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I. Introduction

(
Updated December 2008 – Changes to Project Approach

Effective October 2008 funding for the Oregon Department of Transportation (ODOT) Enterprise Resource Planning (ERP) Project was redirected to other transportation needs, and the partnership between the ODOT ERP Team and the Department of Administrative Services (DAS) Human Resources Information System (HRIS) Project team was dissolved.  
During November 2008 the funding request for the DAS HRIS Project was submitted to the Governors’ Recommended Budget (GRB), and this request was not approved for the 09/11 biennium.  
These changes should be taken into account as you review this document and all other DAS HRIS Project artifacts.  


The Oregon Department of Administrative Services (DAS) has been mandated to provide excellent service to its employees, the executive and legislative branch, and the citizens of Oregon.  In terms of human resource management, DAS is currently hindered in meeting this business objective by outdated and inflexible HRIS technology. 

The existing HR applications, the Position Personal Database (PPDB) and the Position Information Control System (PICS) currently lack the needed functionality and flexibility to fully implement this vision.  Due to age and the number of changes that have been made over the years, these applications are increasingly difficult to operate and maintain.  These issues include:
· Increased difficulty in complying with federal and state laws, regulations, and mandates.

· Vulnerability in terms of system sustainability as employees who maintain these systems leave state service.  

· High total cost of ownership of HR data due to many agency shadow systems.

· Expanding data needs that stretch beyond the capabilities of PPDB and PICS, with the addition of new data elements to PPDB or PICS both costly and time consuming.

· Non-standard and inefficient (manual or semi-manual) HR processes.

· Lack of available information for effective and timely management decision making.

· Multiple non-integrated systems, which make reporting burdensome.

· DAS and agency HR staff are often focused on employee maintenance activities, not HR decision support.

In response to these issues, the DAS Human Resource Service Division (HRSD) has initiated a project to implement a new commercial-off-the-shelf (COTS) statewide Human Resource Information System (HRIS). The new HRIS will enable DAS to provide more effective processing and management of the state’s human resource information.  The proposed HRIS will be able to expand on the capabilities of the current PPDB and PICS applications by supplying additional information, functionality, and processes required by individual agencies to meet the requirements of their increasingly complex business environments.  

The HRIS will enable HRSD to provide improved customer service through the use of standardized, on demand reporting; electronic workflow; updated human resource business rules and support for additional business processes requested by agency human resources managers and staff.  The proposed HRIS will also provide for a reduction in the number of redundant, shadow agency level human resource systems.

DAS proposes to implement this HRIS application in a partnership with the Oregon Department of Transportation (ODOT) which is planning to implement an agency level enterprise resource planning (ERP) application.  ODOT and DAS will procure the ERP software and integration services jointly and ODOT will serve as a pilot agency for the new statewide HRIS.  

DAS HRSD will work with ODOT to identify and implement a single Enterprise Resource Planning (ERP) software application to address DAS and other agency enterprise human resource requirements and ODOT financial, procurement and agency human resource needs through a common database and software application.

DAS is currently in the Pre-Implementation and Planning phase for the purchase of the new HRIS/ERP. This phase includes analyzing existing as-is HR processes; defining could-be business processes; defining functional requirements for the new HRIS/ERP; establishing a proposed implementation strategy and timeline; and preparing a business case for the proposed new HRIS/ERP. Dye Management Group, Inc. has been engaged by DAS to assist with these pre-implementation planning activities. 
An initial step in the pre-implementation planning process was to conduct of a number of critical issue interviews with key project stakeholders.  The goal of these interviews was to obtain initial feedback from a wide range of stakeholders on issues with the current HR systems, opportunities for improvement with the new HRIS/ERP, potential benefits of the new system and risks associated with implementing a new HRIS/ERP.  

