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City of
Boca Raton, FL

NUMBER OF EMPLOYEES: Laserfiche Solution Contributed By: Ed Rolon, Information
1.000-2,000 Technology Manager, Boca Raton, FL
HEADQUARTERS:

All new technology projects at the city of Boca Raton,
FL, follow an eight step implementation strategy. Here
EXISTING LASERFICHE is how the city automated its accounts payable process

INTEGRATIONS: with Laserfiche Forms and Laserfiche Workflow.
SunGard Naviline

Boca Raton, FL
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ACCOUNTS PAYABLE

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 existing
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
< T

» 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 KICK OFF MEETING

Once the accounts payable process was selected, the Lean Team participated
in a "Kaizen" 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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ACCOUNTS PAYABLE

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.

Newsletter LEAN - Februarv/ March 2014
L o

By: Shannon N. Crouch

City of Boca Raton

AP Lean Team from left ta right: Sha e e Sanches Ed Ralon, Cannie King.
Suarez-Elias, Victoria Guinn, Ella f by: Mark Witzen and Joh

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

Welcome to our first LEAN Newsletter| The City's
LEAN joumey began an February 10, 2014 when
Shayne Kavanagh, Senler Manager of Research for the Learnlng the LEAN ngo:

Government Finance Officers Association {GFOA] and

Hany Kenworthy, Principal & Manager of the Quality
and Preductivity Impravement Center (QPIC, LLC)
provided 3 day and a half general training session
about Lean Process Improvement. The tralning was
held at the Gty's Downtown Litrary for 25 City

ployees, Training partici included all of the
stafl who would be working on improving the
Accounts Payable Process and indlviduals from some
of the cther City departments. After the general
training session, the Accounts Payable |AF) Lean Team
spent the next three and a half days particlpating in a
"Kaizen" event. The event was focused on Rnding as
many impravements to the Accounts Payable Process
as possible and il akko induded meeting with various
employees throughout the Clty who rely on the
Accounts Payable Process. Refer ha page twa for more
Informatlan about the Kaizen evehl.

The GFOA is the premiere association lor publicsectar
finance professiunals in the Urited States and Canada
and the GFOW pravides access to a wide range of
researd publications and ether valuable information.
Check out GFOA's website; www.gfoa arg. Harty was
our kead tralner and lacllltater and he s a recognized
Lean government leader in the United States. Check
out QPIC's websites wew Isangaveenter com as Hisa
natlonal resnutce center far Lean gavernmearit.,

It you hawve guestions about tha infermavon

contained In this newsletter, please comtact
Shannon Crauch at: SCrauch@myboea.us
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Lean:
Lean is about rethinking what we do and how we do [t. Lean [s
a pp! that ides us with tools that
help us ulilize emstmg resources o identify areas for
p 1t by ell lue added activities. Lean
is not about pointing flogers. It is about working 35 3 team,
ta find i i a process and

taking steps towards improveiment.

Kaizen:

term for ® or "change for
the better.” Typically, a small crass!uncllonal team based on
improvement effort.

Non-value odded activities {Waste):

Activities that consume resources but create no value In the
eyas of the custamer, whether intemal or external, There are
8 forms of waste: (1) Fransport (2) inventory (3) Motion (4]
Waiting (5} O {6} Over (7] Defects i8)
Underutilizing peaple’s abilities. Refer 1o page five for more
information about the & forms of waste.

58

55 Is a hodal for and
cleanliness, At the heart of 55 is the LEAN sual of reducing
waste. The five wards that make up the 55 include Seort,
Straighten, Shine, Standardize, and Sustain. Refer Lo page five

far more information about the 35 ool /




ACCOUNTS PAYABLE

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:

Aceounis Payables Future Precess Swimlane
e MWL
L A7 SO vors QKNS MATETIAE ang |
3. Pmeosn wirmes b Firiren wa -~ |
s s ; /\\ ':Lvtmmnm
u::luw:‘.nﬂ:g:l varers g S0 Lo o TS \'u | mweemar i)
A7, L 2 wasesiiche DOk bR 90e Batd 0 AR
2 Gk 10090 Bk 0ukd D0 ks w A
Yerdo: Name utd B0 B B i Gl | s tomer o et s v |
3 Bmwd Auie maces e b eeertc M e |
2 $30er BT O VEnaer Naese 5 AP SfY rtehny, Prasrais chectd WA
i endon «Deskre | hang haew Py |
4= T ann numovr ocors Aows -r:;fmuuu“u:m
) — 3 |5 Larestin ends ewsion ind enacne |
a B3 i BO et 66 bncien |
- [
< 1 A e maras wrece et 1o L A5 SAS menks Ivuice e toDest i [lipe=ctapstancieips s b
(emaot e eert Vinger Yunbes i Loverficin | st W so Gat emprr e
(i 2 LinexSione ks i w L e |z e i demumen |
2 LowsGrtie eoky U = RIE ow » i . |
Venoer anis Badfaid g D6 VERo | U | Yokter o Ped ineoken
falaled Feqeshiog s B
§ Lecerfanie iris ikt 1 Verasy 4 4P Lrwtt i, Rt omd X eeomces | |tk mamE, TiDaite 1 BO
nueRing PO =t oer (et |
B ETedip mderiBi rptrnah baed
Hor ey |
|
& 1. Vanaoe recees Lt fiche emad
requesting B0 nwmber
E 2 Venct acs PO 1o invoice and gt
> = heh 10 AP Srar
L iquemices! recrives
e brequesong recissr bemmTeD I HTE |
-~ 1. ArquasEicne; encens recever in w72
g rct ngtfes A Stait v eo |
= D It #her 10841 e femoROne! |
2 et i ened the secewer, tesemnemn. |
g v 8 remircier smed

QUICKER BETTER SAFER | 9



ACCOUNTS PAYABLE

5. DESIGN FORMS AND WORKFLOWS

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-8 Fom

Flease read Inis form and complete the information thereon before signing and returmning. It you are a corporation. we will not issue you a form 1099 (Reference. 1.6401-3(c)). If you
are a foreign enlity do ROt complete this form, please refer io the Inlernal Revenue Senvice website for addilional Information

Name [3s shown on your in¢ome tax retum)*

Please fill out ihis fieid
Business name/disregard entity name, if different from above

“Type of Organization (Check One)*

Cotporation Govermnmenl Agency Individual Partnership
Sole Progrietor Other

PURCHASE ORDER ADDRESS INFORMATION
Corporte Address *

City* State | Province | Region® Postal \ Zip*

Contact Name* Telephone* Contact Emall Address*

TAXPAYER IDENTIFICATION NUMBER INFORMATION

Employer [dentification Number or Social Security Number (Check OI'IG}*

Empioyer deatification Number Social Security Number

1099 Reporting Status (Check One)*

Yes No
ELECTRONIC CERTIFICATION
Signature: Under penaity of perjury, | certify that this 1t is and plete.* 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

* 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:

« Avendor 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.

s > » s | :
= | i s v - City of Boca Raton Vendor Number Information - Message (HTML) =iEl
| File. ' Message | laserfiche o 9
I cL y 3 b 5 - AMm M |
\ 1 x ” _$ 8 Mearing |8 Field Purchase Or... I ﬂ' *E Rules A MarkUnread g 2 Find
| % Te Manager . = [l ovenste i Categarize - 2 Related »
g ;- Delete  Re Rej Forward B, pmore - - = Move Translate Zoom  Halogen
2 ML Pl Aﬁw - 33 Team E-mal = . ] acions * ¥ Follow Up * o % Select = .
Tag: Edning Zogm | Halogen
From: Electronic Payment Sent: Thu 6/4/2015 9:37 AM
o Rolon, Ed
o
Subject: City of Eoca Raton Yendor Mumber Infarmation
S
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 2 new Additional Vendor Information Form be submitted.

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

EMAIL FORMAT FOR SUBMITTING PURCHASE ORDER RELATED INVOICES

Subject: Vendor Name PO#0xxxxx

1. The name on your invoice must match the name used on the City’s Vendor Information Form

2. Include the applicabte City Purchase Order number in the email subject {ine 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, piease 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,

[
=
L=l

© See more about: Electronic Payment.
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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 NavilLine 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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(] 02-Axtagniment - Ligerfiche

