I. Project Identification

FY2022

\&\]E STME, N
“

ProjectTitle

Public Records Management Software

Agency

Department of Administrative Services

I

Name

Phone

Email

Proposal Submitter

Eleanor Michael

(860) 713-5276

eleanor.m.michael@ct.gov

Agency Head

Josh Geballe

(860) 713-5100

josh.geballe@ct.gov

Agency IT Director

Mark Raymond

(860) 622-2419

mark.raymond@ct.gov

Agency CFO

Jolita Lazauskas

(860) 713-5145

jolita.lazauskas@ct.gov

OPM Budget Analyst

Chris LeMay

(860) 418-6206

chris.lemay@ct.gov

Project Manager

Eleanor Michael

(860) 713-5276

eleanor.m.michael@ct.gov

Executive Sponsor

Doug Dalena

(860) 524-7360

doug.dalena@ct.gov

Agency LEAN Coordinator

Eleanor Michael

(860) 713-5276

eleanor.m.michael@ct.gov

Agency Data Officer

Michael Barerra

(860) 463-1068

michael.barerra@ct.gov

Il. Project Details

A. Project Dates

Proposed Start Date

Expected Completion Date

Project Duration (months)

10/01/2021

10/01/2022

12

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
projectto the Governor, General Assembly and Connecticut Open Data website.

The Department of Administrative Services ("DAS") would like to enter into an enterprise agreement to procure a public records
management software on behalf of all Executive Branch state agencies for purposes of having a consistent and reliable system
across all departments to organize, track, manage and streamline the Freedom of Information Act ("FOI") workload.




C. Summary

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

In order to complete the project, DAS would need to procure the software, configure the software for specific agency needs, train
the users of the software, and launch the software for use.

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 the amount of time Under current circumstances, Procuring software would allow
agencies spend in complying with Fy23 |EI agencies do not have a the more efficient intake, review,
FOI centralized means to track FOI | assignment, and analysis of FOI

responses, therefore it is requests and ultimately to the
impossible to estimate the more efficient production of
amount of time is spent in documents pursuant to such
complying with FOI requests.
requirements.
Respond to records requests in a Agencies currently manage FOI | Standardized software would
more timely manner FY23 IEI using a myriad of methodologies | prevent duplicative work and
and homegrown solutions that allow agency staff to focus on
are variable in effectiveness and | the substance of the FOI review
can be burdensome. and analysis, therefore getting
responses to the public more
quickly.
Reduce the number of complaints The lack of technology to FOI management software will
filed against agencies at the FOIC FY23 IZI support and routinize certain reduce the amount of time spent
FOI functions can result in on complying and requests and
findings against agencies that | allow agencies to repond in a
are struggling to manage their | more timely manner, thereby
FOI caseload. reducing the number of findings
against state agencies at the
FOIC.
Select
Select




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

Establish new capability without

substantial development of internal

systems.

FY23

[

No technology currently exists
within the state to manage this
process.

Adoption of FOl management
technology would improve
response time by adding a
level of automation to
communications, among other
things.

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

DAS and all state agencies have a goal of

and IT goals of your agency? ves |EI being open and transparent, and one way
to accomplish that goal is to ensure that the
public has prompt access to records
requested pursuant to the Freedom of
Information Act.
Does this project reduce or prevent Assuming this technology allows staff to
future increases to the agency’s Yes IZI process FOI requests more efficiently, staff
ine budget? time would be freed up for other purposes
operating budget: and the number of staff required for this
function would be reduced.
Will this project result in shared Ves |EI See survey of state agencies.
capabilities?
Has the agency performed due v IZI Yes. The state currently has contracts for
diligence to determine if a es two legal case management software
luti hat i v bei solultions - CasePoint and Everlaw. While
solution that Is currently being these tools can be helpful in performing
used by other state agencies or document review, they are not intended
other states can be leveraged? specifically as FOI tools, and therefore lack
key functionality such as intake, tracking,
and processing.
Is this project being Co-developed Ves |z| The DAS conducted a survey of state

through participation of multiple
agencies?

agencies and received responses from 28
agencies, and the majority of those
agencies indicated an interest in such
software.




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

governance and commitment.

Preparedness Criterion

Explanation

How will your agency be
compliant with the Management
of State Information Technology

Projects policy? Provide any
compliance details to date.

We will be implementing this in conjunction with DAS/BEST application teams who are
proficient in the state's Management of State Information Technology Projects policy.

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

(See above).

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

DAS Commissioner and Chief Operating Officer, Josh Geballe, supports this procurement,
as well as Chief Information Officer Mark Raymond.

Will, or has, the agency
gone through a LEAN
process improvement
initiative related to this
project? Provide a summary
of the LEAN activities.

No.

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

DAS is experienced in managing projects to succesful completion.

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?

In general, yes. This project will be added if approved for funding.

Describe what procurement
vehicles are expected for this
project such as RFP, use of existing
state contract, ITB, etc.

Use of existing state contract.

How is the agency prepared to
support this system once
implemented (post-production
support)? Who will host the
solution?

Expected to be cloud-based vendor hosted.



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?

DAS has already taken several steps to assess interest in this product amonst agencies. DAS created and distributed a survey entitled
State Agency Need Concerning FOI Software" to Legislative Liaisons, P1Os, Agency Legal Directors, and Consitutional Offices in March
of 2020 and received responses from 28 different entities, the majority of which were in favor of procuring such software. Numerous
state agencies participated in demonstrations of FOI software products, and several have reported pursuing attempts to procure such
software on their own on an agency-by-agency basis. These efforts have largely been unsuccesful due to budgetary limitations.

Some of the most vocal supporters of this procurement are the the Department of Emergency Services and Public Protection - which
handles around 50,000 FOI requests per year, which are complex and often involve audio and video files from body and dash cameras -
and the Department of Public Health and the Office of the Governor, which have been particularly hard hit with FOI requests since the
beginning of the pandemic in March 2020. DAS has also spoken with the FOIC and AGO, which both support the use of such software.

Once the software is procured, 12 months would be required for this project to be "ramped up". In order to get this project off the ground
we will need to procure the software, configure the software for specific agency needs, train the users of the software, and launch the
software for use. Our assumption is that vendor will be assisting with rollout of cloud-based solution. A part time project management
resource will be obtained from within DAS, and each participating state agency will identify a lead.

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?

Our assumption is that the vendor will provide support for users of the software after it goes live. If possible, we would like to bring on a
durational project manager to insure a coordinated and timely rollout of this product across executive branch agencies.

Agencies that have indicated interest include: DAS, DoAG, SDE, DESPP, OTG, OAG, DCF, DCP, DOC, DCJ, DDS, OEC, DECD,
DEEP, DOI, DMV, and DPH.




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

$ 667,600

$ 550,000

$ 400,000

Explanation of Estimates

DAS estimates that there will be an up front cost to put the program in place, an ongoing cost to run the subscription, and that there will
be soft ongoing recurring benefits from the program, such as the ability of staff to focus newfound time on other agency priorities.
Based on estimates DAS and other agencies have received regarding the cost that FOl management software and other similar types
of case management software, as well as costs paid for this type of software by cities and other governmental entities, we estimate
there will be an Estimated Total Development Cost of $667,600. This includes $117,600 in General Fund dollars to support existing
staff required to roll out the product across approximately 20 state agencies, $150,000 for the hiring of a consultant or durational
project manager to coordinate the rollout across agencies, an upfront Capital cost of $400,000 in the first year, and then an ongoing
annual cost to the General Fund of approximately $400,000 per year. Although the benefits of this software will not likely appear in any
budget, they will be realized by agency staff who have additional time to focus on other agency priorities.

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

In order to determine what the agency cost for implementation would be, we assumed the following:

- 20 agencies are utilizing the software (survey results showed 18 agencies were interested);
- Each agency designates a Staff Attorney 2 to work with the vendor to customize the software for their agency;

- Each Staff Attorney 2 dedicates 10 hours of work per month to this project in the first year in order to prepare for the rollout;

- Salary range for Staff Attorney 2 is $90,203* - $115,434 / year, so average annual salary is approximately $102,000, and the hourly
rate at this salary, assuming 2080 hours worked per year, is approximately $49.00 per hour.
- 10 hours per month x 12 months = 120 hours per agency
- 120 hours worked per agency x 20 agencies = 2,400 hours worked across the 20 agencies
- 2,400 hours x $49.00 per hour = $117,600 cost to the state of existing agency staff time for purposes of the software rollout




lIl.LExpanded 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 is intended to address mandates contained within the state Freedom of Information Act, which is found in Chapter 14 of the
Connecticut General Statutes, which states that, "all records maintained or kept on file by any public agency, whether or not such
records are required by any law or by any rule or regulation, shall be public records and every person shall have the right to (1) inspect
such records promptly during regular office or business hours, (2) copy such records in accordance with subsection (g) of section 1-212,
or (3) receive a copy of such records in accordance with section 1-212."

Impact of non-compliance:

The impact of non-compliance could be (1) findings by the Auditors of Public Accounts regarding failure to comply with Freedom of
Information Act requirements, (2) increased number of hearings at the Freedom of Information Commission when agencies are unable
to produce documents to requesters in a timely manner, and (3) negative press regarding the government's commitment to transparency.

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.

The primary beneficiaries of this software will be (1) agency staff who are tasked with FOI compliance, as it will streamline and simplify
their workload, and (2) citizens and members of the press, who will receive responses to their requests in a more timely manner.

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



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: Establish new capability without substantial development of internal systems.
	Technology GoalRow2: 
	Technology GoalRow3: 
	ExplanationYes: DAS and all state agencies have a goal of being open and transparent, and one way to accomplish that goal is to ensure that the public has prompt access to records requested pursuant to the Freedom of Information Act.
	ExplanationYes_2: Assuming this technology allows staff to process FOI requests more efficiently, staff time would be freed up for other purposes and the number of staff required for this function would be reduced.
	ExplanationYes_3: See survey of state agencies.
	ExplanationYes_4: Yes.  The state currently has contracts for two legal case management software solultions - CasePoint and Everlaw.  While these tools can be helpful in performing document review, they are not intended specifically as FOI tools, and therefore lack key functionality such as intake, tracking, and processing.
	ExplanationYes_5: The DAS conducted a survey of state agencies and received responses from 28 agencies, and the majority of those agencies indicated an interest in such software.
	ExplanationHow will your agency be compliant with the Management of State Information Technology Projects policy Provide any compliance details to date: We will be implementing this in conjunction with DAS/BEST application teams who are proficient in the state's Management of State Information Technology Projects policy.
	ExplanationExplain the key milestones or activities that need to be completed as part of the project: (See above).
	ExplanationDescribe the level of commitment that senior management will provide to the project: DAS Commissioner and Chief Operating Officer, Josh Geballe, supports this procurement, as well as Chief Information Officer Mark Raymond.
	ExplanationWill or has the agency gone through a LEAN process improvement initiative related to this project Provide a summary of the LEAN activities: No.
	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: In general, yes.  This project will be added if approved for funding.
	ExplanationDescribe what procurement vehicles are expected for this project such as RFP use of existing state contract ITB etc: Use of existing state contract.
	ExplanationHow is the agency prepared to support this system once implemented postproduction support Who will host the solution: Expected to be cloud-based vendor hosted.
	Estimated Total Development CostRow1: 667600
	Estimated total Capital Funding RequestRow1: 550000
	Estimated Annual Operating CostRow1: 400000
	One Time Financial BenefitRow1: 
	Recurring Annual Financial BenefitRow1: 
	Explanation of EstimatesRow1: DAS estimates that there will be an up front cost to put the program in place, an ongoing cost to run the subscription, and that there will be soft ongoing recurring benefits from the program, such as the ability of staff to focus newfound time on other agency priorities.  Based on estimates DAS and other agencies have received regarding the cost that FOI management software and other similar types of case management software, as well as costs paid for this type of software by cities and other governmental entities, we estimate there will be an Estimated Total Development Cost of $667,600.  This includes $117,600 in General Fund dollars to support existing staff required to roll out the product across approximately 20 state agencies, $150,000 for the hiring of a consultant or durational project manager to coordinate the rollout across agencies, an upfront Capital cost of $400,000 in the first year, and then an ongoing annual cost to the General Fund of approximately $400,000 per year.  Although the benefits of this software will not likely appear in any budget, they will be realized by agency staff who have additional time to focus on other agency priorities.
	Assumptions Please list key assumptions you are using to estimate project development and implementation costsRow1: In order to determine what the agency cost for implementation would be, we assumed the following:



- 20 agencies are utilizing the software (survey results showed 18 agencies were interested);

- Each agency designates a Staff Attorney 2 to work with the vendor to customize the software for their agency;

- Each Staff Attorney 2 dedicates 10 hours of work per month to this project in the first year in order to prepare for the rollout;

- Salary range for Staff Attorney 2 is $90,203* - $115,434 / year, so average annual salary is approximately $102,000, and the hourly rate at this salary, assuming 2080 hours worked per year, is approximately $49.00 per hour.

- 10 hours per month x 12 months = 120 hours per agency

- 120 hours worked per agency x 20 agencies = 2,400 hours worked across the 20 agencies

- 2,400 hours x $49.00 per hour = $117,600 cost to the state of existing agency staff time for purposes of the software rollout 




	Statutory  Regulatory Mandates: This project is intended to address mandates contained within the state Freedom of Information Act, which is found in Chapter 14 of the Connecticut General Statutes, which states that, "all records maintained or kept on file by any public agency, whether or not such records are required by any law or by any rule or regulation, shall be public records and every person shall have the right to (1) inspect such records promptly during regular office or business hours, (2) copy such records in accordance with subsection (g) of section 1-212, or (3) receive a copy of such records in accordance with section 1-212."




	Impact of noncompliance: The impact of non-compliance could be (1) findings by the Auditors of Public Accounts regarding failure to comply with Freedom of Information Act requirements, (2) increased number of hearings at the Freedom of Information Commission when agencies are unable to produce documents to requesters in a timely manner, and (3) negative press regarding the government's commitment to transparency.
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	Project Ramp Up: DAS has already taken several steps to assess interest in this product amonst agencies.  DAS created and distributed a survey entitled "State Agency Need Concerning FOI Software" to Legislative Liaisons, PIOs, Agency Legal Directors, and Consitutional Offices in March of 2020 and received responses from 28 different entities, the majority of which were in favor of procuring such software.  Numerous state agencies participated in demonstrations of FOI software products, and several have reported pursuing attempts to procure such software on their own on an agency-by-agency basis.  These efforts have largely been unsuccesful due to budgetary limitations.



Some of the most vocal supporters of this procurement are the the Department of Emergency Services and Public Protection - which handles around 50,000 FOI requests per year, which are complex and often involve audio and video files from body and dash cameras - and the Department of Public Health and the Office of the Governor, which have been particularly hard hit with FOI requests since the beginning of the pandemic in March 2020.  DAS has also spoken with the FOIC and AGO, which both support the use of such software.



Once the software is procured, 12 months would be required for this project to be "ramped up".  In order to get this project off the ground we will need to procure the software, configure the software for specific agency needs, train the users of the software, and launch the software for use.  Our assumption is that vendor will be assisting with rollout of cloud-based solution.  A part time project management resource will be obtained from within DAS, and each participating state agency will identify a lead.
	Post Production Support: Our assumption is that the vendor will provide support for users of the software after it goes live.  If possible, we would like to bring on a durational project manager to insure a coordinated and timely rollout of this product across executive branch agencies.



Agencies that have indicated interest include: DAS, DoAG, SDE, DESPP, OTG, OAG, DCF, DCP, DOC, DCJ, DDS, OEC, DECD, DEEP, DOI, DMV, and DPH.




	Summary Describe the high level summary of what needs to be implemented to complete the project: In order to complete the project, DAS would need to procure the software, configure the software for specific agency needs, train the users of the software, and launch the software for use.
	Current Condition1: Under current circumstances, agencies do not have a centralized means to track FOI responses, therefore it is impossible to estimate the amount of time is spent in complying with FOI requirements.
	Expected Result 1: Procuring software would allow the more efficient intake, review, assignment, and analysis of FOI requests and ultimately to the more efficient production of documents pursuant to such requests.
	Expected Result 2: Standardized software would prevent duplicative work and allow agency staff to focus on the substance of the FOI review and analysis, therefore getting responses to the public more quickly.
	Current Condition 2: Agencies currently manage FOI using a myriad of methodologies and homegrown solutions that are variable in effectiveness and can be burdensome.
	Current Condition 3: The lack of technology to support and routinize certain FOI functions can result in findings against agencies that are struggling to manage their FOI caseload.
	Expected Result 3: FOI management software will reduce the amount of time spent on complying and requests and allow agencies to repond in a more timely manner, thereby reducing the number of findings against state agencies at the FOIC.
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	Expected Result 6: Adoption of FOI management technology would improve response time by adding a level of automation to communications, among other things.
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	Current Condition 8: 
	Expected Result 8: 
	Primary Beneficiaries: The primary beneficiaries of this software will be (1) agency staff who are tasked with FOI compliance, as it will streamline and simplify their workload, and (2) citizens and members of the press, who will receive responses to their requests in a more timely manner.
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