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 Bernalillo County
 Budget and Business Improvement Department

• ERP

 BBI/Evolve™
 Phases

• Activities
• Templates and Tools
• Lessons Learned the Hard Way

AGENDA



 Located in central New Mexico 
 Incorporates the City of Albuquerque
 Population is 662,564 
 Employs 2,465 full time employees
 5 Commissioners – elected by district
 5 Elected Officials – Assessor, Clerk, Probate Judge, Sheriff 

and Treasurer are elected countywide
 County Manager oversees 24 County departments that 

range from animal services to zoning
 General fund annual budget of $237 million and budget 

for all funds of $508 million
 Employs 2,465 full time employees

BERNALILLO COUNTY



• The County Need:
• Increased utilization of the ERP functionality in 
conjunction with improved business processes to 
increase effectiveness and maximize efficiencies

• Increase the utilization and adoption of ERP related 
projects

• Increase the accuracy of financial information
• Enhance the County’s ability to forecast financial needs 
such as short term cash flow requirement

BUDGET & BUSINESS IMPROVEMENT



• The Solution:
• Budget and Business Improvement (BBI) Department was 
formed to more strategically align the budget with county 
priorities, business process improvements, and technological 
efficiency

• ERP moved from IT to Finance/BBI department
• Finance is now the owner of the system as opposed to the customer
• Links ERP with strategic priorities with a focus on technology and 
automation

• Use limited resources to implement technology that end users will 
use to increase efficiencies

• Evolve™ methodology tailored to county needs and culture 

BUDGET & BUSINESS IMPROVEMENT



BBI/EVOLVE™
Pre‐Project 
Planning

Pre‐Project 
Planning

Project 
Start‐Up
Project 
Start‐Up BlueprintBlueprint Realization ‐

Part 1
Realization ‐

Part 1
Realization ‐

Part 2
Realization ‐

Part 2 Final PrepFinal Prep
Go‐Live & 
Intensive 
Support

Go‐Live & 
Intensive 
Support

Post Go Live 
Support & 
Stabilization

Post Go Live 
Support & 
Stabilization

 Scalable, repeatable process for project management, operational 
readiness, and system adoption 

 Engage all stakeholders in all phases of implementation in a 
meaningful way at the appropriate level of effort

 A method to ensure the organization (procedures, roles, equipment, 
authority levels) and the new functionality will go live at the same 
time, thus reducing post go live decrease in productivity and user 
frustration

 Address the situation where an ERP project is delivered on time, 
within budget, and within scope, yet the leadership is not confident 
the project was successful, the users are dissatisfied with the new 
functionality and processes, the new functionality is only partially 
used, and productivity is either the same or decreased



BBI/EVOLVE™



TOOLS AND TEMPLATES



Activities

• Clarify business need and 
drivers

• Clarify desired outcomes, 
success indicators, post go‐
live performance measures

• Understand impact of/to ERP
• Identify departments 
involved, impacted

• Estimate order of magnitude 
cost: implementation, 
ongoing support and 
maintenance

Tools & Templates

• Project Success Indicators 
and Measures

• Post go live performance 
measures

• Project Information Form
• Project drivers and options  

PRE‐PROJECT PLANNING



SUCCESS INDICATORS AND MEASURES



PERFORMANCE MEASURES







PRE‐PROJECT PLANNING LESSONS



 Political climate always matters – understand 
how it will impact the project
 Engage users to provide all to capture all business 
requirements and needs 
 Take the time to clarify – review – revise – clarify 
with key stakeholders
• business need and drivers
• success indicators and measures
• post go live performance measures
• stakeholders who will be involved

PRE‐PROJECT PLANNING LESSONS



Activities

• Clarify business need and 
drivers and desired outcomes 
with stakeholders

• Review conceptual process 
flows with stakeholders

• Develop and Issue RFR
• Demos and vendor selection
• Issue SOW
• Form Project Advisory Group
• Verify timelines and resources
• Secure funding
• Project Kick‐off

Tools & Templates

• High Level Timeline
• Project Information Form 
including Success Indicators & 
Measures

