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Dept of State - Local Government

Innovations Conference

e Governor’s Municipal Restructuring Fund - $150 Million

e The MRF, which was included in the 2015-16 State Budget,
will be used to fund and foster innovative and
transformational local government restructuring efforts.
Funds will be used to assist local governments with capital
and other expenses related to the implementation of local
government and school-district shared services,
cooperation agreements, mergers and other actions that
reduce operational costs and related property tax burdens
on a permanent basis.



Ithaca is Gorges Jempkins

CountyNY.gov

e |thaca Ranked in
Top 10 Best Places
to Live

e America’s Most
Enlightened City

» Best College Town

 Smartest City in
America

e America’'s Foodiest
Towns

e 100 waterfalls




Best College Town — Cornell & IC

Voted - America’s
smartest city




Background:
County Clerk EDMS Success

The County Clerk’s Office has indexed and
digitized 199 years of records, deployed a web
portal service for secure, remote access to these
records, achieved a local partnership with NYS
Office of Court Administration focused on
electronic access to Court records and improved
processes by judges and support staff (paperless
processing), and implemented e-recording & e-
filing.



NYS Archives Grant Support

e 2000 - consultant to conduct e 2009 - Legislature (MinuteTraq)
County Clerk BPA for EDMS — 564,000
(515,000) e 2010 — Mental Health electronic
e 2001 - County Clerk EDMS medical records - $50,847

: Y - 2011 _S75 000 for scanning at
implementation (5™ e pave received over isSCenter by Challengge for

e 2002to2010—ani 1.6 million dollarsin s

for backfile and inc grant funding! -5143,307 shared services

documents into EDivi> grant with 6 towns

(5376,734) — completed by e 2013 -$150,000 to include the

Challenge Industries remaining 3 towns and the City
* 2007 — Board of Elections of Ithaca .

imaging software (574,370) e %Olléll — SlSOaO_(I_)gS’ch\)/lsrbclude the
* 2008 — record tudy - VITages an

S17 500reCOr S EpEbs Sy e 2015-5150,000 to include all

town and village courts

/.

New! York Sicile
Ayclhiives




Local Driving Forces

Sustainability Program
Smart Office Initiative
Workplace Flexibility

Work from job site/field — highway, facilities, judges,
ADAs, ...

Disaster recovery concerns — recent flooding in 2011
and 2012 in NYS

Transparency of Public Records/Open Government
Neglected Records Center Building



Former Records Center




The County Records Center Problem

* 9,000 boxes =
e Antiquated tracking database =
* No additional staff

* Neglected records program

* No Increase in departmental budget
e Did not want to be in the business of

/

box/file retrieval and tracking




What we did

Software

(Laserfiche)

County Clerk’s
Office

Imaging Vendor

Hardware

(Challenge (coureAin)

Industries/NYSID)



Current Digital Records Center

We have created a digital countywide Records
Center by scanning the 9,000 boxes and
thereby eliminated the need for a new large
building to house a Records Center. All records
prewously stored in the old bwldmg have been




The Result!
> % & ‘ Laserfiche'

Run Smarter’

How a county saves -
5.5 million by going digital * aserfiche.com 3%
O3 ﬁ

Our software solution was recently highlighted at Laserfiche.com,
highlighted in the keynote address at the Laserfiche International
Conference in California January 2012 & presented in January 2014
for shared services projects, and the above Laserfiche ad was in the
January 2012 issue of

The Economist with our industry solution!




You{T)

Transparent RM In Action - Trust Me, You
Will Love It ’
Tempkins
CountyN Y.pov

Laserfiche
Fun Srarter

Tompkins County: Transparent Records Management in Action
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2014 WINNER

Congratulations 2014 Digital Counties Survey Winners!