During the months of May, June and July 2008, the team conducted 20 interviews with human resources managers and staff from HRSD and several agencies.  A list of stakeholders interviewed is provided in Appendix A. The purpose of this document is to present the key findings from these interviews.   It includes a discussion of:
· Strategic HRIS project objectives for DAS, ODOT, the agencies and the relationship of these objectives to the State’s overall management agenda

· The summary findings from the critical business interviews including: 

· The major HR operational processes and the shadow systems currently used to support all these HR functions

· Key issues and opportunities with the current systems and processes

· The key anticipated benefits of implementing a new HRIS

· Anticipated implementation and project risks

II. Strategic HRIS Business Drivers
(
The interviewees identified a number of strategic business drivers which should be addressed by the proposed HRIS/ERP application.   These strategic business drivers include: 
1. Improved support for implementing the DAS strategic direction

2. Improved access to management information for decision making

3. Enhanced operational execution

4. Financial implications of proposed solution
5. Enhanced support for complying with laws and regulations

Each of these business drivers is further described below.  
For each of these business drivers, we have outlined  a number of the major problems currently faced by the State, and the opportunities the state can take advantage of by the purchase and implementation of a new HRIS/ERP application.   These problems and opportunities were developed through interviews and workshops with various stakeholders and through analysis by the HRIS project team.
A. Business Driver #1:  Improved support for implementing the DAS strategic direction

 The strategic direction of DAS is  as follows:

· Excellent customer service

· Efficient and effective government infrastructure

· Adaptable government for future generations

Any decision the state makes regarding the HRIS implementation must provide a set of tools which helps HRSD and Budget Management to  fulfill this vision more effectively and efficiently.
Exhibit II-1 below outlines the problems and opportunities related to improved support for implementing the DAS strategic direction.
Exhibit II-1:  Problem and Opportunity Analysis:  Improved Support for Implementing the DAS Strategic Direction
	Problem Definition
	Opportunity with HRIS/ERP

	Customer Service.  DAS has many customers.  These include employees, agencies, executive, legislative, and the public.  Customer service is usually measured in how well and how quickly the customer’s needs are met.  Many of the needs are information related, and the current HR systems are inadequate in meeting those needs.
	The proposed HRIS/ERP will provide the opportunity for DAS HRSD to improve customer service.  The primary purpose of a COTS based HRIS/ERP is to provide information quickly and in a decentralized manner.  These systems are built with this in mind so they can provide a lot of information in a manner accessible by non-technical staff.  

	Decision support.  Limited decision support capability due to transaction based focus of the current systems and lack of reporting tools
	The proposed HRIS/ERP will provide the opportunity for DAS to move away from transaction processing and auditing and toward guidance and direction.  Powerful reporting tools in the COTS based HRIS/ERP will allow DAS HRSD to become more of an information broker.

	System and data integration.  Multiple core and shadow HR systems with multiple sets of data create issues for reporting and dual data entry.  They also require interfaces or downloads.  This can mean that systems are not in sync.
	The HRIS/ERP solution will provide the opportunity to have a true, integrated HR application.  The HRIS/ERP will replace multiple shadow agency systems with one, integrated system for all HR data.  This will eliminate the costs associated with dual data entry and the difficulties involved in reporting from multiple systems that are not always synchronized.

	Adapting to change.  When agencies, legislators, or regulatory agencies require changes to business processes or procedures, it is difficult for DAS to modify PPDB and PICS to add new data elements, reports, edits, and functionality.  
	The proposed HRIS/ERP will provide the opportunity for flexibility and adaptability.  By design, COTS based solutions are very flexible in their ability to add new data elements, reports, edits, and functionality.  In addition, where the new functionality is mandated by some regulatory agency, the COTS vendor will normally add the new functionality to their product as part of their ongoing maintenance releases.

	Standardized processes.  With older, inflexible systems, those who work with them do what they have to do to get the work done. This means that processes can vary from agency to agency, creating auditing issues for DAS.  It also means that processes are often supplemented by agency specific shadow systems.
	The HRIS/ERP solution will provide the opportunity for process reengineering.  COTS applications employ a ‘best practices’ approach to HR processes.  Though the actual definition of the process is flexible, once agreed upon by all agencies, the process can be enforced.  

	Eliminate shadow systems.  Due to the lack of system integration, functionality, and data, DAS and other agencies have had to create shadow systems to fill the gaps between policy/procedure and HRIS capability.  Each shadow system has a cost in terms of both development, implementation and ongoing operation.
	The proposed HRIS/ERP will provide the opportunity to have integrated applications rich with features and functionality and adaptable to unique requirements and future needs.  It is anticipated that the purchase and implementation of a COTS based solution will eliminate many of the HR-related shadow systems that have proliferated.


