THIRD AMENDMENT
This Amendment made and entered into this18th day of _ July , 2023, by and
between Pinellas County, a political subdivision of the State of Florida, hereinafter referred to as
“County,” and Mirage Software, Inc. dba Bourntec Solutions, Inc. hereinafter referred to as

“Contractor,” (individually referred to as “Party,” collectively “Parties”).

WITNESSETH:
WHEREAS, the County and the Contractor entered into an agreement on August 28,
2020, pursuant to Pinellas County Contract No. 190-0719-G(PW), which was subsequently
amended by the First Amendment effective March 9, 2021, and Second Amendment effective
October 18, 2021 (hereinafter “Agreement”) pursuant to which the Contractor agreed to provide

services to upgrade the existing Oracle E-Business Suite landscape for County; and

WHEREAS, Section Six (6) of the Agreement permits modification by mutual written

agreement of the parties; and

WHEREAS, the County and the Contractor now with to modify the Agreement in order
to provide an increase to the contract expenditure, a term extension, and additional services as
defined in Exhibit A-7 - Statement of Work. 2023-24 Oracle E-Business Suite Modernization

Effort at the same prices, terms, and conditions except as modified herein;
NOW THEREFORE, the Parties agree that the Agreement is amended as follows:

1. Section Six (6) (“TERM OF AGREEMENT AND SPENDING CAP”) is revised to
reflect an increase in the amount of $1,900,000.00 for a revised contract total not to

exceed amount of $4,904,400.60.
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Section Six (6) (“TERM OF AGREEMENT AND SPENDING CAP”) is revised
to reflect a 6 month extension to the term of the Agreement, with the extension
beginning upon the effective date of this Third Amendment.

Exhibit A-7 - Statement of Work. 2023-24 Oracle E-Business Suite
Modernization Effort attached hereto is hereby made part of and incorporated into
the Agreement.

Exhibit A-7 is modified to clarify that all payments for services provided under
the revised Agreement will be made through the “Task Order Model” outlined in
Section 7.1, notwithstanding any potentially contradictory terms in Exhibit A-7 or
the remainder of the Agreement. Additionally, references in Exhibit A-7 to “pain
points” should be read to mean “deliverables.”

Pinellas county reserves the right to request resumes/CVs for any Bourntec
resource, remote or otherwise, proposed for the work defined in the enhancement
list. Should an assigned Bourntec resource not be meeting the requirements put
forth in the approved task assignments, County may demand the immediate
replacement of said resource on the project. The County expects any and all task
orders with Bourntec to be fulfilled by qualified resources with subject matter
expertise required to complete the assignments(s) as defined in task order
descriptions, without changing resources prior to completion.

Except as charged or modified herein, all other provisions and conditions of the
original Agreement and any amendments thereto shall remain in full force and

effect.
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Each Party to this Amendment represents and warrants that: (i) it has the full right and
authority and has obtained all necessary approvals to enter into this Amendment; (ii) each person
executing this Amendment of behalf of the Party is authorized to do so; (iii) this Amendment
constitutes a valid and legally binding obligation of the Party, enforceable in accordance with its
terms.

IN WITNESS WHEREOF the Parties herein have executed this Second Amendment as

of the day and year first written above.

PINELLAS COUNTY, FLORIDA CONTRACTOR:
by and through its
Board of County Commissioners

Chair Authorized Signature
\\\\;(‘)\‘);,}}' ,CJOZ"' Srujana Gudur
S A’{.«df % Printed Authorized Signature
28 %5z
=3 T .
EH SEAL I3z President,/CEO
., LSS Title Authorized Signature
% 154"' oY« Q\(\‘\
Ty
ATTEST:
KEN BURKE -
N/ fva,
Deputy Clerk

APPROVED AS TO FORM
By: _ Keiah Townsend
Office of the County Attorney
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Exhibit A-7 - Statement of Work

2023-24 Oracle E-Business Suite
Modernization Effort

Submitted by:

1701 E Woodfield Road Suite 200
Schaumburg, IL 60173
Phone: 224-232-5090 Facsimile: 847-805-6392

www.bourntec.com

(MWBE AND SBA SMALL BUSINESS)
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1. Executive Summary

Established January 1, 1912, Pinellas County (hereinafter “County”) is one of the most densely populated
counties in Florida. Pinellas County is 38 miles long and 15 miles at its broadest point, for a total of 280
square miles and 588 miles of coastline. It is the second smallest county in the state of Florida.

County completed upgrading its Oracle E-Business Suite (EBS) system from 12.1.3 to 12.2.10 in July of
2021. However, as designed, County did not correct the majority of the Enhancements that were
identified in core business processes with Finance, HCM, OPM, Time and Attendance, Payroll, Taleo,
Procurement, Project Accounting and Management, Grants, Employee Self-Service. County would like
to analyze current business process workflows and identify ways to:

e Reduce redundant data entry

e Focus on business process reengineering leveraging Oracle’s Out of the Box (OOB) functionality
and Industry Best Practices to help:

o Streamline/automate processes
o Reduce non-value-added work
e Eliminate silo processes where possible.

e This agreement will focus strictly on Bourntec Solutions’ (Consultant) specific scope. The scope
is defined by: Workflow analysis outcomes and reengineered processes for the below
workstreams:

o Procure to Pay

Receipt to Cash

Recruit to Retire

Projects Management
Projects Accounting
Grants Management
Fixed Assets Management
General Ledger

0O O O O 0O O O

e New features and functions within 12.2.10 to address the current workstream Enhancements as
documented in the ‘Pinellas EBS Modernization tracker_v1.0’ and priorities within Finance, HCM,
Procurement, Projects and Grants.