Up to 150,000 Population Category
« 6th Tompkins County, NY

For a Second Year, Tompkins County
Achieves National Recognition as Top
Digital County in 2015




Records Vision

Tom tm pe s grems Dme e e
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 To dramatically reduce the creation and flow of paper records.
Records are digitally produced, printed on paper, put in a box
and then stored in a decrepit building. We want to bring
greater efficiency and major cost-savings to the county by
implementing, maintaining and instructing all county
departments on the best practices of using a digital records

center enterprise system - _,




Records Management Projects

N R O

Legislature - annual book of proceedings (1865 to 2007);

County Administration - contracts, insurance
certificates, insurance policies and budgets;

DA - case files at the Records Center;
Highway and Facilities - all maps and plans;
GIS - historic tax maps (1966 to present);
Assessment - tax rolls and office files;
Finance - payroll records;

Health Dept — birth & death certificates and
environmental health maps ;



Records Management Projects

10.

11.
12.
13.
14.
15.

16.

Purchasing - bids, capital projects and maps;

Personnel - civil service history, payroll cards, & inactive
files;

County Clerk — criminal files;

Records Dept — 9,000 boxes at the Records Center;
Mental Health — closed client inactive case histories;
Airport — maps, plans and office files;

Sheriff — arrest reports, closed civil records and old jail
records;

Office for the Aging — departmental records;




Records Management Projects

17. Solid Waste- office files;

18. Assigned Counsel — case files;
19. County Attorney — case files;
20. IT Department — office files;
21. Board of Elections— older files.

Departments not yet incorporated: DSS, Probation,
Youth Services, E911, Planning and Human Rights




Trust me, you will love it!

- Once we scan files, we never return the paper
- No complaints!

- We mimic the folder structure in either their paper
or electronic files

- End user is comfortable with Laserfiche folder
structure

- Single software application across departments
- Integration capabilities with other systems



You can have the best
software in the world, but If
the end user isn’t comfortable
with 1t, they won't use It.

Maureen Reynolds
Deputy County Clerk
Tompkins County, NY

TRANSPARENT RECORDS MANAGEMENT IN ACTION



Records Management Concerns

* Aging workforce
 |nstitutional knowledge
e OQut-dated databases

e Security of records

* Too many employees to educate on
retention schedules

* Move to cloud-hosted County
applications
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e Laserfiche is a Windows-based
document imaging system that allows us
to file, catalog and retrieve documents.

 Allows us to OCR images — text
searchable.

e Has modules for automating workflows,
auto-indexing of documents,e-forms,

web access, and the assigning of CO-2 R— AN
codes. o  Learn why Rio is the perfec

solution for your organization
e |t also allows users to highlight, redact,
and add stamps and notes to the
document image, just as with paper
versions — but these are added as a layer

e Laserfiche®
on top of the electronic image so they do

not permanently change the document.




Enterprise Vision

e Single software application for use across all
departments.

e Potential for shared services with other
municipalities.

e Dept of Defense certified audit trail.

e User based security.

e Ease of use for end user.

e Public access to public records thru web portals.




Smart Office Initiative

» Partner with Tompkins Cortland Community
College

» Required for all new or major Tompkins
County IT initiatives

» |dentification of new processes leading to
storage of final records in Laserfiche Records
Management folder TCZ ...

Link t
&7 Success



Transparent RM In Action
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Insurance
Certificates
need to be
maintained
legally for 6
years. The
department
only wanted
to keep them
one year.



Transparent RM In Action

¥ New Document x|

Entry level staff

Name: | New Document

General Fields |Tags | SCan the new

]
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T hire documents.
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Tompkins Shared Services
Electronics Records Repositor




Shared Services Grant

Since we have seen the success of our records
program and achieved major cost savings, the
next sensible step was to offer the clouding
solution of our digital records repository, to our
local city, town and village governments. We
have invested in our network, Laserfiche
software, disaster recovery solutions and have
an established partnership with our imaging
vendor.



Tompkins Shared Services

Electronics Records Repository

We met with our town/city/village governments and
shared this opportunity with them. Our clerks realized
they had the same records problems that we had
been dealing with: public access to public records,
time spent searching and retrieving records, storage of
records, disaster recovery, security, damage and loss
of paper records. The County hosted “clouding” of our
records solution just made sense.



TSSERR User Group

+ $7 TOWN of LANSING _

_;ﬁ'kn, TOW!‘I 0{ Dn]clen. I‘I { S S i

Each government has
complete control over its
own content within the
system with various
levels of security, as
required by the
government.

