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HEADQUARTERS: 

Boca Raton, FL 

EXISTING LASERFICHE 

INTEGRATIONS: 

SunGard Naviline 
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Laserfiche Solution Contributed By: Ed Rolon, Information 

Technology fvlanager, Boca Raton, FL 

All new technology projects at the city of Boca Raton, 

FL, follow an eight step implementation strategy. Here 

is how the city automated its accounts payable process 

with Laserfiche Forms and Laserfiche Workflow. 



Lean Project Management 

Boca Raton created a Boca Lean Steering Committee or the Lean Team to 

oversee all Laserfiche projects. The city uses the lean methodology for project 

management which is a customer-centered approach that uses e><isting 

resources to identify areas for improvement by eliminating non-value added 

activities. Members of the Lean Team represent different departments such as: 

• Financial services

• Police

• Utilities engineering

• IT

• Compliance

Before automating their first process, the Lean Team participated in a general 

training about lean process improvement that was led by the city. 

1. GET A REQUEST

Potential projects are prioritized after they are received. The city tackles the 

most visible projects, such as the accounts payable automation process, first. 

These processes affect many staff members, so automation has the greatest 

impact in these areas. More employees are able to see a tangible benefit and 

therefore get on board with the project. 

2. HOLD A l<ICI< OFF MEETING

Once the accounts payable process was selected, the Lean Team participated 

in a "l<aizen" event during which they looked for as many improvements to 

the accounts payable process as possible. Afterwards, the team held a kick-off 

meeting with various representatives from departments throughout the city to 

discuss the overall team goals of the project, the project charter and scope as 

well as identify stakeholders. 
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3. GO THROUGH A LEAN DISCOVERY PROCESS

This was the most time-intensive part of the accounts payable project. During 

this phase, the Lean Team mapped out the existing process on the wall with 

sticky notes. Every step, no matter how small, was included. Once the process 

was mapped out the team evaluated each step and asked if it was value 

added. Non-value added activities such as walking a file to someone's office or 

obtaining three different signatures were identified as waste and discarded. 

During the discovery process, the steering Lean Team communicated with the 

rest of the city through monthly newsletters outlining the progress to help 

generate buy-in from stakeholders for eventual change. 

The LEAN Journey: Financial Services - Our First LEAN Newsletter! 

Welcome: to our fl�t LEAN Ne.wslette,I The Cl:ty'.s 
LEAN ,ioom� b�i;in c:n, F,bruiilry 10, 20l4 when 
'Shavne. Kavan,a;_h, Senror Manage:r of Re.S-l!!atch for th@ 
Goveroment Frnance Offiters Ass.ochnfon (GFOA] and 
Hilnv feflworUw. Prfncipal & Mi;ln-ilger of the 04.lalky 
and ProdUctMr,i ln'lptO�Ml!'r'tt Ct-nter (QPIC, LLC) 
provlded ill d.a� and -.a haU aeneral trafninJ si!Sslon 
aboul Lean Process lmprovemeflt. lhe, tralnln, Wils 
�111 at the □t•ls Downtown Ubtarv for 25 Oti,o 
employees. Training particip,jnts indL1ded all of the 
staff who would be woitin,i on irnproi,itnt the 
Acco1.mts Payable Process .and ind1V1duals from some 
of the olher City d�rtmenls. After the generill 
training �tan, the AcGOUnts Payabl� lAf) LI!!cm Team 
..spent the neii;t three -and -a ti a If days particlpaUng in .11 
11kailen� t-Vent. The. e.venl was rocu5ed on findins tts 
ma,-.y improvements to the Ac:counq; Payabk! PrQCe!i.!i 
.as. posslble. arid il al!io rnduded meelin,g •with va,kkls 
employees throughout tile Clty who rely on the 
A(:i::ouriq, Pijiyalile- Proi::ess- Refer to Jli;lge two.fcrmo.-e 
lrtformatlon about the t::a.l:ten eve,.l. 

The GFOA i:5i the pre.mlere. 9�S(li:;;iatton lor publI�r,r 
fil'\anLf!! profes!i.ionaJs: in the Ui,ited Stile!S and Canada 
.and the GFOA provldes aci::;ess to a Wide. range. of 
r�ardi pub��tio'lS .Jni:I ottie:r �luable. i11format.{011. 
CI\E!tlc out GFOA'S websh�; www-1tfoa_0ry �arry was 
our k!.td' tr·i!lln!!r .ind fac:lllta.tor and he [s a mcogttl�d 
Lean so�ernment leader in the Unlted States-. Ctiec� 
out QPIC's we-bslte• wwwAecJngoyg,nt,e_r .£Om as It i� a 
national resol.Jru cent@r for LI!l!ln g_ove.tnm!tit. 

