PROFESSIONAL SERVICES AGREEMENT

This Professional Services Agreement (the “Agreement”) is made and entered into this 15th day
of February, 2024, by and between The County of Lake in the State of California (“Client”) and
Avero, LLC d/b/a Avero Advisors, a Tennessee limited liability company (“Service Provider”).

WITNESSETH:

WHEREAS, Client desires to engage Service Provider to provide information technology services
as more fully described below; and

WHEREAS, Service Provider agrees to perform such information technology services for Client
subject to the terms and conditions contained in this Agreement.

NOW, THEREFORE, for good and valuable consideration, the receipt of which is hereby
acknowledged, Client and Service Provider agree as follows:

1. Services to be Provided. The Purchasing Department for Client issued a Request for
Proposals (a portion of which is attached hereto as Exhibit A) in order to select a professional ERP
Consulting services firm to perform IT strategy, business process improvement, program and
project management, consulting, system implementation, and other related services for Client.
Service Provider shall provide Client with the services set forth in the Scope of Work attached
hereto as Exhibit B (collectively, the “Services”) during the term of this Agreement. The timeline
for completion of the Services shall be as determined by the parties on a project-by-project basis.

2. Term. Term. The duration of this Agreement shall extend from March 1, 2024, to March
1,2027, covering a total period of three (3) years. Following the conclusion of this initial term, the
Agreement will not automatically renew. Any extension beyond the original term requires a new
agreement, mutually agreed upon by both parties, and must be executed in writing. The terms and
conditions of any such renewal or extension shall be consistent with those outlined in this original
Agreement unless otherwise modified through mutual consent.

3. Cost of Services. Cost of Services and Agreement Term. The services provided under this
Agreement shall be for a term of three (3) years, without automatic renewal. Any extension or
renewal of this Agreement beyond the initial term shall require a mutual written agreement
between the parties. Amendments to this Agreement, including adjustments to the scope of
services, are permissible provided they are agreed upon in writing by both parties.

4. Fees for Services. Service Provider will provide an invoice to Client for the Services no
less than monthly. Client agrees to pay all invoices in full within thirty (30) days of the date of
the invoice. In the event Client fails to pay any invoice in full within thirty (30) days of the date
of the invoice, Service Provider shall charge Client a late fee equal to ten percent (10%) of the
outstanding balance of the invoice.

5. Expenses. Client agrees to reimburse Service Provider for all expenses incurred by Service
Provider in connection with providing the Services (collectively, the “Expenses’) so long as Client
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has approved such Expenses prior to Service Provider incurring them. Client will include the
Expenses on its monthly invoices as the Expenses are incurred and said invoices shall be payable
upon the same terms and conditions as set forth in Section 4 of this Agreement.

6. Independent Entity. Service Provider is an independent entity that operates an information
technology business. It is understood and agreed between the parties hereto that Client shall own
no interest in the business of Service Provider and that nothing contained in this Agreement shall
be construed as creating a partnership or joint venture of or between Service Provider and Client.
Service Provider shall have no authority to create, bind, or assume any obligation on behalf of
Client or hold itself out as having such authority without the prior written consent of Client. Client
does not retain and shall not have the right to exercise any control over the operation of the business
conducted by Service Provider. Notwithstanding the foregoing, during the performance of the
Services, Service Provider may identify itself to third parties as a consultant or service provider of
Client.

7. Confidentiality. All proprietary information, including, but not limited to, the pricing of
the product supplied and services offered, technical and non-technical data, equipment, products
and software (in object and source code formats), designs, computer programs, code, lists of actual
or potential customers, knowledge of the buying habits and/or needs of particular customers,
business plans, marketing plans, business strategy, promotional methods, sale systems, passwords,
pricing information, business or financial data, specialized training or education, trade secrets,
copyrights and other intellectual property, and any and all other proprietary records, information,
and materials (collectively “Confidential Information”) belonging either to Client or Service
Provider is and will remain the property of the providing party. Neither party shall disclose or
disseminate the Confidential Information belonging to the other party to any other person or entity
without the express written consent of the non-disclosing party. Notwithstanding the foregoing,
Each party shall treat the Confidential Information with the same degree of care as it treats its own
proprietary information, but in no event with less than a reasonable degree of care. Service
Provider and Client agree to destroy all Confidential Information (whether in hard copy or
electronic format) of the other party upon termination of this Agreement, unless given written
approval otherwise. If either party is notified by a governmental authority or by order of a court of
competent jurisdiction that it is required to disclose any Confidential Information, it shall promptly
provide written notice thereof to the other party in order to permit that party an opportunity to seek
an injunction against such disclosure or seek any other applicable legal remedy to block disclosure.
“Confidential Information” shall not include any information which: (a) at the time of disclosure
or thereafter is generally available to and known by the public (other than as a result of a disclosure
directly or indirectly by recipient in violation of this Agreement); (b) was available to recipient on
a non-confidential basis from a source other than one of the Parties hereto, provided that, to the
knowledge of the recipient, such source is not and was not under an obligation to keep the
information confidential; (c) information that was in recipient’s possession prior to the date of
disclosure of the Confidential Information in question; or (d) has been independently acquired or
developed by recipient without violating any obligations under this Agreement.

8. Authorization. Each of Service Provider and Client hereby represent, warrant, and
covenant that it has full power and authority to enter into this Agreement and that the execution
and performance of this Agreement will not breach or constitute a default of any of its
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organizational documents or any other agreement or contract to which Service Provider or Client
is a party or by which Service Provider or Client is bound.

9. Default.

a. Client. Any one or more of the following shall constitute a default by Client under this
Agreement:

1. Failure to pay all or any part of the fees for Services when due pursuant to Section 4;

1. Failure to pay all or any part of the Expenses when due pursuant to Section 5; and/or

1ii. Failure to do, observe, keep, and perform any of the terms, covenants, conditions,

agreements, and provisions contained in this Agreement on the part of Client to be done, observed,
kept, and performed.

b. Service Provider. Failure to do, observe, keep, and perform any of the terms, covenants,
conditions, agreements, and provisions contained in this Agreement on the part of Service Provider
to be done, observed, kept, and performed shall constitute a default by Service Provider under this
Agreement.

