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RECOMMENDATION 

Adoption of a resolution authorizing the Director of Finance (i) to negotiate and execute a Third 
Amendment to the Agreement for an Integrated CIS and Hauler Management System between 
the City of San Jose and Bearingpoint, Inc. increasing the total maximum compensation 
(including previously approved contract amendments and contingencies) of $7,306,574, by 
$1,548,000 to implement Phases 1.1, 1.2, and 2.1 of the Integrated Billing Project, formally 
known as the C-UBS project and fund $1 10,574 in contingencies to be authorized by the 
Director of Finance for a total maximum compensation not to exceed $8,965,148 and; (ii) 
execute change orders with respect to use of the contingency and modification of scope of 
services due to changes in proposed fit-gap analyses. 

OUTCOME 

Approval of staff recommendations detailed in this report will ensure that the City's Integrated 
Billing System (formally called C-UBS) can support a number of key City initiatives including 
supporting the transition to new garbage, recycling and yard trimming haulers in July 2007, 
advancing the system's customer relationship management (CRM) capabilities, providing key 
system interfaces, continuing to improve system efficiency and customer service, and completing 
fit-gap analysis for further migration of additional City billing systems to the Integrated Billing 
System. 
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EXECUTIVE SUMMARY 

The Consolidated Utility Billing System went "live" on July 12,2006. This was a significant 
and major first step in realizing the vision of a City billing and customer service system capable 
of growing with the Recycle Plus program and with other City operations in the future. As the 
City works towards this objective it is critical that the organization continues to recognize and 
seize opportunities to decommission legacy systems and field service applications, improve 
organizational efficiencies, and make necessary system enhancements. 

To maximize the value of the system and further the ongoing virtual 'One-Stop' customer 
service model, staff recommends an amendment to the BearingPoint contract and approval of 
funding for temporary staff to support City efforts to complete the remaining Phase 1 project 
objectives and continue with the planning effort for additional integration of billing and customer 
relationship activities. Recommended sub-phases to be included in this action include: 

e Phase 1.1 - Enhancements to CRM Capabilities and Addition of Key System 
Interfaces 

e Phase 1.2 - Reconfiguration of the System for new Haulers and Other Configuration 
to Support Integrated Billing, and 

e Phase 2.1 - Fit-Gap Analysis for Integrated System Enhancements and Additional 
Billing System Migration 

The core objectives of the C-UBS program were completed under budget, and for the primary 
funding source of commercial paper there was a savings of approximately $400,000. Keeping 
with the funding model employed for the program to date, funding is recommended from a 
number of different sources including the remainder of the previously approved Commercial 
Paper funding, the General Fund, and the utility funds (Integrated Waste Management, 
Municipal Water, Storm and Sanitary Sewer). 

BACKGROUND 

After over 18 months of work by the Consolidated Utility Billing System (C-UBS) project team, 
the C-UBS system officially went "live" on Wednesday, July 12,2006. The fully operational 
integrated billing and CRM system was released to the users, including staff in Finance, 
Environmental Services, and the City's newly combined Customer Contact Center. 

As part of the effort to implement this system, the City entered into Agreements with vendors 
and consultants to assist the City in this process. Chief among these consultants was 
BearingPoint as the City's implementation vendor for the C-UBS system. The total 
compensation approved for BearingPoint to date is $7,306,574. 
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In December 2001, as part of the approval process for the issuance of a Request for Proposals for 
an integrated service solution for the Recycle Plus program, there was an objective to acquire an 
enterprise system "capable of growing with, not only the Recycle Plus program, but integrating 
other City billing and customer service operations in the future. " The recommendations brought 
forward in this staff report are consistent with this prior vision and direction as outlined in the 
City's Information Technology Master Plan. 

