/ \ FINANCEAUTHORITY

QUESTIONS & ANSWERS TO
REQUEST FOR PROPOSALS

DIGITAL TRANSFORMATION IMPLEMENTATION
TECHNICAL PLANNING AND CHANGE
MANAGEMENT SERVICES

DATE RFP ISSUED: April 17, 2025

DATE OF ANSWERS: April 29, 2025



Question 1:
Answer:

Is there only one primary vendor that this project will be awarded to?
Yes, one primary vendor.

Question 2: Will the NMFA publish a list of preferred vendors we can contact for potential
subcontracting opportunities?

Answer:

No. And subcontracting will not be allowed for the technical and change
management phase.

Question 3: In general, what are the onsite requirements for this project if any? What will be the

typical weekly cadence and what tools will be used?

Answer: TBD. Flexibility for on-site visits required. NMFA uses Click-Up and Sharepoint
to manage projects. At a minimum, weekly project status updates will be
required.

Question 4: What current ticketing system is being used for activities such as project
management, user stories, acceptance criteria, test cases, and deliverables?

Answer: Click-Up

Question 5:  What enterprise architecture methods does the NMFA anticipate using if any such
as Zachman or TOGAF?

Answer: The organization has not formally adopted an EA method.

Question 6: s there flexibility with experience requirements for both the vendor and/or the lead

consultant?

Answer: The adequacy of the experience requirements will be reflected in the
evaluation score for evaluation criteria #4

Question 7:  Are there other software packages that will be implemented in the near future that

vendors need to take into consideration.

Answer:

A3 FP&A Solution for Risk Rating Project




Question 8: What is the budget for this project?

Answer: $250k for the technical and change management planning only

Question 9:  What is the anticipated timeline?

Answer: Late May through August - for the technical and change management

planning only

Question 10:

Answer:

Will there be any implementation work done on this project for now, or will this be
a future item?
Future — starting Fall 2025

Question 11:

Answer:

Are stakeholders involved more technically oriented or business/functional
oriented?

Both. The project owner and staff are technmically oriented. Other
department SME’s will be business/functional

Question 12:

Answer:

Does the NMFA have Salesforce, Sage Intacct, and IvyTek Loan Management
Software currently implemented

Salesforce is partially in place for limited client application intake. Sage
Intacct and IvyTek Loan Management are to be implemented as part of the
project

Question 13:

Answer:

Could you please confirm the correct proposal submission deadline? Section II.A
(Sequence of Events, page 9) indicates May 9, 2025, while Section II.B.4
(Submission of Proposal, page 10) states that proposals must be submitted no later
than 4:00 PM MDT on May 2, 2025.

May 9, 2025. 4pm

Question 14:

What other systems, beyond IvyTek Loan Management and Sage Intacct ERP,



does NMFA need to integrate with? What types of data will be exchanged, and what platforms or
technologies host the target systems?

Answer: Potential integration points are A3 FP&A, and DBC by SSC&T
Technologies.

Question 15: Can you elaborate on the digital systems expertise of key stakeholders? Do they
have prior experience with CRMs, ERPs, and Loan Management Software?

Answer: Overall, the agency has limited experience with CRM. The key stakeholders have
extensive experience with the features required in ERP and Loan Management
software. However, the current environment of systems does not include open API
or Al, aka lacks modernization.

Question 16: What is the current governance structure for digital transformation initiatives? What is
the size and scope of NMFA's IT and Cybersecurity departments, if any?

Answer: There is a Project Owner (Chief Innovation Officer) and independent Project
Officer (Chief Technology Officer), reporting to a Project Steering Committee
comprised primarily of Senior Leadership.

NMFA’s Dept. of Information Systems (DIS) is composed of 3 System
Administrators overseeing Tier 1 and Tier 2 systems and security unrelated to ERP
and Loan Mgmt. DIS also has 4 System admins supporting Salesforce, Loan Mgmt
and other operational systems. Both teams are supported by a Technical
Operations Manager and Product Owner.

Both of these teams are likely to continue to support NMFA during implementation
but also receiving training to support the future state maintenance requirements.
There is a possibility the Salesforce team will participate in the implementation.

Question 17:  To strengthen our understanding, could you provide more details on current business
g g youp
processes, systems, and data structures across NMFA's loan programs?