• Process Flow (conceptual)
• Request for Response (RFR)
• SOW
• Task Resource Schedule (TRS)

PROJECT START‐UP



HIGH LEVEL TIMELINE



PROCESS FLOW ‐ CONCEPTUAL



PROCESS FLOW ‐ CONCEPTUAL



PROCESS FLOW ‐ CONCEPTUAL



Task Resource Schedule (TRS)







PROJECT START‐UP LESSONS
 Clarify expectations about resources, deliverables, level of 
effort, and timelines in the SOW

 Clarify assumptions about technical environments in the 
SOW

 Begin to manage the knowledge transfer – establish the 
expectations and the mechanism by which the client will 
receive the knowledge/solution/documentation –
• Check in with ERP resources before approving invoice

• Establish expectations of stakeholder participation in 
system implementation as well as operational readiness
 Need the system and the organization to go live at the same 
time



Activities

• SI consultants on site
• Blueprint workshops to develop 
PDD

• Identify and categorize reporting 
needs: standard, custom, go live 
critical, post go live

• Ensure PDD aligns to success 
indicators and meets functional 
requirements

• Finalize/Freeze To Be processes 
per PDD sign off

• Adjust funding and timeline based 
on PDD; finalize phasing, 
sequencing, and scope

Tools & Templates

• Process Design Document (PDD)
• Process flows – system design
• Role based checklists per phase 

BLUEPRINT



ROLE BASED CHECKLISTS PER PHASE



PROCESS FLOW – ID GAPS AND ?’S



 Determine what the users need to be prepared 
to discuss and/or decide in specific workshops
• How deep will you allow users to go about decisions 
in blueprint meetings

 Before Blueprint!   Clarify the expected level of 
detail needed/included in Blueprint – Process 
Design Document (PDD) 
 Be prepared – don’t have the clock ticking while 
you are getting prepared
 Listen to the users – you may be surprised at how 
they really do things

BLUEPRINT LESSONS



Activities

• Develop Configuration 
Documentation Catalog to the 
detail we are able to support 
the system with the included 
info

• Identify and plan Operational 
Readiness activities and 
timeline: policies, roles & resp, 
authority & approvals, 
equipment

• End to end business process 
swimlanes

• Develop go live critical reports 

Tools & Templates

• Configuration Documentation 
Catalog: Technical tables and 
fields, Reporting specifications, 
Installation configuration, 
Functional configuration, 

• Operational Readiness 
documentation

• Report Development Schedule 
(RDS)

• Process flows – full lifecycle 
business process/system 
utilization

REALIZATION – Part 1



REPORT DEVELOPMENT SCHEDULE (RDS)



PROCESS FLOW – Full lifecycle



Activities

• Operational Readiness 
activities and timeline: policies, 
roles & resp, authority & 
approvals, equipment

• System configuration
• Unit testing/break fix
• Integration testing/break fix
• Report testing/break fix
• Update end to end business 
process swimlanes based on 
configuration (will use for 
training, work instructions, 
procedure development

Tools & Templates

• Sign off break fix from 
integration testing

• Unit testing tracked and 
prioritized

• Report testing tracked and 
prioritized

• Operational Readiness 
documentation

• Socialize major impacts to with 
key stakeholders

• Detailed Timelines for Training

REALIZATION – Part 2



TRAINING TIMELINE



• Configuration Documentation Catalog needs to 
be comprehensive and detailed enough so that 
you can maintain the system on your own

• Do not do unit, integration, report, and user 
acceptance testing at the same time

• Allow time between testing and break fix

REALIZATION LESSONS



Activities

• Install, configure, test software on 
equipment

• UAT
• Break fix
• Prioritize and categorize go live critical 
issues

• Develop end to end process flows
• Develop work instructions
• Develop training materials
• Train the Trainer
• End user training
• Complete Operational Readiness –
ensure users are ready to use the 
system following revised business 
processes

• Instructions and Materials for Help 
Desk

Tools & Templates

• Project Success Indicators and 
Measures

• Process flows ‐ Training

FINAL PREP



PROCESS FLOW ‐ REFINED



• Manage configuration so you can freeze 
configuration to allow time for work instructions and 
training materials to be developed prior to end user 
training

