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[bookmark: _Toc348098902]Background
The Procure to Pay (P2P) and Project Costing (PC) Future State Report including preliminary Change Impact Assessment is a key deliverable of the P2P and PC Standardization Project. It builds on the deliverables and previous work approved by the FinMAP Advisory Group through this project as identified below: 
· Current State :
· P2P Consolidated Current State Report (September 2012)
· PC Confirmation of Current State Report (September 2012)
· Fit Gap Analysis:
· Procure to Pay Standardization and PeopleSoft Financials v9.1 Fit Gap Report (December 2012)
· Project Costing Process Standardization and Fit Gap Report (November 2012)
[bookmark: _Toc348098903]Purpose
The purpose of the Future State Report is to document the proceedings and findings from the Future State workshops held September 25 through 27 and October 2 through 4, 2012.  The purpose of the Future State workshop was to:
· Propose Future State business processes diagrams (delivered PeopleSoft processes) that bridge systems functionality and best practices for the organization
· Demonstrate options in PeopleSoft to execute business flows by role based on the future state vision
· Confirm that the future state vision aligns with business realities/models and solves existing key problems for the City
· Identify decisions to be made by the City, by departments in collaboration and by individual departments
· Identify preliminary change impacts in the adoption of proposed business processes for representative departments specifically and the City in general

[bookmark: _Toc348098904]Approach
The approach taken to the Future State workshop was to conduct a walkthrough of a Bridge Replacement Program Scenario applicable to the City of Seattle, in order to demonstrate the end to end project lifecycle including grants, contracts, projects, revenue and billing processes, integrated procure to pay business processes, workflow and available online reporting. 
This approach demonstrated, and participants came to agreement that, delivered PeopleSoft processes/ data collected addressed current business problems and met high level business requirements of the City.   The approach also identified required roles and structures (such as segregation of duties) in the new environment.  Decisions that need to be made by the City, departments in collaboration and departments individually to bring about the future state were identified.  Time was provided throughout the workshop for participants to identify and document preliminary change impacts of each proposed business process in their department using a standardized Change Impact worksheet.  The change impacts posing the greatest risk to represented departments were shared by participants to identify themes and unique risks/concerns.  
To conclude the Future State workshop, the creation of a vision statement for the FinMAP program by workshop participants was facilitated, objectives and strategies to accomplish the vision were drafted and a change management overview was presented.  
Finally, a Change Impact Assessment meeting was held with each representative department to review and confirm change impacts identified and documented during the workshop and indicate where and when further analysis/ information is required for further assessment.
[bookmark: _Toc348098905]Participation
Invitations to the workshop were sent to Core Team members to in turn forward to a maximum of 2 decision makers / manager/ supervisors/SME’s from each representative department.  Approximately 50 City of Seattle employees participated in Future State workshop sessions depending on availability.  
A summary of workshop dates and attendees by representative department are embedded below for reference. 



[bookmark: _Toc348098906]Future State Processes, Decisions, Parking Lot Questions
[bookmark: _Toc348098907]Overview
The high level business requirements are identified in the City business models as follows:
· Project based with actuals
· Capital projects
· Operations and  Maintenance projects
· Services based without project attached to contract
· FAS, DoIT Internal
· HSD, DPD external
· Construction based with projects attached to contracts
· SDOT, SCL, SPU, Parks
· Grant based
· Extensive use of Memoranda of Understanding/Agreements 
· Contracts
· Rate based billing with Fund Distributions

[bookmark: _Toc348098908]Grants
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions: Processes and functionality: applicable for grant recipients and granting agencies/institutions (e.g. SCL, HSD); can accommodate overhead; can include multiple CFDA’s for Federal Grants; and is useful for MOA’s/MOU’s to ensure agreement on terms up front. It is possible to start with Award- most important piece is where billing, agreement and project are setup at Award Profile. Renewals and extensions can be copied and pasted. May require greater electronic storage, however, all users with appropriate security have access. Process could begin at Contracts but recommend using Grants and Contracts because a central repository for all agreements is created (approved and not).  
Analysis: Most benefit gained if process starts in Grants (Award Profile) for all departments.  Implementation could be phased depending on volume of grants/ MOU’s/MOA’s as part of a department’s business.  Roles and procedures for Grants staff, Project accountants and PM critical. 
[bookmark: _Toc348098909]Contracts
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions:  A contract may be set up without a project and/ or multiple projects attached later. Projects are connected to Activities in Projects module. Project Trees capture costs data. Matching funds are set up in Contracts. Roles identified in proposed business processes are required.
Analysis:  Implementation critical across all departments due to billing and revenue plan and especially if Project based accounting business model is adopted. Role and procedures for Contract Management staff, Project Accountant and PM critical.
[bookmark: _Toc348098910]Projects and Project Accounting
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions: potential crossover of duties between Accountant and PM. Once award is generated, it creates the Award and contract number. Contract number can be setup manually in advance or system can generate number.  Once contract is in place, Contracts module is used to assign billing and revenue plans including validation of rate type, BU, SETID, Effective Date Default.
Analysis:  Implementation across all departments is critical due to billing and revenue plan set up and especially if Project based accounting business model is adopted. Roles and procedures may depend upon size of project however may be more feasible for Project Accountant to conduct detailed set up and for PM to validate.
[bookmark: _Toc348098911]Project Management and Project Tree
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions:  Generic resources with various bill rates (e.g. roles, equipment, etc.) may be used. Due to Project Tree hierarchy, activity costs and revenues can be tracked against forecast, schedule and actuals. Project and Activity ChartFields are required on all transactions. Budget alerts can be configured (amount, who notified percentage or amount remaining).  Project Reconciliation workbench allows Accountant/ PM to review costs, revenues and billings with drill down to transaction detail. Integration with MS Projects is delivered. Project Tree closely related to decisions on ChartFields and BU’s.
Analysis: Implementation across all departments is critical due to billing and revenue plan and especially if Project based accounting model is adopted. Roles and procedures may depend upon size of project however may be most feasible for Project Accountant to conduct detailed set ups and for PM to validate. PMs can continue with existing project management software.  More clear direction on Trees and BCL can be provided when further work on Accounting Business model (e.g. Project based or Blended model) ChartFields, BU’s. Commitment Control is conducted.
[bookmark: _Toc348098912]Procure to Pay
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions:  Increased workload in most departments to create requisitions. Requisition entry by field operations a challenge.  As best practice, PO’s needed for purchases. Need specific procedures for different categories of procurements while following same process.  Three-step workflow demonstrated for budget approval and for compliance with City IT standards. Doc Type requires further analysis. Segregation of duties required.  Short/over shipments (manual or automated) can be approved by establishing rules. Can automate three way matching.
Analysis:  In the ideal situation the City would implement the entire PeopleSoft P2P process across all departments in one release. If this is not deemed feasible, some preliminary implementation strategies to consider in order to sustain achievable progress include:
1. Current AP resources are generally knowledgeable on ChartFields and products/services procured by City.  As a result, it may be possible to train these personnel on new ChartFields and requisition and PO entry to address workload increase upstream and reduction downstream. AP resources would continue to be located in departments and /or in centrally. PO’s so entered would be approved by buyers/managers. Procurement training could be provided where appropriate in medium term in order to increase standardized procurement practices and capacity.
2. Initial implementation of requisitions and PO’s would be conducted by small group in each department (small departments) or in each division of a department (large departments). Operations would contact this group to enter requisition and/or PO. Subsequent implementation release would expand number of resources across departments entering requisitions directly.
3. Initial implementation could focus only on PO entry by small group in each department (as in 2 above). The entry of requisitions through ePro (web-enabled procurement) could be distributed across departments in subsequent implementation release with appropriate training.  (ePro is user friendly but requires significantly more configuration to begin).
4. Smaller departments and/or those with less complex receiving requirements could use Shared Services or shared function within each location for receiving to ensure segregation of duties.  Larger departments may be able to pool receiving by location, share receiving duties between divisions, and/or use Shared Services depending on requirements.  Receiving locations (or Receiving Centers of Excellence) could also be considered to pool the receiving function across departments.
[bookmark: _Toc348098913]Contracts and Billing
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below.


