
 
AGENDA 

UNION COUNTY BOARD OF COMMISSIONERS 
Regular Meeting 

Monday, March 10, 2008 
7:00 P.M. 

Board Room, First Floor 
Union County Government Center 

500 North Main Street 
 Monroe, North Carolina 

 
www.co.union.nc.us

 
5:00 P.M. - Closed Session  
 
1.   Opening of Meeting  

a. Invocation - Rev. Richard D. Tuttle, Austin Grove Baptist Church 
b. Pledge of Allegiance - Led by Cub Scout Pack 53, Waxhaw 
 

2. Informal Comments 
 
3. Additions, Deletions and/or Adoption of Agenda  

ACTION REQUESTED:   Adoption of Agenda 
 
4.  Consent Agenda  
            ACTION REQUESTED:  Approve items listed on the Consent Agenda 
 
5. Voluntary Agricultural Districts Approval  

a.    Wilburn Williams Family Farm, LLC - 40 acres (approved by the Agricultural 
Advisory Board for recommendation to the Board of Commissioners on May 31, 
2007) 

b.    Willodene Williams - 64.33 acres (approved by the Agricultural Advisory Board 
for recommendation to the Board of Commissioners on May 31, 2007) 

c.  James F. Marlow and Ray T. Cook - Two Tracts: 69.509 acres and 107.421 
acres (approved by the Agricultural Advisory Board for recommendation to the 
Board of Commissioners on January 31, 2008)  

d.   Mary Kathryn Lockamy Howard - 41.480 acres (approved by the Agricultural 
Advisory Board for recommendation to the Board of Commissioners on January 
31, 2008) 

ACTION REQUESTED:  Approve a-d 
 
6. Agricultural Advisory Board 

a.   Appointment of Ex-Officio Non-Voting Member from Board of Commissioners 
 ACTION REQUESTED:  Consider appointment  
b.  Approval of Representatives from Soil and Water Conservation Office and the 

District Conservationist to Serve as Ex-Officio Non-Voting Members on the 
Agricultural Advisory Board 
ACTION REQUESTED:  Approve Rick Pigg and Kenneth Mills to Serve as Ex-
Officio Members  

 
 
 

http://www.co.union.nc.us/


 
7.  Tax Administrator 

a. Revaluation 2008 Presentation 
ACTION REQUESTED:  Receive as information 

 
8.  Document Management Consultant Presentation 

ACTION REQUESTED:  Receive as information 
 
9.  Recommendation of the Library Board of Trustees Regarding New Library 

ACTION REQUESTED:  Consider Library Board's recommendation regarding super-
regional library 

 
10.  Amendments to Water Conservation Ordinance 

ACTION REQUESTED:  Adopt Amendments to Water Conservation Ordinance 
 

11.  Public Works Department 
a.     Reclaimed Wastewater User Rates 

ACTION REQUESTED:  Approve the following user rates/fees for Reclaimed 
Wastewater: 1) $100 annual permit fee per tanker/vessel used to transport and 
distribute Reclaimed Wastewater; 2) a "consumption rate" equal to one-half of 
the prevailing rate for potable water - flat, not tiered - for volumes received at 
designated Union County Public Works' reclaimed wastewater distribution sites; 
and 3) $5.00 per month account maintenance fee.  Also, approve the following 
user rates/fees to be applied to Hydrant Permits (potable water): $100 annual 
permit fee per tanker/vessel used to transport and distribute potable water; and 
2) $5.00 per month account maintenance fee 

b. Twelve-Mile Creek Sewer Diversion Study 
ACTION REQUESTED:  Accept study and approve the implementation of the 
recommended plan (Alternative 1A) 

c. Self-Help Program 
ACTION REQUESTED:  Accept recommendation of Advisory Board as 
developed by staff and approve application of modified policy to existing projects 

 
12.  The Woods Subdivision  

ACTION REQUESTED:   Consider request 
 
13.  South Piedmont Community College (SPCC) 

a.     Capital Project Ordinance (CPO) #97 to Provide Funding for SPCC Capital 
Projects  

 ACTION REQUESTED:  Adopt CPO #97 
b.    Set Date for Work Session with South Piedmont Community College (SPCC) to 

Review its Capital Improvement Program and Provide Direction Regarding 
Financing of Improvements Contained in the Program 
ACTION REQUESTED:  Consider scheduling work session for Monday, March 
24, 2008, at 5:30 p.m. 

 
 
 
 
 
 
 



14.   Compliance with the Minimum North Carolina Department of Transportation 
Training Standards for Union County Community Transportation Systems 
Operations  
ACTION REQUESTED: 
a.     Addition of Safety and Training Specialist Classification to the  
          Union County Pay Plan, Pay Grade 65 
b.     Appropriate (1 FTE) Safety and Training Specialist to the Personnel Department 

allocation of positions 
c.       Appropriate funding as needed 
d.      Appropriate a (.85 FTE) Regular Part-Time Driver to the Transportation 

Department allocation of positions 
e.   Appropriate funding as needed 
 

15.    Visioning Conference Priority Work Plans - Priority 12 (tie) - Tax Rate: Revenue  
Neutral, Lower 
ACTION REQUESTED:  Receive information and provide policy direction to staff in 
development of FY 2009 budget 

 
16. One-Stop Voting Sites and State Financial Assistance 

ACTION REQUESTED:  Accept Grant Allocations from State Board of Elections for 
One-Stop Voting Sites and Authorize Interim County Manager to Approve Budget 
Ordinance Amendment Appropriating Funds 

 
17. Authorization for County to Enter into Contracts for the Defense of Individual 

County Commissioners and Adopt Budget Amendment #40 
ACTION REQUESTED:  Authorize the Interim County Manager to Enter into Contracts 
for the Defense of Individual Commissioners Not to Exceed $15,000 Each and Adopt 
Budget Amendment #40  