• Keep list of post go live enhancements – identify and 
prioritize those, 
– Communicate what is and is not included in initial scope 
and what will be done in future phase

• Earn credibility by tracking and following‐up on 
department utilization of the system and processes 
post go live

FINAL PREP LESSONS



Activities

• Range 3 – 8 weeks
• Conduct post go live labs in 
production

• Identify and fix bugs
• Work with users who are 
not using system as 
designed

• Design and develop non go 
live critical reports

Tools & Templates

• Project Success Indicators 
and Measures

• Post go live performance 
measures

• Project Information Form
• Report Development 
Schedule (RDS) 

GO LIVE & INTENSIVE SUPPORT



• Communicate, communicate, communicate
• Make sure users, managers, ERP implementation 
team, and Help Desk know what to do when a 
problem occurs or when a user needs help

• Hold user labs to help users complete their work 
while receiving immediate help

GO LIVE & INTENSIVE SUPPORT LESSONS



Activities

• Patches, bug fixes
• Revise/update work 
instructions

• Work with departments to 
refine internal bus processes 
to better utilize system 
functionality and reporting

• Anchor new business 
processes by reviewing 
analytics and performance 
measures to id where 
support is needed

Tools & Templates

• Process flows – reinforce 
business process/system 
utilization

• Table top process/system 
walk thru

• Issue Clarification and 
Categorization

• Document department 
responsibilities moving 
forward: submit ERP request 
forms for functionality and 
reporting needs

POST GO LIVE SUPPORT & STABILIZATION



POST GO LIVE SUPPORT & STABILIZATION 
LESSONS

ERP doesn’t work! I 
can’t get any info out 

of the system!

We’re not using ERP.  We’re not using ERP.  
We’re using a 

spreadsheet because 
we don’t trust the 

system.

Let’s take a look.  
Show me the data in 

ERP.



ISSUE CLARIFICATION & CATEGORIZATION



PROCESS FLOW – Reinforce business 
process/system utilization



POST GO LIVE SUPPORT & STABILIZATION 
LESSONS
• Begin to address the post go live enhancement –
determine priority, phasing, timeline with key stakeholders

• Follow up with individual departments that are having 
trouble using the system and/or following business 
processes
– Conduct tabletop demos with users demonstrating how they 
use the system

– Swimlanes developed with users to reinforce how the system 
and business work together

• Categorize user needs and address with appropriate action
– System not working as intended/designed
– Users not following business processes
– Users are not able to follow business processes



PROJECT MANAGEMENT TRIANGLE



PROJECT MANAGEMENT – You can 
only pick two…



Maria Zuniga
mzuniga@bernco.gov
505‐468‐1684

Chelle Stringer
chelle@ocmllc.com
505‐730‐1222

CONTACT INFORMATION
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About My City
City of Chandler, Arizona

Innovation & 
Technology 
Hub of the 
Southwest



Overview
o Organization’s Projects and Management
o Project Management Challenges
o Functional Manager’s 5 Key Skills
o Change Management & Communication 
o Case Study
o Lesson’s Learned
o In Summary



Organization’s 
Projects & Management

o A Project is a Temporary Endeavor Undertaken to 
Create a Unique Product, Service or Result 
• Critical to Implementing Change in Organizations

o Functional Managers
• Resolves Day to Day Issues
• Ensures Resources are Sufficient to Keep Goal Aligned 
with Organizations Overall Strategy & Vision

• Typically No Formal Training and We Find Ourselves 
“Managing a Project”

• Best Person to Keep Project “Business Focused” 
• Need Basic Project Management Knowledge



Project Management Challenges
o A Project Manager is the Person Assigned to 
Achieve the Project Objectives…In Most Cases YOU
• A role, not Necessarily a job
• As Functional Project Manager (PM)

• May Lack PM Techniques & Understanding PM Lingo

o Why are Projects Challenging?
• Unique ‐ Something New ‐ No Blue Print
• Sometimes Difficult to Define When it Ends
• Working with People  (under pressure) 
• Too Much to do, Too Little Time
• As Soon as You Start, Something Changes



Project Timeline

Projects Can Go  Well and Stay Within Budget or 
Not so Well and Cost More in Resources, Time and Money   

Often Difficult to Define Timeline,
but Important to Plan, Assess Risk &
Work Towards a Defined Go‐Live Goal

Schedule

Quality?