B. Business Driver #2:  Improved access to management information for decision making  

This includes the gathering, organizing, analyzing, manipulating, and presenting of information in support of personnel decisions or actions.  This activity usually results in some type of report.  This type of management information for decision support is used throughout the State and includes support for the information needs of various stakeholders including

· Management

· Unions

· Analysts

· Executive

· Legislative

· Public

Exhibit II-2 outlines the problems and opportunities related to improved access to management information for decision making.
Exhibit II-2:  Problem and Opportunity Analysis: Improved Access to Management Information for Decision Making
	Problem Definition
	Opportunity with HRIS/ERP

	Trend analysis.  Personnel decisions are often made based on past trends.  The current HR systems often have the raw data available, but it is difficult to access because it is in many different places. Also, once the data is found, it requires technical expertise to retrieve, format, and present the data.
	HRIS/ERP will provide the opportunity to keep all HR data in one place.  The tools used to retrieve, format, and present the data in COTS solutions are easy to use and meant for end-users.  This includes the use of  Excel-like tools for powerful trend analysis.

	Legislative analysis.  When the legislature is in session, the customer service goal of DAS is to try to respond quickly to their requests.  Often the legislative requests deal with some kind of information or data that is needed to support or rebut legislation.  DAS does not know what the requests will be, but they do know that often times it will be difficult to fulfill the request because of the challenges their HR systems pose.  Often times, a request for information cannot be met, or can only be met with a great deal of manual effort.
	The HRIS/ERP solution will provide the opportunity to keep all HR data in one place.  The tools used to retrieve, format, and present the data are easy to use, and meant for end-users.  Because of this, DAS has the opportunity to be nimble and responsive.  Time spent in the past trying to find data can now be spent analyzing, formatting, and presenting the data.  This frees DAS staff to be able to anticipate and respond to the next request.


C. Business Driver #3:  Enhanced operational execution

This is how policy and regulation gets put into practice as a process.  It is also how the day-to-day maintenance of employee personnel records occurs.  Each state agency is responsible for maintaining personnel information for their employees and leveraging the common tools provided by DAS to the extent possible.
Exhibit II-3 outlines the problems and opportunities related to enhanced operational execution.

Exhibit II-3:  Problem and Opportunity Analysis: Enhanced Operational Execution
	Problem Definition
	Opportunity with HRIS/ERP

	Highly manual/paper driven.  Most DAS and agency HR processes require a lot of paper, people, and time.  Data is often entered more than once; forms have to go through many hands before the employee action is complete. 
	HRIS/ERP will provide the opportunity to reduce the amount of paper needed for a process; the number of steps it takes to complete a process; and the time it takes for someone to complete a process from beginning to end.  

	No work flow.  Many processes require multiple review or approval steps.  The notification of the next-in-line is a manual step-requiring a phone call, picking up a piece of paper and walking it over to another desk, or sending an email. Each of these activities takes time and resources and does not contribute to the overall goals of the agency or of DAS.
	HRIS/ERP will provide the opportunity to automate many of these multiple review and approval steps.  Work-flow is a built-in system feature that will automatically notify the next-in-line that some action is required, what that action is, and when it is to be completed.  Each of these tasks reduces the time it takes for a process and frees DAS and agency staff for decision support activities.

	No employee or manager self-service.  If an employee wants to change their address or phone number or request leave, or if a manager wants to approve a change to a pay rate, the current HR system cannot accommodate that need.  This means that many HR actions are centralized and require HR resources to accomplish them.
	HRIS/ERP will provide the opportunity to decentralize transaction processing and move it into the hands of the person or persons who initiate it.  There are many HR activities that do not require HR direction or expertise.  COTS based solutions can decentralize these types of transactions.

	Front-end edits.  Front-end edits are rules that define how a process is to be done and the kind of data that is acceptable.  Though the current HR systems provide for some front-end editing, the type being done is not particularly sophisticated or flexible.  DAS and agency time is being spend reviewing these actions and identifying and resolving any issues.  The issue resolution sometimes has a negative impact on the employee.
	HRIS/ERP will provide the opportunity to place very sophisticated front-end edits on all types of transactions.  These edits can vary by transaction,  agency, or both.  Having sophisticated front-end edits means a reduction of per transaction cost as much of the need for after-the-fact auditing is eliminated.