Answer: Please visit nmfinance.com for in-depth information about NMFA and its programs.
Additional documents pertaining to the technology solution RFP containing
capability maps and requirements also provided.

Question 18:  Which data classification and protection regulations apply to NMFA? Are there any



Answer:

significant mandates beyond FCRA and GLBA?

Internal classifications informed by standard protocols

Question 19:

Answer:

Does NMFA serve customers outside of the State of New Mexico? Outside the United
States?

All financed projects are in the State of New Mexico. Some projects may have
applicants with headquarters in other states.

Question 20:

Answer:

What are NMFA’s data residency requirements? Must corporate and customer data
remain onshore, nearshore, or on-premise?

Onshore or nearshore

Question 21:

Does NMFA have a preferred ETL (Extract, Transform and Load) tool or middleware
platform currently in use or approved for future use?

Answer: Currently using SQL Server and Saleforce. Also exploring Microsoft Power
Platform.

Question 22: What are some success metrics that NMFA plans to use to evaluate the program's
effectiveness?

Answer: For the planning portion the success metrics will be completion of the deliverables

identified in the scope.

Success metrics for the implementation phase should be created in concert with the
Project Owner, Project Advisor and Steering Committee during the planning phase.




Question 23:  What are the auditability requirements for systems, processes, or data handling at
NMFA?

Answer: SOC 1 and SOC2 certified and following the CIS framework. The NMFA is moving
towards ITGC and ITAC standard frameworks. System Auditability will also
necessitate system/data change/audit logs, monitoring tools, data auditability
(classification/DLP) - change mgt and RBAC.

Question 24: What are NMFA’s requirements for data archival, including retention periods and storage
formats?

Answer: See NMFA Document Retention Schedule

Question 25: To enhance operational efficiency, will consultants receive access to NMFA's
communication and file-sharing platforms, such as MS Teams, Outlook, and SharePoint?

Answer: To Teams and SharePoint. Outlook TBD

Question 26: Will change management efforts focus solely on internal staff training and communications,
or do they include external non-NMFA stakeholders (excluding customers) as well? Should government
employees or elected officials also be regularly informed and included in release communications and
updates?

Answer: Primarily internal staff. The Change Management Plan will be executed by an
internal team, supported by Change Management professionals during
implementation.




Question 27: Are there any anticipated requirements for real-time data reporting in the near future?

Answer: Real-time reporting on project implementation status is required, i.e. current
backlog and iterations in Click-Up. Real-time reporting is a requirement of all
features in future state integration i.e. CRM pipeline, application status, financial
reporting etc.

Question 28: To what extent are the Finance, HR and Program Management business functions separated
into separate departments? Are the roles and responsibilities for these functions cleanly split between
separate departments with separate executive reporting lines?

Answer: Please visit Staff | New Mexico Finance Authority

Question 29: What are the names or functional descriptions of the sub-departments that comprise the
Program Management function?

Answer: Credit, Lending, Public Program Administration, and Economic and Community
Development

Question 30: Can you provide an organizational chart of executive leaders and their departments and
teams? For each Capability diagrammed, can you indicate which department or team would be the
primary owner of the business process that the capability enables?

Answer: Not currently available as described. Can be developed with the winning vendor

Question 31: Based on your current impressions, which five of the diagrammed Capabilities do you
expect will provide the most strategic benefit? Which Capabilities are stakeholders most excited to see
realized?


https://www.nmfinance.com/overview-2/staff/

Answer: Strategic benefits: Financial Reporting, Impact Measurement, Pipeline
Development, Recruitment, Training

Excitement generating: Client Application Mgmt, Project Mgmt, Loan Servicing,
real time reporting and all automation

Question 32: Based on your current impressions, which seem to be the greatest barriers to the
organization’s ability to adopt transformation? Have there been challenges faced with similar initiatives in
the past, or concerns for the future? How might challenges vary between departments?

Answer: All organizations face challenges with these types of initiatives. Challenges
primarily fall into two categories; 1 - ensuring the features provide value and help
staff complete their tasks, 2 — competing priorities are effectively aligned with
implementation to avoid delays, rework and burnout.

Question 33:  Over the coming two years, what is the expected Change Environment for the
organization generally and for different departments specifically? Aside from the digital transformation,
does the organization (or any specific departments) expect to undergo any other major regulatory,
strategic, people, technology or process changes? If yes, please summarize extent and timing of change
impacts, to help us understand the change load that people will be experiencing.

