
COUNTY OF MILWAUKEE 
Inter-Office Communication 

 
 
Date: November 25, 2008 
 
To: Lee Holloway, Chairman, Milwaukee County Board of Supervisors 
 Scott Walker, Milwaukee County Executive 
 
From: Ceridian Implementation Oversight Committee 
 
Subject: Ceridian Post Project Report 
 
In July 2005, Milwaukee County approved a contract with Ceridian for implementation of a new 
human resources and payroll system.  Originally, it was anticipated that a “go live” date of April 
2006 might be achieved for all 5 components of the Ceridian HRIS solution.  Total project costs 
were projected to be $10 million including $3.4 million for implementation and $6.6 million for 
operating costs from 2006-2010.  The first component of the system, Benefits, was implemented in 
July 2007.  The actual “go live” date for the three most critical component of the system, Time & 
Attendance, Payroll processing & HR and Self Service was November 2007 and the final piece 
Recruitment, was operational in July 2008. 
 
As for costs, the system finances were not adversely affected by the adjusted timeline because 
Ceridian worked with Milwaukee County on a cost-sharing approach that allowed us to redirect 
budgeted operating funds to implementation expenses.  Final implementation costs were 
approximately $4.5 million and the overall five year project costs will be within the original budget. 
 
Because of concerns about the implementation timeline, Milwaukee County obtained an 
independent analysis of the project in March 2007 and a follow-up review in October 2007 (copies 
attached).  As a result, the project management team was realigned and additional resources were 
committed to the effort.  The project was, essentially, restarted.   This post-project analysis 
addresses the “lessons learned” throughout the implementation process.  It identifies both things 
that worked to make the project a success and things that should be done differently to ensure 
success of future projects.  Input was received from key project staff and vendors.  This input 
included comments received from front line staff during the project. 
 
We appreciate the efforts of all County employees, contractors and Ceridian in implementing the 
new system.  This report is for informational purposes only unless other action is deemed 
necessary by policymakers. 
 
Implementation Oversight Committee Members 
 Cynthia Archer, Director, Department of Administrative Services 
 Dave Arena, Director, DAS-Employee Benefits Division 
 Rick Ceschin, Senior Research Analyst, County Board Staff 
 Dennis John, Chief Information Officer, DAS-IMSD 
 Dr. Karen Jackson, Director, DAS-Human Resources Division 
 Scott Manske, Controller, Department of Administrative Services 
 Sushil Pillai, Syslogics 
 Jerome Heer, Director of Audits (Ad HOC) 
 
cc: Milwaukee County Board of Supervisors 
 Steve Cady, Fiscal & Budget Analyst, County Board Staff 
 Delores Hervey, Chief Committee Clerk, County Board Staff 
 Jodi Mapp, Committee Clerk, County Board of Staff 
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1 Introduction 
This document is intended to reflect back on the project process and execution to determine the lessons 
learned – what went well and what could have been done better.  

The combination of project assessment, review and metrics make up the final post-project analysis report for 
large Milwaukee County IMSD projects. 

2 Project Assessment 
This Project Assessment has been completed based on the feedback from key stakeholders, sponsors, the 
Project Management Office and team members. The feedback captured is segmented by the phases. Some 
metrics are captured to provide insights into the project cost, schedule, and execution.  

2.1 Project Timeline 
The planned dates that are provided in this document are based on the project restart process in May, 2007.  

Modules Planned
Go-Live 
Date 

Actual 
Go-Live 
Date 

Variance Comments 

CBS 

(Benefits) 

7/31/07 7/31/07 0 Since Open Enrollment was not planned to be 
started until November 1, 2007, the team had time 
available to test the system and prepare for Open 
Enrollment beyond Go-Live. 

SS 

(Self-Service) 

11/15/07 10/25/07 - 15 days Self Service provided the team an opportunity for 
additional validation and hence a decision was 
made with DHR to move up the Go-Live date. 

CTA 

(Time and 
Attendance - 
Payroll) 

10/21/07 11/18/07 + 28 
days 

The organization was not ready impacting the Go-
Live date. This allowed time for HOC and BHD to 
finalize the adaptation of their time keeping process 
to incorporate electronic time swiping.  Project team 
provided additional training for approvers and 
employees. 

HPW 

(Human 
Resources – 
Payroll 

11/4/07 12/2/07 +28 
days 

The organization was not ready impacting the Go-
Live date. In addition, the changes in the Go-Live 
date provided better opportunities to test the custom 
programs and understand the manual workarounds.    
The delay provided additional opportunities to retest 
in parallel. 

