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1 BACKGROUND

Presently, King County (the county) operates with two accounting and financial reporting systems and two human resource/payroll systems.  These multiple systems are a result of the 1994 Metro-King County merger.  The Financial Systems Replacement Project (FSRP) was charged with unifying these systems to serve the entire government.  FSRP acquired PeopleSoft HRMS software in late 1997 to replace the county’s Payroll /HR systems, and SAP R/3 software in late 1998 to replace the county’s core financial systems.  The appropriation for this implementation effort was exhausted after the implementation of the former Metro agencies to PeopleSoft HRMS.  The project was suspended in the spring of 2000.  As a result, King County and the former Metro agencies still operate with independent financial, payroll and human resource systems. 

Following project suspension, Dye Management was hired to conduct a critical assessment of the suspended project, a high-level business case for re-starting the project and an implementation plan to recommend project direction for a possible restart (Project Assessment and Implementation Planning: Critical Assessment, Business Case, June 4, 2001, Implementation Plan, July 16, 2001) This work is referred to as the Dye Management Report.

As a part of the Council-approved technology governance process, the Strategic Advisory Council (SAC) reviewed the Dye Management Report and agreed on the following recommendations at their meetings of December 5, 2001, April 17, 2002 and April 16, 2003:

· Direct Chief Information Officer (CIO) and the County business sponsor (County Administrative Officer) to develop a work plan for defining goals, identifying roadblocks and drafting policies through the County’s governance process and structure.

· Direct Chief Information Officer (CIO) and the County business sponsor (County Administrative Officer) to create a work plan to develop a quantified business case specific to King County for restarting the Financial System Replacement Project (FSRP).

· Commit support of agency staff to identify your agency issues.

· Endorse the use of $430,000 set aside in the 2003 Budget to fund the work above.

· Endorse the Vision and Goals Statement as amended.

· Amend the Vision and Goals Statement by inserting the following text to the guiding principles: Timely resolution of issues and roadblocks, risks, decisions and communication to maintain momentum and successful achievement of goals.

The CIO and the CAO acted on all of the SAC recommendations and developed Vision and Goals Statement (Enterprise Financial, Human Resource, and Budget Management Vision and Goals Statement, Executive Recommendation, April 18, 2003), initiated work on roadblocks resolution and developed a work plan for quantified business case.

The Council approved Motion 11729 on June 16, 2003 adopting a vision and goals statement as well as a plan for conducting a roadblocks action plan and a financial systems quantified business case analysis. The vision and goals statement accepts Dye’s recommendation for an enterprise system whereby Peoplesoft software will be used for human resource and payroll functions, the choice of software for finance and budget functions will be reevaluated.  The statement also affirms that the county will process payroll biweekly for all county employees. In addition, this motion authorized the release of $430,000 of funding contained in the adopted 2003 King County Budget.  Section 118 of the adopted 2003 budget contained the following proviso related to the funding requested:

Of this appropriation for CIP project 344190, financial systems business case analysis project, $430,000 shall be expended or encumbered only after the executive submits and the council approves by motion a vision and goals statement for the financial systems business case analysis project.  The motion and vision and goals statement must be filed in the form of 16 copies with the clerk of the council, who will retain the original and will forward copies to each councilmember and to the lead staff for the labor, operation and technology committee and the budget fiscal management committee or their successors.

The Vision and Goals Statement adopted by Motion 11729 was endorsed by representatives of the full elected leadership of King County.  This provides the County with the critical framework from which to launch the roadblocks identification and action plan followed by the business case analysis.

This document addresses the roadblock identification and action plan for their resolution.

The document is intended to be used as a tool to prepare for and ensure the financial business operations project success.

2 ROADBLOCKS IDENTIFICATION AND ACTION PLAN 
The roadblocks identification and action plan followed by the business case analysis will provide the County with better information upon which to make a decision about whether a countywide financial business operations project should be started and how the project should proceed with a business focus.

