
MODERNIZING THE FINANCE

REVENUE DIVISION



Discuss the following:

• Update on Real Estate Rebate and Mailing Remediation

• Modernization Efforts

oConsultant’s Report

oPersonal Property Improvements

oBusiness Portal

oOn the Horizon
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PURPOSE



Recap

• Total number of bills = 75,905

• 42,635 bills sent to owners 

• 33,270 bills were mailed to owners instead of the lenders.

• Bills were correct, but the mailing process did not follow the usual 
process.
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2025 2ND HALF REAL ESTATE BILLING



What we did to correct the issue:

Updated Standard Operating Procedure (SOP).

Retrained staff

Outreach to impacted taxpayers and Mortgage Servicers/Lenders
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REMEDIATION



We are receiving and processing refund request daily

And we are in the process of:

• Querying real estate payments received to identify duplicates

• Analyzing those accounts  

• Contacting the taxpayer

oRefund

oCredit 
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IDENTIFYING DUPLICATE PAYMENTS



CUSTOMER SERVICE IMPROVEMENTS
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2020 - 2024 BUILDING THE FOUNDATION

Where We Were

• Required disclosures due to history of 
late external audit

• Numerous significant external audit 
findings since 2015

• Non-Compliance with Virginia 
Department of Transportation reporting 
requirements

• ERP out of support (no technical support 
and out of extensions on contract)

• MUNIS out of support since 2017 (no 
technical support)

Where We Are

• No disclosure requirements maintained (5 
years)

• Removed numerous outstanding significant 
external audit findings ( 4 years)

• Compliance with Virginia Department of 
Transportation reporting requirements (2 
years)

• ERP current version and regular 
maintenance

• MUNIS upgraded to current version

• RVA Pay live for Personal Property
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2024 - 2025 ORGANIZATIONAL DEVELOPMENT

Where We Were
• Unrecorded Business Filings

• Paper based records

• Manual processes

• Intermittent system outages

• Little to no Standard Operating Procedures

• Little to no policy adherence

• No line of sight for performance 
management 

• No line of sight to measure customer 
experience

• No formalized training or professional 
development

Where We Are
• Filings recorded timely

• Paperless systems being developed

• Automation of manual processes

• Stable systems

• 71 SOPs created

• Line of sight to Policy adherence

• Direct line of sight for performance management 

• Direct line of sight to measure customer 
experience

• Formalize targeted job training and professional 
development 



• The engagement spanned from March of 2024 until June 2025

• Final report was  delivered on July 9

• Services included

oManagement tools of which 10 out of the 11 have been implemented

oRecommendations for major process redesign to improve customer service 
delivery and leverage automation 

oLeadership support and staff augmentation

oBusiness Portal lead

oAnnual Personal Property Billing lead
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ANNE SEWARD CONSULTING LLC



MANAGEMENT TOOLS

Restructuring of division and clearly defined roles and responsibilities

Gantt Chart – work “line of site” to deadlines

Workplans – all units (communicate focus, work, lead staff, deadlines, 
notes

Metric tracking (cumulative daily ticket reports, ticket closure reports, 
customer service )

Staffing plans (focus resources, monitor productivity, develop due dates)

Weekly Leadership meetings – Review workplans & assess risk

Daily team stand-ups

Unit teams tax chat channels



• Using 311 call surveys to improve experience

• Counter service experience survey (easy access by QR code)

• Bookings for scheduling on-line and in-person appointments

• Retrained staff

• All inquiries are tracked by a ticket 

• Community outreach
oDistrict/Civic meetings

oCommunity events 

oSocial media

oMedia campaign 

oTargeted communication by email
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IMPROVEMENTS TO DATE



GANTT OF DIVISION FOR LINE OF SITE OF DUTIES
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DIVISION WORK PLAN
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UNIT WORK PLAN
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TEAM METRICS
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DAILY METRIC REPORTS TO MANAGE CUSTOMER SERVICE



CULTURAL TRANSFORMATION
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EMPIRICAL DATA ON THE CUSTOMER SERVICE EXPERIENCE

44.7%
55.9 %

2024 2025
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EMPIRICAL DATA ON THE CUSTOMER SERVICE EXPERIENCE

55.9 %

2025



PERSONAL PROPERTY
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Assessment Sources:

• Roll forward from prior year in system

• Department of Motor Vehicles (DMV) records

Valuation Sources:

• JD Power - National Automobile Dealers Association (NADA)

• Depreciation

• Significant Older Vehicles (SIG)
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BILLS PRODUCED BASED ON INPUTS



• 2021-2023: Building and implementing RVA Pay

• 2023: Converted data from MUNIS into RVA Pay

• 2024: First annual billing in RVA Pay

• 2025: Refined the system and data

oData cleansing with DMV (ongoing)

oAutomated integration of DMV files and valuation sources

oAssessments tied actual vehicle VIN at specific feature level

oBuilt dashboards for quality control and performance monitoring
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IMPROVEMENTS TO PERSONAL PROPERTY BILLING PROCESS



# Step Past Present

1 Roll forward data Export from previous year into Excel Automated roll forward within RVA Pay

2 DMV data Merge Flat file from DMV with roll forward 
data file

DMV file integrated into RVA Pay directly from 
DMV File Transfer Protocol  (FTP)

3 Assessment NADA flat file updates to data in the file with 
roll forward and DMV records)

Application Programming Interface (API) for 
direct integration into RVA Pay

4 Upload revised data Import revised data into MUNIS Eliminated

5 Billing Create bills Automated and posted to RVA Pay Portal 
instantaneously. 

6 Quality Control 3rd party print vendor prints the bills and 
Finance staff reviewed paper bills for 
accuracy

Over 200 queries created to identify issues 

7 Mailing 3rd party vendor to print, upload to Invoice 
Cloud and mail

3rd party vendor to print and mail 

8 Credit card fees Applicable Eliminated
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AUTOMATING THE PROCESS



Before: Complex Excel files, manual tracking, late billings, 
frequent errors

After: Push-button operation, automated assessments, timely 
billing

Bonus Achievement: Major data scrub updated vehicle 
ownership records

ROI: Time savings, accuracy improvements, revenue recovery

DMV INTEGRATION - ADDS/DELETES PER YEAR
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INTERNAL MONITORING OF KEY PERFORMANCE INDICATORS



RVA BUSINESS PORTAL
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EVOLUTION FROM PAPER TO PAPERLESS IN 4 MONTHS

Paper forms sent 
to customer

Customer 
completes paper 
form and mails to 

City

Staff keys 
information from 
the paper form 

into system

System generates 
billing statement

Bill file sent to 
print vendor for 

printing and 
mailing

Customer 
receives paper 

bill

Customer mails 
payment or 

comes to city hall 
to pay

7 Manual Steps

Single-Point Processing 



RVA BUSINESS PORTAL CUSTOMER JOURNEY

Competitive Advantage

Old Experience

No Visibility
Manual Renewals
Payment Challenges
Credit Card Fees
Call, Email, or Visit

New Experience

Self-Service Portal
Real-Time Account Access
Multiple Payment Options
No Credit Card Fees
White Glove Service
Book an Appointment

Customer Satisfaction

Many cities still struggle with 
basic infrastructure

Measurable improvements in 
service delivery



• KPMG contracted to perform a forensic audit of all business accounts

oForensic audit complete

o Implementation of recommendations in process

• Build out RVA Pay Business Portal features 

oBusiness Personal Property (BPP), 

oBusiness, Professional and Occupational License (BPOL), 

oAdmissions, Transient Lodging, Occupancy, and Meals Tax (ATOM)

• Design, develop, and implement remaining RVA Pay modules:
oReal Estate

oGeneral Billings 
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2025 - 2026 DATA ACCURACY AND AUTOMATION
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Business Personal Property
Business Professional Occupational License

RESULTS
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CULTURE: PAST, PRESENT, AND FUTURE

• Fear of and Resistance to change

• Competency challenges

• Passing the blame

• Reliving past failures

• Lack of training

• Lack of professional development

• Accountability

• Cliques 

• Secrecy and sabotage

• Silos of information

• Diminished professionalism

• Lack of urgency

• Personality based work 
completion

• Cohesive team environment on 10th floor

• Continued challenges in competency in 
Revenue Administration

• Job specific training provided

• Professional development provided

• Minimized silos of information

• Standard of professionalism 
communicated and expected

• Customer focused work

• Performance and issue resolution time is 
monitored

• Performance issues addressed timely

• Pockets of resistance to adherence of 
core values

• Pockets of cliques still exist

• Pockets of secrecy and sabotage

• Continue to build digital 
solutions

• Complete RVAPay

• Culture of excellence 
adhered to by all employees

• Highly competent and 
trained staff

• Certified offices by the 
Commissioner of Revenue 
and Treasure’s Associations

• Team environment

• Right people in the right 
seats

Past Present Future
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FUTURE IS BRIGHT

Governing 
Body 

Support

Patience

Time



APPENDIX
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RVAPAY/RVA BUSINESS PORTAL TIMELINE





CORERP/RAPIDS ROADMAP



WORKPLAN TO TRACK PROGRESS AND GUIDE UNITS



DOCUMENTED SUBJECT MATTER KNOWLEDGE SHARING



15 Years of Leadership Turnover 
(CAOs, DCAOs, and Finance Directors) 

Based information gathered to date.