CRS 

(Recruitment) 

10/31/07 7/1/08 + 8 
months 

The Go-Live decision to move forward with HPW 
impacted CRS from a resource allocation 
standpoint. In 2008, starting the project took time 
and based on additional efforts required such as 
process documentation and completion of test 
scripts moved the date to July 1. 
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2.2 Project Expenditures 
 

These project implementation expenditures are through October 2, 2008.  We note that some capital 
costs add value to other operations as well (e.g. wiring, connections). 

Vendor Amount Description 
Ceridian Costs $2,523,400 Implementation, extension and training 
Adecco 96,324 Support staff for HR, payroll & benefits 
C.D.G. & Associates 34,988 Interface development 
Global Insights 568,563 Data conversion, report development, 

requirements & planning and training 
Greenview Data Inc. 7,194 Data conversion 
I.D.L. Solutions 49,999 Data conversion 
Personnel Specialists 54,466 Support staff for HR, payroll & benefits 
Syslogic Inc. 831,833 Program/payroll management, projects 

reassess and replan, support staff for 
HR, payroll & benefits and training 

Temps Plus Staffing Services 35,677 Support staff for HR and payroll & 
benefits 

Tharps, M.L. 71,893 Data auditing 
Galaxy Data/Meridian IT Inc. 47,953 Computer equipment 
Wiring Connections 78,900 Wiring 
Command Communications 5,249 Computer equipment 
Xerographic Supply 48,663 Computer equipment 
Allison Systems 9,985 Computer equipment 
A.S.A.P. Software Express 26,806 Computer software 
Miscellaneous (20,695) Adjustments to project totals 
Total $4,474,199  

 

2.3 Key Lessons Learned Summary Table 
The key learnings documented below are for the overall implementation of the HRIS project, including 
the HPW, CTA, SS, CRS and CBS modules. 

 

Phase Component Key Learning(s)  

Initiating Scope  

RFP Process 

Contract 

The project team should be properly staffed with 
technical, functional and extended project resources 
(stakeholders/resources from other departments whose 
commitment is critical for project success), including 
sponsor buy-in from the inception of the project. 

Expectations – roles and responsibilities for all related 
parties should be communicated at the onset in terms of 
commitment and ownership during the various phases of 
the project. 

The RFP process should be documented.  For large and 
countywide projects it should include representatives of 
all stakeholders, including corporation counsel, 
community business development partners, DAS-Fiscal 
and procurement.   

The RFP evaluation criteria should be thought out and 
discussed before the RFP is written.  The stakeholders 
should discuss how they will know a good proposal 
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Phase Component Key Learning(s)  

before the RFP is written. 

Time and resources should be allotted for contract 
related research before the negotiations begin.  It is 
beneficial to know of similar contracts in other 
jurisdictions with various vendors, to give parameters to 
evaluating proposed contract terms. 

The responsibility for budget management should be 
built in to the contract, for instance with deliverables for 
not to exceed prices.  The contract should be written so 
County and vendor share responsibility for completing 
within budget. 

Any future implementation should include an inventory 
of all key systems requirements and a tracking 
mechanism to assure that they are not overlooked and 
do not conflict with the future state. 

A connection between the business case and 
implementation should be established and maintained 
through the duration of the project. 

The RFP process is quite elaborate and has several 
steps, when it comes to these steps, it’s important to 
strike a balance in terms of assessing the project, 
researching potential solutions, writing the proposal, 
choosing the vendor best aligned with your goals and 
budget.  While you want to spend enough time on 
individual steps to make sure that you end up with an 
ideal situation, you also want to keep things moving 
forward at a reasonable pace. 
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Phase Component Key Learning(s)  

Planning Work Plan 

Resource Plan 

Discovery 

Change Management 

An Integrated Project Plan should be developed with 
vendor and Milwaukee County resources with mutual 
dependencies. This plan should be resource loaded to 
better understand the impacts to the project. 

Commitment from extended internal project resources 
should be assessed in terms of their availability in light 
of their day-to-day demands. Consideration should be 
given to the use of a dedicated project team with no 
other duties during project implementation.  Balancing 
subject matter expert’s time and availability needs to be 
accomplished.  While bridging this commitment is 
difficult, it is a requirement for achieving success.  
Critical in capturing current/future processes and 
provides prompt guidance and decision support during 
buildout.  A positive execution example is the AIMS to 
CRS component. 

Assessment of external resources to supplement the 
team should be done very early in the process.  Roles, 
rules and expectations for project sponsorship and team 
management must be established and maintained 
through the duration of the project.  Identify internal 
structured processes for team communication and task 
accountability to create County ownership and ensure 
information is transferred from the Project Team to the 
internal project resources. 