 
18.  Announcements of Vacancies on Boards and Committees 

a.  Juvenile Crime Prevention Council (JCPC): 1) District Attorney or Designee; 2)  
Substance Abuse Professional; 3) Two Persons Under Age of 18; and 4) 
Juvenile Defense Attorney 

    b.   Farmers Market Committee (1 Member at Large) 
c. Union County Home and Community Care Block Grant Advisory Committee (2  
 Vacancies as of December 2007) 
d. Nursing Home Advisory Committee 
e. Board of Health (Vacancy as of January 2008 for a Licensed Optometrist) 
f. Agricultural Advisory Board - (1 Vacancy for Unexpired Term Ending June 2010   
 Due to a Resignation) 
g. Board of Adjustment (3 Vacancies for Regular Members and 1 Vacancy for 

alternate member for unexpired term ending May 2009) 
h. Planning Board - (Vacancies as of April 2008: 1 Member Representing Jackson 

Township; 1 Member Representing New Salem Township; and 1 Member 
Representing Sandy Ridge Township) 

ACTION REQUESTED:  Announce vacancies 
 

19. Interim Manager's Comments 
 
20. Commissioners' Comments 
 



 
 

CONSENT AGENDA 
March 10, 2008 

 
1.     Contracts Over $5,000  

a.   North Carolina Department of Transportation - Revision of FY 08 Community 
Transportation Program Grant and Contract and Budget Amendment #35 

b. Tower Engineering Professionals - Engineering, Environmental and Regulatory 
Services in Connection with Tess Road (Fairview), Cuthbertson (Wesley 
Chapel), New Salem and Crow Road Tower Sites and adopt Resolution to 
Exempt a Particular Contract from the Competitive Proposal Engineering 
Provisions of G.S. 143-64.31 

c. WK Dickenson & Co., Inc. - Master Multi-Service Agreement for Engineering 
Services 

d. Center for Children's Law and Policy - Agreement for John D. & Catherine T. 
MacArthur Foundation Models for Change DMC (Disportionate Minority Contact) 
Action Network (Budget Amendment Approved November 6, 2007) 

e. AON: Health Benefits Consulting - Employee Benefits Consulting Services and 
Broker of Record Letter 

f. Centralina Council of Governments - Home and Community Care Block Grant for 
FY 2007, Amendment #1 (Increasing amount from $675,127 to $684,690)and 
Budget Amendment #34  

ACTION REQUESTED:  Authorize the Interim County Manager to approve a-f; adopt 
Budget Amendment #35 in connection with Contract Listed as A; adopt Resolution to 
Exempt a Particular Contract from the Competitive Proposal Engineering Provisions of 
G.S. 143-64.31 (Contract Listed as B); authorize Interim County Manager to execute 
broker of record letter in connection with Contract Listed as E; and adopt Budget 
Amendment #34 in connection with Contract Listed as F 

 
2.  Minutes 

ACTION REQUESTED:  Approve 
 
3.  Tax Administration 

a.    Ninth Motor Vehicle Billing in the Grand Total Amount of $1,064,873 
b.   Departmental Monthly Report for January 2008 
c.   Refunds for February 2008 in the Grand Total Amount of $3,992.88 
d.   Releases for February 2008 in the Grand Total Amount of $14,404.44 
e.  Eighth Motor Vehicle Release Register for the Period of February 1, 2008 -  

February 29, 2008, in the Net Grand Total of $16,901.01- 
f.    Eighth Motor Vehicle Refund Register for the Period of February 1, 2008 - 

February 29, 2008, in the Net Grand Total of $1,451.11- 
ACTION REQUESTED:  Approve a-f 

 
4.   Disposition of Real Property (Property is Unused Well Lot Located in Waxhaw) 

ACTION REQUESTED:  Accept high bid of $24,400 and authorize Interim County 
Manager to enter into a purchase agreement with the buyer 

 
5.   Supplemental Rural Operating Assistance Program (ROAP) Funding Budget 

Amendment 
ACTION REQUESTED:  Adopt Budget Amendment #36 to the Transportation Budget to 
Appropriate $102,315 in additional funding from NC Department of Transportation 



 
6.   Health Department Budget Amendments  

a. Budget Amendment #37 to Appropriate Additional Funding from the State for 
General Aid to the County in the Amount of $35,436 
ACTION REQUESTED:  Adopt Budget Amendment #37 

b.    Budget Amendment #39 to Appropriate Additional Federal Funding for the Family  
Planning Program in the Amount of $49,6515 

 ACTION REQUESTED:  Adopt Budget Amendment #39 
 

7.    Environmental Health Proposed Fee Increases  
ACTION REQUESTED:  Approve updated fee schedules (approved by the Board of 
Health at its February 1, 2008, meeting) 

                                                                
8.   Sheriff's Office 

ACTION REQUESTED:  Adopt A Resolution for Union County with Respect to the Fees 
to be Charged by the Sheriff for Service of Process Originating Outside of the General 
Court of Justice or Other North Carolina Courts or Agencies 

    
9.  Amend Union County Parks and Recreation Rules and Regulations to Add 

"Interpretation" Section 
ACTION REQUESTED:  Amend Union County Parks and Recreation Rules and 
Regulations to add "Interpretation" Section 

 
10.  Workers' Compensation Renewal with Third Party Administrator 

ACTION REQUESTED:  1)  Accept the proposal to renew the third party Workers' 
Compensation administration contract with Key Risk; and 2) Authorize Interim County 
Manager to approve contract  