10. Termination. Either Client or Service Provider may terminate the services of Service
Provider under this Agreement, for any or no reason, upon ninety (90) days written notice to the
other; provided, however, that Service Provider shall have the option to terminate this Agreement
within ten (10) days of sending written notice to Client in the event of a default by Client (as
defined in Section 9 above). Upon any termination of this Agreement, Service Provider shall be
entitled to all fees for Services performed or reimbursement for any Expenses incurred each prior
to the effective termination date.

1. Notices. All notices, requests, demands, or other communications shall be sent to the
address and person or entity set forth below and shall be in writing and shall be deemed to have
been delivered (a) on the same day if by personal delivery, (b) three (3) business days after it is
mailed via certified mail, return receipt requested, postage prepaid to the address set forth below
or the last known address of the recipient, or (c) when sent if sent by electronic mail regardless of
whether the message is actually received by the intended recipient.

Service Provider:

Avero, LLC d/b/a Avero Advisors
Attn: Abhijit Verekar

512 W. Broadway Ave.
Maryville, TN 37801

Email: av@averoadvisers.com

Client:
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County of Lake, CA

Attn: Jenavive Herrington

255 North Forbes Street

Lakeport, CA 95453
Email:Jenavive.Herrington@lakecountyca.gov

12.  Limitation of Liability. Service Provider’s liability to Client for any losses or damages,
whether direct or indirect, arising out of this Agreement for any cause whatsoever, is limited to
actual damages not to exceed the total fees paid to Service Provider hereunder. Under no
circumstances shall Service Provider be responsible for special, speculative, remote, punitive, or
consequential damages, including, without limitation, loss of profits, idle time, labor, loss of
business, or inability to perform.

13.  Indemnification. To the extent permitted by law, Client hereby releases, indemnifies,
waives, and agrees to defend, save, indemnify, and hold Service Provider harmless in whole or in
part from and against any and all liabilities of any nature, including, but not limited to, claims,
charges, losses, damages, expenses (including reasonable attorney's fees and costs), actions, or
lawsuits of any kind or nature brought by any third party against Service Provider with respect to
the Services.

14.  Force Majeure. Service Provider shall be absolved from its obligations under the terms of
this Agreement in the event Service Provider is unable to perform because of war, invasion, act of
foreign enemies, hostilities (regardless of whether war is declared), civil war, civil commotion,
rebellion, revolution, insurrection, military or usurped power or confiscation, terrorist activities,
nationalization, government sanction, restriction, blockage, embargo, strike, riot, labor dispute,
lockout or interruption, failure of electricity or telephone service, lack of any supply, Acts of God
(including, without limitation, fire, flood, earthquake, storm, hurricane, or other natural disaster),
or any other causes beyond the control of Service Provider.

15. Non-assignability. This Agreement is personal in nature and the parties hereto shall not
assign or transfer this Agreement, or any rights or obligations hereunder.

16.  Governing Law; Venue and Jurisdiction. Any contract awarded or agreement entered into
shall be governed and interpreted pursuant to the laws of the State of California without regard to
conflict of law principles. Such contract shall govern the construction, interpretation, and
performance of any such contract or agreement. Further, any and all legal proceedings or litigation
arising out of or in conjunction with any such contract or agreement reached shall have venue lie
in The County of Lake, California, and any such legal proceeding shall be brought in The County
of Lake, California. The Parties agree to the jurisdiction of The County of Lake, California, courts.

17.  Waiver. The waiver of any party hereto of a breach of any of the provisions of this
Agreement shall not operate or be construed as a waiver of any subsequent breach by any party.

18. Entire Agreement; Amendment. This Agreement constitutes the full and entire
understanding and agreement among the parties with regard to the subjects hereof and thereof and
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supersedes all prior agreements and understandings relating thereto. Neither this Agreement nor
any term hereof may be amended, waived, discharged, or terminated other than by a written
instrument signed by the party against whom enforcement of any such amendment, waiver,
discharge, or termination is sought.

19.  Severability. Client and Service Provider intend that every term and provision of this
Agreement shall be valid and enforceable to the fullest extent permitted by law. If any term or
provision of this Agreement be finally determined by a court of competent jurisdiction to be void,
invalid, unenforceable, or contrary to law, public policy, or equity for any reason, the offending
term or provision shall be modified and limited (or if strictly necessary, deleted) only to the extent
required to conform to the requirements of law, and the remainder of this Agreement shall not be
affected thereby but rather shall be enforced to the greatest extent permitted by law.

20. Construction. Each party has cooperated in the drafting and preparation of this Agreement
and therefore the Agreement shall not be construed against either party as its drafter.

21. Enforceability. This Agreement constitutes the legal, valid, and binding obligations of the
parties enforceable against the parties in accordance with its respective terms.

22. Cooperative Procurement. To the maximum extent permissible by applicable law, we agree
that this Agreement may be used as a cooperative procurement vehicle by eligible jurisdictions.
We reserve the right to negotiate and customize the terms and conditions set forth herein, including
but not limited to pricing, to the scope and circumstances of that cooperative procurement.

23.  Counterparts. This Agreement may be executed in any number of counterparts, each of
which may be executed by only one party, which shall be enforceable against the parties actually
executing such counterparts, and all of which together shall constitute one instrument.

24, Headings. The headings contained in this Agreement are for convenience of reference only
and shall not affect the meaning or interpretation of this Agreement.

25. Pronouns. All references to the singular shall include the plural and all references to gender
shall include the masculine, feminine, as well as the neuter, and vice versa, as the context requires.

26.  Attorney Fees. In connection with any litigation, including appellate proceedings, arising
under this Agreement or any related agreement contemplated herein, the prevailing party or parties
in such litigation shall be entitled to recover reasonable attorney fees and other legal costs and
expenses from the non-prevailing party or parties.