Business Driver #4: Financial implications of the proposed solution  

Financial implications are considerred in three ways for purposes of this analysis:

· Cost of current operations as a results of issues with compliance, management information, or operational execution

· Cost of implementing (or not implementing) the new COTS based HRIS/ERP application

· Ongoing cost of support of a new HRIS/ERP application

Exhibit II-4 outlines the problems and opportunities related to the financial implications of the proposed solution.
Exhibit II-4:  Problem and Opportunity Analysis: Financial Implications of the Proposed Solution 
	Problem Definition
	Opportunity with HRIS/ERP

	HR information processing is costly and labor intensive.  The overall cost per transaction is high.  The cost is high because of the amount of people involved, the number of steps it takes, the number of systems used, and the time and costs associated with auditing the transaction.  The more time HR staff spend on transactions, the less time they can spend on decision support.
	HRIS/ERP will provide the opportunity to make HR processing more efficient.  The cost per transaction is reduced allowing staff to shift from transaction based to decision support.



	High cost of operating existing systems.   The cost of maintaining current systems is high and will continue to grow. Much of the cost is measureable in terms of operations, upgrades, hardware, etc.  However, there is a hidden cost that leaves the state vulnerable.  The people who understand the current systems will eventually leave state service.  Since it is an in-house system, there is not a ready pool of resources that can replace them.  To keep the system going, the state will have to hire these former employees back at a much higher rate as contractors or there is the potential that the system could fail.   
	HRIS/ERP will provide the opportunity to use current technology that can be supported by a ready pool of knowledgeable resources.  Additionally, the state will have an easier time in their recruiting activities as it fills vacancies in the IT area.  Additionally, via the support agreement with the COTS vendor, costs for upgrades, compliance, bug fixes, etc., become part of that maintenance agreement. 

	There are many shadow systems, and they cost the State money.   Over the years, many shadow systems have been developed to fill a gap between what the current HR systems can do and what needs to be done.  Some of these systems are small (Microsoft Access databases) and some are large such as the Oregon Department of Transportation’s Transportation Online Personnel Action System (TOPAS).  In either case, each has a cost.  Sometimes the cost can be measured in hard dollars-in staff, hardware, software, and maintenance costs-and other times costs are measured in soft dollars-time for dual data entry, increased time creating a report from multiple data sources, and agencies processing in potentially non standard ways  
	HRIS/ERP will provide the opportunity to eliminate many of the shadow systems, saving the state money.  COTS solutions provide an integrated database, are rich in functionality, have powerful reporting tools, and are generally meant for the end-user.  It is expected that replacing PPDB and PICS with a COTS based HRIS/ERP solution will significantly close the gap between what the COTS can do and what the specific agency needs are.  As each gap closes, one or more shadow systems can be eliminated.



	Initial start-up costs of a COTS implementation can be costly.  Start-up costs include the COTS license, the hardware and software required to support the COTS, third-party implementers who are experienced with the COTS, state staff time and any back-fills, process reengineering and change management, and training.   
	The recommended alternative offers the opportunity to share these costs, thus reducing the costs, time, and effort any one agency has to bear.  This alternative takes advantage of economies of scale for project team resources, third-party consultants, and capital expenditures.  It also provides the opportunity to have a ready and willing pilot agency for the new COTS based HRIS/ERP application.


D. Business Driver #5:  Enhanced support for complying with laws and regulations

Compliance can be defined in two ways for purposes of this analysis:

· Compliance with mandates from the Oregon Legislature regarding human resources at the state

· Compliance with federal and state laws and regulations regarding personnel and personnel actions

Exhibit II-5 outlines the problems and opportunities related to enhanced support for complying with laws and regulations.
Exhibit II-5:  Problem and Opportunity Analysis: Enhanced Support for Complying with Laws and Regulations
	Problem Definition
	Opportunity with HRIS/ERP

	Federal and State Compliance.  Example:  Federal Family Medical Leave Act  and Oregon Family Leave Act (FMLA/OFLA).  This is an example of how a federal or state law can impact an existing HR system. The State of Oregon must comply with these laws.  The current HR systems do not have the functionality, so it must be built.  This creates yet another, non-integrated, shadow system.
	HRIS/ERP will provide the opportunity to comply with all the current federal and state laws and regulations.  Part of the maintenance agreement with the COTS vendor requires the vendor to keep their system current with any new laws and regulations, and to integrate that within the base system.  This means that the State will always be current with these laws, and shadow systems will not have to be built.