Q¥ 4+ &}

LBi- SHEL - I8

Location

File Edit View Tasks Tools Recorss Window Help

Foiders
# 7 Busiding Department
Cony Ciere
Dev Senvices
Emgiloyes Webkink

= Fnance
i Accounts Fayables
Audtlog
3 L Crchs
EFfy
FRO5
Imvoices
4 L4 01 Vakdatian
+ e 02-Assignment
# L 03-Verification
04-Pencing Payment
Vendice Information
Cusinener Service
4 L1 Insuranz Policies
Payrod
# L Reports
Fera Riescue
GeaDocs Impoet foider
Human Resources
Imgpost tram Metwork
Intarmatian Techaology
L#Foirms
Pobicy Manual
46221 Public Webink
4 M Recond Sevies
Recreation Services
1 Rage Managemant
4 ARS
I Uity Sarvices
. Recycle B
i Search Renuts
1 4 BocaTest
4 d Posice

3 entries

Fields |Tags [Unls:llVemisignamms

grenant

Name = Entry I Finane
AdVencors 1123458
1-Z Vendors 18T
Ot Viendiors 1384015

=1 Finance

(=1 Accounts Payables
&) Audit Log
1 I Checks
- EFTs
;:ij% {_J FPOs
— _| Invoices
: 1 _| 01-Validation
B 02-Assignment
{1 03-Verification
}+{_| 04-Pending Payment

"i‘:,’ o

-

Financial Do v

Finance Document Type

Invoice v
Document Date

10/01/2014] B [=]
Invoice Number (required)

317868 lad % 13

>
Amount
$1,00 =
Purchase Order Number
012345 =] x
Vendor lumber
12345 = |
Vendor Name
123 Vendor —
Finance Document Status
Sent to Department v
Returned To Vendor Reason
7]
Due Date b
ok || cancal | Hep |




ACCOUNTS PAYABLE

» When the payment is issued, a copy of the SR Z i o
check or electronic fund transfer notification is aton: ssnsy R ——— v
. ) ; . Filg Edt Wew Tasis Took Records Window Help
imported into Laserfiche with Laserfiche Quick ot | = oy e
N Laserfiche Repositories 42 X 546
Fields and Laserfiche Import Agent. a0 S T
4 ity Cherk: 1163357
+ Laserfiche Workflow matches the payment R st
. . . i Finance 1176975
with the invoice and moves both to a common b 5 v Resc 1rrsas
1 GeaDoes Impant Folder 1179370
folder in the record series area where it is iy lecai 0 e
organized by fiscal year and due date. ety v
+ Palicy Marusi 1190564
Public WeblLnk 1193868
*) Record Seres 1194937
¥ ) City Cerke 1196268
# ¥} Devesopment Senvices 1166858
) Finange 14
+ ) Accounting 1201353
) Acgounts Payabies 1204953
) Paid fvaloes 1204807
-l St
+ %) Customer Service 1218824
&) Eire Rescus 223
-7 Infoemation Technology ws02a9 :2;5::
+ ) Municpal Services 0150226 1228252
Regreation Servces 20150301 3
ARB w5032
nility Sennces 050319
= Ricycie Bin 20150320
W] Search Results 0150306
+ 4 BocaTest 0150327 12807148
- d Palice .w&&_m,{v 1243198
:Jmnw 1he coment e stte
+ (City staff can search for = — (T —
[ S T T — - % -8 S S

invoices through the city’'s
Laserfiche web portal.

Laserfiche Webl ink- Employee Access
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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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Laserfiche Accounts Payable Process Documentation

Ill. Invoice arrives in Finance

[ Laserfiche Repositories
= 4 Administration
— L Finance

. Invoice arrives to Finance via - Accounts Payables

Vendor email or City Department 7 Checks

email to specific email address: =~ EFTs

Invoices Ca.US. Invoices

-

. Email subject line should include ~ Active PO

Vendor Name, ‘PO# and the Inactive PO

actual Purchase Order Number. Na PO

=1 02-Assignment

. AP Staff move the email by + Al Vendors

dragging and dropping into J-Z Vendors =

Laserfiche ~ Other Vendors i

‘Administration\Fi \Account 03-Verification

s Payables\nvoices\01- Returned To Vendor

Validation’ folder (Figure 1). =~ Sent To AP Manager

1 A-] Vendors

. Laserfiche assigns the LJ-Z Veidors

Financial Document template to =1 Other Vendors

the email. Sent To Department

04-Pending Payment

. AP Staff enter Invoice Number 70 Record Series

and Amount in the = M Finance

cormesponding Metadata fields S Azeokinty Fayalip

(Figure 2). " Paid Invoices

= Recycle Bin
© 4 BocaTest +

Figure 1 - AP Staff move the email into Laserfiche
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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 NavilLine 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.

* Lostinvoices 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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