27. Time. Time is of the essence with respect to each and every obligation contained herein.
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IN WITNESS WHEREOF, the parties hereto have executed this Agreement as of the date first

above written.

Client:

County of Lake in the State of California

By:

Service Provider:

Avero, LLC d/b/a Avero Advisors
Abhijit Verekar

By: Abhijit Verekar (Feb 29, 2024 14:20 EST)

Abhijit Verekar

Bruno Sabatier
Its: Board Chair

By:

Its: President

Susan Parker
Its: Clerk of the Board

-

By: Jenavive Herrinston (Feb 29,2024 14:56 PST)

Jenavive Herrington
Its: Department

o

By:

Lloyd Guintivano
Its: County Counsel
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https://lakecounty.na2.echosign.com/verifier?tx=CBJCHBCAABAA4Ifmcg_b7dEj-bCdmx10rtvVIo2CXH7z
https://lakecounty.na2.echosign.com/verifier?tx=CBJCHBCAABAA4Ifmcg_b7dEj-bCdmx10rtvVIo2CXH7z
https://lakecounty.na2.echosign.com/verifier?tx=CBJCHBCAABAAlROM4KBp0mD_7bPYiXsXZJBD7nMwV2W6

EXHIBIT A
Request for Qualifications

(See attached)
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EXHIBIT B
Scope of Work

(See attached)
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RFQual #24-14
New ERP Planning — Needs Assessment

Project Approach & Methodology

Avéro Advisors understands that Lake County desires a qualified firm to conduct an ERP needs
assessment, develop a Request for Proposal (RFP), and assist with ERP selection, and
participate in the implementation phase by offering project management services.

Our People, Process, and Technology (PPT) Approach for every IT modernization project that
we execute can be summarized in the following diagrams:

PEOPLE
-Communication
-Leadership
-Organizational Structure
-Soureing
-Stoffing & Competencies

Avero Advisors’
PPT Approach

PROCESS
-Business Process
Analysis & Redesign
-Enterprise Architecture

TECHNOLOGY
-Applications
-Data & Infarmation
-Disaster Recovery

-Governance
~infrastructure -erogram/Project
-MNetwork & Security 9 !
Management

-Strategy

ClientRetention

We maintain exceptional relationships with our clients by utllizing the skills necessary to mest their specific
needs. Each client reference is o testimonial to our successiul trock record of providing exceptional service in
an efficlent & cost-effective manner.

“End-to-End” Expertise

We have experlence assisting clients from the very beglnning of the IT modernization process to
the very end. From current-state discovery to vendor selection & Implementation support, our
team engages our clients to determine what thelr specitic needs are and providing services to
meet those neads.

- . -
Avero AdV|sors' Independent & Unbiased
We do not have any affiliations with soltware of hardware vendars. We work on
behall of our clients as tusted odvisors, which ensures that our
PPT Approac“ tecommendations are not biased toward any specllic tachnology, plattarrm, or

WEMGOL.

Industry-Specific Subject Matter Expert

We have provided IT strategic planning services, enterprise system gssessment services, and
project manogemaent services for over 18 yecrs. Our extansive experiance allows us to genuinely
understand clents’ business drivers, goals, and challenges so thot we con deliver high-guality
service to them.

Professional Project Management

We opply industry best proctices to every project we execute, including Project Manogement Institute
standards, as well as Agile, Six Sigma, and Waterfall methodologies. Using these technigues allows our
clients to see impressive results in operational efficiency, guality essurance, and quality contrel,
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RFQual #24-14
New ERP Planning — Needs Assessment

For Lake County’s New ERP Planning — Needs Assessment project, Avero Advisors will draw on
our extensive industry expertise & experience to fulfill all of the County’s project requirements.
The Proposed Project Methodology below, which was developed exclusively for the County,
outlines how the County’s ERP-related needs & desires will be fulfilled, while leaving room for
feedback from the County’s project sponsors. We are dedicated to offering practical solutions
that stay within the County’s budget & timeline limitations and honor the County’s core values.

Proposed Project Methodology

Methodology

Phase I: ERP Needs Assessment of the County
Phase II: RFP Development Assistance & Selection Assistance

Project Planning & i Requirements Vendor Selection &
Kick-0Off Future-State Visioning Traceability Matrix RFP Solicitation Contract Negotiations

fo /o3 /o7 /o8

Jo8
Current-State Discovery Needs Assessment RFP Development System Demos &
Reference Checks

Phase One ?hcsé Two

Phase I: ERP Needs Assessment of the County

1. Project Planning & Kick-Off

Our team will plan for the project and hold a kick-off meeting with the County's project
sponsors, including the Finance, Treasury, Commissioner of Revenue, Human Resources, IT,
Police, Fire, Community Development, Social Services, and Parks and Recreation departments,
to assimilate project expectations. This project task will include the following:

e Introduce our Project Team for this engagement
e List County stakeholders who will be involved in this engagement
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RFQual #24-14
New ERP Planning — Needs Assessment

o Develop a Stakeholder Registry of all the relevant County stakeholders who will have a
role in the current-state discovery process & future-state visioning process

e Identify roles, responsibilities, and anticipated resource commitments for County leaders
for this engagement

e Present a detailed Project Work Plan, including project tasks, goals, timeframes,
deliverables, and milestones, and finalize it with feedback & approval of the County

e Discuss the contents of the weekly Project Status Reports that will be provided to the
County'’s project sponsors

e Determine a meeting time for the weekly Project Update Meetings that will cover the details
of the Project Status Reports and be held with the County’s project sponsors

e Answer any questions from meeting attendees

Deliverable 1: Stakeholder Registry

Deliverable 2: Project Work Plan

Deliverable 3: Project Status Reports (Provided Throughout Project)

Deliverable 4: Project Update Meetings (Provided Throughout Project)