ANALYSIS 

Going live with C-UBS was a major first step and a significant milestone in the City's ongoing 
efforts to create a virtual 'One-Stop' customer service model for an integrated City-wide billing 
system. This effort works to improve the quality of service and information the City provides to 
our customers and residents. The primary objectives of C-UBS Phase 1 were implemented under 
a limited budget and on an aggressive schedule. These objectives included the replacement of 
the City's primary legacy utility billing systems (RecyclePlus! Municipal Water, Storm and 
Sanitary Sewer) and a limited implementation of CRM applications. Staff recommends an 
amendment to the BearingPoint Agreement to provide for: 

e Enhancements to CRM and addition of key system interfaces (Phase 1.1) 
e Reconfiguration of the system for new haulers as selected by City Council, and 

other configuration changes to support integrated billing (Phase 1.2) 
Fit-gap analysis for replacement of unsupported and outdated billing systems 
(Phase 2.1) 

A summary of the recommended actions in this report is provided in Exhibit A. It should be 
noted that to date, the billing operational technical team is staffed in large part with temporary 
employees, including two Information Systems Analysts and three Analyst I/IIs. Staff will be 
working on a proposal for the FY 2007-2008 budget process to make a number of these 
temporary positions permanent. The sections below summarize the sub-phases of the C-UBS 
System and Exhibit B provides a more detailed discussion of the proposed scope of work and 
deliverables to the City in addition to more detailed discussion of the next steps. 

Phase 1.1 - Enhancements to CRM Capabilities and Addition o f  Kev System Interfaces 
Phase 1.1 will allow the City to implement enhancements to CRM and addition of key system 
interfaces to improve customer service and more fully integrate the City's billing system with 
other systems. Enhancements to the CRM capabilities and addition of key system interfaces are 
recommended to be funded from budget savings achieved from the C-UBS project's previously 
approved commercial paper funded budget of $1 1,000,000. The total Phase 1.1 cost is 
$366,660. 
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Phase 1.2 - Reconfinuration o f  the Svstem for new Haulers and Other Confinuration to 
Support Integrated Billing 

The Phase 1.2 recommendation includes the required configuration changes to accommodate the 
new haulers and some additional enhancements to support customer service as described below 
and in Exhibit B. 

As previously discussed with the City Council, configuration changes are required with respect 
to the new garbage and recycling haulers effective July 1,2007. System configurations are 
necessary each time there is a change in rates or in the City's choice of haulers to ensure accurate 
billing and to provide for seamless customer service from the City and the various service 
providers. Staff will be working on a permanent staffing recommendation as part of the FY 
2007-2008 budget process which allows for City staff to accommodate in the future, these 
configuration changes in the usual course of business. However, there are a number of factors 
that exist requiring BearingPoint resources to assist the City in making these changes to the 
system including; lack of permanently staffed positions with the necessary technical knowledge 
transfer; the timing necessary to integrate the system with the new haulers; complexity of the 
changes with regard to multiple new haulers; and potential changes to service areas and services 
provided on a per hauler basis. This phase also includes implementing additional customer 
service enhancements have been identified as critical to the organization as noted below. 

The total amendment to the BearingPoint Agreement to provide these Phase 1.2 services is 
$625,680 with an additional $55,008 budgeted as a contingency. These proposed configuration 
changes are to be funded by utility funds, including Integrated Waste Management (423), 
Municipal Water (515), storm (446) and sanitary sewer (541). In addition to the amendment to 
the BearingPoint Agreement, additional temporary staffing resources are necessary to ensure 
appropriate City support to ensure ability of City staff to perform configuration changes in the 
future. Additional staffing resources are estimated at approximately $85,400 for the period of 
November 1,2006 to July 3 1, 2007. 

Phase 2.1 - Fit-Gap Analvsis for Integrated Svstem Enhancements and Additional Billing 
System Migration 
The City has a unique opportunity to leverage the current BearingPoint resources that have City 
specific experience, to commence the work of the Phase 2 project. This leveraging of resources 
creates synergy with the system reconfiguration work recommended in Phase 1.2 which must be 
completed prior July 2007. Fit-gap analysis on both integrated system enhancements and 
additional billing systems can be completed during this time period. 

There are two components of the Phase 2.1 project. The first component is fit-gap analyses for 
enhancements that will ultimately provide additional functionality and service for our customers. 
The second component is to conduct a fit gap analyses for the migration of outdated, 
unsupported VAX billing systems located at the old City Hall. The total recommended 
amendment to the BearingPoint Agreement to provide these Phase 2.1 services is $555,660 with 
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an additional $55,566 budgeted as a contingency. These proposed configuration changes are to 
be funded by the resources identified in the City Manager's Annual Report dated October 2, 
2006 and to be considered by the City Council at their October 17, 2006 meeting. 