 
11.  Information Technology 

ACTION REQUESTED:  (i) Approve the upgrade of the Nortel phone switch, located in 
the Government Center pursuant to the information technology exception to formal 
bidding. G.S. 143-129.8; and (ii) That the County Manager be delegated authority to 
utilize purchase of this equipment pursuant to the information technology exception to 
formal bidding, G.S. 143-129.8, and thereby to award and approve a contract with the 
vendor that best meets the needs of the County 

 
12.  Interlocal Agreement Between the Town of Indian Trail, North Carolina, Union  

County, North Carolina and Sheriff Eddie Cathey, Sheriff of Union County 
ACTION REQUESTED:  To approve entering into the Interlocal Agreement and 
authorize County Manager to approve the agreement and execute such documents as 
may be necessary to apply for a grant from the North Carolina Governor's Highway 
Safety Program to establish a traffic unit for the Town of Indian Trail through the 
employment of deputy sheriffs from the Union County Sheriff's Office 

 
 

########## 
Information Only 

(No Action Requested) 
 

  1.      Community Child Protection Team (CCPT) Annual Report 
 
2. Personnel Report for February 2008 
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• Leading consultants in Document Management-related 
Technologies (ECM)

• Led by senior industry experts
• Truly unbiased
• Over $4B of system procurements
• Created industry’s first needs analysis methodology
• Knowledgeable of Local and State Government

Who is Gimmal?

Approx 70% of 2007 
revenue is government-

related

 



ECM/Document Management Experience
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High Level Assessment Overall Approach

• HLA used to examine 
Union County’s current systems
& processes

• Relatively fast analysis -
including various Departments

• Structured interviews with 85+

• Leverages experience with similar
organizations & processes

• Provides:
• Overall ECM Strategy
• High Level ROI
• Implementation Sequencing



• Board & Central Administration
• Personnel
• Risk Management
• Environmental Health
• Department of Social Services
• Department of Health
• Information Technology
• Veterans Services
• Inspections
• Public Works
• Homeland Security
• GIS
• Internal Audit
• Library
• Public Information

Interview Scope

• Parks and Recreation
• Legal
• Emergency Communications
• Fire/911
• Finance
• Planning
• Sheriff’s Office
• Nutrition/Transportation
• General Services
• Board of Elections
• Tax
• Central Administration
• Register of Deeds



• Capturing paper documents in a central repository through 
scanning – allows them to be more easily found, shared, and 
distributed

• Electronic files – MS Office documents, notes, email, faxes, 
reports, and others can be saved to the repository without  
scanning; and, forwarded and shared with others without copying 
or filing

• Automated workflow can be used to route documents to the 
correct people without sending paper

• Electronic storage can eliminate the storage space required for 
paper files

• Security can be enforced to protect documents from unauthorized 
access

• Files can be appropriately backed up and records retention 
policies can be automated

ECM Basics – The Benefits



• Recent studies show that a typical worker will spend 12 minutes to 
process a document – 9 minutes of which is spent copying, 
searching & filing

• The average organization:
Makes 19 copies of each document
Spends $20 to file each document
Loses 1 out of 20 documents
Spends $120 searching for each misfiled document
Spends $250 recreating each document
Spends $25,000 to fill a four-drawer file cabinet and $2,000 annually to 
maintain it

• An average worker spends 20% of their day searching for paper 
documents and 50% of the time they don’t find what they need

ECM Basics – The Cost of Paper-based Systems
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How many ECM/Document Management tools do you think are 
in use at Union County? *

Go Docs

PaperVision

Singularity

Posse

Logan

ImageSilo

MUNIS

Current Environment



Current Environment

Board of Commissioners / Central Administration
• Minutes of Board Meetings scanned, published to the Web 

and placed in docket books (only a portion of the 28 books 
have been scanned) scanning

• Ordinances are published to the Web and placed in books 
(4 books) web publishing

• Preparation of Meeting Agenda is a collaborative process 
involving input from all across the County – done twice 
monthly shared repository and workflow

• Agenda’s must be scanned, converted to PDF and 
bookmarked 

• Agenda’s are made available to the public
• Thousands of Contract Control Sheets kept on file and 

routed to Legal, Rick Management, Finance, IT, 
Department Heads, Clerk’s office, etc. central repository

• Contract Control Sheets used to create an abstract, saved 
to a shared drive, published on County Connect, and 
saved in hardcopy file shared repository

• Old minutes are searchable by keyword search on the Web 
search

• Views and scans County-related Newspaper articles 
• Access Database used to track contracts  metadata



Current Environment
Board of Elections

• Campaign Finance requires that certain documents be saved if 
candidate spends over $3K – disclosure, detailed summaries, loan 
sheets, etc. Eliminate paper – track status

• 100 Voter Registrations received daily and scanned
• Legal Ads must be saved for 5 years RM
• Saved documents are scanned and published to the web CMS
• Emails are saved from the beginning of each election, printed and put 

into binders Eliminate printing & filing, RM
• Registration, recruitment and volunteer forms available on website 

eForms

• Hardcopy documents are stored in paper files and then manually scanned along 
with supporting documentation and PDF generated copy of check:  A/P invoices 
32K, PCard 3K, Vehicle & Property Tax Refunds, Day Care & Foster Care 
Disbursements, Travel Reimbursements. Requisition creates file, OCR link to 
MUNIS, distributed capture, search

• Shared documents, excel spreadsheets & MUNIS reports:
Hundreds of Reports – Payroll, State, Federal, 401K, Credit Union, etc. –
hardcopy routing
Contracts approval workflow w/annotation
Budgets submission, review & approval workflow
Audit Reports secure collaboration & templates

• Documents physically moved in life cycle from active to less than 1 year, to > 1 
year, to ready-to-purge RM

Finance



Current Environment

General Services
• Review contracts related to commodity items every 90 days
• Requests for Quotes and/or Proposals process is managed
• Bids and Proposals related to RFQ/P Case Mgt.
• Historical Bids and Proposals useful for future processes Search
• Purchase Orders generated are sent to the Requesting Department,

Vendor, Receiving and Finance Automated email with link
• Purchase Orders are scanned along with check and other 

supporting documentation and stored on shared drive Scan

Risk Management
• Claims processing for 10 incident reports per week – logged to a 

spreadsheet for tracking (25 active files at any time) Metadata 
replaces log

• Files contain incident report, shop estimates, police reports, photos, 
etc. Case Mgt.