Sample Project Work Plan — Dania Beach, FL - IT Assessment & Master Plan

Hovember 2022 December 2022

Task Name - Start « Finish = Duratio v 14 01316 19 2225 28 1 4 728813 1619 2225 28 31 3 6 9 12 15 18 21 24 &7
+Dania Beach - Consulting Services for IT Master Plan Mon 11/14/22 Mon 1/16/23 46 days | e—
<Phase 1 - IT Assessment Mon 11/14/22 Tue 12/13/22 22 days | " —l
Project Planning Kick Off Mon 11/14/22 Tue 11/15/22  2days
Executive Visioning Session Tue11/15/22 Tue11/15/22 1+ -
Current-State Discovery Wed 11/16/22 Tue '~ '22/22 i
Review Existing IT Environment Wed 11/23/22 222
Gap Analysis 4{22 T l y
Cybersecurity Risk Assessment s 2 Th % ay i
IT Modernization Visioning Sessions 12/ Tue 2. iys
«Phase 2 - IT Analysis & Strategic Plan - Mon 3 Ldays ! d
Develop Current-State IT Assessment Kepo. . w2f13f2. uny2/23 15days
Develop IT Modernization Strategies 21/3/23 Mon 1/9/23 5 days
Develop IT Strategic Roadmap Tue1/10/23  Wed 1/11/23  2days
Develop IT Strategic Plan Report Thu1/12/23  Mon 1/16/23 3 days
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RFQual #24-14
New ERP Planning — Needs Assessment

Sample Project Status Report — Monroe County, NY — ERP Analysis Services

PROJECT STATUS REPORT

Project Name: ERP Analysis Project

Reporting Period: 1010 - 10/
Current Reporting Period Upcoming Reporting Period

October 10 - 14

Completed Activities Project Activities
Active ltems: Active Items:
Requirements Traceability Matrix — COMPLETE Requirements Traceability Matrix — COMPLETE

> RFP Development - > RFP Development -

Rod

Einailization of REP [ & Diofr Anpeoyal

2. Current-State Discovery

Our team will conduct current-state discovery across all relevant County departments to gain
a comprehensive understanding of the current-state ERP environment. This project task will
include the following:

e Collect documents that are transferred within the County’s current-state ERP environment,
including policies & procedures
e Analyze data sources, such as software systems & applications, outside spreadsheets, and
information transferred in paper format within the current-state ERP environment
e Develop a Business Process Inventory so that we can track departmental processes,
process owners, and statuses of the included processes
e Hold Current-State Discovery Sessions with County stakeholders identified on the
Stakeholder Registry to evaluate the current-state ERP environment through the
perspective of staff
o Determine how they utilize the existing ERP system to perform their job tasks
o Understand what they believe the system'’s pros & cons are
o Determine the nature of the data that the system currently holds & how staff interact
with that data
o Identify current business processes that are executed using the system, what the pros
& cons of these processes are, and which of these processes are paper-based

Deliverable 5: Business Process Inventory
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RFQual #24-14
New ERP Planning — Needs Assessment

Sample Discovery Questionnaire — Altus, OK — ERP Needs Assessment

Avero Advisors has developed this Interview Questionnaire in preparation for the upcoming
Discovery Sessions. These questions will provide Avéro with valuable insight as to how your
department/division currently uses the Enterprise Resource Planning system as a tool to support
operations.

During the interviews, please feel free to share candidly, based upon your experience, as all responses
will be aggregated anonymously during our forthcoming analysis of how Tyler Incode supports your
department’s operations,

1. What are the primary functions of your department?

2. What are the business systems that are currentl; ur \artmer

3. How are you us’~ hese tc me stra - objectiv ur department?
(Reporting, form

4. M sse: s. __ managed outside of the ERP system then manually

entered . the item?

5. What does the system do well?

6. What areas could the system be improved?

7. Are there any critical processes that the system cannot support?

8. Are there any customizations or workflows that are difficult to manage?

3. Future-State Visioning

Our team will conduct future-state visioning across all relevant County departments to gain a
comprehensive understanding of the ideal future-state ERP environment. This project task will
include the following:

e Conduct a best practices review to understand the best practices of similar public sector
organizations that have excellent operational practices in place
e Review the marketplace of ERP vendors & products to provide the County’s project sponsors
with exposure to the business process efficiencies created by modern technology
e Hold Future-State Visioning Sessions with County stakeholders identified on the
Stakeholder Registry to understand the ideal future-state ERP environment through the
perspective of staff
o Determine how staff would like to utilize the existing ERP system to perform their job
tasks
o Understand what staff believe the system’s capabilities could be
o Identify what the County’s ideal, modernized business processes would look like in the
future-state ERP environment

4. Needs Assessment
Our team will develop a thorough Needs Assessment that details the ERP-related needs &
desires of the County. This project task will include the following:
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RFQual #24-14
New ERP Planning — Needs Assessment

e Document strengths, weaknesses, opportunities, and threats impacting critical business
operations (i.e, a SWOT analysis)

e Document what the current-state ERP environment looks like, what the ideal future-state
ERP environment looks like, and what the gaps between them are (i.e, a Gap Analysis)

e Include any "wish list" functionalities desired in the future system

e Make recommendations regarding modernization opportunities that will address the
challenges present in the County’s current-state ERP environment, including compiling a
list of potentially suitable ERP solutions

e Finalize the Needs Assessment with the feedback & approval of the County’s project
sponsors

Deliverable 6: Needs Assessment

Sample ERP Needs Assessment — Valley Regional Transit, ID — ERP System Consulting
Services
Finance

Current State

¢ Many financial processes, such as creating a requisition, involve duplicate data entry where users
are asked to enter the same information in multiple fields. When referencing information inside the
existing system, users typically need to know which submenu to look for or figure out a hotkey to
access the data they need. There is no dashboard view of relevant information for quick reference.
To edit information that has already been saved to an item, staff have developed a time-consuming
workaround to modify that information. Users are unable to export information in a meaningful
format. Currently, there are limited reporting capabilities inside of the system. Lastly, new users do
not receive adequate training and are expected to learn the existing system independently, with a
lack of documentation.