	Federal Compliance.  Example: New Hires. This is another example of how a federal or state law can impact an existing HR system. All new hires must be reported for child support tracking purposes. The State of Oregon must comply with these laws.  The current HR systems do not have this functionality so the current systems must be modified or a shadow application built.  This creates another, non-integrated, shadow system.
	HRIS/ERP provides the opportunity to comply with all the current federal and state laws and regulations.  When this new law came into effect, COTS vendors created a standard report of new hires, created an automated interface to state Human Resources Divisions, and made this part of a system update.  Again, by purchasing and implementing a COTS, DAS will be able to stay current with federal and state laws.

	Collective bargaining.  A new contract often results in new data gathering and reporting requirements.  DAS currently has difficulty modifying PPDB and PICS to add new data elements, reports, edits, and functionality to meet these new contractual obligations. 
	HRIS/ERP applictions provide robust labor relations modules.  Contract specifics can be tracked, union employees are easily identified, and changes in salary or rate can be easily modeled or implemented.  Unique contractual requirements can be easily integrated into the base system.

	Unforeseen changes.  No one knows what the future will bring and how it will effect HR.  New federal or state laws are always on the horizon.  The current HR systems are not flexible and cannot easily adapt to or comply with these changes.  Often, implementing a change can be very costly or result in a new shadow system.
	HRIS/ERP will provide the opportunity for the state to remain compliant with future laws and regulations.  A COTS solution offers two very important opportunities to the State in the area of compliance:

· The COTS vendor must comply with federal and state laws within its base system.
· COTS systems are adaptable to unique requirements through either configuration or the development of bolt-on functionality using the COTS vendors standard developement tools. 




Exhibit II-6 on the pages below provides a summary mapping of some of the key HRIS strategic objectives as defined during the interviews to the HRIS business drivers and the State’s overall management agenda. Refer to Appendix B for a specific mapping of each strategic objective to the original source document. 
Exhibit II-6:  Mapping of HRIS Business Drivers to State’s Management Agenda 
	HRIS Business Driver/State’s Overall Management Agenda (

HRIS Strategic Objectives (
	Improved Support for  implementing the DAS strategic direction
	Improved access to management information for decision making
	Enhanced operational execution


	Financial implications of proposed solution


	Enhanced support for complying with laws and regulations

	To reduce and eventually eliminate the numerous shadow systems currently in use across the enterprise, which for the most part are not secure (encrypted) and are not backed up or supported by IT. 

To implement a reporting solution that can be utilized by HR staff and others as appropriate; to eliminate the many challenges currently faced when trying to obtain personnel data.
	
	
(
	
(
	
(
	

	To implement standardized HR processes that will support consistency in how employee records are managed across the enterprise. 
	
	(
	(
	
	(

	To install an intuitive HRIS which end users can easily learn; and to follow the implementation with a training program open to all end users across the enterprise so that new hires and others will receive the training they need for managing and reporting on personnel data.
	
(
	(
	(
	
	

	To install a flexible system that can support changes in policies and procedures for all agencies. 
	(
	(
	(
	(
	(

	To replace paper-based, manual processes with automated workflows, and manager and employee self-service tools. 
	(
	(
	(
	(
	(

	To replace the existing system with a scalable and flexible system, capable of managing the variety of personnel data that the existing system cannot track. 
	(
	(
	(
	(
	(

	To enable all DAS and Agency HR staff to provide a higher level of customer service to all of their customers.
	(
	(
	(
	
	


III. HRIS Implementation Benefits
(
There are a number of significant benefits associated with implementing a new HRIS/ERP that meet agency HR requirements and the goals for associated business process improvements. Although some of these benefits cannot be measured quantitatively, they are nonetheless important because they will lead to tangible results. 

This section describes several benefits of implementing the HRIS/ERP, as communicated by agency and HRSD personnel. The benefits have been summarized into three categories:

A. Enhanced decision-making, credibility and customer service

B. Improved data integrity and reduction of errors

C. Reduced administrative time and cost and increased work efficiency

E. Enhanced decision making, credibility and customer service

The new HRIS/ERP will enhance decision making, improve the credibility of stakeholders in terms of HR information and assist DAS and the agencies in providing improved customer service for HR functions.   Anticipated benefits in this regard from the proposed HRIS/ERP include:

· The system (and associated process improvements) will provide DAS and agency management and the legislature with better and timelier information relative to state employees. 

· Improved reporting tools will enable timelier decision-making across the enterprise.  

· It will reduce the effort of the Budget Management staff in monitoring budget status by providing easy access to position and employee data current as of the time of transactions entered into the HRIS/ERP.  

