
in contact with Loudoun County for any updates they may have on a similar project.
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4. Virginia Retirement System Deferred Compensation Plan

Mr. Judge reviewed the need for the resoiution regarding the VRS Compensation Pfan and Ms.
Keeler questioned if a staff member can contribute to both funds. Mr. Judge stated that only one
fund can be contributed fo.

Dr. Murphy moved, seconded by Ms. Bouffault, that the Resolution on Page 3 of the July
28, 2011 JAS packet be adopted as written: The motion carried as follows: '

Sharon Keeler - Aye
Robina Rich Bouffault - Aye
Emily Rhodes, Chair - Absent
Michael Murphy - Aye
J. Michael Hobert, Vice Chair - Aye
David Ash - Aye

5. Next Meeting
Mr. Hobert reminded the JAS board that the next meeting scheduled will be on September 261
at noon. ‘ :

6. Adjournment

Mr. Hobert adjourned the meeting at 3:53 pm.

Minutes Recorded and Prepared by: Amanda W. Kowalski
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MEMORANDUM
Draft

TO: Clarke County Board of Supervisors Finance Committee

FR: Thomas Judge, Director of Joint Administrative Services

DT: TBD

RE: ERP System Budget Request

Over the past eighteen months the Joint Administrative Services Board has researched a long term plan
for the replacement of aging computer applications. Many of these systems were originally
implemented, some as far back as the 1980's, as the automation of paper processes for specific

functions of the Government and School. These systems are inadequate because: 1. their electronic
data is available only to persons associated with that function; 2. these applications have not kept pace
with widely available technology advances; and 3. Maintenance of the variety of applications,
associated operating systems, and associated hardware is not the best use of the time of Information
Technology personnel. The Joint Administrative Services Board has concluded that an Enterprise
Resource Planning (ERP) System should be procured, and a governance structure established to make
decisions regarding the implementation of this system.

The purpose of the ERP System is to replace diverse systems and business processes with a single
database and standardized business processes. Implementation would require several years. The
following research led the JAS to make this recommendation:

Chronology

Apnl 2010

Board of S_e;e;‘visors appropriate $50 000 for soﬁware integration.

May 2010

JAS begins dlscussmn on solutlons to admlmstlatlve data system problems.

August 2010

RDA, Financial Systems vendor, presents their new system OpenRDA. It supports
only modules that interface with General Ledger. RDA agtees to perform study of
Clarke systems. JAS research begins into communities using ERP systems. Clarke
Technology Directors state that infrastructure is currently in place to support ERP.

November 2010

Report on ERP systems used by Gloucester and Isle of Wight. List of current
Government and School applications developed

January 2011

RDA presents Best Practices Report calling for further implementation of RDA
software. JAS Director delivers resporise. JAS Board selects GFOA to provide
“business process analysm and “business case development” at a cost of $24,100.

February 2011

March 2011

Nme Gov/Sehool Focus G10ups meet to dlscuss business processes and automation

GFOA Study states business case, recommends ERP System 1mplementat1on Cost.
range $383K-$1,078K. Return on investment in 3.8 to 6.6 years through recapture.
of $250K to $350K per year in lost productivity with current systems.

April 2011

Supervisors appropriate additional $50K for software integration, leaving 7/11

balance of $75.900, Finance Commitiee directs JAS to schedule an opportunity to




pose questions to a similarly sized community that has implemented an ERP system

(Staunton),
May 2011 Update on communities implementing ERP: Loudoun, Winchester, Prince George.
July 2011 Phone conference with City of Staunton on their ERP experience. JAS directs that a

draft proposal for ERP System be developed for the FY 13 budget process. Work
begins on revising Government and School business processes related to personnel.

August 2011 Commonwealth HJ130 study determined that local government business practices
too dissimilar for single software specification. HJ645 study is underway to create
central database of local government software implementations to assist with local
government procurement, Includes input from VACO, VML, and VALGITE.

