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Proposal 
 

City of Columbia has engaged ImageNet Consulting to work with their staff to design and implement a digital and 
automated system to address their critical business objectives in a dynamic nature through the engagement of an 
Integrated Resource (IR). This document is intended to set expectations for efforts associated with implementing 
strategic change. Long term strategic vision built through the efforts described herein shall provide guidance to 
current and future transformation engagements. 
 
The purpose of this IR is to work with the city staff both in IT and across all impacted divisions to instantiate an 
instance of the Laserfiche software suite. The original intent of the RFP put out by the city was focused on design 
and implementation of Laserfiche as an alternative and superior solution to current document and workflow systems 
in place today. Alongside that endeavor and this IR is the intake and reorganization of data that has been migrated 
out of both FileBound and Tyler CM by city IT staff. This migratory component will be presented separately in a 
Not-To-Exceed priced offering.   
 
Beyond these core objectives along with all the ancillary activities around that such as integration into multiple 
Tyler systems; Munis (Using LF Connector) and Energov (Using ECS Imaging Connector), the objective of every 
IR is to work with the City of Columbia staff to wholistically over the course of this engagement to develop vision 
and roadmap for long-term strategic growth of their organization through the functions and features at their disposal 
through the Laserfiche Software Suite.  
 
Once the core foundational aspects of the systems are in place as well as designated staff within the city being 
trained to a level of sufficient expertise, remaining time can be used to continue to either develop roadmap strategy 
or rollout of development/deployment to various processes/departments in the City as directed and prioritized by 
City representatives.  
 
As a reminder, the benefit of an IR is to provide a temporal engagement for an imbedded resource with full focus on 
the success and growth of the City environment for this 90 day engagement, however because this is a temporal 
engagement it is critical that this resource be utilized at all times and responses and activities be structured to not 
leave idle time. Also, it needs to be understood that while a large part of this is the visioning strategy for long-term 
development that it doesn’t necessarily result in all possible roadmap objectives being completed within the allotted 
time frame. Rather that instead of a stream of change orders and activity delays that the financial governance and 
outcome of this engagement is returned to the City as it would be with any staff on their direct payroll.  
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Strategic Change 
Based on available information, a phased approach is recommended to reach an ideal future state, initially focusing 
on high level understanding of the current state and challenges the organization faces leading to a roadmap, laying 
the foundation with guidance for adaptive change and continual value realization over time. This approach will 
provide the organization with the opportunity to adjust to changes, learning from them throughout the change and 
adapting without losing focus on the holistic and strategic goals of the organization’s long-term future. Following is 
a high-level phased approach, focusing on minimum needed to experience continual improvement and value over 
time.  
 
Transformational Approach 
Phase I:  
Visioning, Strategy, and Process Literacy 
Phase II and Beyond:  
Incremental implementation of a roadmap and digital foundation as defined in Phase I, allowing for adaptive change 
based on new business needs and learnings.  
 
Through the strategic use of integrated resources, this allows for a holistic solution to be developed, creating a 
centralized and efficient flow of documents, data, and processes in order to further the mission of the organization. 
Scope of Phase I can be limited to a specific department or it can be done at a larger organization level that allows 
City of Columbia ability to discern the desired location for starting Phase II within their organization.  
 
 
System Implementation Details 
Licensing for Laserfiche has been procured and established in a separate document or a previous engagement. 
Should any new modules or licenses be identified as necessary they will need to be quoted and addressed at that 
point.  
 
 

Scheduling Details 
Due to the fluid nature of project scoping, SOW review, project negotiation, and other factors, scheduling for 
projects cannot be set until project documents are signed and contracts are in place. The following factors stand:  

 Project Kick-Off meeting with client staff and ImageNet representatives will occur, or be scheduled, within 
10 days of contractual agreement. (Dependent on client availability)  

 Client understands that as part of lean process environment, ImageNet resources are typically booked out 
ahead of time at minimum 10-12 weeks and, aside from the kick-off meeting, projects will most likely not 
begin before that time frame. With the nature of extended integrated engagements times may push out 
further based on renewals of existing engagements. Resources must be cleared of any remaining project 
work to ensure full dedicated availability.  