A roadblock is an obstacle to achieving a desired result.  

A roadblock action plan identifies and removes obstacles that prevent a project from being successful. 

Development of a roadblocks action plan and a business case analysis documents will assist in addressing several of the county’s major barriers to success in transforming business practices.
2.1 Roadblock Identification

Three sources were utilized to identify roadblocks that the CIO and CAO agree remain as barriers to achieving the adopted Vision and Goals Statement: 

· Dye Management Report (Assessment Report), 

· FSRP documents, and 

· Governance review of the Dye Management Report. 

From these three sources, 45 perceived roadblocks were noted.  A matrix containing a description of each roadblock and its source is provided as Attachment A.
Twenty-one perceived roadblocks were identified by the Dye Management Report.  It is important to note that the methodology employed by Dye Management to compile the assessment that includes roadblock identification included information gathered from focus groups and individual interviews of program participants, including senior-level officials, stakeholders department staff, technical and functional project team members, and other program-related parties.   

Countywide participation in this effort also occurred in the Technology Governance Review of the Dye Report.  Fifteen of the 45 perceived roadblocks are a result of the review that was conducted by all three levels of governance: Technology Management Board, Business Management Council and the Strategic Advisory Council (Business Management Council (BMC) Task Force for Validating Dye’s Recommendation, Summary of Findings, November 27, 2001).

An analysis of the documents from the FSRP produced nine additional perceived roadblocks.

2.2 Roadblock Action Plan

The Roadblock Action Plan includes:

· Roadblock Resolution Approach 

· Roadblock Resolution Phases 

· Projected Timelines for Phases and their Dependencies

· Roadblock Action Plan Potential Updates

2.2.1 Roadblock Resolution Approach

The 45 perceived roadblocks were analyzed to determine if they were valid roadblocks to achieving the adopted Vision and Goals Statement.  Some of the perceived roadblocks were determined to be valid obstacles that require mitigation or resolution prior to implementation.  Those roadblocks were then categorized into seven basic classifications, creating a true roadblock list:

1. Lack of Vision, Goals and Objectives for the program

2. Resistance to change (adopting best practices)

3. Influence of internal/external politics that will jeopardize program success

4. Inability to fund a restart due to budget shortfalls

5. No tangible benefits to justify an ERP initiative

6. Lack of countywide priority and commitment to ensure program success

7. Inability to make timely decision related to policy matters and business changes.

An eighth category is included to capture the remaining perceived roadblocks for which resolution is slated during the implementation phase.

Attachment B contains the eight roadblock classifications noted above to show the categorization of the 45 perceived roadblocks into the eight true roadblocks classifications.   

2.2.2 Roadblock Resolution Phases

The next step was to determine the appropriate opportunity to resolve each of the eight categories of roadblocks. The analyses resulted in identification of three roadblock resolution phases:

· Justification

· Approval 

· Implementation.

Attachment B also illustrates in which phase resolution will occur for each of the eight roadblocks.

2.2.2.1 Justification Phase

The justification phase defines why the county needs to migrate to a single Financial, Payroll, and HR and Budget systems. 

The roadblocks relating to vision and goals, resistance to change and expected benefits are addressed and resolved in the justification phase, as described below.

2.2.2.1.1 Roadblocks: Vision and Goals  

The Dye Management Report states that the primary reasons FSRP failed were due to lack of a shared vision, lack of leadership and management, not technical barriers. As Dye stated, “Clearly, the biggest risk in King County is lack of a common vision and workable governance structure.  These are some of the biggest reasons that large systems projects fail.”  

The adopted Vision and Goals Statement removes this first major roadblock. It provides a clear and countywide shared vision and goals for an eventual project. 

The elected leaderships’ endorsement followed by Council approval of a common vision and goals is evidence of a major barrier removal. A letter of support for the vision and goals statement and for release of funds signed by the elected leaders of the Strategic Advisory Council (SAC) may be found as Attachment C.  

