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JIMMY PATRONIS
STATE OF FLORIDA

October 15, 2024
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Dear Directors:

Pursuant to chapter 216, Florida Statutes, our Legislative Budget Request for the Department of
Financial Services is submitted in the format prescribed in the budget instructions. The
information provided electronically and contained herein is a true and accurate presentation of
our proposed needs for the 2025-26 Fiscal Year. This submission has been approved by Jimmy
Patronis, Chief Financial Officer.
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Letter of Transmittal
Office of Insurance Regulation

October 15, 2024

Brandi Gunder, Deputy Budget Director
Office of Policy and Budget

Executive Office of the Governor

1701 Capitol

Tallahassee, Florida 32399-0001
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Senate Committee on Appropriations
201 The Capitol

Tallahassee, Florida 32399-1100
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Dear Directors:
Pursuant to Chapter 216, Florida Statutes, enclosed is the Legislative Budget Request for the Office of
Insurance Regulation. The information contained herein is a true and accurate presentation of our

proposed needs for the 2025-26 Fiscal Year. I have approved this submission as the Insurance
Commissioner of the State of Florida.
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Insurance Commissioner

I
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Commissioner Russell C. Weigel, 111
LEGISLATIVE BUDGET REQUEST
Florida Office of Financial Regulation
Tallahassee, Florida
October 15, 2024

Chris Spencer, Director

Office of Policy and Budget
Executive Office of the Governor
1702 Capitol

Tallahassee, Florida 32399-0001

J. Eric Pridgeon, Staff Director
House Appropriations Committee
221 Capitol

Tallahassee, Florida 32399-1300

Tim Sadberry, Staff Director

Senate Committee on Appropriations
201 Capitol

Tallahassee, FL 32399-1300

Dear Directors:

Pursuant to Chapter 216, Florida Statutes, the accompanying Legislative Budget Request for the
Office of Financial Regulation is submitted in the format prescribed in the budget instructions.
The information provided electronically and contained herein is a true and accurate presentation
of our proposed needs for the 2025-26 Fiscal Year. This submission has been approved by
Russell C. Weigel, III, Commissioner of the Office of Financial Regulation.

Sincerely,

(

Russell C. Weigel, 111
Commissioner

www.flofr.gov
200 East Gaines Street, Tallahassee, Florida 32399-0370
(850) 487-9687 » FAX (850) 410-9663



DEPARTMENT OF FINANCIAL SERVICES

PAY ADDITIVES PLAN
FISCAL YEAR 2025-2026

The Department of Financial Services (Department), in accordance with Section 110.2035(7)(b),
Florida Statutes (F.S.), and Chapter 60L-32.0012(2)(e), Florida Administrative Code (F.A.C.), is
requesting approval to implement ‘temporary special duties — general- pay additives during
Fiscal Year 2025-26.

When approved, the Department can implement and sustain these pay additives from existing
appropriations, so no additional appropriations or rate is requested as a part of this plan.

Temporary Special Duties — General (s. 110.2035(7)(b), F.S.)

The Department requests approval to grant a temporary 5% pay additive to Law Enforcement
Officers (LEO) who perform additional duties as a canine (K-9) handlers.

1.

Justification and Description:

The Bureau of Fire and Arson Investigations (BFAI) currently has eight (11) K-9 LEO
throughout the state. To become a K-9 handler, the LEO must attend and successfully
complete a five-week training academy and maintain proficiency and certification for K-9
handling. Each K-9 is specially trained as an Accelerant Detection Canine (ADC) and, along
with the LEO, work in the BFAI, as well as assists other agencies on special details. The LEO
has full time (24/7) responsibilities for care and feeding of the K-9, and must also be able to
house and maintain the K-9 at their residence. The K-9 must be trained daily, even when the
handler is not on duty.

Length of Time for Additive:

The LEO is granted the temporary pay increase (calculated at 5% of the LEQ’s current salary)
after completion of the training for K-9 handling duties, and begins on the first day that LEO
receives the K-9. The LEO’s temporary pay increase ends when the K-9 retires or upon
reassignment of the K-9 to a different LEO.

Classes and Number of Positions Affected:

Class Code Class Title No. of FTE
8541 Law Enforcement Investigator Il 11




4. Area of State Impacted:
The additive will impact employees statewide, as K-9 handlers are assigned to regions
throughout Florida.

5. Historical Information:
The Department has participated in the State Farm Arson Dog Program since 1998. State
Farm Insurance provides financial support for the acquisition and training of the ADC and its
handler.

6. Estimate Cost of Additive:
Based on a salary estimate at the mid-range for a Law Enforcement Investigator Il, the
calculation is as follows: $58,000 x 5% = $2,900 annually x 11 positions = $31,900 annually.

7. Additional Information:
The Department’s K-9 handlers receive recertification annually. The handlers work a full
investigative case load in addition to the K-9 duties. These employees often work unusual
and long hours. The K-9 LEO pay additive provides the incentive needed to recruit and
retain these highly trained employees.

Lastly, the Department respectfully requests the following language be added into the “Pay
Additives and Other Incentive Programs” section of the Fiscal Year 2025-2026 General
Appropriations Act:

“In addition to the K-9 additive, the temporary special duty - general pay additives outlined in
the Department of Financial Services plan may also include duties and responsibilities that will
be performed on a temporary basis. This type of pay additive will begin on the first day the
special duties are assigned. The temporary special duty pay additive will not go beyond 90 days
without the Department reviewing the circumstances to extend it beyond 90 days. When
necessary, the Department is authorized to continue temporary special duties beyond 90 days
without having to obtain approval from the Department of Management Services. The
temporary special pay additive will be an amount up to 15% of the employee’s base rate of pay,
depending on the extra duties given. These requests meet the requirements specified in the
applicable collective bargaining agreements.”



DEPARTMENT LEVEL EXHIBITS AND
SCHEDULES



Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the ““Legislative Budget Request (LBR) Instructions’ located on

the Florida Fiscal Portal.

Agency: Department of Financial Services

Contact Person: Kimberly Masson Phone Number: | 850-413-4126

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

Delaware v. Pennsylvania and Wisconsin

Court with Jurisdiction:

United States Supreme Court; United States Court of Appeals for the
Second Circuit, Hon. Pierre N. Leval, Special Master

Case Number:

220145; 220146

Summary of the
Complaint:

The issue is whether under the Federal Disposition of Abandoned
Money Orders and Traveler’s Checks Act (Federal Disposition Act), 12
U.S.C. 88 2501-03, MoneyGram's "official checks™ escheat to the state
in which they are purchased or, alternatively, to the state where
MoneyGram is incorporated (Delaware). When a money order is not
cashed, MoneyGram submits the unclaimed funds to the state in which
the order was purchased, but when one of its official checks is not
cashed, it submits the unclaimed funds to Delaware. Various states,
including Florida, learned of that practice in 2014 and demanded all
official check funds from Delaware (in total, over $250 million),
asserting that under the Federal Disposition Act, the funds escheat to the
state in which the checks were purchased. Delaware refused and
Pennsylvania and Wisconsin sued in federal district court.

Delaware then filed a bill of complaint in the United States Supreme
Court seeking a declaratory ruling, and shortly thereafter, Florida and 27
other states filed their own bill of complaint. Arkansas leads that state
coalition. The U.S. Supreme Court consolidated the cases and assigned
a Special Master, who bifurcated the action into two-stages, liability and
damages.

Amount of the Claim:

Approximately $12 million in unclaimed checks will be reported and
remitted to the Department of Financial Services’ Division of
Unclaimed Property (Division). The Division will then execute its
statutory duties to notify apparent owners, process claims, and remit the
unclaimed funds to the rightful owners.




Specific Statutes or
Laws (including GAA)
Challenged:

Federal Disposition of Abandoned Money Orders and Traveler’s
Checks Act, 12 U.S.C. 88 2501-03

Status of the Case:

The Supreme Court unanimously held that the disputed monetary
instruments fall within the scope of the Disposition of Abandoned
Money Orders and Traveler’s Checks Act (Federal Disposition Act or
FDA) and that the states of purchase of the unclaimed monetary
instruments may therefore escheat the proceeds. The Court rejected
Delaware’s contention that the instruments fall outside the scope of the
Act noting that the statute does not require a decision as to whether the
MoneyGram checks actually are money orders, just whether they are
sufficiently “similar” to a money order to fall within the FDA. The case
was remanded to the Special Master for a determination as to damages,
and the Special Master issued an Order setting a tentative trial date of
the fourth quarter of 2024.

In June 2024 the state coalition reached a settlement with Delaware. The
settlement agreement has been executed by all parties and notice of
same has been filed with the Special Master. The total settlement
number for the state coalition is $157,093,705.11 (not including escrow
interest). That figure includes a $102,392,751.12 settlement payment
from Delaware and $54,700,953.99 from the escrow account. The
states will also receive interest on the escrowed funds in an amount to
be determined using the pro-rata time in account methodology. The
settlement represents the state coalition taking possession of
approximately 70% of the instruments escheated during the period in
controversy (2006-2023).

Under the settlement framework, there is an escrow and non-escrow
component. The escrow funds are made up of the unclaimed items
remitted by MoneyGram between February 2018 and May 2023. The
non-escrow component concerns the funds that MoneyGram
erroneously reported to Delaware between 2006 — 2017. MoneyGram
will remit the funds and transmit reports in the standard format
approved by the National Association of Unclaimed Property
Administrators (NAUPA) for each item disbursed to a state from the
escrow account. The principal escrow amount owed to Florida is
$4,566,416.14. The final escrow number with an interest figure
calculated by the coalition’s accountants will be provided before
disbursement.

After the escrow funds are disbursed, Delaware will pay each state a
settlement payment representing the amount escheated on instruments
between 2011 and 2017 (that were not escrowed). Under the settlement,
Florida will receive $7,599,494.44 from Delaware along with reports in
the standard format approved by NAUPA for each check represented by
the settlement payment.

This represents a total settlement of $12,165,910.60 to Florida.




Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

Agency Counsel

Office of the Attorney General or Division of Risk Management

Outside Contract Counsel

If the lawsuit is a class
action (whether the class
is certified or not),
provide the name of the
firm or firms
representing the
plaintiff(s).

Office of Policy and Budget — June 2024




Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions’ located on

the Florida Fiscal Portal.

Agency:

Department of Financial Services

Contact Person:

Nathan Koch

Phone Number: | 850-413-4165

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

Rene Garcia, Javier Fernandez, Crystal Wagar, Mack Bernard, &
William Proctor v. Commission on Ethics officials, et al, Ashley Moody,
and Jimmy Patronis in his official capacity as Chief Financial Officer

Court with Jurisdiction:

United States Court of Appeals for the Eleventh Circuit

Case Number:

23-12663

Summary of the
Complaint:

Plaintiffs/Appellees challenging the State of Florida’s anti-lobbying
constitutional amendment as an unconstitutional abridgment of free
speech and request an injunction to preclude enforcement of Art. II, §
8(f)(1)-(3), Fla. Const., and § 112.3122, Fla. Stat.

Amount of the Claim:

The outcome of this case may require amendments to the law under
which the agency operates and may result in current state law not being
enforced.

Specific Statutes or
Laws (including GAA)
Challenged:

Art. 11, 8 8(f)(1)-(3), Fla. Const., and § 112.3122, Fla. Stat.

Status of the Case:

Appeal proceeding. On August 9, 2023, the district court granted
judgment in favor of Plaintiffs and entered a permanent injunction
against the Department of Financial Services and other state agencies
from enforcing the provisions on any public officer in the State of
Florida. On August 15, 2023, Notice of Appeal filed by Appellants. On
October 25, 2023, Appellant and Cross Appellee’s brief filed. On
November 30, 2023, Court ordered stay, in part, of district court’s
permanent injunction while appeal pending. On January 25, 2024,
Appellee-Cross Appellant's brief filed. On March 27, 2024, Cross
Appellee reply brief filed. On May 15, 2024, Appellee-Cross
Appellant’s reply brief filed.

Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

Agency Counsel

X | Office of the Attorney General or Division of Risk Management

Outside Contract Counsel




If the lawsuit is a class
action (whether the class
is certified or not), N/A
provide the name of the
firm or firms
representing the
plaintiff(s).

Office of Policy and Budget — June 2024



Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions’ located on

the Florida Fiscal Portal.

Agency: Department of Financial Services

Contact Person: Kimberly Masson Phone Number: | 850-413-4126

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

Alieda Maron, individually and on behalf of all others similarly
situated, v. Jimmy T. Patronis, Jr., in his official capacity as the Chief
Financial of the State of Florida

Court with Jurisdiction:

United States Court of Appeals for the Eleventh Circuit; United States
District Court for the Northern District of Florida, Tallahassee Division

Case Number:

23-13178; 4:22-cv-00255-RH-MAF

Summary of the
Complaint:

The issue is whether claimants are entitled to the interest earned on
unclaimed funds while the funds are in the State’s custody. Pursuant to
section 717.123, Florida Statutes, all unclaimed funds received under
chapter 717, Florida Statutes, are deposited in the Unclaimed Property
Trust Fund. The Department retains $15 million to pay claims and
cover the costs incurred in the administration and enforcement of
chapter 717, and the remaining funds are deposited into the State School
Fund. Currently, section 717.124(4)(a) provides in relevant part, “if a
claim is determined in favor of the claimant, the department shall
deliver or pay over to the claimant the property or the amount the
department actually received.”

Plaintiffs allege that because the State does not compensate an owner of
unclaimed property for (1) lost interest, dividends, or other earnings, (2)
the loss of the beneficial use of the property, or (3) the time value of the
property while it is in State custody, the State has effectuated a taking of
private property without just compensation in violation of the Fifth and
Fourteenth Amendments to the United States Constitution and Article
X, section 6 of the Florida Constitution.

Amount of the Claim:

No dollar amount has been specified; however, the outcome of this case
may require amendments to the law which will likely have a significant
fiscal impact on the State.




Specific Statutes or
Laws (including GAA)
Challenged:

Section 717.124(4)(a), Florida Statutes

Status of the Case:

The Department filed a Motion to Dismiss challenging the class
representative’s standing and the sufficiency of the Complaint’s
allegations on September 15, 2022. Plaintiffs filed a Response in
Opposition to the Motion to Dismiss on September 29, 2022. The
District Court entered an Order of Dismissal on September 5, 2023, for
failure to state a claim as to the U.S. constitutional claims and
sovereign immunity as to the Florida constitutional claims.

Plaintiff/sAppellants filed a Notice of Appeal on September 27, 2023.
The Department filed an Answer Brief on February 7, 2024. Oral
Argument has been scheduled for November 20, 2024, in Montgomery,
AL.

Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

X Agency Counsel

Office of the Attorney General or Division of Risk Management

Outside Contract Counsel

If the lawsuit is a class
action (whether the class
is certified or not),
provide the name of the
firm or firms
representing the
plaintiff(s).

Jeeves Law Group, P.A.; Jeeves Mandel Law Group, P.C.; Craig E.
Rothburd, P.A.; Smith, Katzenstein & Jenkins, LLP; The Law Office of
Arthur Susman.

Office of Policy and Budget — June 2024




Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions’ located on

the Florida Fiscal Portal.

Agency:

Department of Financial Services

Contact Person:

Thomas Nemecek

Phone Number: | 850-413-1694

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

Normandy Insurance Co., et al. v. Department of Financial Services,
Division of Workers” Compensation

Court with Jurisdiction:

First District Court of Appeal

Case Number:

1D2023-0834; 1D2023-0830

Summary of the
Complaint:

Appeal of Final Order of ALJ Darren Schwartz in DOAH Case 22-
2767RP finding that proposed Rule 69L-7.501, Florida Administrative
Code, is not an invalid exercise of delegated legislative authority.

Rule 69L-7.501 became effective on May 23, 2023, and sets forth the
reimbursement methodology for inpatient hospital services. Despite the
ALJ’s findings, the insurance carriers continue to argue that the Three-
Member Panel did not consider other payment levels for similar
treatment and care, and the Division’s use of historical payment data
that includes stop-loss reimbursements was not appropriate for cost
comparison.

Amount of the Claim:

The outcome of this case may require amendments to the law under
which the agency operates.

Specific Statutes or
Laws (including GAA)
Challenged:

Proposed Rule 69L-7.501, Florida Administrative Code.

Status of the Case:

On September 16, 2024, the Court affirmed, per curiam, the decision
below finding that proposed Rule 69L-7.501, Florida Administrative
Code, is not an invalid exercise of delegated legislative authority.

There is an ongoing mediation effort being facilitated by the parties
regarding individual reimbursement disputes involving stop-loss
methodology.

Who is representing (of

X Agency Counsel




record) the state in this
lawsuit? Check all that

apply.

Office of the Attorney General or Division of Risk Management

Outside Contract Counsel

If the lawsuit is a class
action (whether the class
is certified or not),
provide the name of the
firm or firms
representing the
plaintiff(s).

Office of Policy and Budget — June 2024




Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions’ located on

the Florida Fiscal Portal.

Agency:

Department of Financial Services

Contact Person:

Katie Privett

Phone Number: | 850-413-4300

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

Publix Super Markets, Inc. v. Department of Financial Services,
Division of Workers” Compensation

Court with Jurisdiction:

First District Court of Appeal

Case Number:

1D2023-0941

Summary of the
Complaint:

Appeal of Final Order of ALJ Darren Schwartz in DOAH Case 23-
0276RP finding that proposed Rules 69L-7.730(2)(1)1.b. and 69L-
7.740(2)(c), Florida Administrative Code, are not invalid exercises of
delegated legislative authority.

These Rules became effective on July 1, 2023, and inform providers and
insurance carriers of the billing and bill review process for physician-
dispensed medication. Despite the ALJ’s findings, the insurance carriers
continue to argue that section 440.13(3)(j) only applies to pharmacies
and pharmacists, and not dispensing practitioners.

Amount of the Claim:

The outcome of this case may require amendments to the law under
which the agency operates.

Specific Statutes or
Laws (including GAA)
Challenged:

Proposed Rules 69L-7.730(2)(1)1.b. and 69L-7.740(2)(c), Florida
Administrative Code.

Status of the Case:

Awaiting opinion. Initial Brief filed July 31, 2023. Department’s
Answer Brief filed August 29, 2023. Oral argument held January 16,
2024,

Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

X Agency Counsel

Office of the Attorney General or Division of Risk Management

Outside Contract Counsel




If the lawsuit is a class
action (whether the class
is certified or not),
provide the name of the
firm or firms
representing the
plaintiff(s).

Office of Policy and Budget — June 2024



Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions’ located on

the Florida Fiscal Portal.

Agency: Department of Financial Services

Contact Person: Thomas Nemecek Phone Number: | 850-413-1694

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

Zenith Insurance Company v. Department of Financial Services,
Division of Workers” Compensation

Court with Jurisdiction:

First District Court of Appeal

Case Number:

DOAH Case 18-3844
1D2023-1346

Summary of the
Complaint:

The petition alleged the Department’s reimbursement dispute
determination requires reimbursement for charges and services that are
unreasonable, in violation of section 440.015, 440.13(12-15), and
440.44(2), F.S. The petition further alleged the determination applies to
both adopted and unadopted agency rule(s) or policy in violation of
section 120.57(1), F.S., and illegally creates a conclusive presumption
that all charges billed by the health care provider are reasonable and
reimbursable in violation of Florida law.

DOAH held a Final Hearing and DOAH issued a Recommended Order
(RO). On May 23, 2023, the Department issued an Amended Final
Order rejecting DOAH’s RO and finding the RO incorrectly determined
that the Department’s stop-loss rule is invalid. In addition, the
Department’s Reimbursement Dispute Third Amended Determination
correctly determined that Petitioner improperly adjusted payment to
Lawnwood Regional Medical Center (LRMC) and Petitioner owes
LRMC an additional reimbursement amount of $79,014.54.

On June 5, 2023, Petitioner filed a Notice of Appeal to challenge the
findings in the Amended Final Order.

Amount of the Claim:

The outcome of this case may require amendments to the law under
which the agency operates.

Specific Statutes or
Laws (including GAA)
Challenged:

Rule 69L-7.501, Florida Administrative Code




Status of the Case:

Appeal proceeding. Fully briefed as of February 27, 2024. Awaiting
opinion.

There is an ongoing mediation effort being facilitated by the parties
regarding individual reimbursement disputes involving stop-loss
methodology.

Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

X Agency Counsel

Office of the Attorney General or Division of Risk Management

Outside Contract Counsel

If the lawsuit is a class
action (whether the class
is certified or not),
provide the name of the
firm or firms
representing the
plaintiff(s).

Office of Policy and Budget — June 2024




Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions” located on

the Florida Fiscal Portal.

Agency:

Office of Insurance Regulation

Contact Person:

Sean Gellis

Phone Number:

(850) 413-4122

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

US Coastal Property & Casualty v. Office of Insurance Regulation

Court with Jurisdiction:

Second Judicial Circuit

Case Number:

OIR Case #313422-23/ Court Case # 2023-CA 1851

Summary of the
Complaint:

Action for declaratory relief. U.S. Coastal argues that section
718.111(11), F.S., does not apply to U.S. Coastal because it is
contrary to law and harms U.S. Coastal and its ability to operate

its business.

o U.S. Coastal specifically argues that Chapter 718 does
not impose a mandatory insurance obligation on
insurers; it imposes insurance related obligations on
condominium associations (there is a 4™ DCA opinion
that the company relies on for this argument).

o Additionally, the company argues that Chapter 718 only
requires adequate insurance, not 100% replacement

cost.

Amount of the Claim:

$0

Specific Statutes or
Laws (including GAA)
Challenged:

Section 718.111(11), F.S.

Status of the Case:

Pending hearing on Plaintiff’s Motions for Summary Judgment.

Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

Agency Counsel

Office of the Attorney General or Division of Risk Management

Outside Contract Counsel




If the lawsuit is a class
action (whether the class
is certified or not), N/A
provide the name of the
firm or firms
representing the
plaintiff(s).

Office of Policy and Budget — June 2024



Schedule VII: Agency Litigation Inventory

For directions on completing this schedule, please see the “Legislative Budget Request (LBR) Instructions” located on

the Florida Fiscal Portal.

Agency: Office of Financial Regulation
Counsel to OFR:
William Stafford

Contact Person:

Special Counsel
General Civil Division —
State Programs

Office of the Attorney
General

Phone Number: | (850) 414-3785

Names of the Case: (If
no case name, list the
names of the plaintiff
and defendant.)

BAM Trading Services, Inc., d/b/a Binance.US (Petitioner) v. State of
Florida Office of Financial Regulation (Respondent)

Court with Jurisdiction:

First District Court of Appeal

Case Number:

DCA Case No.: 1D2023-3371; OFR Case No.: 115490

Summary of the
Complaint:

Petitioner, an online virtual currency exchange that holds a Florida
money transmitter license, appealed a non-final order issued by the OFR
on September 29, 2023 (“Emergency Suspension Order” or “ESQO”).
The ESO had imposed an immediate suspension of Petitioner’s license
pursuant to F.S. 560.114(2)(c), which specifically authorizes the OFR,
pursuant to F.S. 120.60(6), to take such disciplinary action against a
licensee when a natural person required to be listed on the application
(i.e., a control person) is criminally charged or arrested for, among other
things, a crime involving fraud, moral turpitude, or dishonest dealing.
The OFR issued the ESO shortly after Petitioner’s control person (i.e.,
80% indirect owner), Changpeng Zhao, was criminally charged by the
U.S. Department of Justice, and immediately pled guilty to, one felony
count of willful failure to maintain an effective anti-money laundering
(“AML”) program for Binance Holdings Limited (“Binance”), a large
online virtual currency exchange.

Petitioner’s appeal asked the court to quash the ESO, arguing that the
ESO was facially deficient pursuant to F.S. 120.60(6) and that, absent
the requested remedy, the ESO would irreparably harm both Petitioner
and its Florida customers.