The results of the fit-gap analysis will allow for development of budget proposals for discussion 
during the FY 2007-08 budget deliberations process. These proposals would likely contain 
additional project enhancements including continued migration of legacy billing systems to the 
integrated billing system. As was presented to the City Council in December 2001, the purchase 
of an enterprise system enables the City to integrate other billing systems and this work is 
consistent with prior Council direction and vision. 

Additional temporary staffing resources are also necessary to support Phase 2.1 work. This will 
ensure recommendations are consistent with City's business practices and enhance City staffs 
the understanding of the Integrated Billing System's capabilities. These additional staffing 
resources are estimated at approximately $178,260 for the period of November 1,2006 to July 
3 1, 2007. The two components of the Phase 2.1 project recommended in this staff report are 
described in more detail in Exhibit B. 

Next Steps, Integrated Billing Svstem - Completion o f  Phase 2 Project 
The two major components of a potential Phase 2 project for the Integrated Billing System are 
described in more detail in Exhibit B. Staff intends to return to the City Council during the FY 
2007-2008 budget process to detail costs and funding sources for these proposed follow-on 
phases, in accordance with the phased approach of the program and with the vision of a virtual 
'One-Stop' customer service model and integrating the City's billing systems. Exhibit C to the 
report provides a summary of the City Council's discussions and actions beginning in December 
2001 to "Go-Live" in July 2006 and outlines next steps with respect to creating an integrated 
billing system. 

POLICY ALTERNATIVES 

The policy alternatives to the recommendations provided in this staff report is to take no action at 
this time. Staffs recommendation provides the benefit of using existing project savings and 
rebudgeted amounts identified in the City Manager's 2005-2006 Annual Report while 
implementing the minimum actions required to complete Phase 1 activities, required 
reconfiguration of the billing system for the new haulers, and fit-gap analyses for legacy systems. 

Alternative #I: Take no action 

Pros: City does not expend additional resources for enhancements, interfaces and fit-gap 
analyses for the Integrated Billing System. 
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Cons: Taking no action will result in several adverse impacts to the City. First, enhancements - 
to CRM capabilities and key system interfaces will not be accomplished thereby eliminating the 
ability to further staff efficiencies and build upon the investment in CRM. Second, system will 
not be reconfigured to properly accommodate the new haulers on July 1, 2007 and severely 
impacting customer service. Third, no funding will be available for the fit-gap analyses 
especially as this relates to the decommissioning of outdated and minimally supported legacy 
systems residing at the old City Hall. 

Reason for Not Recommending: This alternative does not provide for needed functionality and 
interfaces, implementing prior Council direction with respect to new hauler integration by July 
2007, and does not provide resources with respect to fit-gap analyses for further billing system 
integration or CRM enhancements. This alternative leaves the City at significant risk with 
regard to management of billing systems and provid.ing customer service. 

PUBLIC OUTREACH/INTEREST 

This item meets criteria 1 : Requires Council action on the use of public funds equal to $1 million 
or greater. This memo is posted on the City's web site for the October 24, 2006 Council 
Agenda. 

Criteria 1: Requires Council action on the use of public funds equal to $1 million or 
greater. 
(Required: Website Posting) 

0 Criteria 2: Adoption of a new or revised policy that may have implications for public 
health, safety, quality of life, or financial/economic vitality of the City. (Required: E- 
mail and Website Posting) 

0 Criteria 3: Consideration of proposed changes to service delivery, programs, staffing that 
may have impacts to community services and have been identified by staff, Council or a 
Community group that requires special outreach. (Required: E-mail, Website Posting, 
Community Meetings, Notice in appropriate newspapers) 

COORDINATION 

This memorandum has been prepared by the Department of Finance in coordination with the 
Departments of Environmental Services, Information Technology, the City Manager's Budget 
Office, and the City Attorney's Office. 
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COST IMPLICATIONS 

The cost implications of the recommendations are as follows: 

e Phase 1.1 
e Phase 1.2 
e Phase 2.2 

Total Recommendations 

The attached Exhibit A to the report provides a detailed breakdown of the various components of 
the amendments to the BearingPoint Agreement along with the funding sources. 