The formation of the Technology Governance structure in 2001 served to remove another significant barrier by creating a workable technology governance structure.  

Another major roadblock addressed in Vision and Goals Statement is resistance to change. The Vision and Goal Statement clearly provides commitment to adopting best business practices and transformation of business processes to provide for more efficient and effective county government.
2.2.2.1.2 Roadblocks: Benefits - Quantifiable Business Case 

Quantifiable benefits resulting from a potential recommendation for transformation of business processes and operations model, including system implementation will be addressed in the Quantifiable Business Case (QBC) analysis. 
A baseline for this effort is the Vision and Goals Statement document.

 The scope of work for QBC is as follows:

Project Initiation - Deliverable: Project Initiation Documents
The county requires the consultant to develop the following project initiation documents:

· Work plan, including tasks, schedule and resource load for county and consultant staff

· Deliverables formats

· Change management procedures 

· Methodologies

· Evaluation criteria for business operations model alternatives

Total Cost of Technology – Deliverable: Technology Cost Report

The county requires the consultant to analyze, define, and collect all information technology costs in the county, by agency, and in total. Costs for the four functional areas will be separately identified to provide the base technology costs for evaluating business operations model alternatives.

The Technology Cost Report will include:

· County’s total costs for IT service allocation and support costs, including applications, system software, telecommunications, hardware, personal productivity tools, and support, as well as service efficiency and current year capital spending on IT.

· Level of centralization/decentralization/federation of the four major IT service areas: customer service, system services, business application services, and administration and planning. This information will help the County plan future changes to its service delivery approach. The report will also include measures such as IT operating spending as a percentage of total county operating spending and IT operating spending per citizen – figures that can be used to benchmark the County against similar organizations

· Updateable TCO Model. This deliverable consists of an Excel spreadsheet that automatically calculates major TCO components and associated instructions for using the spreadsheet. The Updateable Model will include a user manual with instructions for use and maintenance including description about the data source, tools for collecting the data, and how to enter the data.

Business Operations Model - Deliverable: Business Operations Model Report

The Business Operations Model will include:

Business Operations Model Assessment

The county requires the consultant to study the current business operation and processes in each of the business areas, budget, financials, human resources and payroll, as well as in each subject area within these business areas.  

A high level review will be conducted for all the business processes identified above. The focus will be on the differences between IBIS/PeopleSoft agencies and ARMS/MSA agencies and the tasks that are performed in each case by central Finance, Payroll, Budget, and Human Resources versus the tasks performed by the departments. A more thorough analysis will be done on those high payback areas identified during project initiation.  Business processes that are effective and efficient will be highlighted with an eye towards implementing them countywide.

The assessment will identify the cost of performing the current business processes. High level costs will be developed for most processes based on budgeted support costs (FTE) and allocated costs for floor space, overhead and the like. The cost will include the FTE allocation at the department level for each business function. For the high payback business processes, a more thorough analysis of costs will be conducted to enable a comparison to the proposed alternative business models. 

The assessment will focus on the current processes evaluating the gaps, inefficiencies, and possible improvements. Constraints to changing the processes such as policy, labor contracts, and County regulations will be included in the analysis. The business processes will be analyzed to:

· Identify business process gaps

· Identify efficiencies and process changes

· Identify policy and legislation changes, and 

· Prioritize needs.

Business Operations Model Evaluation 

The county requires the consultant to analyze the Assessment results and develop at least three options, including the status quo option, for a new business operating model that is conducive to implementing new financial, payroll, budget, and human resource systems.  The options should be developed with efficiency in mind.  The options should consider alternative delivery means wherever possible.  One of the options must be the current model.  The following are the major tasks and deliverables of the Evaluation: 
· Construct Business Cases by Alternative. Analysis will be conducted to estimate operations cost for the two new alternatives using the same cost factors and assumptions as developed earlier for the Status Quo. High-level costs will be developed for each functional area. Additional cost analysis will be performed for the high payback areas and incorporated into the overall costs for each function and alternative. 