Amount of the Claim:

Petitioner Requested Court to Quash ESO




Specific Statutes or
Laws (including GAA)
Challenged:

F.S. 560.114(2)(c)

Status of the Case:

Following the parties’ filings and oral arguments, on May 22, 2024, the
court issued opinion granting Petitioner’s request to quash ESO.

The court’s opinion is not final until disposition of any timely and
authorized motion under Fla. R. App. P. 9.330 or 9.331.

On July 19, 2024, the Office of Attorney General and Solicitor
General’s Office, filed a motions on behalf of OFR seeking a Rehearing
or Rehearing En Banc, or in the alternative, Certification of Direct
Conflict and Questions of Great Public Importance.

Who is representing (of
record) the state in this
lawsuit? Check all that

apply.

X Agency Counsel

X | Office of the Attorney General or Division of Risk Management

Outside Contract Counsel

If the lawsuit is a class
action (whether the class
is certified or not),
provide the name of the
firm or firms
representing the
plaintiff(s).

N/A

Office of Policy and Budget — June 2024
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FINANCIAL SERVICES, DEPARTMENT OF FISCAL YEAR 2023:24

OPERATING FIXED CAPITAL
OUTLAY
TOTAL ALL FUNDS GENERAL APPROPRIATIONS ACT 613,178,915 66,160,227
ADJUSTMENTS TO GENERAL APPROPRIATIONS ACT (Supplementals, Vetoes, Budget Amendments, etc.) 346,900,594 -14,757,661
FINAL BUDGET FOR AGENCY' 960,079,509 51,402,566
Number of " 2) Expenditures
Units (@) Uitz : )(Alllocated)
Direction, inistrative Support and Technology (2) 51,402,566
Provide Analysis On Securities Held For Deposit And Qualified Public Depositories * Number of analyses performed on the financial condition of qualified public depositories
. " y 55,844/ 8.60 480,446
and custodians, and securities held for regulatory collateral deposit.
Process Ti ions, Account Changes And Audit Functions * Number of account actions taken on regulatory collateral deposit accounts. 54,132 2201 1,191,282
Of Public Funds * Average Dollar Volume of Funds Invested 62,600,000,000! 0.00 961,457
Provide Cash Services * Number of cash 1t consultation services. 27 51,548.41 1,391,807
Receive Funds, Process Payment Of Warrants And Provide Account And Reconciliation Services * Number of financial management/accounting transactions processed and 2,840,000 075 2133625
reports produced
Administer The State Deferred C ion Plan * Number of Participant account actions processed by the Bureau of Deferred Compensation 1,715,590 122 2,085,054
Accounting And Reporting Of State Funds * State Accounts Managed in the Florida Accounting Ir ion Reporting System. 36,235 14211 5,149,272
Migrate Current Accounts Payable Procedures To Electronic Commerce * Payments issued electronically to settle claims against the state. 10,210,658 0.10 972,864
Conduct Pre-audits Of Selected Accounts Payable * Vendor payment requests that are pre-audited for compliance with statutes and contract requirements 349,829 26.87 9,398,967,
Conduct Post-audits Of Major State Programs * Post-audits completed of major state programs to determine compliance with statutes and contract requirements. 7] 83,815.14 586,706/
Process State Employees Payroll * Payroll payments issued 3,219,679 0.77 2,486,191
Conduct Post-audits Of Payroll * Post-audits of state agencies payroll p to determine compliance with statutes 13| 8,281.69 107,662,
Conduct Fiscal Integrity igations * Fiscal integrity investigations completed to investigate allegations or suspicions of fraud, waste or abuse. 26| 36,070.31 937,828
Aticle V - Clerk Of The Courts * N/A by 25,401.18 431,820
Collect Unclaimed Property * Accounts reported by holders of unclaimed property. 4,452,460 0.87 3,851,458
Process And Payment Of Unclaimed Property * Payments processed for claims of i property. 551,338, 759 4,186,281
License The Fire Protection Industry * Number of entity requests for licenses, permits and certificates processed within statutorily mandated time frames. 8,852 80.91 716,172,
Perform Fire Safety ions * Number of inspections of fire code compliance completed. 14,757 35313 5,211,176
Review Construction Plans For Fire Code Compliance * Number of construction plans reviewed 1,032] 700.65 723,071
Perform Boiler ions * Number of boiler inspections by department inspectors. 1,337, 584.71 781,762,
Fires Accidental, Arson And Other * Total number of closed fire i igations involving economic or physical loss. 2,734 8,946.88 24,460,783
Provide State, Local And Business ional Training And Education * Number of classroom contact hours provided by the Florida State Fire College. 171,260, 16.91 2,895,847
Provide State, Local And Business P ional Standards, Testing And Statutory Compliance * Number of examinations ini 11,065 121.46 1,343,988
Provide Forensic Laboratory Services * Number of evidence items and photographic images processed. 162,678, 8.10 1,317,564
Fire Incident Reporting * Number of total incidents reported to the Florida Fire Incident Reporting System. 3,122,387| 0.13 415,963
Provide Adjusting Services On State Workers' C: ion Claims * Number of workers' compensation claims worked. 10,545 3,658.45 38,578,382
Provide Adjusting Services On State Liability Claims * Number of liability claims worked 7,765 2,033.17 15,787,530
Process Property Claims On State Owned Buildings (structure And Contents) * Number of state property Ic claims worked. 1,201} 2,300.20 2,762,536
Provide Risk Services Training And C ion * Number of agency loss prevention staff trained during the fiscal year. 210] 11,718.68 2,460,922
Rehabilitate And/Or Liquidate Financially Impaired Insurance Companies * Number of insurance companies in receivership during the year. 14] 75,395.14] 1,055,532
Review Applications For Licensure ifications) * Number of ications for licensure p 176,005 19.39 3,412,491
Administer inations And Issue Licenses * Number of examinations admini: and licenses authorized. 99,153 18.19 1,803,794
Administer The i Process From Employers And Insurers * Number of appoit actions processed. 2,906,752 031 903,958
Administration Of Education Requirements (pre Licensing And Continuing Education) * Number of applicants and licensees required to comply with education requirements. 414,974 131 543,155,
Agents And Agencies * Number of agent and agency i igations completed. 3,463 1,955.66 6,772,459,
Insurance Fraud (general) * Number of insurance fraud investigations (not including workers- i 1,354 22,140.83 29,978,682
Workers' C ion Insurance Fraud * Number of workers' compensation insurance fraud ir igations 260] 17,659.48 4,591,464
Respond To Consumer Request For Assistance * Number of consumer requests and ir i inquiries handled. 62,973 86.71 5,460,656
Provide Consumer Education Activities * Number of visits to the Consumer Services website. 258,373 2.92 754,354,
Answer Consumer Telephone Calls * Number of telephone calls answered through the consumer helpline. 72,049 80.14| 5,773,685
Examine And Regulate Licensees In The Funeral & Cemetery Business (chapter 497) To Ensure Regulatory Compliance * Number of examinations and inspections completed 2,091} 1,562.70 3,267,598
Monitor And Audit Workers' C ion Insurers To Ensure Benefit Payments * Number of claims reviewed annually. 91,227 57.24) 5,221,651
Verify That Comply With Workers' Ct ion Laws * Number of employer il igations conducted. 25,060 687.63 17,231,893
Facilitate The Informal Resolution Of Disputes With Injured Workers, Employers And Insurance Carriers * Number of injured workers that obtained one or more benefits due to
. N 5 N 522 11,384.94] 5,942,937|
intervention by the Employee Assistance Office.
Provide " For Workers' C Claims Paid By Insurance Carriers On Employees Hired With Preexisting Conditions * Number of reimbursement requests 763 1.994.86 1522077
(SDF-2) audited.
Collection Of From Workers' Cs ion Insurance Providers * Amount of dollars collected. 66,066,637 0.01 823,300
Data Collection, Dissemination, And Archival * Number of records sus entered into the division's d: 5,437,920 0.83 4,487,693
Rei Disputes * Number of petitions resolved annually 10,317 192.96 1,990,726
Public Assi Fraud igations * Number of public assi fraud ir igation: 1,998] 4,545.85 9,082,610
Approve And License Entities To Conduct Insurance Business. * Number of Certificates of Authority (COAs) processed. 109] 11,548.25 1,258,759
Conduct And Direct Market Conduct inations. * Number of inations and ir igations for licensed companies and unlicensed entities 492 8,371.36 4,118,709
Conduct Financial Reviews And inations. * Number of financial reviews and examinations 12,087 1,881.80 22,745,301
Review And Approve Rate And Form Filings. * Number of rate and forms review completed. 8,747 1,328.63 11,621,558
Examlrle And Regula(e Fll?anclal Services Companies To Ensure Regulatory Compliance. * Examinations of non-depository financial service companies to determine 633 930948 5892,899
compliance with regulations.
EyaluaFe And Ij—'rocess Appllcancns For Licensure As A Financial Services Entity. * Applications processed or evaluated for licensure or registration as a non-depository 22,165 13177 2920599
financial services entity.
Examine And Enforce Laws Regarding Banks, Trusts, And Credit Unions To Ensure Safety And Soundness. * Number of domestic financial institutions examined to ensure o 129,896.80 12,729,886
safety and soundness.
Examine And Enforce Laws Regarding International Financial Institutions To Ensure Safety And Soundness. * Number of international financial institutions examined to ensure
9] 99,835.78 898,522
safety and soundness.
Conduct Financial igations Into Allegations Of Fraudulent Activity. * Number of financial investigations into allegations of fraudulent activity. 363] 13974.20 5,072,634
Examlng And Regulate Money Services Businesses To Ensure Regulatory Compliance * Examinations of money services businesses conducted to determine compliance with 235 2413234 5671101,
regulations.
Examine And Regulate Securities Firms, Branches To Ensure Regulatory Compliance. * Conduct examinations of securities firms and branches. 204 31,952.02 6,518,212
Evalua(g And Process Applications For Registration As A Securities Firm, Branch, And/Or Individual. * Securities applications processed for registration of firms, branches, 61,623 4618 2,845,660
and/or individuals.
TOTAL 326,722,971 51,402,566
PASS THROUGHS
TRANSFER - STATE AGENCIES
AID TO LOCAL GOVERNMENTS
PAYMENT OF PENSIONS, BENEFITS AND CLAIMS
OTHER
REVERSIONS 353,162,493
TOTAL BUDGET FOR AGENCY (Total Activities + Pass Throughs + Reversions) - Should equal Section | above. (4) _ 959,935,770 . 51,402,566
SCHEDULE XI/EXHIBIT VI: AGENCY-LEVEL UNIT COST SUMMARY

(1) Some activity unit costs may be overstated due to the allocation of double budgeted items.
(2) Expenditures associated with Executive Direction, Administrative Support and Information Technology have been allocated based on FTE. Other allocation methodologies could result in significantly different unit costs per activity.
(3) Information for FCO depicts amounts for current year iations only. Additional i ion and systems are needed to develop meaningful FCO unit costs.

(4)

Final Budget for Agency and Total Budget for Agency may not equal due to rounding.
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BUDGET PERIOD: 2015-2026 SCHED XI1: AGENCY-LEVEL UNIT COST SUMMARY
STATE OF FLORIDA AUDIT REPORT FINANCIAL SERVICES
SECTION 111 - PASS THROUGH ACTIVITY ISSUE CODES SELECTED:
TRANSFER-STATE AGENCIES ACTIVITY ISSUE CODES SELECTED:
1-8:
AID TO LOCAL GOVERNMENTS ACTIVITY ISSUE CODES SELECTED:
1-8:

AUDIT #1: THE FOLLOWING STATEWIDE ACTIVITIES (ACTO010 THROUGH ACT0490) HAVE AN OUTPUT STANDARD
(RECORD TYPE 5) AND SHOULD NOT:

*** NO ACTIVITIES FOUND ***

AUDIT #2: THE FCO ACTIVITY (ACT0210) CONTAINS EXPENDITURES IN AN OPERATING CATEGORY AND SHOULD NOT:
(NOTE: THIS ACTIVITY IS ROLLED INTO EXECUTIVE DIRECTION, ADMINISTRATIVE SUPPORT AND INFORMATION
TECHNOLOGY)

*** NO OPERATING CATEGORIES FOUND ***

AUDIT #3: THE ACTIVITIES LISTED IN AUDIT #3 DO NOT HAVE AN ASSOCIATED OUTPUT STANDARD. IN ADDITION, THE
ACTIVITIES WERE NOT IDENTIFIED AS A TRANSFER-STATE AGENCIES, AS AID TO LOCAL GOVERNMENTS, OR A PAYMENT OF
PENSIONS, BENEFITS AND CLAIMS (ACT0430). ACTIVITIES LISTED HERE SHOULD REPRESENT TRANSFERS/PASS THROUGHS
THAT ARE NOT REPRESENTED BY THOSE ABOVE OR ADMINISTRATIVE COSTS THAT ARE UNIQUE TO THE AGENCY AND

ARE NOT APPROPRIATE TO BE ALLOCATED TO ALL OTHER ACTIVITIES.