TRIPLE CONSTRAINT
Change in  one
Side MUST

Affect Another
Side (or Both)



Functional Manager’s 5 Key Skills
o Articulating the Customer Need & Business Case

• Help Educate the ‘Whys’ and Communicate Objectives

o Creating & Cultivating Relationships (Balancing Act)
• Team Must Have Strong Relationships to be Successful
• Trust Vendor, but Challenge; Addressing Needs 
Immediately

o Staying Focused on Project Deliverables
• Hold Accountable and Understand Scope

o Understanding Your Key Dependencies
o Being Proactive About Project Risk



Why is Change Management and 
Communication Important?

Ensure Good Balance Between Needs and Competency

Change Threatens Equilibrium of the Environment

Individual begins to question:
• The new situation
• Ability to maintain control
• Personal competence – can I do it?
• New skills required by the change
• Time and energy available to make the change



Quantifying Change Management
Awareness 
Building

Defining Communicating Implementing Monitoring

• Technology 
Awareness

• Overall 
Project 
Awareness
•Governance
•Process
•Decision 
Criteria

• Needs 
Assessment

• Specification 
Development

• Identify 
Current Process
Issues and  
Opportunities 
for 
Improvement

• Solution Design
• Process 
Redesign

• “Super Users”/ 
Module Leads

• Progress 
Updates
•Council
•Executives
•Management
•Staff
•Public

• Policy/Process 
Changes

• Organizational 
Change

• Technology 
Changes

• Redesigned 
Processes
•Policy
change

•Process 
change

•Organiza‐
tional     

Change
• Technology 
Skill 
development

• Testing (UAT)
• User Training
• Metrics

• Performance 
Metrics

• Policy
Enforcement

• Coaching/
Mentoring

• Additional 
Training

• Perpetuating 
Change



Importance of Project Relationships 
"If it wasn't for people, Project Management 

would be a lot easier!"
I might also add "If it wasn't for people, Project’s 

would not get completed”
o Projects Create a Role Being Perfomed in 
Addition to a Persons Regular Job

o Projects Bring People Together for a Brief Period 

Implementing Department & Stakeholders

Team Members

IT & Implementing Department

Govt. Entity & Vendor

Vendor PM & Internal PM

Executive Steering Committee & PM Team

Technical Team & Functional Team



Case Study
About “The Project”

Upgrade of Oracle ERP System from 11i to R12

o Change to Chart of Accounts  
o Reporting Study
o Change Management and Communication



Case Study
Planning and Implementation

o Project Kickoff 
• Project Team & Roles
• Project Scope 
• Project Objectives & Outcomes
• Project Timeline 
• Stakeholder Involvement

o Project Approach 
• Planning & Risk Assessment (20%)
• Discovery
• Fit/Gap
• Configuration & Development
• Test, Test & Test, then Validate
• Change  Management, 
Communication & Training

• Go Live
• Post Production Support

o Oracle Assessment
• Input from Users 
in Beginning

• Create RFP &  
Scope

o ITOC 
• Gained Citywide 
Support

• Established Final 
Scope & Budget

o Council Approval



Case Study
Project Team

o Clearly Define Project Teams and Expectations
o Teams Included

• Implementation Vendor  Team
• Executive Steering Committee
• Outside Project Manager for the City
• Management Services Functional Team 

• Leads, Secondaries, Subject Matter Experts (SME), Key Contributor s
• IT Technical/Developer Team 
• Communications and Change Management Team  
• Training Team

Total Team Count:  Internal 97  &  External 14

Only the CORE team (36) Attended Weekly Meetings



Case Study
Project Organizational Chart



Case Study 
Project Objectives & Outcomes



Case Study
Project Timeline

City of Chandler R12 Upgrade

March April May June July August September October November

Discovery

Project Kickoff

Design (Fit/Gap)