• Also, review and solicitation of insurance offerings – project files
• Files for policies, certificates of insurance, solicitations, contracts, etc.
• No way of automatically noting insurance coverage expirations for 

vendors Metadata Reporting / Notifications
• Form letters for vendor notification and follow-ups Tracking & auto-

notification



Current Environment

Department of Health
• Medical Records since 2003 are in PaperVision; prior to that they are 

on microfilm – 2,000 folders added per year, currently retained 
forever RM

• Intake and case management process tracked using multiple 
manual logs

• Information fragmented between regional consultants, finance, 
Medicaid, Medicare, and Health – files are difficult to find and a client 
with multiple programs has multiple physical files shared repository

• System complexity has caused increased employee turnover and 
difficulty training – State Policy and Procedure Manuals for State and 
Local programs are not stored electronically shared repository

• Much Email related to Cases is printed and stored in patient records 
Email

• Records Management requirements including HIPPA not enforced by 
documented policies RM

• There are no backup of these critical files that could not be replicated 
automated backup



Current Environment

Environmental Health
• Handle the permit process for a large list of entities including restaurants, push 

carts, hospitals, adult day care centers, lodging, schools, residential care 
facilities, swimming pools, camps, tattoos, etc.

• Process includes submission of permit package and associated approval 
workflow – tracked by manual logs elimination of logs

• Permitting process often includes the need for multiple permits – building, fire, 
well & septic, etc. shared repository

• Have to search and find documents for both the public and other County 
Departments on a regular basis shared repository

• Documents are shared with Planning, Inspections, Public Works, Tax, and 911 
Communications shared repository

• Some scanning of documents is occurring into Singularity in the Waste Water 
area

• Back-file scanning is only 1/3 completed scanning



Current Environment

Homeland Security
• A collaborative effort is used to put together Emergency Planning & Preparedness 

documents for 18 annexes workflow & collaboration
• Tier 1 Reporting is collected (forms collection) from anyone using a hazardous 

matter eForms
• In support of Emergency Planning and Homeland Security an Emergency 

Notification Directory is being built for all contacts relating to disaster services, 
involved agencies within the County, and involved entities from the State, other 
Counties and Federal Contacts eForms & shared repository

• In a similar fashion, a Resource Catalog is being built (this is under a Federal 
mandate – National Incident Management System) of all people, equipment, 
services that would be used in emergency situations eForms & shared 
repository

Fire
• Hardcopy of investigation reports on file since 1990 

eliminate paper
• To produce trends or perform incident investigations of past 

reports requires a manual and very time consuming review 
of past paper files metadata

• Currently, analysis of past files requires actually going to 
three different physical locations central repository

• Fire Inspection and Contractor plans stored and reviewed in 
hardcopy form shared repository



Current Environment

Personnel
• Employee Files are kept in paper form  – with health and medical 

records information and exit interview questionnaires stored separately 
for security reasons RM, security, backup

• MUNIS System holds employee data but no history of positions, pay, 
personnel actions, etc. 

• 1,200+ hardcopy Personnel Action Forms (PAFs) processed annually 
Supplements MUNIS

• 1,100 Employee Files stored as paper files that have to be pulled to 
answer employee related questions or validate MUNIS information –
historical pay, hire date, etc. shared repository

• 1,000 performance evaluations
• 2+ hours a day spent pulling files for employees, MUNIS validation,  

and requests from other departments including Health, Social 
Services, Sheriff’s, etc. Easier search and self-service

• File Space is an issue with inactive files kept in the old jail storage 
costs

• Email is printed and saved to get around 90-day retention policy Email
• HIPPA and other RM requirements can only be partially met by 

maintaining  separate employee files RM
• Partial duplication of Personnel files kept in other departments shared 

repository
• There is NO BACKUP for employee Files Secure / automated 

backup



Current Environment
Information Technology

• IT Staff includes 1 Web & Training Mgr., 1 systems support, 1 
Network Admin, 3 Technical Admin, & 4 on GIS team – total of 10.  7 
desktop & network people supporting over 150 county employees 
each typical ratio in County government is 50 to 1

• Database platforms supported include ORACLE, SQL*Server, 
Informix, FoxPro, MS Access.

• System platforms include Windows, Unix, AS400, and proprietary OS
• There is a proliferation of MS Excel and MS Access applications that 

have been developed with & without IT support
• Many logs are being maintained to supplement systems – examples 

include vendors, contracts, budget, work orders, veterans, bonds, 
evidence, help desk, transportation, social services, health ECM 
metadata replaces logs

• Application programs include MUNIS (Financial), Route Match 
(Transportation) , Manatron (Tax & Appraisal), Harris (PW 
Workorder), Image Silo  & Vision & SAM (Sheriff Incidents), GIS,  
PaperVision, Posse (Inspection Workflow), GoDocs (Finance), Logan 
(Deeds), Singularity (ECM) Standardization is key

• Attempts to solve imaging and document management needs includes
six different systems ECM standard facilities training and support



Current Environment

Inspections
• Use POSSE software by Computronix for permitting and 

inspection workflows – own unlimited licenses link to ECM
• POSSE calculates fees, issues the building permits, prints 

receipts and creates subcontractor notifications
• Workflow requires interaction and sharing of information between

