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40 Snohomish County

Mission

Our mission is to meet opportunities and needs of

Snohomish County’s residents efficiently, equitably,

creatively, and collaboratively,

+ As a provider, we are easy to work with and deliver

efficient, quality services

* As a collaborator, we work with regional partners

to expand our effectiveness.

= As asteward, we support natural conservation and
econamic prosperity through innovation,

Vision

Safe, prosperous, and
resilient communities

t

Economic sustainability
throwgh innovation

Healthy and preserved natural
areas, forests, and waters

Values

Excellent service
Efficient, comman-sense
Bovernment

Diversity, equity, and
imclusion

Innovative salutions

= County government that = Healthy forests, green
is accessible and serves spaces, agricultural lands,
SyEryone equitably and waters

A medel for communities
everywhere

We do our work with honesty, transparency,
respect, empathy, and teamwork.

IT Vision and Mission
& vision

Simplify the life of Snohomish County residents and
employees through technology.

-
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Perfect every time to provide direct customer value by

MISSION

establishing a core set of priorities that align with
customer and county needs,
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Core Systems and impact to operations

O Technology IS changing (A.l, Workplace digitization, move to the Cloud, etc)
o Many core systems have a high degree of technical debt (*)

o Modernizing core systems is critical to enhance operations and
reduce risk

o An ERP (Enterprise Resource Management) systems is arguably the
most critical enterprise application

o Our current state puts county operations at risk across many
areas, including data security, systems integration, resource
management, as well as having significant work-flow inefficiencies

(*) Technical debt is the implied cost of future reworking required when choosing an easy but limited solution instead of a better approach that
could take more time. Analogous with monetary debt, if technical debt is not repaid, it can accumulate "interest", making it harder to implement
changes. Unaddressed technical debt increases software entropy and cost of further rework.

Snohomish County



https://www.britannica.com/technology/artificial-intelligence

Modern ERP vs Our
Situation Today S—

Financial/HR Payroll Integration :}

November 2017

........

High Line quww System

An ERP (Enterprise Resource
Planning) system is a core

element of a modern : o e m—p—

organization promoting the ability | i P
to drive continuous improvement, == | == | gl
business efficiencies, and cost = 1 B S =

management.

Modern ERPs also have the
potential to integrate numerous
other capabilities such as payroll,
people management, grant
management, and other functions
into the ERP system.

Snohomish County’s IT Portfolio covering ERP functions today consists of

over 50 financial, payroll, and HR systems that are outdated in their
capabilities, and that provide both technical and business process challenges
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History of ERP Discussions in the County

2017

Detailed Analysis

IT engaged with an
external consultant to
perform a detailed
analysis of the
dependencies and
capabilities of the
current and future
state

2018-2019

Analysis Result

Estimated cost for
future state and
modernized ERP
platforms estimated
at S30M+/- to
implement

2019-2020

Evaluation of Next
Steps

Finance/IT review with
the intention to
evaluate vendor
options as well as
potential professional
services assistance to
move to a modern
ERP.

The pandemic and
financial climate put
this study and
potential RFP on hold

2021-2023

Short Term Path

Upgrade our version
of Cayenta and
migrate database
from Oracle to SQL
begins.

Competitive process
to replace budget tool
with modern service
solution to ensure
county budget
operations can
continue

2023+

Pursue a modern ERP

Update previous ERP
research with peer and
industry leaders.

Leverage the 2024
budget process to
pursue and seek
funding to acquire and
implement a modern

Select future solution

e

Snohomish County




Background Research conducted by IT

This work has been done by others before us; we are adopting a “learn from past experiences” to this effort

o We conducted research by engaging with Gartner, a technology agnostic organization that delivers actionable and
objective insight, to get cost-estimates based on their extensive research, experience and insight

o Talked to two local counties who have implemented or are in the process of implementing an ERP

Four Categories of Cost Drivers

o i oo

Service and

Commercial
Components

Project Team Implementation
Solution
Requirements

Structure Strategy

Source: Gartner
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https://www.gartner.com/en

Core ERP Components and how the Market is Evolving

o Financial Management System (FMS)
o Human Capital Management (HCM) —
° / Platform
o Procurement/Supply Chain /o —
o Grants Management o
o Enterprise Asset Management (EAM) ./ ot
/=
Note: EAM inclusion tends to vary by industry Target
Grants management for recipients standardly included. .Cusmm
Procurement/supply chain and contract management
modules typically included
o Different geographies define ERP differently 2018 2030

Source: Gartner (April 2020)
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Government
ERP Ecosystem

General Ledger
Budget Planning &
Management
Accounts Payable
Accounts Receivable
Payments
Annual Reporting
Investment Planning and
Capital Management
Revenue Forecasting

Contract Management
Vendor Management Recruitment

E-Cata!og . Onboarding
Vendor Registration Benefits Administration
Procure or Source to Pay Scheduling, Time and Attendance

Bid Locker/RFP Notification Payroll

Performance Management
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Post Modern ERP Strategy Considerations

The Six Hallmarks of the Fourth Era of ERP
Postmodern ERP

= Business-driven '(3' C‘D

Customer-

= Holistic and integrated Facing Al-Driven

= Life cycle based on business
capabilities CIE @
= Federated, loosely coupled Enabling Data-Centric
and “differentiated”

connecting technology "ﬁf}.?r" E

u End'to'end A'-I:;e"?'glri;’d Consumable
value chains

Postmodern ERP Strategy

= Business-controlled
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Current State and Next Steps

Our current financial management system (Cayenta) is going through an upgrade process.
However, the update only removes technical risks that are mandatory to resolve. This
version upgrade does not solve the underlying problem that the county does not have an
integrated and scalable ERP platform

IT believes our current solution (Cayenta+++) does not provide the capabilities needed in
modern county operations, nor does it offer effective integration between the over 50
systems our departments, offices and courts rely on to run county operations

We have to address the long-term viability of our current financial, payroll, and HR
solutions. The proper platform based composable ERP solution will enable broad ranging
improvements to accounting structured and processes, provide business process
improvements across every departments, and reduce risk for the county. (*)

(*) Quantified efficiencies are not yet defined and analyzed, but we know from research this to be true. : : :

Snohomish County




Expected Cost of a Composable ERP Solution

High Estimate

Sum of Costs (three-year planning window) (*) Low Estimate (Rounded)
Pre-Planning S 200,000 S 300,000
Software acquisition S 5,840,000 S 7,800,000
Implementation S 6,062,500 S 7,600,000
Total S 12,102,500 S 15,700,000

(") Numbers derived from high level Gartner data and conversations with two peer counties in our state covering core components of Financial Management, Payroll, and HR Systems
This does not include any potential internal project FTE that may be needed to implement the ERP

Key Elements to a Successful ERP Project

o Preplanning to ID business AND technical requirements
o ERP selection process

o Strong Systems Integration vendor required

o

ID benefits derived (Internal efficiencies in operations; hardware and software savings in portfolio simplification)
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Key Tenants for an ERP Project from a CIO Perspective

o Adhere to Snohomish County IT Strategic focus of “cloud first”
o ldentify a solution that is platform based (Composable ERP)

o Leverage knowledge and experience from our peer counties (and other agencies) who
have implemented ERPs recently

o Invest in external partner advice to support pre-planning related to business and
technical capabilities

o Invest in external systems integrators to support implementation of chosen ERP solution

o High focus on internal change management to ready the organization for a new ERP

This is a technology project with multiple internal partners, in particular Finance and HR M
Business impact spans all departments Snohomish County




Discussion/Q&A
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