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1.
Nomination Form

Title of Nomination:  

IPOPS (Idaho Paperless Online Personnel/Payroll System)

Project/System Manager:
Jeanne Whitaker


Job Title: 


Bureau Chief Technical Support

Agency: 


Idaho State Controller’s Office 

Department: 


Division of Statewide Payroll

Address:  


700 West State St.
P.O. Box 83720

City:  



Boise


State:  
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Zip: 83720

Phone: 


(208) 334-2394



Fax: 



(208) 334-3338

Email:



 jwhitaker@sco.state.id.us   

Category for Judging: 
Digital Government: Government to Government (G to G)

Person nominating: 

Keith Johnson

Job Title: 


Chief Deputy State Controller

Address:  


700 West State St.
P.O. Box 83720


City:  



Boise


State: 



ID
Zip: 83720

Phone: 


(208) 334-2394



Fax: 



(208) 334-3338 

Email:



 kjohnson@sco.state.id.us
2.     Executive Summary  
In an age of multi-million dollar off-the-shelf software packages, which promise the moon and deliver a mountain of trouble, IPOPS (Idaho Paperless Online Personnel/Payroll System) was developed to combine the state’s existing mainframe system with the functionality of the internet. The Idaho State Controller's Office kept the useful functions of the legacy payroll system and added only those upgrades our office needed, while converting to a paperless input system for the state’s 24,000 plus employees.  IPOPS utilizes the internet to electronically produce, route, track and archive personnel, payroll and position control documents. 

Why IPOPS?

Customization: After reviewing many software vendor packages our office understood that we would never use their whole product. In most scenarios these software packages have to be customized to fit each states’ need. With a homegrown internet application, our office can deploy updates and new features immediately without having to wait for the next release.

Ownership: The Controller’s Office chose to develop the front-end internet based interface in-house. Facing long delays in routing and the need to reduce the volumes of paperwork, the State Controller's Office decided to use its existing mainframe system instead of throwing millions at a pre-packaged software solution.
Costs: IPOPS was broken out into four-year appropriation segments. Therefore, IPOPS had to be successful in order to receive the funding for the next fiscal year. After a series of project failures at other state agencies, the legislature became reluctant to appropriate additional funds for IT projects. IPOPS has been successful and its ROI has begun to pay for itself. Because the whole IPOPS project has been so successful, our office was able to receive an appropriation this upcoming fiscal year, while all other projects have been frozen or stopped. 

Our Objectives

Our main objectives for developing IPOPS were to decrease the amount of time required for the processing of transactions, create a paperless process, and increase the accuracy and reliability of employee data. 

Each one of these objectives has been met. Hundreds of thousands of online documents have been filled out correctly, routed electronically to all controlling agencies for authorization and uploaded to the State Controller's Office payroll system within a days time, where it took almost 12 working days to complete in the past. Employees can view their electronic pay stubs 24/7 from any internet access site and can also download their W-2 data into Intuit’s Turbo Tax software. 

What is available in IPOPS?
Phase 1 and 2 of IPOPS includes all personnel change forms such as new hires, rehires, pay increases, direct deposit and employee deduction changes. The State Controller's Office also completed the first phase of the employee self-service portion in October 2001. This first self-service phase is comprised of electronic pay stubs and W-2 downloads. The final self-service phase of IPOPS, which includes online employee time entry, will be ready to beta test in October 2002.

3.
Written Justification (A through D)
a) Description of Project, including length of time in operation

The IPOPS application was designed and developed with the purpose of creating a web-based application for submitting and processing personnel, payroll and position control forms. On September 21, 1999, the Idaho State Controllers Office implemented the IPOPS application. Six pilot agencies utilized the application between September 21 and February 15, 2000, which included name/address, tax withholding, and workers comp classification changes. 

During the next two years all previous paper personnel forms were integrated into IPOPS. By May 2001, the last of the 91 state agencies were implemented onto IPOPS. Two other main pieces, electronic pay stubs and downloadable W-2s, were added in the fall of 2001. The Idaho State Controller's Office was the first governmental entity in the United States to offer the W-2 service to its employees and the third state to offer Electronic Pay Stubs. 

IPOPS is an automated, web based personnel, payroll and position control system which:
· Eliminates duplicate data entry

· Shortens the processing time from 11.5 days to 1 day 

· Reduces the amount of batching errors

· Reduces the people time to create and process a document

· Provides automatic auditing to reduce the coding error rate

· Incorporates encryption and SSL security technologies

· Provides for electronic document routing and signatures

· Provides a complete electronic audit trail

Within IPOPS, agencies use the Internet to access the payroll or personnel forms they need.  First, an authenticated user enters the appropriate user-id and password; they then acquire access to their appropriate payroll and personnel forms. HR/payroll employees then complete these forms online and electronically route them to the appropriate internal reviewers within that agency. Once the internal approval process is complete, agency authorizers electronically sign off. IPOPS forms are then automatically routed to the Governor’s office. After being approved by the Governor’s office, the online forms are electronically routed to the State Controller’s office for processing. The completed process takes about one day.

The whole implementation process for each agency was very individualized. A pre-implementation meeting was held with each agency to determine internal access controls. Then a day was spent training the trainers at each agency on the full functionality use of the application. Refresher classes are held monthly to keep IPOPS users updated.

Electronic Pay Stubs were completed in a five-month period between June and October 2001. Part of this project included creating a LDAP (Lightweight Directory Access Protocol) to host the user names and passwords for all state employees. This allowed us to make it possible to have the same security entrance for each statewide application the State Controller's Office builds. Employees log in with their user name and password and are then free to enter any State Controller's Office online application.

Electronic Pay Stubs are created after each biweekly payroll. The data is made available for each employee to access one week prior to the actual payday. Employees have the option of seeing previous pay stubs, viewing statewide messages from the Governor or State Controller, using an online help with references on how to read the stub and quick access to other IPOPS or statewide applications.

The latest piece that was included in IPOPS was W-2 downloads into Intuit’s Turbo Tax. Intuit contacted Idaho Governor Dirk Kempthorne and State Controller J. D. Williams for our help. Our office became the first governmental entity in the United States to make this partnership. This collaboration allowed Idaho State employees to download their 2001 W-2 data directly into Turbo Tax. Intuit also provided a benefit to all Idaho citizens for their part in the relationship. Finally, our office has the functionality built to partner with other tax preparation software companies when they have the capability of doing this process. 

Since implementing IPOPS, users are very pleased with the increased speed and convenience in submitting and processing an on-line personnel, payroll and position control forms.  The cutting edge internet technology applied in the development and implementation of a state business process, such as IPOPS, has allowed the state to apply the technology to other state business processes, which will ultimately increase productivity in government.     

Hardware/Software
IPOPS was developed using Lotus Notes tools. Lotus Notes met the technology and security requirements. Most of the code was written in Javascript. Our office uses a four-area environment: development, simulation, production, and training. Currently, our office uses a clustered set of two IBM Netfinity servers in our production environment. Our office also made the decision to put IPOPS on the Internet to allow agency HR/payroll and state employees access wherever they may be. This enables agency directors, who are away at national conferences, to electronically authorize documents waiting for their signature. Users are not required to have any client to access the application.

b) Significance to the improvement of the operation of government
Customization/Ownership

With a homegrown internet application, our office can deploy updates and new features immediately without having to wait for the next release. A customizable application also allows us to use every practical piece within the system. On the other hand, by using an off-the-shelf computer package, the state would not be able to use all the software. Thus by using our own customizable application the state can get “more bang for the buck. In these types of economic situations that most states are facing this type of efficiency is essential. 

Increased Internal Controls
The technology used to develop IPOPS has improved the internal controls of the personnel, payroll and position control form process.  Encryption and routing capabilities of Lotus Notes R5 restrict access to the document to only authorized users.  The originator of the IPOPS document is the only one who can create or make revisions.  Authorized approvers are the only ones who can electronically sign forms. This write protection capability prevents unauthorized changes or changes made based on verbal or written communication within the agency or controlling agencies.  Status information about the IPOPS forms is located conveniently at the end of the document.  It includes the current status and approver for the document along with a detailed audit trail.  The detailed audit trail includes the day, time stamp the document was accessed and the name/function of the person who accessed it. 

Business Process Redesign
Finally, implementation of IPOPS has given the agencies the opportunity to review their business processes. Specifically, agencies have reviewed their procedures as it relates to HR/Payroll.  Many agencies are using form processes that haven’t changed in 10 to 20 years.  IPOPS provides them the incentive to look at their current forms process and modify it to a more modern approach. 

c) Benefits realized by service recipients, taxpayers, agency or state.

Accessibility
Through the advancement of internet technology our office has been able to make our forms, pay stubs and W-2s more accessible. With American Disability Act (ADA) and US Section 508 accessibility issues taken into account, blind and visually impaired persons are now able to complete HR/payroll forms, and read their pays stubs and W-2 data on their own for the first time. This was accomplished in a joint partnership with the Idaho Commission for the Blind and Visually Impaired.

Accuracy
The benefit of having the edits built into the front-end of the system is that agencies must fill out the online forms correctly prior to it being sent forward in the process, eliminating many mistakes that previously occurred.  This saves mainframe process time because of the diminished need to re-run certain programs, which can cause batch failure. Because the forms have to be filled out correctly, agency HR/payroll staff has really had to learn and understand what they are completing on the form instead of just guessing. Our number of “3 Star Errors” (critical errors that will prevent payroll from processing if not corrected) has decreased from 40,173 in August 2000 to 892 in April 2002.

Increase in Direct Deposit

When our office started electronic pay stubs on October 26, 2001 the statewide percentage of employees on direct deposit was 75%. By January 4, 2002 the percentage of direct deposit employees increased to 80%. To increase direct deposit usage our office only permits direct deposit employees to view their pay stubs electronically. Currently, 72% of the direct deposit employees have signed up to view electronic pay stubs. All of this equates to more than 250,000 fewer pay stubs printed on an annual basis.

Timesavings

The HR/payroll staff and the governor’s controlling agencies experience the immediate benefit of IPOPS.  The ease and convenience of a web enabled application allows the form originators to file an IPOPS form anywhere there is access to a computer and internet since the system is accessed through a web browser. 

Most of the timesavings come through the reduction of mailing and routing of documents. With the automation of IPOPS, the old paper process took 11.5 days on average to be completed. This was only if the process was done correctly. Consequently with the implementation of IPOPS forms the procedure has been reduced to one day.

Single Data Entry

The Division of Statewide Payroll within the state controller's office use to employ 1.5 employees to keypunch the old personnel, payroll and position control forms into the payroll system. Currently, the agency HR/payroll staff keys the information in once, then the data is eventually uploaded into the payroll system. Efficiency has been increased since forms are only keyed once, thus preventing many hours of adjusting payroll information. Effectiveness has also improved since IPOPS automatically prepares the information for entry into the main payroll system.

Complete Audit Trail

After a form has been processed through IPOPS, the completed document remains on-line in an IPOPS Archive file. HR/payroll staff can access that data whenever a specific form needs to be retrieved.  All the information will be on the document as it was created along with a detailed audit trail of persons reviewing/modifying the document and electronic signatures of the final approvers.  The amount of time required locating a specific personnel, payroll or position control form is significantly reduced.  Instead of looking through file drawers, they can simply access the internet to locate the document.  

d) Return on investment, short-term/long-term payback 

The return on investment is the amount of time and energy saved with an electronic form process. Instead of spending hours writing, signing, and routing IPOPS forms, HR/payroll staff has now reduced this time to a matter of minutes. With the IPOPS application, limited agency resources can be spent doing more value added work. Our office estimates our application’s total development cost will be $1,650,000 and our annual savings is expected to be around $430,000.

Hard Dollar Savings
Because of IPOPS, the Division of Statewide Payroll within the Idaho State Controller's Office has been able to reduce its personnel staff by 20%. This came in both data entry and other production processing staff.

The Division of Statewide Payroll’s production processing team has also reduced their number of overtime hours significantly the past three and half years due to IPOPS.

Year
Overtime Hours

1999
386

2000
352

2001
163

2002
18

Pay Stub Payoff
IPOPS has eliminated the unnecessary microfilm process, while at the same generating cost savings in purchasing and printing paper forms. This is especially apparent in electronic pay stubs. 250,000 fewer pay stubs are printed annually. At a savings of $.30 per stub, our office will easily pay for the electronic pay stubs portion of IPOPS within one year. 

Conclusion

Thus, the implementation of IPOPS has proven that government can be just as or even more effective than the use of private enterprise software applications. This solution has dramatically demonstrated the potential of Internet based applications and encourages more utilization of this technology.

























6
[image: image1.png]