Future Vision

+ The new Financial Management system should have the ability  llowus o ertardata into its
respective field and carry through the applicatior ly,  ‘shoulc ~ .0 edit certain
fields to keep the most current inform: on eciit 'm  'evanti  mati~- should be
shown on a summary page at iterr wo 2to rabrist _, capabilities
thatwill allow a~  ‘standa s o sac .customre _Jining materials should
he ~~ilable aft tialte 2 e du implementation. Users should also be able

o -aceal  wh obase i or.  udiy Frequently Asked Questions.
Gap +
+  Duplic. at: oy resuws in the inefficient use of staff time and exposes functional areas to risk

erre through manual data entry. The gap in training availability has resulted in staff not
utilizing the existing software to its full potential. Lack of data usability has led to staff managing
customized spreadsheets outside of the system to reference information. The limitation on
reporting capabilities has also resulted in staff exporting the data into a spreadsheet to create
reports to meet business and compliance needs.

Wish List Functicnality
¢ Electronic Content Management that will enable staff to attach PDF documents directly to an
invoice, Additionally, 2 vendor portal which will enable vendaors to digitally upload invoices directly
into the system. Credit card processing that integrates with Wells Fargo, Stripe, and Square Point
of Sale.

5. Requirements Traceability Matrix
Our team will develop a Requirements Traceability Matrix that includes the key requirements
that the County has for a new ERP system. This project task will include the following:
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RFQual #24-14
New ERP Planning — Needs Assessment

e Hold Requirements Development Workshops with the County’s relevant stakeholders to
define the business requirements, functional requirements, integration requirements, and
technical requirements of the future system

e Organize the requirements by module/functional area
o Label each requirement as “critical” or "desired”

e Develop an estimate for costs associated with a fitting ERP system

e Finalize the Requirements Traceability Matrix with the feedback & approval of the County’s
project sponsors

Deliverable 7: Requirements Traceability Matrix

Sample Requirements Traceability Matrix — Valley Regional Transit, ID — ERP System
Consulting Services

Budget
Description of Capability -] Criticality | Response [ Comments
| Requi
1 [The system has the ability for the Budgeting module to use the same chart of accounts as the rest of the system. Critical
2 [The system has the ability to generate a budget for emergency. Critical
L, [mhesystem has the ability to manitor line-item overages and require budget adjustments before additianal crtical
purchases can be made at any level of the Authority's chart of accaunts.
4 |Thesystem has the ability to provide budgetary cantrol at the department level to control spending based on it
[Authority-defined criteria. ¥
5 The system has the ability to provide real-time updates (e.g., does not require batch processing to update) of 3
budget generation.
o [Thesystemhas the ability to"roll" the budget through at least five pracess levels (e.g., - ntry, Board Tn - 7 ]
review, Finance Manager, Executive Director, Budget Manager, etc.). Y u
7 |The system has the ability to set up and modify a mailing list of Buc “eceivers. ] Crit. |
g |Thesystem has the ability to support the submission of a detailed | +hat incluc urc L i
detailed expenditures, multi-funding sour ar budget, ' inds. \ Y
- _ N Y B [ ¥
s The system has the ability to move a d =nt to a new divisior 1the ad anc ston Critical
moves with it for both budget and genc
1o |Thesystem has the ability to deactivate a “such _sjob, "5) as a group and crtical
later be able to reactivate as a group. R ) |
Budget R Forms
11 [The system has the ability to add attachmen. ail level of the budget, including but not limited to:
11.01 MS Word; Critical
11.02 MS Excel; Critical
11.03 Adobe PDF; and Critical
1104 Other, user-defined. Critical

Phase II: Request for Proposal (RFP) Development

Assistance and Selection Assistance

6. RFP Development
Our team will develop an RFP for a new ERP system for the County. This project task will include
the following:

e |dentify critical staff across the County’s departments to be on the County’s Selection
Committee

e Develop a draft RFP document

e Define a set of evaluation criteria that meets the requirements outlined in the pending RFP

e Hold a review of the RFP document & evaluation criteria with the Selection Committee
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RFQual #24-14
New ERP Planning — Needs Assessment

o Revise the RFP document & evaluation criteria (as needed), based on feedback gained
during the review

Hold a final review of the RFP document & evaluation criteria with the Selection Committee

for finalization & approval

Collaborate with the County’s procurement agent to release the RFP

Deliverable 8: RFP

Sample RFP - Valley Regional Transit, ID — ERP System Consulting Services

valleyregionaltransit

700 NE 2 Street, Suite 100 = Meridian, Idaho 83642

RFP Number RFP 2023-04-10 y a
RFP Title (“Project”) | ERP Software Proc! an rn_pl 'm n Serv
Item Description Valley R al Tre VR .€ing pneals qualified and
nerienc tior . s (e Procun _.d implementation of a
* of im VoS b wi includes Fnancial Management, Human
) Al Ma 2 n iter _e Asset Management. The Statement of
N mo. Iy :nik _.oin Exhibit A of RFP 2023-04-10.
Term ce .al offeror shall provide the one-time professional

implemn.entation services as described herein for a term of no longer than two
(2) years in total for all procured systems, commencing on approximately April
10, 2023 and expiring on April 9, 2025,

Deadline for Proposals Due: January 13, 2023, 4:.00 p.m. Mountain Standard Time (MST)
Submittal

7. RFP Solicitation
Our team will coordinate with the County's Selection Committee to solicit proposals from ERP
software vendors. This project task will include the following:

Coordinate any pre-proposal conference meetings, Q&A sessions, and/or site visits that

are needed during the RFP solicitation

Review all questions received from vendors and coordinate with the Selection Committee

to develop draft responses

Develop addenda (if needed) and share/publish appropriately

Assist the Selection Committee with analyzing all proposals received in response to the RFP

Develop a Vendor Requirements Evaluation Summary that captures the capabilities of

each vendor that responded to the RFP

o Include each vendor’s score based on its ability to meet the County’s documented
requirements and follow the instructions provided in the RFP, as well as costs related to
licensing, implementation, traveling, training, support, and maintenance