7 departments – Planning, Public Works, Deeds, Env. Health, 
Fire, Inspections & Tax; and, the release of workflow holds is 
dependent on updates being received  from each of the 
Department participants  automated routing and workflow

• 50K permitting related ‘trips’ annually – often resulting in multiple 
inspection reports per trip

• 200+ multi-page faxes being received daily automated fax 
capture

• REDIP project defined a unique property ID and approach for 
tracking the permitting process across departments ECM 
accomplishes REDIP design

• REDIP does not address document or records management



Current Environment

Library
• $4.8 Million of purchases made annually – bills, receipts 

and payment records kept in hardcopy AP automation, 
shared repository, paper reduction

• Personnel files are duplicates of what the Personnel 
Department keeps for employees – 4 libraries with 87 
staff members and 3 IT Support people secure, shared 
repository

• PCards used for employee purchases with their own AP 
workflow process and backup documentation image 
workflow

Legal
• 500 contracts created and reviewed annually and saved in hardcopy (25-30% 

received digitally) shared repository, reduced paper, digital capture
• Major issue is finding information throughout the County – it requires institutional 

knowledge search
• 30 emails received daily and the reply trails are critical email capture
• 1 FTE spends 30% of time filing and copying files – 10-12 File Cabinets 

productivity, less paper
• Public Record requests are made requiring the  delivery of 100s of emails easier 

FOIA fulfillment, redaction



Current Environment
Nutrition & Transportation

• Transportation:
• 90 pages per day of Driver Manifests scanning
• 120 pages per month of invoices to Soc. Serv., Medicaid, Veterans, Voc Rehab, etc.
• Emails saved to network drive reduce paper, share documents, email 

management
• Nutrition:

• Hardcopy records of Congregate paperwork – participants fill out paperwork that then 
must be reported to the State’s ARMS program eForms

• 222 people use home delivery  -- requires completion of intake forms; and, 150 
people use Supplemental program – also entered into ARMS eForms, tracking

Parks & Recreation
• Large Project files containing maps, invoices, emails, budget documents & correspondence 

are currently stored In paper folders and kept for 3 years shared repository
• All business emails are currently printed and filed email management
• Maintain their own copy of P&R Personnel files shared repository
• Maintain folders on athletic associations and County grants paper reduction
• Incident Reports are filed shared repository, less paper
• Reservation request forms are received by fax, internet and hardcopy and each received 

reservation request initiates a workflow resulting in the storage of the reservation in a binder 
and the creation of a reservation packet eForms initiated workflow

• Check points, budget spreadsheets, tax reports to Finance are all shared shared repository
• Files are currently kept in a storage shed secure storage



Current Environment

Planning
• Planning maintains all plats and maps related to the County’s planning, 

subdivision mapping, and address assignment processes shared 
repository, secure backup

• Planning approves maps and assigns subdivision names and 
addresses shared repository

• Much sharing of information with Tax, Register of Deeds, Inspections, 
EH & PW search, shared repository & workflow

• Maps were digitized in 1978, but many changes have been added 
manually – there is no backup  to much of the manually kept 
information secure backup

Public Information
• All communications with newspapers, TV, Radio, press releases and 

information on the government channel as well as publications and 
the annual report must be retained less paper, RM

• Newsletter to people who join via email list and available to public via 
internet link secure access

• He  has had to respond to FOIA requests that resulted in 1 – 10 
boxes of emails FOIA

• No records management retention policies are documented and 
enforced for this area – everything is ‘saved’ RM, storage space



Current Environment

Public Works
• Permitting workflow (55 projects in 2006, 70+ in 2007) – requires 

submission of application and plans with back and forth engineering 
review, communication with other departments and the State eForms, 
workflow, shared repository

• Logs are kept to track status and application/plan packages are filed in 
hardcopy binders (125 books)  File space is a problem – currently 25-30 
file cabinets metadata replacement for logs, shared repository 
eliminates paper binders

• Binders are referred back to often to answer questions for developers, 
customer service & collections search

• Documentation related to preventative maintenance is all manual and on 
paper – e.g., 64 pump stations that must be cleaned and have lines 
inspected reduce paper

• Have to pick up hardcopy work orders (printed from Harris) and turn them 
in daily shared repository

• Email management is a significant issue – all emails are copied and filed 
(at least an hour a day is spent filing email) email management

• Invoice processing requires matching invoice to packing slip, making 
copies, entering into MUNIS, files one copy in paper folder system and 
sends another copy to Finance shared repository, workflow, integration 
with MUNIS

• Recurring Journal entry invoices are also copied, signed, entered into 
MUNIS, filed and sent to Finance shared repository, workflow



Current Environment
Register of Deeds ( Well Done!)

• (200 deed packages containing 10 pages on average) 40K documents
related to Deeds are indexed and scanned into Logan system annually 
scan, central repository

• Deeds are filed in Deed Books and then scanned one book at a time
• Then scanned Deeds are indexed – 4 people perform indexing
• Perform double verification of indexing metadata/indexing
• Logan software then publish deeds and index to the internet (without the 

mortgage info so that others including Tax can search and see scanned 
images) shared repository, search, web publishing

• Logan also picks up 6-700 plats annually (large documents) and scans 
and indexes these documents scan, shared repository

• Typically they pull 170 documents per day – there are 4700 Deed books 
and books 400 and forward have been imaged scan, shared repository

• They also image birth certificates, death certificates, marriage certificates 
scan, shared repository
911

• Excel and shared drive used for scheduling and other functions shared 
repository

• Recorded conversations of calls saved for 90 days, and ½ page call logs 
created

• National Academy of Emergency Dispatchers requires random sample
audits – hardcopy results are stored search, shared repository