BUDGET REFERENCE 

Total 
) Fund # 
1 423 

Arnt. for 

423 

423 

446 

1 1 ) Total Contract 1 1,658,574 / 1 1 I 

Appn # 
3320 

001 

2006-2007" 
Proposed 

0762 

0492 

0762 

1 1 1 ESD 1 1 1 1 1 

Last 
Budget 
Action 

(Date, Ord. 
Appn. Name 

TBD*** 

423 

1 446 0761 Personal Services- 1 3,259,573 1 2,547 1 XI-76 

Non-Personal1 
Equipment-ESD 
Non-Personal1 
Equipment-Finance 
Non-Personal1 
Eauizlment-ESD 

A P P ~  

Old City Hall 
Remaining Systems 
Migration Study 

076 1 

CUSP Proiect 1 339.990 
4,063,032 442,847 

366.660 1 XI-4 1 
Contract Budget Page 

318,250 

2,153,639 

682,073 

Amendment 
Personal Services - 

No .) 

528,066 

125,118 

8,73 1 

5,771,506 

XI-4 1 

XI-76 

60,393 XI-41 ) 
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Last 
Budget 
Action 

(Date, Ord. 
Fund # I Appn # 

5 15 1 076 1 

2006-2007" 
Proposed Total 

541 

Amt. for 
Appn. Name 

Personal Services - 

001 

I Recommendation 
* The 2006-2007 Proposed Budget was adopted on the June 27,2006 Council Meeting. 

** An additional $330,558 was proposed for rebudget in the 2005-2006 Annual Report for consideration at the 
October 17,2006 Council Meeting. 

*** This budget action is proposed in the 2005-2006 Annual Report for consideration at the October 17,2006 
Council Meeting. 

0761 

I 

Not a project. 

A P P ~  
3,169,770 

TBD*** 

,( ~ O T T  ~ J O J B ~ S O N  
, Director, Finance 

ESD 
Personal Services - 

Total Staffing Costs 
Total 

For questions please contact Scott P. Johnson, Finance Director, at (408) 535-7000. 

Contract 
11,506 

ESD 
Old City Hall 
Remaining Systems 
Migration Study 

Attachments 

640,405 

I 

Budget Page 
XI-82 

682,073 

No .) 

19,213 

154,007 

263,660 
1,922,234 

XI-72 

I 



Exhibit A 

Scope of Service 

Fit-Gap, IntegratedBilling System Enhancements 
Document Management Integration 
GIS Interface - premise maintenance automation 
Muni Water Security Deposits 

Fit-Gap Analysis, Additional Bil l ing Systems and Field ServicdCRM 
Business Tax Billing 
Fire lnspection Billing System (FIBS) 
Vehicle Abandonment Calls to CRM 
Code Enforcement Field Service Work Orders 
Dept of Transportation Field Service Work Order 
Multifamily Occupancy Permit - VAX 
Alcohol Inspection System (Off-sale alcohol permits) 
Adminsitrative Citations - VAX 

Phase 1.2 
Staffing Costs 

Subtotal for Phase 1.1, 1.2 
Total Cost Bearing Point Phase 1.1,l.Z 

Phase 2.1 
Staffing Costs 

Subtotal forphase 2.1 

NotesiComments 
1 Cily staffing costs are prorated between the various funds based on the percentage allocation of the BearingPo~nt contract devoted by fund~ng source. 
2 City staffing costs are calculated based on costs between November 1, 2006 and July 31, 2007 
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Proposed Scope of Services for 
Third Amendment to Bearingpoint Agreement 

I. Phase 1.1 - Enhancements to CRM Capabilities and Addition of Keg System Interfaces 

a. Enhancements to CRM Capabilities As approved by the City Council, Phase 1 of the 
C-UBS project included a limited implementation of CRM. This included new 
capabilities that are now live with the system, including automated web self-service for 
customers, online frequently asked questions for customers and customer service 
representatives (CSRs) to use as a reference, case management features enabling 
customer contacts to be logged, tracked and audited, workflow automation, service 
reporting, non-utility field service orders, and multi-channel communications (in 
person, phone, Internet, e-mail, mail). These items represent only a portion of the 
functionality available with CRM modules. After receiving input from the users of the 
system, the project team has identified those CRM enhancements with the highest value 
that can be accommodated within the remaining project budget available. 

b. Addition of Key Svstem Interfaces During the implementation of the primary 
objectives of Phase 1 of C-UBS, certain interfaces were identified as essential for 
system operation. The most critical of these key interfaces were implemented. 
However, several high value system interfaces have been identified that were 
anticipated for the next phase of enhancing the system's functionality. These interfaces 
remain as highly desirable items in terms of efficiency, staff labor savings, and 
accuracy of data, and have been further confirmed by specific requests from core 
business areas and users of the system. These include interfaces to County data for 
uploading lien recording and assessment data, automating the ownership changes from 
the County, and automating the process of issuing refunds to customers. 