The Consultants will lead the efforts to:

e The current and future state of Oracle 12.2.10 functionality, business processes, controls, and
desktop procedures to mitigate documented Enhancements, as defined within this document,
to support the level of scope to be delivered in this phase. (Hereafter, referred to as
Modernization Tracker and/or Enhancements List in lieu of “Enhancements.”)

e Develop and/or configure Oracle 12.2.10 to support the reengineered workflow processes and

resolution of the defined functional Enhancements within Finance, HCM, OPM, Time and
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Attendance, Payroll, Taleo, Procurement, Project Accounting and Management, Grants,
Employee Self-Service workstreams inter-module touchpoints that impact up and downstream
functionality and data content and flow.

e Advise County on the execution of effective processes, mitigation of existing customizations that
are in direct conflict with core application functionality, and intervention of bottlenecks/silos that
impact efficiencies.

e Lead the effort to automate non-value-added functions based on predefined and future state
workflow(s) and business rules.

e Lead the effort to define and integrate a Single Source of Truth, System of Record, and/or
reduction of manual effort between EBS — Taleo. All other integration points will be documented,
but the detailed design and developmental effort will be based on the Consultant’s availability
and/or leveraging County’s BTS organization.

e Lead the following efforts:

o Update, creation, and execution of System unit and functional test scripts (scripts,
controls, results validation, and execution)

o Desktop procedures updates or creation

o System integration script creation/update and testing (Oracle modules, EBS to Taleo,
Taleo to EBS, and existing interfaces) to complete cross-organizational/department
processes

o Update or develop end-user training processes, material, and execution for all new
functionality and processes

e |ead and support Organizational Change Management (OCM) for the Oracle functionality being
deployed

o Perform knowledge transfer (KT) and train the trainer session to workstream subject
matter experts and BTS resources to ensure that they can support their focused areas
post-go-live

o Migrate functionality and code to production based on a predefined scheduled release,
currently defined as:

July 2023 - December 31, 2023
e lead and Support:

o Project Management with dedicated project managers (PMs)
o Process Integration Testing (UPIT)

o User Acceptance Testing (UAT)

o End-User Training

o Post-release Hypercare Support as defined in the section 7 schedule
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2. Overview of Proposed Activities and Deliverables

County will leverage the vendors Functional Resource model that will report to the County project team
representing specific workstream process owner(s) and sponsors. Consultants will be responsible for the
following activities and deliverables:

The tables below outline the key activities and deliverables.

2023-24 Oracle E-Business Suite Business Modernization Effort

+ Deliverables
O Participate in workflow analysis, lead reengineering of business processes, and resolve
identified Enhancements listed in Appendix B according to prioritization by the County.
+ Projects: Grants, Project Accounting Updates, Project Procurement
+ Procurement: Purchasing, iProcurement, Change Order, Supplier Portal
+ HCM: OPM, Payroll, OTL, Taleo Integration
+ Finance: AP, AR, CM, iExpense, FA, GL
+ Expand Enterprise Command Centers (ECC)
O Lead Technical Extensions
+ Taleo/EBS Integrations
+ OAF, EBS Workflow, Forms, Role & Responsibilities, Reports, ECC Dashboard
updates within,
® Projects
® Procurements
©® HCM
® Finance

O

Lead the updates to BR-100s system documents
Lead the development and updates to TEO40 test scripts for functional and process

O

integration testing

Lead with County creation/update of Desktop procedures and process flow
Lead with County End-User training material

Lead with County Testing validation and documentation

Customization mitigation recommendation document

Create KT documentation and execute KT to all primary and secondary SMEs

OO0O0Oo0ooao

Lead OCM efforts for Pinellas County workstreams:
+ Change Management Pre-work
® Create OCM Project Planning and Strategy
® Update and Approve Stakeholder Analysis and Engagement Plan
® Update Readiness Assessment Template
® Update and Approve Behavioral Change Plan
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® Update and Approve Team Communication Plan and Strategy
® Integration into current modernization project
O Project Steering Committee
Scope and Requirements Management
Risk Mitigation
Resource Management
Activity and Task Management

O0O0O0oOoao

Project Reporting
O Change Control and Management
® Create and Approve Feedback Strategy
® OCM Kick-Off Presentations
® OCM Kick-Off Meeting
+ Manage Personal Transitions
® Define and Obtain Approval for the Transition Model
® Define and Obtain Approval for the Change Process Model
® Define and Obtain Approval for Monitor Metrics for Continuous
Improvement
Complete Core Value Exercise
Execute a Readiness Assessment
Execute a Feedback Assessment

e & & 8

Review and Publish Best Practices Rules of Engagement
O Whatto do and say
O What not to do and say
® Review and Publish Best Practices Standards
+ Develop Change Plan
® Execute
O Transition Model
O Change Process Model

(S]

Create the plan to mitigate the impact to the business
® Implement the strategies to support:
O The plan
O Process changes
O Process controls
O Continuous improvements
Deploy the Risk Assessment Template and review results
Define and obtain approval for Success Metrics
Execute a Readiness Assessment
Execute a Feedback Assessment

e & & ® 8

Complete, Review, and Execute Change Communication Plan

©2023 Bourntec Solutions Inc. Pinellas County’s 2023-24 Oracle E-Business Suite Modernization Page 7 of 56

Doc ID: cc7082cech824af7d36e520ee27e56ba96f3faad



+ Implement and Monitor Organizational Change Management
©® Implement Sustain Change Controls and Reporting

Execute Final Readiness Assessment

Oracle Go-Live — Final Pass (Move to Production)

Hypercare

e & & 6

Evaluation of Change Impact:

O Execute a Feedback Assessment

O Execute a Risk Assessment

O Evaluate Continuous Improvement Metrics
® Present Evaluation of Change to Senior Leadership

Figure 1. 2023-24 Oracle E-Business Suite Consultant Deliverables

County will be responsible for the following activities and deliverables:
The tables below outline the key activities and deliverables.