If V(J\.I h.llR' quc�t1on,� ..iboui the 1nformu11on 
,ontamed 1n th,s news1eUct, p-le,11se contact 
lohannon Cmurh ;it SCrnurh@mybm:;i u� 
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Learning the LEAN Lingo: 

Lean: 

Lean is. -a boot ri!'thlr,kln1 what we do .and how we do tt, lean ts 
iii customer•c:entered �pproach that prov.Ides us wfth tool.s that 
ti�p us utilize e�isti"S: resourc� to id'eotify ar-eas for 
[mprovemer\t by eliminating non-value adc:l�d activitl%. �an 
ij not about po�ntin_g fh,geo,. t� is .arbout �rk:lng .ars a team, 
empowering empl[)Vee� ti!;;r find impro-..,ernen,� irJ i1 pro,cw and 
taklr-.g �eps tQWards lmprovetnt!!nt. 

Kolzen: 

Jap;u·1ese. term for "continuous improvE!ment" or "ch�n1e for 
the t.ette<." Typlcarlv, a sr,1i10 cro55-f\11ictlo1"1al team based on 
imprv'llement-effqr(. 

Non-�alue added a<tMt/es (Waste}: 

Activities- that cons:ume resources but i:reate no 1talue In the 
eyes or th! rustamer, wh@th@r internal or i!il:ernal. The:re ;:11e 
B forms of waste: fl/ Transport (2) lnvcnlo,y (3) MofJon (4/ 
Wollfng (5) O,,,rproduc/ng (6) Over.processing /7) Defects (8} 
UndervrJl4iilfl peo¢i's al,µlities. Refer to �e ·trve for mOf'l!! 
information c1btJul the 8 fomtS of waste . 

5S: 

SS Is a methOOolog� for !.t:ar,dann:r.ation,, Ol'£a"t1atlol\ and 
clea111hie5-S", .6it the he:irt 0J 5S i s "  ttie LEAN 10al 0, recluctoa: 
waste. Ttie five words that mil�e up the SS ir\dude Sort.. 
Straight�n, sl,lne, 5tandardlte, and Sll!lta,n. Refer to JJ,ag� riYI!! 
for more: Information i1hout thll! SS loo]. 



4. THE NEW ACCOUNTS PAYABLE PROCESS

Once the non-value added activities were eliminated, the new accounts payable 
process was designed in Microsoft Visio. Only value-added steps were included. 

Here is the new process the team designed: 
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5. DESIGN FORMS AND WORl<FLOWS

Once the new accounts payable process was finalized, the workflow developers 

created workflows and vendor information request forms. The finalized process 

progresses as follows: 

Before doing business with the city, a vendor must fill out an Additional 

Vendor Information form on the Boca Raton website. 

City of Boca Raton Additional Vendor Information Form 

Substitute W-9 Form 

Please reaa llllS rorm ana tomplete tne Information thereon oerore stgnlng ana returning. 11 you are a corporallon. we w111 not iSsue you a rorm 1099 (Rererence. 1.6401-3(<)). If you 
are a roretgn entity ao not complete tnts Torm. please rerer to Ille Internal Re\/enue service webSlle Tor aad1uona1 lnTormauon 

N3rM: (ills shown on your Income tu: r1tum)* 

Please rnt our llllS liekl. 

Business name/disregard entity name, If different from above 

Type ol Oruanlzatlon (Check One)• 

Corporation 

SOie Proprietor 

Government Agency 

Otner 

PURCHASE ORDER ADDRESS INfORMAT]ON 

Corporate Address• 

City* 

Contact N;1m1
11 

TAXPAYER lDENTiflCATION NUMBER INfORMATIQN 

1naMctua1 

Stole I Province\ Region* 

Telephone* 

Partnership 

Pos�I \Zip* 

Contact Emoll Address* 

L 

lnac.c-orc.c:•WCl'IS.tol'Jo119'171(5J,Fbd6StlMH trieFtin;Sti..,m16e��.-,�f'l9Sot.rSKuri&)'N�ustge ThtCC.tr«OQreetNtlc:Oltc1ttt..::i�SCN:•s«utiy�l"lbITTWJl'lill:lr 

denlA::atiOt!afld\llf'A::atl:M\ �11111:111111,,_,..,rft:<l'ICWICfl thlr:lf'ilndtli�� 

Emptoyor tdon!Hlcatlon Numboror social security Number (Chock ono)* 

Emptoyer Identification Numt>er 

109$ Repo"lng Status (Check One)* 

Yes 

ELECIBPNIC CERT]ffCAJlON 

SOt:lat security Numt>er 

No 

The-1)D')'Dt"t TINO C0frt1.it, notlutrp:icllOboc._up•�duetol'.aA,i'e IOf�MtftstM:l �IIC011'1it.1tie,,...,Mie t.U.S pe,t'l(lfl 

stgnatu,., Under penalty of po�ury, I ce"lfy thot tnls statement Is accurate and complete.* Date* 

The form is automatically saved in Laserfiche, and Laserfiche Workflow sends 

an email to the vendor confirming the form submission. Another automatic 

email is sent to the accounts payable manager who is also notified of the new 

form submission. 
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Accounts payable staff verifies whether the company is incorporated and, 

if the verification is complete, the accounts payable manager generates a 

vendor record in the financial system, SunGard Naviline. 

The accounts payable manager opens the form's metadata and populates the 

vendor number. She also selects Completed from the form status field. 