• Police and/or attorneys request copies of 911 calls search
• Folders are created for each complaint received along with documentation 

and notes case management, shared repository



Current Environment

Sheriff’s Office

• 65,000 Dispatcher calls handled in 2007
• Incident reports are maintained in 5 different systems – hardcopy only (1997 and 

earlier), Image Silo (1998 & 1999 scanned), Vision, SAM (2000-2003), AS400 (since 
2003), OSSI scheduled for implementation scan, capture

• Trend analysis very difficult, time-consuming and expensive to perform OCR & eForms
• Investigators receive 400 incident calls per week – that often involve the creation of 

hardcopy folders and the storage of interview notes, photographs, officer 
documentation, witness statements, etc. shared repository, reduced paper

• No backups  for most incident evidence files exist (recently started  copy to CD)
• Sheriff’s Office personnel function including PAFs involves a multi-step internal process 

that concludes with County Personnel Department eForms, shared repository
• Training process has a 7-step workflow that includes document sign-offs
• Hardcopy files kept for – over 2K handgun permits per year (kept 5 years) RM
• Concealed Weapon Permits (retained indefinitely); Inmate processing documents 

including receiving/screening, requests forms, appeal forms, incident forms, money 
receipts, request forms kept in 27 5-drawer vertical files; sex-offender files including 
fingerprints and photographs (that must be sent to DCI and Raleigh) reduce paper, 
shared repository, workflow

• Staff in Sheriff’s office may receive 40-50 relevant emails daily email
• Numerous logs are used to track document workflows workflows



Current Environment

Social Services
• Typical Case Mgt. intake process – intake report that turns into a 

case upon further review and validation/verification against 
requirements and requires workflow to service provision group(s) 
eForm, workflow, shared repository

• Workflow requires collecting a variety of supporting documentation –
for example a case might require an application, receipts, proof of 
rent, proof of child in home, payment authorization, etc. case mgt.

• All application packages are filed in a notebook eliminate paper
• Applying for multiple services requires entry of the same information 

over and over; and, tracking is needed. Often a 1 to 2 hour process 
completing the application package. eForms

• Paper files – hours spent searching for, retrieving, filing and re-
filing files

• State DSS audits occur several times a year and require 20+ files be 
pulled, copied and sent to State – funding could be at risk if correct 
verifications and/or processing within a given time frame cannot be 
proven secure repository, formal process, RM

• 152,000 clients processed with a budget of $132MM in 2006
• 4MM client files in hardcopy files reduce paper, storage space



Current Environment

Tax 
• Receive 240K DMV payments, 80K Real Estate payments, and 30K+ 

Water payments per year – receipts are printed and stored reduced 
paper 

• 3-4K tax garnishments per year are kept in locked room to meet 
security requirements secure repository

• All checks are OCR scanned and stored shared, searchable 
repository

• Lockbox reports are received and scanned daily
• There are significant storage/space issues reduced paper
• Appraisals and tax bills for 90,000 parcels and 14,000 items of 

personal property generated a year; and, 15,000 motor vehicles 
generated per month

• 10,000 new deeds processed annually
• Access database(s) used to track appraisal and collection process
• 7,000 data cards with property sketches are stored to support 

appraisal process metadata scan & reduce paper
• 3000 assessments are questioned per year and hardcopy files with

backup documentation are created for all appeals and retained for 10 
years (1 File cabinet added per year) reduce paper & RM

• 100 Faxes per week, with 6-8 pages per property automated FAX 
capture



Current Environment

Veterans Services
• 1000 Claims processed per month using forms available on LexisNexis – 3 

copies printed – file copy, VA and Veteran eForms
• 23 5-drawer file cabinets maintained of Veteran’s files – that includes 

confidential health and personal information secure, shared repository, 
eliminate paper

• Information is shared with the VA – in essence they have to copy and send 
everything to VA automated sharing & workflow

• Information is shared with the Register of Deeds – military discharge, birth and 
death certificates workflow

• Emails are printed and filed also email management
• Only purge files when the Veteran dies – and medical records must be kept for 

up to a year after death RM



Key Findings Current Operations

ECM Functionality Requirements by Department
Union County Image &  Shared Workflow Search Tracking eForms email Records Web Photos

Scanning Repository Mgt. Mgt. Publish

Board / Central Admin X X X X X X X X
Board of Elections X X X X X X X X
Finance X X X X X X X X
General Services X X X X X X X X
Risk Management X X X X X
Health X X X X X X X X
Environmental Health X X X X X X X X
Fire X X X X X X X
911 X X X X
Homeland Security X X X X X X X X X
Personnel X X X X X X X X X
Inspections X X X X X X X X
Library X X X X X
Legal X X X X X X X
Nutrition & Transportation X X X X X X X
Parks & Recreation X X X X X X X X
Planning X X X X X X
Public Information X X X X
Public Works X X X X X X X X X
Register of Deeds X X X X X X X X
Sheriff's Office X X X X X X X X
Social Services X X X X X x X X
Tax X X X X X X X X
Veterans Services X X X X X X X X



• Union County is still predominantly a paper-based organization limiting 
the counties ability to support continued growth

• Paper files limit the ability to efficiently share documents within and 
across all departments 

• Most departments have document workflows that require the passing of 
paper documents from individual to individual, through various approval 
processes

• Information necessary for day-to-day processes is difficult and time 
consuming to locate

• Documents are copied and filed everywhere they land – thus one 
document becomes ten 

• Email is printed and filed to avoid 90-day purge cycle – thus reducing 
storage savings and costing un-needed work effort

• Many critical paper files are the only copy that exists of the documents
• Records management requirements are not being consistently enforced –

HIPPA,  NC DHHS, NC Division of Archives and Records, NC Public 
Records Law related to email retention, FOIA, Federal Privacy Act, etc.