 



Service Proposal   
 
 

Project # 228267 

                                                                                                                                            4 
 

 
Phased Approach to the Future Environment 

Phase	I:	Visioning,	Strategy,	and	Process	Literacy	
 Visioning 

o Initial engagement to solidify a vision and strategic approach for transformation 
o provide the foundations for successful process literacy, which in turn sets the stage 

for transformative success  
 Process Literacy  

o Building visual and textual aids to create mutual understanding of process, data, 
culture, and its respective sources and destinations.  

o Perform process analytics to derive meaningful insight into the requirements, 
quality and appropriate implementation of client processes  

 Work Products 
o Process scoping - high level documentation of identified objective implementations 

within organization 
o Business case for identified phase two objectives - detailed documentation and 

narrative for the value proposed to be gained in phase II implementations. This can 
become the guiding light for ongoing transformation engagements.   

o Process Diagrams - Forms, diagrams, and graphical representations of processes 
and data flows containing both source and destination as well as the meaning and 
purpose.  

 

Phase	II:	Incremental	Transformation	and	Foundation	Establishment	
 Actualization of engagements driven by business case and other documentation defined in 

phase one  
 Executing change in incremental phases once an agreed upon foundation is in place, 

providing consistency and value as a result. 
 Quality assurance of each objective, including documentation and training.  
 Guided transformation from current to future state to include careful consideration of data, 

documentation, process, client culture, and technology for successful change. 



Service Proposal   
 
 

Project # 228267 

                                                                                                                                            5 
 

Investment and Scope 

Investment	
During this engagement, all efforts will be made by all parties to continually engage and progress in 
the change initiative, working through the phases mentioned above. Terms associated with 
engagement can be found in The Rules for Success section of this document. Throughout the 
engagement, if additional resources or skills are needed and/or desired, addendums to this 
document can be defined and agreed upon. 
 

Services	Included	
During this engagement, all efforts will be made by all parties to continually engage and progress in 
the change initiative. 

Service Description 
Consulting / 
Analysis 

Collaborate to ensure goals and deliverables for the immediate 
change desired are well understood. If this is performed by an 
ImageNet partner, this element may not be necessary 

Development / 
Implementation 

Technical activities to execute on processes and data elements 
defined in consulting and analysis efforts. 

Long Term 
Transformation 
Strategy 

Time permitting and when appropriate, engage in follow-up analysis 
and vision definition to determine the next logical business process of 
value to be delivered. 

Training Educational engagement enabling client staff to utilize applications 
put in place with optimal efficiency. Training of available technical or 
super-user staff, enabling client to be self-sufficient in maintaining 
and further developing the system to the highest level of success 
possible. 

Pricing	

Item Qty Monthly Rate Term Total 
Integrated 
Resources*	
	
*Monthly Equivalent 
Part Time Remote 
“employee(s)”; 
supporting resources 
are provided as 
appropriate max 18 
hours/week	

6 15,940.00 6 Month Term 
Minimum 

$   95,640.00 

Consulting/Analysis 
(beyond initial 
Period included in 
Term) 

0 225.00 None N/A 
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Milestones	

Item Description 
Overall Period Overall Timeframe for engagement. If additional detail is appropriate 

for specific activities, such will be found below 
Consulting / 
Analysis 

Early efforts to define the roadmap of change associated with the 
implementation efforts as well as requirements for the immediate 
change at hand 

Development/ 
Implementation 

Efforts to build and implement the solutions designed in the previous 
phase of change 

Walkthrough 
and Design 
Acceptance 

Review and walkthrough of the completed design with time for non-
foundational revisions.  Final design acceptance in preparation for 
Go-Live 

Training Coordinated training periods with client staff to review the product 
function as well as specific designs implemented and accepted in 
previous phases 

Go-Live Client staff using the newly developed system with limited oversight 
and high availability to the integrated resource to ensure any issues 
or assistance needs are quickly met. This will dramatically improve 
adoption and minimize negative impact to process.  