Configure & Develop

Test  & Train Go‐Live

Support & 
Post 

Production

Monday, October 17th 2011 Go‐live



Case Study
Stakeholder Involvement

o Active Participation Throughout the Project

o Participation in Discover and Fit‐Gap 
Activities

o Regular Communications Via the Intranet, 
SharePoint Site, Website, Email, Meetings….

o Training, Training, Training



Case Study
Project Branding



Case Study 
Oracle R12 Website 

67



Case Study
Oracle R12 New Functionality 

Communication Docs



Case Study
Lessons Learned 

Avoid Common Project Pitfalls
o Set Realistic Timeline

• Build in “Cushion” for “What Ifs”
• Identify Post Go‐Live Items (non‐critical)

o Access Risk Appropriately
• Have Backup Plan for “What Ifs”

o Size Teams Based on Level of Effort
• Provide Backup for Daily Operations

o Assess Team Skills Appropriately
• Bring in Assistance Where Needed

o Avoid Mimicking Old System too Much
• Be Open to New Processes and Improvements

o Don’t Assume 
• Communicate Daily, Weekly, Monthly, Quarterly……..



In Summary
o Expect that You will Need to Manage a Project at 
Some Point in Your Career

o Do Not Underestimate Communication & 
Change Management

o Effectively Maintain Project Relationships
o Monitor Risks and be Proactive
o Celebrate a Successful Go‐Live 

YAHOO!

Continue to Monitor
Areas of Communication & Training



Thank you

Questions?

Dawn Lang
Management Services Director

Chandler Arizona
dawn.lang@chandleraz.gov
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Management Consultant, Trainer & Speaker

30 years Consulting:  ERP, Management, Information Technology

 15+ years Training:  ERP, Management, Information Technology
Provides Training for Project Management Institutes Certification Exam Prep Courses

 Certifications: PgMP, PMP, PMI‐RMP, ASAP, ITIL v3 Foundation

 Speaker & Author: National & Global Management Conferences

 Present: Program Manager, 
$50+ Million, 5 Entities, 12 Project Managers,  120+ total Team members

Passions

 Nature Travel
 Speaking
 Thinking

VeeZari, Inc. 

Consulting
 Training
 Coaching 

+1‐240‐381‐1984 Abe.Meer@VeeZari.Com



Current Realities

It is not enough to be a Technical  Expert  anymore

Managerial effectiveness has become a necessary survival skill 

Project Management has evolved into a Discipline now! 

Increased need to learn Project Management in a Hurry! 



Purpose of Presentation

Let’s Review Fundamentals

o Review Fundamentals to become a
Good Project Manager – Real Fast!

oDiscuss How to become an 
AWESOME Project Manager



Fundamentals: Project Lifecycle

Key Project Management Phases



Fundamentals: Key Components by Phase

Performing these tasks and 
Developing these documents is essential 



An Example: Project Initiation Document 

Key Focus Areas of Project Management

What? 

#1
Project 
Charter



1. Who are the Bosses?: Resources, Decisions 
2. Who are we Targeting to Deliver
3. Who is Doing the Work? 
4. Who else is Interested in this Project? 
5. Who else can impact this Project?
6. How do we organize them engage them?

How to become a Good Project Manager 

Key Focus Areas of Project Management

Who? 

Governing Board
Customers 
Team(s) & Team Members
Other Stakeholders

#2
People



1. Project Approach – Methodology, Tools & Structure
2. Scope – Phases, Functionality definition, Scope Control 
3. Schedule – Milestones, Deliverables
4. Change – Stakeholder Analysis, Engagement
5. Communications – Type, Format, Frequency, Distribution
6. Cost – Measuring, Reporting, Controlling
7. Quality – Assurance, Monitoring, Acceptance
8. Risk – Register, Mitigation Plan, Monitoring, Controlling
9. Staffing – Skills, Timing, Performance

How to become a Good Project Manager 

Key Focus Areas of Project Management

How? 
Project Management Plan 
…and Sub‐Management Plans

#3
Project
Management
Plan



# 4 – Four Pillars of Project Management 

Project Management Foundation



5 Keys to Project Management Success 

If we don’t manage them…they will manage us!