Summary of Workshop Discussion/Questions:  Contract module: establishes billing plan and revenue plan; determines type of billing for each line so each line may be billed as a separate type; generates a billing worksheet and also a Proforma (copy of invoice). Billing can be set up as project based or not project based for external or internal customers. Excel uploads may be made through Component Interfaces that edit format to ensure data quality as may be required for third party operational systems for example.  Customers and products must be established in order to use Contracts module. Five billing methods which meet City requirements were reviewed. Currently departments are creating both entries (revenues and expenses on one page).  This will be split in the future (one party establishes revenues the other party establishes expenses).
Analysis: Implementation across all departments is critical due to extent of internal and external billing.  PeopleSoft billing methods are robust and flexible- challenge will be to establish processes and procedures to keep processes as simple and efficient as possible.  Roles and procedures for party generating revenue and party generating expense need to be clear as the split between these streams is a significant change in practice.
[bookmark: _Toc348098914]Revenue Recognition
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions:  Inter-Intra unit/ department billing requires one party to identify costs and the other party to identify revenues-both approve providing transparency from beginning. Set ups and any changes (amendments) are auditable. Accounting distribution page shows detail including Due to/Due from. Only select group in Central Accounting should be able to create a journal entry as entries must be made in sub-module in which error/adjustment needs to be made (due to downstream impacts).  Inter-Intra departmental billing does not require approval on every invoice- if within contract terms on simple payments system will automatically approve-only need to intervene if transaction is not processed for some reason (manage the exception). Currently, departments are creating both entries (revenues and expenses on one page). This will be split in the future state (one party establishes revenues the other party establishes expenses).
Analysis: Implementation across all departments is critical due to extent of internal and external billing.  PeopleSoft billing methods are robust and flexible - the challenge will be to establish processes and procedures to keep processes as simple and efficient as possible.  Roles and procedures for party generating revenue and party generating expense need to be clear as this split between streams is a significant change in practice.
[bookmark: _Toc348098915]Workflow and Financial Reporting
The high level processes, related decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the workshop are embedded below:


Summary of Workshop Discussion/Questions:  Project Tree applied to City structure was reviewed. Suggestion made to use one Project Tree for all projects including capital. Third party systems may be integrated at any level in tree depending on most appropriate roll up. Different departments working on the same project will each use different Project ID’s in order to track their costs.  Activities can be added to Projects in order to track costs. Department Tree controls approval workflow and spending authority.  Department Tree is also used to manage security. Online reports and various roll ups are available within both the Department Tree and the Project Tree. Tree access is only limited to one user at a time for use of Tree manager. Security determines who has access to reports or portions of reports. 
Analysis:  Further analysis on Trees is required in conjunction with ChartFields, reporting, BU’s, and the approach for Commitment Control.  Workflow needs to be configured and maintained so best practice to implement where most value (e.g. fewer levels of approval than more).
[bookmark: _Toc348098916]Summary of Business Processes, Decisions and Parking Lot Issues 
The list of decisions, proposed business processes, required roles and parking lot issues presented and demonstrated in the Future State workshop are embedded below:


Summary of Workshop Discussion/Questions:  What was heard from workshop participants is that that the delivered processes in PeopleSoft will enable standardization of processes and will meet the high level business requirements of the City of Seattle.  There are no show stoppers (where required information is not available from system; business process is not possible; security cannot be established and maintained). There are a few specific processes or information requirements which require further analysis (e.g. Doc Type). There are a number of decisions that need to be made: some prior to implementation; and, others during detailed Fit Gap.
Analysis: There is consensus among workshop participants that PeopleSoft will meet high level business requirements of the City of Seattle and that implementation of the delivered business processes through an upgrade or re-implementation will enable standardization of financial processes and practices across the City.   Implemented as a business solution, the business and process changes would be integrated with and be enabled by the migration to a new version of PeopleSoft. The business needs to lead the changes working closely in partnership with and supported by the technology organization.
[bookmark: _Toc348098917]Vision, Objectives and Strategies


Summary of Workshop Discussion/Questions: 
A vision statement for FinMAP was facilitated among City workshop participants as follows: 

One City, One System: providing value to our customers through simple, efficient and accurate business systems and processes.

Using the change impacts identified in previous workshop sessions, workshop participants identified objectives and strategies toward achieving the FinMAP vision.
Analysis:  The objectives and strategies identified by workshop participants indicate the need for strong governance to achieve:   revision/development of financial policies and direction; elaboration of delivered business processes, procedures and roles; identification of operational and financial sub-systems and analysis to determine approach to integration/ retirement through migration to new environment; change management to address communication, training, staff impacts and managing resistance;  and, compliance with and monitoring of standardized processes and practices in the future state. 
It is clear during this session that the mandate of the FinMAP Advisory Group as outlined in the November 2011 Resolution of Mayor and Council needs to be more fully communicated within the organization.
The FinMAP program governance established through the P2P and Project Costing Standardization Project will also need to evolve through the planning and implementation phases of the program and upgrade project.  How this may be achieved and how the objectives and strategies identified by workshop participants will be more fully developed will be outlined in the Roadmap to Implementation deliverable.
[bookmark: _Toc348098918]Change Management 


This presentation identified that successful business change requires a clear vision (for business change and the new environment) supported by solid project management and comprehensive change management.
Based on PROSCI change management methodology which is based on research within public and private organizations the greatest Contributors to Success in a change initiative include:
1. Active and visible executive sponsorship
2. Frequent and open communication about the change
3. Structured change management approach
4. Dedicated change management resources and funding
5. Employee engagement and participation
6. Engagement with and support from middle management
[bookmark: _Toc348098919]Conclusion 
What we have heard is that that the delivered processes in PeopleSoft will enable standardization of processes and will meet the high level business requirements of the City of Seattle
· Some processes require further analysis
· No show stoppers
Implemented as a business solution, the business and process changes would be integrated with and be enabled by the migration to a new version of PeopleSoft. The business needs to lead the changes working closely in partnership with and supported by the technology organization.
This project/program represents a significant change impact on: people, training, processes, practices and subsystems.  Risks will need to be mitigated by project /risk management supported by change management demonstrated by active and visible sponsorship by executive and management.  The rationale for the change and benefits to employees, management and Executive will need to be communicated repeatedly and reinforced.
[bookmark: _Toc348098920]Change Impact Assessment
During the Future State workshop, time was provided at the end of each session (e.g. Billing or Procure to Pay) in order for workshop participants to identify and document the preliminary change impacts on their department as a result of implementing the proposed business processes and roles in a standardized Change Impact worksheet.  In addition, a meeting was held with each department between October 11 to October 30 to review and discuss change impacts or identify where further information or decisions are required. Outlined below are the results as identified by workshop participants and departmental representatives. 
[bookmark: _Toc348098921]Estimated Number of Current and Future SUMMIT Users by Representative Department+
Representatives provided the highlighted estimate of current and future users of SUMMIT below.  The columns which are non- highlighted remain to be validated by representative departments.  The non-highlighted Current estimates are from SUMMIT user listings. The Future estimates are derived from Change Impact Assessments.
	