· Perform Cost/Benefit/Risk Analysis. The cost benefit for each alternative and function will be a compilation of the historical costs for Status Quo and the estimates for the alternatives. The cost/benefit/risk analysis will include the technical and implementation costs of implementing new systems needed to support the alternative. 

· Compare Alternatives & Identify Differences. As a result of this step, a summary of the alternatives will be prepared to present a comparison of the benefits, costs, and risks. 

· Document Open/Ongoing Issues

· Analyze each option and document the pros and cons and quantitative and qualitative benefits of each including alignment with the Vision and Goal Statement included in the addendum. 

Business Operations Model Recommendation 
The county requires the consultant to recommend the Business Operational Model that best meets the county’s objectives. The consultant will be required to use the Vision and Goals Statement, included in the addendum, as a primary source for developing the recommendation.

The recommendation will include a description of the recommended model as well as assumptions on which the model is based. 

The key to the recommendations is that they can be implemented. They will include solid, best practice business processes that have been implemented by similar organizations and are supported by available technology.

The recommendation will be based primarily on the County’s vision and goals as well as other factors including risks and cost. It will describe a recommended business operations model that transforms business practices countywide and provides for efficient and effective budgeting, financials, payroll and human resources management. The recommended model will be based on industry best practices and can be implemented in the county.

It will include:

· Differences between the existing model and the recommended model.

· Quantitative and qualitative benefits of the recommended model over the other model options.

· Transition plan, which documents what, is needed to move from the current business operational model to the recommended model.
· Operations model and business process changes that can be done prior to system implementation and would contribute to improved efficiency and effectiveness of the government.

· Operations model and business process changes that have to be done prior to systems implementation in order to prepare for the implementation. 

· Change management plan, which documents how to ensure migration from the current business operational model to the recommended model. 

· Cost savings opportunities achievable by transforming business processes and operations. 
· Cost to implement the recommended business model.
Business Case – Deliverable: Quantifiable Business Case Report
The county requires the consultant to analyze both the financial and non-financial aspects of the recommended business operations model over a 10-year time frame, and include traditional financial calculations such as Net Cash Flow and Return on Investment, as well as business impacts, risk management, assumptions, and critical success factors. The business case will reflect the County’s visions and goals and will address the functional business areas.

The Business Case will identify the business need and key performance indicators to justify recommended transformation of business practices.

The Business Case should include the following components at a minimum:

· Costs. Costs will include the initial costs of implementing the recommendations, and the estimated Total Cost of Ownership (TCO) over a 10-year period. 

· Benefits. Benefits will be based on the results of the Assessment and Recommendation Tasks of the Business Operations Model Phase. The benefits will identify qualitative benefits and quantitative benefits.

· Risks. The risks associated with the transition will be identified with mitigation measures that can be taken to eliminate, reduce, or manage the risk. The costs of mitigation measures that are quantifiable will be computed.

· Cost Benefit Analysis. The analysis will document the payback to the County through ROI and other appropriate measures. It will include the total cost of ownership, quantitative benefits, and risk mitigation costs.

· Assumptions. The assumptions used in developing the business case will be documented.

The included chart on the following page, Figure 1, provides timelines for the QBC report, review and approval process and its role in the roadblock resolution plan.
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Figure 1. Quantifiable Business Case as it relates to the Roadblock Resolution Plan

2.2.2.2 Approval Phase 

The Approval Phase addresses roadblocks related to priority, commitment, politics, budget and decision making for moving to a recommended business operations model including single Financial, Payroll, HR and Budget systems.

The Quantifiable Business Case for Recommended Business Operations Model for King County Enterprise Financial, Human Resources, and Budget Management will be a basis for the approval phase.

2.2.2.2.1 Roadblocks: Countywide Commitment and Priority

The Countywide Commitment and Priority will resolve roadblocks related to influences of internal and external politics that can jeopardize program success.