11. Phase 1.2 - Reconfiguration of the System for new Haulers and Other Configuration to 
Support Integrated Billing 

a. Configuration Changes to Accommodate New Haulers 
On August 22,2006, Council adopted a resolution authorizing the City Manager to 
negotiate agreements with California Waste Solutions, Inc., for single-family 
residential Recycling Services in Districts A and C, commencing July 1,2007; and 
Garden City Sanitation, Inc., for single-family residential Solid Waste Services in 
Districts A and C, commencing July 1,2007. A significant and atypical 
reconfiguration of the Billing System is required to accommodate the new haulers and 
the integration to their systems as a result of this action. This reconfiguration is 
absolutely required in order to support a continued high level of customer service with 
our residents. 

b. Enhancements in Support of Utility Billing 
In addition, several other configuration changes have been identified to enhance 
customer service with respect to stormlsanitary sewer billings for City facilities, 
summary bills for multi-premise accounts, and sewer specific billing searches. 
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111. Phase 2.1 - Fit-Gap Analysis for Integrated System Enhancements and Additional Billing: 
System Migration 

a. Fit-Gap Analysis for Integrated System Enhancements 
The fit-gap analysis is critical in determining the scope and effort involved in providing 
further enhancements which may increase staff efficiencies and improve customer 
service. A number of important system interfaces and enhancements were identified as 
critical, but requiring significant study in order to fully understand and estimate the 
effort required for implementation. The items proposed for this additional fit-gap 
analysis include an interface to the City's Geographic Information System (GIs) for 
premise maintenance automation; enhancements to the system for better accountability 
of municipal water security deposits; and enhancements to CRM related to vehicle 
abandonment, code enforcement and transportation work orders. 

b. Fit-Gap Analvsis for Additional Billing Svstem Migration 
During the Phase 1 C-UBS fit-gap analysis, and also concurrently with the Phase 1 
project implementation, non-utility legacy billing systems were identified as potential 
candidates for replacement by the Integrated Billing System. The City has legacy 
billing systems which are minimally supported and running on outdated system 
platforms located in the old City Hall. These systems have been identified for 
decommissioning which must take place prior to any final decision regarding 
disposition of the old City Hall. The timefi-ame for completing the fit-gap analysis, 
preparing the implementation plan, testing, and implementing the conversion is 
approximately nine to twelve months. Given that the City Council is commencing 
discussions on the disposition of the old City Hall, it is critical that the City position 
itself in such a way that delays are not the result of outdated equipment still residing at 
the old City Hall under use and unable to be relocated to the new City Hall. The 
outdated VAX system is unable to be relocated to the new City Hall without significant 
risk of system failure and data loss. 

The primary billing systems currently located on the VAX system (the outdated system 
platform) are the business tax billing system and the fire billing system. The business 
tax billing system produces approximately 82,000 bills per year with approximately 
$16 million in gross billed revenue. The fire billing system produces approximately 
11,470 bills per year generating approximately $3.7 million in revenue. It is critical 
that the City ensure that no disruption in these general fund revenue sources occurs as 
the result of datalsystem failure. 

It is necessary to complete the recommended fit-gap analysis during the next several 
months on these legacy systems so that staff can provide the City Council with a budget 
and funding plan. 
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Next Steps, Integrated Billing System - Completion of Phase 2 Proiect 

Phase 2.2 - Legacy Systems Replacement - Billing; Systems at Old City Hall 
Integration of other legacy billing systems located on outdated system platforms is especially 
critical at this juncture as the City moves towards exploring options with respect to the Old 
City Hall. The City has legacy billing systems which are minimally supported and running 
on outdated system platforms located in the old City Hall. It is imperative that the City 
migrate the legacy systems off the unsupported platforms at the old City Hall to the new 
integrated billing system and that that the organization is positioned to vacate the building. 
As discussed earlier in the report, the outdated VAX system is unable to be relocated to the 
new City Hall without significant risk of system failure and data loss. 