1.  Governance
2.  Resource Engagement
3. Communications Management
4.  Change Management
5.  Risk & Issue Management



How to Become An AWESOME PM

There are 5 Steps…to become an 
AWESOME Project Manager



Are you ready to begin the Journey?

Five (5) A’s to transform: From a Good PM  to an AWESOME PM 



Abe’s Five A’s to Become an Awesome PM

Aim

Acquire

Associate
Act Accelerate

Anybody Can Do it!



Knowing    
What…. 
You……. 
Want….

Abe’s Five A’s to Become an Awesome PM



Best Practices

Acquire Knowledge 

Aim – Know What You Want

Role Modeling Tools & Templates

Media

Lessons LearnedUser Groups

http://www.projectmanagementdocs.com

Abe’s Five A’s to Become an Awesome PM



Associate – with Right Entities

Aim – Know What You Want

Acquire – Knowledge

Associations Business Schools

Consulting Org.’sUniversities

Abe’s Five A’s to Become an Awesome PM



Sample of Industry Associations

PMI – Project Management Institute  
World’s leading not‐for‐profit professional membership association, 2.9 million members 
Has standards, certifications, publications, Global & National conferences, Project‐of‐the‐Year 
Awards 

IPMA – International Project Management Association
Swiss registered non‐profit membership‐based organization 
Promotes project management discipline internationally: certifications, conferences, IPMA Awards

AMA – American Management Association
Leader in professional development, organizations worldwide
Training, Seminars, Sponsorships, Alliances 

ITIL – Information Technology Infrastructure Library
Provides consistent and comprehensive set of practices for Information Technology (IT) industry 
Promotes standard approaches to service management geared to IT, world‐wide, has 
certifications 



Act & Adjust – Learn by Doing

Aim – Know What You Want

Acquire – Knowledge

Associate – with Right Entities

Application Plan‐Do‐Check‐Adjust

FlexibilityAgility Focused on Goals

Abe’s Five A’s to Become an Awesome PM



Accelerate – Internalize 

Aim – Know What You Want

Acquire – Knowledge

Associate – with Right Entities

Act & Adjust – Learn by Doing

DegreesCertifications

Abe’s Five A’s to Become an Awesome PM



Sample of Industry Certifications
PMI – Project Management Institute 

CAPM  Certified Associate in Project Management 
PMP  Project Management Professional 
PgMP Program Management Professional 

IPMA – International Project Management Association
1st   Level Certified Project Management Associate
2nd  Level Certified Project Manager

AMA – American Management Association
Certificates Project Management, Supervisory, Management Excellence….
Attend  3 qualifying seminars in a 24‐month period

ITIL – Information Technology Infrastructure Library
Foundation Basic certification for increasing awareness
Intermediate More intense on modules: Strategy, Design, Transition, Operation, etc.

Prince2 – Projects in Controlled Environments, version 2
Certification  By UK government agency Office of Government Commerce (OGC) 



# 1 – What: 

# 2 – Who:

# 3 – How:

# 4 – Pillars:

# 5 – Keys:

Take Away: How to become a Good PM 

Project Charter 

People

Project Management Plan

Scope, Cost, Time & Quality

Governance, Resources, Communications, 
Change and Risk & Issue Mgmt 



Abe’s Five A’s to Become an Awesome PM

Aim

Acquire

Associate
Act Accelerate

Anybody Can Do it!



Take Away

Knowledge Gained & Applied Consistently



Management Consultant, Trainer & Speaker

30 years Consulting:  ERP, Management, Information Technology

 15+ years Training:  ERP, Management, Information Technology
Provides Training for Project Management Institutes Certification Exam 

Prep Courses

 Certifications: PgMP, PMP, PMI‐RMP, ASAP, ITIL v3 Foundation

 Speaker & Author: National & Global Management Conferences

 Pursuits: Having Fun through: Management Consulting  & Training 

Thank You!!!
Abe Meer

Abe. Meer@VeeZari.Com
+1‐240‐381‐1984 



Questions?