BE PC CODE TITLE EXPENDITURES FCO
43500400 1205000000 ACT1020 HOLOCAUST VICTIMS ASSISTANCE 288,181
43010400 1602000000 ACT1040 INSURANCE CONSUMER ADVOCATE 670,472
43010500 1603000000 ACT1050 [INFORMATION TECHNOLOGY - FLAIR 18,977,041
43010100 1602000000 ACT1060 MY SAFE FLORIDA HOMES 166,789,282
43200300 1603000000 ACT2180 FLORIDA ACCOUNTING INFORMATION 58,445,595
43200100 1601000000 ACT2195 PASS THROUGH FLORIDA CLERKS OF 2,180,890
43300200 1202000000 ACT3250 CONSTRUCTION MATERIALS MINING 491,509
43300400 1202000000 ACT3430 PASS-THROUGH GRANTS AND AIDS 1,420,840
43300500 1202000000 ACT3440 PASS-THROUGH GRANTS AND AIDS LOCAL 5,676,835
43300500 1202000000 ACT3530 PASS THROUGH - TRANSFER TO 2,000,000
43700200 1205000000 ACT3610 MAINTENANCE AND REPAIR 1,170,646
43400100 1601000000 ACT4150 PURCHASE OF EXCESS INSURANCE 14,227,074
43700100 1205000000 ACT5510 HURRICANES AND OTHER NATURAL 1,836,576
43600100 1102020000 ACT6010 TRANSFER TO 1ST DISTRICT COURT OF 1,126,926

43900110 1204000000 ACT9150 HURRICANE RATE/RISK MODEL 1,273,439



43600100 1102020000 ACT9940 TRANSFER TO THE UNIVERSITY OF 250,000

AUDIT #4: TOTALS FROM SECTION I AND SECTIONS Il + 111:

DEPARTMENT: 43 EXPENDITURES FCO
FINAL BUDGET FOR AGENCY (SECTION 1): 960,079,509 51,402,566
TOTAL BUDGET FOR AGENCY (SECTIONS Il + I111): 959,935,770 51,402,566
DIFFERENCE: 143,739

(MAY NOT EQUAL DUE TO ROUNDING)

Difference of 143,823 from Revert and Reappropriation of Domestic Security Funding in 43700100 in FY 22-23

Real difference of 84 due to rounding.









SCHEDULE Xl11: OUTSOURCING OR PRIVATIZATION OF A SERVICE OR ACTIVITY

Schedule X11 Cover Sheet and Agency Project Approval

Agency: Department of Financial Services

Schedule X11 Submission Date: 10/01/2024

Project Name: Business Process Outsourcing
(BPO) Call Services

Is this project included in the Agency’s LRPP?
Yes X _No

FY 2025 - 2026 LBR Issue Code: 3330100

FY 2025 -2026 LBR Issue Title: Business
Process Outsourcing (BPO) Call Services

Agency Contact for Schedule XI1 (Name, Phone #, and E-mail address):
Phillip Carlton, 850-413-5570, Phillip.Carlton@myfloridacfo.com

AGENCY APPROVAL SIGNATURES

I am submitting the attached Schedule XII in support of our legislative budget request.
I have reviewed and agree with the information in the attached Schedule XII.

(If applicable)

Printed Name:

Agency Head’.;) i Date:10-2-24
Pm: Jimmy Patronis
Afency €hief Information Officer: Date:

Budget Officer:

Printed Name:

Date: 10-2-2024

Planning Officer:

Printed Name:

Date:

Project Sponsor:
Pl Carlton

Printed Name: Phillip Carlton

Date: 10-2-2024
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SCHEDULE XII: OUTSOURCING OR PRIVATIZATION OF A SERVICE OR ACTIVITY

I.  Background Information

1. Describe the service or activity proposed to be outsourced or privatized.

Requesting funds to obtain contracted services for Business Process Outsourcing (BPO) Call Services to
answer unclaimed property customer service calls. This service will not eliminate any FTE positions in
DUP.

2. How does the service or activity support the agency’s core mission? What are the agency’s desired
goals and objectives to be achieved through the proposed outsourcing or privatization and the rationale
for such goals and objectives?

Obtaining BPO Call Services is needed to promptly and professionally administer expected levels of
services and performance. Each year the Division has generated, received, managed and administered
sustained record-setting growth in the numbers of unclaimed property reports received, claims created,
analyzed and processed. This exponential growth has also caused a proportional increase in the number of
customer service inquiries. This increase in workload for existing DUP staff creates a stifling effect in
productivity and significantly increases the chances of successful fraud attempts. Obtaining this service
will free current staff up to focus only on their primary functions, such as accurate and efficient processing
of claims and unclaimed property reports and remittances which will result in meeting statutory
requirements, as well as performance and customer service expectations. This service will not eliminate any
current FTE positions in DUP, but will allow the Division to better meet customer service needs while
improving report and claim processing time.

3. Provide the legal citation authorizing the agency’s performance of the service or activity.

Chapter 717, Florida Statutes.

4. Identify the service’s or activity’s major stakeholders, including customers, clients, and affected
organizations or agencies.

Florida residents and businesses.

5. Describe and analyze how the agency currently performs the service or activity and list the resources,
including information technology services and personnel resources, and processes used.

Currently, the Division of Unclaimed Property answers customer service calls between the hours of 9AM
and noon, Monday through Friday in addition to responding to approximately 12,000 customer emails.

Prior to August 2022, the Division of Consumer Services had a team to assist and answer on average 66%
of the 115,000 Unclaimed Property related customer service calls received each year. In August 2022, the
Division of Consumer Services ceased answering unclaimed property customer service telephone calls. This
impacts the timely processing of claims and unclaimed property reports and remittances as well as limits the
window of time citizens are able to contact the Division by phone.

6. Provide the existing or needed legal authorization, if any, for outsourcing or privatizing the service or
activity.
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N/A

7. Provide the reasons for changing the delivery or performance of the service or activity. What is the
current cost of service and revenue source?

As a result of the Division of Consumer Services having to cease their assistance with answering unclaimed
property calls in August 2022, the Division currently must utilize existing staff to perform this service.

This increased workload impacts the timely and accurate processing of claims and annual unclaimed
property reports/remittances and significantly hampers its ability to meet statutory requirements. As a result,
the Division has had to reduce customer service call hours of operation and direct the public to reach out via
email. In addition, the Division is forced to utilize overtime, all available OPS resources, as well as finding
and/or developing every technical efficiency process available or possible, to manage its extraordinary
growth in property reported, remitted and claimed. The average annual overtime payments for the previous
three fiscal years have been approximately $216,000. In FY20/21, nearly 80% of claims were processed
within 60 days of receipt. This percentage had decreased to 59% by the end of FY23/24. Meeting statutory
requirements is becomingly increasingly difficult with long-term, relatively low levels of staffing resources.
The weekly average number of received claims awaiting processing has increased from pre-pandemic
average of 34,000 per week in FY19/20, to a weekly average of 69,000 in FY23/24. This service will not
eliminate any current FTE positions in DUP, but will allow the Division to better meet customer service
needs while improving report and claim processing time.

1. Evaluation of Options

1. Provide a description of the available options for performing the service or activity and list for each
option the general resources and processes needed to perform the service or activity. If state
employees are currently performing the service or activity, provide at least one option involving
maintaining state provision of the service or activity.

Option 1: requesting contractual services recurring funding to obtain Business Process Outsourcing (BPO)
Call Services to answer unclaimed property customer service calls at an estimated annual cost of $874,000.
This service will not eliminate any current FTE positions in DUP.

Option 2: request funding for one (1) FTE Supervisor and ten (10) FTE career service positions to operate
an Unclaimed property Call Center to answer all customer services calls and emails at an estimated annual
recurring cost of approximately $935,437, initial start-up cost of $108,208 and a non-recurring cost of
$50,765.

2. For each option, describe its current market for the service or activity under consideration for
outsourcing or privatizing. How many vendors are currently providing the specific service or activity
on a scale similar to the proposed option? How mature is this market?

Option 1: There is a limited current market for vendors who provide the services specifically for unclaimed
property. Currently, we are aware of only two vendors that provide the service specifically for unclaimed

property.

Option 2: N/A

3. List the criteria used to evaluate the options. Include a cost-benefit analysis documenting the direct
and indirect specific baseline costs, savings, and qualitative and quantitative benefits involved in or
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resulting from the implementation of the recommended option(s).

Estimated cost is the criteria used to evaluate both options.

Option 1: The estimated cost calculation is based on the total estimated calls average over a three-year
period (115,000) multiplied by the estimate average number of minutes per call (4) to get a total estimated
number of minutes per call (460,000). The total estimated number of minutes per call (460,000) is then
multiplied by the estimated price per minute ($1.90) obtained from an external source to get a total estimate
cost for this service of $874,000.

Option 2: The estimated cost calculation for one (1) new FTE Supervisor and ten (10) new FTE career
service positions is based on a total salary for all positions of $877,994 per year; initial start-up overhead
cost (phone, rent, supplies, computer, etc.) of $108,208 with a recurring cost of $57,443; a non-recurring
cost of $50,765. This results in an estimated annual recurring total cost of $935,437.

4. Based upon the evaluation criteria, identify and analyze the advantages and disadvantages of each
option, including potential performance improvements and risks.

Option 1: Primary advantage is that it will free current DUP staff from having to answer customer service
calls and to focus only on processing claims and reports/remittances and will result in meeting statutory
requirements, as well as performance and customer service expectations. Other advantages include, not
having to hire more employees, access to a larger talent pool, language skills, cost reduction (equipment and
maintenance, salaries and rent), flexibility and scalability. Disadvantages could include a reduction in
control, decrease in quality or service levels, cultural and language barriers, and data security and privacy
issues.

Option 2: Advantages include more control, increase in quality and service levels, possibly lesser issue
with cultural and language barriers, less data security issue than outsourcing the services and no dependence
on a service provider. Disadvantages include having to hire more employees, risk of attrition and turnover
increasing employment recruitment and retention efforts, overhead costs for infrastructure (equipment and
maintenance, salaries and rent), limited flexibility in adjustments to staffing levels which can be slower and
more complex.

5. For each option, describe the anticipated impact on the agency and the stakeholders, including impacts
on other state agencies and their operations.

Option 1: will provide a positive impact on the Division as it will free DUP staff to focus only on
processing claims and reports/remittances which will result in meeting statutory requirements. This service
will not eliminate any current FTE positions in DUP. This option will result in meeting statutory
requirements, performance and meeting customer service goals and expectations by promptly and
accurately administering and managing all functions of the Division, which ultimately will result in Florida
residents and businesses receiving funds for which they are rightfully entitled, weeding out more fraudulent
claim attempts, all while boosting Florida’s overall economy.

Option 2: will also provide a positive impact on the Division as it will dedicate DUP staff for customer
service allowing current claims and reporting staff to focus only on processing claims and
reports/remittances which will result in meeting statutory requirements. This service will not eliminate any
current FTE positions in DUP. This option will result in meeting statutory requirements, performance and
meeting customer service goals and expectations by promptly and accurately administering and managing
all functions of the Division, which ultimately will result in Florida residents and businesses receiving funds
for which they are rightfully entitled, weeding out more fraudulent claim attempts, all while boosting
Florida’s overall economy.