	SPU
	DoIT
	Seattle Center
	Parks
	HSD
	SDOT
	SCL
	DPD
	FAS

	Type of User 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 
	Current   
	Future 

	Regular Users (functional)

	25
	50
	10
	40 – 200 Note 1 
	12
	20 – 50 Note 4
	40
	50
	16
	150-300
Note 4
	
	65-80
	90
	50-70
	8
	6-10
	50
	

	Super User (Go To/process/ system)
	5
	10
	1
	2
	3
	5
	19
	25
	4
	15
	20
	25-40
	5
	20-30
	
	2-5
	10
	

	Supervisor/ Manager (access reports/ queries/
approvals
	15
	30
	3
	40 - 50
	3
	20 - 50
	25
	35
	0
	50
	10
	50-60
	70
	30-50
	4
	4-15
	20
	

	Other user (Requisitions)
	Note 1

	Note 2

	12 Note 3
	12 Note 3
	
	
	
	
	N/A
	N/A
	
	100+
	
	50-100
	
	
	
	


Notes/comments from departments :
1. To be determined based on decisions made
2. Assume restricted access to input and approve, and will centralize some functions, resulting in twice as many users as we currently have.  Currently we probably have about 100-200people accessing Cognos or SUMMIT Web, and that likely won’t increase/change much.
3. Password reset
4. Depends on online requisition and workflow approval set up 



[bookmark: _Toc348098922]Summary of Impacts by Representative Department

Outlined below is a summary from the Change Impact Assessment worksheets completed by Representative departments.  See Link to detailed Change Impact assessments by Representative Department in Section 11.
	SDOT
	Risk level: High on all dimensions

	Dimension
	Impact

	Organization
	Segregation of duties and internal controls (knowledge and implementation). Multiple changes and impacts. P2P roles, responsibilities and structures.

	Technology
	Many sub-systems modified or retired. Conversion and mapping. Security profile and workflow maintenance. Use of external templates (e.g. grants). User profiles: Read vs. Modify

	Human
	Roles and responsibilities.  Communication and applied training.  Performance measures and compliance monitoring. Roles of accountants and PM’s.

	Policy
	Approval levels. Data archiving and retention.

	Procedure
	Documentation of business processes and system processes/procedures. City-wide compliance with grant regulations.

	Financial
	Backfill

	External Stakeholders
	FHWA, FTA, FRA, WSDOT, King County, Port of Seattle, Sound Transit, Various utilities, developers, not-for –profits, vendors, businesses, home-owners




	SCL
	Risk level: High to medium 

	Dimension
	Impact

	Organization
	Changes to procurement- huge training impact on employees and vendors. Impact on operations.

	Technology
	Interfaces and integrations with operational systems (i.e. PASSPORT, WAMS, Utilities International budgeting system). Better access to information through data mart/ other tools which give department better access to information.

	Human
	Involvement by PM’s in ERP.

	Policy
	Types of procurement which will follow delivered processes. Level of BCL/Project Trees. 

	Procedure
	Documentation and training on new processes and procedures.

	Financial
	New positions acquired

	External Stakeholders
	Auditors, customers, vendors




	SPU
	Risk level: Mostly high to medium 

	Dimension
	Impact

	Organization
	Segregation of duties. Identification of who fulfilling what role and ensuring internal control. Application of best practices. Move to more centralized practices. Changes to ChartFields.

	Technology
	Removing manual/ sub-system tracking where will be provided in new system. Use of new modules and processes (e.g. AR). Impacts on EPMS, Finmart , Maximo, AM, FRM.  Retirement of Contracts database.

	Human
	Designation of procurement resources in each department. Reallocations of work assignments upstream In the business process.

	Policy
	Approval levels.  MOA’s. Grants.  Procurement.

	Procedure
	Documentation and training on new business processes and procedures.

	Financial
	Training and reallocations of work assignments.

	External Stakeholders
	Other City departments, government agencies, vendors.



	DPD
	Risk level: High to medium

	Dimension
	Impact

	Organization
	Defining roles, responsibilities and structures for proposed business processes.
Structure around use of some business processes/modules (where would be used frequently and where not) a challenge.

	Technology
	Integration of Hansen and financial system needs to be less clunky and more functional. Removing manual/ sub-system tracking where will be provided in new system.

	Human
	Training. Mapping of existing jobs to required roles of proposed business process.

	Policy
	Approval levels.  MOA’s. Grants.  Procurement.

	Procedure
	Documentation of new business and system procedures.

	Financial
	Training on PeopleSoft and buying.

	External Stakeholders
	Other City departments, government agencies, vendors.



	HSD
	Risk level: High regarding P2P. Medium to Low other processes

	Dimension
	Impact

	Organization
	Move from paper or databases to new system. Reduce/eliminate manual billing for grants (between 70-100 grants monthly).

	Technology
	Interface/Integration with CMS 

	Human
	Need to train PM’ s on new system. Training on new ChartFields and purchasing processes.

	Policy
	Procurement.

	Procedure
	New P2P processes, roles, structures (segregation of duties)

	Financial
	N/A

	External Stakeholders
	N/A

	Parks
	Risk level:  High on Training and P2P. Medium to Low other dimensions

	Dimension
	Impact

	Organization
	Totally behind change to standardize ChartFields and processes- more clear. Grants not very complex-may be limited value to input into PeopleSoft.  Possible integration of Req/PO functions with Finance/Accounting to streamline and speed up ordering to payment process (P2P). Potential structural changes to establish segregation of duties or how certain products received.

	Technology
	Grants/Contracts should improve ability to bill on grants. Potential impact on CIP system. May need to use AR module.

	Human
	May Increase accounting workload.  Grants, projects and accountants working differently together. Require more information upfront/ more involvement of operational staff. New roles and responsibilities. Inputting purchases into system will require training in additional skills for employees. Need to define management roles and responsibilities.

	Policy
	See potential to  have fewer Pcards and more clear procurement processes, tools to provide better prices and controls

	Procedure
	Change to how charge time to projects and how code invoices. Transition of in-flight projects from current system to new. Impact on in-house project monitoring system (use and integration). Change ordering/requisitioning procedures including internal communication and across departments (e.g. with City Purchasing).

	Financial
	Training and integration costs. Additional costs to bring about structural changes unless some efficiencies can justify.

	External Stakeholders
	Minimize impact to grantors. Vendors could receive checks instead of immediate payment to avoid credit card fees.