2023-24 Oracle E-Business Suite Business Modernization Effort

+ Deliverables
O Business/Functional Support

+ Lead the testing and validating of new functionality and processes

+ Lead the validation & communicate the status of work efforts related to:
Projects: Grants, Project Accounting Updates, Project Procurement
Procurement: Purchasing, iProcurement, Change Order, iSupplier
HCM: OPM, Payroll, OTL, Taleo Integration
Finance: AP, AR, CM, iExpense, FA, GL
® Expand Enterprise Command Centers (ECC)

® 8 8 8

+ Perform all rollout of capabilities not being deployed at “Go-Live
+ Lead creation/update of Desktop procedures and process flow
+ Lead End-user training & Hypercare
O Technical Support
+ Support system configuration, extension development, and cut-over effort
+ Educate the Pinellas team on all new functionality (Oracle applications and
technical capabilities)
+ Execute regression testing

+

Review and approve all extensions and BR-100s and TE0O40 documents

+ Lead development and execution of functional testing for applications,
extensions, integrations, and data validation.

+ Lead mitigation of setups and code to production

+ Own existing customization updates and document creation

Figure 2. 2023-24 Oracle E-Business Suite County Deliverables
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3. Consulting Service Requirements

Consultant(s) possess expert functional, technical, and configuration knowledge across multiple
workstreams (based on the following functional areas: Projects (Accounting and Portfolio Management),
Grants, Project Procurement, iProcurement, iSupplier, Purchasing, HCM, Oracle Performance
Management, Time and Attendance, Payroll and Taleo) leveraging Industry Best Practices, processes,
and Organizational Change Management controls. This includes:
+ Oracle EBusiness 12.2.X requirements gathering and documentation for reengineering business
processes and pain point resolution

+ Agile solution modeling

+ Process and procedural documentation

+ Process flow defined at the workstream/multi-departmental transaction level

+ Industry Best Practices within a Public Sector/Government Organization

+ Organizational Change Management knowledge

+ Oracle Functional and Process integration testing

+ Development and execution of testing and training requirements

+ Atleast 1 new implementation and 1 upgrade leveraging Oracle eBusiness Technology

+ Supporting Future state “to-be” requirements, business justification, level of effort, and cost
creation and presentation to execute management

+ Working with an aggressive timeline and multiple organizations with various objectives

+ Flexible work hours

+ Ability to leverage the following tools to support documents and communications:
o Microsoft Office
o Microsoft Teams
o Microsoft Projects
o Microsoft Visio

4. Project Assumptions

The following identifies the known assumptions at this time. Be aware that these assumptions may
evolve over the life of the project.

+ Consultant’s time is based on an approved scope of functionality and level of effort and time to
complete the development, testing, production cutover, and Hypercare. However, County may
defer the roll-out of select functionality due to organization impact, incremental roll-out vs “big
bang”, and/or strategic timing aligned to specific key events, such as year-end close or benefits
enrollment. If County defers roll-out, this could generate a change request to support this effort
or be excluded from this agreement’s deliverable.

+ The consultant must possess the ability to work with a diverse group of individuals sourced for
multiple County and external organizations.

+ The county must adhere to the estimated project milestones and timelines of those milestones,
any delay in the County’s deliverables may result in a change request.
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+ Consultants will adhere to the priorities of the defined scope and project timeline and
deliverables.

+ Enhancements identified in Appendix B are fluid and subject to change based on workflow
analysis outcomes.

+ Enhancements listed in Appendix B will be resolved based on County priority and availability of
resources

+ Consultants must be able to work independently, within large groups in remote locations, and
with all levels of the organizations (Users, SMEs, Process Owners, and Executives).

+ The Consultant must have the ability to create and present, to all levels of the County, critical
training activities; Proof of Concept demos; test execution/results; and “To Be” future state
processes.

+ County will provide SME resources as required to support discovery, design, build, testing
(Process Integration and UAT), training development documents, end-user training, and
production cutover.

+ Certain applications (i.e., ECC, Taleo, etc.) and previously deployed functionality (i.e., 3-way
matching, Performance Management, iProcurement, etc.) rollout can be performed on an
independent rollout strategy if it does not include cross-applications dependencies or impact
other release schedules.

+ Consultants will provide resources to support the following milestones: Process Integration
Testing and User Acceptance Testing.

+ Consultants will work remotely.

+ County’s resources will assist Consultants in testing, configuration, and issue resolution as
needed.

+ County will assist with all updates, testing, and migration to customizations that are not
documented and/or outside of the standard functionality of EBS and the scope of the SOW.

+ AllISRs will be led by Bourntec and supported by County. SRs will be created as a Severity 1 based
on the 7/24 effort if it is critical functionality required for “go-live” unless the Business Process
Owner and/or BTS Leaderships accepts a workaround that mitigates with an issue until post “go-
live.” If anissue is not resolved in Hypercare, Bourntec will be responsible for working with Oracle
to resolve this issue and/or provide County Business with acceptable long-term workarounds

+ Any delays in systems accessibility, patching, decision-making, and access to key resources may
result in a change request

+ Capturing the Requirement Gathering between Bourntec and Pinellas Business and sign-off must
be completed within 2 weeks. If business delays occur, Bourntec will raise the invoice for the
workstream milestone.

+ UAT testing with sign-off must be completed in 2 weeks. If business delays occur, Bourntec will
potentially raise the invoice for the workstream milestone.

+ The delivery timelines are only estimates and are subject to change based on the complexity of
the requirement.

