Appendix A


DEQ Pilot Implementations

Assessing, planning, scheduling, and costing of the DEQ DM pilot projects are a significant component of this RFP. The pilot is intended to be the first step towards implementing a Document Management environment and will help plan an approach for a SOM roll out. For the purposes of this RFP, Contractors must describe their approach and plan for the three pilot phases. This pilot is to provide a DM environment integrated with the selected technology standards.  It is the intent of the SOM to purchase an out of the box solution for EDM.  This solution must be intuitive enough to be administered at the program level by staff that has little information technology background.  This solution must be scalable and maintainable to the enterprise level with little or no customization of the base source code.  This pilot will also provide a test for the transition of administration, support and maintenance of the EDM solution to the SOM EDM solution center staff. 

DEQ SOW Phases

The implementation phases of this DEQ SOW are threefold:

1. Implement an integrated solution in the Western Michigan District Office of the DEQ in Grand Rapids  

2. Implement a DM solution for the QMP (Quality Management Plan) initiative, which will provide a central repository for QMP documentation based on the identified needs of the QMP committee.

3. Implement a solution for Major Project teams by analyzing the business processes needed and applying appropriate DM tools to maximize team efficiencies.

DEQ SOW
The following pages describe the scope of work for the three distinct phases of implementation for the Department of Environmental Quality

DM DEQ Pilot project identification – Implementation 1
Michigan Department of Environmental Quality

 Western Michigan District Office Pilot

Grand Rapids, Michigan

Objective 
The primary objective of this Document Management (DM) pilot is the effective management of all existing documentation and records whether in paper or electronic format in one DEQ District Office.  This pilot will also provide a solution for conversion of incoming paper records and the management of electronically created records.  It is the intent of the DEQ to reduce the amount of time needed to process these records by applying automation (workflow) processes where applicable to enhance efficiencies and reduce costs.

The pilot will provide for the identification of quantifiable metrics to be used for justification of future implementation of the Document Management system in other business areas of the agency.  
Background 
The DEQ is the State’s principal agency whose mission is to protect and enhance Michigan’s environment and public health.  As stewards of Michigan’s environmental heritage, we work on behalf of the people of the Great Lakes State for an improved quality of life and a sustainable future.  In service to the public, we administer programs and enforce laws that protect public health and promote the appropriate use of, limit the adverse effects on, and restore the quality of the environment.  We encourage voluntary actions to enhance our natural resources and the environment.  We preserve the biologically diverse, rare, sensitive, or endangered plants, animals, and ecosystems through identification, education, management, and public/private partnerships and initiatives.  We advance environmental protection through innovation and improvements to regulations and programs.

This pilot will include the implementation of a document repository to be used for all program areas in the Western Michigan District Office.  There are 90 staff members who administer these programs.  They are organized in 5 different organizational divisions.  All of these business areas process Freedom of Information Act (FOIA) requests.  

As delegated by the Document Management Solution Center (DMSC) (see Section 1.001), the DEQ will be able to configure and maintain the DM system after this pilot project is completed.  This will include the administrative functions of adding new users or deleting departing users, adding user groups, assigning user and group rights, configuring functionality such as workflow, collaborative work areas, reporting, etc.  

Current business process 

These program areas have identified file plans and record retention schedules which must be incorporated into the DM solution.  In addition one of the Divisions has completed a very large back file conversion project and has all of their files in digital format in an existing Xerox document management system.  This Xerox system currently has approximately 1,000,000 plus pages and 500,000 documents in it.  It runs on a Windows Active Directory managed network and an Oracle 10G database server platform.  These files will need to be exported along with their Index values and the images from the existing system and imported into the Pilot DM solution.  

All scanning and back file conversion associated with this pilot project will be completed by the DEQ and is considered outside the scope of this project.  However, the software necessary to complete the backfile conversion is in scope and must be included in the proposal.  In addition day forward scanning will be completed by the DEQ.  There are approximately 2000 lineal feet of files that will be converted.  There is an average of 300 pages per day for daily input.  

