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Select Agency Select Agency 

Project Title 

I. Project Identification FY2022 

Name Phone Email 

Proposal Submitter 

Agency Head 

Agency IT Director 

Agency CFO 

OPM Budget Analyst 

Project Manager 

Executive Sponsor 

Agency LEAN Coordinator 

Agency Data Officer 

II. Project Details

A. Project Dates 

Proposed Start Date Expected Completion Date Project Duration (months) 

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. 

Agency 

Select Agency 



C.   Summary 

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 
FY23 

Select 

Select 

Select 

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



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 

Select 

Select 

Select 
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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 

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

Yes 

Will this project result in shared 
capabilities? 

Yes 

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 

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

Yes 
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G. Organizational Preparedness - The criteria in this table will be used to determine project implementation capabilities, 
governance and commitment. 

Preparedness Criterion Explanation 

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? Provide a summary 
of the LEAN activities. 
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? 
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? 

5 

How will your agency be 
compliant with the Management 
of State Information Technology 
Projects policy? Provide any 
compliance details to date.

http://www.ct.gov/opm/lib/opm/finance/itim/policies/management_of_state_information_technology_projects.pdf


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 of 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? 

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? 
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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 

Explanation of Estimates 

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

7 



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? 

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. 

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

Jim Hadfield, (860) 418-6438; Jim.Hadfield@ct.gov 
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Impact of non-compliance: 

Statutory / Regulatory Mandates: 

mailto:John.Vittner@ct.gov
mailto:Jim.Hadfield@ct.gov
https://portal.ct.gov/-/media/OPM/Finance/itim/brief_templates/Investment-Brief-Financial-Spreadsheets-Template-FY--2020.xlsx?la=en
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	Technology GoalRow1: Secure and encrypt all FERPA and PII related information
	Technology GoalRow2: Enhance the application platform to a secure, cloud hosted environment that has built in disaster recovery and business continuity features.  The financial aid process has time sensitive requirements that must be met.
	Technology GoalRow3: Improve the supportability and enhancement of the software application by 90%.
	ExplanationYes: The State of Connecticut provides (and oversees) over 30 million dollars for the Roberta B. Willis Scholarship program. Providing a secure environment for students and schools with better access to information is critical to the success of this program.
	ExplanationYes_2: OHE will not need to hire an application support and/or programmer to maintain the existing Financial Aid software system.  No third-party IT services will be required. Due to security concerns, OHE will deficiency spend to protect and secure the grant programs. 
	ExplanationYes_3: Based on the information captured, OHE will be able to provide the SDE with statistical information on CT-based students and their success in the financial aid programs.
	ExplanationYes_4: OHE has made inquiries with BEST to identify any other organizations that may have similar needs.  Since this is a fairly unique application, no other Agency's seem to have a solution.
	ExplanationYes_5: Since this is a fairly unique application, no other Agency's are participating with this solution.
	ExplanationHow will your agency be compliant with the Management of State Information Technology Projects policy Provide any compliance details to date: OHE is using a combination of methodologies to to be compliant with this standard.  OHE hired a 3rd party consultant to perform an evaluation of the current processes within the organization (current state) and the same consultant created an enhanced "future state" series of work flows to enhance the processes.  OHE will use the same consultant that is PMP certified to assist with the implementation of the project.  A project sponsor, manager and work plan will be in place. The plan identifies all tasks, start/end dates, milestones, and owners in order to monitor the success of the project.
	ExplanationExplain the key milestones or activities that need to be completed as part of the project: Finalize the implementation of Nelnet software.-Develop and monitor a detailed project plan and budget.-Develop and implement a data conversion strategy.-Develop automated work flows and sign-offs (approvals) for processes and procedures.-Develop and implement a system test strategy.-Develop and implement a user training strategy.-Go-Live on the new financial aid processing software system.
	ExplanationDescribe the level of commitment that senior management will provide to the project: Senior management will be participating in:-All project status meeting-Sign-off on work flows and system configurations/settings-Sign-off on data conversion-Completion and oversight of the end-user training
	ExplanationWill or has the agency gone through a LEAN process improvement initiative related to this project Provide a summary of the LEAN activities: OHE went through a series of process improvement activities where  the current state of processes were documented via work flow diagrams.  Using this information, future state work flows were also documented removing unnecessary (Muda) activities/tasks and automating the currently manual or paper-intensive processes through an automated system/tasks.
	ExplanationPlease indicate if the agency has provided up to date information on the Information Technology Project Portfolio and the Information Technology Application Portfolio SharePoint sites: N/A
	ExplanationDescribe what procurement vehicles are expected for this project such as RFP use of existing state contract ITB etc: OHE is using the State of Connecticut's Cloud Vendors solutions contract (DAS Cloud Vendor #18PSX0210 contract) as part of the procurement process.  OHE created a statement of work for the 6 vendors that won this contract and requested submission of their responses along with software test drives (developed to fit the unique needs of the OHE) to be part of the procurement process. A software vendor was selected based on this process.
	ExplanationHow is the agency prepared to support this system once implemented postproduction support Who will host the solution: Once a cloud vendor is selected, OHE will utilize the vendor's support and implementation services (including backup, business continuity/disaster recovery services).  The vendor will also be responsible for hosting the solution.
	Estimated Total Development CostRow1: 865000
	Estimated total Capital Funding RequestRow1: 865000
	Estimated Annual Operating CostRow1: 305000
	One Time Financial BenefitRow1: 325000
	Recurring Annual Financial BenefitRow1: 1008750.
	Explanation of EstimatesRow1: Based on the RFP responses, we confirmed the development costs, cloud hosting and ongoing maintenance costs for the first 3 years.