An Executive recommendation will be developed for King County Council review and approval. The Executive’s recommendation will include:

· Endorsement from the Strategic Advisory Council (Executive, Prosecuting Attorney, Presiding Judge for Superior Court, Presiding Judge for District Court, Sheriff, Assessor, CIO and the Private & Public Sector representatives)
· Countywide Program Charter and Governance Structure/Plan.  

2.2.2.2.2 Roadblocks: Financial Plan

Roadblocks related to funding will be resolved thru development of a financial plan for the program restart. 

An Executive recommendation will be transmitted for Council review and approval.  

The financial plan will include the following:

· Estimated program costs by year and by account

· Estimated savings by year and by account by fund/agency

· Program funding broken out by fund showing: each funds participation and the method of allocation, including information on debt service, if appropriate.
2.2.2.2.3 Roadblocks: Lack of Adequate Program Sponsor

Roadblocks related to timely decisions related to policy matters and business changes will be addressed by identifying and adequately empowering a program sponsor.

The Executive will transmit a motion to be approved by the King County Council establishing a Program Sponsor.  

The Motion would address the following: 

· Roles
· Responsibilities
· Authority definition of the sponsor 
· Authority definition of the agencies and departments
· Program management plan.
 The Program Management Plan would to include: 

· Issue resolution
· Oversight
· Communication plan.
2.2.2.3 Implementation Phase  

2.2.2.3.1 Roadblocks: To be addressed in Implementation Plan for Program Restart

Roadblocks relating to implementation of business process change, operations model change and system implementation will be addressed thru the Program Restart Plan.

The Executive will develop an implementation plan for program restart, including the following:

· Program Approach

· Program Assumptions

· Program Strategy

· Project Plan, to include:

· Charter

· Program Description, including:

· Background

· Scope

· Schedule

· Budget

· Staffing

· Benefits

· Work plan for the next phase

· Management Plans for:

· Schedule

· Budget 

· Changes 

· Issues 

· Risk 

· Staffing

· Procurement

2.2.3 Roadblock Resolution Phases Timelines

The preliminary timelines have been established for Justification and Approval Phase, which need to occur prior to the recommended business operations model implementation.

The charts on the following pages, Figure 2 and Figure 3, depict the projected Roadblock Action Plan timelines, with related activities and milestones for the Justification and Approval phases.

The Implementation Phase timeline with Implementation Plan for Program Restart will be developed upon the budget approval for 2005.

The projected timelines are subject to update depending on delivery and acceptance of related products.
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Figure 2. Estimated Roadblock Action Plan Timeline – Justification Phase
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Figure 3. Estimated Roadblock Action Plan Timeline – Approval Phase

2.2.4 Roadblock Action Plan Potential Updates

It is likely that additional roadblocks will be identified by the business case.  The CIO and CAO acknowledge that the Roadblock Action Plan is subject to amendment as additional roadblocks are identified in future phases.  

2.2.5 Roadblock Action Plan Attachments 

Attachment A: Single Financial, Payroll, HR and Budget Perceived Roadblocks

The Attachment A is available on the following page.

	Ref #
	Perceived Roadblock Description
	Source of Information
	Where to Address Issue

	1
	Program challenges were not addressed with a spirit of teamwork among Executive, Legislative and Judicial senior leadership.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	2
	The magnitude of business process change required by the implementations was significantly greater than expected by user departments.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	3
	The County did not have the experience to manage the implementation of an enterprise-wide system.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart



	4
	The Program Management Office (PMO) was not provided the authority necessary to actively direct and manage the program.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	5
	The program Steering Committee was not as effective as it could have been.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart



	6
	The County failed to understand the magnitude of the organizational impact of the FSRP.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	7
	The program lacked independent, outside oversight on the Executive side.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart



	8
	Key program initiatives stalled for lack of timely resolution of policy issues.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	9
	The program lacked a well-conceived, structured, comprehensive business change management process reinforced by a visible and active senior-level commitment.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	10
	The program had relatively low visibility given the major impact it was expected to have on the County.
	Dye Assessment Report
	Justification Phase
Vision & Goals

Approval Phase
Countywide Commitment & Priority

	11
	Key announcements and decisions were not clearly communicated well in advance.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	12
	Program and project work plans did not carry resource loading at a detail level and the resource loading was not maintained consistently throughout the program.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart



	13
	The program’s issue resolution process was not strictly followed.
	Dye Assessment Report
	Implementation Phase
Implementation Plan for Program Restart

	14
	Sufficient technical knowledge transfer from consultants did not take place to allow the County to assume Operations & Maintenance activities uneventfully.
	Dye Assessment Report
	Implementation Phase 
Implementation Plan for Program Restart



	15
	Program momentum has been lost, as well as familiarity with the software applications gained during the program.
	Dye Assessment Report
	Implementation Phase 
Implementation Plan for Program Restart

	16
	Departmental stakeholder confidence has been shaken due to the program providing far less than what they were offered, among other disappointments such as loss of current system functionality.
	Dye Assessment Report
	Implementation Phase 
Implementation Plan for Program Restart

	17
	The County’s ability to adapt to common standardized, best practice business processes.
	Dye Assessment Report
	Justification Phase 
Vision & Goals

Approval Phase
Countywide Commitment & Priority

	18
	The County’s ability to accept change as an on-going process. ERP implementations cannot be approached as simply “system replacement” efforts; they are long-term business transformation processes supported by a software package that begin with the initial implementation.
	Dye Assessment Report
	Justification Phase 
Vision & Goals

Approval Phase
Countywide Commitment & Priority

	19
	Without clear acceptance of the vision and its alignment with the County’s goals, buy-in from the system owners, and a strong governance structure, we strongly recommend that the County not proceed with additional FSRP activity outside of completing the PeopleSoft HRMS sustaining activities. Such efforts would be at an unacceptably high risk of failure.
	Dye Assessment Report
	Justification Phase 
Vision & Goals

Approval Phase
Countywide Commitment & Priority

	20
	“Politics” compromise program progress.

Mitigation: Develop governance authority structure sufficient to handle internal and external “politics”.
	Dye Assessment Report
	Justification Phase
Vision & Goals

Approval Phase
Countywide Commitment & Priority

	21
	Business process change is resisted.

Mitigation: Select a program sponsor committed to change and willing to mandate business process alignment.
	Dye Assessment Report
	Approval Phase 
Motion Establishing Program Sponsor

	22
	Single Pay Cycle
	FSRP Documents 
	Justification Phase ----------- Vision & Goals

Approval Phase
Financial Plan

	23
	Program Cost (Funding Strategy)
	FSRP Documents 
	Approval Phase
Financial Plan

	24
	Staff Availability
	FSRP Documents 
	Approval Phase
Countywide Commitment & Priority

Approval Phase
Financial Plan

	25
	Labor Dist. Costing Approach
	FSRP Documents  
	Implementation Phase
Implementation Plan for Program Restart

	26
	Loss of Current System Functionality or Flexibility

· Perception

· Real Loss
	FSRP Documents 
	Implementation Phase
Implementation Plan for Program Restart

	27
	Timely Policy Direction 
	FSRP Documents 
	Approval Phase 
Motion Establishing Program Sponsor

	28
	Vision, Goals, Stakeholders Engaged
	FSRP Documents  
	Justification Phase
Vision & Goal

Approval Phase
Motion Establishing Program Sponsor

	29
	Resolve to Move Forward
	FSRP Documents 
	Justification Phase
Quantifiable Business Case

Approval Phase --------------- Countywide Commitment & Priority

	30
	Governance & Executive, County Council, & Separately Elected Working Together – Non Politically
	FSRP Documents 
	Approval Phase
Motion Establishing Program Sponsor