	Seattle Center
	Risk level: High financial.  Medium to Low other dimensions

	Dimension
	Impact

	Organization
	Segregation of duties. Structure, role and responsibility changes. Understand that budget control will remain at the current BCL for both operating and capital. If budget control is at another level there would be significant concern.
Major impact to have requisitions and PO’s created in system. 

	Technology
	Need 12- 18 months to make changes to interfaces and sub-systems.

	Human
	Training on new ChartFields requirements (current codes have meaning to those who use), requisition entry. Early communication to operational personnel.  Need applied training.

	Policy
	One Project Tree. 

	Procedure
	Documentation of business processes and system procedures.

	Financial
	Additional budget for training and staff for segregation of duties and new role requirements. Hardware and IT support . 

	External Stakeholders
	Set up structures and processes that are easy to understand for end users.

	DoIT
	Risk level: High to Medium

	Dimension
	Impact

	Organization
	Segregation of duties. Structure, role and responsibility changes. More information and involvement of PM’s required upfront. Change to ChartFields and potentially new Accounting business model big impact (need to provide information to other departments in advance in order for them to prepare their budget submissions). Impact on operations. Ongoing application support.

	Technology
	Integration of HEAT, TMS, Facilities Center, Comm Shop, OSERS. Accessing reports in a more timely manner (non-Finance & Accounting staff can pull their own reports).

	Human
	Training. Job security. Job re-assignment. Management approvers will need to get into system to approve requisitions. Risks of errors in set up.

	Policy
	Approval levels. User/Security profiles. More internal controls. Use of KK ledger. Changes in approval policies and workflow.

	Procedure
	Documentation, training on business and system processes and procedures.

	Financial
	Support for transition –not a lot of flex for medium sized department. Integration costs and training. Additional support for helpdesk.  

	External Stakeholders
	Grantors



	FAS
	Risk level: High to Medium

	Dimension
	Impact

	Organization
	Roles and responsibilities of PM, Accounting and Budget staff. Citywide roles and department roles. Segregation of duties. Internal controls for services provided and billed. Change from Activity billing to Project billing.

	Technology
	Use of AR module. Need to have helpdesk support. Integration with Unifier system.

	Human
	Training needed for occasional users (user profile and password maintenance). Training needs to account for staff turnover (new staff being hired after Go-Live training)

	Policy
	Approval levels and spending limits.

	Procedure
	Need to ensure P2P procedures are documented and that all information currently in Doc Type and IRF’s is captured.

	Financial
	Maybe more staff and equipment.

	External Stakeholders
	Auditors, Council, management, vendors.






[bookmark: _Toc348098923]Impacts by Process
See Link to detailed impacts by proposed business process in Section 11.

[bookmark: _Toc348098924]Impacts by dimension
A consolidated list of impacts by dimension (Organization, Technology, Policy, etc) is embedded below:


[bookmark: _Toc348098925]City-wide/Enterprise Impacts
There are a number of other impacts related to the upgrade/ re-implementation of the City financial system including:
· the potential for changes to the time entry processes and procedures in order to provide more timely input of costs into projects.  This would have an organization wide impact
· changes to financial system security and user profile maintenance due to  role based security (more types of roles/users) and number of users
· changes to financial system authorized approver maintenance with the introduction of workflow
· changes to process and batch run schedules (and windows available for downloads)
· changes to financial system application support governance to ensure that any enhancements are reviewed and approved by Release management board composed of business representative across departments
· there will be changes occurring concurrently to:
· Business model
· ChartFields
· Reports
· Business processes/roles/ structures (e.g. segregation of duties)
· Business procedures
· New version of PeopleSoft
· Third party operational systems
· Working in integrated environment
These change impacts will be aligned and addressed in the Change Management Plan integrated with the Upgrade Plan.

[bookmark: _Toc348098926]Other City departments Not Represented
The methodology for the Procure to Pay and Project Costing Standardization project is to identify the high level business requirements and change impacts for a group of eight (8) departments representing the broadest range of complexity and business requirements in order to develop an Upgrade and Change Management Plan with estimates.  These departments are identified as the FinMAP Represented departments in the table below.  The Not Represented departments have not participated up to this point in the workshops but are considered to have business requirements and environments similar to the Representative departments.  Not Represented departments will participate in the Conference Room Pilot briefing and workshop in order to identify additional requirements and/or change impacts. Findings from the Representative departments will be extrapolated for the Not representative departments for planning communication, training, testing and coordination purposes.   The Shared Services departments were represented by FAS in the workshops.   (*Authorized)
	FinMAP Represented
	Not Represented
	Shared Services

	Dept
	Employees (2012*) 
	 Total Budget (2012) $M
	Dept 
	Employees (2012*)
	 Total Budget (2012) $M
	Dept
	Employees (2012*)
	 Total Budget (2012)$M

	City Light
	1,810.50
	1,135.5 
	Arts & Culture  
	19.85
	7.4
	City Budget Office
	27.50
	4

	FAS
	521.75
	153.5 
	Auditor Office
	9.00
	1.2
	Civil Service Commis’n
	2.60
	0.3

	Human Services
	316.10
	114.9 
	Fire Dept
	1,152.55
	160.9
	Ethics & Elections Commis’n
	5.20
	0.7

	DoIT
	190.25
	49.2 
	Housing
	37.50
	40.4
	Fire Fighter's Pension
	4.00
	20.1

	Parks
	863.09
	123. 
	Legis - (Law, Council, Clerk)
	246.00
	30.9
	Hearing Examiner
	4.63
	0.6

	Planning and Devel
	393.26
	51.1 
	Library
	?
	51.8
	Intergov Relations
	10.50
	2

	Police
	1,930.85
	252. 
	Muni -Court
	214.10
	26.6
	Mayor's Office
	28.50
	3.4

	SDOT
	721.00
	310.7 
	Neighborhoods
	40.50
	8.4
	Off of Civil Rights
	22.50
	2.5

	Seattle Center
	245.12
	34.5 
	Off of Econ
Devel
	24.00
	9.9
	Off of Immigrant & Refugee 
	2.00
	0.2

	SPU
	1,411.05
	819.2
	Person-nel
	103.25
	11.5
	Police Pension
	3.00
	22.1


[bookmark: _Toc348098927]Lessons Learned from previous change initiatives at City of Seattle
During the Change Impact meetings participants identified Lessons Learned from previous change initiatives at the City as follows:
	What has worked well
	What could work better

	Hands on training linked to work.  UPK works well. A lot of extensive training last upgrade
	AR implementation-not enough lead time to conduct adequate testing and implementation planning. Insufficient application support in period after implementation 

	
	Need a lot of time for people on the ground across department to be plugged in to changes

	Employees walking through processes, simulation lab (employees schedule time), training and providing input to planning. Using meaningful data, examples and complex scenarios for training to explain real situations/ how to get work done
	Need commitment to ongoing training for Go-Live, new users and new hires on- going basis.