· The implementation of the reporting solution will enable a new, improved level of customer service across the enterprise. 

F. Improved data integrity and reduction of errors

The new HRIS/ERP will provide a number of capabilities which will help to reduce errors and improve overall data integrity.  These capabilities include the following:

· The new HRIS/ERP will provide tools to automate several personnel actions (transactions) that are done manually today, and the automated tool will include field-level validation so that employees and managers using the tools will enter valid data. 

· The proposed system will include a reporting solution which will provide timely access to integrated employee data for analysis and reporting for a variety of functions including compensation analysis, budgeting and position management and workforce analysis. 

· The new HRIS/ERP will also provide more data tracking functionality, which will remove the need for shadow systems where data is not necessarily validated, backed up, or secure.  

· The system will provide drop-down menus to avoid entering invalid names and numbers. Manager and Employee Self Service functions will validate data during data entry (at the source) to ensure the information is valid, and eliminating the need for filling out excessive forms and mailing them to others for data entry. 

G. Reduced administrative time and cost and increased work efficiency 
The implementation of an enterprise HRIS/ERP system will significantly reduce time spent entering data. Currently agency personnel are keying redundant data into a variety of separate systems. Agency personnel are also spending an inordinate amount of time filling out forms – different forms for many different systems. The new HRIS/ERP will provide Manager and Employee Self Service as well as online workflow tools to replace many of the paper-based transactions. There is much lost time due to paperwork in transit (or stuck in transit). Replacing the shadow systems with a new HRIS/ERP will reduce administrative and technical resource time which is currently spent supporting disparate systems. 
The new HRIS/ERP will: 
· Reduce the time spent entering assigned equipment and other employee data not currently handled by the core HR system PPDB into spreadsheets and shadow systems (mostly Microsoft Access databases maintained by various agencies).
· Eliminate the time spent creating downloads and/or processing downloads into disparate systems.
· Reduce the annual agency staff and contractor cost for maintaining existing shadow systems by eliminating the need for agency human resources staff to provide technical support for these shadow systems
· Reduce the annual employee work around costs resulting from shadow systems.
· Reduce the cost of complying with new statutory and regulatory requirements.  This includes costs avoided in terms of additional workarounds resulting from enhanced or new shadow systems. It also includes costs avoided in terms of additional workarounds resulting from enhanced or new shadow systems 
· Eliminate the time spent researching, summarizing, and documenting data from disparate systems in order to create reports or to provide information requested by others.

· Reduce the time spent handling and processing report requests.
IV. HRIS Implementation Risks
(
It is critical to a successful HRIS/ERP implementation that potential risks be identified, communicated, and managed. This section identifies a number of potential risks to the DAS HRIS/ERP implementation identified during the interviews. Most of these risks are inherent to most major information system implementation projects, regardless of the type of system being implemented.  

During the critical business interviews, the project team asked HRSD and agency management “what needs to be in place for the HRIS project to be successful?” 
Leadership responded with the following project success factors: 

· Strong executive sponsorship

· Strong governance structure

· Effective project management

· Effective contract change control processes

· Functional and technical expertise

· System requirements and objectives met

· Achievable scope, schedule and budget

· Effective change management and communication program

Exhibit III-1 presents a summary of the project success factors, identified project risks, and risk mitigation strategies in a table format. 

For each identified risk, a recommended mitigation strategy is provided. Each strategy includes one or more steps that DAS can take to minimize or eliminate the risk. 
By effectively addressing each of the project risks, DAS will position the HRIS/ERP implementation project for all around success and help to ensure that the benefits identified in Section III are realized.
Exhibit III-1: Summary of Project Success Factors, Potential Risks and Mitigation Strategy
	Project Success Element
	Identified Project Risk
	Risk Mitigation Strategy

	Strong Executive Sponsorship
	Project issues may not be resolved, sufficient resources may not be provided and the organization may not effectively utilize the system and implement process improvements.
	· Continue to communicate strong visible support for the HRIS/ERP project by DAS and Agency top management.

· Commit the necessary funding and project resources to achieve timely implementation of the HRIS/ERP. 

