P 3-TIER TRAINING PLANS
INCLUDE MIX OF INSTRUCTOR-
LED AND ELECTRONIC AP-
PROACHES ......cvreveannne. 2

IMPROVING EFFICIENCY,
MANAGEMENT DECISION-
MAKING, TRANSPAR-
ENCY, AND CUSTOMER
SERVICE FOR THE
STATE OF KANSAS

» AGENCIES WILL RETIRE
MULTIPLE LEGACY SYSTEMS
AND SOKI® ..o 3

» GENERAL LEDGER TEAM TO
. HOST BUDGET STRUCTURE
WORKSHOPS

Kent Olson (left) recognizes Diana
Wadsworth (center) and Randy Tongier
(right) for their “Bright Idea” submissions

The State of Kansas’s new Financial Man-
agement System (FMS) will be officially known
as “SMART.” Project Director Kent Olson re-
vealed the name at the Change Agent Network

Nearly 200 peo-

and responsibili-
ties of Change

Agents for State
Agencies on

Connie Guerrero, Enter-
prise Readiness Manager,
talks to agency Change
Agents.

January 22.

The Sun-
flower Project’s
Agency Readiness Team hosted the Change
Agent Network Launch in the Memorial Hall
Auditorium in Topeka.

“We wanted to kick off the Change Agent
Network and help agencies understand what to
expect throughout the life of the project,” Bryan
Loudermilk, Accenture’s Agency Readiness
Lead said. “An organized network allows the
Project to focus messages to specific people. It

® ISSUE 2

® VOLUME 1

® FEBRUARY 20, 2009

i

Grarcwoe Manacement, Recounme ano Repoanns Toor

SMART SUGGESTIONS WIN CONTEST

KDOT & LPA employees win “Bright Idea” Contest, Recognized at Launch

Launch Meeting on January 22. (See the story
on the Launch on this page.) The name is an
acronym for “Statewide Management, Account-
ing, and Reporting Tool,” based on suggestions
submitted by Randy Tongier of Legislative Post
-Audit and Diana Wadsworth at Kansas Depart-
ment of Transportation.

The Sunflower Project sponsored a “Bright
Idea” Contest to solicit suggestions for a name
for the FMS, yielding 127 suggestions. A com-

also helps agencies by allowing them to connect
with others who are going through some of the
same changes they are.”

The purpose of a Change Agent, according
to State Agency Readiness Liaison Jennifer
Dennon, is to communicate information back
and forth between agencies and Project mem-
bers, ensure their agencies complete tasks and
prepare for the transition to the Statewide Man-
agement, Accounting and Reporting Tool
(SMART) in July 2010. “They are key repre-
sentatives that support and work with Agency
Readiness Liaisons and other Project team
members to implement SMART. They are the
conduits for communication between the Sun-
flower Project and their agencies,” she said.

Mona Waltmire, State Agency Readiness
Liaison, pointed out that one of the tools
Change Agents received at the Launch was an
agency task list. “They will download their task
list from our website and manage it within their

mittee selected SMART from those submitted.

Tongier read a limerick he composed for

the occasion to the crowd:

Today as we make this new start

1 believe in the depths of my heart

With us all pitching in

We'll get through thick and thin

And when all the smoke clears, we’ll get
SMART.

CHANGE AGENT LAUNCH!

Agency Representatives Receive Task List, Role Descriptions, and Training Preview

agency. It lists tasks the Sunflower Project has
identified for agencies. Examples are Business
Process Workshops, training, Conversion
Workshops, etc.”

Waltmire said she valued conversations she
held with agency representatives, and found
their feedback helpful. “The agency representa-
tives clearly indicated they want to know more.
And we all are here to make their agency’s tran-
sition to the new SMART system successful.
We know it is hard work, we know it seems
overwhelming at times, but we are in this to-
gether and working together we will make it
happen!”

Dennon pointed out that the next steps for
the Change Agent Network include the March
26 meeting and visits by Agency Readiness
Liaisons to individual agencies. She said agen-
cies can find both the Agency Task List and the
name of the Liaison assigned to them at http://
da.ks.gov/ar/fms/.



KENT'S KORNER

A Message From the Sunflower Project Director

As you look through this issue
of the newsletter, you’ll notice
we’re closing some chapters on the
Sunflower Project at the same time
we’re opening others. In doing
that, we have also kept the Project
on budget, on schedule, and in
scope.

The timeline on
page 5 shows you
some of the high-level
accomplishments of
our first stage—and our goals for
this one. The “Upcoming Dates”
section on page 3 highlights some
important activities for your
agency to participate in. And on
page 5 you will see how we are
using results from some of the
surveys you have completed.