6. ldentify changes in cost and/or service delivery that will result from each option. Describe how the
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changes will be realized. Describe how benefits will be measured and provide the annual cost.

Option 1: outsourcing call center services will eliminate the need for current DUP staff to perform the
function and will allow them to focus on their primary job functions which will result in meeting statutory
requirements. In addition, it will also eliminate the need to request funding to establish a call section for the
division sparing the burden of employee salaries, payroll taxes, training, turnover, office space, supplies and
equipment. The benefits will be measured by the number of calls received and handled each fiscal year
along with the average time of the calls.

Option 2: obtaining new positions for a new Division Call Section will also eliminate the need for current
DUP staff to perform the function and will allow them to focus on their primary job functions which will
result in meeting statutory requirements. However, this will incur costs for employee salaries, payroll taxes,
training, turnover, office space, supplies and equipment. The benefits will be measured by the number of
calls received and handled each fiscal year along with the average time of the calls.

7.  List the major risks for each option and how the risks could be mitigated.

Option 1: major risks include a call volume higher than estimated projection resulting in higher costs, data
security and privacy issues.

Option 2: major risks include being unable to hire qualified people to fill the new positions, employee
turnover, and/or call volume is higher than estimated projection.

8.  Describe any relevant experience of other agencies, other states, or the private sector in implementing
similar options.

Louisiana and Virginia have contracted for call services with the same vendor and have had a very positive
experience which has allowed their state staff to focus only on processing claims.

I11. Information on Recommended Option

1. ldentify the proposed competitive solicitation including the anticipated number of respondents.

The Division recommends Option 1 to obtain funding for contracted services for Business Process
Outsourcing (BPO) Call Services to answer unclaimed property customer service calls and choosing a
vendor through either a RFP or ITB. Will work with the Office of Purchasing and Contractual Services
(OPCS) to determine the best option. There are only two known vendors that focus on providing call
services specifically for unclaimed property.

2. Provide the agency’s projected timeline for outsourcing or privatization of the service or activity.
Include key events and milestones from the beginning of the procurement process through the
expiration of a contract and key events and milestones for transitioning the service or activity from the
state to the vendor. Provide a copy of the agency’s transition plan for addressing changes in the
number of agency personnel, affected business processes, employee transition issues including
reemployment and retraining assistance plan for employees who are not retained by the agency or
employed by the contractor, and communication with stakeholders such as agency clients and the
public.

Once the Division is notified that it will receive funding to obtain contracted services for Business Process
Outsourcing (BPO) Call Services, the Division will work with OPCS to commence a formal solicitation for
the services. Key events and milestones include: determining the procurement method, developing scope of
work along with the deliverables and performance measures, issuing the solicitation, evaluate potential
vendors based on a set of requirements (to be determined), select a vendor and enter into a contract to
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perform the services. The Division is looking to implement this service in FY25-26.

This service will not eliminate any current FTE positions in DUP.

3. ldentify all forms of compensation to the vendor(s) for performance of the service or activity,
including in-kind allowances and state resources to be transferred to the vendor(s). Provide a detailed
cost estimate of each.

The contract will include the requirement that the vendor must provide an itemized invoice each month
detailing specified data for the total invoice charge. The contract will also provide that the vendor must
provide reports on a weekly basis which can be used in validating the monthly invoice charge.

4. Provide an analysis of the potential impact on federal, state, and local revenues, and expenditures. If
federal dollars currently fund all or part of the service or activity, what has been the response of the
federal funding agency(ies) to the proposed change in the service delivery method? If federal dollars
currently fund all or part of the service or activity, does the change in the service delivery method
meet federal requirements?

N/A

5. What responsibilities, if any, required for the performance of the service or activity will be retained
and performed by the agency? What costs, including personnel costs, will the agency continue to
incur after the change in the service delivery model? Provide these cost estimations. Provide the
method for monitoring progress in achieving the specified performance standards within the contract.

None of the responsibilities for the contracted service will be retained or be performed by the Division.

6. Describe the agency’s contract management process for the outsourced or privatized service or
activity, including a description of the specific performance standards that must be met to ensure
adequate performance and how the agency will address potential contractor nonperformance. Attach a
copy of any competitive solicitation documents, requests for quote(s), service level agreements, or
similar documents issued by the agency for this competitive solicitation if available.

The contract will include the requirement that the vendor must provide an itemized invoice each month
detailing specified data for the total invoice charge. The contract will also provide that the vendor must
provide reports on a weekly basis which can be used in validating the monthly invoice charge. Other
metrics to include in the contract are: number of contractor staff answering calls, average time to answer a
call (80% of call in 20 seconds or less), average handle time (80% with average time of 4 minutes or less),
percentage of calls blocked-busy signal (10% or less), average amount of time that a caller waits before
speaking with an agent (80% with average time of 2 minutes or less), average number of callers who hang
up before reaching an agent (5% or less of total calls for a month), call arrival rate to measure the frequency
of inbound calls (monthly), first call resolution where the agent is able to resolve the caller’s problem in the
first call, without having to transfer, escalate, pause or return the call.
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Once confirmation of the funding is received, the Division will work with OPCS to commence a formal
solicitation for the services.

7. Provide the agency’s contingency plan(s) that describes the tasks involved in and costs required for its
implementation and how the agency will resume the in-house provision of the service or activity in the
event of contract termination/non-renewal.

The main task in transitioning a contracted service vendor to answer unclaimed property customer service
calls will be providing the appropriate access the Division’s Unclaimed Property Management Information
System (UPMIS) and training on using the system. The Division is looking to contract with a vendor that
has experience with other states in answering unclaimed property calls. As it is performed now, the
Division will utilize existing staff in the event of contract termination/now-renewal. Obtaining this
contracted service will not result in the Division eliminating any positions.

8. Identify all other Legislative Budget Request issues that are related to this proposal.

N/A

9. Explain whether or not the agency can achieve similar results by a method other than outsourcing or
privatization and at what cost. Please provide the estimated expenditures by fiscal year over the
expected life of the project.

The Division currently utilizes existing staff to perform this service. This impacts the timely and accurate
processing of claims and meeting statutory requirements. Other than utilizing contracted services, similar
results can only be achieved by obtaining FTE positions to establish a Customer Service Section as
provided in Option 2 above. The estimated recurring cost is $935,437 per fiscal year with an initial start-up
cost of $108,208 and a non-recurring cost of $50,765.

10. Identify the specific performance measures that are to be achieved or that will be impacted by
changing the service’s or activity’s delivery method.

The specific performance measure is handling approximately 115,000 (9,500 a month) calls a year with an
average call time of 4 minutes per call.

11. Provide a plan to verify vendor(s) compliance with public records laws.

Contract for the services will contain language that the vendor must comply with the public records law.

12. If applicable, provide a plan to verify vender compliance with applicable federal and state law
ensuring access by persons with disabilities.

Contract for the services will contain language for the vendor to provide compliance with the laws.
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13. If applicable, provide a description of potential differences among current agency policies or processes
and a plan to standardize, consolidate, or revise current policies or processes.

N/A

14. If the cost of the outsourcing is anticipated to exceed $10 million in any given fiscal year, provide a
copy of the business case study (and cost benefit analysis if available) prepared by the agency for the
activity or service to be outsourced or privatized pursuant to the requirements set forth in section
287.0571, Florida Statutes.

N/A
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Financing of Deferred-Payment
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Schedule XIV — Variance from Long
Range Financial Outlook

(The Department of Financial Services has no submission for
this schedule for the Fiscal Year 2025-26 Legislative Budget
Request)



Schedule XV - Contract Reporting
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this schedule for the Fiscal Year 2025-26 Legislative Budget
Request)
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Schedule 1V-B Cover

Sheet and Agency Project Approval
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the attached Schedule 1VV-B.
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within the estimated time for the estimated costs to achieve the described benefits. | agree with the information in

Agency Head:
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General Guidelines

The Schedule IV-B contains more detailed information on information technology (IT) projects than is included in
the D-3A issue narrative submitted with an agency’s Legislative Budget Request (LBR). The Schedule 1V-B
compiles the analyses and data developed by the agency during the initiation and planning phases of the proposed IT
project. A Schedule IV-B must be completed for all IT projects when the total cost (all years) of the project is $1
million or more.

A Schedule 1V-B is not required for requests to:

e Continue existing hardware and software maintenance agreements,

¢ Renew existing software licensing agreements that are similar to the service level agreements currently in
use, or

e Replace desktop units (“refresh™) with new technology that is similar to the technology currently in use.

e  Contract only for the completion of a business case or feasibility study for the replacement or remediation
of an existing IT system or the development of a new IT system.

Documentation Requirements

The type and complexity of an IT project determines the level of detail an agency should submit for the following
documentation requirements:

Background and Strategic Needs Assessment.
Baseline Analysis.

Proposed Business Process Requirements.
Functional and Technical Requirements.
Success Criteria.

Benefits Realization.

Cost Benefit Analysis.

Major Project Risk Assessment.

Risk Assessment Summary.

Current Information Technology Environment.
Current Hardware/Software Inventory.
Proposed Technical Solution.

Proposed Solution Description.

Project Management Planning.

Compliance with s. 216.023(4)(a)10, F.S. is also required if the total cost for all years of the project is $10 million or
more.

A description of each Schedule IV-B component is provided within this general template for the benefit of the
Schedule 1VV-B authors. These descriptions and this guidelines section should be removed prior to the submission of
the document.

Sections of the Schedule 1VV-B may be authored in software applications other than MS Word, such as MS Project
and Visio. Submission of these documents in their native file formats is encouraged for proper analysis.

The Schedule IV-B includes two required templates, the Cost Benefit Analysis and Major Project Risk Assessment
workbooks. For all other components of the Schedule 1V-B, agencies should submit their own planning documents
and tools to demonstrate their level of readiness to implement the proposed IT project. It is also necessary to
assemble all Schedule 1V-B components into one PDF file for submission to the Florida Fiscal Portal and to ensure
all personnel can open component files and that no component of the Schedule has been omitted.

Submit all component files of the agency’s Schedule 1V-B in their native file formats to the Office of Policy and
Budget and the Legislature at IT@LASPBS.STATE.FL.US. Reference the D-3A issue code and title in the subject
line.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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II. Schedule IV-B Business Case - Strategic Needs Assessment

A. Background and Strategic Needs Assessment

Purpose: To clearly articulate the business-related need(s) for the proposed project.

1. Business Need

The Florida Department of Financial Services (DFS, Department) is responsible for safeguarding the integrity of the
transactions under its stewardship. The department strives to continually improve the efficiency and cost
effectiveness of internal management processes, and to regularly validate the value it provides the consumers and
taxpayers it serves.

Section 17.59, Florida Statues, requires the Department to administer a collateral management service for all state
agencies as defined in s. 216.011, F.S, any county, city, or political subdivision thereof, or other public authority that
requires by statute, rule, or contract the deposit or pledge of collateral. The Bureau of Collateral Management
(BCM, Bureau), within the Department’s Division of Treasury (Treasury), fulfills this important statutory function
by administering collateral assets required of banks, trust businesses, insurance companies, and other entities as a
condition of conducting business in Florida. The Bureau, also, administers Florida’s public deposits program under
Chapter 280, F.S which has the task of ensuring that, through collateralization, governmental entities with deposits
on account (or “public depositors™) with designated financial institutions (or “qualified public depositories™) are
guaranteed against loss in the event of a financial institution's default or insolvency. The major responsibility areas
for the Bureau are encompassed in the following high-level use-cases:

e Creation, maintenance, and reporting on accounts for entities such as insurance companies, trust businesses,
designated banks serving as qualified public depositories (QPDs), and state agencies or other governmental
entities.

e Creation, maintenance, and reporting on escrow accounts for Florida state agencies such as the Department
of Environmental Protection, the Department of Transportation, the Department of Veterans Affairs, and
others.

e  Capture and analysis of data from monthly and annual reports received from designated entities guiding
minimum required collateral or deposit amounts per entity.

e Maintenance of collateral inventory, including validation of securities and other instruments held by the
Bureau, such as certificates of deposit.

e Analysis to determine the financial strength of a financial institution and ensure the minimum collateral
requirements are met.

