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II. Project Details
A. Project Dates
Proposed Start Date

07/01/2017

Expected Completion Date

06/30/2022

Project Duration (months)

60

B. Project Description - Provide a brief high level summary of the project in plain English without technical jargon
that also includes the purpose and importance of the project. This information will be used for reporting the
project to the Governor, General Assembly and Connecticut Open Data website.
DCF seeks to embark on the production of a Comprehensive Child Welfare Information System (CCWIS). The current DCF
child welfare case management system is over 20 years old, having been launched in 1996, under the SACWIS regulations.
The SACWIS regulations had over 40 mandates for compliance based a data capture system as opposed to it being an
integrative tool to be used to enhance casework, as is the goal of the new CCWIS federal regulations. DCF's SACWIS system
had been deemed non-compliant in 2014, and the Department has been investigating replacement options. Non compliance
has resulted in the Department receiving a lower level of federal reimbursement. The Department has recently completed an
RFP process and is now in the contract negotiation phase. DCF will be using Agile Project Management methods to deliver
value added software, frequently to the end user, replacing LINK in modules with new CCWIS technology.

C. Summary
Summary - Describe the high level summary of what needs to be implemented to complete the project
DCF needs to develop a fully federally compliant CCWIS case management system to replace the non compliant, outdated, labor
intensive SACWIS system, currently in use at DCF.

D. Business Goals. List up to 5 key business goals you have for this project, when (FY) the goal is
expected to be achieved, and how you will measure achievement, Must have at least one.
Please use action phrases beginning with a verb to state each goal. Example: "Reduce the
Permitting process by 50%". In the Expected Result column, please explain what data you will use to
demonstrate the goal is being achieved and any current metrics.
Business Goal (Action Phase)

Target FY for Goal

Current Condition

Expected Result

Create a federally compliant CCWIS
system.

FY22

DCF currently has a non
compliant SACWIS system,
AKA, LINK.

Federal recognition of CCWIS
compliance, increasing federal
revenues.

Increase worker efficiency by
Leaning processes now in SACWIS
for automation in the CCWIS
system.

FY22

DCF is leaning workflows in
SACWIS to remove waste and
non-value added activities, for
automation, as well as
introducing new technology to
make the system more intuitive
and efficient.

Improved efficiency determined
by pre and post time studies.
Target Date: Using Agile
methods will allow for
incremental results throughout
the project life cycle.

Introducing technology to currently
manual processes, increasing
efficiency.

FY22

Time studies are identifying
currently manual workflows to
be Leaned. Developers will
automate manual activities when
practical.

To reduce the amount of worker
time spent doing manual,
repetitive activities.
Target Date: Using Agile
methods will allow for
incremental results throughout
the project life cycle.

Creating CCWIS federally required
interfaces to improve efficiency and
leverage agency opportunities to
improve client care and state
operations.

FY22

DCF has interfaces with several
partner agencies that transfer
basic pieces of information.

DCF will expand interfaces to
meet federal requirements and
reduce the need to exchange
information through hard copies.
Interfaces will include, Judicial,
SDE, and DSS, improving on
current interfaces.

Improving the quality of the data
collected and its use to improve
departmental mission outcomes, to
meet RBAs needs and meet federal
reporting requirements.

FY22

DCF's Federal Reporting
compliance is a cumbersome
process. DCF experiences
difficulty collecting meaningful
data for decision making.

DCF will have reliable, fully
compliant data for federal
reporting and data analytics for
decision and improving KPI
performance.

E. Technology Goals. From a technical perspective, following the above example, list up to 3 key technology goals
you have for this project and in which Fiscal Year (FY) the goal is expected to be achieved. Please use action
phrases beginning with a verb to state each goal. Example: “Improve transaction response time by 10%".
Technology Goal
Create a modern infrastructure that
allows for easy modification of the
system.

Develop workflows that are intuitive
to the end users, reducing training
challenges and points of failure, while
increasing worker efficiency.

Target FY for Goal
FY22

FY22

Utilize advanced business rules that
FY22
will allow for quality assurance and
quality control to built into the system,
resulting better data and decision
making.

Current Condition

Expected Result

The current SACWIS system is
on a mainframe built in old
technology. Changes to the
system often "break" other parts
of the system, making changes
very expensive and time
consuming.

A system that can change to
follow the practice of the
business without long delivery
delays and workers
developing inefficient
workarounds.

Workflows in SACWIS cause
workers to have to switch
between multiple screens and
put in the same information
multiple times, causing wasted
time and high error rates.

The system will have an
intuitive workflow and single
entry of data elements, flowing
through the rest of the system.

There are limited business rules
within the SACWIS system,
allowing for poor data quality
conditions.

To build business rules and
auditing alerts into the system
to maximize data quality and
data control measures
resulting in high quality data.