Phase 2.3 - Customer Service Related System Enhancements 
During the Phase 1 C-UBS fit-gap analysis, and also concurrently with the Phase 1 project 
implementation, non-utility legacy billing systems were identified as potential candidates for 
replacement by the Integrated Billing System. At the conclusion of the fit-gap analysis 
proposed as Phase 2.1 above, further enhancements which may increase staff efficiencies and 
improve customer service may be identified for consideration as part of the FY 2007-2008 
budget process. 

In addition, a number of important system interfaces and enhancements were identified as 
critical, but requiring significant study in order to fully understand and estimate the effort 
required for implementation. These system interfaces will be part of the fit-gap analysis and 
additional funding may be requested as part of the budget process. 
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Integrated Billing Systern/Consolidated Utility Billing System 
Summary of Council Actions and Next Steps 

Status report on the development of a request for proposal for a utility billing system . . 
Recommendation to include funding options for HNVF in billing system 

Actions 

RFP for the Utility Billing System 
Approval of the draj Request for Proposals that integrates Customer Senlice and Hauler Contract Management for Recycle Plus and the 
Municipal Water System for the Utility Billing System 

Date 
12-18-01 

Actions related to CUSP Project 
Authorization to City Manager to enter into exclusive negotiations for sixty days for CUSPproject with BearingPoint/PeopleSoj 
Approval for necessary actions related to Commercial Paper program 

Item # 
2.18 

3.9 

Update on CUSP Project 
Authorization for City Manager to negotiate and execute contrcict with BearingPoint for fit-gap; and negotiate and execute contract with Blue 
Heron for Q/A 

Subject / Sunintary of Action 
Recycle Plus Billing Update 
Approval to issue RFP for integrated service solution for Recycle Plus billing, customer sewice andpe~formance monitot-ing 

Acceptance of modified report for CUSP Project 
Acceptance of report and direction to proceed with RFPprocess and I-eturn to Council by end of April with 
recommended vendor .. . 

Integrated utility billing, customer service and performance management system (CUSP) CRM gaplit analysis 
Authorization to Director of Finance to execute amendment to BearingPoint contract to provide for CRMfiNgap and execute change orders to 
the BearingPoint Stage I agreement 

Update on CUSP project stage 1 . . . 
Authorization of City Manager to negotiate and execute BearingPoint Stage 2 agreement for system implementation and authorize Director of 
Finance to execute change orders to the BearingPoint Stage 2 agreement 

3.7 Report on RFP for utility bill printing, mailing, e-presentment, e-payment and remittance . . . 
Negotiate and execute five year agreement with Kubra 
Change orders not to exceed $1 00,000 
Kubra Compensation adjustments for years two th1.0ughfive 
Bearing Point stage 2 amendment,for Bill Print 
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Supplemental: Update on C-UBS, report on bids (hardware) 
Execute purchase order for Sun setvel-s, Windows seivers, softvare, delivety, installation, hardware contingency, and options for four one-year 
additional periods of maintenance I 

3.4(a) 

Amendment to the Oracle software and maintenance services agreement.. . 
Execute schedule 4 to the sofiware license and set-vices agreement foi. the purchase of additional sofiware module 

Update on Consolidated Utility Billing System: Approval of Hardware purchases, contract amendment with Bearing Point . . . 
Negotiate and execute a second amendment to Bearing Point stage 2 contract for change munagement, hauler integration and limited CRM 1 

Approve utility billing process changes and municipal code amendments in order to implement the C-UBS 
Ordinance changes resulting from consolidation of businesses; late charges, late pajvnent cancellation ordinance, due dates; publication and 
mailing of notices; no late fees assessed on the first C-UBS billing cycle I 

I 

Phase 2 Budget and funding plan presented to the City Council as part of the FY 2007-08 Budget process 

Integrated Billing System -- Proposed Actions and Next Step 

Summer 2007 r 

Date - 

10/24/06 

I 

Commence implementation of Phase 2 dependent on outcome of budget deliberations and funding 

Item # Summary of Action 
End Phase 1, fund Phases 1.1 and 1.2 and commence Phase 2 Fit-gap analysis 