	Training needs to include 3 components:
1. Flow charts and process flows
2. Checklists
3. Standard Operating Procedures
	Need to have training options- online training is not always effective (some employees are not computer literate); need to address training needs for part-time/ shift workers

	Need cross-walks (description of what was and what is now going forward)
	Waiver process where department can propose alternative process/ business case  if there is a fatal flaw with delivered process

	Where implementation is phased/ staged wherever possible and works around business drivers wherever possible
	Plan needs to have time to transition/ react/ identify any off ramps. Need to understand that initially there will be a lot more work until system and processes stabilize

	Communication of benefits: how change makes employees job easier; how change makes contribution to corporate benefits; rationale for the change-why we need to do this
	Messages from Seattle Municipal Tower (SMT) need to be tailored by departments for departments

	Take time to plan, train and get buy-in but also have to move ahead to address current risks
	Provide option for training in SMT and within departments in other locations



These Lessons Learned will inform the development of the Change Management Plan integrated with the Upgrade Plan with estimates.



[bookmark: _Toc348098928]Next steps
The Conference Room Pilot including Representative and Not Represented departments will be conducted in November 2012.  System Engineering and Business Process Roadmap will be developed in January 2013.  This will include the development of an Interface and Integrations, Customizations, Reports and Third- party Operating systems. It will also identify an approach, work streams and projects to be undertaken to make decisions and set direction prior to the arrival of the Implementation team under the assumption of a September/October 2013 start. A Change Management and Upgrade/ Re-Implementation Plan with estimates will be delivered in March 2013.
[bookmark: _Toc348098929]Links to Related Documents
[bookmark: _Toc348098930]Link to: Worksheets on change impacts by business process
http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Change%20Impact%20Assessment%20Worksheets%20by%20Process.xlsx
[bookmark: _Toc348098931]Link to: Worksheets on change impacts by Representative department

DoIT:    http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Copy%20of%20CoS%20Change%20Impact%20Assessment%20Worksheets%20DOIT.xlsx
DPD:     http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Copy%20of%20CoS%20Change%20Impact%20Assessment%20Worksheets%20DPD.xlsx
FAS:      http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Copy%20of%20CoS%20Change%20Impact%20Assessment%20Worksheets%20FAS.xlsx
HSD:    http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Copy%20of%20Copy%20of%20CoS%20Change%20Impact%20Assessment%20Worksheets%20HSD110212.xlsx
Parks:     http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Change%20Impact%20Assessment%20Worksheets%20Parks%20Nov%201.xlsx
SCL:      http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/FINMAP%20Standardization-Change%20impact%2010-2012.xlsx
SDOT:    http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Copy%20of%20SDOT%20Change%20Assessment%20Worksheets(2).xlsx
Seattle Center:     http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Seattle%20Center%20101812_CoS%20Change%20Impact%20Assessment%20Worksheet.xlsx
SPU:     http://dea-sharepoint/FinMAP/Shared%20Documents/Future%20State%20Documents/Copy%20of%20CoS%20Change%20Impact%20Assessment%20Worksheets%20SPUupdated.xlsx
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Decisions

City-wide level

Are Products and Services data are “owned” by the City.

By Departments in collaboration

Across Department communications for Grants using multi-departments to complete.

Program/Project Manager complete which tasks in the development of Grant Budgets when more than one department is involved. 

How and when is the Sponsor Website functionality used.

Which Sponsor forms will be used. 

By Departments individually

Need to determine whether or not Grants functionality is required for all agreements whether formal or informal.

Program/Project Manager complete which tasks  in developing Grant Budgets for the department.

Who plays what roles in business process
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Seeing is believing from  Project Costing  Fit Gap
workshop participants (from Parking Lot)

		Question/ Request		Demo in Future State

		Demonstrate Billing Plan/ Pricing Structure		

		Demonstrate “Reverse” grant tracking (where City awards grants)		

		Review functionality where project has multiple grants (projects CFDAs)		

		Demonstration of funds distribution process		

		Billing for non-project activities and services from external sources		

		How would super users be identified /organized, etc.		



















These Three Applications Are 
Tightly Integrated
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Specific Function for Multiple CFDA 
and Principle Investigator defined 
at the Business Unit
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Workflow defined 
at the Business Unit
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Integration Rules Control 
where data flows

Integrations:

Contract Options

GL Options

Billing Options

With Sponsors

Sponsors = Customers
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Integration defined 
at the Business Unit
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Proposed Proposal Negotiations and Award Business Process
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These Three Applications Are 
Tightly Integrated
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DV’s and DX’s may no longer be required



By Departments in collaboration

Levels of Approval

Approval dollar levels



By Departments individually

Reassign workload based on process requirements
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Proposed Business Process and Roles
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Demo
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Purchase Orders
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Decisions

City-wide level

Buyers

Increased number of requisitions

Compliance (WMBE, Green, Sweat & Slave Free, Equal Benefits, Prevailing wage, etc.,)

What training do they need

Will DV’s continue to be required?



By Departments in collaboration

Segregation of duties





By Departments individually

Segregation of Duties

Compliance issues

Page  8






Proposed Business Process and Roles
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Demo
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Receiving
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Decisions

City-wide level

Receipt entry for goods and services



By Departments in collaboration

Consider shared services to enable segregation of duties



By Departments individually

Consider shared services to enable segregation of duties
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Proposed Business Process and Roles
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Demo
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Voucher (Invoice) Entry
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Decisions

City-wide level

Expanded use of automated matching process in AP

Potential elimination of DV’s and DX’s





By Departments in collaboration

Segregation of duties





By Departments individually

Reassign workload based on process requirements 

Segregation of duties
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Proposed Business Process and Roles
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Demo
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Create Purchase Order Business Process
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Reporting Business Process
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Voucher Entry Business Process
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Future State Contracts and Billing.pptx
Contracts and Billing







Contracts and Billing Decisions

City Decisions

Structure of Business Units for Integration

Use of Expanded Chartfield functionality

Use of Inter-departmental processing

Use of Intra-departmental processing

Revenue Recognition options

Define tax control and deferred revenue options.

Define defaults for the Unbilled Revenue Accrual process.

Establish PeopleSoft Billing business unit options.

Decisions across the departments

Inter-departmental discrepancies resolution 

Establish PeopleSoft Billing business unit options.











Contracts and Billing Decisions

Decisions within the department

Contract Billing Plan Templates

Contract Revenue Plan Templates

Revenue Reconciliation Processes

Formalize the current informal these informal processes in preparation for upgraded system.

Define bill cycle dates for PeopleSoft Grants.

Define bill types.

Define bill sources.

Define bill summarization.

Establish invoice formatting, sorting, and printing options.

Define distribution codes.

Define group types and group IDs.

Establish timing for payment terms.

Define payment terms.

Define billing charge codes.

Define tax groups.

Define discounts and surcharges.

Define  bill by identifiers for external sources.

Define accumulations.

Define workflow processes for PeopleSoft Billing based on delivered roles.