Select

Select

F. Priority Alignment. The criteria in this table, in concert with other factors, will be used to determine project
priorities in the capital funding approval process. Briefly describe how the proposed projects will align with each
criterion.
Priority Criterion
Is this project aligned with business
and IT goals of your agency?

Does this project reduce or prevent
future increases to the agency’s
operating budget?

Will this project result in shared
capabilities?

Has the agency performed due
diligence to determine if a
solution that is currently being
used by other state agencies or
other states can be leveraged?
Is this project being Co-developed
through participation of multiple
agencies?

Y/N

Explanation

Yes

CCWIS will be the cornerstone of all of
DCF's systems. This system the primary
tool for Child Welfare case management
tool and is a federal and state requirement
of Child Protective Services departments.

Yes

Currently the Department is not federally
compliant. Development of this project will
restore federal reimbursement levels. This
project will also make workers more efficient
allowing for stabilization of staffing levels.

Yes

DCF is compiling a roadmap and lessons
learned documentation to assist other State
agencies interested in using Agile Project
Management techniques in the future.

Yes

The Department has preformed an
exhaustive study of transfer systems and
sharing implementation. Using the Agile
Module method, with the new CCWIS
regulations, might allow for modules to be
acquired from other States. DCF will
continue to investigate this opportunity.

No

Although DCF is not co-developing this
project there will be multiple mutually
beneficial data exchanges with State
partners in both the Executive and
Legislative Branch.

G. Organizational Preparedness. The criteria in this table will be used to determine project implementation capabilities,
governance and commitment.
Preparedness Criterion
Describe the project
management methodology,
framework or process be used
to assure successful delivery
of the project?
The State encourages agencies to
consider using an incremental
value approach for project delivery.
Please indicate if this approach will
be utilized and how or why it will
not be utilized.
The State requires an experienced
project manager be assigned to the
project. Please explain how the
agency will meet this requirement.
Explain the key milestones or
activities that need to be
completed as part of the project.

Describe the level of
commitment that senior
management will provide to
the project.
Will, or has, the agency gone
through a Lean process
improvement initiative related to
this project?
How Is the agency prepared for and
experienced in Vendor
Management?

Please indicate if the agency has
provided up to date information on
the Information Technology Project
Portfolio and the Information
Technology Application Portfolio
SharePoint sites?

Explanation
DCF is using an Agile Project Management approach. DAS has created a Master Contract
with multiple vendors. DCF has contracted with an experienced Agile Project Manager
and an Agile Coach. DCF has set universal tech standards for production. DCF will issue
multiple statements of work,select the best proposal and begin production. If the vendor
isn't meeting performance standards, DCF will move to the another vendor. This approach
is designed to elicit high levels of innovation and lowered risk levels for DCF.

Connecticut’s CCWIS Project will be using an agile project management approach, with
the primary goal of producing frequent releases of highly valuable software to frontline
social workers.

DCF issued a statement of work for an Agile Project Manager. DCF received technical
assistance on preparing the SOW and the types of experience needed specific to an Agile
project as well as consulting with the State CIO. DCF received many applicants and
picked two candidates with extensive Agile PM experience. Both individuals will staff the
PMO, one as the Agile Project Manager and the second as an Agile Coach. The Agile
Coach position was suggested by ACF.
DCF has created a "Roadmap" of milestones, including receiving Agile training,
harmonizing the technology stack, setting the language for development, breaking work
into Epics, Features and User Stories, by module. Setting development roll out by module
while twilighting of modules in the legacy system, including creating APIs, until all modules
and interfaces have been completed. Module order for delivery: Careline, Intake,
On-going, Case Planning, Provider Portal, Financial, Eligibility and Administrative.

Senior management is heavily invested in the development of this solution. This system
represents the cornerstone of all direct care services provided at DCF. Deputy
Commissioner Muniz, Executive Sponsor, and Commissioner Katz are very eager to
deliver a superior system that improves practice and outcomes for the children and families
DCF serves as well as, meeting federal mandates and providing the necessary information
and outcomes related to the Court Monitor and the Juan F. consent decree.
DCF has identified 168 workflows to be Leaned and has completed 20 workflows to date.
The 20 flows represent the requirements for the first two modules to be delivered. DCF is
going a step further in the Lean process by doing time studies of all the different types of
work performed by social workers, to enable the department to Lean work not performed in
the system, create caseload ratios, establish baselines to measure automation
effectiveness KPIs, and for potential Departmental design consideration.
DCF has staffed the PMO with individuals with extensive Vendor Management experience.
The Department is also bringing in an advisor with VM experience specific to Agile
projects. The Department CIO has extensive technical experience and a strong
background in project management. The Project Director is a former State CFO and is well
versed on contract compliance and corrective actions when vendor performance issues
arise. The Agile PM process allows for immediate remediation when issues arise.

Yes.

Describe what procurement
vehicles are expected for this
project such as RFP, use of existing
state contract, ITB, etc.
How is the agency prepared to
support this system once
implemented (post-production
support)? Who will host the
solution?

An RFP has been issued and evaluated. DAS and OAG are in the final stages of
negotiations for a contract award.

DCF will host the solution. DCF currently hosts the SACWIS system although it is located
in the DAS BEST data center.

H. Project Ramp Up. If capital funds are awarded for this project, how long will it take to ramp up? What are the
key ramp-up requirements and have any off these already been started? For example, has a project manager
been identified? Has an RFI been issued? Is a major procurement required such as an RFP?
DCF has been operating under planning conditions for the past two years. The Project Management Office became staffed as of 7/5/17.
The technology stack has been selected and only awaits funding to be purchased and set up. The contract for the system integrator is
scheduled to be completed very shortly. Statements of Work await the contract execution for release. DCF's ramp up is complete. DCF
is ready to begin the development immediately.

I.

Post Production Support. Do you have the experienced staff with the proper training to sustain this initiative
once it’s a production system? Do you anticipate having to hire additional staff to sustain this? What training
efforts are expected to be needed to maintain this system?

DCF has trained and capable staff to manage the system post production. Each production team will have DCF staff embedded in the
team ensuring proper transfer of knowledge and technical capabilities. There are training funds included in the budget specific to the
selected technology stack.

J.

Financial Estimates. From IT Capital Investment Fund Financial Spreadsheet

Estimated Total
Development Cost
$ 131,739,580.00

Estimated total
Capital Funding
Request
$48,914,610.00

Estimated Annual
Operating Cost
$13,810,080.00

One Time Financial
Benefit
$95,491,496.00

Recurring Annual
Financial Benefit
$18,934,132.00

Explanation of Estimates
The costs included in this request for consultant services and maintenance and support are based on estimates derived from the RFP
responses. Due to the nature of Agile Project Management and the awarding of Statements of Work, a more precise total cost estimate
will become available at the end of the second 90 day statement of work. The costs cited for software licenses, hardware and telcomm
systems are based on the current DAS contracts.
One Time Financial Benefit - N/A
Recurring Annual Financial Benefit - Once the CCWIS system has been deemed compliant, costs associated with the maintenance and
operation of the system will be reimbursed at a rate of 50% of total costs by Title IV-E. Currently due to being deemed non-compliant
the State is not receiving this reimbursement level on the current system on the existing SACWIS system. The State is
receiving 50% on all CCWIS planning and development activities.
Additionally it is believed that the new system will make social workers more efficient in the execution of their duties and reducing
personnel services costs upon implementation. This savings is difficult to estimate with any certainty at this point but time studies are
being conducted to be used as a baseline for use in KPIs.

Assumptions: Please list key assumptions you are using to estimate project development and implementation costs
Development costs are based on the mid-range of the RFP estimates that were received. Software licenses, hardware and telcomm
costs are based on actual contract pricing.

III. Expanded Business Case
A. Statutory/Regulatory Mandates. 1) Cite and describe federal and state mandates that this project in intended
to address. 2) What would be the impact of non-compliance?
Statutory / Regulatory Mandates:
DCF is the State's Child Protective Services Agency with the mission mandates of child welfare, behavioral health, juvenile justice and
prevention. The CCWIS system will be the cornerstone of the agency case management, record collection and reporting related to
meeting those mandates.
The Agency's SACWIS system was found to be non-compliant by the Federal government's ACF. This resulted in a loss of federal
reimbursement specific to the system. ACF continues to allow a level of reimbursement for agency activities based on the agency's
declared intention to pursue a CCWIS system. If this project is not pursued, it will result in a further loss of federal revenue.
The current system is also used to collect data related to the Juan F. Consent Decree mandates. The current SACWIS system is not
entirely adequate to meet those reporting requirements, impacting the results of quarterly compliance reports.

Impact of non-compliance:
Loss of federal revenue opportunities. Potential litigation related to the Juan F consent decree.

B. Primary Beneficiaries. Who will benefit from this project (citizens, businesses, municipalities, other
state agencies, staff in your agency, other stakeholders) and in what way? Please be specific.
Children and families being served by the Department will have greater access to the social workers, who will have more hours for
engagement instead of maintaining the CCWIS system. Agency staff expend fewer hours on non value added activities. The system
will provide better data for better decision making, allowing the department to be more efficient and effective overall, being of benefit to
the citizens, and all other stakeholders.

Important:
-

If you have any questions or need assistance completing the form please contact Jim Hadfield or John Vittner
Once you have completed the form and the IT Capital Investment Fund Financial Spreadsheet please e-mail
them to Jim Hadfield and John Vittner.

John Vittner, (860) 418-6432; John.Vittner@ct.gov
Jim Hadfield, (860) 418-6438; Jim.Hadfield@ct.gov