The Discovery process should focus on future state 
process rather than automating the current state 
process. Process documentation should be developed 
to drive the requirements process. It was unclear to the 
County on the actual current/future state process, hence 
significant gaps in the discovery process. County 
procedures and rules should be validated within the new 
system during discovery walkthroughs.  

Change Management should be handled within the 
County effectively. Change management plans should 
be developed during planning and executed throughout 
the project.  Commitment must be obtained from the top 
down at the initiation project phase and must be 
sustained throughout the project – not solely when the 
project runs off track. 
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Phase Component Key Learning(s)  

Executing Analysis 

Testing 

Training 

Reports 

Go-Live 

 

Data conversion should start early to ensure that the data 
can be captured in a format that can be utilized by the 
new system.  

The timing expectations for execution of a project of this 
scope are nine months to one year from beginning to end.  
With the extension of execution beyond the two-year 
mark, the project ran into major barriers due to  
• policy/contract changes,  
• staff changes,  
• change in project sponsorship,  
• change in processes and ownership of reports 
• scope and requirements changes 
As requirements and ownership shifted, these should 
have been documented by the County for better clarity as 
to whether the onus was internal (on the County) or 
external (on the vendor) for researching the implications 
of changes, implementing the changes and following 
through to ensure testing/success of the changes. 
 
A timely training plan and execution of the plan is very 
important for successful follow-through. Although a 
training plan was developed and executed at Milwaukee 
County, the execution was done very early to the actual 
testing phase resulting in users (field payroll clerks, 
central payroll, central HR, and HR coordinators) not 
remembering the system during parallel testing.  
Additional trainings for systems should be coordinated 
with project go-live dates.  Plan for multiple training 
opportunities at the various phases of the project, before, 
during and after go-live. 

A detailed Test plan should be developed immediately 
after discovery to ensure that it provides an exhaustive 
analysis of the business requirements. 

Validation of the rules and procedures should be 
completed before configuration. 

As requirements and data conversion specifications are 
completed, reports specification needs to be complete to 
better understand gaps with what the system offers. 
System reporting functionality was given a low priority in 
lieu of all other critical priorities within the project. 

An independent project assessment should be done 
much earlier in the execution phase to ensure that 
milestones are going to be met on time and within budget. 
Future project plans should also include an assessment 
of resources at various milestones within the project 
lifecycle. 

A Readiness Assessment and Contingency Plan, along 
with a Go-Live Checklist are all very important to manage 
risks for a Go-Live process. These documents should be 
created well in advance before the project is planned for 
production.  
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Execution.  Some system components were highly 
complicated and bottlenecks surfaced as result during the 
build process.  However, in many cases a resource can 
easily fix a flawed component when they have the ability 
to focus and spend time with a subject matter expert.     

Cutting corners on Help Desk Product Support, Training, 
Quality Assurance (Testing) and Change Management 
assures low employee morale and comfort.  If an 
organization has limited operational capabilities or 
resources, the go-live target date becomes increasing 
difficult for acceptance in the user community.  Without 
these functional departments in house it is difficult to 
appropriately achieve the ongoing comfort demands 
necessary for the entire system community.       

Closing Transition to Support A Product Support Plan needs to be developed to ensure 
effective transition to the business and IMSD.  Setting up 
a ‘project support room’ provides a level of comfort for 
end users through the go-live transition phase. 

Expectations that are set during the initiation phase need 
to be reiterated to ensure appropriate transition.  Length 
of the project lost the scope and communication of the 
initiation phase elements.  

Business Owners/Functional groups need to understand 
the effort required to support their transition plan and plan 
appropriately for resources to ensure success. 

Post implementation strategy, large-scale projects 
requires 3 – 6 months minimum in continued transition 
support.  This should be appropriately communicated, 
planned, funded, reiterated, and incorporated if internal 
resources expertise is unable.  

 

 

Phase Component Key Learning(s)  

Controlling Project/Work 
Schedule 

Project Budget 

Communications 
and Status 

Timelines should reflect the complexities associated with 
the resource availability, process changes, change 
management impacts, and technical impacts.   

The Project budget should be clear to the project 
Oversight Committee, Board and DAS-Fiscal and the 
visibility should continue throughout the project. 

A Communication Plan should have been established for 
department heads, payroll staff, and employees during 
the planning phase. The benefits of the system along with 
potential sacrifices with the new system should have been 
communicated on the onset of the project. 

Monthly progress reports to the County Board and 
Oversight Committee should include details on time 
budget, dollar budget and functional utility of the system. 