				

				

				

				























Intra/Inter Departmental Billing









High Level Data Flow Diagram









				

				

				

				























Customers and Products Demo
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Revenue Billing Template







Contracts and Billing Demo
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Rate based Billing and Revenue Recognition
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Intra/Inter Departmental Billing









Billing Demo
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Proposed Contract High Level Business Process B
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Proposed Billing to External Customers High Level Business Process
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Inter/Intra Departmental Billing Process
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Future State Revenue Recognition.pptx
Revenue Recognition
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Fund Distribution 

And 

Over Limit Processing
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Rate based Billing and Revenue Recognition

Page  3







Inter-Intra Unit Processing

Revenue Recognition
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Using Interunit and Intra processing

To set up interunit and intraunit processing, use the following components:

Installation Options (INSTALLATION)

Detail Ledger Group (DETAIL_LEDGER_GROU)

InterUnit Template (IU_INTER_TMPLT)

IntraUnit Template (IU_INTRA_TMPLT)

General Ledger Definition (BUS_UNIT_TBL_GL)

InterUnit Pair Maintenance (IU_INTER_PR_BASIC)

InterUnit Transaction Code (IU_TRAN_CD)

Interunit Transaction Mapping (IU_TRAN_MAP)
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Inter-Intra Unit Central Processor
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Fund Distribution
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Funds Distribution
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Funds Distribution Demo
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Future State Workshop Reports demo and Workflow.pptx
Reports
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City Wide Enterprise Tree 
CIP Projects within the SDOT Departmental Branch
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Workflow
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Workflow is built on three main components:

Rules

Roles

Routing
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Workflow across the modules

Grants, Contracts, Projects, Billing, Purchasing and Accounts Payable

Workflow requirements within each module

Approvals

Notifications

Information
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Workflow Demo
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 Future State Summary and Department Change Impacts.pptx
Summary PeopleSoft v 9.1demo, proposed business processes, decisions
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Future State workshop

Purpose

Propose and get agreement on future business process diagrams

Demo relevant functionality to City

Begin to identify decisions that City and departments will have to make

Begin to identify change impacts:

Current roles and business unit impacted (#’s)

Business unit structure (roles, separation of duties)

Processes

Procedures

Technology

Policies

Application support / governance

External Stakeholders 

Begin to articulate a vision
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Review process to proposed business processes

Industry standard P2P process framework during P2P Current State

PeopleSoft delivered processes during P2P Current State and PC Confirmation of Current State

PeopleSoft delivered processes during P2P and PC Fit Gap

PeopleSoft delivered processes as proposed processes during Future State

Walked through lifecycle of project by application

Addressed various business models (Project–based, Org-based, Construction-based, Rate –based with Fund Distribution, Grants, MOAs, services)

Preliminary change impacts of adopting delivered processes and roles



Page  3






City of Seattle Proposed Business Processes- All


Grants

Create (Generate) Proposal

Proposal Negotiations and Award

Contracts

Create (Generate) Contract

Projects

Decide Program/Project Tree Reporting Structure 

Create Program /Project  

Create Detailed Projects 

Finalize Project Budgets

Procure to Pay

Create Requisitions

Create Purchase Orders

Conduct Receiving

Voucher Entry

Billing and Revenue Recognition

Contract (billing set up) High Level  

Billing to External Customers High Level

Inter-departmental / Intra-departmental Billing
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Check point

What we have heard is that that the delivered processes in PeopleSoft will enable standardization of processes and will meet the high level business requirements of the City of Seattle

Some processes require further analysis

No show stoppers
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Decisions to be made by the City

Grants and Contracts

Determine if Products and Services data are owned by the City 

Project Accounting and Project Management

The level on the Project Tree is at which level for City ownership and reporting 

Determine who owns the Customer data, and Master Customer List

Determine what data is pushed out to the departments.  For example, revenue and costs from the PeopleSoft 9.1 database 

Determine requirements at the City level for the reconciliation process

Procure to Pay

Requisition entry

Entry of requisitions from field services

DV’s and DX’s may no longer be required

Buyers

Increased number of requisitions

Compliance (WMBE, Green, Sweat & Slave Free, Equal Benefits, Prevailing wage, etc.,)

Training requirements

Receipt entry for goods and services

Expanded use of automated matching process in AP
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Decisions to be made by the City

Billing and Revenue Recognition

Structure of Business Units for Integration

Use of Expanded ChartField functionality

Use of Inter departmental processing

Use of Intra departmental processing

Revenue Recognition options

Define tax control and deferred revenue options

Define defaults for the Unbilled Revenue Accrual process

Establish PeopleSoft Billing business unit options
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Decisions to be made by Departments in collaboration

Grants and Contracts

Across Department communications for Grants using multi-departments to complete

Program/Project Manager complete which tasks in the development of Grant Budgets when more than one department is involved

How and when is the Grant sponsor website functionality used

Which Sponsor forms will be used 

Are Products and Services data are owned by the City

Project Accounting and Project Management

Establish communications between departments for multi-departmental programs using the PeopleSoft 9.1 functionality

Procure to Pay

Levels of Approval

Approval dollar levels 

Segregation of duties

Consider shared services to enable segregation of duties for receipt 



Billing and Revenue Recognition

Inter departmental discrepancies resolution 

Establish PeopleSoft Billing business unit options
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Decisions to be made by Departments individually

Grants and Contracts

Need to determine whether or not Grants functionality is required for all agreements whether formal or informal

Program/Project Manager complete which tasks  in developing Grant Budgets for the department

Who plays what roles in business process



Project Accounting and Project Management

Determine which level the third party Project Management systems are attached to the City- wide tree

Who plays what roles in business process



Procure to Pay

Reassign workload based on process requirements 

Who plays what roles in business process

Segregation of duties

Compliance to processes

Consider shared services to enable segregation of duties
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Decisions by Departments individually

Billing and Revenue Recognition

Contract Billing Plan Templates

Contract Revenue Plan Templates

Revenue Reconciliation Processes

Formalize the current informal these informal processes in preparation for upgraded system

Define bill cycle dates for PeopleSoft Grants

Define bill types

Define bill sources

Define bill summarization

Establish invoice formatting, sorting, and printing options

Define distribution codes

Define group types and group IDs

Establish timing for payment terms

Define payment terms

Define billing charge codes

Define tax groups

Define discounts and surcharges

Define  bill by identifiers for external sources

Define accumulations

Define workflow processes for PeopleSoft Billing based on delivered roles
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Seeing is believing from P2P & PC F/G workshop participants 
(from Parking Lot)

		Question/ Request		Demo in Future State

		Demonstrate Contract Cash flow forecasting vs project budget forecast		

		Demonstrate Billing Plan/ Pricing Structure		

		Demonstrate “Reverse” grant tracking (where City awards grants)		

		Review functionality where project has multiple grants (projects CFDAs)		

		Demonstrate  Projects tree and how  PSoft processes use the tree		

		Role-based structure		

		Demonstration of funds distribution process		

		Billing for non-project activities and services from external sources		

		How would super users be identified /organized, etc.		

























Seeing is believing from P2P & PC F/G workshop participants 
(from Parking Lot)
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		Question/ Request		Demo in Future State


		Demonstrate equipment utilization in Project Costing		

		Locations- demo of multi-locations within Projects & Activity		

		Workflow		

		Voucher Upload via Spreadsheet 		

		Quote Numbers Enter on PO		

		Commodity Code		

		Asset Management Integration		

		What info flows from Requisition through to AP		

		PO History		

























Break out: Change Impacts by Department
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Change Impact across Departments

SCL

Functionality meets requirements

Need to understand how FERC reporting requirements are met 

Need to implement delivered business processes (minimal change)

Already use paper requisitions. Will need to enter PO’s in new system

Risks: 

proper coding of transactions without Key Assignment code

Integration with WAMS

Seattle Center

Not much change if become Project based

Training impact on staff for coding without Key Assignment

Change in process for requisitions and voucher approval
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Change Impact across Departments

SDOT

Big risk: over 200 people impacted as they need to be re- trained and are asked to shift roles to do things they haven’t before  

Accountants are super users  

Changing some expectations on what a PM does

Getting rid of custom sub- systems. Hard to initially analyze if a system is needed or not. Is it business need to have data the way it used to be or can we adjust to new views of data?