+ If the Enhancements for which requirement documents have not yet been provided (at the time
of SOW signoff) or the business requirement is unclear and requires further investigation from
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the Bourntec Team and Pinellas Business users may have an impact on the timeline and/or the
total deliverability of the solution for the Enhancements.

+ In the event of encountering the situation of not delivering the reengineered business process
solution(s) or pain point resolutions, at the end of December 2023, the management teams of
Bourntec & Pinellas County can discuss the ability to execute the pending work remaining to be
extended for an agreed period or to move to a future release as the parties deem appropriate

+ There may be blackout periods to support such things as school breaks, Independence Day week,
and/or unforeseen circumstances that would prevent the team from working on assigned duties,
i.e., force majeure, departmental blackout

+ Final deployment date and Hypercare date(s) to be determined post-build milestone and may
require a change order to reflect the change in dates
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5.

Develop Change Plan

5.1

Create the Path

To direct the Rational Thinker and motivate the Emotional Thinker, it is important to shape the
Path by focusing the situation and its surrounding environment. Without a specific plan there is
no clear path to get things done. Being specific narrows the focus, so the Emotional Thinker and
the Rational Thinker are more likely to work together toward the common goal.

Make the Required Changes Specific
Tweak the Environment
What looks like a person problem is often a situation problem. Simple environmental
tweaks may make the journey easier which can lead to dramatic behavioral changes
because less self-control is required to achieve the result. Look at the situation and
determine ways to make the right behaviors a little bit easier (those that support the
change) and the wrong behaviors a little bit harder (those that maintain the status-quo).

Build Habits

Think of habits as behavioral autopilot. Habits allow behaviors to happen without the
Rational Thinker having to take charge and exert self-control. Since self-control is an
exhaustible resource, the more behaviors that can occur without tapping into it the
better. Behavioral habits can be stitched into the environment using action triggers. An
action trigger initiates a preloaded decision to engage in a certain behavior. When
people pre-decide, they turn the control of their behavior over to the environment, and
an instant habit is created.

One type of action trigger is linking two behaviors together. For example, a person who
drinks coffee each morning can connect this behavior to writing a to-do-list for the day.
A more elaborate action trigger is the use of a checklist. It educates the Rational Thinker
on what is best and indicates the ironclad right way to do something. In complex
environments, it can help individuals avoid blind spots and provide insurance against
over confidence that can lead to mistakes.

Rally the Herd

In ambiguous situations, individuals look to other people for cues about how to behave.
People are incredibly sensitive to the norms and expectations of the communities they
are in, and instinctively try to fit in with their peer group. The Emotional Thinker looks to
the herd for cues about how to behave especially in unfamiliar or ambiguous situations.
Because behavior is contagious, publicize situations where the herd has embraced the
right behavior and intentionally create language to articulate what is different and better

about the change. These steps will serve to unleash the change by rallying the support of early
adopters in swaying others in the community to get on board.

We will use all the templates and tools provided in this section (Develop Change Plan) to shape the Path
in relation to your change initiative.



5.2 Implementation of Strategies

When implementing change, there are three strategies to consider: Pilot, Big Bang, or Phased Big Bang.

Pilot: Choose a Pilot implementation, if you are testing a new innovative idea, possible growth strategy,
or very risky core business operation. By implementing a pilot this will help the project team to analyze
results, determine Return on Investment (ROI) and identify areas of risk and/or improvement before a
full implementation roll-out. Ultimately, the reason for pilot testing is to test quickly and iterate as
necessary.

Big Bang: Choose a Big Bang implementation for initiatives that align to strategic business priorities
driven from the highest levels of leadership. A Big Bang is best used for rolling out a new system or
strategy that requires campus-wide adoption and is effective immediately. The implementation typically
occurs all at once, and mass communications are used to update and inform employees.

Phased Big Bang: A Phased Big Bang approach is used to chunk the implementation roll-out into
multiple releases. This approach aims to reduce operational risks associated with ramp up time or
scalability and gives the project team the opportunity to iron out any difficulties identified. Groups who
are selected for the first release must be willing to provide necessary feedback and be strong adopters of
the strategy. As each new release rolls-out, implementation is expected to get easier as it gains more
positive employee traction.

Example:
Release 1:  Roll-out —January 1
Release 2:  Roll-out - March 1
Release 3:  Roll-out —June 1

Characteristics of each Strategy

Pilot Big Bang & Phased Big Bang
Timeframe
L . Lasts less than 3 months More than 3 months
How long will this project run?
Risk
. ) . Low Risk High Risk
Associated risk of execution
Cost L :
. " High initial cost Low cost over time
Capital cost, 3" party resources etc.
ROI .
Volatile return Faster return
Return on Investment
Disruption to Operations Minimal; However, employees | Moderate; Organization will need
Ramp-up period, CM etc. may lack buy-in to test ramp up time
Next Steps for
. P . . Always a “go” decision; with
Implementation Go forward Requires go/no-go decision
. . Sponsor approval
as-is or iterate

Figure 3. Implementation Strategy

5.3 Risk Assessment Template

The purpose of risk assessment is to identify potential problems before they occur. This is to ensure risk
mitigation activities can be planned and implemented as needed across the lifecycle of the change initiative.
Use the following Risk Assessment Template to identify and address any issues that may hinder the projects
desired outcomes.




