
 
CALL FOR AWARDS OF EXCELLENCE 

 
At the Spring 2015 Conference, we will be continuing our annual “CGAIT AWARDS OF EXCELLENCE” 
program that will recognize the annual achievements of member agencies in areas where their 
innovative application of new service delivery techniques and/or leading edge computing and 
communications technologies has led to outstanding results.  Individual awards will cover the following 
individual categories: 

 Improving internal operations in your agency 

 Providing exceptional customer service 

 Enhancing public-facing communications and services 
A panel selected by the Board will choose winners in each category based on award applications 
submitted by interested agencies. 
 
In addition to the recognition given during the Spring Conference in Pueblo, the winner will receive a 
special presentation from the CGAIT Board during a City Council, County Commissioners or Special 
District Commissioners meeting. 
 
Submissions (see the response form below) should be sent via email to CGAIT Vice-Chair Jeff Scheetz at 
jscheetz@ci.montrose.co.us no later than 5:00 pm on Tuesday April 21, 2015.  
 
 
Project/Initiative Name:  Implement City-Wide Training Program  
 
Award Category Applied For:  CGAIT Awards of Excellence: Improving internal operations in your 
agency 
 
Organization Name: City of Westminster 
 
Submitter’s First Name: Larry Garlick 
 
Professional Title: Lead Software Engineer 
 
Address Line 1: 4800 W 92nd Ave 
 
Address Line 2: 
 
City: Westminster 
 
State: CO 
 
Zip/Postal Code: 80031 
 
Email Address: lgarlick@cityofwestminster.us 
 

mailto:jscheetz@ci.montrose.co.us


Executive Summary (Please provide an executive summary suitable for posting on a website. 
Description should be no more than 300 words): 
 
The City of Westminster’s Training staff assesses training needs, offers classes and programs, tracks 
registration and attendance, and reports training metrics for the whole City.   Before 2014, the City used 
a training system which the employees reached through the City’s Intranet, but administration 
processes and data fell haphazardly between the Intranet and the City’s JD Edwards ERP application.  
The Training team found themselves frequently moving between platforms for information and 
performing their duties.  Requests to IT for help with processes and fixing problems grew every year.  
Employees experienced errors and inaccurate data as the Training staff tried to work with the system. 
 
IT and Training met and defined four objectives:  

- Streamline processes removing IT’s help 
- Add high value functionality 
- Enhance reporting 
- Minimally impact the workforce  

 
The team came up with the solution to consolidate all data and administration in the JD Edwards ERP 
platform, but keep the interface to the workforce in the more familiar Intranet.  After a phase of 
requirements elicitation and design, development began in September of 2013.  After a successful data 
conversion including decades of employee training history, the new training system went online in 
production in January of 2014.  IT followed up with several requirements throughout 2014, and finally 
closed phase II of the project at the end of the year. 

Training staff now administrates and reports from one location in JD Edwards, leveraging that system’s 
capabilities.  Administration is now completely in the hands of Training staff without needing IT 
assistance.  Highly valued functionality was added, such as the management of programs like the City’s 
Supervisor Academy.  By continuing to use the Intranet for employee interfacing, the workforce 
experienced very little change. The team successfully reached all of its objectives. 
 
Functionality (Describe the problem or issue the project or system was designed to address.  Description 
should be no more than 600 words): 
 
Training staff is tasked with not only handling Westminster’s city-wide training classes, but also 
recording outside training by the workforce.  This is no easy task for the 1000 benefited employees at 
the City of Westminster.  This staff solicits training needs, schedules classes, offers them to the 
workforce, monitors registration, tracks attendance, and keeps records of all classes taken.  It also tracks 
enrollment and completion of programs like Westminster’s Supervisor Academy and Leadership 
Development Program.   Providing the right technology tools to meet their objectives was critical to 
their success.   
 
The first attempt at automating training processes came about in 2003.  Since all employee data was 
kept in the City’s JD Edwards ERP application, when the Training staff asked for help in tracking classes, 
IT built a very simple interactive application in JD Edwards for them.  As the City Intranet was beginning 
to be used, the Training staff used it to deliver training to the workforce.  Some tables were built in the 
Intranet system to track data.  However, IT needed to continue to maintain interfaces to the JD Edwards 
tables.  Classes were presented on the Intranet, registration was tracked there.  Attendance was tracked 
in JD Edwards. 



