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I. Executive Summary
The City of Richmond’s Enterprise Resource Planning (ERP) system, RAPIDS (RVA: Advancing Proven Innovative Direction System) is an Oracle eBusiness Suite of applications that integrates internal and external management of finance, accounting, purchasing, human resources and other functional area information across the City.  The use of RAPIDS facilitates information flow inside the City, and manages connections to outside stakeholders.   It is a vital tool designed to integrate varied organizational systems and enable flawless transactions, improving operational efficiency and effectiveness, along with data accuracy, integrity and transparency.  RAPIDS will better City of Richmond’s position to become a Tier 1 City, characterized, in part, by a well-managed government, and provide the capability for improved customer service and citizen satisfaction.
After exhaustive research and careful consideration, City leadership made a decision to implement, in a phased approach, the world-class Oracle eBusiness Suite of applications over an eighteen-month period. In Phase 1, the following modules were tested and successfully implemented between October 2011 and August 2012:  Payroll, Human Resources, Benefits, Time and Labor, and Retirement.
In Phase II, General Ledger, Accounts Payable, Accounts Receivable, Procurement, Supplier/Sourcing/Contracts, Budget, Cash Management, Debt Management, Projects and Grants Management, Fixed Assets and Inventory went into production on July 1, 2013.
All sixteen modules were fully tested, successfully implemented, and are operating properly and in accordance with City functional requirements and City Policies. While ERP projects are complex by nature and impact all aspects of an organization, by all accounts the RAPIDS implementation was effectively managed, as evidenced by being within budget, and completed on time without major incident.
II. Background
The City’s decision to embark on RAPIDS was as a result of issues with existing critical business applications across the enterprise. To mitigate the liabilities associated with these failing systems, the City embarked on a very aggressive implementation schedule.  In June 2012, with City Council and Administration approval, it was determined, that in line with industry best practices for testing, training and organization readiness, to intentionally slow down the rather aggressive implementation schedule.  The additional time enabled the team to be more flexible, providing an opportunity to reengineer some key processes to reap an even higher rate of return on the City’s investment.
While the schedule to implement all RAPIDS modules was extended to July 1, 2013, the overall project remained within the original budget of $18 million.  Projected expenditures through stabilization targeted for year-end 2013 will bring the actual total spent to $17.75 million.  To date, a total of $14.5 million has been expended, with the remaining $3.25 million targeted for an additional 3-6 months of stabilization work, including City resources, troubleshooting assistance from the implementation vendor, hardware and software costs, and training.
III. RAPIDS Challenges
The RAPIDS initial eighteen-month implementation schedule was extremely aggressive, as compared to industry standards.  Other constraints included resources, budget, organizational change management and resource competency.  Time and resource constraints were eased when the project was extended a full year to July 1, 2013 to align with the industry benchmark for ERP implementation schedules.
· The City’s budget for RAPIDS initially did not allow for a Test Manager or Technical Writer.  
· RAPIDS electronic approvals through workflows also posed challenges.  Many users prefer to sign hard copies of documents.
· The City experienced significant challenges in finding a RAPIDS Program Manager to run this effort.  When a Program Manager was eventually hired he lasted only six weeks, and his contract was terminated. He went to City Council claiming to be a whistleblower.  While his claims were false, this prompted City Council to request an audit, diverting critical resources away from the project.
IV. RAPIDS Successes
Despite the challenges of RAPIDS, the outcome is a resounding success.  All modules are live, delivered on time and within budget, and are operating without major incident.  Issues are logged in a change control system and are monitored through resolution.  There were fewer than twenty Service Desk tickets on the first day of live production, and none of them were major or had any negative impact on operations.  In the first two weeks after going live, there have been fewer than one-hundred tickets.  Additional training materials have been developed, making it much easier and quicker for users to get assistance.  These have been posted on the City’s intranet website and this has been communicated numerous times to all users for their convenience.
Most of the credit for the RAPIDS success lies with the team’s herculean efforts, including late nights, weekends and time away from their families.  Resources were under great emotional stress, however due to determination, hard work and team work, the team produced an excellent product for the City.
A major key to the success of RAPIDS was the enormous effort focused on organizational change management through and beyond go-live.  Meetings with change agents are held each month, and training materials continue to be supplemented.  Updates, refresher training and Service Desk guidance have effectively reduced the number of calls and issues, improving acceptance of the new system.
The greatest RAPIDS business success story is the centralization of Accounts Payable in Finance and process changes in Procurement that will continue to improve efficiency, effectiveness, data quality and integrity, and transparency.  Based on these, the City will be able to take advantage of early discounts for vendor payments, where applicable, and automated three-way-matching by the system of purchase orders, invoices and contracts will minimize human error, labor and cost.
The project team worked with the Chief Administrative Office (CAO) to craft metrics for operational efficiency and effectiveness that can be reported directly from RAPIDS.  These include the aging of accounts receivable, the dollar value of early payment discounts from vendors, and many other critical measures.
V. Conclusion
RAPIDS is a vital tool designed to integrate varied organizational systems and enable flawless transactions, improving operational efficiency and effectiveness, as well as data accuracy, integrity and transparency.  RAPIDS will enhance City of Richmond’s quest to become a Tier 1 City, characterized, in part, by a well-managed government, and provide the capability for improved customer service and citizen satisfaction.
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