Options

Status Quo. The County (Government and Schools) could continue upgrading its cutrent
systems. This involves the least cash outlay in the next few years, but the highest cost over the mid and
long term. Vendors will force upgrades, and certain systems will continue to fall behind on the latest
technology developments. IT staff will continue to overextend in supporting disparate systems.
Agencies will continue performing processes that could be automated. Example 1: the building permit
system contains building value information that is printed out then rekeyed into the real estate
assessment system. Example 2: the Treasury system prints out revenue information that is rekeyed into
the Finance system. '

Share ERP with another community, Communities sharing ERP computer applications is
increasingly common. It saves money, provides offsite data backup, and permits communities to share
best practices. Thus far attempts to find such a partnership for Clarke County have been unsuccessful.
The primary reason is the complexity of trying to coordinate an ERP implementation with another
community or communities. :

ERP Software as a Service. ERP vendors will run their application on their own computer for
multiple communities. They provide hardware, software updates, operating system updates, and data
backup. The communities connect through a communication link. This solution has been frequently
mentioned as superior by IT Directors because highly trained IT staff working for the vendors are
ensuring the integrity of the data and application. In addition, the initial invesiment is reduced. The
problems raised include concerns about the security and consistent availability of public data held on
the computers of a private company.

ERP Local Server. Providing the ERP application on a local server would require the largest
near term investment. It would also require a greater maintenance effort by IT staff. However, it
would provide autonomy over the security and availability of the data. The cost estimates and return
on investment periods provided in the GFOA report are premised on implementation of this option.

Best of Breed. Each application could be replaced with the best application available at the
time the current application needs replacement. This would gradually improve the quality of computer’
applications, but would not resolve integration, hardware, and [T staff workload issues. Nevertheless,
the GFOA study did recommend continued use of certain systems like Parks and Recreation program




management, and maintenance work order management because the cost savings associated with
integrating these modules were not offset by savings at the cuirent time.

Requested Option

The Joint Administrative Services Board recommends that the Clarke County Board of Supetvisors
include $650K in its 2013 budget for implementation of an ERP system, whether shared, service, or on
a local server, This is the mid-point of the cost estimate provided by GFOA, less the $75,900 already
budgeted. This would be used to convert as many cusrerit applications as possible to the new ERP
system. First priority would implement Treasury, Property Assessment, General Ledger, Accounts
Payable, Payroll, and Purchasing, and Utilities. Second priority is for Document Management and
Human Resources (including Applicant Tracking, Time and Attendance, and Leave Management). The
third priority would integrate GIS, building inspections, and schools,

Advantages of Requested Option

Staff Availability. The economic slowdown has reduced workload in many operations, providing an
opportunity to devote staff time to the ERP implementation in advance of an economic recovery.

Intercepts needed software upgrades and extensions, The Treasury system is in need of immediate
upgrade, and the vendor of the finance system has stated that they will soon require an upgrade. Other
applications face similar needs. Funding the ERP now will intercept the need for these expenditures
by creating a clear upgrade path for most applications.

Advanced Technology. Capabilities such as on-line bill paying, electronic document ménagement,
and on-line job applications will be possible in the future with implementation of the ERP system now.
It is not clear whether our current systems will evolve to embrace these new technologies.

Risks of Requested Option

Partial implementation. If an ERP implementation stops part way, due to lack of funding or staff
support, or a lack of employee willingness to modify business processes, the result can be worse than if
no implementation had occurred at all. This is because the costs have been incurred, but the benefits
have not been realized. The GFOA report states that this is the single most important source of risk for
this option.

Weak Governance. Local government structure is made up of many independent and quasi-
independent boards and agencies. For the system to work, all will need to agree up front to utilize the
ERP system, and abide by policy decisions associated with it. This may require modification of
agency business processes to conform to the best practices inherent in the software design. A
governance structure must be established to enforce decisions made with respect to the system in order
to ensure the greater good, and agencies must subscribe to it.
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