While OHE will work to live within the allocated General Funds, the need to protect student data and improve technology in support of the Roberta Willis Scholarship program are fundamental to the existence of this program.

There will need to be legislation change within the Roberta Willis Scholarship program allocation to cover ongoing contractual expenses for FY 23 through FY 26 (FY23 $305,000 - FY24 $305,000 - FY25 $318,000 - FY 26 $326,000).  
	Assumptions Please list key assumptions you are using to estimate project development and implementation costsRow1: These cost estimates were developed and provided by Nelnet, the selected vendor that submitted a response to the OHE SOW.
	Statutory  Regulatory Mandates: The Federal Government and the State of Connecticut has very specific data privacy laws: FERPA and Connecticut’s student data privacy law (Connecticut General Statutes §§ 10-234aa through 10-234dd) respectively.Enacted legislation (P.A. 16-179) regarding the Roberta B. Willis Need-Based Grant Program requires the Office of Higher Education to publish enrollment data and the proportion of the annual appropriation that participating institutions will receive for the next academic year.The [Governor's] Roberta B. Willis Scholarship need and merit-based grant shall be available to any Connecticut resident who is a full-time or part-time undergraduate student at any public or independent institution of higher education. [beginning in the fiscal year ending June 30, 2014. ] The Office of Higher Education shall determine eligibility by financial need based on family contribution and eligibility by merit based on either previous high school academic achievement or performance on standardized academic aptitude tests. The Office of Higher Education shall make awards according to a sliding scale, annually determined by said office, up to a maximum family contribution and based on available appropriations and eligible students. The [Governor's] Roberta B. Willis Scholarship need and merit-based grant shall be awarded in a higher amount than the need-based grant awarded pursuant to subsection (e) of this section. Recipients of the need and merit-based grant shall not be eligible to receive an additional need-based award. 
	Impact of noncompliance: Impact of not complying with this state mandate includes:-Legal ramifications through data privacy non-compliance-Inability to utilize and manage fiscal procedures designed to ensure accountability of the public funds expended-Inability to utilize all state funding provided to the the Roberta B. Willis program-Out of compliance with State auditors forces the Roberta B. Willis scholarship program to be ineligible to receive funds for the following fiscal year and thus not providing scholarship monies for students/colleges/universities.
	fy0: [FY22]
	fy1: [FY22]
	fy2: [FY22]
	fy3: [FY22]
	fy4: [FY22]
	fy5: [FY22]
	fy6: [FY22]
	fy7: [FY22]
	Dropdown8: [Yes]
	Dropdown9: [Yes]
	Dropdown10: [Yes]
	Dropdown11: [Yes]
	Dropdown12: [No]
	Project Ramp Up: Ramp-up will be immediate.  OHE sent out a Statement of Work and received responses from the vendors who were awarded the DAS Cloud Vendor #18PSX0210 contract.  OHE evaluated the vendor responses and performed software test drives in October 2019 and  selected a vendor in November 2019.  
	Post Production Support: OHE will be taking advantage of the software vendor, to provide initial and ongoing training.  A comprehensive training program has been incorporated into the pricing of the vendor's solution. No new staff will need to be hired as a result of this project.Due to the security and disaster recovery concerns previously mentioned, OHE is in a position to deficiency spend to protect and secure the grant programs. There is too much at risk given the current operating and application environment.