One of last month’s activities

None of us is as smart as
all of us.

PHIL CONDIT

was a sort of “check-up,” a quality
audit by an Independent Verifica-
tion and Validation (IV&V) con-
tractor of our project. I’'m pleased
to report to you that their assess-
ment was that our overall “health”
status is excellent.

In discussions with

them, I pointed to
the relationships
that the agencies
and the Project
team are developing. Your agency
project plans show a strong under-
standing of where we need to go
together, and how to get there to-
gether.

Boeing’s former CEO, Phil
Condit, once made the comment
that “None of us is as smart as all
of us.” I can’t think of a better

description
of what we
are doing
together
with the
Sunflower & A
Project. Kent Olson, Sun-
The more flower Project Di-
rector, pauses at
the Statehouse.

we share
our ideas,
questions, experiences, and
knowledge with each other, the
better our final product will be.

I am confident that we will
continue to demonstrate what we
can do here in Kansas. When we
ask ourselves what it is we’re do-
ing today that will matter tomor-
row and into the future, we can all
be proud of the important legacy

TRAINING PLANS OUTLINED

Role-Based Approach WIill Tailor Training to Users

The Sunflower Project’s training team is focusing
their efforts on what end users will do in SMART.
Gina Vinyard, State of Kansas Training Lead, ex-
plained it this way: “We attended all the Conference
Room Pilots to understand the tasks users will perform
at system go-live. We created the training curriculum
against these processes to ensure it includes all system
tasks. Finally, we expanded it to be sure we reach the
right learners with the right content at
the right time.”

“Training will follow a three-tiered
approach,” said Vinyard. “At Level 1,
the courses will be overviews that intro-
duce new terminology, summarize new
business processes, and generally outline the new
Statewide Management, Accounting and Reporting
Tool (SMART). Level 2 focuses on basic navigation
tasks in the SMART system. Finally, Level 3 courses
teach the steps to complete tasks related to employees’
roles in their agencies.”

Emilie Kroner, Accenture Training Lead, said end
users should expect to take training in several different
formats. “Our training plan capitalizes on a ‘blended
learning’ approach that uses multiple instruction and
delivery methods, including hands-on instructor-led
training and electronic learning courses. Blended
learning allows us to create tailored, just-in-time train-
ing that maintains a modular, scalable, delivery-
friendly, and flexible approach.”

“End-user courses will be ready in early 2010.
Agency end-users will have the ability to access 100-

Blended learning creates
tailored, just-in-time
training
EMILIE KRONER

Comprehensive,
300 Level '\ Role-based courses

Intermediate, System
Navigation Courses

and 200-level
courses

200 Level

through web-

based training Introductory, Conceptual

inNature Courses

100 Level

at their con-
venience. 300
-level courses will occur in the timeframe of April to
June,” Vinyard said.

A recurring question the team fields
about training scheduling is why it will
occur concurrently with agency fiscal
year end activities. “Best practices for
implementing any new IT system in-
cludes just-in-time training,” Kroner
said. “Training that takes place too early will not be
effective. A number of end-users will need to complete
their training just before SMART goes live so they can
perform their tasks. We’re working to minimize end-of
-year impacts to agencies. For example, we’ll work
with agencies to schedule staff involved in year-end
activities for earlier training sessions.”

Vinyard noted that the team will develop training
and performance support materials in several formats.
Training manuals, job aids, and an on-line system help
tool will be available to users, she said.

“We’re confident that we have built a training
program that both prepares SMART end users to per-
form their tasks at go-live, and provides a strong train-
ing support program as agencies begin using the sys-
tem.”

AC: Actual Cost

AM: Asset Management
Module

AP: Accounts Payable
Module

AR: Accounts Receivable
Module

Bl: Billing Module

BSW: Budget Structure
Workshop

CM: Catalog Management

CPI: Cost Performance
Index

EV: Earned Value
EX: Expenses

GL: General Ledger Mod-
ule

GM: Grants Management
Module

HCM: Human Capital
Management (was known
as HRMS)

HRMS: Human Resource
Management System (now
known as HCM)

JCIT: Joint Committee on
Information Technology

KK: Commitment Control
Module



SOKI** TO BE RETIRED

SMART Will Absorb System Functions

The Statewide Management,
Accounting and Reporting Tool
(SMART) is a single, integrated
system that will replace literally
dozens of other systems. One such
system that will retire is the State
of Kansas Interactive Internet
Interfunds system (SOKI*”,
which has been in place since
1999 to replace a labor-intensive,
multi-page interfund
voucher (IFV) form.