	31
	Unclear what goals and objectives are.
	Governance
	Justification Phase
Quantifiable Business Case

Approval Phase ------------ -- Countywide Commitment & Priority, 
                                               Financial  Plan and Motion Establishing 
                                                Program Sponsor

	32
	Can King County afford the cost and staff commitment given current budget situation.
	Governance
	Justification Phase
Quantifiable Business Case

Approval Phase
Financial Plan

	33
	Staff savings unlikely, unclear if any hard savings from replacing legacy systems.
	Governance
	Justification Phase
Quantifiable Business Case

	34
	Only a guideline, not a detailed implementation plan.
	Governance
	Implementation Phase
Implementation Plan for Program Restart

	35
	Can policy decisions/changes/business decisions be implemented in a timely manner? 
	Governance
	Approval Phase
Motion Establishing Program Sponsor

	36
	Governance, vision and stakeholders engaged before restart
	Governance
	Approval Phase
Motion Establishing Program Sponsor

	37
	Diversity of governance issues between CX and non-CX
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and

                                              Motion Establishing Program Sponsor

	38
	Need to agree on goals, such as reduce pay errors, close the books faster
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and

                                               Motion Establishing Program Sponsor

	39
	Need detailed scope and work plan; identify resources and ensure they are realistic
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and

                                               Motion Establishing Program Sponsor

	40
	Phased approach increases the magnitude and complexity of integration—really interoperation—when exchanging data between moving systems
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and

                                               Motion Establishing Program Sponsor

	41
	Ensure decisions do not negatively impact user departments
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and 

                                               Motion Establishing Program Sponsor

	42
	Risk of new system versus risks of maintaining multiple, poorly integrated systems
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and

                                               Motion Establishing Program Sponsor

	43
	Demonstrate that status quo cannot continue much longer
	Governance
	Justification Phase
Vision & Goals

Justification Phase
Quantifiable Business Case

Approval Phase
Countywide Commitment & Priority and

                                               Motion Establishing Program Sponsor

	44
	Need to recruit and retain technical staff to keep the systems running
	Governance
	Justification Phase
Quantifiable Business Case 

Approval Phase
Countywide Commitment & Priority

Approval Phase
Financial Plan

	45



	Need for intensive training
	Governance
	Justification Phase
Quantifiable Business Case 

Approval Phase
Countywide Commitment & Priority,
                                               Financial Plan and Motion Establishing 
                                               Program Sponsor


Attachment B: Single Financial, Payroll, HR and Budget True Roadblocks and Resolution Approach

     The Attachment B is available on the following page.
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True Roadblock Description
	Roadblock Resolution Phases

	
	1. Justification Phase
	2. Approval Phase
	3. Implementation Phase

	
	Vision & Goals
	Quantifiable Business Case 
	Countywide Commitment & Priority
	Financial Plan
	Motion Establishing Program Sponsor
	Implementation Plan for 

Program Restart

	Lack of Vision, Goals and Objectives for the program

	X
	
	
	
	
	

	Resistance to change (adopting best practices)

	X
	
	
	
	
	

	Influence of internal/external politics that will jeopardize program success.
	
	X
	X
	
	
	

	Inability to fund a restart due to budget shortfalls.

	
	
	
	X
	
	

	No tangible benefits to justify an ERP initiative.

	
	X
	
	
	
	

	Lack of countywide priority and commitment to ensure program success.
	
	
	X
	
	
	

	Inability to make timely decisions related to policy matters and business changes.
	
	
	
	
	X
	

	All perceived roadblocks in the Attachment A for which the Implementation Phase is noted for resolution.
	
	
	
	
	
	X


3 ATTACHMENT

 Attachment C: Letter of support for the vision and goals statement and for release of funds signed by the elected leaders of the Strategic Advisory Council (SAC)

The letter on the following pages is scanned in from a hard copy.
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Office of Information Resource Management





December, 2003
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