Answer: As of June, the organization is moving into a new building. Parallel projects include
a Credit Risk Rating project primarily impacting the Credit team. There is also a
transition from on-premises file sharing to Sharepoint as part of a larger data and
document mgmt. project.

Question 34: What are your expectations, goals or pressures relating to the Duration of this initial
planning phase? What is the availability commitment of executive sponsors, leading managers and subject
matter experts for this initial planning phase?

Answer: This planning phase should take 12-16 weeks. Executive sponsors, leading
managers and SME’s can be available as necessary with appropriate 2-3 week
advance notice. One competing activity will be financial audit work impacting the
Finance department. However, the work completed to date in the solution selection
should allow for consultants to be highly productive with minimal interaction with
department SME’s.

Question 35: What are your expectations, goals or pressures relating to the Duration of the digital
transformation’s implementation in its entirety, as well as for any specific sub-parts? Are there any



roadmap phasing ideas that you are already seriously considering?

Answer: The implementation phase will last 12-24 months depending on resources and
alignment with competing work. Goals include; minimal disruptions, high adoption
rate, and delivering incremental value on a quarterly basis. The roadmap phasing
has not been seriously considered because up until now we have not been in a
position to align the features necessary against on-going agency activity.

Question 36: Does the organization’s Program Management, Finance and HR roles all operate fully
on-site? If no, can you provide a general description of how hybrid or remote arrangements function, only
to help us understand stakeholder engagement possibilities.

Answer: NMFA is a hybrid work environment with 3 days required on-site.

Question 37:  Will the organization dedicate the hours of any in-house learning and development
coordinators, trainers, internal communications, business analysts or HR managers to own a specialist role
in the transformation? More generally, does the organization have expectations about how many of the 80
impacted staff will have time allocated to act as change champions?

Answer: NMFA is committed to creating an internal Change Management team. During
implementation feature SME’s and members of the Department of Information
Systems will help as change champions. In addition all levels of management need
to be provide with tools and techniques to be effective change champions.

Question 38: Having completed the product assessments and made selections, can you help us
understand which product is expected to fulfil each of the requirements listed in the business requirements
spreadsheet? Similarly, can you share any notes about the assessed extent of customization or
configuration required from each product to fulfil each requirement?

Answer: Salesforce for CRM, IvyTek (a managed application built on Salesforce) for Loan
and Grant Mgmt, and Sage Intacct for ERP (GL, AP/AR, Financial Reporting,
HCM/Payroll)

Question 39: Can you share any notes about your expectation of which information flows will be
facilitated by the integration?



Answer: All related loan and grant serving data that impacts the financial statements,
account (i.e. clients or vendors) and contact data

Question 40: Can you describe the commitments received from the selected product partners to engage
in and support this initial planning and design phase?

Answer: Both vendors have provided informal commitments to this process. Formal
commitments TBD and contingent on awarding planning RFP.

Question 41: Can you share the Comprehensive Needs Assessment and any supporting documentation
such as completed Current State assessments, stakeholders, personas, journeys, process flows, lists of
existing information technology applications being used for different business functions, or Future State
business process flows?

Answer: See capability and system journey maps provided.

Question 42: Can you describe the business process scope of the existing Salesforce application, and
any active integrations?

Answer: The existing Salesforce application is being used to process client applications for 2
new programs aimed at economic and housing development. Salesforce is also being
used in conjunction with SQL as part of the ETL process for existing data.
Salesforce is integrated with Formstack for Salesforce, and a dormant Bank
Connect product.

Question 43: To what extent do you expect the initial digital transformation program to modify the
scope of the business functions that each staff member performs or the management structure through
which staff report?

Answer: It is unclear if this question is asking for the impact during the implementation or
after. If during, staff will be devoting between 5%-25% of their time away from
normal business functions to participate in the project. When the project is



complete it is anticipated that front line staff will reduce time spent on manual work
by ~50%, and~25% by managers. No change in mgmt. structure has been
contemplated.

Question 44: If changes are expected in staff roles or management reporting structures, to what extent
have these changes already been planned, and will these changes require the organization to engage in
group bargaining with represented employees?

Answer: No planning has taken place yet, as such an analysis is dependent on future state
process/system mapping. NMFA will have to engage in group bargaining.

Question 45: Is the work expected to be done with US-based resources, or can the work be supported
by other Geographies, such as India or Central America?