Develop a Vendor Shortlist with the top three to five vendors

Deliverable 9: Vendor Requirements Evaluation Summary

Deliverable 10: Vendor Shortlist
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Sample Vendor Evaluation Summary — Monroe County, NY — ERP Analysis &

Implementation Services

3 4 5 6 7

Vendor Technical Demo Scores

3

New ERP Planning — Needs Assessment

SUM AVGScore

. E_ ‘A K wa 89 86 e 8585

| s a of 9o 9 o3 1208 9254

Ul | o] o wW w] em 7515

69 66 68 &5 66 63 64 856 6585

Time & Attendance . - 7 82 90 80 85 86 B4 85| 1085 8423
Time Processing & Payroll ) 9 95 3 4 92 9 9 90 93 92 9 a3 a7
Risk Management 77 76 1 7 7 78 75 76 80 82 o 108 7808
Totals: 7455 8192

8. System Demos & Reference Checks

Our team will oversee the interview & demonstration process, as well as the reference checking
process, to assist the County's Selection Committee with vendor selection. This project task will
include the following:

e Facilitate system demos for all the vendors on the Vendor Shortlist
o Supply Demo Scripts to the vendors & Scorecards to the Selection Committee prior to
the demos
o Schedule the demos
o Facilitate and attend demos to ensure the Selection Committee understands each
system'’s functionalities, as well as each vendor's work ethic & culture
e Facilitate reference checks for all the vendors on the Vendor Shortlist
o Schedule calls with vendors’ ERP system clients
o Follow up with references (as needed) to help the Selection Committee gain further
insight into the ERP system implementation process

Deliverable 11: Demo Scripts & Scorecards

9. Vendor Selection & Contract Negotiations
Our team will facilitate the vendor selection & contract negotiations process with the County.
This project task will include the following:

e Meet with the County’s Selection Committee once all system demos & reference checks
are finished

e Provide our professional recommendation for the vendor that we believe will fulfill the
County’s requirements and ultimately be the best fit for the County

e Obtain official approval on vendor selection once the Selection Committee has agreed on
a vendor

e Assist with the presentation for the selection & award of the chosen vendor
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e Review the contract language, Statement of Work, and final pricing provided by the
selected vendor
o Request modifications (as needed), based on feedback from the County
o Ensure the County & vendor review and validate the final agreement document

Methodology

Phase Il Implementation Project Management Services

Pre-Implementation Planning System Configuration &
& Project Kick-Off Integration Oversight End-User Training Paost Go-Live Support

/10 [12 [14 /16

f15
Systern Design System Testing Oversight Go-Live Support

Phase IlIl: Implementation Project Management

Services

Throughout the New ERP Planning — Needs Assessment endeavor, our Project Team will keep
the selected vendor accountable by (1) regularly meeting with the vendor to communicate
expectations related to the project budget, timeline, and milestones (2) keeping track of the
vendor’s documentation regarding system configuration, integration, testing, maintenance,
and support and (3) embedding a set of quality assurance/quality control processes to
ensure the vendor’s project deliverables meet Lake County’s established requirements.

Additionally, our Project Team will monitor the vendor’s compliance with the negotiated
contract and seek to resolve any issues with the vendor’s performance. As needed, we will
suggest customizations to the project and review any project customizations suggested by
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the Lake County or the vendor. We will also maintain a Risk Register to track all potential risks
to the project & the resolution of these risks.

10. Pre-Implementation Planning & Project Kick-Off
Our team will meet with the selected vendor to prepare for the ERP system implementation.
This project task will include the following:

e Develop an Implementation Plan, which will outline each phase of the implementation,
including anticipated costs & timeframes, anticipated staff resources that will be needed,
and recommendations for how staff members can balance their current workloads with
the workload demands related to implementation

e Develop a Communications Plan, which will include the type of communication, the group
who will be communicated with, the purpose of the communication, the frequency of the
communication, and the method of communication

e Develop a Change Management Plan, which will prepare County staff who will be using the
new software for the changes ahead, set appropriate expectations for these users, and
describe how we will manage any resistance identified from these users

e Hold a kick-off meeting with the County's project sponsors including the Finance, Treasury,
Commissioner of Revenue, Human Resources, IT, Police, Fire, Community Development,
Social Services, and Parks and Recreation departments, & the selected vendor to facilitate
introductions, assimilate project expectations, answer questions, and present the
Implementation Plan, Communications Plan, and Change Management Plan

Deliverable 12: Implementation Plan

Deliverable 13: Communications Plan

Deliverable 14: Change Management Plan

11. System Design

The design phase of an ERP (Enterprise Resource Planning) implementation is a critical stage
where the project team, in collaboration with stakeholders and end-users, maps out how the
new system will function and integrate within the existing business processes. During this
phase, detailed requirements gathered from the discovery or analysis phase are transformed
into specific system configurations, customizations, and workflows. This involves identifying
any gaps between the default functionality of the ERP software and the County’s unique needs,
and then determining how to bridge those gaps - whether through customization,
configuration, or process modification. The design phase culminates in a blueprint or model of
how the ERP system will operate post-implementation, ensuring that it aligns with the County's
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strategic objectives and operational demands. Proper execution of this phase is vital to avoid
costly changes and rework during later stages of the project.