Over the years, the Training staff needed more functionality and automation to meet their objectives.   
Due to resource issues and higher priorities, work-arounds and band aid fixes were the norm for this 
system.    Reporting across both platforms became a nightmare for report writers.  Data would start on 
one platform and, with IT’s help, get ported to the other.  As quick fixes continued to be applied, the 
system became more and more fragile.  Training’s requests to IT for information and assistance 
continued to grow each year. 
 
Problems throughout the system could be categorized into these specific issues: 

- With the data spanning two different platforms, reporting out of and interfacing with the 
training system was increasingly difficult. 

- With administration developed in two different platforms, Training staff wasted time moving 
between the platforms just to get their jobs done. 

- Without addressing better workflow and data flow solutions at the data layer, patching old code 
to add functionality in both JD Edwards and the Intranet was becoming less and less effective or 
efficient. 

- Training staff found themselves relying more and more on IT to perform specific functions of the 
system. 
The lack of major functional changes on the Intranet site was causing the workforce to rely on 
Training staff to keep them updated on their classes and handle even minor issues. 

- The workforce relied heavily on the years of training records in the system, but would very often 
find errors in the records. 

- Training found it difficult to notify the workforce of classes and cancellations. 
 
These problems became more exasperating as time went on.  By 2013, the Training staff made the case 
that fixing the system was a high enough priority for the City’s software engineering team to work on. 
 
Project Duration (How long has the system been in use?):   
 
Even though IT and the Training staff had discussed building a new training system for the last couple of 
years, the actual project was finally initiated in the Spring of 2013.  The project fell into four phases: 
Elicitation and design, development, implementation, and follow-up.  Elicitation of requirements quickly 
followed the initiation of the project and was largely completed by September of 2013.  Development 
was completed in December of 2013.  The implementation phase had two parts: data conversion and 
go-live.  Even though IT needed to assist training in creating the 2014 catalog of classes, all of it was 
converted into the new training system by the end of 2013 and the Training staff began using the new 
system in January of 2014.  The follow-up phase included several important functions surrounding 
program maintenance, and making sure the Training staff could build their 2015 catalog without help 
from IT.  Both of these goals were achieved by December of 2014.  The new training system has been in 
production since January of 2014. 
 
Project Description (Describe the project or system, include hardware/software utilized.  Description 
should be no more than 600 words.):   
 
In order to lower maintenance costs, improve workforce satisfaction, and increase the Training staff’s 
productivity, the City initiated the project to rewrite the training system.  The project successfully 
developed a product that met all of its project objectives and produced the product described below: 
 



The City of Westminster Training staff services the training needs of the 1000 benefited employees at 
the City.  The workforce directly accesses classes through catalogs displayed on the Intranet.  One of the 
project objectives was to leave the workforce experience unchanged as much as possible.  They can 
review the dates and times for upcoming classes, easily identify classes associated with programs 
provided by the City, and register for those classes that apply to them.  The workforce also has access to 
their whole training history and supervisors have access to the training history of their direct reports.  
The system also generates notification to the workforce of upcoming classes they are registered for, or if 
they move from the waiting list to enrollment in a class. 
 
The Training staff accesses the administrative side of the training system in JD Edwards.  This 
arrangement allows for the best delivery and maintenance of functionality to the Training staff while 
leveraging data, tools, and reports within the JD Edwards system.  Training staff defines courses and 
programs, schedules classes, adds them to catalogs (usually grouped by year), sets display dates and 
registration dates, handles registrations and waiting lists, tracks attendance, and pulls reports from the 
administrative side in JD Edwards.  The system is also capable of managing instructors, locations, and 
costs of the classes.  The program maintenance features allows Training staff to manage the classes 
within a program, the employees enrolled in the program, the percentage of the program completed by 
the enrollees, and whether an employee has completed the program.  From JD Edwards, they are also 
able to pull reports on programs, classes, employees, and other targeted information, in a format they 
are familiar with. 
 