Answer: US based resources preferred for coordination purposes, but flexibility exists.

Question 46: Is there a timeline for the completed assessment?

Answer: 12-16 weeks

Question 47: What groups will participate, and what groups have approvals of current state assessment
and future state assessment and roadmap?

Answer: Project owner and Steering Committee

Question 48: What is the primary technology for the future state? Is it Salesforce CRM as the Hub?

Answer: Salesforce and Sage Intaact

Question 49:  Can you describe the existing comprehensive needs assessment and any other existing
artifacts from the evaluation thus far that would be available to us to start the project?

Answer: Initial requirements list, solution selection artifacts, journey capability and systems
maps



Question 50: Has the board approved a budget for the project (both the planning phase and subsequent
implementation)? If not, when is the targeted board meeting for approval?

Answer: Planning budget approved. Project budget to be included in FY2526 budget

Question 51:  Can you describe the Board’s intended level of engagement throughout the planning and
implementation phases?

Answer: Primarily in the informed role. In the planning phase there is a possibility of board
engagement in a consultative role which would require more time, but not a
significant amount.

Question 52: Can you confirm if the proposal response deadline is 5/9/2025 or 5/2/2025 as stated in
section B.4?

Answer: 5/9/2025

Question 53: Technical Architecture and Design

What are NMFA'’s current data classification and retention systems and methods? Previously answered
What are NMFA’s requirements for security and compliance requirements? Previously answered
What tools are used for ETL processes? Previously answered

2.b. Are there any specific data privacy regulations that the new systems must comply with? Previously
answered

Answer:

Question 54: Salesforce

Can you describe all the NMFA processes that exist in Salesforce today (example: Lead Process,
Opportunity, Quoting, Case Submission)? Previously answered

Can you provide documentation of processes and customizations currently in Salesforce? To the
winning vendor



What integrations do you have now into or out of Salesforce? Do you have any integration middleware
that you already have purchased (ie Mulesoft, Celigo, Workato, Boomi)? Integrations previously
answered. We previously worked with TIBCO. Currently we have a custom interface through
bulk API. Looking a MS Power Platform connectors as well.

How many Salesforce users do you have today and what departments/divisions (e.g., operations
employees, sales employees, etc.) are in Salesforce today? To varying degrees Finance, Credit,
Lending, Program Administration, Department of Information Systems.

Answer:

Currently ~ 50 active users

Question 55: Sage Intacct

Can you provide a copy of any RFP, requirements, or relevant use cases or information leveraged for the
selection of Sage Intacct: Provided

How many roles currently exist in the finance department? 6

What is the legacy financial system for the general ledger? MIP by Community Brands How many users
are in that system? ~20

What systems feed into the general ledger today and anticipated integration in the future? None today.
Future state Salesforce, Clearwater Analytics, bank feed

Which modules are you considering for your Sage Intacct subscription? Details to be provided to
winning vendor

Answer:

Question 56: Implementation Roadmap Development

3a. What is the targeted timeline and start date to execute the planning and preparatory phase?

3b. What is the anticipated implementation timeline including target start and end dates?

3e. Could you provide us with an organizational chart?

3h. Are there conflicting projects (e.g., audits, other technology implementations, etc.) on the organization
roadmap which could put the resource allocation, timeline, etc. at risk for the planning and preparatory

phase and the subsequent building/implementation phase?

Answer:



Question 57: Digital Change Management Services
4.1a. What departments are impacted within the approximate 80 employees across multiple departments?

4.1a. Are you able to provide the external stakeholder groups? What is the approximate count of external
(e.g., borrowers, state agencies) stakeholder groups affected?

4.1b. How does NMFA adapt to change today? What are some of your change management processes
conducted today?

4.1b. Do you anticipate resistance from certain stakeholder groups for this implementation? If so, who are
those?

Answer: 4.1a — All of them
4.1a(2) - ~2500 clients, ~ dozen state agencies; list to be provided later
4.1b — NMFA has a strong culture united around its mission and that significantly supports
change management. NMFA often relies on traditional methods of managing change via
established relationships, written and verbal communication.

Question 58: Governance and Readiness Assessment

5.a. What team members will be part of the planning and preparatory phase from NMFA, what will their
anticipated roles be, and how much time are they anticipating allocating to this initiative?

Answer: Previously Answered
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Key Observations

Summary of Observations (1/1V)

Program Development

Programs

Legal

Leadership/Board Members
Accounting

NMFA is facing constraints in adding
new programs due to internal
capacity issues

Complex process to stand up new
program and ensure technologies able
to support programs

Current tools and systems make
program reporting and enforcing rules
difficult with discrepancy across
systems

Teams are not well trained on the
platforms and applications to be used

Granicus
Tableau
Bond Link

Enable .
Salesforce .

DBC .
Moody

Pipeline Development

Finance Manager
Credit

No centralized place to manage all
customer and partner contact details
and engagement history

Not centrally tracking marketing
outreach / events and unable to
measure campaign effectiveness

No accurate pipeline management
capabilities to allow for better
nurturing and forecasting

Loan Application

Credit

Finance Manager
Programs

Legal

Inconsistent processes and tools for
applications that can vary by program
No user friendly and guided approach
for borrowers to fill applications
Manual data collection and analysis to
support underwriting processes

No historical loan data for clients is
available to reference

Salesforce  DBC
Enable
Excel

A3

* DocuSign

Loan Approval

Leadership
Credit

Finance Manager
Programs

Legal

» Limited templates and automated
document generation to streamline
approval preparation




Key Observations

Summary of Observations (lI/1V)

Loan Servicing

* Programs

» Accounting

» Client Services
» Credit

Overlap in teams/ roles with lack clarity
on responsibilities

Complex manual processes to manage
draw, repayments and reimbursements
No integrations across loan management
and accounting systems

No self-serve capabilities for borrowers to
submit draw requests and manage their
loans

Data inconsistency and inaccuracy across
platforms which results in manual data
manipulation

» Enable
* Excel

* MIP

.

Project Mgmt.

Programs

No centralized project and milestone
tracking to manage budget, timelines
and manage draw eligibility

No milestone-based funding to prevent
fraud and drive compliance
Inefficiencies in capturing compliance
reporting as well as automating the
process with borrowers

Program Management

Impact Measurement

Programs

Client Services

Credit

Leadership / Board members

Impact measurement KPIs are not
understood or standardized across
programs

No standardize measurement processes or
reporting available

 Enable

* Excel

Loan Maturity

Client Services
Legal
Accounting

Lack of standardized process for
monitoring loans and credit monitoring
No tracking of historical loans and loan
lifecycle

Enable

Excel




Key Observations

Summary of Observations (l11/1V)

GL Management

Accounting

Setting up and configuring changes in
the GL (i.e. addition of segments) is
complex

Current GL hierarchy does not support
all of NMFA’s data and reporting
requirements

Reporting capabilities are not flexible
and typically will require external data
manipulation

Manual and complex processes to create
and approve journal entries with no
systems integrations

» Enable
* Excel

* MIP

Accounting

Purchase order system is in its infancy
and not fully utilized / rolled out to all
departments

Vendor list is not well managed and
accessible for teams to access

Process for PO request to procurement
is not consistent or standardized and is
managed across multiple systems

* MIP

* Microix
» Zendesk

Financial Reporting Cash Flow

Accounting + Treasury
* Accounting

No centralized and consistent way to » Lack of precise cash flow forecasting
generate financial reports - manual tools
manipulation is required * No integration and automation between

Collaboration, tasks and handoffs within
teams are tracked manually with no
automation and reminders

investment transactions and accounting
systems for journal entries

* Enable

o il * Excel

* Excel

» SharePoint » Clear Water

Analytics




Summary of Observations (IV/IV)

Recruitment Employee Onboarding Employee Services Training

« HR * HR * HR « HR « HR
* Accounting

* No applicant tracking * Employee record are kept » Employee services are * Employee training systems * No integration between payroll
system to manage on paper and not digitized being provided through are in place and there is system and GL causing manual
- recruitment * Manual onboarding process email and in person the ability track completion work
S  Inability to view applicant communications statuses in the systems * Time allocation to programs is
'% history * No ability for employee self inaccurate causing incorrect
c * No streamlined interview serve charging to programs
2 and feedback capture * Manual Tracking of * Unable to forecast against
8 process Employee Performance programs due to incorrect
> program time allocation
x * Minimal self-serve capabilities

for expense management

* Outlook * QOutlook
» SharePoint * SharePoint
» Zendesk » Zendesk

» Percipio » Paychex

 KnowBe4 - MIP
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