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• National, Local-Government Focused Consulting & 
Advisory Firm

• Worked with over 140 agencies and thousands of 
department users

• ClientFirst - Over 500 Agencies, Over 3,500 Projects

• ClientFirst - Dozens of Illinois Agencies Served

David Krout, CPA (inactive)

Managing Partner
ClientFirst Technology Consulting

Presenter
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• Over 30 years experience

• Leads the Enterprise Application Support Division of IT 
which is focused on making IT hAPPen

Doug Kappel
Enterprise Applications Manager
City of Carlsbad

Doug’s Not Here!
This Time

Presenting as a Case Study
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Today’s Topics

• Typical Agency Utilization

• Roadmap to Improved Application 

Utilization

• Best Practices

•Application Roles & Responsibilities

•Module Teams

•Needs Assessments and Process Reviews 

• Project Resourcing

• Business Analysts
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Typical Agency Utilization
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Typical Agency Utilization

• Using a fraction of the existing system capabilities

• Shadow Systems (Excel, Access, paper, other)

• Workarounds - Manual process or reconciliations 

surrounding core software modules

• Lack of integration between other systems/modules

• Limited/Poor Reporting
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Reasons For Limited Utilization

Limited Training
Under Scoped Implementations

Staff Turnover

Lack of Business/Application Analyst Support (skills) in IT Department

Challenged Implementations

Limited selection/procurement due diligence

Neglecting opportunity for process streamlining and 
automation

Under-staffed/scoped implementation services

Lack of ownership by core module leads and users

Budget/Resource limitations
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What Does Effective Utilization Look Like?

• Well-trained users

• Reduction of Excel and shadow-systems for reporting and processing

• Elimination of duplicate data entry

• Workflow and Automation capabilities

• More integrated solutions application suites and processes

• Personalized Dashboards and reporting shortcuts

• All required reports available to users

• Document archiving online
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Roadmap To Higher Utilization

• Departments taking ownership of applications and processes with IT 
support, if available

• Business/Application Analyst Support Staff (IT or some Depts.)

• Module Teams (Collaborative SMEs)

• Periodic Process Reviews, by module/functional areas

• User and Reporting Needs Inventories

• Ongoing Training
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One City’s Experience
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Applications Portfolio Challenges
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Applications 
Portfolio 
Challenges

Portfolio of over 
200 applications 

systems and 
modules

Data Silos

Redundant Systems
Legacy/Outdated 

Technology

Deferred 
Maintenance

Log-over-the-Fence 

Approach to 
Technology Projects

Shiny-Object 
Syndrome

“Turnkey” Systems
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Strategic Digital Transformation Investment 
Program (SDTIP)

• Comprehensive approach to planning for and funding digital transformation 

efforts throughout the organization

• Strategy for evaluating and prioritizing projects

• Strategy for identifying funding 
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What is Digital Transformation?

• AI Search – “the process of integrating digital technologies into all parts of an 
organization to deliver value to customers”

• Rethink how organizations use technology, people, and processes

• Practicality
• Using new technology or applications (shiny and/or efficiency)

• Innovative and Practical
• Enhancing customer services (internal staff and constituents)

• Changing or adding new business process
• Streamlining and automating processes

• Reducing manual work-arounds and driving down labor hours to allow staff to do 
more important tasks and analytics (including things that never get done)
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Strategic Digital 
Transformation 
Investment 
Program (SDTIP)
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Best Practices
This Presentation is Entirely 
Based on Best Practices

Ignore at Your Own Peril
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Key Best Practices

• Application Support Roles and 
Responsibilities

• Needs Assessments and Business Process 
Reviews 

• New or Existing System Requirements

• Resource Allocations and Project 
Management
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Roles and Responsibilities
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Roles And 
Responsibilities

• The days of total 
dependence on IT for 
100% of software 
application maintenance 
and support is no longer 
realistic

• Systems and 
functionality is too broad 
and in-depth
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Application Management Best Practices

• Best Practice for Departments to:

• Own and maintain their own business processes, 

therefore own their own application projects 

• More participatory management of application 

utilization and improvements

• Understand, document processes, and train staff

• Define staff Application Roles and Responsibilities by 

module
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Application Roles/Responsibilities

• Process Owners

• Power Users

• Module/Functional Leads

• Key SMEs
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Business/Application Analyst Support

• Focused on departmental core application modules (not 
desktop support)

• Business process analysis

• Application Training

• Ad hoc/custom report writing

• System setup and configuration Changes

• Project coordination

• Not a desktop/helpdesk technician
Sample job descriptions available 

upon request!
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Carlsbad Experience (continued)
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Department Involvement

• Roles and Responsibilities
• Identify early, review often

• Ownership and accountability

• Timeline and Milestones
• Project charter 

• Feasibility 

• Input and agreement from all stakeholders

• Resource Planning
• Identify roles and responsibilities within each department/division

• Identify early, review often

• Plan the work and time necessary
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Organizational Mindset

• Organization decides what projects/initiatives get prioritized

• Department involvement throughout application lifecycle

• Steering Committee

• Project Teams

• Governance Committee

• User Groups

• Education/Marketing
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Needs Assessment and
Business Process Reviews

https://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwiXjNy6-ZLPAhUM2SYKHQapBBkQjRwIBw&url=http://personalbarprep.com/&psig=AFQjCNFCrwNRtyYXPwcxMccKEs16AiTQEw&ust=1474083047705803
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Needs Assessment & Process Reviews

• Surveys/Questionnaires

• Process and Needs Workshops

• Manual Processes

• Shadow Systems (e.g., Excel, Access, etc.)

• Inventory Functionality Gaps

• Inventory Reporting Gaps

Needs Assessment

• More Detailed Process Walkthroughs

• Workflow Documentation

• Narrative Steps

• Diagrams

• Swim Lanes

Process Review Improvements

Find Ability to:
• Automate Manual Processes
• Eliminate Duplication
• Eliminate Spreadsheets & Shadow 

Systems
• Is a Process Truly Necessary?

https://www.google.com/url?sa=i&rct=j&q=&esrc=s&source=images&cd=&cad=rja&uact=8&ved=0ahUKEwiXjNy6-ZLPAhUM2SYKHQapBBkQjRwIBw&url=http://personalbarprep.com/&psig=AFQjCNFCrwNRtyYXPwcxMccKEs16AiTQEw&ust=1474083047705803
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Needs Assessments

Existing Systems Gap Analysis
• Detailed:

• Lists and Matrices of specific requirements
• Feature/Function Gaps
• Process Change Decisions
• Reporting Needs
• Training
• Integrations
• Conversions
• Bug/Fixes needs
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Business Process Reviews

• Configuring the knowledge of subject-matter experts (SMEs) 

into the systems automated workflows

• Identifying enhancement and streamlining opportunities

• Automating manual processes and eliminating paper

• Dramatically reducing the use of shadow systems

• Continual process - Not settling on the status quo
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Feature/Function Considerations

• Not all feature/function gaps have the same effect 

• Which issues or lack of feature/functions require significant efforts to 

work around (e.g., 2 hrs./mo. vs. 100-500 hrs./yr., or more)

• Avoid distraction by “bells & whistles”
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Carlsbad Experience (continued)
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Governance

• City requires for each enterprise application

• Governance Documents/Charter

• Governance committee

• Users group

• Change control process
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Change Management

• Deliberate component of every project

• Consistent messaging across organization:

• Stakeholders

• Impacted users

• Public

• Training

• Content

• Delivery methods

• User Guides

• Short term & long term
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Project Resourcing
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Change Management

• Effective Scoping

• Consider Independent Project Management 

Assistance

• SME

• Status Reporting

• Scheduling

• Module Teams (collaborative teams, spread the 

work)
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Change Management

• Testing

• Sample Transaction

• Full Cycle (e.g., procure to pay)

• User Acceptance Testing

• Conversion, customizations and integrations

• Reporting Inventory, creation and testing before 
go-live

• Training – Change Management Plan

• Communications
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Ongoing Training Best Practices

• Training

• Has highest and shortest Return-on-Investment (ROI)

• Think about long term training needs

• Know your users

• In-person versus virtual
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It's a lifecycle!

• "The only constant in life is change.”  —Heraclitus

• It does not end with the implementation!

• Application portfolio strategic plan establishes goal of a 
major upgrade every year, no more than two years.

• UAT is a part of every upgrade.

• "Pay for it now or pay for it later!"
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Business Analysis/Application
Support Structure
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Business Analysis Skill Sets

• Bilingual

• Department rapport across all levels

• Strong communication skills

• Written

• Oral

• Process improvement oriented

• Able to see macro and micro
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Business Systems Team

• Technologists closely aligned with departments

• Liaison between IT and department

• Not only understand technology but also:

• Business

• Applications

• Processes

• Identify business challenges and develop requirements
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Business Systems Team Organization
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Project Management Team

• Ensure projects are implemented 
following a standard methodology

• Maintain project schedule  and 
tasks

• Primary point of contact between 
city and vendor project manager

• Coordinate city resources

• Change management
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Questions and Answers
We’re happy to help
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David Krout, Managing Partner
ClientFirst Technology Consulting

DKrout@clientfirstcg.com 

Thank You!

mailto:DKrout@clientfirstcg.com
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DISCLAIMERS AND COPYRIGHT NOTICE

The information and opinions conveyed at IGFOA conferences, institutes, and seminars are obtained 
from sources believed to be reliable, but IGFOA makes no guarantee of accuracy. Opinions, forecasts and 
recommendations are offered by individuals and do not represent official IGFOA policy positions.  
Nothing herein should be construed as a specific recommendation to buy or sell a financial security. 

The IGFOA and speakers specifically disclaim any personal liability for loss or risk incurred as a 
consequence of the use and application, either directly or indirectly, of any advice or information 
presented herein. Unless otherwise indicated, all materials are copyrighted by the Illinois Government 
Finance Officers Association. The enclosed materials may not be reprinted, reproduced, or presented in 
any format without express written authorization. © 2024 

Illinois Government Finance Officers Association
800 Roosevelt Road, Building C, Suite 312
Glen Ellyn, IL 60137 
Phone: 630-942-6587 
Email:  info@igfoa.org 
Visit http://www.igfoa.org
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