All of the data for the training system resides in the JD Edwards database, seriously reducing the 
complexity of reporting.  The Intranet side of the system consists of about a half dozen ASP pages 
connecting to the database through a linked server and defined views.  The administrative side is a 
handful of JD Edwards interactive applications that allow for data entry, data inquiry, and reports.  This 
administrative portion is easily accessed through a page in JD Edwards that delivers entry points to all of 
the applications and reports.  The simplicity of the data structure and interfaces solved many of the 
problems that existed in the old system.  IT does add new functionality as requested, but they are 
currently not included in the process flow of any training processes, another project objective. 
 
 
Project Benefits (Describe the benefits realized as a result of completing the project. For example, 
benefits to the city, or special district, to the agency’s customers, etc. Description should be no more 
than 600 words): 
 
The benefits to the City included lower maintenance costs, better workforce satisfaction, and higher 
productivity.  Revisiting the list of specific problems, the project solved all of them: 
 

- With the data spanning two different platforms, reporting out of and interfacing with the 
training system was increasingly difficult. 

o The data was remapped to just one source giving the ability to develop a set of simple 
interfaces and report more easily. 

- Without addressing better workflow and data flow solutions at the data layer, patching old code 
to add functionality in both JD Edwards and the Intranet was becoming less and less effective or 
efficient. 

o The data flow and workflow changes at the data layer reduced the complexity of both 
the applications in JD Edwards and those in the Intranet making further enhancements 
much more possible and probable. 



- Training staff found themselves relying more and more on IT to perform specific functions of the 
system. 

o Mapping our processes and providing better functionality eliminated IT from training 
processes completely. 

- The lack of major functional changes on the Intranet site was causing the workforce to rely on 
Training to keep them updated on their classes and handle even minor issues. 

o Redeveloping the Intranet interfaces to one data source allowed the web engineers to 
enhance functionality on the training pages without seriously changing the mode of 
interaction with the workforce. 

- The workforce relied heavily on the years of training records in the system, but would very often 

find errors in the records. 

o Re-mapping the data layer and converting all the years of training history over to the 
new system reduced the errors found in displaying training data to the workforce while 
giving them better capabilities to manage their training history. 

- Training found it difficult to notify the workforce of classes and cancellations. 
o The new system added functionality to manage notifications to enrollees on classes.  

The consistency of the new system delivered a consistent and more satisfying 
notification experience to the workforce. 

 
 
Implementation (Describe how the project was implemented including any partnerships with other 
organizations): 
 
Implementation followed the phases described above:  Initiation, Elicitation and Design, Development, 
Implementation, and Follow-up. 
 
Initiation 
The JD Edwards Support team and the Training Staff met and defined the objectives of the project.  The 
need for Web support was identified and the Web Support team joined the project.  The team defined 
scope, schedule, and budget and the execution of the project began. 
 
Elicitation and Design 
Through a multiple number of meetings with Training staff, HR, IT, and the workforce, requirements 
were defined and documented.  Using the requirements an initial design document was written up.  At 
this time, the full scope of the project became known and IT contracted for JD Edwards development 
help from Denovo, a well know JD Edwards partner in the area. 
 
Development 
Development on the new training system began once the Design document was completed.  The JD 
Edwards Support Team, with the help of Denovo’s JD Edwards application developer, built the data 
structure and administration applications for the system in the JD Edward’s ERP application.  The Web 
Support team built the data interfaces to the Intranet and the ASP pages for Intranet interaction with 
the workforce.  During the development, the team chose bi-weekly cycles to move through the backlog 
while working closely with the Training staff to quickly respond to needed changes. 
 
 
 



Implementation 
Implementation included data conversion and go-live.  Data conversion applications were developed by 
the JD Edward’s Support Team and tested by the Training staff.  As soon as development was complete 
and the data conversion applications worked as expected, the team moved all applications to 
production, converted the data, and cut over to the new training system.  This cut-over occurred in 
January of 2014. 
 
Follow- Up 
Some reports, some of the functionality of program maintenance, and the ability for the Training staff to 
create a new yearly catalog had not been completed by the cut-over.  The project team continued to 
complete these objectives in 2014.  The Training staff successfully created a 2015 catalog without 
assistance from IT in December of 2014.  With this last step, the project objectives were completely and 
successfully met and the project was closed. 
 
Reference (Please provide a third-party reference who can speak from direct experience about the 
benefits of the project or system): 
Name:  Lisa Chrisman, Human Resources Manager/Benefits 
Phone: (303) 658-2151 
Email Address: lchrisma@cityofwestminster.us 
 