• Security of Personnel, Health, Social Services, Tax, Land, etc., at risk

Key Findings Current Operations



• The effectiveness of IT Staff can be greatly enhanced by standardizing on 
enterprise platforms such as Document and Records Management

• A central, secure and shared document repository; and automated 
workflow and business processes can be effective contingencies against 
the loss of knowledge associated with key employee retirement

• Physical Space is a huge problem and record purging is a manual 
process

• Early attempts at Document Management were hampered by poor 
planning, improper capture design, and poor quality scanners

• The inability to respond to State Audits completely and effectively can 
adversely impact County funding

• FOIA requests have already resulted in needing to produce several boxes 
of emails in a time consuming and costly process

• Numerous paper logs, Excel Spreadsheets, and Access Databases that 
have been created for tracking purposes could be eliminated by a
properly implemented Document Management system

• Document Management could greatly enhance the effectiveness of 
transaction systems already used by the County – MUNIS, Posse, 
NCFast, etc. 

Key Findings Current Operations



• Multiple systems and processes for ECM/DM
Network Drives, Personal Drives, NOTES email

Total SAN Storage approximately 7 TB
NOTES email is printed to circumvent 90 day purge cycle

Microsoft Access & Excel used for logs, Reports saved
At least one log used by every department interviewed 
Reports generated for State or Board are saved to shared drive or paper files

Fax documents are filed or scanned
GoDocs – scan of financial documents and checks to shared drive – have to navigate 
folders to search
Departmental systems that include some imaging capabilities include:

Posse
Singularity
ImageSilo
MUNIS
Harris Utilities Software
PaperVision
ImageSilo
Logan Imaging System

Multiple Systems Severely limit the benefits of ECM/DM

Key Findings Current Operations



AS 400

Where to 
store or find 
information

?

Network Drives Lotus Notes

GO DOCS
Microsoft Excel & 

Access

So many systems – how to share?

LOGAN software



Key Findings

• Paper Files = reduced productivity & increased costs
Physical Space is a growing expense of paper storage

DSS – 4 Million documents in File Room, 29 File Cabinets outside

Legal – 12 File Cabinets

Parks & Recreation – 25 Project Books, 4 File Cabinets

Health – produces 50 boxes of documents per year

EH – 16K inspections (5 pages minimum)

Finance – 625 invoices per week, 200 PCard monthly statements

Fire – 3 File Cabinets, 1400 inspections in 2006

Sheriff – 100+ Boxes of files

Jail – 26 File Cabinets

Tax – grows more than a file cabinet  per  year

Personnel – 100 PAFs monthly, 1000 performance reviews

Veterans – 23 File Cabinets, adding 1 per year, 1000 claims per month

Paper files are not backed up, and security is limited to physical storage methods

Purging of files is either not done in an organized way, or is extremely time consuming



Key Findings

• Paper Files = reduced productivity & increased costs (cont’d)
Filing and searching for Paper files is extremely inefficient

DSS – 30 case file retrievals weekly, 1 hour a day pulling personnel files

EH – 20 to 40 calls a day about inspections,  4 days a month tracking

Personnel retrieves 20 or more files per day

Veterans – 2 days a month filing

P & R – 1 FTE related to copying and filing

Legal -- .3 FTE spent filing

Finance – 1 day a month filing 

Risk Management  -- 2 days a month filing

Planning – 1 FTE filing related

Animal Control – 2 days a month filing

Responding to Audits is extremely time consuming

FOIA requests are occurring

Sharing paper between departments is difficult



Key Findings

• Workflow & Shared Repository could benefit most Departments
Distributed A/P processing for Finance

Document sharing between Planning, Inspections, Environmental Health, Public 
Works, Fire, 911, Permitting, Tax, Register of Deeds  -- ‘REDIP’

DSS needs to share with Personnel, Veterans, Transportation

All departments could benefit from secured access sharing of Personnel files

PAF workflow 

All departments send reports to Finance & State

Secure repository could support self-service

eForms could greatly enhance service to constituents

Appropriate metadata capture could eliminate most logs and excel tracking 
spreadsheets; and, facilitate tracking and reporting

‘Born Digital’ documents including email can be saved directly to a shared repository

Common search interface would greatly facilitate training and sharing of information



• Records Management and retention rules not applied effectively across 
the entire County

• Difficult to manage access rights that supports sharing of documents 
within or between departments

• With so many ‘document repositories’ it is hard to know where the Master 
Copy is; and/or where all copies exist

• Multiple repository system creates exponentially growing  future
conversion efforts

• Initiatives underway for new 911 call system, NCFast, HIS, and expansion 
of Posse for inspection tracking, etc., could be complemented by
enterprise document and records management

Key Findings
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• Standardize on County-wide ECM platform
Imaging
Digital documents saved to repository
Email saved to repository
Automated Fax Capture
eForms support
Metadata and Full-text Search
Workflow
Records Management
thin client allows remote access

• Use Hershey’s Singularity ECM
County already owns enterprise license
Offers functionality that covers all basic ECM functionality
May have to supplement scanning and records management functionality
A good, mid-tier ECM platform
Good integration capabilities

Recommendations



o Define and document a Records Management File Plan with record 
retentions that meet State and Federal Requirements

o Implement Singularity with appropriate intake and case management 
functionality for DSS

Conduct Detailed Requirements Definition:
Analyze scanning / OCR requirements and evaluate need for 
supplemental software (e.g., Kofax)
Determine metadata requirements
Document workflow requirements
Define document types and map to RM file plan
Design integration with NCFast
Analyze eForms (NC DSS Adobe Forms)
Analyze PDFwriter requirements and identify software

Determine back-file conversion approach, request quotes, and award 
outsourced contract
Determine approach and architecture for go-forward scanning and solicit 
quotes – intake scanning and central QC
Implement DSS as first Singularity Pilot 

Recommendations



o Implement Singularity for Finance Department
Conduct Detailed Requirements Definition: 