¢ Management of transactions related to collateral deposits and withdrawals.

o Determination, tracking, and notification of both customer and leadership concerning violations of program
and/or statutory requirements.

e Maintenance of up-to-date pricing of securities, reducing risk by ensuring accuracy and collateral
compliance.

e Reconciliation and reporting processes to validate that BCM records of collateral held match Custodian®
inventories.

e Reconciliation and reporting processes to ensure accurate records of the cash held by the Department for
the Collateral Administration Program.

e Reconciliation and reporting processes to ensure that the Bureau records of cash held match the Florida

Planning, Accounting and Ledger Management (PALM), statewide accounting system.

Creation and distribution of statements for cash account holders with collateral held by the Bureau

Apportionment of interest to cash accounts.

Quarterly payout of interest to account holders who have opted to receive interest payments.

Processing of mergers and name changes to ensure that data and assets are properly associated and

managed for surviving entities.

e Tracking of public depositor claims in the event of a qualified public depository (QPD) default or

1 “Custodian” means the Chief Financial Officer or a bank, savings association, or trust company that provides
safeguarding services for collateral. See s. 280.02, F.S. for a full definition.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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insolvency.

To meet its responsibilities, BCM currently leverages the Collateral Administration Program system (CAP), which
is a browser-based application implemented in 2006. As of May 2023, the CAP system supports the management of
4,544 active accounts and a total of $19.2 billion in collateral assets such as book entry securities, cash, and
certificates of deposit. During the period from July 1, 2022, through June 30, 2023, the BCM processed over 21,620
transactions involving collateral from a variety of entities using BCM’s services.

CAP is custom-built and utilizes hybrid and complementary technology, including .NET, C#, and Visual Basic
(VB), with an Oracle database that also contains essential functionality. The Department’s Office of Information
Technology (OIT) maintains the system with a small team of developers, and typically has up to 15 break-fix and
data change tickets in progress at any given time. A primary concern is that much of the functionality is compiled in
dynamic link libraries (.dlls) and the Department has limited flexibility to maintain or modify the .dllIs. Further,
because the system is built on legacy technology, it will become increasingly difficult to acquire new staff to
maintain the system as current staff retire or separate from the Department.

The current system poses critical limitations in its technical framework with outdated 3rd-party controls and
technologies. This perpetuates inefficiencies in the user experience and results in time-consuming and
administratively heavy processes. The technical framework also poses constraints to the BCM when it considers
improvements and innovations in the way it conducts its business. The system is highly customized and based on
antiquated methodologies that are inherently rigid and difficult to maintain. The age and complexity of the system
make updates and fixes challenging, sometimes unfeasible, and is a primary driver of this feasibility study for its
eventual replacement.

The Department faces limitations with the current system resulting in increased resource utilization requirements,
inefficient data-driven processes, security risks, and overall total cost of ownership. Shortcomings in the system
require the majority of BCM staff to spend an inordinate amount of time on manual processes and system
workarounds to satisfy statutory obligations, reporting requirements, and performance metrics. Furthermore, the
designated entities who benefit or use BCM’s collateral management services experience a burden of the manual
processes which are necessitated by the system structure. Based on a recent survey of BCM customers, these entities
report dissatisfaction with the current reporting and collateral confirmation processes, aligning with their request for
automated processes and the ability to provide and receive important data and reports through a customer portal.
BCM and the designated entities alike face constraints with the current system, as summarized below. A detailed list
of these challenges can be found in Section 11.B.1.1 Current Business Process Challenges.

Replacing the Collateral Administration Program system positions the Department to effectively improve outcomes,
reduce long term costs, and better serve customers by addressing the following critical business needs:

e Streamlining and Automation of Administrative Tasks and Manual Processes: Due to system
limitations, BCM staff routinely support administrative tasks and manual processes to meet business and
customer needs that could be more efficiently handled by modern technology. As an example, the system’s
inability to support the data analysis and manipulation necessary to meet BCM’s monthly, quarterly, and
annual cash management reporting processes, which actively manages approximately $6 billion, requires
staff to manually conduct data exports, manipulation, and analyses within Microsoft Excel (Excel)
documents outside of the system. Upon completion, reports are individually uploaded or manually keyed
into the system and mailed or emailed to the proper recipient. As with any nuanced manual process, the
possibility for human error increases. Automation would reduce the need for manual data entry and
repetitive manual tasks, and minimize the chances of data entry mistakes, calculation errors, and other
inaccuracies that can be costly and time-consuming to correct.

e Mitigating Risks and Issues Posed by an Outdated System: The current system configuration and lack
of source code for some critical components make system maintenance and enhancement difficult. An
aging system, limited in its ability to support or implement enhancements, is increasingly vulnerable to the
security threats and attacks common today. Further, the inability to integrate with external systems and the
subsequent need to manually upload business-critical data increases the risk of errors and time required for
reconciliation, which reduces staff time available for other value-added tasks. Other limitations include the
inability to make group selections or deselections, implement workflows and predictive analytics or
decision-tree type logic, or upload documentation to the desired location.

e Enhanced Customer Experience: The BCM serves many valuable customers, including, but not limited
to, public depositors, qualified public depositories, collateral custodians, insurance companies, and trust

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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businesses. BCM serves multiple state agencies and offices as well, including the Florida Office of
Insurance Regulation, Florida Office of Financial Regulation, Florida Department of Transportation,
Florida Lottery, and more. The BCM takes pride in maintaining and continuously improving upon a
synergetic environment for their customers, ensuring the effective management of risk, customer access to
data, clear communication, open collaboration, and customer satisfaction. Through stakeholder interviews
and surveys, the designated entities shared their experience with the system’s shortcomings. Namely,
BCM’s customers shared dissatisfaction with the manual nature of corresponding with and submitting
reports to the BCM and expressed a clear desire for a customer portal offering greater insights into
available data and opportunities automating business processes.

¢ Reducing Manual Requirements: Customers expressed dissatisfaction with the reporting process, which
currently requires them to submit their data and any related documentation via email through document-
based forms. In some instances, customers must send and receive hard-copy documentation through the
mail. Some customers must download, print, and reupload documentation with wet signatures due to the
lack of document signing functionality.

o Implementing a User-Friendly Portal: Customers have poor, if any, visibility into the data BCM has
available. In most instances, customers must send email requests for any information they would like to
receive. While the current system offers a customer-facing portal functionality, low user adoption can be
attributed to an archaic interface, a history of compatibility and access issues, and a lack of overall
awareness and understanding of the function. When surveyed, an average of 83% of customers expressed
interest in a portal with self-service tools to pull relevant data, and 88% of customers expressed interest in
automated processes such as notifications and reports. Further, they have specifically requested a portal to
enhance security, reduce manual submission processes, initiate requests, and virtually sign and submit
required documentation.

A clear and high-value opportunity exists to better serve the BCM’s customers with a reduction in manual
processes, improved customer experience, and streamlined access to data — ultimately furthering a
synergetic environment, ensuring the effective management of risk, customer access to data, clear
communication, open collaboration, and customer satisfaction.

2. Business Objectives

NOTE: For IT projects with total cost in excess of $10 million, the business objectives
described in this section must be consistent with existing or proposed substantive policy
required in s. 216.023(4)(a)10, F.S.

The Department manages the financial responsibilities of the State of Florida, regulating the state's banking,
securities, insurance, and funeral and cemetery businesses, and serving consumers who need assistance or
information related to these businesses. The Department keeps track of all money coming into and going out of the
Florida state government and helps to reduce the loss of life and property due to fires.

The Long-Range Program Plan (LRPP) submitted by the Department in September 2023 for fiscal years 2024-25
through 2028-29 outlines the goals, objectives, and outcomes needed to fulfill its mission. As part of this mission,
the Department is responsible for safeguarding the integrity of the transactions entrusted to DFS, delivering value to
the citizens by continually improving the efficiency and cost effectiveness of internal management processes, and
regularly validating the value equation with its customers. As documented within the LRPP, the Treasury is
committed to strengthening and safeguarding the integrity of the state’s investments and fund management programs
through increased use of technology, data sharing, advanced data analytics, and standardized business processes.

Informed by the LRPP, Figure 1: DFS Business Objectives and Collateral Administration Opportunity
Linkages outlines opportunities for the Department to meet and exceed their current business objectives with the
replacement of the CAP. The proposed opportunities are aligned to the Department’s mission statement and goals.
Each goal is further supported by opportunities to meet and exceed related objectives and supporting outcomes.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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DFS Business Objectives and Collateral Administration Opportunity Linkages

LRPP Description Proposed Opportunity

Category

Mission Safeguard the integrity of the Currently, many processes within the existing CAP require
Statement transactions entrusted to DFS. | staff to manually manipulate data outside of the system in

Excel spreadsheets. For example, creation of interest payout
transactions to trigger the generation of warrants in the
statewide accounting system are manually created in an Excel
workbook and transmitted to another division within DFS.

Opportunity exists to integrate collateral administration
processes and implement workflows and data exchanges to
reduce risk and speed processing of these transactions.

Deliver value to the citizens by | Currently, a very small team of dedicated professionals process

continually improving the thousands of individual transactions and conduct reconciliation
efficiency and cost and reporting activities using a variety of manual processes.
effectiveness of internal While the team does an outstanding job of meeting
management processes. performance standards, customers would value additional

efficiency in turnaround times for requests. 2

Opportunity exists to reduce the administrative burden placed
on staff by manual, multi-step off-system processes, freeing
them to provide enhanced customer service and additional
proactive analysis of accounts.

Regularly validate the value Currently, customers do not have access to, or do not utilize

equation with its customers. external facing components of the existing system due to lack
of functionality, outdated technology, or lack of awareness of
benefits.

Opportunity exists to enhance the customer experience by
implementing modern self-service features, providing
functionality that increases value for the customer, and
implementing messaging and support to customers to increase
their understanding and adoption of the new system. This could
include the capability to regularly collect customer feedback on
their interactions with the BCM.

Goals Combat fraud, abusive While the BCM does not currently have objectives and
practices, and excessive outcomes directly tied to this goal, system improvements can
regulation. improve overall outcomes for the Bureau. Currently, controls

on authenticating authorized signers are limited, meaning that
there is concern about the potential to process transactions or
release cash to an unauthorized person within an authorized
entity.

Opportunity exists to strengthen controls around transaction
processing and actions such as the deposit and subsequent,
release of collateral or cash by requiring individual user

2 As an example, BCM currently has a target of processing customer transaction requests within 3 business days,
which is currently being met. With automation and process improvements, this measure could be modified to
reduce transaction approval and processing times.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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DFS Business Objectives and Collateral Administration Opportunity Linkages

LRPP Description Proposed Opportunity
Category

accounts, implementing digital signatures, and adopting other
industry-accepted means of authenticating users and managing
their authority to transact certain types of business on behalf of
their organizations.

Related Objective: Effectively Manage Requlatory Activities

Currently, BCM staff must manually notify regulated entities
of violations of requirements, such as timely monthly or annual
reporting, or of collateral pledges dropping below required
amounts.

Opportunity exists to reduce the number of violations by
building rules-based and predictive analysis and notification
capabilities into the system, given regulated entities early
warning of potential violations.

There are also opportunities to reduce the regulatory burden on
entities interacting with the BCM by improving the system to
allow more business-to-business interactions and data
exchanges, reducing the necessity for those entities to complete
and manually transmit forms, with additional efficiencies
gained by rules-based validation, and reduction of manual data
entry by BCM staff.

Foster open government Related Objective: Responsibly Steward Taxpayer’s Funds

g::::%uugnk'laftl)?l?ycfr: d Supporting LRPP Outcome 2-3-1: % of Collateral
y Administrative Program Transactions Completed within Three
transparency. -
Business Days

Currently, many of the Bureau’s processes are manual and
depend on manipulation of data outside of the system via a
series of Excel workbooks. The Bureau processes 97% of its
transactions within three business days, and is consistently
meeting this target; however, automation may increase
timeliness and could even lead to a reduction in the number of
days to process transactions.