Assumptions	and	Constraints	

Type Title Title  
Assumption Resource Availability Timeframe defined is dependent upon 

all resources having availability to 
review and act in a timely manner 

Assumption Scope The immediate scope of Phase I is 
limited to high level understanding of 
challenges, structure, and focus priority 

Assumption Timeline The timeframes provided are linear as 
an uninterrupted contract through final 
expiration of term 

Risks	

Type Description Mitigation 
Resource 
availability 

Lack of resources could reduce 
value output 

Engage additional resources, when 
necessary. This would require a Change 
Request (CR).  

Scope 
Creep 

Defined need may be challenged 
during development 

Leverage analyst skillset to challenge 
any changes and evaluate necessity. 
This would require a CR 

Timeline The defined timeframe may be 
challenged if other assumptions 
prove false 

Ensure expectations and 
communications are clear with 
proactive discussion regarding 
perceived  threats to timeline 
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Resources	 	

Role Name(s) Responsibility Contact Info 
Lead Analyst TBD Collaborate with Client to 

accurately define vision 
and roadmap 

 
 

Project 
Manager 

Simon 
Adeniji 

Proactively engage 
ImageNet and Client 
resources ensuring 
progress 

sadeniji@imagenet.com 

Designer TBD Implement agreed upon 
road map and deliver 
training to users and 
administrators 

 

Account 
Executive 

Caleb 
Swaringim 

Manage overall account 
relationship and 
expectations 

cswaringim@imagenet.com 

Client SME	 TBD Provide process and 
organization structure as 
well as data and 
documentation. Critical 
role for enabling 
successful change 

 

Client 
Technical 
Resource 

TBD Client technical resource 
for any configuration or 
accessibility issues 

 

Client 
Primary 
Stakeholder 

Sophie 
Heidenreich 

Primary decision maker 
for final user acceptance 
phases 

sophie.heidenreich@como.gov 
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Rules for Successful Engagement 
RATE	GUARANTEE	
This rate is guaranteed through the calendar year and the initial term. Furthermore, it will not 
increase by more than 10% year over year if at all. 
	
MONTHLY	RECURRING	SERVICES	SUBSCRIPTIONS	
The Service Plan will automatically renew thirty (30) days prior to the end of the engagement 
period for additional one-month terms at the then-current monthly rate per resource for those 
resources identified until the SP is terminated with thirty (30) days’ written notice. 
 
TERMINATION	
Termination for any reason whatsoever is effective thirty (30) days following written notice to 
ImageNet. 
	
RESOURCE	AVAILABILITY	
Team members PTO is included during time periods. For planned absences, Client shall be notified 
a minimum of two weeks in advance of such absence. Should a resource be unavailable for a 
significant time period, a secondary resource may be brought into the engagement to replace the 
unavailable resource. ImageNet will notify Client of the situation and options before engaging the 
new resource. 
	
INVOICE	PROCEDURES	
Invoices will be generated and sent to Client at the beginning of each month. Payments for services 
invoiced are due based on the agreed terms in the PSA and SLA. Recurring Services and software 
subscription fees will be invoiced monthly. Travel expenses will be billed at cost, as incurred. 
 
OUT‐OF‐POCKET	EXPENSES	
Client will be invoiced monthly all costs associated with out-of-pocket expenses (including, without 
limitation, costs and expenses associated with meals, lodging, local transportation and any other 
applicable business expenses) listed on the invoice as a separate line item. Such expenses will be 
reasonable and communicated and approved in advance of incurrence. 
	
CHANGE	CONTROL	PROCEDURE	
The following process will be followed if a change to this plan is required: 
A Change Request (CR) will be the vehicle for communicating change. The CR must describe the 
change, the rationale for the change, and the effect the change will have on the engagement. 

 The requesting party (ImageNet or Client) will review the proposed change with 
appropriate resources to determine value and, if the value is appropriate, submit the CR to 
the Project Managers of impacted organizations. 

 Appropriate parties will review the impact of the proposed change and, if mutually agreed, 
the CR must be signed by both parties to authorize implementation of the requested change. 
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Client Responsibilities	  
Type Contact Info 
Staff Resources Client to identify and provide an IT Administrator for solution 

implementation and support interaction. 
Staff Resources Client will provide an onsite primary contact person responsible 

for providing direction and approvals on completion of work. 
Accessibility Client will provide access to all areas required to complete this 

project. Any areas of high security or hazard should be made 
known prior to project commencement. 