	Summary Describe the high level summary of what needs to be implemented to complete the project: OHE has performed an extensive and formal software selection project.  A specific cloud-based, SaaS solution was selected and now we need to  implement the new software application (Nelnet).  Existing data will need to be converted from the OHE's MS Access database and securely copied into the software.  In addition, OHE must validate that all PII related information is encrypted in the new system. Implementing secure interfaces to FERPA/Federal Government and other systems will be the responsibility of Nelnet.  Lastly, OHE will go through an extensive analysis, design, development agile process to ensure the application is customized to meet the needs of the financial aid process and operations.
	Current Condition1: Applications are manually intensive and Students/Schools must call or email the OHE to get a status on their application, submit changes, etc.
	Expected Result 1: Applications are manually intensive and Students/Schools must call or email the OHE to get a status on their application, submit changes, etc.
	Expected Result 2: Increase the quality and access to Student and College/University information.  Decrease the amount of manual keying/data entry. Data errors will be monitored and measured to get the expected results
	Current Condition 2: Due to the manually intensive nature of collecting/capturing and manually "keying" information, the quality and timeliness of issue resolution can be problematic.
	Current Condition 3: The Access database does not provide transaction logging or audit logs of how/who/when information was entered, changed and/or deleted in the system.
	Expected Result 3: Ability to track when, how, who and what information was added/changed/deleted within the system to ensure the data integrity. The system will provide audit-able statistics of changes.
	Current Condition 4: The current software system has a number of limitations for processing and handling the full amount of the financial aid programs.
	Expected Result 4: Significantly improve integrity and accuracy of data.  The system will provide statistical information on the distribution of the financial aid information.
	Current Condition 5: Presently, the application does not store historical information to perform a statistical analysis on the success of the financial aid programs.  OHE is frequently contacted by legislators for program st
	Expected Result 5: Provide the ability to perform data analytics on the type and number (residency, high school, higher education institute, etc.) of students that participate in the financial aid programs. 
	Business Goal Action Phase 1: Allow students and schools to apply for financial aid programs on-line, thus enhancing the user experience by 50%.
	Business Goal Action Phase 2: Enhance significantly, by 40%, the quality, security, timeliness and accuracy of student and institutional information.
	Business Goal Action Phase 3: Improve by 100% the ability to audit and track information captured throughout the financial aid process.
	Business Goal Action Phase 4: Ensure that as close to 100% of the Financial Aid funds are distributed to the right students and schools.
	Business Goal Action Phase 5: Increase by 70% the ability to perform statistical analysis on students applying to the financial aid programs and their success within the college/university attending.
	Current Condition 6: No information is currently encrypted.  In addition, the application operates on an antiquated Microsoft Access database.
	Expected Result 6: Encrypt and better secure all FERPA and PII information
	Current Condition 7: No disaster recovery or business continuity alternatives exist.
	Expected Result 7: Through a cloud hosted/SaaS environment, OHE will better protect access to and processing of the financial aid programs.