Opportunity exists to reduce the reliance on manual processes
to reconcile and research activities by both individual account
and across the program. Providing tools within a system for
identification of errors and other problems speeds the process
to identify and correct problems and increases accuracy of
reporting and management of assets entrusted to the Bureau.

Related Objective: Responsibly Steward Taxpayer’s Funds

Supporting LRPP Outcome 2-3-3: Percentage of Analyses of
the Qualified Public Depositories Analyses Completed within
90 Days of the Start of the Analysis Cycle.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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DFS Business Objectives and Collateral Administration Opportunity Linkages

LRPP Description Proposed Opportunity
Category

Currently, the Bureau meets the standard to complete this
process within 90 days.

Opportunity exists to enhance this process to reduce the
manual workload on staff and to reduce manual keying of data
from customer reports to reduce risk of errors and rework. This
frees staff to provide more direct customer support.

Further, an updated system presents the opportunity to, through
increased efficiency, conduct additional financial analyses of
financial institutions and to monitor data more actively with the
goal of subsequently reducing risk to public depositors.

Related Objective: Promote Transparency Through
Technology

Currently, customers must manually request reports from the
BCM via email or other similar means to validate their
collateral position, to support audits, or for other business
purposes.

Opportunity exists to utilize technology to support real-time
online views into customer accounts, and to allow them to pull
data and reports on demand, without BCM intervention.

Promote a customer-focused While BCM does not currently have objectives and measures
culture and strengthen directly tied to this goal, system improvements can improve
efficiency. overall outcomes for the Department.

Related Objective: Enhance Customer Experience

Currently, customer-facing functionality is limited, and is not
available for all business types that interact with the BCM.
Customers have expressed a willingness to utilize a portal to
transact business with the BCM if it provides functionality that
makes their interactions more efficient.

Opportunity exists to implement customer-facing functionality
across business types allowing customers to maintain contact
information, upload or import required data and information,
submit proposed collateral transactions, pull data for audits,

run their own reports, access uploaded documents, and conduct
other business that currently requires a phone call, regular mail,
or email.

Further, a modernized system presents the opportunity to
minimize human error in currently manual processes and
conduct greater levels of data review and monitoring, reducing
risk to customers such as public depositors.

Figure 1: DFS Business Objectives and Collateral Administration Opportunity Linkages
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B. Baseline Analysis

Purpose: To establish a basis for understanding the business processes, stakeholder groups, and current
technologies that will be affected by the project and the level of business transformation that will be required for
the project to be successful.

1. Current Business Process(es)

NOTE: If an agency has completed a workflow analysis, include through file insertion or
attachment the analyses documentation developed and completed by the agency.

The proposed project modernizes the current Collateral Administration Program (CAP) system. The current solution
is used to manage the entire lifecycle of collateral accounts for regulated entities and state agency escrow accounts
managed by the BCM, from account creation, through account closeout. This is accomplished through seven
business functions related to collateral administration. Figure 2: DFS Collateral Administration Business
Processes below describes the high-level business processes associated with these seven major business functions.

DFS Collateral Administration Business Processes

Business Function Description

Program Administration ¢ Creation and maintenance of accounts for qualified public depositories
(QPDs) and public depositors.

e Monthly and annual reporting from financial institutions and
governmental entities.

e Financial analysis of financial institutions.

e Management of claims in the event of QPD failure.

Collateral Administration e Management of collateral transactions.

e Management and maintenance of collateral inventory including market
valuation of securities.

e Lottery account creation and management.

¢ Reconciliation of collateral between the Bureau’s records and custodial
bank records.

Cash Management e Cash account connection between Florida Planning, Accounting, and
Ledger Management (PALM) and the CAP system.

e Deposit and investment of incoming cash.

e Reporting of cash managed by the Bureau.

Apportionment of interest to cash accounts in PALM and accounted for

in CAP.

Quarterly payout of interest via state warrant.

Generation of quarterly cash account statements.

Reconciliation of CAP cash accounts with PALM sub-funds.

Disinvestment and withdrawal of cash accounts from PALM and

accounting of transactions in CAP.

e Closure of cash accounts in CAP.

Insurance Entity Administration ¢ Creation and management of insurance entity accounts including the
minimum deposit requirement as set by the Florida Office of Insurance
Regulation.

e Maintenance of account data for insurance entities.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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DFS Collateral Administration Business Processes

Business Function Description

Trust Business Administration e Creation and management of trust business accounts including the
minimum collateral requirement as determined by the Florida Office of
Financial Regulation and associated statute.

e Maintenance of account data for trust businesses.

e Receipt and processing of inbound required reports.

Escrow Administration e Creation and management of escrow accounts for state agencies as
permitted by s. 17.59, Florida Statutes.

e Maintenance of account data for escrow accounts.

e Receipt and processing of inbound and outbound reports for escrow
accounts.

External Collateral e Current customer-facing portal with limited features.

Administration Program (eCAP) e Upload of files and required reports from custodians, qualified public
depositories, and trust businesses.

o Self-service capability to manage customer contacts.

o View-only access for customers to view account data.

Figure 2: DFS Collateral Administration Business Processes

1.1 Current Business Process Challenges

As summarized in Figure 2: DFS Collateral Administration Business Processes above, the Bureau has numerous
business processes across multiple entity types reliant on the current system. The current system is augmented by
multiple, manual processes. Figure 3: DFS Collateral Administration Business Process Challenges below
presents the primary challenges associated with the seven major business functions.

DFS Collateral Administration Business Process Challenges

Business Function Challenges

Program Administration e Manual data entry from inbound reports received via email.

o Lack of workflow for designation application or reapplication.

e Lack of interfaces with external financial ranking data sources used for
financial analysis of collateral accounts.

e Lack of system-generated notifications requires BCM to manually notify
entities of exceptions.

Collateral Administration e Limited ability for customers to upload documents and forms to trigger
requests or provide mandatory reports.

o Lack of automation of pricing or reconciliation discrepancy identification

due to volume.

Lack of interfaces and data exchanges with Custodians.

No automated natifications for upcoming maturity dates.

No integration with PALM.

Need for better authentication of parties requesting release of cash.

Need for integration with external data providers such as Bloomberg.

Workflow and approvals occur outside of the system with statuses and

associated date stamps not being recorded in the system.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
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DFS Collateral Administration Business Process Challenges

Business Function

Challenges

Cash Management

e Reporting and reconciliation of cash receipts and balances are highly
manual processes.

e Ad hoc reports cannot be built in the current system.

e Interest payout is a manual process requiring data to be manipulated in
multiple spreadsheets.

e No direct integration with PALM for payments, payment “files” must be
manually created and sent via email to financial services team.

Insurance Entity
Administration

e Online submission of forms and data is limited.

e The application process could be improved by allowing online submission
of forms and documentation.

o Entities need extra support to successfully navigate the application process.
A built-in decision matrix is needed to guide the applicant through the
process, and in determining the type of collateral to be pledged.

o Lack of workflow to better control data changes requested by entities,
including name changes, and changes to authorized signers.

e Inability to electronically submit deposit requirement transactions slows the
process and adds complexity.

e The inability for customers to pull reports and data on demand to support
processes such as third-party audit impacts customer service and
satisfaction.

Trust Entity
Administration

e Online submission of forms and data is limited, hindering the application
and other processes relying on customer supplied data and documents.

o Capital stock value verification is a manual process and could be enhanced
with online forms and data integrations.

e The application process is complex, and entities need extra support to
successfully navigate the application process. A built-in decision matrix is
needed to guide the applicant through the process, and in determining the
type of collateral to be pledged.

o Lack of workflow to better control data changes requested by entities,
including name changes, and changes to authorized signers

o |nability to electronically submit collateral transactions slows the process
and adds complexity.

e The inability for customers to pull reports and data on demand to support
processes such as third-party audit impacts customer service and
satisfaction.

¢ Notification of annual reporting deadlines and the need for annual
validation of contacts is a manual process that could be automated in the
system and effected through a customer portal.

Escrow Administration

e The system does not enforce naming formats as required by PALM
accounting system. This is currently a manual process which could be
improved if business rules are implemented in the system to ensure
standardization of account identifiers.

e Online submission of forms and data is limited. The account creation
process could be improved by allowing online submission of forms and
documentation.

o  Workflow is needed for routing of agreements for approval to speed the
account creation process.
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DFS Collateral Administration Business Process Challenges

Business Function Challenges

e The inability for customers to pull reports and data on demand to support
processes such as third-party audit impacts customer service and
satisfaction.

e Many cycles of interaction to ensure completeness of documentation are
required in the account set-up process. Business rules are needed to enforce
completion of prerequisites before account activation.

e Electronic submission of deposit data would speed the process.

e There is no integration with the statewide accounting system (PALM),
leading to inefficiency in certain processes such as the areas of tracking of
expected inbound wires and journal transfers.

External Collateral e Current eCAP usership is limited to a few entity types.
Administration (eCAP) e User adoption is low due to limited functionality and limited browser
support.

e Data that is entered into eCAP? by an external user is not viewable by
Internal Collateral Administration Program (iCAP) users until it is
automatically imported (i.e., a totally back-end process). Functionality and
workflow are needed to provide users visibility to the data before it is
committed to the system.

e There is no support for electronic signatures, which limits
security/authentication controls on submitted forms and data.

e Users cannot pull documents they submitted, requiring manual intervention
by BCM staff to provide them with a copy of “as submitted and received”
documents.

e There is no push approach on regular reports needed by some customers,
leading to decreased efficiency and customer satisfaction. Customers could
benefit if they could set up requests to have certain reports/data sent to them
on a cadence they define.

e The current system does not automatically notify users of upcoming
deadlines and changing conditions on their accounts. Violations could be
reduced if this capability was added.

Figure 3: DFS Collateral Administration Business Process Challenges

3 eCap (external Collateral Administration Program) and iCAP (internal Collateral Administration Program) are the
customer facing and BCM-facing components of the existing CAP system, respectively.
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Strengths and Weaknesses

Based on a review of business operations, existing documentation, and stakeholder interviews, Figure 4: SWOT

Analysis below lists the DFS Strengths, Weaknesses, Opportunities, and Threats (SWOT) that were identified for
the Collateral Administration Program system replacement.

Existing solution and processes well
known by DFS employees and entities
who interact with the current solution.
The current system provides
comprehensive support for multiple
entity types and their associated account
types.

BCM business processes are stable and
have been effective in meeting
requirements and performance measures.
Business rules are well documented.

Dependent on manual processes, email
communications, and standalone
solutions, increasing the probability of
data errors.

Significant Department staff time
dedicated to manual data entry and
maintenance.

Difficult to customize existing system
to meet DFS’ business needs.

Source code for certain components is
not available, increasing risk and
complexity of maintenance and
enhancements.

Document management capabilities are
not aligned with the needs of the
business.

OPPORTUNITIES

Self-service portal allowing entities to
upload and maintain their own data and
access DFS data as needed.

Elimination of manual processes
requiring manipulation of data off-
system to reduce risk and errors/rework.
Workflow driven business rules allowing
automation to reduce manual driven
processes and increase department
transparency.

Tighter integration with the statewide
accounting system to decrease
processing time and enhance customer
service.

Automation of data feeds from external
sources to support system-driven
notification of concerns that need to be
addressed before they become violations.

THREATS

Older technology with increased
vulnerability to modern security threats
Resources to maintain the system will
be more expensive and harder to find in
the future.

Errors can be introduced due to the
number of manual steps requiring
multiple reconciliation steps.

Customer satisfaction with and
adoption of external components is low.

Figure 4: SWOT Analysis

i
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2. Assumptions and Constraints

The following assumptions and constraints were considered as options were identified, analyzed and a proposed
solution approach selected. Other assumptions and constraints may be identified as the project moves forward.

Assumptions

Assumptions are statements about the project, or its environment taken to be true and, accordingly, are factored into
the Department’s plans and analysis for the proposed project.

The Department desires to increase process effectiveness, reduce manual steps that rely on the use of ad
hoc tools and processes.