Data integrity, working with vendors, granting agencies compliance.  

Funded heavily by state and federal grants.  Should be easier to track funding source and maintain accuracy and be easier to audit
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Change Impact across Departments

SDOT continued

Gaps:  Paradigm shift, have to let go to get to the next environment.  Will impact vendors and customers service. PO’s will be required for vendors 

People often defined by job.  Now jobs will change and will need to be adjusted -might hurt some feelings

Segregation of duties is not understood.  A new concept for managers directors, employees at City. Will require training

HSD

Main users of SUMMIT are finance people.  The PM’s will need access to SUMMIT for data. Requisitions  will jump from 20 people to over 100 entering in SUMMIT  

A lot of functionality not used in 8.8 will be used in 9.1 for example,  to enter PO’s in summit. Quit 3 years ago  when started using contact management system.  Big change to go back 

Getting timesheets right is difficult.  Now we will expect time &  labor info early in process  

Plus side, is that projects will have all information in one spot  
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Change Impact across Departments

SPU

Requisition entry from manual to automated- big training requirement

Monitoring of data quality and compliance-who monitoring ?

Organizational issues and structural changes

Proper coding of transactions without Key Assignment code

DPD

Human impact: managers with approval authority are not used to being on the computer 

Greater impact on setting up proposal and contract instead of having PM do the work.  Will impact 4 MSA strategic Advisors directly  

Concerned about integration with Hansen 

No gaps seen on PC  or the P2P side. Do not use a lot

DEPTS RARELY AGREE.  This project process has been different and good as far as collaboration and departments working together
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Change Impact across Departments

DOIT

Technical-  subsystems that feed SUMMIT

Procedural - many processes will be removed or implemented.  Could see push back on why we have to do this or that.  There are benefits but there is also worry about job security at some levels  

Human-will need a lot of training on ChartFields, system and on business side.  Will need a higher level stick to ensure changes.  Will require training but also management by higher ups to get things  done 

Needing a lot of information early in the process (e.g. in Contracts). Shift to planning instead of reacting  

Just because workflow is available, doesn’t mean it has to be used on PC side.  May not make sense? 

PARKS

May no longer need CIP tree or CIP monitoring system with new system functionality

Changes to  ChartFields will also determine if CIP goes away 

Change in reports used

Expecting PM’s to interface with SUMMIT .  They are not of a mindset to work with computers. Might need new Business analysts to interface between PM’s and SUMMIT   
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Change Impact across Departments

FAS

Overall impact: policies and procedures issues handled early on e.g. AR, Burden rate

Resources and training required.  Will still need support for implementation

Expanding this to many users.  For example going from 200 people to 2,000  and impacts for security  and  others areas

Budget team/CBO:  Nice to have a tool to use.  Nice to see standardized process.  CBO needs are less than people think  want to view budgets/spending .  Don’t need as much details, system should work just fine 

Timing of monitor reports?  Accuracy/  value in them?  Would like to design something that works not just what council has always seen  

Costs of maintaining sub systems
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Change Impact Themes across Departments

		5		Staff Impact high (roles, business process change, procedures, etc.)

		5		Training

		4		Subsystems

		2		Approval levels

		2		Compliance to system procedures

		2 		City policies and Procedures

		2		Monitoring data integrity

		2		Role definitions ( City vs. Department)

		1		External Customers

		1		Change management

		1		New users

		1		Team based projects  maintaining relationships after go live

		1		Performance management

		1		Planning vs. Reacting-  Setting everything up  on  front end
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Future State Vision and Strategies.pptx
City of Seattle 

P2P & PC Vision & Strategy Workshop

October 4, 2012.





Workshop Objective

The purpose of todays workshop is to:

Create a P2P and PC standardization vision statement for presentation to the FinMAP advisory committee. 

Create City wide objectives

Determine strategies to accomplish objectives

Leading Change

Review the week and next steps
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Developing a P2P and PC Standardization Vision 

A viable vision should:

Be grounded in reality

Consider the current state

Be aligned with the overall business strategy

Centre around the capabilities needed to satisfy customers (internal & external)

Consider best practices

Foresees a future state of requirements and capabilities 

Should be the foundation to establish performance measures and targets  
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A Framework for Your Vision Statement

A vision statement for the implementation of complex change in the City best describes outcomes that are 2 to 4 years away.

It should be inspirational and serve as a framework for setting objectives and strategy planning.

It paints the picture of the future, what you will have accomplished for the City, how it might be viewed by your peers in other jurisdictions and the results you achieved.
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First Round Vision Statements

One City, One System: providing value to our customers through simple, efficient and accurate business systems and processes.

Ongoing investment in integrated system that is standardized throughout the city and meets financial best practices and established standards. The system allows us to deliver exceptional customer service by providing information that is timely consistent accurate and reliable. 

Provides the best service to our customers through the use of efficient and accurate business systems.

A system utilized by city resources that provide Management Information
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Our Vision for P2P & PC Standardization

One City, One System: providing value to our customers through simple, efficient and accurate business systems and processes.
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Objective Setting
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Objective setting break-out session 1

Using the City wide themes Identified from the Impact Assessments create 3 - 6 objectives that reflect the common need of all departments:
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City wide Change Impact Themes

		5		Staff Impact high (roles, business process change, procedures, etc)

		5		Training

		4		Subsystems

		2		Approval levels

		2		Compliance to system procedures

		2 		City policies and Procedures

		2		Monitoring data integrity

		2		Role definitions ( City vs. Department)

		1		External Customer’s

		1		Change management

		1		New users

		1		Team based projects  maintaining relationships after go live

		1		Performance management

		 1		Planning vs. reacting-  Setting everything up  on  front end
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Strategy
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Strategies for accomplishing  the objectives

For each objective develop 3-4 strategies that will assist in accomplishing the objective
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Strategies for achieving objectives

Strategic Choices

This process involves understanding the nature and identifying strategic options for each objective , and then evaluating and selecting strategies for implementation.