	Current Condition 8: The current application is written in an older unsupported version of a Microsoft Access database. The current system is not well documented and there is no internal resources that can maintain/support the application.
	Expected Result 8: Significantly improved support, "up-time," processing speed, and ongoing enhancements to the application using the vendor's software support team.
	Primary Beneficiaries: Benefits include:-OHE and the State of Connecticut will better secure PII and FERPA related information and better protect student information from a data breach through data encryption-Better access and visibility of Roberta Willis fund information for students and colleges/universities-Ability to better monitor and track all applications submitted to OHE-Ensure compliance with State Legislators goals/objectives with the Roberta Willis fund-Enhanced timeliness, accuracy and efficiencies for the processing of all grant applications
	Project Title: Financial Aid Processing Software System (FAPSS)
	Agency: [Office of Higher Education]
	NameProposal Submitter: Timothy D. Larson
	NameAgency Head: Timothy D. Larson
	NameAgency IT Director: Retired (June 2021)
	NameAgency CFO: Ram Aberasturia
	NameOPM Budget Analyst: Michael Izadi
	NameProject Manager: Mark French
	NameExecutive Sponsor: Timothy D. Larson
	NameAgency Lean Coordinator: 
	NameAgency Data Officer: Mark French
	PhoneProposal Submitter: 8609471800
	PhoneAgency Head: 8609471800
	PhoneAgency IT Director: 
	PhoneAgency CFO: 8609471819
	PhoneOPM BUdget Analyst: 8604186250
	PhoneExecutive Sponsor: 8609471800
	EmailProposal Submitter: Timothy.D.Larson@ct.gov
	EmailAgency Head: Timothy.D.Larson@ct.gov
	PhoneProject Manager: 8609471855
	Email IT Director: 
	Email Agency CFO: Ram.Aberasturia@ct.gov
	Email OPM Budget Analyst: Michael.Izadi@ct.gov
	Email Project Manager: Mark.French@ct.gov
	Email Executive Sponsor: Timothy.D.Larson@ct.gov
	Email Agency LEAN Coordinator: 
	Phone Agency LEAN Coordinator: 
	Email Agency Data Officer: Mark.French@ct.gov
	PhoneAgency Data Officer: 8609471855
	Proposed Start Date: 01/01/2022
	Expected Completion Date: 08/01/2022
	Project Duration months: 7
	Project Description: The Office of Higher Education (OHE)'s financial aid operations have outgrown the software currently used to manage operations.  Specifically, there are significant security and support concerns with the current internally customized application. The existing system holds confidential FAFSA information for almost 190,000 residents of Connecticut for the 2021-22 (FY22) academic year.  OHE presently holds over 25 years of this confidential information. For each FAFSA filer, this information includes the Social Security number, federal tax data, individual and family asset information and other protected personally identifiable information (PII). All this information is maintained in an unencrypted and antiquated Microsoft Access database.  Based on the Federal FERPA standard and other data privacy laws, OHE is required to use "reasonable methods" to safeguard student records.  This is not the case within the current application and technical environment. In addition, OHE does not have a disaster recovery/business continuity capabilities since the financial aid program is time sensitive.The purpose for this project is to implement a new (vendor-hosted) software application that is secure and will encrypt all PII FERPA/Student information. In addition, the new software solution will provide DR/BC capabilities and enhance the overall program operations of the OHE while providing management with the tools required to manage the programs, financial aid, and data.  
	Explanation How Is the agency prepared for and experienced in Vendor Management: The Executive Director has experience working with, and managing vendors and is prepared to oversee and participate in all Vendor Management activities.