They have their own
dedicated repository and
access to a robust
enterprise document
management system that
they can then tailor to
their own needs.
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—— Tompkins Shared Services [ Electronic Record Repository

We currently have all of our towns(9), villages(6),
TCSWCD and the City of Ithaca utilizing our county-
hosted digital archiving solution. We have
established a user group, by-laws, a governance
structure and policy and procedures. The entire
project has been covered by grant funds. Our user
group has also worked on eliminating
redundancies between the local governments.

www.tompkinscountyny.gov/tsserr
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Why did it work?

 Not the “Big Bad County”
e Partners still make all records decisions

e Start with willing partners - build on your success
e Think big, start small
e Gotothem

 Food!




The Rest of the Story: A Continuing Legacy of
Shared Services in Tompkins County, New York

Studies in Shared Services and Efficiency Conducted by the
Cornell Institute for Public Affairs and the Cornell Johnson
Graduate School of Management

May, 2015

Prepared by:

Weihua Fu, Ling Quan, and Rachel Rhodes
Cornell Institute for Public Affairs

Varun Shah
Johnson School of Management
Cornell University. Ithaca, New York



Figure 15: Digital Records Management Municipal Annual Cost Savings

Training Time Savings to

Savings Clerk’ Total Savings
City of Ithaca $ 4,500 | $ 104,877 | $ 109,377
Town of Caroline $ 4,500 | $ 9514 | § 14,014
Town of Danby $ 4,500 | $ 6,994 | $ 11,494
Town of Dryden $ 4,500 | $ 12,092 | $ 16,592
Town of Enfield $ 4,500 | $ 4,759 | $ 9,259
Town of Groton $ 4,500 | $ 7993 [ § 12,493
Town of Ithaca $ 4,500 | $ 29049 [ § 33.549
Town of Lansing $ 4,500 | $ 13,733 | $ 18,233
Town of Newfield $ 4,500 | $ 11,819 | § 16,319
Town of Ulysses $ 4,500 | $ 11411 | $ 15,911
Village of Cayuga Heights | $ 4500 | $ 17,250 | $ 21,750
Village of Dryden $ 4,500 N/A | S 4,500
Villag_’,c of Freeville $ 4,500 | $ 3068 | § 7.568
Village of Groton $ 4,500 | $ 5474 | $ 9,974
Village of Lansing $  4.500 | § 14.820 | § 19,320
Village of Trumansburg [ § 4,500 [ § 3.197 |'S 7.697
Total $ 72,000 | $ 256,051 | $ 328,051

Source: Tomnkine Countv Clevk Municinal Budoets imost recent vear




Figure 16: Digital Records Management Projected Cost Savings

Savings to Savings to
County' | Municipalities’ | Savings Total
20121 §  (88,321) § §  (88,321)
2003 § 212015 (S - S 212015
| 2004[§ 210758 S 328051 [§ 538,808
200515 106,106 [ § 334612 |§ 440,718
200605 100395 |S 341304 [§ 441,699
2017| § 94074 | S 348,130 [ § 442,204
2018| § 87082 [ § 355,093 | § 442,174
2019( § 79352 | S 362,195 | S 441,546
‘ Total| § 801,461 [ S 2,069,384 ‘3 2,870,844




Further Grant Exploration

e Expand grant possibilities by applying for a Local
Government Efficiency Grant

— Assistance to develop plans for implementation and/or to implement
projects such as: consolidation or dissolution, functional consolidation,
city or county charter revision that includes functional consolidation,
shared or cooperative services, and regionalized delivery of services.

— One-time grant funding for $150 million for

shared services projects.

 Explore additional NYS Archives Shared Services Grants -
$150,000 and/or new category Demonstration Grant —
$500,000

37



Where to Store Records Now?

The County has leased an underground
storage bunker at the Seneca Army Depot for
our permanent archival paper, data backup
and microfilm storage. The bunker is
temperature and humidity controlled (and can
take a direct hit from a missile launcher — as it
was used in the past to store nuclear
warheads!). Additionally, there is a direct
fiber optics connection between our data
centers and this storage facility.