“The Sunflower
Project Steering
Committee decided
carly that one of the
main success criteria for this im-
plementation is to gain efficiencies
in central and programmatic agen-
cies, by eliminating dual entry and
the need for manual reconciliation,
re-designing and automating busi-
ness processes where appropriate,
and consolidating both central and
agency systems,” Peggy Hanna,

Agency representatives partici-
pate in Sunflower Project work-
shops.

The Internet Budget and Re-
porting System (IBARS) is one of
several existing systems that will
interface with the Statewide Man-
agement, Accounting and Report-
ing Tool (SMART). In March,
agency representatives will learn
about SMART’s budget structure
and provide input into how the
structure looks through a process
called Budget Structure Workshops
(BSWs).

“This is an opportunity for
agencies to tell those of us on the
General Ledger (GL) Team about
their budgeting needs,” said Brett
Bauer, State of Kansas General
Ledger Lead. “We’ll begin with
overviews of the budget and tree

Our goal is to use
SMART for as many
processes as possible.

PEGGY HANNA

Deputy Project Director, recently
said. “During pre-implementation,
agencies told us they could retire
more than 60 systems and multi-
ples of spreadsheets with the func-
tionality SMART is bringing. That
is the main reason the scope for
this project is so broad, and why
the Project and Agency team work
will be so intense. This is the
State’s one oppor-
tunity to really get
it right, eliminate
identified ineffi-
ciencies, and have
one ‘source of
truth’ for financial data.”
“Back when SOKI was
created, the time to process '
an [FV could span many
days or even many weeks,”
said Hanna. “So the Treas-
urer’s Office, with guid-
ance from Accounts &
Reports, developed SO

interfunds module. Later the Jour-
nal Voucher and Receipts modules
were developed. An Ordering
module is used by a limited num-
ber of agencies. It really was cre-
ated as a short-term stop-gap
method of adding efficiencies until
anew FMS could be imple-
mented.”

“Our goal has always been to
utilize SMART for as many proc-
esses as possible. We said from the
beginning we would retire SOKI if’
SMART could efficiently handle
these processes.

“Interfund vouchers will be
processed...(Continued on page 4)

WORKSHOPS TO BRANCH

structures, then we will discuss and

evaluate agencies’ budgeting needs
against the proposed structure.” He
said tree structure diagrams show
the hierarchy of data elements.

The GL Team plans 18 2-hour
workshops accommodating 15
agency representatives per work-
shop. Agency participation in the
Budget Structure Workshops is
required. Each agency can send up
to three persons to a workshop.

“These workshops will be a
great way for us to better under-
stand the agencies’ budgeting
needs,” said Amy Kuck, Accen-
ture’s General Ledger Lead. “We’ll
use the discussions held during the
workshop and the homework agen-
cies turned in afterwards to evalu-
ate whether the budget options
proposed for SMART can meet
their needs.” The homework will
be due within two weeks of atten-
dees completing their workshop.

[ INTO BUDGET STRUCTURES

Participants Will Provide Input on Budget, Tree Structures

“Our goals for the workshops
are first to review the budget struc-
ture options and tree structure set-
up with the agencies so they under-
stand their choices,” Bauer said.
“We simultaneously want to under-
stand the agency budget and re-
porting needs, and finally we want
to introduce new terms that will be
used within SMART.”

Kuck said the workshops
build from information agency
representatives gave the Project in
Conference Room Pilots (see last
issue’s story about CRPs). “As part
of the Project’s Analyze Phase, the
CRPs overviewed the system for
agency representatives, refined the
lists of requirements, and identified
gaps between the two. As part of
the Design Phase, the BSWs will
be a more in-depth discussion to
aid the GL Team in designing
SMART to meet Kansas’ require-
ments.”

AGENCY CHANGE
AGENTS

The Sunflower Pro-
ject website lists the
Change Agents for
each agency. Find it
by pointing your
browser to:
http://da.ks.gov/ar/fms/

February 2009: Chart of
Accounts Office Hours—
COA Homework is due to
sunflowerfms@da.ks.gov
at Close-of-Business on
February 27

e  February 2009: Configu-
ration Workshops

e  March 2 through 19,
2009: Budget Structure
Workshops

e March 26, 2009: Change
Agent Network Meeting
#2, Topeka & Shawnee
County Public Library

e  March 2009: Interface
Standards delivered to
agencies

e March through April,
2009: Interface and Sys-
tem Modification Work-
shops for agencies

e April 2009: Data conver-
sion standards and ap-
proach disseminated
(see story, p. 4)

e  Spring 2009: Data Con-
version Workshops initi-
ated.