	Strong Governance Structure
	Decisions regarding policy and project direction required by the project are not timely resulting in project delays.
Potential HRIS/ERP users from some agencies may express lack of interest and buy-in.
	· DAS has established several steering committees consisting of managers who are empowered to make policy and critical project decisions. 
· The Steering Committee members need to be stakeholders in the success of the project such that they will sponsor, oversee and provide direction to the project and promote policy and critical project decisions. 

	Effective Project Management
	Issues could arise during the project that are not addressed and resolved in a timely manner thereby delaying the project and potentially increasing the cost. 
	· Ensure the selected HRIS/ERP implementation vendor provides a project manager that has previously successfully managed major COTS or custom system implementation projects at the enterprise level and is supported by staff that has implemented human resource systems for state governments.

· At the beginning of the implementation phase of the project, require a detailed project management plan including a work plan be prepared and approved by DAS (and ODOT) prior to allowing significant other work to proceed. In addition require plans for configuration management, change control, issue management, and communication. 
· DAS should provide a business project manager with support from an experienced technical project manager from IT. 
· DAS’s project manager should be supported in all aspects of managing the project by an independent quality assurance contractor that has successful HRIS/ERP implementation experience. This is in addition to the project manager that would be provided by the software vendor. The primary role of the quality assurance contractor supports the DAS project manager by providing ongoing project management oversight. 
· Require at least monthly status reports from the contractor’s project manager. Progress or lack thereof, work planned for the next period, outstanding issues, status of outstanding change control items, and any perceived problems need to be included.

· Steering Committee needs to review the project status monthly and help resolve issues in a timely manner.

	Effective Contract Change Control Processes
	Changes to the approved work plan and/or the scope of work specified in the contract are agreed to informally or tacitly agreed to which later result in disputes when and if problems arise. Should this occur and the variance from the contracted scope of work be large there is a risk of a contract issues and/or project failure.

Users may feel that the COTS software needs to be modified to address the way they want the system to support their business processes; however, doing so may result in the vendor being unable to support the software with future upgrades without adding significant cost to their standard annual maintenance and support charges.
	· Project managers for DAS, ODOT and the software integrator must adhere to the change control process developed and approved as part of the project management plan. Changes affecting the project scope, cost and/or schedule must be approved by the Steering Committee. Fully executed change orders that comply with State contracting procedures.  Change orders must be in place prior the contractor undertaking related work.

· Limit changes to the selected COTS software beyond those provided for within the product’s configuration to additional modules and interfaces with current DAS legacy systems and do not modify the core software.

	Functional and Technical Expertise
	Contractor personnel do not have a solid understanding of the current and planned human resources business processes. This can result in poor communication, improper software configuration, poorly designed pro​cedures, documentation and training and ultimately lack of user acceptance of the HRIS/ERP. 
	· Ensure the project is supported by contractor staff that know and understand human resources operations and the personnel data and HRIS/ERP functionality required by HR staff. 

· The contractor’s expertise can be augmented by DAS using internal HRSD (and agency) resources and an independent contractor with extensive HRIS/ERP implementation experience.

	System requirements and objectives met
	COTS software typically does not lend itself to customizing. Thus, selecting software that does not meet DAS and agency functional and technical requirements in the manner users expect can result in alternatives imposed by the COTS. Should this to occur, users may shun using the system except as required to comply with mandatory reporting. 
	· Selecting the right COTS and integration vendor is critical for the HRIS/ERP to meet HR requirements and expected functionality. Part of the procurement process should include detailed, scripted demonstrations of the software proposed by vendors that are determined to be finalists in the procurement process. Costs of any modifications and/or extensions to the software to meet DAS’s expectations need to be clearly identified by the vendors and included in the vendor evaluation/decision-making process.

	Achievable Scope, Schedule and Budget
	The risk of being overly optimistic about the time and resources required to effectively deliver and successfully implement and support the new HRIS/ERP. There is a risk of taking on too much. The results can be delays, cost overruns, and poorly conceived compromises to complete the project, all of which can impair the success of the system. 
	· Contact other states that have implemented HRIS/ERP systems recently and compare the scope, timeframes, and their use of external resources and the costs of their efforts to DAS’s planned HRIS/ERP including related business process improvements. 
· Obtain support from a contractor having experience in successfully implementing modern HRIS/ERP systems and business process changes, and in planning and procuring the software and integration services.

· If funding and/or project resources are constraints to meeting DAS’s objectives and requirements, then develop a phased implementation approach where each phase can fit within DAS’s constraints and realizes part of the benefits of the full HRIS/ERP implementation effort.