Former Seneca Army Depot
nkers

BUNMKER EXTERIOR -
CLOSE-UPF AERIAL VIEW OF BUMNMKERS

BUNKER MECHAMICAL RODOM BUNKER IMTERIOR - BEFORE AMD AFTER
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Questions?

Maureen Reynolds
Tompkins County Clerk

Mreynolds@tompkins-co.org
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Tompkins County, WY, Clerk Goes Green with E-Recording
Mrﬂmwmu Tompkins County with Simplifile, helping the clerk s

ITHACA NY.  (BZEWED) November 18, 2013 - Tompkin: County Clerk ha: soplemensed a faster, papesiec:
way for customess to bave Laod docimnecns recorded by umang Szunplifile "= electtomac recosding (e recordanyg)
semice. belpaing the clerk = office "Fo zreen wmhule xving cu-tommers tune and moneyv

When smked why bher office decaded 10 sttt e-recosrdang. Tomphins ' Deputy County Clerk Maureen Revnolds
saad “Why woulds 't we do 7 It saves us staff tune by not havmng %0 scan and mdex the documments, and even
though we have a policy of procesimg and retwnang documents the same day we recerve them i now allows us
2o be even quacker Addnonally, we don't have to process the check: and scan them to the bank for cur deposar
The fand: sow jast “magcally appeasr” in our baxnk accouns ™

Throuzh Sumphfile = cecure. web bazed ;ccordains —crvi1cc. custormers suck a: tatle comparae=. real eztate
lLawyers. bamks amd lyem filers cam submmnat thewr documents electromacally for recording as well as thewr recordmng
fees 10 the county electromacally via Automated Cleanng House (ACH), ehounating the oeed 10 send paper
ongmals and checks through the oaasl

Recordmg] allows= us to redunce our carbon footprnmt, zave taxpayer money and allow our staff to work more
efficzently.” Reyoold: added “We are located m Ithaca, N.Y | whesre poang green 1= what we try to do. omr
county cars are bybnds, owr newer county bmldings are LEED certified and utilize solar panels We ehmunated
the need for 2 records stovage busldmnpy by swcansang the majorty of owr papers records. whach was apgerosxanately
9,000 boxes.™

Tompkmn: County joen= 16 addironal recordmng junasdictaon= m New York thar have ztarted e-secosdzng
emabbngy customers to tubmst thewr docoments to the clerk "= office electromacally thromgh Szmphfile = onlme

ServIce.

are some of the baggest benefis: that come with e—recording ™ saad Presadent of Sumphfile Paul Chifford “We're
£lad 2o zee that owr zervice mn Tompian: County ha: helped contmmbute to thexr goal: mn goang "‘paperlez:” for the
esvwossnent ™

~1f you can scan 1t. we will tahe 1t 233d Revnolds regardung the type- of the docurment: that can be submatted
for e—tecoedang

For mose mformation about ¢ yecosdeng o Tommplon: County call $S00-460-5657 or viat sumphifile com.
About Smplxfile

Sumplifile 1= the oation s Luapest and fastest-growing esecordang sermace protvader Sunplfile supports
thousands of e-recordang customers ncluding title companaes, bank s, attormeys, hen filers, and othes
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NY . Coumty Reaps ROI on Mobale Records Managemmens

Baseline
NWY. Commnty Reaps

Page 1 of 2
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Tompkins County Crnunples the Paper Jam Page 1 of 2

ChO TINSACHT

CIOINSIGHT™T
Tompkins County Crumples the Paper Jam

Samucl | Posted 04-30-2014%

Mthﬁ.Mw‘?éwnh“haM?
above 100,000, 1s a leader in ugrating from paper to pixels “In the past we had mountsins Paper
umuamm»mm—au We recognzred that we had to move to a
more sopbasticated document management system ™ says deputy I'T darector Loren Cottrell

The ranstion was a difficult crdeal Among other things Tomplians County had 200 years of crummanal
and court records tucked away m file cabanets and storage boxes. Owverall, 3t had more than 9,000 boxes
from 29 departiments dating back to 1817 'Weh-dmymdm-ﬁmym

department = Cottrell notes.