12. System Configuration & Integration Oversight

Our team will coordinate with the County & the selected vendor to ensure the success of

system configuration & integration. This project task will include the following:

e Ensure that all datag, controls & permissions, and workflows are properly configured across
all the modules within the new ERP system

e Ensure that all required software systems are properly integrated with the new ERP system

e Support the County’s project team throughout the system configuration & integration
process

13. System Testing Oversight
Our team will work with the County & the selected vendor to ensure the success of system
testing. This project task will include the following:

e Oversee system testing

o Conduct initial testing on the system’s operability & effectiveness

o Conduct “stress testing” to determine the system’s robustness and observe how the
system responds to errors

o Ensure that the required system functionalities across all modules are operable & that
automated workflows are functioning correctly

o Document any system requirements that are not executable by our testing team and
report them to the vendor for required system maintenance before User Acceptance
Testing with County staff begins

e Oversee User Acceptance Testing

o Choose a group of stakeholders for User Acceptance Testing across the County’s
departments to test all system requirements across all modules, in accordance with
the County’s contract with the vendor

o Provide System Test Scripts to the County’s testing team with instructions showing what
will be performed on the system to ensure that it functions as promised

o Monitor the user experience regarding system functionalities, system navigation, and
automated workflows

o Document any system requirements that are not executable by the County’s testing
team and report them to the vendor for required system maintenance before End-User
Training with County staff begins

Deliverable 15: System Test Scripts
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14. End-User Training
Our team will coordinate with the County & the selected vendor to ensure the success of End-
User Training. This project task will include the following:

e Provide Quick Reference Guides to the County’s end-user community that include clear,
brief instructions for how to use various aspects of the new ERP system — with the goal of
introducing tasks to the end-users who will execute them

e Provide Standard Operating Procedures to the County’s end-user community that include
detailed step-by-step instructions for how to use various aspects of the new ERP system -
with the goal of enabling end-users to execute their tasks uniformly & efficiently

e Assist with providing interactive End-User Training to the County’s end-user community
that best meets their training needs

e Ensure that end-users receive appropriate levels of training, depending on how much they
will use the system

e Schedule subsequent training sessions (as needed) for any end-users who desire them

Deliverable 16: Quick Reference Guides

Deliverable 17: Standard Operating Procedures

15. Go-Live Support

Our team will coordinate with the County & the selected vendor to provide onsite support
during the Go-Live event for each module of the new ERP system. By project managing Go-Live,
we will serve as the support licison between the County & the vendor. We will document any
issues that County staff experience, including any issues related to system functionality,
navigation, workflow execution, or integration, and subsequently manage the resolution of all
documented issues with the vendor.

16. Post Go-Live Support

Our team will coordinate with the County & the selected vendor to provide virtual support
during the Post Go-Live period. By project managing Post Go-Live, we will continue to act as a
support liaison between the County & the vendor. For a period of time following the Go-Live
event, we will continue to document any issues that County staff experience, including any
issues related to system functionality, navigation, workflow execution, or integration, and
subsequently manage the resolution of all documented issues with the vendor. Furthermore,
we will authorize system acceptance for the project closeout and oversee the knowledge
transfer of all final project notes & deliverables to the County.
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Based on our past experience executing projects similar in scope & complexity to Lake County’s
New ERP Planning — Needs Assessment project, Aveéro Advisors estimates a timeline of ~24
months for the project’s duration. The project timeline for Phase Il will depend on the selected

software vendor. The Estimated Project Timeline below (subject to input from the County’s
project sponsors) includes each project phase & activity. We are committed to working closely
with the County to ensure that the project does not exceed the proposed timeline.

Estimated Project Timeline

Lake County Duration Start Finish a1 Qz Q2 o4 o1 Q2 Q3 a4 C
Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct MNov Dec Jan F
B New ERP Pianning - Needs Assessment 521d  02/05/24 02102726 e
Project Planning and Kick Off 1d  02/05/24 02/05/24
Current-State Discovery Sessions 15d  02/06/24 02/26/24 =
Future-State Visioning Sessions 10d  02/27/24 0311724 ]
MNeeds Assessment 15d 0312024 04/01/24 B=
Requirements Traceahility Matrix 15d  04/02:24 04/22/24 [ ]
RFP Development 15d 04123724 0513/24 [ |
RFP Saolicitation 35d 05714024 0710124 [———]
System Demos & Reference Checks 10d 070224 071524 [ ]
Vendor Selection & Contract Megotiations 10d  07/16/24 07/28/24 ]
3954 07/30/24 02002126 (=== ———=C°
Pre-Implementation Planning & Project Kick-Off i5d  07/30/24 08/12/24 =
System Design 63d 0820024 113724 ——
Syslem Configuration & Infegration Oversight T5d | 11719724 03/03/25 [ ]
System Testing Oversight B5d 0304725 06/02/25 =
End-User Training 60d  06/03/25 08/25/25 =]
Go-Live Support a0d 0826125 1020625 ===
Post Go-Live Support 75d | 10721425 02102126 _
Page | 33

AVERD

ADVISORS



2/15/24, 3:50 PM Avero Advisors Mail - ERP Planning - Needs Assessment Detailed Scheduling of Fees

«
Av E R u Megan Seaton <mseaton@averoadvisors.com>

ADVISORS

ERP Planning - Needs Assessment Detailed Scheduling of Fees

Megan Seaton <mseaton@averoadvisors.com> Wed, Jan 17, 2024 at 1:33 PM

To: Jenavive Herrington <Jenavive.Herrington@lakecountyca.gov>
Cc: Abhijit Verekar <av@averoadvisors.com>, Lexi Webster <lwebster@averoadvisors.com>
Bcc: 24211389@bcc.hubspot.com

Hi Jenavive,

Happy New Year, | hope all is well. Thank you for reaching out about our cost proposal on the ERP Planning and Needs Assessment project.
We understand the importance of ensuring a fair and transparent comparison between vendors, and we appreciate the opportunity to provide
more detailed information.

First, I'd like to talk about the details behind our pricing structure. The original estimated costs submitted to you as part of our response were
developed using the following assumptions and metrics. The pricing was arrived at based on our deep experience with very similar projects for
similarly sized counties across the United States that currently use similar (or the same) systems that Lake County operates (including
CentralSquare Naviline). This approach and methodology has proven successful in delivering the desired results for our clients every time:

¢ A comprehensive and dedicated team that supports your project from start to finish (Phase Ill pricing will be determined once a
suitable vendor is selected)

« Comprehensive interviews and meetings with ALL County departments and related agencies that might have a role to play in the
future ERP system (for example, other elected offices, State agencies that provide services to County residents, etc.). Of course, more
focus will be on Finance and the other nine departments mentioned in the RFQ (Finance, Treasury, Commissioner of Revenue,
Human Resources, IT, Police, Fire, Community Development, Social Services, and Parks and Recreation) - we expect each meeting
to take an hour to two hours, depending on the department/agency.