All program areas have electronic files stored on an EMC Storage Area Network (SAN) and in the agency e-mail system.  These systems will need to be scrubbed for files that should be included in the document repository in a batch process.  It is preferable that the vendor provide the State with a tool that will assist in the batch processing of electronic documents residing in the State e-mail system and on the State file shares for deposit into the EDM solution.

The DM repository will need to integrate into existing desktop applications such as Microsoft Office XP, Microsoft Outlook, Novel GroupWise 6.5, Adobe Acrobat 7.0, Adobe Designer 7.0, and ESRI ArcView 9.0 on the desktop.  The current operating system for the DEQ is Windows XP Professional on a Microsoft Active Directory managed network. This integration should allow for drag and drop functionality into the repository with a minimum of keystrokes necessary to properly index any files being put into the repository.  All DEQ staff in this office have desktop computers connected to the SOM Intranet.

Many business processes will need to be automated with the use of workflow processes.  These workflow processes will need to integrate with the e-mail clients.  The DM system will need to have a work queue area for staff to keep track of their jobs.  It is anticipated that there will be at least 25 work flow processes to be implemented.  These will range from simple approval processes to much more complex parallel and serial processes that may include imbedded workflow.  This workflow tool will need to provide a Graphical User Interface that is intuitive and easy to use.  It is envisioned that this tool would function in a similar fashion to Microsoft Visio in that objects can be dragged and dropped onto a work area to construct the workflow.  It is expected that the vendor will work with the DEQ in identifying workflow processes to automate.  It is also expected that the vendor will provide training to SOM staff to perform this function into the future. 

There will need to be a collaborative work area established for what are known as multimedia projects.  These projects may have a varying number of staff assigned to them from different program areas.  This work area will need to track changes in documents and apply library services so that audit trails of whom did what to which documents can be retrieved.  Audit functions will also be needed in order to track changes by user and time.  The DM software will need to be able to keep track of duplicate documents and provide administrative options for handling of duplicate records.  

The DM system will need to include a robust Software Development Kit (SDK) to enable the integration of DM functionality into existing software systems in use by the divisions.  An example of this would be the NMS (NPDES Management System, and, NPDES stands for National Pollution Discharge Elimination System) system in use by the Water Bureau.  This is one legacy system currently in use within the DEQ and the only one that has been identified for an interface between it and the EDM solution.  It is expected however that the vendor will provide integration training for SOM programmers to be able to construct system interfaces using the SDK.  

Instructions to bidder 
a. This pilot will provide quantifiable measures of efficiency gains and cost savings as a means for the DEQ and other State agencies to justify implementation of the EDM solution.  As such, outline specific metrics that can be used to quantify cost savings or efficiency gains. 

b. It is anticipated that some level of business analysis will be needed in order to complete all of the requirements as outlined above.  For example, the workflow processes are not well known at this time.  The vendor should be prepared to help identify logical business areas where workflow can be applied to achieve maximum efficiencies.  

c. Provide the agency with a detailed description of how your product will meet all of the requirements as outlined above.  In particular fully explain how your product integrates into the agency e-mail desktop clients, the Microsoft Office client, the Adobe client and the ESRI client.  Provide detail on how the export of existing images and index values will be performed.  Provide detail on bulk processing of existing e-mail and electronic documentation.  Provide a detailed description of how your product handles the functions needed for the FOIA process, redaction, annotation, records classification etc.  Provide a detailed description of how your product can create a collaborative work environment and complete all associated tasks as outlined above.  Provide a detailed description of how your product handles records retention schedules.  Provide a detailed description of how your product handles security for administrators, power users, and end users.  Provide a detailed training plan in order to achieve the goal of internal administration and support.

d. Provide the agency with a line item detail of all costs associated with the implementation of the project including but not limited to; licensing, labor for implementation, training, integration, third party software, etc.  Bidders should assume that all previous case studies have been implemented and the state will leverage all prior purchases.

e. Provide the agency with a line item detail cost for annual maintenance and support of their portion of the system for the 5 years following final implementation.

f. It is the goal of the SOM to administer and maintain this system internally and that the system is intuitive enough to be administered at the program level.  Provide detail on how the transition from vendor support to SOM support for system administration, maintenance and support will be accomplished.

DM DEQ Pilot project identification – Implementation 2

Michigan Department of Environmental Quality

Quality Management Plan (QMP) Pilot

Objective 
The primary objective of this Document Management (DM) pilot is the effective management of all documentation and records whether in paper or electronic format for the Quality Management Plan.  The intent of this pilot is to provide a document repository that will enable a team of staff to work collaboratively on environmental policy and procedures in accordance with U.S. Environmental Protection Agency (EPA) requirements.  

The pilot will provide for the identification of quantifiable metrics to be used for justification of future implementation of the Document Management system in other business areas of the agency.  
Background 
The DEQ is the State’s principal agency whose mission is to protect and enhance Michigan’s environment and public health.  As stewards of Michigan’s environmental heritage, we work on behalf of the people of the Great Lakes State for an improved quality of life and a sustainable future.  In service to the public, we administer programs and enforce laws that protect public health and promote the appropriate use of, limit the adverse effects on, and restore the quality of the environment.  We encourage voluntary actions to enhance our natural resources and the environment.  We preserve the biologically diverse, rare, sensitive, or endangered plants, animals, and ecosystems through identification, education, management, and public/private partnerships and initiatives.  We advance environmental protection through innovation and improvements to regulations and programs.

The QMP is a requirement of the EPA in that the DEQ must maintain records of its quality objectives and procedures in order to report to the EPA on an annual basis.  The QMP team currently has 26 staff members and alternates.

It is anticipated that the DEQ will be able to configure and maintain the DM system after this pilot project is completed.  This will include the administrative functions of adding new users or deleting departing users, adding user groups, assigning user and group rights, configuring functionality such as workflow, collaborative work areas, reporting, etc.  

Current business process 

Current business processes for the QMP are to route documents through the e-mail system in order to assure proper review and approvals.   There is no central repository that can limit editing or overwriting of key information on draft documentation.  There is nothing to prevent duplicative documentation or to track who has done what.  

The QMP repository will need to have the capability of tracking revisions to documents and apply library services, check in/out, so that no work is overwritten.  The repository must have audit capabilities in order to prove who did what in the event of an EPA audit.  The DM software will also need to be able to keep track of duplicate documents and provide administrative options for handling of duplicate records.  

Paper documents received relating to the QMP will need to be scanned and entered into the repository.  Documents will also be received which are attached to e-mail, making integration with Microsoft Outlook a requirement.  The ability to drag and drop into the repository with a minimum of keystrokes is important.  There is a further need to be able to create workflow processes within the QMP repository.  The Team Leader will need to be able to route documents to appropriate members of the team through e-mail for review and approval.  This repository will also require the implementation of record retention schedules.

Instructions to bidder 
a. It is anticipated that some level of business analysis will be needed in order to complete all of the requirements as outlined above.  

b. Provide the agency with a detailed description of how your product will meet all of the requirements as outlined above.  Provide a detailed description of how your product can create a collaborative work environment and complete all associated tasks as outlined above.  Provide a description of how your product applies record retention schedules to a repository.

c. Provide the agency with a line item detail of all costs associated with the implementation of the project including but not limited to; licensing, labor for implementation, training, integration, third party software, etc.  Bidders should assume that all previous case studies have been implemented and the state will leverage all prior purchases.

d. Provide the agency with a line item detail cost for annual maintenance and support of their portion of the system for the 5 years following final implementation.

DM DEQ Pilot project identification – Implementation 3

Michigan Department of Environmental Quality

 Major Project Initiative Pilot

Objective 
The primary objective of this Document Management (DM) pilot is the effective management of all documentation and records whether in paper or electronic format for the Major Project Initiative.  This pilot will also provide a solution for conversion of incoming paper or electronic records.  The intent of this pilot is to provide a document repository that will enable a team of staff to work collaboratively on environmental projects of a highly controversial or litigious nature or which will trigger high demand for information through the Freedom of Information Act (FOIA).

The pilot will provide for the identification of quantifiable metrics to be used for justification of future implementation of the Document Management system in other business areas of the agency.  
Background 
The DEQ is the State’s principal agency whose mission is to protect and enhance Michigan’s environment and public health.  As stewards of Michigan’s environmental heritage, we work on behalf of the people of the Great Lakes State for an improved quality of life and a sustainable future.  In service to the public, we administer programs and enforce laws that protect public health and promote the appropriate use of, limit the adverse effects on, and restore the quality of the environment.  We encourage voluntary actions to enhance our natural resources and the environment.  We preserve the biologically diverse, rare, sensitive, or endangered plants, animals, and ecosystems through identification, education, management, and public/private partnerships and initiatives.  We advance environmental protection through innovation and improvements to regulations and programs.

The Major Project Initiative involves highly controversial, visible, or politically volatile projects that span the jurisdiction of more than one regulatory division within the DEQ.  Projects of this nature are frequently the subject of FOIA requests and of litigation.  As such the DEQ needs a repository that will address all aspects of the FOIA process as well as e-discovery.  The major project team currently has 75 staff members.

It is anticipated that the DEQ will be able to configure and maintain the DM system after this pilot project is completed.  This will include the administrative functions of adding new users or deleting departing users, adding user groups, assigning user and group rights, configuring functionality such as workflow, collaborative work areas, reporting, etc.  

Current business process 

Current business processes for major projects are not formally recognized in that the DEQ has no collaboration tools to help alleviate duplication of effort and resources.  The current e-mail system is used to route draft permit information from person to person for review and comment.   There is no central repository that can limit editing or overwriting of key information on draft documentation.  There is nothing to prevent duplicative documentation or to track who has done what.  Further if the DEQ receives a FOIA request for information pertaining to a major project it is exceedingly difficult to provide this information in a timely manner because of decentralized offices and files.  Exasperating this is the fact that most staff uses their e-mail archives as a document management system which requires that all archives have to be searched for pertinent documentation.  For these same reasons it is nearly impossible to place a litigation hold on such documentation with any degree of confidence.

The Major Project Initiative pilot must have the capability of applying litigation holds on documents.  It will need to track revisions to documents and apply library services, check in/out, so that no work is overwritten.  The repository must have audit capabilities in order to prove who did what if ever challenged in court.  The DM software will also need to be able to keep track of duplicate documents and provide administrative options for handling of duplicate records.  

Paper documents received relating to the Major Project will need to be scanned and entered into the repository.  Documents will also be received which are attached to e-mail, integration with Microsoft Outlook is required.  The ability to drag and drop into the repository with a minimum of keystrokes is important.  

There is a further need to be able to create workflow processes within the Major Project repository.  The Team Leader will need to be able to route documents to appropriate members of the team through e-mail for review and approval.   

Instructions to bidder 
a. It is anticipated that some level of business analysis will be needed in order to complete all of the requirements as outlined above.  

b. Provide the agency with a detailed description of how your product will meet all of the requirements as outlined above.  Provide a detailed description of how your product handles the functions needed for the FOIA process, redaction, annotation, records classification etc.  Provide a detailed description of how your product can create a collaborative work environment and complete all associated tasks as outlined above.  Provide a detailed description of how your product applies litigation holds within the repository.  

c. Provide the agency with a line item detail of all costs associated with the implementation of the project including but not limited to; licensing, labor for implementation, training, integration, third party software, etc.  Bidders should assume that all previous case studies have been implemented and the state will leverage all prior purchases.

d. Provide the agency with a line item detail cost for annual maintenance and support of their portion of the system for the 5 years following final implementation.
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