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Candice Greer, Programmer/Analyst IV, Ameren Services

• 1998 graduate of Truman State University in Kirksville, Missouri

• Started career as a Programmer at Transcentric, formerly Union Pacific 
Technologies, supporting Overnite Transportation systems

• Accepted position at Ameren in 2001 
– Performed upgrade and maintenance activities on various systems including the 

service orders system, billing system, and payroll distribution system.
– Led several major projects including implementing a work tracking and code 

repository system across all of Information Technology to aid in SOX compliance 
requirements, implementing a new sales tax system, implementing a new municipal 
tax system, and implementing a contract lifecycle management system

About Me
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• It took several e-mails from the Tax 
Department before their request for 
an upgrade was entertained.

• The “High Level of items for 
upgrade” was taken as the only 
requirements for the project.

Project Request
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• Ameren collects tax from its customers 
on behalf of the municipalities (circled in 
red on the right).

• We then take the tax and remove 
uncollectibles and add recoveries and 
then pay it to the municipalities 
(governed by local municipality 
ordinances).

• For Missouri we collect state tax (in blue 
on the right).  Please keep this in mind 
as it will be addressed later in this 
presentation.

What is the Munitax System?

Just a note…this is actually my bill.  Please
understand my kids think electric is free 
because I work for Ameren.  They don’t 
understand I pay the same as everyone 
else.  They will when I ask them to pay some
of the bill here in the near future though. 
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• There was a Munitax system but it 
wasn’t programmed for the calculations 
that needed to be done and did not 
account for future company growth.

– 4 spreadsheets for Illinois 
gas/electric/IMF service (one for each 
Ameren Illinois subsidiary)

– 2 spreadsheets for Missouri
– 6 different instances of the application 

because of 6 different databases, one 
for each subsidiary and one non-service 
database

– 5 reports from another system

• Transfer of revenue between 
subsidiaries took place outside of the 
system…in spreadsheets.

How Munitax Was Done Before



Processing Time/Cost Per Month
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Missouri MuniTax
• 372 Municipalities
• Time – 4 Days

– 2 days for data entry/validation 
in spreadsheets

– 1 day data entry/processing in 
system

– 1 day stuffing envelopes and 
mailing

• Cost
– Labor
– Paper/Toner Costs
– Postage Costs @ 50 cents per 

statement for $186

Illinois MuniTax
• 286 Municipalities
• Time – 2 Weeks

– 1.5 weeks for data 
entry/validation in 
spreadsheets

– 2 days data entry/processing 
in system

– 1 day stuffing envelopes and 
mailing

• Cost
– Labor
– Paper/Toner Costs
– Postage Costs @ 50 cents per 

statement $143
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What made me decide to shadow my business?

• Due to the requirements it was deemed the old application would not meet 
the new requirements and a new system was necessary to meet the 
requirements and to accommodate possible future company growth

• Spreadsheets had complex relationships and calculations

• Wanted to understand the business process and see the manual actions 
first hand so nothing was lost in translation

• Wanted to build trust with my business users so we could make decisions 
together

Learning The Business



• How can I improve the life of my business user?

• Automation – Saving the company time and money so the business may focus 
on more value-added tasks.

• Data Accuracy – Pulling from or receiving a push from another system versus 
manually entering the data.  Eliminate human error and tracking down typo’s.

• Data Recovery – Network drives backed up once per day/week/month versus a 
database with real-time backup.

• Data Security – Who has access to the data and how can it be controlled.

• Auditability – Track who changes the data and, if necessary, track why they 
changed the data (especially important in financial systems).
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My View of the World
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The second day sitting with my 
business I found another HUGE 
spreadsheet.  It was used to figure the 
Missouri Sales Tax Return.  The user 
informed me this was a bigger job than 
MuniTax and was all done manually in 
one spreadsheet.

Expanding the Project Scope – Part 1

The users were manually entering 
1152 rows each on four sheets in the 
workbook each month from a report 
from the billing system.



Missouri Sales Tax

• Process
– 1 spreadsheet
– 23 tabs all 

interdependent

• Time/Cost
– 1 solid week
– Postage to mail a 193 

page return
– Paper/toner expense to 

print off return
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Expanding the Project Scope – Part 1



• Garnishments – Who knew you could garnish the tax revenues of a 
municipality?  

– More spreadsheets!!!!!
– Manually pull the system generated revenue statement and manually create a 

new one.
– Half a day effort for the business

• Found one of the Missouri Munitax databases and application instance was 
strictly for tracking non-service revenue.  They were taking the amounts from 
one instance and combining them with another.
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Expanding the Project Scope – Part 2



Note:  At this point of the project I now had sat and learned my user’s jobs 
spending 1-2 days a week with them.  I have given them my view of the world, 
built their trust, and they are actively looking for improvement opportunities and 
bringing them to me.  Thus we gained these three items.

• Manually entering tax rates changes from…yet another spreadsheet.  

• Manually creating their disbursement requests…you guessed it…another 
spreadsheet.

• Three more tax return types for Illinois…more spreadsheets and manual 
data entry from reports.  Added the Gas Tax, Excise Tax, and Customer 
Assistance Return to the scope.
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Expanding the Project Scope – Part 3



The original ask from the users was 
the Municipal Tax (MuniTax) piece.

Added Sales Tax, Excise Tax, Gas 
Tax, and Customer Assistance tax 
returns.

Also, gave them reports under the 
System Reports button that they 
were creating manually, they are 
now all automated.

Under municipality maintenance 
they have the ability to upload the 
spreadsheet of rate changes so 
they no longer manually key them 
in resulting in more time saved.
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Final Product



All database/application instances were combined into one.  This now aligns 
with how Ameren does its business by state, not subsidiary and easily 
accommodates future possible company growth.  

Everything down to the garnishments is automated.  Revenue statements are 
now e-mailed to all municipalities who supply e-mail addresses.

The system went in with very few bugs and very few follow-up enhancements 
for “missed” items.  All requirements were met and follow-up enhancements 
were new ideas.  In other words, it met the exact needs of the business.

Most importantly – NO MORE SPREADSHEETS!  
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Final Product



State Tax:

• 1 week processing 
down to 3 hours, most 
of which is data 
verification and 
submitting the return 
through the state site

• No more paper return 
to be printed or 
mailed, it is submitted 
electronically
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Company Hard Savings
MuniTax:

• Almost 3 weeks 
processing between two 
states down to 1 day, all of 
which is data verification

• 90% of municipalities have 
statements e-mailed to 
them eliminating paper, 
toner, and postage costs

Other Tax Types:

• 3 days processing down to 
1 hour, all of which is data 
verification

Overall:

• Equivalent of 1 full-time 
employee has been 
saved.  The employee 
now does more value 
added work

• The business estimated 
$10,000 a year savings 
in postage, paper, and 
toner costs.

• Due to all of the 
automation the system 
recovers the cost of 
creation in about two 
years.



Data Recovery:

• The data is no longer in spreadsheets on 
network drives

• Database is backed up real-time with 
more reliable data recovery

Easier Reporting/Auditability:

• Data in the system is easily mined through 
reports now that data is all in application.

• The data is easily auditable.  Whenever a 
value is changed in the system it tracks 
who made the change and why.  Happy 
auditors = Happy company!
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Company Soft Savings
Data Accuracy:

• Since data is no longer manually entered 
there is no more human error (typo’s that 
take hours to track down).

Data Security:

• Spreadsheets on networks are accessible 
by anybody with access to that 
drive/folder.

• The application controls who can see 
what data providing for better security of 
the data it holds.



• Environment of openness.  There is no ask that is too little and they don’t 
feel “belittled” by asking for things or presenting their ideas.

• They are now actively looking for improvement opportunities

• They trust my judgement on how to set the systems up because they 
know I will sit with them and find the best possible way.
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Biggest Benefit – Business User Trust
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The Tale of Not Learning the Business
The Tale of Two Projects – Another Project

• There were “workshops” with the business, no shadowing

• Tell me how you do your job instead of show me how you do your job

• Developers made business logic decisions without input of business and 
guessed at the requirements (those beyond the original ask)

• No developer/business relationship built



Impacts to Business:

• Missed requirements

• Application did not meet the 
business user’s needs

• Many follow-up 
enhancements to get 
system to meet business 
users needs so it is usable 
and functional

• No/Lost trust
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The Tale of Not Learning the Business
Costs:

• Time of developer to code 
enhancements/fixes

• Business down time from an 
unusable system 
(requirements issue)

• Ongoing costs after the 
project is over to “fix” the 
system

• Again, no/lost trust.  I cannot 
express how much trust is 
worth



• Every project, as soon as you have the requirements from the business start arranging time with 
your developers to shadow the business.  Get everybody to the table as soon as possible.  

• Have a kick-off meeting to introduce the developer and the business users.  
– Show the original requirements 
– Explain the benefits and potential cost savings and what each side should be looking for.

• Schedule the meetings between the developer and the business for shadowing.  Attend some 
yourself.  If you don’t do it, it probably won’t happen.  You don’t want developers telling the 
business “tell me about your job”.  Make them see it first hand.

• Make sure that it is an “open zone”.  The goal is to build trust.

• Build shadowing time into your schedule.  

• This should be done first thing in the project
– Ensure all requirements are gathered 
– Ensure supplied requirements meet business needs
– Make sure developers do analysis on all aspects of the project and it will meet the business needs
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When Should You Start Shadowing



Developers:

• Rather be coding

• Don’t have time…too busy  
(always a system issue)

• Don’t care about learning 
business, just give the 
requirements and let them do 
their jobs
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The Resistance
Business Users:

• Developers don’t care (Previous 
Help Desk Experiences)

• Shadowing will slow down their 
daily work



Developers:

• If they learn their business user’s job 
then requirements won’t be missed.  
No missed requirements means no 
follow-up and onto next project 
faster.  (Reduced burn out)

• Building trust with the business has 
them come back with more items 
and those can be more challenging.
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Overcoming The Resistance
Business Users:

• Helping the developers understand can 
help them identify missed 
requirements.

• Developers can identify further 
improvement opportunities to make 
their lives easier.

• Help developers get the product right 
the first time eliminating need for 
follow-up enhancements and frustration 
over a system that doesn’t work as 
expected.

Note:  There will be situations where there are personality conflicts.  The best you can do is 
recognize if that is the issue and work with the developer and business to work through it.



Simple Metrics

• How many follow-up enhancements/bug fixes for missed requirements?

• How usable is the system?  Metric based off of specific system usage.

User Group Meetings

• Hold follow-up user group meetings after implementation

• Have them talk about issues/frustrations – easy way to gauge usability of the 
system.
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Measures of Success



Thank you for attending and listening to my experiences.  My hope is you apply this to 
better your projects and most of all, build trust with your business users.
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Thank You