¢ As requested in the RFQ, a full review of current business processes for fund accounting, budgeting, human resources, grant
management, payroll, treasury, capital assets, and purchasing - a more detailed study and documentation of business processes
within these functional areas. We anticipate each business process review session (Current State Discovery) to take two hours each.

+ Complete management of the solicitation process, working closely with your Purchasing department to develop the RFP and
coordinating the release, promotion, and management of the pre-proposal process (answer Q&A from vendors, manage any pre-
proposal conference, etc.).

+ RFP review and vendor selection - we assume that the County will receive five proposals from ERP vendors, and the pricing reflects a
review of proposals, documentation, score tabulations, etc.

« Lead contract negotiations with the selected vendor - this typically involves us communicating with the selected vendor, with guidance
from your office and the purchasing department.

To answer your second question about the management of fees if the scope exceeds our estimate, | can confidently say that we are very certain
of our projections and have to seek a change order exceptionally rarely. With that said, we manage scope and budgets by:

* Frequent communication about project status (weekly), including milestones and budget status.
« Keeping a strong adherence to our policy of "No Surprises" - to the County, vendor, or our internal team.
¢ Utilizing the Project Management Institute (PMI) methodology for project management from day one.

However, to underscore our deep interest in working with Lake County, we have adjusted our cost estimates to reflect a total discount
of 11%. Avero remains flexible in our approach and welcomes any feedback for modifications you deem necessary. Note that the travel fees are
an estimate, and will not be charged to the County if not incurred by our team. We anticipate that most of the work can be performed remotely.

Please see the updated cost proposal below:

https://mail.google.com/mail/u/0/?ik=2d78e59fcc&view=pt&search=all&permmsgid=msg-a:r4263608314816673873&simpl=msg-a:r426360831481667 ...
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I?::‘?s:r of Senior Project As;:(:;:e /
L a ke C o u n ty Servic;z L e o Consultant
$250 $225 $200 $175 Hourly Rate
New ERP Planning - Needs Assessment n 22 262 296 Totai Hours
Hours Hours Hours Hours
Phase I: ERP Needs Assessment of the County 242 $86,450
Project Planning & Kick-Off 8 $3,300
Current-State Discovery 64 $22,200
Future-State Visioning 50 $18,150
Needs Assessment 40 $16,200
Requirements Traceability Matrix 80 $26,600
Phase Ii: RFP Development Assistance & Selection Assistance 24 64 128 184 $78,200
RFP Development 4 16 32 64 $22,200
RFP Solicitation 4 8 24 32 $13,200
System Demos & Reference Checks 8 16 40 80 $27,600
Vendor Selection & Contract Negotiations 8 24 32 8 $15,200
Total Fees $164,650
Travel Fees (7%) $11,526
New Client Discount (10%) ($16,465)

TOTALESTIMATED PROJECT cosT R

We are excited about this opportunity to serve Lake County and appreciate the invitation to demonstrate our capabilities and qualifications in
support of this critical initiative. Please feel free to call me if you have further questions.

Thank ypu!
‘5\\\/,, £

0
\

Megan Seaton
Business Development Manager

Avéro Advisors

334-332-3155

averoadyvisors.com

512 W Broadway Ave. Maryville, TN 37801

https://mail.google.com/mail/u/0/?ik=2d78e59fcc&view=pt&search=all&permmsgid=msg-a:r4263608314816673873&simpl=msg-a:r426360831481667...

2/2



The County of Lake California FINAL

Final Audit Report 2024-02-29
Created: 2024-02-29
By: Jenavive Herrington (Jenavive.Herrington@lakecountyca.gov)
Status: Signed
Transaction ID: CBJCHBCAABAA4Ifmcg_b7dEj-bCdmx10rtvVIo2CXH7z

"The County of Lake California FINAL" History

9 Document created by Jenavive Herrington (Jenavive.Herrington@lakecountyca.gov)
2024-02-29 - 3:08:07 PM GMT

£3 Document emailed to av@averoadvisors.com for signature
2024-02-29 - 3:09:08 PM GMT

9 Email viewed by av@averoadvisors.com
2024-02-29 - 3:09:12 PM GMT

% Signer av@averoadvisors.com entered name at signing as Abhijit Verekar
2024-02-29 - 7:20:27 PM GMT

2% Document e-signed by Abhijit Verekar (av@averoadvisors.com)
Signature Date: 2024-02-29 - 7:20:29 PM GMT - Time Source: server

@ Agreement completed.
2024-02-29 - 7:20:29 PM GMT

Powered by
Adobe
Acrobat Sign




County of Lake and Avero

Final Audit Report 2024-02-29
Created: 2024-02-29
By: Dakhota Hockett (Dakhota.Hockett@lakecountyca.gov)
Status: Signed
Transaction ID: CBJCHBCAABAAIROM4KBpOmD_7bPYiXsXZJBD7nMwV2W6

"County of Lake and Avero" History

9 Document created by Dakhota Hockett (Dakhota.Hockett@lakecountyca.gov)
2024-02-29 - 10:55:03 PM GMT

£3 Document emailed to Jenavive Herrington (Jenavive.Herrington@lakecountyca.gov) for signature
2024-02-29 - 10:55:32 PM GMT

™ Email viewed by Jenavive Herrington (Jenavive.Herrington@lakecountyca.gov)
2024-02-29 - 10:55:57 PM GMT

2% Document e-signed by Jenavive Herrington (Jenavive.Herrington@lakecountyca.gov)
Signature Date: 2024-02-29 - 10:56:08 PM GMT - Time Source: server

@ Agreement completed.
2024-02-29 - 10:56:08 PM GMT

2, CoLNty of

PLAKE | Adobe

Acrobat Sign

by




		2024-02-29T14:56:11-0800
	Agreement certified by Adobe Acrobat Sign