· Obtain the commitment to and approval of the planned approach for the HRIS/ERP including scope, timeframe, DAS personnel resources, and cost.

	Effective Change Management and Communication Program
	Implementing an HRIS/ERP involves a combination of changes to existing HR processes. These changes may be met with resistance from users.

HR users encountering difficulties with the new system resort to work-arounds or practices that make the system work but degrade the value of information in the system.
	· Establish a communications program including periodic newsletters to keep users in the agency field offices informed on project highlights and progress and a web site where users can access project documents and provide comments to the project team.

· Ensure a comprehensive user training program is developed and delivered. This training needs to cover not only the application training but also business processes. Training needs to include both initial training and ongoing training after implementation.

· Establish an effective HRIS/ERP support structure in DAS HRSD, including an ongoing HRIS/ERP Management Program, along with support from the HRIS/ERP software vendor, so that users’ questions/concerns are quickly and effectively addressed.


Appendix A
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Exhibit A-1 below provides a list of stakeholders interviewed by the DAS HRIS team as part of the critical issue interview process.
Exhibit A-1:  Critical Business Interview Attendees
	Agency
	Date of Interview
	Stakeholders 
Interviewed

	DAS – HR Services
	May 29, 2008
	Donna Lantz

Linda Ely 
Janelle Vachter

	DAS – HR Systems
	May 29, 2008
	Donna Lantz

Brandon Dolquist

Kim Courtwright

Heidi Young

	DAS – Labor Relations Unit
	June 3, 2008
	Eva Corbin

Tom Perry

Susie Hosie

	HRSD Administration
	June 5, 2008
	Sue Wilson

	Budget and Management
	June 9, 2008
	Brian Deforest 

Bonnie Lanning

	HR Management and Consultation 
	June 12, 2008
	Jerry Korson

Mark Rasmussen

Patty Cuno

	Department of Transportation
	June 30, 2008
	LeaAnne Brooks

Cindy Pease

	DAS – Training and Recruitment


	June 30, 2008
	Twyla Lawson

Jeff Vidal

Jennifer Lara

Lucy Gardner

	Fish and Wildlife
	July 2, 2008
	Vicki Cloyd
Alida McNew

	Parks and Recreation
	July 2, 2008
	Rebecca Jasso
Sharon Frank
Jennifer Dubrow

	DAS – Classification and Compensation
	July 2, 2008
	Margaret Wollaston 

Laurie Grenya 

Sierra Hernandez

	Department of Corrections
	July 8, 2008
	John Nees
Carol Johnson
Eunice Hunt

	Department of Public Safety, Standards, and Training
	July 9, 2008
	Pamela Strawn
Jennifer Poltz

	Military Department
	July 9, 2008
	Paul Geck 
Robin Webb 
Debbie Lucas 
Pete Sensor

	Legislature 
	July 10, 2008
	Lore Christopher
Karen Hupp

	DAS – HR Audits
	July 12, 2008
	Jen Coney

Michael Baird

James Hanson

	Employment Department
	July 14, 2008
	Tracy Martineau
Bill Sexton 
Jerry Cox 
Lisa Jeffries 

	Department of Human Services
	July 15, 2008
	Bob Ake
Pat Bouchie

	Judicial
	July 16, 2008
	Rhonda Britton
Mike Barnum

	Department of Consumer and Business Affairs
	July 17, 2008
	Salvador Llerenas
Royce Trammell

Amy Hilgeman

Triz Delarosa

Tina Brown

	Oregon State Police
	August 26, 2008
	Charlotte Johnson

Lyndee Bahr
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The list below provides the source documents from which the state’s management agenda and strategic objectives were obtained.
	Strategic Business Drivers
	Source Documentation  

	Improved Support for  implementing the DAS strategic direction
	· EA Program Charter 2.1

· EIRMS Final Goal 1, 2, 3

· DAS Statewide Policy 107-004-030

	Improved access to management information for decision making
	· EA Program Charter 2.1

· IRM Strategy Summary Objective 2

· EIRMS Tactical Plan Goal 2

	Enhanced operational execution
	· IRM Strategy Summary Objective 2

· EA Program Charter Goal 5

	Financial implications of proposed solution
	· IRM Strategy Summary Goal 3

· EA Program Charter Goal 2

	Enhanced support for complying with laws and regulations
	· ODOT Business Case 2.3.2
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