Although the county had embarked on a document mnagsng mutatve m 2000—it mchaded land and caval
m&—ﬂm\-ﬁlnhepm“ymm_iymmnnll that 1t had the
resources to go entively digntal (the project actually commenced m 2010). “Although we cutsource the
scanmung the exasting unaging system couldn't handie all the documments we needed for the new progect.”™

he explams

The county adopted an electronac confent managernent (ECM) system from [asesfiche By converting
the paper records to dagatal content,. the county has streamimed mternal workflows, ttunmmed costs and
banit a more efficaent environznent Famh.]mmmﬂh&bmmmm
the bench Employees can view pertinent records baving to leave thewr desk In the past fetchung

An added benefit s that the records are more securely managed and Tompkins can condact
andits more effectively. “We have a far more sopbasticated and retmeval systemm m -
Cottrell poants out What's more. the records are wiath the ase, and all
the records are avalable through a web browser, exther on the or via a The

htto /everw cyosnsizht com/'Drant it-news- ends tompk ns -countv -cnamples-the-paper-1aam SAS2014



Future Citsies - Chrmstine Panzo - Cities Lose Paper & Gasn Efficaency Page 1 of 4

vems FULUALULITE
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Cities Lose Paper & Gain sow sow

Efficiency 0
v )

Chumtine Parao. Ovstne P anao shwe r

Tuesdyy. February 18 20%4 0000 EST ———

13 T2 Cosrmwnmert Emal Pree o | &

“GOverTwTer il and “eficency™ are hwo words rasrely spDolean IoQether, but ot &
conference last month, ey 82 ke poarnut Duser and poilly

Az the Ermpowers 2014 condoronoe mn Analhcsn, Calst | paft on by comntort
mManagerTert SoOftware firrm LaserSchws T QOWerTHTETE Sgercies Sermonatratecd Moray ey
managemert (ECM) and business [rocess Mmanagement (BPN) technoiogy . These ocad
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Technology.,
Tools and Tactics
for Public Sector IT

County digitizes 200 years of records — and stays on
budget

* By William Jackson
* Aug 20, 2014

Four years ago, Tompkins County in upstate New York had to make a decision on what to do with nearly
200 years of paper records. The vintage county library building where old records were stored was being
repurposed, and a new home had to be found for more than 9,000 boxes of documents.

Financially, the decision turned out to be simple, said IT director Greg Potter. The county already had
begun using some digital documents in the mid-2000s, so digitizing existing records was an option. And
building a new records storage center for paper documents would cost an estimated 56 million. “We did a
cost comparison for digitizing the records we had and that came out to $500,000.”

With $600,000 in state grants, the county began scanning and digitizing documents in 2010, and two years
later had converted 13 million records into electronic files. “It wasn’t as bad as | thought it was going to
be,” said Deputy County Clerk Maureen Reynolds. “And it was cheaper than | thought it was going to be.”

The files now are held on mirrored storage-area networks in two county data centers. If additional grant
funding comes through as expected in the coming year, the next step is to move the electronic records to
nearby secure, climate-controlled digital storage facilities. The space is being converted from Cold War-era
military bunkers by Finger Lakes Technology Group (FLTG), a local networking company.

Tompkins County is at the southern tip of Cayuga Lake and has a population of about 105,000. Ithaca, the
county seat, is a college town, with Cornell University and Ithaca College the largest employers. Most of the
paper records maintained by the county go back only to the 1970s, but some date to 1817,

Just as important as technology in successfully moving from a paper to a digital environment is business
analysis, said Katie Burke, government program manager for Laserfiche, the company that provided
content management software for the conversion.

“The challenge is imagining the business process in a digital way,” Burke said. “Tompkins County has been

imnrescive in the wav it scaled the nroiect ”



Shared services grants go a long way in New
York State.

 Tompkins County, New York, began digitizing
land and court records dating back to 1817 a
decade ago, with grants funding most of what

blossomed into a shared service across all its
local jurisdictions.