Strategy Implementation

Often the hardest part. When a strategy has been analyzed and selected, the task is then to translate it into action.
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Objectives and Strategies from Future State workshop
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Theme:   Governance   Objective:   Create advisory/governance group that evaluates on - going accountability for business  requirements and systems.   Strategies:   1.   Determine who needs to be on the board   2.   Set out roles and responsibilities of the board and members   3.   Set  out the goals of the board   4.   Establish the group’s authority via Mayor’s Office or City Council   5.   Build the board by soliciting volunteers, and asking the Mayor to appoint critical  missing members  




image6.emf

Theme:   Staff Impact and Governance   Objective:     Starting with  the 2013 budget, obtain  sufficient funding  for dedicated staff resources so  departments can maintain on - going operations while providing quality participation in  the PeopleSoft implementation and P2P & PC process standardization project .  Ensure  funding con tinues for the  governance of   monitoring control and accountability with the  system after go - live.   Strategies:      Determine b ackfill   requirements   –   Accounting, IT, Project Cost, Purchasing       Identify  full - time project managers      Changed mind - set (name) for change d business processes      Identify the number of    super - users (department operations, central accounting, IT)  who   will   take their knowledge back to their old roles      Identify   multi - department, multi - disciplined  implementation team       Conduct testing at all levels  
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Theme:     Subsystems   Objective:     Inventory all data collection systems,  and system functionality  that duplicate s   processes  available in summit and subsystems that provide reporting      What systems have      What system used for      Why using?      Maintenance costs      Numbers  of users   Strategies:   1.   Review current data available   2.   Include IT and help to see what system have   3.   What does each department need   4.   Deep dive with participating departments and then roll out to other departments   5.   Look at similarities and differences  
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Theme:     Rol es and Responsibilities   Objective:     Re - d efine R&R within the department for the FinMap recommended process by  [date]?   Strategies:   1.   Review current data available   2.   Include IT and help to see what system have   3.   What does each department need   4.   Deep dive with partic ipating departments and then roll out to other departments   5.   Look at similarities and differences  
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Theme:     Policies and procedures, training, compliance, governance, staff impact, sub systems   Objective:       1.   Develop standard business procedures applicable  citywide prior to deployment   2.   Develop accessible training program based on adopted procedures   3.   Establish an independent group to ensure continuous compliance with standard  practices   4.   Establish a work process in collaboration with departments, central accounti ng and  CBO to standardize city P&P   5.   Re - define roles and responsibilities within the departments for the FinMap  recommended process by  [date]?   6.   Take and/or confirm and inventory of all subsystems and assess    a.   If S ummit   will accommodate business needs, and to w hat extend; and   b.   If subsystems being used by different departments can be standardized   Strategies:  
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Theme:     Training on how to use the financial management system (Summit)   Objective:     Provide training materials/kits so system users can easily learn (and  refer to) and make  training materials/kits available to users   Strategies:   1.   Develop training kits to cover all modules/subject areas:   a.   UPK’s   2.   Team   a.   Central Help Desk for Summit users (direct access)   b.   In class training/webinars   c.   Provide certificates   d.   “One City, One system”    e.   “Branding”   f.   Promoting training to all users  
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Theme:     Policies and Procedures   Objective:     Develop city - wide (standard) policies and procedures   Strategies:   1.   Inventory and document existing policies and procedures   2.   Identify and access co mmon practices; determine if IT meet the City’s best practices  and established standards   3.   Review and collaborate; determine other processes to complete best practices   4.   Collaborate with all department to draft acceptable city - wide procedures    
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Theme:     Compli ance to system procedures   Objective:     Identify a Summit QA/QC division; create (audit/enforcement) to ensure departments  are following Summit best practices   Strategies:   1.   Create cost allocation funding for service/division   2.   Develop best practi ce core  competencies among QA/QC   staff   3.   Develop audit schedule      
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City of Seattle

P2P &P Vision & Stategy Worshop.
Octobers, 2012.
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Future State Leading Change.pptx
Leading Change
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Making the Vision a reality

Vision, objectives, strategy for senior management approval

Communicate the vision

Build the plan

Build a network of change agents
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Change management

An approach to shifting/transitioning individuals, teams, and organizations from a current state to a desired future state

A process to engage individuals, teams and organizations to successfully bring about the change envisioned in the future state

The use of tools and structures to maximize the organizations benefits and minimize the impacts
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Successful business change
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Vision

Change Management

Project Management







Greatest Contributors to Success (PROSCI )

Active and visible executive sponsorship

Frequent and open communication about the change

Structured change management approach

Dedicated change management resources and funding

Employee engagement and participation

Engagement with and support from middle management
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Key change management activities

Communication

Rationale for change

Benefits to organization, team, individual

Two way to solicit feedback and input from employees

Training

Business processes

System changes

Change management 

Stakeholder engagement

Structured, ongoing monitoring of stakeholder support

Manage resistance
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Build change management into project structure

At City level

Departments in collaboration 

Individual departments
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Next steps

Communication back to your departments

Change impact assessment meetings (Oct 11-30)

Begin to identify other change agents within department

Begin to identify any activities that can be stopped/postponed rather than needing to be changed

Reports

Lower priority projects or projects which do not align with P2P and PC Process standardization



Page  8





Wrap Up

Review of the end to end PC and P2P process

Adopt delivered processes in PeopleSoft v 9.1 to enable standardization and meet high level business processes of the City of Seattle

Developed a vision for PC and P2P standardization

Developed objectives and strategies to achieve vision

Begun to identify change readiness and change management elements for success
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Leading Change
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Change Impacts by Dimension.pptx
Change Impacts identified by Representative Departments by Dimension 

Page  1







Change Impacts:
Summary from Representative Departments

Organizational

Governance for project and ongoing support 

Roles of central functions and departmental functions

Workload redistribution/ workload management (upstream from downstream)

Workload increase/decrease?

Structure for segregation of duties

Structure within departments to centralize or decentralize decisions and functions

Performance management and tracking against targets to maintain changes and continue improvements

Standard contract terms, forms, etc.

Cross Department roles

Impact on operational roles to meet new requirements
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Change Impacts:
Summary from Representative Departments

Human

Employees designing, documenting and executing new processes, playing new roles

Adherence to collective agreements

Training for new processes, procedures and systems

Training for new employees on ongoing basis

Training for super-users, functional users and managers

Match of current resources to new environment/processes?

Shift in role expectations- increase level of analysis and reduce amount of transaction processing

Business training/certification (accounting, project management)
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Change Impacts:
Summary from Representative Departments

Policy

Project (Activity) vs. Org (Department) structure based

Legal compliance (e.g. SMC)

Levels of signing authority

Commitment Control level

Budget check level and tolerances

Cross-department authorizations

City wide on electronic authorization and authentication

Electronic fund transfer (payment)

Risk Assessment- Internal control

Consistency of overhead rates
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Change Impacts:
Summary from Representative Departments

Business Processes and Procedures

Business process development, documentation plan 

Documented and standardized as much as possible to minimize effort to maintain and communicate changes

Transition to new processes

Need for work checklists to ensure quality
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Change Impacts:
Summary from Representative Departments

Data and Information

Data quality management

Data conversion/ migration at Go-Live

Reporting standardization

Management department

Department financial

Citywide financial

Data archiving

Data scrubbing
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Change Impacts:
Summary from Representative Departments

Technical

Integration/interfaces with ancillary financial systems

Integration with third party operational systems

Integration impacts between ancillary and third party systems

Maintenance of security profiles, tables and workflow

Integration with vendor systems (e.g. catalogues)

Support sustainment (SUMMIT and within departments)

Use of mobile devices
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Change Impacts:
Summary from Representative Departments

Financial

Additional employees for segregation of duties, IT support, ongoing application support (centrally and within departments)

Hardware

Training

Backfill in preparation for implementation, during implementation and for ongoing support after implementation

Workload shift upstream
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Change Impacts:
Summary from Representative Departments

External stakeholders

State and federal  governments and granting agencies

Transportation agencies 

Developers

Not for profits

Suppliers

Constituents
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