How to use the Risk Assessment Template:
1. List and describe the risk associated with the change initiative

2. Indicate the risk category:
o Compliance - Adheres to laws, regulations, and policies
Efficiency — Proficiently achieving the objectives of the process
Financial — Efficient stewardship of funds
Health & Safety — Promotes a healthy community and safe working
environment
Information — Supports accuracy and reliability of data
Operational — Productive use of resources
Reputational — Impacts Country’s brand
Security — Protect and secure information to prevent exploitation,
corruption, or loss of data
o Strategic — Supports organizational and departmental collaboration

O O O

O O O O

objective
3. Use the below Risk Assessment Matrix to identify the appropriate risk approach
Figure 4. Risk Assessment Matrix
4. For each risk identified with an approach of either Mitigate or Avoid indicate how the risk

will be addressed

5.4 Risk Assessment Template continued:

1. Risk Description 2. Risk Category 3. Risk Approach 4. Risk Plan
Sample: Ensure vendors’
Vendors used for roll-out of Compliance Avoid contracting terms
change initiative may violate include UCB’s right to
U.S. federal laws and monitor and audit
regulations

Figure 5. Risk Assessment



5.5 Success Metrics Overview

When implementing a change in the workplace, it is imperative to have success metrics. Success metrics can
be defined as the metrics that help leadership to assess the overall health and achievement of the change.
Success metrics are useful across all levels of the organization as they evaluate, indicate, and measure
performance based on the objectives set forth by the change initiative. From a leadership standpoint, they
help leaders understand the initiatives overall impact. Many of these metrics include specifics on how many
employees are affected and how the change has impacted their engagement.

The below graphic shows the cycle of determining and tracking success metrics for the change initiative.

Success Metrics are quantitative data obtained

from:
. . . .
5. (;onrg?huar;g:at RS e T, C.ustorrler Satisfaction
e metrics strategy = Financial Performance (e.g., cost, revenue)
= Operational Performance (e.g., rework, lead time,
handoffs)
4. Adjust = Product and/or Service Quality (e.g., quality, defects,
success metrics volume
strategy ‘ ’
(if needefl frequency)

= Public Outreach (e.g., number of people impacted)
3. Analyze data = Supplier Performance (e.g., reliability, durability)
Feedback is qualitative data obtained from:

= 1:1 Meetings

= Team Meetings

. Focus Groups

- Surveys

= Open Comment Box (Live URL available 24/7)
= Incentivized feedback

Success metrics and feedback are used to understand the current landscape of the change effort through all
stages of the initiative. Quantitative data can be disseminated via metrics reporting. Qualitative data must be
combined and grouped into common themes in order to bubble up relevant information. For transparency,
all impacted employees must be provided the outcome of the metrics and feedback provided to leadership.

*  Pre-Implementation — gather success metrics
Use the time before implementation occurs to hypothesize possible success metrics tied to the
change objectives. These metrics should be defined before Day 1 of the Pilot, Big Bang, or Phased
Big Bang kick-off.

* Implementation - Pilot, Big Bang, or Phased Big Bang Kick-off
The first three months is the learning curve period. During this time, expect many of the metrics to
be volatile. Typically, after 3 months the data will start to normalize, and a true pattern of the
strategy’s performance will emerge.

*  Post Implementation — monitor, control success, and promote continuous improvement
By the end of the testing period the change strategy should now be evergreen in your department.
To ensure its continued success, monitor and keep all success metrics visible to the users at hand.
Update these metrics with a particular cadence (weekly, bi-weekly, etc.) and have conversations
around achievements or improvement opportunities as they arise throughout the year. Refer to
Monitor Metrics for Continuous Improvement.



Employees have a responsibility to the County to be accountable for the changes made year over year.
Ongoing monitoring of metrics ensures a feedback loop for continuous improvement. This feedback helps
leadership to understand that no one process is forever optimal. By maintaining the conversation of metrics,
you can collectively celebrate success while continually exploring improvements together.

5.6 Success Metrics Template
Determine the metrics that speak to the change initiatives objectives and are critical to sustaining success.

What Is th Success Currently .
. at Is the . . requency
What is metrics data exists as a Data Owner?

measure? (Wkly, Mnthly,

etc.)

changing? category. metric? (Y/N)

Success Metrics Data Categories (Example):

Financial Operational Performance Product and/or Service

Performance (e.g. rework, lead time, handoffs) Quiality

(e.g. cost, (e.g. quality, defects,

revenue) volume, frequency)
Public Outreach Supplier Performance

Customer Satisfaction (e.g. number of people impacted) (e.g. reliability, durability)

Figure 6. Success Metrics



5.7 Feedback Strategy Overview

When implementing a change, we create a feedback strategy for each phase of the change:

Pre-implementation — used to understand existing concerns

Implementation — illustrates how the implemented change immediately impacted the
identified concerns and helps determine if iteration is necessary

Post-implementation — used to monitor and control the implemented change and
fosters continuous improvement

The data collected in each phase allows the Project Team to understand the successes and ongoing opportunities of the
roll-out. This information is communicated to the Leadership Team to enable informed decisions. The following graphic
illustrates the elements of the feedback strategy.

e n e
k v ta e L
1y ( ‘e- [~ n 15
st- o)

Figure 7. Feedback Strategy



5.8

When obtaining feedback there are various self-service or in-person methods to choose from. Use the tables below to
select the strategies that best apply:

Feedback Strategy Options

Self-Service Feedback Strategies

Pre-
Description Advantages . Implementation
Implementation
Surveys/User  Polls  (Survey
Monkey, Qualtrics, etc.) Used to
obtain the overall pulse of the | ¢ easyto use
change. It is best to use no more | ¢ reach large .
& . & 1 survey to 1 pulse survey Used periodically
than four surveys during the numbers of .
) . . understand sent one week for continuous
lifecycle of the project to avoid people ) )
. current state after go-live date | improvement
survey fatigue. * anonymous
(requires vetting of questions and (optional)
testing of tool selected prior to
use)
Open Comment Box .
An open text box that lives on a ) ||ve'URL
dedicated project specific web available 24/7
page or a department’s intranet. | * anonymous Ongoing Ongoing for
This mechanism is best suited for (optional) n/a throughout continuous
postimplementation where the * may leave implementation | improvement
feedback goes directly to the open period purposes
process owner for continuous indefinitely for
improvement. ongoing input
(may require ongoing monitoring)
* elicits
Incentivized Feedback
. . * creates
Use work appropriate incentives .
. S excitement
to increase feedback participation )
. that increases
(e.g. raffle, gift cards, event o Collect feedback
) individual n/a n/a
tickets, etc.). L over 2weeks
. - participation
(consider any potential impact the and leads to
incentive may have on the data
) word of mouth
being collected) .
marketing
1:1 Meetings * comfortable
Utilize 1:1 meetings to learn how setting Discussion topic
the change is being received * enables Discussion topic | Discussion topic | at each 1:1
(requires safety and trust) vulnerability at each ateach 1:1 meeting until
« gathers 1:1 meeting meeting change fully
individual in realized
depth feedback




5.9

Feedback Strategy Options Continued

In-Person Feedback Strategies

- Pre- .
Description Advantages . Implementation
Implementation
. Bi-weekly
Team Meetings .
meetings to
Allows employees to surface creates . .
. . 2-3 meetings to | collect/share 2-3 meetings to
feedback on the change in their transparency . .
] ] collect/share information collect/share
current team environment. raises group . ) . .
. . . information throughout information
(requires strong facilitator) issues . .
implementation
period
shared
Focus Groups (5-12 participants) expte?rl'enciz
Allows the Project Team to solicit participants
specific feedback from ke react together
P tribut Y and build off
con r|' utors. B of each 1-5 sessions n/a n/a
(requires strong facilitator and real- other’s
time transparency of information comments
captured) option to
curate
audience
Townhalls reach large
Use to summarize findings, numbers of
celebrate successes, and address people . .
-, 1 -2 meetings 1 -2 meetings
opportunities related to the change creates ) )
. to provide key n/a to provide key
across all key audiences transparency | | ) ' )
. L . information information
(requires strong facilitator and solicits
prepared agenda) community
input

Figure 8.

Feedback Strategy Options




5.10 Change Communications Plan Overview

The Change Communications Plan is a tool that provides the Change Manager with a high-level messaging plan for informing
important stakeholders throughout the lifecycle of a change project. These communications are used to create awareness and
provide key information to keep stakeholders updated appropriately.

Messaging around a change is often complex. There can be numerous stakeholders with varying interests requiring messages
to be framed differently. For this reason, it is important to have the right people in the room when drafting the Change
Communications Plan to ensure a holistic approach when determining: the audience (who), messaging (what), and
communication delivery method (how).

Work Session Participants:
* Change Manager
*  Project Manager
*  Project Leadership Team (Sponsor, Project Leads, Process Owners, etc.)

Work Session Format:
*  2-Hr Meeting (add additional meetings if needed)
O Include all required participants
*  Edit Process Improvement Communications Plan in real-time
O LCD Projector and Laptop

O Project Process Improvement Communications Plan template

Instructions for Change Communications Plan Template:

1. Using the provided template, work session participants will complete Sections 1 and 2 together to the best of their
ability. This is a working document and additional items can be check marked throughout the working session.

2. Begin to complete Section 3 by referring to the first identified audience in Section 1 and complete the template for all
messages related to that audience.

3. Continue to follow Step 2 until all audiences have been addressed in the Section 3’s plan.

4. Once complete, the Communications Plan is managed and owned by the Change Manager and/or the
Communications Leads who will ensure the execution of these messages.

Instructions for Change Communications Brief Template:

There are often numerous stakeholders with varying interests that require messages about the change initiative to be framed
differently. The Change Manager will use the completed Change Communications Plan to create Change Communications
Briefs for each determined communication.

Often in small to medium sized change initiatives, the Change Manager is expected to craft the messaging themselves. We will
use the Change Communications Brief Template as a thinking tool to outline your messages.

In the event that we are able to partner with internal Communications Specialist, we will provide the completed Change
Communications Brief Templates to them for reference as they prepare messaging for the project.



5.11
Project Title:

Change Communications Plan Template

Project Description:

Combine Case for Change and Compelling Vision wording obtained from Project Charter

SECTION 1: Determine Stakeholders

Prepare a list of Stakeholders that will require messaging for your project

SECTION 2: Identify Channels of Communication

Check all tools that you are interested in using for your project communications. Most audiences require multiple
communication channels to be reached effectively.

MESSAGING FROM EXECUTIVES
[0 Senior Leadership

[ Organizational Leadership

[J BTS Leadership

[J Departmental Leadership

[J Process Owners

[ Project Leadership

EMAIL

[0 Project Broadcast email

[ Process Owner emails

[ Organizational Change Management email
EDUCATIONAL TOOLS

O FAQs

[ Oracle Training/Release Content
[ Process/Desktop Procedures

[0 Testing Scenarios

O Training Manuals

O Training Workshops

MEETINGS

011

[ Technical Team Status Meetings
O Project Team Status Meetings
[0 Change Management Meetings
[ Process Owner Staff Meetings
[0 Executive Leadership Meetings

COMMUNITIES OF PRACTICE PRESENTATION
O TBD

ELECTRONIC MEDIA

[J County Newsletter

[J Departmental Communications
[0 Presentation Slide Deck

[ Project Newsletter

[0 Project SharePoint Website

[ Project Repository

[J System Notifications

EVENTS

[ Project Kick Off Meeting

[ Project Road Show

[J Town Hall Meetings

[0 Day in The Life (DITL) Show

[0 Executive Review Presentation
STAFF GROUP PRESENTATION

[ Process Owner to SLT Updates
[0 Departmental DITL Presentations
[0 HR Network

O Lunch and Learns

SOCIAL MEDIA

JTBD

PRINT MEDIA

[J Banners

O Brochures

[ Fact Sheets

[0 Newsletters

[ Post Cards

O Posters

OBTAIN PRE/POST IMPLEMENTATION
FEEDBACK

[0 Surveys/User Polls

[ Incentivized Feedback
[ Focus Groups

OTHER

O TBD

Figure 9.