Accessibility Client will provide access to all information and documentation 
required to complete this project. 

Accessibility Client will provide Remote Access capabilities and credentials so 
that ongoing support can be provided as necessary via phone and 
remote desktop support. 

Accessibility Client will assure that all required LAN/WAN access and 
administrative rights are made available to complete the 
installation. 

Systems Client will directly provide all non-ImageNet hardware and 
software support required unless specifically indicated otherwise 
and assure that all hardware meets required specifications. 

Systems Client will verify final and ongoing maintenance and user setup. 
Systems Client is solely responsible for back-up of any systems and 

databases present within their network and hardware, including 
application data. ImageNet maintains no backups. 

Systems Client will be responsible for all non-application related system 
setup, configuration, resources, and functions. Servers must 
operate on a currently supported Microsoft Windows 
environment. 

Timeline Client is responsible for providing access and maintaining agreed 
upon timeline. ImageNet staff may be idled as a result of delays. If 
significant delays are encountered during the service efforts 
outside of ImageNet’s control, a re-engagement fee of $2,500.00 
will be charged prior to ImageNet reengaging. For integrated 
Resources the reengagement fee will be a total of 1 week (1/4 
monthly rate) for resource reallocation time. 
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Change Requests 

If any changes or additions are required outside of the defined scope and deliverables previously listed, a Project 
Change Order Request will need to be completed and signed by both the Client Project Manager and ImageNet 
Consulting representatives. (Copy attached) 
 

Assumptions & Terms 
 Rates are based on a commitment that work is to be performed during regular business hours; 8AM to 5PM 

local time, Monday through Friday 
 It is assumed that all work will be completed as a continuous effort.  Disruptions of this continuous effort 

beyond the control of ImageNet Consulting may require additional costs, additionally if the project is finished 
ahead of the estimated completion, there will be no credit issued to the client. 

 All System Engineer work outside of the work defined within the proposal is billed accordingly to SLA in place 
 All Process Analyst work outside of the work defined within the proposal is billed accordingly to SLA in place 
 For a full Professional Service Agreement, see MSA. 
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Exhibit B-Attachment A: Project Change Request 

Project Change Request 
 

PCR Number: __________ 
 
Date: ______________________ Party requesting change: _____________________ 
 
 
Nature of the proposed change: 
________________________________________________________________________ 
________________________________________________________________________ 
________________________________________________________________________ 
 
Reason for the proposed change: 
________________________________________________________________________ 
________________________________________________________________________ 
________________________________________________________________________ 
 
 
Impact of the proposed change on project: 
 
Pricing: ________________________________________________________________________ 
 
 
P.O. to which changes will apply: __________________________________________________________  
 
Schedule Changes:  
________________________________________________________________________ 
________________________________________________________________________ 
 
This Project Change Request is (circle):  Approved  Rejected 
 
 
Signatures: 
 
 
ImageNet Consulting Representative: ________________________________________________________ 
 
 
Client Representative: ________________________________________________________________ 

  
 



Implementation,Migration and Integration Services - ($186,640)

Integrated and Dedicated Implementation Resource - 90 days $95,640.00 

Migrating City's Existing Data and Metadata to the new DMS 
(One time fee)  

$70,000.00 NTE (Not to Exceed) 

Optional Tyler Energov Integration $21,000.00 

Annual Subscription and Maintenance 

Complete Document Management System Subscription $66,225.00 (Years 1-5) 

Optional Tyler Energov Integration Maintenance $2,400.00 (Years 2-5) 

Admin Users Per month $0.00 - ImageNet does not charge extra for admin users. 
Admins can use full user licenses.  

YEAR ONE TOTAL: $252,865

YEARS 2-5 TOTAL: $274,500 ($68,625 ANNUALLY)

TOTAL FOR FIVE YEARS: $527,365

EXHIBIT  C
PRICING SHEET



Exhibit D

CITY's Red Flag Policy
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