Analyze scanning / OCR requirements
Determine metadata and workflow requirements
Define document types and map to RM file plan
Design integration with MUNIS
Determine how to migrate financial documents from GoDocs

Implement distributed A/P scanning workflow with central QC, and other 
ECM functionality

o Implement Singularity for support of ‘REDIP’ – Planning & Zoning, EH, 
PW, Inspections, Tax, 911

Conduct Detailed Requirements Definition: 
Analyze scanning / OCR requirements
Determine metadata, eForms & workflow requirements
Determine back-file conversion requirements
Define document types and map to RM file plan
Design integration with Posse 

Recommendations



o Implement Singularity for Personnel
Conduct Detailed Requirements Definition: 

Employee File
Applications and PAF workflow, eForms
Performance Evaluations
Determine metadata & workflow requirements
Define document types and map to RM file plan
Design integration with MUNIS

Implement secure shared repository for Personnel 

o Implement Singularity for Register of Deeds
Conduct Detailed Requirements Definition: 

Use Logan system flow as prototype
Determine conversion from Logan to Singularity

Implement secure shared repository for ‘Deeds’

Recommendations



o Implement Sheriff’s Office & Jail
Conduct Detailed Requirements Definition 

Incident & Investigation Reports
Inmate Records
Analyze scanning / OCR requirements, eForms
Determine metadata and workflow requirements – internal and 
NCIC/DCI sharing of information – likely reuse for Fire Department
Define document types and map to RM file plan
Design integration with OSSI

Implement secure shared repository for Sheriff’s Dept.

o Implement Department of Health
Conduct Detailed Requirements Definition 

Determine conversion approach for PaperVision
Analyze scanning / OCR requirements, eForms
Determine metadata and search requirements
Define document types and map to RM file plan

Implement secure shared repository for Health

Recommendations



o Implement General ECM Functionality County-wide 
After first 1 or 2 departmental implementations
Offers secure and shared repository that supports collaboration & search

Legal – contracts and FOIA, email
Central Administration – Board Agenda, Contracts, Ordinances
Others – scan, save, collaboration, search

Implement secure shared repository 

Recommendations



Where to 
store or find 
information

?

Network Drives

ECM Repository

Eventual Approach

Document

GO DOCS

OSSI
SUNGARD



• Piece-meal ECM Suite – separate 
repositories for each ECM component

• Creating islands of automation for every 
application

• Going through Old DSS or Health 
Records to purge paper

• A move to Centralized scanning….. Yet
• Distributed IT Support

Do Not Recommend



HLA Architecture – Centralized Repository

Internet 

Regional Offices
Local Office

Scanner Electronic
Document

Network Drives

Document

Content 
Repository 

Central Data Center

Regional Offices
Local Office

Scanner Electronic
Document

Network Drives

Document



• ECM is a key infrastructure
• Vendor must be viable

Financial stability
Installed base
Technology

• Probable vendors (based on above):
IBM & FileNet
EMC (Documentum)
OpenText

• Potential vendors:
Microsoft
Oracle
Global 360

• Does not include:
– Open source vendors
– SAP
– Vignette
– Interwoven

Vendor Options

Singularity:
• $12MM Revenue
• 10K users
• 48 Counties , 206 Universities
• Lydian Data Services – 300K 
documents with Kofax
• Windows platform

•Focus on Education
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• General philosophy is justification 
generally should be hard dollars
Increased productivity
Reduced costs
Less liability

• Evaluated over 5 year period

• Soft dollar savings are helpful, but 
typically not key

Justification PhilosophyJustification



• Estimate 15% productivity gain for 
typical user (assuming RM 
compliance)

• Reclaim estimated 68% of storage
• Other:

Lower cost of regulatory 
compliance
Reduced cost of 
discovery/litigation
Faster turn-around time
Reduction of paper & copying 
costs
Secure backup and access
Reduced support costs by using
a single platform

Hard Dollar Justification



Cost Benefit

o 5 years cost of deploying ECM system $530K –
$900K

o Total cost of new ECM platform with migration 
effort  over 5 years $900K - $1.9MM

o SAN (disk) storage
o Scanners & scanning software
o Fax Server
o Consulting (DD & RM), Integration & Training
o 2 additional people in IT
o Replacement hardware for Logan 

o 5 year cost avoidance  $2.3MM - $4.1MM
o Total Payback Period 2.5 years



• Preserving long term 
institutional knowledge

• Reduce user frustration

• Shorter approval and/or service 
cycles from improved 
collaboration 

• Service Delivery - increased 
ability to ‘delight’ its customers

• Better decisions – using the 
right info at right time

Soft Benefit Justification
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2009 & OnwardsQ1 – Q3 2009Q3 – Q4 2008Q2 – Q3 2008

•Detailed 
Design for 
DSS & Health

•RM -- Develop 
File Plan and 
Retention 
Schedules

•Implement 
Scanning & 
Storage
•Implement 
DSS 

•Back-file 
conversion for 
DSS & Health

•Detail Design for 
Personnel & 
Finance

•Roll-out core 
ECM services 
(Legal, Central 
Admin, etc., 
include training)

•Implement 
Personnel  &
Finance

•Detailed Design 
for ‘REDIP’

•Detailed Design 
for Sheriff’s 
Office

•Implement go-
forward for 
Sheriff’s and 
‘REDIP’
•Perform Back-
file conversions

• Move Logan to 
Singularity
•Continue roll-out
to other 

departments

Implementation Sequencing
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• Discuss and agree on ECM platform and 
implementation sequencing

• Use DSS Design to further validate choice of 
Singularity

• Develop Records Management Plan

• Perform ECM platform design – storage, server-
base scanning, back-file approach

• Perform Health Design

• Perform DSS & Health Implementation

Next Steps
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