Channels of CommunicationProject Budget and Commercials




5.12 Implement and Monitor the Change
Sustain the Change
When any forward movement towards the change is noticed, it must be reinforced. We will look
for bright spots, no matter how tiny, and reward them. Reinforcement of bright-spot behaviors
creates a snowball effect. As people begin to act in a new way, and are recognized for this new
behavior, it becomes increasingly difficult for them to dislike the way they are acting. As they act
differently, they begin to think of themselves differently, and as their identity evolves, this reinforces the
new way of doing things. At some point, the momentum shifts from resisting the change to supporting it.
This is how small changes, when reinforced, snowball into big changes.

We will use all the templates and tools provided in this section (Implement and Monitor the Change) to
sustain the change and keep the momentum going.

(Balance of this page intentionally left blank)



Change Readiness Assessment (final check before going live)

Use the below assessment to assess each team(s) and/or stakeholder(s) readiness for the change.

[0 Team: [ stakeholder:

Questions to Assess Change Readiness

Yes

Partial

No

(Awareness) Does your team or does your stakeholder understand...

1. the problems inherent in the current situation?

2. the opportunities that are being missed if the change does not happen?
3. what is trying to be achieved?

4. how things will be better?

5. how the change will impact their area of work?

6. what their role will be in the future state?

(Desire) Does your team or does your stakeholder...

1. know that management is aligned with the change efforts?
2. feel their concerns, questions, and needs are being heard?
3. feel hopeful about the future?

4. see value in the change?

5. believe a well thought out strategy is being put in place to achieve the change?

(Knowledge) Does your team or does your stakeholder... (skills, informational,
training)

1. have the necessary information, knowledge and skills to successfully fulfill
their role?

2. know where to go for additional information about the change?

3. know what campus resources are available to support the personal side of
change?

4. know what success looks like?
5. have a plan to achieve success?

6. know which behaviors will need to change?

(Ability) Does your team or does your stakeholder... infrastructure (systems,
tools)

1. believe that the organization has provided appropriate resources (time, staff,
information, etc.) to support the anticipated change?

2. have the necessary systems, processes, and policies in place?
3. have the ability to execute the new behaviors required for the change?
4. know how to perform the required tasks?

(Reinforcement) Does your team or does your stakeholder...

1. view management as a resource for removing/overcoming barriers?
2. have mechanisms in place to reinforce the required behaviors?
3. have metrics in place to assess the ongoing effectiveness of the change?

Total




Figure 10.

Monitor Metrics for Continuous Improvement

Change Readiness Assessment

We will use the below assessment to assess each team(s) and/or stakeholder(s) readiness for the change.

Once implementation occurs begin tracking the success
metrics identified in the Success Metrics Template. At this
point, these metrics are used to gauge a pulse on adoption,
engagement, buy-in, and to obtain an overall reaction to the
change. The Project Manager and Change Manager will
collaborate to create communications with a particular
cadence that disseminates both the quantitative and
qualitative data being tracked.

The graphic to the right shows the cycle of how tracking
success metrics contributes to a continuous improvement
feedback loop.

For project transparency, ensure all impacted employees are
also provided with a communication of the outcome of the
metrics and feedback that are shared with leadership.

6. Communicate
changes made to
affected
stakeholders

1. Use designed
success metrics
strategy

5. Iterate change Continuous

initiative
(if needed)

2. Collect data

Improvement
Feedback Loop

4. Share findings
with Project
Team

3. Analyze data

Figure 11. Continuous
Improvement Feedback Loop

Success Metrics are quantitative data obtained from:
* Adoption rate
o User reach (e.g., number of people impacted)
o Speed of adoption
o Number of exceptions made
*  Financial Performance (e.g., cost, revenue)
*  Customer Satisfaction
* Usage and utilization reports
o Operational Performance (e.g. rework, lead time,
handoffs)
o Product and/or Service Quality (e.g. quality,
defects, volume, frequency)
o Supplier Performance (e.g. reliability, durability)
* Employee Engagement
o Turnover rate (number of people leaving due to
the change)

Feedback is qualitative data obtained from:
¢ Employee buy-in o0 1:1 Meetings
o Team Meetings
e Employee feedback
o Focus Groups
o Surveys
o Open Comment Box (Live URL available 24/7)
o Incentivized feedback




6. Proposed Resource Sourcing Approach

Based on the previously stated Proposed Activities and Deliverables; Consulting Services Requirements; and
Project Assumptions, the Resource Sourcing Approach will leverage a Project Manager, Solutions (Business)
Architect with expert functional knowledge, eight (8) Oracle 12.2.10 functional expert resources, and four
(4) technical expert resources that will lead the effort to deliver the functionality to address the following
capabilities to address Enhancements within a multi-date release strategy.

Our Modernization efforts for Round 3 with Bourntec will proceed with resource planning and task
descriptions (mini-requirements and milestones) at a more detailed level than had been provided in the past.
The goal is to have the ERP Program Executive from Pinellas manage the coordination of drafts, as well as
approvals of each of the documents referenced above.

7. Project Pricing

Due to the interdependencies and timelines with the County’s 2023 Oracle E-Business Suite
Modernization Effort, we are assuming that our consultants will begin services once the contact has
been approved, which is expected before or by June 1, 2023, and will continue for six months
(estimating work effort per consultant of 26 weeks for Functional and Technical resources) with
possible future extensions through change requests as necessary.

The title and rates of resources that will be utilized are stated in the below table.

If additional or extended advisory service is required beyond the period of this SOW, a change request
must be agreed upon, approved by the project Executive Sponsor, and executed prior to work being
approved.



7.1 Task Order Model

* Upon execution of this agreement, Bourntec will provide Pinellas County with cost
estimates for specified Enhancements on a task order basis. Purchase orders will be
issued for each task and approval (notice to proceed) will be authorized by the project
Executive Sponsor. Discovery may be required to assist Bourntec with refining the
technical and business requirements for each scope.

* Invoices submitted must align with milestones within each task order agreed upon by
Bourntec and Pinellas County according to the terms outlined in section 7.2 below.

7.2 Payment Terms & GSA Pricing

* Bourntec is offering an off-site weekly rate for County’s E-Business Suite Functional and
Technical services as defined within this document.

* Local Government Prompt Payment Act terms apply. Per Bourntec GSA contract’s Prompt
Payment terms, Bourntec will provide an additional discount of 1% if paid within 10 days.
This will not increase the total invoice value if payment is not made within 10 days.

* Any additional services beyond the scope of this SOW will require a Change Order subject

to review, approval, and mutually agreed upon by the County and Bourntec.

¢ 10% holdback will be paid in full upon completion of the Hypercare for that functionality

*  Pricing and Labor categories used in accordance with Consultant’s GSA FSS
47QTCA18DOOLE

I

GSA Title

GSA Offsite for

each
consultant

Discounted Rate
for each
consultant

Project Manager Specialist

Sr. Functional Consultant

(Grants, Project Accounting Updates,
Project Procurement, Expand ECC
capabilities)

Sr. Functional Consultant
(Purchasing, iProcurement, Change
Order, Supplier Portal, Expand ECC
capabilities)

Sr. Functional Consultant

(Oracle Performance Management)

Sr. Functional Consultant
(Oracle Performance Management)

Sr. Functional Consultant
(Payroll, OTL, Improved Self-Services,
Expand ECC capabilities)

Sr. Functional Consultant
(Taleo Integration)

70-13251-021

70-13251-010

70-13251-010

70-13251-010

70-13251-010

70-13251-010

70-13251-010

Project Manager
Specialist (ERP)

Functional Lead
Specialist (ERP)

Functional Lead
Specialist (ERP)

Functional Lead
Specialist (ERP)

Functional Lead

Specialist (ERP)

Functional Lead
Specialist (ERP)

Functional Lead
Specialist (ERP)

$8270/week

$8270/week

$8270/week

$8270/week

$8270/week

$8270/week

$8270/week

$6035/week

$6035/week

$6035/week

$6035/week

$6035/week

$6035/week

$6035/week



10

11

12

13

14

15

Title

Sr. Functional Consultant
(AP, AR, CM, iExpense, FA, GL, Expand
ECC capabilities)

Sr. Functional Consultant
(AP, AR, CM, iExpense, FA, GL, Expand
ECC capabilities)

Sr. Technical Analyst

(E-Business 12.2.10 OAF, Forms,
Reports, APIs, Workflow; SQL, &
Technical stack; Toad, Oracle ECC
Technical stack; Project, Grants, SCM,
OPM & Expand ECC capabilities)

Sr. Technical Analyst

(E-Business 12.2.10 OAF, Forms,
Reports, APls, Workflow; SQL, &
Technical stack; Toad, Oracle ECC
Technical stack; Taleo Integration,
Payroll, OTL & Expand ECC capabilities)

Sr. Technical Analyst

E-Business 12.2.10 OAF, Forms,
Reports, APIs, Workflow; SQL, &
Technical stack; Toad, Oracle ECC
Technical stack; Finance & Expand ECC
capabilities)

Sr. Technical Analyst

(E-Business 12.2.10 OAF, Forms,
Reports, APIs, Workflow; SQL, &
Technical stack; Toad, Oracle ECC
Technical stack; Finance & Expand ECC
capabilities)

Change Management Analyst

Solutions Architect

Figure 12.

70-13251-010

70-13251-010

70-13251-025

70-13251-025

70-13251-025

70-13251-025

70-13251-004

70-13251-001

GSA Title

Functional Lead
Specialist (ERP)

Functional Lead
Specialist (ERP)

Technical
Analyst (ERP)
Senior

Technical
Analyst (ERP)
Senior

Technical
Analyst (ERP)
Senior

Technical
Analyst (ERP)
Senior

Change
Management
Lead

Architect Senior

GSA Offsite for
each

consultant

$8270/week

$8270/week

$5594.40/week

$5594.40/week

$5594.40/week

$5594.40/week

$8270/week

$8270/week

GSA Labor category utilization and discount offered

Discounted Rate
for each
consultant

$6035/week

$6035/week

$3520/week

$3520/week

$3520/week

$3520/week

$6035/week

$6035/week



8. Appendix A

The below table lists a few acronyms used in this document

Acronyms

AP Accounts Payable

AR Accounts Receivable

BPO | Business Process Owners

BTS | Business Technology Services
CMm Cash Management

DITL | Day in the life

ECC | Enterprise Command Center
ERP | Enterprise Resource Planning
FA Fixed Assets

GL General Ledger

HCM | Human Capital Management
ID Identification

KT Knowledge transfer

OCM | Organizational Change Management
OTL | Oracle Time and Labor

SLA | Sub Ledger Accounting

SME | Subject Matter Experts

SOW | Statement of Work

Sr. Senior

SR Service Request

Figure 13. List of acronyms and abbreviations
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