PROJECT PREPARES TO CONVERT DATA

Standards and Approach Workshops to Begin in April

If there’s one thing that Nate Hill, Accenture’s
Data Conversion Coordinator, knows, it is that con-
verting existing data from legacy systems into the new
Statewide Management, Accounting and Reporting
Tool (SMART) is key to a successful implementation.
“Data conversion will enable the business processes in
the new system,” he recently said.

“There is a lot of work to prepare for the conver-
sion,” Hill stated, “and those activities are already
underway. The Project team will begin communicating
the standards and approach for the conversion, and
holding workshops for agency
reps in April. ”

“During the conversion the
data will be validated against
business rules and system require-
ments. There will be several iterations of testing to
identify and clean up data problems and practice the
conversion.”

Dean Arzoian, the State’s Technical Team Man-
ager, described agency and Sunflower Project Team
responsibilities. “Agencies
will be responsible for
preparing their data in the
format required by
SMART, and performing
necessary ‘data clean up.’
Of itself, that’s an effort
that shouldn’t be underesti-
mated. [t may involve cre-
ating extract programs for
‘ their legacy systems, or
Nate Hill is Accenture’s ~ populating data templates
Data Conversion Coor-  such as spreadsheets.
dinator Agencies will periodically

Agencies will convert both “Set-
Up” and “Transactional” data.

GARY SCHNEIDER

need to submit their data according to the Project
schedule for testing iterations and for final deployment
of the system by July 1, 2010.”

The State’s Implementation Manager, Gary
Schneider, pointed out that two data types will be con-
verted from agency legacy systems into SMART. “’Set
-up data’ are things like vendor information,” he said.
“This data will populate control tables for drop-down
lists. ‘Transactional data’ such as open Purchase Or-
ders and original and current balances on open grants
and projects will also be converted. Historic transac-
tional data, say a vendor payment
from July of 2006, will not be con-
verted because it won’t readily align
with the new chart of accounts.”

“From the agencies, a functional
person or business representative and a technical per-
son will be involved in preparing and submitting their
data for conversion, validating the results of the con-
version, and addressing data issues discovered during
testing.”

“The Project Team will process the agencies’
submitted data files into SMART,” Arzoian continued.
“The Project Team will provide reports to agencies
that are essentially feedback on the success of the con-
version. Agencies will use the reports to reconcile the
converted data with their legacy system data, clean up
any data errors they discover, and prepare for the next
round of testing.”

Hill pointed out that Sunflower Project Team
members will work with agencies the entire time. “We
will assist them in preparing their data, executing the
data load processes, providing feedback, and coordi-
nating the conversion activities within the project time-
line.”

SHADOW SYSTEMS RETIRING

Continued from Page 3.

be processed within SMART. We
are looking at several options. As
we move through the Project’s
Design Phase, we will be making
the decision about

SMART is a single, inte-

grated system that will
replace literally dozens of
other systems

which one will be
most optimal for the
agencies.

“True journal
vouchers are mostly

directly into the FMS via the Ac-
counts Receivable module.”

Gary Schneider, State Imple-
mentation Manager, said “All the
functionality in
SOKI will be avail-
able in SMART.
The way the func-
tionality works will
be quite a bit dif-

urer’s Office won’t maintain it in
the future. But each transaction
initiated in SOKI was uploaded to
STARS, so that information will
be available in STARS archives.”
“Our alternative was to inter-
face SOKI to SMART,” said
Schneider. “Interfaces come with
their own problems in terms of
timing and error handling. Even

processed in the General Ledger
module. Accounting transaction
corrections will occur in the mod-
ules where the original transaction
was initiated, however. This is an
important difference from the
current journal voucher system in
STARS. Receipts will be entered

ferent, because SMART is a com-
mercial-off-the-shelf system. But
as users become familiar with
SMART, they’ll find all the func-
tionalities there.”

“The architecture that currently
supports the SOKI system is anti-
quated,” Hanna noted. “The Treas-

maintenance becomes problematic,
because you have to maintain the
two separate systems in conjunc-
tion with each other. In comparing
SMART and SOKI, it was clear
the functionality was sufficient, so
this is the better solution.”

To help professionals un-
derstand workplace change,
John Kotter and Holger
Rathberger wrote Our Iceberg
is Melting as a “business
management fable.”

Iceberg follows eight Em-
peror Penguins in Antarctica.
One penguin uncovers a
situation that affects the entire
colony, but the other pen-
guins don’t want to listen and
deal with the changes coming
their way. The story describes
his efforts to convince them to
deal with reality.

The story outlines eight
elements for successful
change. It also describes the
roles of thinking and feeling in
organizational change.

The authors use the fable
approach to present their
material in an accessible and
non-threatening way. The
analogies to the professional
world are clear. Employees
whose job tasks and proc-
esses will change as a result
of the implementation of the
SMART system will find the
story useful to help them think
about the changes they face.

Our Iceberg Is Melting is
available in 17 libraries
across Kansas. Go to the
Kansas Library Catalog, a
service of the State Library of
Kansas, to find the copy near-
est you: http://ksuc-
agent.auto-graphics.com/
agent/login.asp?
cid=ksuc&lid=ksuc&mode=g



SURVEY STATUSES SUMMARIZED

An Overview of Sunflower’s Data-Gathering Efforts

When talking to various Sun-
flower Project team members, one
thing that quickly becomes clear is
that project decisions are data-
driven. To get the data they need
to make decisions, team members
have used, and will continue to
use, various surveys.

“It became obvious quickly
that we needed an efficient way to
gather information from a large
number of agencies,” said Les
Lauber, Communications Lead.
“We chose SurveyMonkey be-
cause it lets us do exactly that
through a web application. We can
watch results in real-time. We’ve
even adapted it to non-typical uses
such as workshop registration.”

Surveys the project has under-
taken to date include questions to
agencies about application secu-
rity, reporting requirements, meet-
ing evaluations, funding distribu-
tion splits, and the like. The table
on the right summarizes some of
these surveys.

Sunflower Project Surveys to Date:

ance Summaries

Survey
Survey: Sponsor: Results and Use:
November 2008: ) The frequf:nc;}{ of fuse }(l)f STARS]reports g]nd
Reporting Busmpss agency priorities for them. Resu ts compiled
. Intelligence to identify the reports that will be developed

Requirements . .

prior to Go-Live.

Learned how responding agencies manage
December 2008 their QA activities. Identified Statewide QA
Quality Assur- | QA Team strengths and areas to manage risks. Results

being used to develop QA standards for inter-
facing with SMART

Gathered participant reactions to the CRPs.
Using the results to improve the amount and

SUNFLOWER
PROJECT

Contacts:

MART

Grnreuso Meesemen Ao s Revoams Too

E-mail:
Sunflowerfms@da.ks.gov
URL: http://da.ks.gov/ar/fms
Phone: 785-291-0582
Fax: 785-291-3151

e sion
Distribution

December 2008: kinds of details to provide participants in

Conference . . R .

Room Pilots Finance Team | future meetings, tailor information to the

. agency concerns expressed in the evaluations,

Evaluation . . . .
and provide more information about meetings
in advance.

December 2008: Data Conver- Confirmed a need for this functionality across

Funding Split a wide agency-base. Identified the business

areas that would most use the functionality.

Januqry .2009" Technical
Application Team
Security

SMART.

Results being compiled at press time. Will D
identify Statewide security needs for

Publishing Editor:

Les Lauber, FMS
les.lauber@da.ks.gov
Contributing Editors:

Connie Guerrero, FMS
connie.guerrero@da.ks.gov

onna Harold, Accenture

donna.harold@da.ks.gov

High-Level Project Timeline and Agency-Related Activities

Plan &

Analyze
Oct ‘08—Dec ‘08

Design

Jan ‘09—Apr ‘09

Build

May ‘09—Oct ‘09

Test &
Deploy

Nov ‘09—Jun ‘10

Support

Jul ‘10—On

ills Assessment

e V Launch Project News-
letter

Conduct Agency Intro-
duction Meetings
Launch Change Agent
Network

Conduct Budget Struc-
ture Workshops
Conduct Configuration
Workshops

Distribute Initial
Agency Readiness
Assessment

Design Agency Inter-
face

Create Agency Conver-
sion Strategy

Design Training Cur-
riculum

Conduct Change Agent
Meetings

Conduct Business Proc-
ess Workshops

Distribute Agency
Readiness Assessments

Modify System

Adjust Agency Inter-
faces

Clean Up Data

Build Data Conversion
Processes

Conduct Business Proc-
ess Workshops

Build Training Courses

Conduct Change Agent
Meetings

Conduct Role Mapping
Workshops

Pilot Training Curricu-
lum

Conduct Train-the-
Trainer Programs

Train End-Users

Distribute Agency
Readiness Assessments

Plan Cutover
Test Agency Interfaces

Test and Load Data for
Conversion

Reconcile Data
Establish Help Desk

Perform User Accep-
tance Testing

Validate System

Cutover to New Sys-
tem: July 1, 2010

e  Support Production

e  Respond to Agency
Feedback

e  Decommission Redun-
dant Agency Systems
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