If the state of incorporation validation is not successful due to incomplete 

information, the accounts payable manager enters the reason why the 

form is incomplete in the comments field and selects an Incomplete 

form status. 

Laserfiche Workflow sends an automatic email to the vendor with one of two 

messages: 

A vendor number and instructions on how to forward invoices to the city. 

A notification that the form is incomplete and the reason why along with 

instructions for resubmittal. 

,; ..... 1. City of Boca Raton Vendor Number Information - Message (H1Mll 

Messagt I LaserfkhlE" 

� � ___.. CS, Meeting 

Reply Reply forward More • 
All 

' Field PW-chase Or_ 
To Maniger 

MOVE 

Mark Unread 

m Categorize • 

'I' FoHowUp. 

al, /Ni Find 

Rtlated ., 
lr;nsla.t.e 

-l Select • 
Zoom 

=[§) 

Halogen 

Delelt Re,pond 

i).l Team E-m•• 

Qu•clcStep< 

OfleNote 

.!,I ACUOns • 
Move r;, Edning Zoom . Halogen 

From: Ele<lronlc f'oymEnl 
TO! Rolon, Ed 

Cc 
Subject: City of Boca Raton V�ndor Numbe.r lnformaboo 

Welcome, 

Your City of Boca Raton issued vendor number for our financial system is 12345. Changes or a correction to your vendor 
information requires that a new Additional Vendor Information Form be submitted. 

Please forward purchase order related invoices directly to invoices@myboca.us using the format listed below. The City will only 
accept one invoice attachment per email. 

EMAIL FORMAT FOR SUBMITTING PURCHASE ORDER RELATED INVOICES 

Subject: Vendor rune PO#0xxxxx 

I. The nrune on your invoice must match the nrune used on the City's Vendor Information Form
2. Include the applicable City Purchase Order number in the email subject lin.e in the format of PO#0xxxxx 
3. The six digit number purchase order number should have been provided by the requisitioner and or the Purchasing Department.

If your invoice is not purchase order related, please contact the appropriate City staff (requistioner) to assist you. 

The City looks forward to working with you and if you have any questions, please contact me directly. 

Thank you for your cooperation, 

0 See more about Electronic Payment 
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ACCOUNTS PAYABLE

The vendor sends an email with the invoice

attached to a specific email address.

The email subject line identifies the vendor and

purchase order number.

The accounts payable clerk drags and drops

the email into the Accounts Payable\ Invoices\

Validation folder in Laserfiche and enters

the invoice number and amount into the

corresponding template fields.

If the email subject includes a purchase order

number, then Laserfiche Workflow performs a

lookup into SunGard NaviLine to check if the

purchase order is active.

If the purchase order is active, Laserfiche

Workflow creates a folder with the vendor

name under the Assignment\ Vendor folder

based on the first letter of the vendor name.

The accounts payable staff verifies that the goods

and services have been received in SunGard.

If the department has entered the receiver, 

the accounts payable staff selects the Pending

Payment document status from the Finance

Document Status field.

If the staff member from the department

hasn’ t entered the receiver, then the accounts

payable staff selects the Sent to Department

status. This triggers an email to the staff

member requesting the receiver to be entered

into the system and routes the invoice to the

Sent to Department folder.
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ACCOUNTS PAYABLE

When the payment is issued, a copy of the

check or electronic fund transfer notification is

imported into Laserfiche with Laserfiche Quick

Fields and Laserfiche Import Agent.

Laserfiche Workflow matches the payment

with the invoice and moves both to a common

folder in the record series area where it is

organized by fiscal year and due date.

City staff can search for

invoices through the city’s

Laserfiche web portal.
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ACCOUNTS PAYABLE

6. TEST

During the testing phase, the city had to redesign some parts of the workflow. 

For example, originally Laserfiche Workflow was sending an email to a vendor

based on the information stored in the customer database. Not all vendors had an

associated email address, so sometimes the email would not be sent. To remedy

this issue, the workflow was redesigned to send the email to a central inbox from

which the accounts payable manager routes it to the correct receiver.

7. TRAIN USERS

To train users, the Lean Team held training sessions and developed a step- by-step

guide to the new process that included detailed instructions and screenshots.  

This guide is available to everyone through the company’ s Internet portal.

Here is sample a page from the guide:
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ACCOUNTS PAYABLE

8. LAUNCH

After training was complete, the city launched the process into production, 

making changes as needed.

Benefits of Laserfiche

Automating the accounts payable process with Laserfiche has resulted in the

following benefits for Boca Raton:

Processing errors have been greatly reduced since purchase orders are

now automatically looked up in SunGard NaviLine and matched with

appropriate invoices.

The process is much faster since redundant ( or non- value added) steps

have been eliminated.

Customer satisfaction has increased tremendously since all vendor

information is now submitted through a single, electronic form.

Lost invoices have been eliminated since the system tracks the invoice

from the moment it is received through the approval process and onto the

final payment.

All documents including checks and backups are now centrally located

in the Laserfiche repository. Each department can check the stage of its

payments in the same system.
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