The Department will have a governance structure in place to address project risks and issues.

The project will be adequately funded to meet the scope of the project.

The project will be adequately funded to support the activities related to facilitate adoption of a new system
and remove dependency of the older environment.

The project team will be adequately staffed to accomplish the project’s deliverables, milestones, and
infrastructure, manage user involvement, produce necessary project planning documents, project status
reporting and complete other project management tasks.

Any gains in operational efficiency that the Department realizes through these efforts will be used to
allocate additional resources to value-added activities, including enhanced customer service and decreasing
transaction processing times.

Labor rates for contracted staff align with the appropriate State Term Contracts for management consulting,
IT State Term Contracts related to services, software, and hardware.

Changes discovered after approval of detailed business requirements during the project implementation
may carry extra costs. For this reason, the cost benefit analysis assumes a percentage of additional costs.
Changes discovered after approval of detailed business requirements during the project implementation
may require the project timeline to be extended.

Additional elaboration of requirements will be needed prior to the implementation phase of the project.
The solution is capable of integrating with other systems (Florida PALM and FLAIR, and others such as
external securities pricing platforms). Related data and businesses will need to be considered as additional
integrations needs are identified.

Constraints

Constraints are identified factors limiting the project management team’s options and affecting the progress or
success of the proposed project.

Integration with the Florida PALM solution depends upon the Florida PALM go-live date and the OIT’s
availability to prioritize connectivity.

Project funding is appropriated annually and may be subject to periodic releases throughout the year,
depending upon suitable schedule and cost performance.

Approval by either the Executive Office of the Governor (EOG) in consultation with the Legislature, or the
Legislative Budget Commission (LBC) may be required before any appropriated funds are made available
to the Department.

The project depends on the continual availability of appropriated funds.

State and/or federal statutory changes, changes in administrative rules, and DFS policy changes may affect
the project including cost and schedule.

The Department staff’s availability to support the project may be limited by internal resource constraints or
other Department priorities.

External stakeholder and customer participation in the project may be limited as most stakeholders are from
private entities that use BCM's collateral management services. A representative sample will be included,
where feasible.
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C. Proposed Business Process Requirements

Purpose: To establish a basis for understanding what business process requirements the proposed solution must
meet in order to select an appropriate solution for the project.

1. Proposed Business Process Requirements

Interviews with key BCM stakeholders elicited many business requirements for the new solution, a majority of
which involved multiple business functions (see Section 11.B.1. Current Business Processes for a comprehensive
view of the seven business functions). Figure 5: Proposed Business Requirements below presents Representative
Requirements organized into six Requirement Types. Requirement Types assist in categorizing the many business
requirements captured, while using Representative Requirements aids in communicating the top-level abilities
needed in a future solution. A comprehensive listing of all Business Requirements and the Business Functions they
align to can be found in the Appendix 2-DFS-CAP-Requirements-Matrix.

Proposed Business Process Requirements

Requirement Description Representative Requirements

Type

Notification and | Requirements relatedto | ¢  Automate customer notifications and reminders based on

Communication | sending and receiving of account type, collateral type, and related statutory reporting
notifications between requirements.
customers and both e Receive internal notifications, generated by the customer
internal and external through the online portal, regarding items such as an incoming
stakeholders. wire, a completed application, or data request.

¢ Communicate with customers and both internal and external
stakeholders, providing and gathering critical reports and other

information.
Document Requirements related to | e Seamless upload functionality for customers and BCM staff for
Management the ability to manage documents.
documentation withina | e Include a review and approval workflow where necessary.
repository. e Implement an electronic signature tool.
e  Store templates.
e Print data fields into a state-approved form.
o Download, redact, and/or edit certain documentation.
e  Store metadata related to document upload and edits.
e Upload and edit documents.
¢ Index and archive documents.
Online Portal Requirements related to | e  Potential customers can request an account and complete the
providing an efficient account set-up process virtually.
and effective online self- | «  Update certain account information, triggering an account hold
service portal for and review and approval workflow where necessary.
customers. e  Customers can upload required reports.
e Review account information, including previously submitted
reports.
e Automatically generate reports and request ad-hoc reports as
needed.
System Requirements relatedto | e Ability to create and maintain accounts.
Functionality implementing specific e Transfer collateral, contacts, and agreements from a deceased
functionality. entity to a surviving entity in the event of a merger.

e Maintain historical data and associations to a deceased entity
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Proposed Business Process Requirements

Requirement Description Representative Requirements

Type

in the event of a merger.

Provides functionality to group related accounts.

Implements standardized account identifiers.

Is capable of interfacing with external systems, such as FedFis,
IDC, and Bloomberg.*

Is capable of interfacing with PALM.

Is capable of interfacing with customer systems.

Analyze and manipulate data and generate canned and ad-hoc
reports.

Validate and reconcile data, identifying and recommending
resolutions to discrepancies in collateral description
information.

Reporting

Requirements related to
supporting the Bureau’s
recurring and ad-hoc
reporting needs.

Build specific recurring reports, allow for ad-hoc reporting, as
well as the configuration of new reports, such as:

o0 Periodic report capturing data necessary for accounts to
issue interest payments to regulated entities that have a
“paid out” payment instruction.

o0 Performance and compliance management reports,
pulling the date a report was submitted and the date it
was reviewed by BCM.

o0 Report of all accounts associated with a failed QPD.

0 Canned reports on the customer portal, as well as
generate certain ad-hoc reports.

Produce and download reports in specified formats.
Authorized customers, both internal and external stakeholders,
(i.e., Auditors and Custodians) can pull necessary reports
through the customer portal.

Business
Processes

Requirements related to
creating, editing, and
managing business rules
within the system.

Require certain fields based on data in related fields.
Generate recommended or auto-filled fields based on data in
related fields.

Edit, update, or create business rules due to changes in statute
or legislative direction.

Workflow
Management

Requirements related to
creating, editing, and
managing workflows
within the system.

Implement workflows with necessary approvals.

Edit and update workflows and related functionalities to
support changing or updated legislation and business needs.
Implement workflows triggered by, and requiring input from,
both internal and external stakeholders.

Figure 5: Proposed Business Requirements

4 FedFis, IDC Financial Publishing, and Bloomberg are sources of financial data BCM uses to conduct financial

analysis of entities with collateral requirements.
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2. Business Solution Alternatives

To address the business, functional, and technical requirements outlined in Section I1.C.1 and Section I1.D of this
document, the Department assessed numerous alternatives to the current system. The Department conducted a
Market Scan, including gathering and assessing research from Forrester, Gartner, and the Government Finance
Officers Association (GFAO). The Department supplemented this research with six information gathering sessions,
interviewing two Collateral Administration Units in similar states and four system vendors. With collateral
administration functionality most commonly existing as a small part of a larger enterprise-wide system solutions,
procuring an off-the-shelf collateral administration solution is improbable at this time due to cost of development,
implementation, and maintenance in comparison to business value. However, leveraging thorough research and an
understanding of the technology market, two viable alternatives were crafted. Both alternatives have the ability to
provide a more efficient, forward-thinking Business and IT result that will satisfy and exceed both regulatory and
BCM requirements and drive value to the State and its customers. As with any alternative, they both present unique
advantages.

Alternative 1: Solution as a Service

A Solution as a Service (SolaaS) approach packages multiple tools and components to achieve the functionality
needed. With this alternative, the Department will achieve the desired future state by combining a Case Management
Tool and a Collateral Inventory Tool with several components of the typical SolaaS approach, as described below.

e A Case Management Tool increases efficiency and accuracy while decreasing turn-around time of workflow
items. Such a tool reduces the resource hours allocated to multiple business processes and increases
transparency with tracked workflows, metrics, reporting, and user driven dashboards. Further, a Case
Management Tool can also offer a user portal, notifications and messaging, conditional logic, and customized
and scheduled queries.

e A Collateral Inventory Management Tool provides accurate and reliable market valuation and eligibility
compliance verification processes, intuitive and user-friendly reporting and dashboarding, integrated
communication with third party partners, and a support team that can scale to handle volume increases.

e Inaddition, a SolaaS offering incorporates the following three components: Infrastructure as a Service (1aaS),
Platform as a Service (PaaS), and Software as a Service (SaaS). Within these components, the provider
supplies the Department with computing devices and/or hardware as needed, systems required to support the
solution, the overall platform needed, and the software to run it, respectively. This approach offers the
Department a comprehensive solution requiring minimal Department resources over the lifespan of the system.

Alternative 2: Custom Build

With this alternative, the Department will engage a vendor to develop a customized solution to replace the current
system. The solution will be designed and constructed in a tailored fashion to meet the BCM’s specific needs, with
their specific requirements driving the customization process. Further, this solution presents an opportunity to
creatively reimagine current ways of working. Within this alternative, it is recommended that the Department
engage a vendor experienced with this type of system and public sector environments to support its achievement of
goals and objectives of the project.

3. Rationale for Selection
To properly evaluate the solutions available to the Department, the following scoring criteria were identified:

e Strategic Alignment: Strategic alignment to the Department’s mission, strategic objectives, and priorities,
including the solution’s ability to combat fraud and abuse, foster open government, promote a customer-
focused culture and strengthen efficiency, responsibly steward taxpayer’s funds, and promote transparency
through technology.

e  Customer Experience: Value provided to the Bureau’s customers, including enhanced customer
experience, provision of timely service, promoted user adoption, and reduced administrative burden.

¢ Risk Mitigation: Ability to mitigate financial, data and benefit realization risk, as well as statutory
compliance, throughout implementation and service delivery.

e Modern Solution: The extent to which the system allows for data security and privacy, data sharing and
integration, flexibility and customization, streamlined support and maintenance, and the scalability
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necessary to support future demand.

Business Alignment: Support of current and future business processes, outcomes, and reporting
requirements, subsequently improving Bureau resource capacity.

Cost Benefit: A positive financial cost and total benefits tradeoff, assessing one-time and ongoing
operating costs, financial metrics such as Return on Investment (ROI) and Net Present Value (NPV), and
both tangible and intangible benefits.

Establishing a minimum set of capabilities is critical to verify all options are compared to a common standard. A
common base will allow option costs, timelines, and capabilities to be compared in a consistent manner. Each of the
evaluation criteria are scored based upon specific factors that would contribute to the success and benefit realization
of the CAP system replacement. Additionally, each of the six criteria are weighted based on overall strategic
importance to the potential project and the Department. Descriptions of the evaluation criteria used for analysis of
the options and their weightings are listed below in Figure 6: Evaluation Criteria Description.

Evaluation Criteria Description

#

Criteria

Weight

Description

Strategic Alignment

15%

e Combat Fraud and Abuse: The solution will provide stronger
authentication of external users authorized to transact business with
the BCM.

e Foster Open Government: The solution will increase accuracy of
data and will increase access to information for customers and the
public.

e Promote Customer-Focused Culture and Strengthen Efficiency:
The solution will provide functionality to better meet customer
needs while protecting the statutory responsibilities of BCM. It will
reduce the time spent responding to manual requests from
customers, allowing BCM staff to increase their proactive stance in
managing financial risk.

o Responsibly Steward Taxpayer's Funds: The solution will ensure
that program transactions are processed within three days and will
support the BCM’s ability to complete financial analyses within
required timeframes.

e Promote Transparency through Technology: The solution will
provide secure access to data and information with minimal manual
intervention, that would lead to improved decision-making,
increased accountability, and better governance.

Customer Experience

10%

e Enhance Customer Experience: The solution will provide a
modern, more efficient experience for customers.

e Provide Timely Service: The solution will increase the Bureau's
ability to process transactions and respond to customer requests
faster.

e Promote Increased User Adoption: The solution will increase
user adoption by providing a more seamless user experience and
more value through greater access to data and reports.

¢ Reduce Administrative Burden: The solution will reduce
administrative burden on customers through streamlined
interactions with BCM.

Risk Mitigation

20%

e Financial Risk: The solution will support BCM's efforts to reduce
financial risks to governmental entities.

e Data Risk: The solution will mitigate BCM’s risks related to data
integrity and manual manipulation of data.
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Evaluation Criteria Description

# | Criteria Weight | