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Il. Project Details

A. Project Dates

Proposed Start Date

Expected Completion Date

Project Duration (months)

04/01/2018

10/01/2019

12-18

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.

The Department of Motor Vehicles (DMV) relies on a paper process to complete license/identification card transactions,
including voter registration applications. Currently, customers complete and sign paper forms, which are entered into DMV's
licensing system by an Examiner. The project will create a seamless licensing and voter registration transaction and enhance
accuracy of data. The new electronic process will allow customers to confirm their license/identification card information on a
touch screen device and will process voter registration applications based on brief questions that the customer will respond to on
the touch screen device, followed by an optional customer satisfaction survey. It will also include the ability for DMV's system to
access voter registration data from the Office of the Secretary of State (SOTS), which will enable customer-specific voter
registration questions to be asked. For example, if a customer is a currently registered voter, their current voter registration
record will display on the screen and the customer would be able to confirm that the information shown is correct, or update their
record accordingly. Otherwise, customers may complete applications to register to vote as a new voter or decline.




C. Summary

Summary - Describe the high level summary of what needs to be implemented to complete the project

The project will streamline DMV's current license/identification card ("credential”) and voter registration process using a
customer-facing device (CFD) to create a seamless transaction. It will reduce paper records, expand data fields and lessen the
amount of data the Examiner enters manually, thereby minimizing the errors that result in poor data quality. The scope of this
project is to interface software on the CFD with DMV's current Mainframe licensing system to collect and store the customers'
responses that were made on the CFD. This project will also include the ability for DMV to access voter data from SOTS in order to
present customer-specific questions.

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

Reduce paper use for in-person
voter registration transactions by at
least 90%.

Streamline the credential issuance,
voter registration and customer
satisfaction survey processes into
one seamless electronic process.

FY20

FY19

The current process relies on
paper for every credential/voter
registration transaction.

Almost every in-person
credential/voter registration
transaction will be electronic.
Paper applications may only be
used in the event of an
application failure or to facilitate
customer accessibility issues.

The current process requires
signing one paper document for
the credential transaction and a
separate document for voter
registration and subsequent
data entry by a DMV Examiner.

The new all-electronic process
will attempt to reduce the
number of signatures, will
eliminate completion of paper
forms and reduce data entry by
asking the customer to respond
on the CFD.

Enable the ability to go back and
correct errors on the license record
without having to duplicate a
transaction (if an error is found when
the customer confirms credential
data).

Reduce duplication of voter
registration applications by utilizing
SOTS data. SOTS estimates about
15,000 duplicate records were
received since August 2016, out of
about 133,000 transactions.

FY19

FY19

If a customer notices an error at
the time they review the
licensing confirmation
document, in most cases the
transaction must be repeated to
make a correction.

The new work flows will enable
the customer/Examiner to go
back and correct errors before
committing the data to the
licensing system. This will
streamline the process and
reduce any unnecessary
duplication.

DMV does not have access to
voter registration data to be able
to confirm with customers if their
records are correct. Some
customers duplicate voter
registration applications "just in
case."

Access to voter data allows
customers to confirm if their
voter records are up-to-date.
This process can greatly reduce
duplicate applications and
transaction times (by at least 1
minute per transaction).

Enable electronic tracking of each
response made by both the
customer and DMV Examiner for
credential and voter registration
transactions and customer
satisfaction surveys.

FY19

Current employee data entry
responses must be confirmed by
reviewing the paper application
completed by the customer.

Electronic tracking of customer
and employee
actions/responses will
streamline access for auditing
and reporting purposes. Errors
may be reduced by allowing
direct customer responses.




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

Target FY for Goal

Current Condition

Expected Result

Upgrade DMV's credit card machines
to chip enabled machines with touch
screens to integrate and streamline
the credential transaction, voter
registration, payment and customer
satisfaction survey process.

FY19

Current paper processes for

credentials and voter registration

need to be further streamlined
and the current credit card
machines are obsolete. It is
difficult to add more of or
replace the current machines.

Functions of the obsolete
credit card machines and the
voter application will be
combined. One set of
hardware will be used for both,
obviating the need to
purchase hardware for each.

Utilize a web service voter lookup
through SOTS to allow the voter
registration process to be
customer-specific.

FY20

DMV currently does not have
any information regarding
customers' voter registration
records.

This will allow the CFD to ask
customer-specific questions
based on information already
on file, if applicable, and will
expedite the process for these
customers.

Reduce the need for data entry by
employees through use of the CFD,
which will reduce transaction times,
improve data accuracy, and enhance
auditing capabilities. Expand the
current name/address fields.

FY19

The current paper process
requires employees to enter the
customers' responses made on
paper into the Mainframe
licensing system. The current
name/address fields are too
short, which can cause issues.

The customer will respond
directly on the CFD, which will
eliminate data entry errors.
The expanded address field
will reduce return mail and
issues caused by incomplete
addresses.

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

Y/N

Explanation

Is this project aligned with business
and IT goals of your agency?

Yes

This project will improve customer service
and the accuracy of data. It streamlines
and improves DMV's credentialing process
(licensing/identification cards) as a whole
and provides many opportunities for
improving the experience for both the
customer and the employee.

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

Yes

This project will reduce paper costs in the
DMV offices, time required to process/audit
paper records and off-site storage costs
associated with retention of paper records.
It also allows time/cost savings by utilizing a
single piece of hardware for multiple
functions.

Will this project result in shared
capabilities?

Yes

This project will improve DMV services for
the customer and employee and is expected
to reduce wait times in DMV offices. It will
also benefit SOTS and local Registrars of
Voters by reducing errors, duplication of
records, and issues caused by shorter
name/address fields.

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?

Yes

Some other states' DMV Offices utilize
CFDs for voter registration applications.
Contact was made with another state that is
using the same potential hardware to learn
about that state's experience with this type
of project.

Is this project being Co-developed
through participation of multiple
agencies?

Yes

This is a joint project with SOTS, based on
an MOU that went into effect on May 16,
2016. The project involves both agencies
for development and implementation and
has many benefits for both agencies.




G. Organizational Preparedness. The criteria in this table will be used to determine project implementation capabilities,

governance and commitment.

Preparedness Criterion

Explanation

Describe the project
management methodology,
framework or process be used
to assure successful delivery
of the project?

The project will follow the SDLC process. We will include planning, analysis of
requirements, design, development, all levels of testing and deployment. Each area
involved with the project will be consulted for review and sign-off of both business and
technical specifications. We will endeavor to plan/perform various processes concurrently
without sacrificing quality. Status reporting will be required to the project sponsor as well
as the Governance committee.

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.

If possible, this project will follow a phased approach; however, it will need to be
determined between the involved agencies and the selected vendor if a phased approach
will work with all of the pieces that need to be integrated together during this project.

The State requires an experienced
project manager be assigned to the
project. Please explain how the
agency will meet this requirement.

DMV is utilizing an interim project manager from its Project Management Office for the
beginning stages of the project, but DMV and SOTS are requesting funding to hire an
independent full-time project manager to coordinate the efforts of both agencies in order to
adhere to timelines and budget requirements.

Explain the key milestones or
activities that need to be
completed as part of the project.

The project will require new hardware, software development to design an application to
accept the customers' responses, interfacing with DMV's current Mainframe licensing,
payment and signature capture systems, creation and access to a new SOTS web service,
interfacing with DMV's current data reporting server, and potentially increasing the number
of characters in DMV's name and address fields as a phase of the project to further
improve the quality of data.

Describe the level of
commitment that senior
management will provide to
the project.

The project has been approved by the Commissioner of DMV, through the
above-mentioned MOU with SOTS and also involves the agency's Legislative Liaison,
Agency Legal Director, NVRA Coordinator and management from the Branch Operations
Division. Representatives from SOTS and the Governor's Office are also involved with this
project.

Will, or has, the agency gone
through a Lean process
improvement initiative related to
this project?

In 2016, DMV (in conjunction with SOTS), improved the work flow of the previous voter
registration process, which was entirely paper-based and manual. The current process is
a partially electronic process that still includes paper forms. Updated work flows for this
project will completely streamline the front-office process to be entirely electronic. Process
improvement initiatives will continue while designing the application to ensure it is
designed in a way to streamline the process without increasing DMV transaction times.

How Is the agency prepared for and
experienced in Vendor
Management?

The agency regularly implements projects of this nature through use of a vendor. The
vendors being considered for this project are under state contract and have established
business relationships with the agencies involved with the project.

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?

Yes, the SharePoint sites have been updated.




Describe what procurement This project expects to use an existing state contract. SOWs will be developed with any
vehicles are expected for this selected vendor(s).

project such as RFP, use of existing
state contract, ITB, etc.

How is the agency prepared to It is to be determined if the vendor will provide the necessary support post-production for a
support this system once period of time or if the agency will host the entire solution. The new application will be

implemented (post-production interfaced with DMV's current Mainframe licensing system, which is supported by DMV IT.

support)? Who will host the
solution?

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?

If capital funds are awarded, ramp up will occur by developing an SOW with a current vendor under state contract. Prototypes of the
potential hardware have already been ordered to begin testing. A high level business plan, work flows and concept screens have been
drafted. These documents will be developed further and finalized along with the SOW with the vendor. An interim DMV project manager
has been identified. If funds are awarded, an independent project manager would be hired to coordinate tasks between both agencies.
Since an SOW will be developed with a current vendor under state contract, an RFP will not be necessary.

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?

DMV and SOTS both have IT staff who can assist with sustaining this initiative once it's a production system, along with support from the
vendor. DMV may need to hire additional IT staff to assist with the interface and maintenance. Prior to roll-out, DMV Branch staff will
require training on the new procedures and work flows.




J.  Financial Estimates. From IT Capital Investment Fund Financial Spreadsheet

Estimated Total
Development Cost

Estimated total
Capital Funding
Request

Estimated Annual
Operating Cost

One Time Financial
Benefit

Recurring Annual
Financial Benefit

$2,998,375.00

$2,151,664.00

$4,500.00

$300,000.00

$133,122.00

Explanation of Estimates

- Approximately 300 credit card machines/touch screen devices at $631.00 each plus 15% for overruns, current unknowns and/or vendor

pricing differences.

- Reduction in paper, toner and printer service costs by approximately $29,576 per year.
- Reduction in off-site storage costs by approximately $1,693 per year. (Estimate includes new entry, cost of box, storage space and
destruction of box based on 2016 boxes. Does not include any retrievals/refiles or the cost for storing prior years' boxes currently in
storage, which are required by retention schedules to be retained for a minimum of 7 years.)
- Cost for a project manager consultant at approximately $91.62 an hour, billed for 1060 hours in 6 month installments.

- DMV's current credit card machines are at end-of-life. Using new credit card machines with larger touch screens eliminates the need to
purchase additional/extra hardware, reduces window spacing concerns and streamlines the process by eliminating the need to direct
customers to different hardware (screens). Cost savings estimated based on tablets previously purchased by the agency.

- Reduction in paper processing and auditing costs (estimated at a median MV Examiner rate).
- Estimate of $30,000 for development of a web-service for the voter look-up tool.
- Cost for the vendor for customer interface application development is based on one of two estimates received from two potential
vendors, plus 15% for overruns, current unknowns and/or vendor pricing differences.

Assumptions: Please list key assumptions you are using to estimate project development and implementation costs

- Reduction in duplicated voter applications can help decrease DMV transaction times and reduce extra unnecessary processing at the

registrar level.

- Assumption is a project manager will be required for up to 24 months.

- Paper costs estimated based on numbers from 9/2016 through 9/2017.
- Document storage cost based on applicable boxes entered into storage in the calendar year of 2016.
- One time financial benefit based on the assumption of tablets selected vs. a touch screen monitor.




lIl. 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:

This project further implements the agreement with the United States Department of Justice (DOJ) for Connecticut to fully comply with
the National Voter Registration Act of 1993 (NVRA) and the Help America Vote Act of 2002 (HAVA) and enhances compliance with state
voter registration law (section 9-12 et seq. of the Connecticut General Statutes).

Impact of non-compliance:

Failure to fully comply with the NVRA could result in a lawsuit against the State of Connecticut through which the USDOJ may seek
sanctions and demand immediate remedial action. Connecticut is currently complying with the MOU that it entered into with USDOJ, but
its actions are continuously monitored by DOJ. The number of separate working parts in the current system make it vulnerable to
technical and human error; streamlining and integrating the system will strengthen compliance with the NVRA and state voting law.

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.

Citizens, SOTS, local registrars of voters and DMV will benefit from this project. This project has the potential to reduce transaction
times through automation, thereby reducing wait times at the offices of DMV and its affiliates; the potential to improve customer service
and privacy by giving the customer more control over the licensing and Motor Voter application process; increased audit-ability,
electronic tracking and customer confirmation of the process; reduction of manual labor, paperwork and mailings associated with DMV
licensing and Motor Voter transactions; increased accuracy of voter registration rolls; increased accuracy of data due to expanded name
and address fields; and the resulting reductions in return mail.

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
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