Virginia Housing Development Authority
Change Train Express (CTE) Initiative

“Through effective planning and communication, this initiative has transformed VHDA into an
organization even better equipped to address the challenges of a changing environment.”

Art Bowen, Project Executive Conductor & VHDA Managing Director - Finance

Brief Description

The environment in which businesses operate is constantly changing. This is especially true for those businesses
operating in today’s volatile housing industry. VHDA’s Change Train Express Initiative was developed to be a
structured, coordinated, authority-wide approach to developing and implementing an Enterprise Resource Planning
(ERP) process that promotes the effective interface between the Authority’s finance, accounting, procurement and
human capital information systems. The change train theme enabled effective communication of this multi-element
effort with VHDA management and associates.

ERP uses computer technology to enable better data management, associate self service, and business reporting. It
addresses many of the tasks that are completed manually in day-to-day work, or by using multiple systems or
spreadsheets. ERP automates the requisition process for goods and services, and enables online budgeting by
replacing Excel workbooks. Additionally, the majority of accounting activities are integrated into one system. VHDA
users can now access information from one resource to complete multiple tasks.

Organization, communication, and training were three important elements of the Change Train Express Initiative.
The organization of the effort was critical and relied on an effective Project Management Office (PMO) and processes
which were augmented by a number of special teams comprised of representatives from the impacted departments
as well as subject matter experts from the support departments. The ERP Program Team routinely conducted
recognition and program progress review sessions with many of the program’s participants. Examples of such
sessions included an overview of Change Management and how organizations can best position themselves to
understand, plan for, and accept change. Change and ERP went hand-in-hand as our teams developed
implementation plans for their modules such as Finance, Accounting, Procurement and HCV (Human Capital
Management). Furthermore, Organizational, Development and Learning (OD&L) partnered with the ERP project
teams, specifically the Organizational Change Management (OCM) Team, to design training for end-users that
recognized change and provided support.

Many associates were involved in training to learn how to use the ERP application that was specific to their job
responsibilities. VHDA employed blended learning opportunities, including classroom instruction, online training,
learning labs, and reference guides. Associates were provided with “just in time” learning opportunities and ongoing
resources for successfully using the new system. VHDA also developed a Frequently Asked Questions (FAQs)
document for Associates which was regularly updated with questions from associates and the applicable answers.

The associate e-newsletter — “The Press’- was used extensively to communicate the ERP initiative through a
special section titled “The ERP Express” which provided progress information and training announcements to
associates. Leadership was committed to providing accurate and timely information through “The Press” and
quarterly Associate Meetings.

Why It Was Undertaken

Financial solution providers are driving the market toward fully integrated business solutions in order to decrease
costs and increase operational flexibility. Successful organizations get the most benefit from standardizing
processes and deploying them across their enterprise because that gives them the ability to quickly innovate on
these processes. ERP enables:

e access to associate paychecks through Employee Self Service,

o the online requisition of office supplies
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o electronic filing of expense reports, and
o creation of annual budgets online by Budget Center managers instead of using Excel spreadsheets, and the
ability to view reports for their work areas.

Benefits include:
e enhanced visibility and improved communications throughout the organization,
improved planning and forecasting,
robust reporting for Finance and Human Resources,
reduced operational costs through streamlined processes,
increased productivity,
reduced labor costs through the elimination of redundant manual processes, and
an integrated single-source of information, with the added benefit of eliminating seven legacy systems that
supported the Finance, Human Resources, and Procurement departments.

What VHDA Has Accomplished

VHDA successfully implanted all of the core modules on time and on budget. These included:

e Human Capital Management
Enterprise Financial Management
Supply Chain Management

o Punch-Out

o Contract Management

o Strategic Sourcing
Business Intelligence
Budget & Planning

The Budgeting & Planning (LBP) module was used for preparing FY 2012 budgets. Accounting Unit Managers
attended system training for LBP which included general navigation as well as budget preparation. Data was input
directly to the module. The FY 2012 budget was finalized using the module and used for ongoing reporting.

Requisition Self-Service (RSS) is the online ordering system for everything from paper clips and pens to building
supplies and maintenance contracts. Designated associates and approvers in every division were trained and
provided resources for the system. Procurement provided hands-on assistance. With the implementation of RSS as
a one-stop ordering site, the Supply Room closed permanently.

Why It Is Meritorious and Meets NCSHA Judging Criteria

Innovative
We are aware of no other HFA that has implemented an ERP that is this comprehensive, with this many components
on time, and within budget!

While ERP’s by nature are complex and normally undertaken by much larger agencies and take years to implements,
the established VHDA PMO process enabled this agency of 300+ associates to complete and implement the
system in 10 months, while staying on schedule and under budget. This approach required that only a fraction
of the workforce be involved with the ERP implementation via team participation. Likewise, innovative comes from
“built in” interfaces and integrated business modules, which removed the silo manner of doing business, and
facilitated all modules being capable of communicating with each other.
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Replicable

Any HFA can replicate this initiative and others by instituting an established PMO best practices module within its
organizational and communication structure. Other state HFAs have used other VHDA business templates and
tweaked them to meet specific needs — ERP implementation is no different. VHDA's approach can be replicated and
modified to fit the needs of any HFA.

Responds to a management challenge or opportunity

The original management challenge was to find a system to replace an outdated accounting system that the vendor
planned to stop supporting. While researching the availability of such a system, it became apparent that the
environment had changed. No longer were vendors simply offering a “finance program;” they were offering
integrated systems with the capability of handling data collection and usage from various business areas within one
system.

Achieves measurable improvements in agency operations

VHDA has moved from maintaining several manual processes to full automation in the budget process, which has
eliminated the disconnect between business units and accounts payable. The system has greatly reduced the
amount of time needed to generate reports, while ensuring accurate data was extracted from various system
modules. Data only needs to be entered once, thus removing data entry errors along with the use of “built-in” system
quality controls that further reduce errors.

Provide benefits that outweigh costs

This one-time investment by VHDA will sustain the Authority’s business for at least 15 years, with the vendor
providing the necessary updates as business needs change. Furthermore, the system provides transparency
whereby end users can view data/reports as they need them without waiting for a report or information from another
business unit. The new system ensures that accurate data is available at all times along with improved business
processes, such as electronic procurement and contract management.

Demonstrate effective use of resources
VHDA no longer needs to dedicate IT support staff to maintain multiple systems, thereby increasing the availability of
staff resources to address other business needs.

Achieve Strategic Objectives
An outdated accounting system was replaced with an updated “one-system concept” which increased efficiency
without draining staffing resources.

Conclusion

In today’s world, managing information and technology effectively is a necessity, not an option. VHDA is mindful that
our mission demands we use our resources prudently and productively. In fact, our customers, stakeholders,
business partners, the state legislature and the citizens of the Commonwealth of Virginia expect this of us. As a
result, running a lean and efficient operation is imperative if VHDA is to continue to be a successful and credible
organization in the affordable housing arena. The CTE Initiative is the latest example of continuous quality
improvement at VHDA that addresses customer and stakeholder expectations. Also, we are aware of no other
HFA that has implemented an ERP that is this comprehensive, with this many components on time, and
within budget! Although VHDA has always been a well-managed and well-controlled organization, the CTE
Initiative helps ensure continued organizational competitiveness in an uncertain environment. Standard & Poor’s has
rated VHDA very highly in all aspects of HFA management. This rating reflects VHDA's proactive approach to
maintaining the organization’s operational foundation, which allows us to minimize inefficiencies and better position
resources to ensure the accomplishment of VHDA'’s short and long-term strategic objectives.

Attachments: Lawson flow charts, screen shots, and VHDA’s Change Management Model
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VHDA CHANGE MANAGEMENT MODEL
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