It’s important to strike reporting balance in Fiscal over-
sight and create a bridge of communication to all 
members necessary.  While the budget needs to be clear, 
unexpected complexities became known during many 
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phases.  If a communication balance is not negotiated for 
reporting, it would potentially increase your risk for 
internal politics, slow decision making and create a 
distraction for achieving your milestones.    

 Governance 

Sponsor/Team 
Management 

The Project Management Office needs to be integrated 
during the start of the project to provide direction and 
governance for the project.  

Sponsors on the project need to be engaged during all 
phases of the project. Disengagement of any sponsor on 
the project will significantly increase the risk of the project 
success.  Key personnel left County service during this 
project.  While the County can not bind sponsors to our 
employ, we should do a better job of responding to 
vacancies in a timely manner. 

The entire team needs to be engaged and available to 
accomplish assigned tasks and deliverables on the 
project. Each project team member’s time needs to be 
managed on a daily/weekly basis to better understand 
commitment and to minimize the slippage of deadlines. 

Sponsor and Team Management challenges are 
addressed to some extent above in the Resource Plan 
section.   One component that is not discussed there is 
the outstanding question that we face as a government – 
Who is the owner / sponsor of technology systems.  It is 
the view of the Department of Audit that operating 
departments are the primary owners of the unique 
systems that they use to achieve their mission.  Audit 
acknowledges that a successful implementation requires 
collaboration with IMSD.  A successful governance 
approach will balance operational expertise with 
technology expertise and with accountability.  Audit looks 
forward to addressing this fundamental question prior to 
the initiation of any major technology projects 

Key personnel leaving the County highly impacted the 
project.  It’s not uncommon for people to leave and seek 
out new opportunities or retire; recruiting key replacement 
personnel needs to be a high priority and performed 
quickly.  If the organization has limited resources to 
perform this priority, ask for help.  People are your biggest 
asset for success.  

 

 

Phase Component Key Learning(s)  

 Issues and Risk 
Management 

Issues need to be consolidated between the vendor and 
Milwaukee County. After consolidated, there needs to be 
a strong commitment from both parties to drive those 
identified issues to swift resolution. 

A Project Risk Assessment and mitigation strategy needs 
to be developed early in the project that encompasses 
functional, technical, political, and organizational 
components. A Contingency Plan needs to be developed 
to better understand risk management.  
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 Organizational 
Readiness 

Organizational readiness needs to be assessed from an 
on-going standpoint and communicated to the Oversight 
Committee. In this project, organizational readiness 
awareness was not properly assessed until after March, 
2007.  This includes a thorough review of impacts to 
individual departments, communication on the 
implementation demands, communication to employees 
on project benefits, staffing requirements, impacts to 
departmental personnel, etc. 

Readiness within IMSD, with or with out external support, 
will depend on the role IMSD will play in projects such as 
Ceridian and the approach to support the PMO. 

Ongoing communication with the end users through the 
implementation phase is critical for preparation of any 
new process change.   

Major system implementations should not be undertaken 
in the future without fully assessing the level of support 
that will be available. 

 Release 
Management 

There needs to be a plan for change control during the 
implementation and for future maintenance/enhancement 
releases. This needs to be communicated so that the 
immediate users understand the rollout strategy. 

 
 2.4 Open Items 

While Ceridian components are all operational, work continues to refine the content and quality of 
the system.  Some of the more significant work-in-progress includes: 

 
 
  Task Expected Completion 
 Retirement Sick Payouts 11/08 
 Retroactive Pay 11/08 
 Annuity/Seniority Hours 1/09 
 Enhanced Programmatic and 
  Financial Reporting Ongoing 
 

Currently, these functions are being conducted external of the Ceridian automated system or 
there are other alternatives used while final programming adjustments in the Ceridian software 
are completed. 

 
As with any large system, it is important to note there will also undoubtedly be ongoing system 
enhancements.  In addition, updates will be made in the system to reflect any changes in 
Milwaukee County policies and procedures and pay/benefit changes as a result of union contract 
negotiations. 
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3. Conclusion 
Implementation of the Ceridian payroll and human resources systems provided number of lessons 

for ensuring that future technology implementation efforts are well-managed.  This report 

summarizes those “lessons learned” for managers, contractors and policymakers.  Many of the 

observations in this report are technical or procedural in nature.  These are extremely valuable.  

Comments related to the need for adequate resources, including professional support, are also 

significant.  However, among the most valuable lessons learned in this project are the need for 

dedicated leadership among key, project sponsors, ownership of the project by all involved — 

especially those key sponsors and ongoing accountability for successful results. 
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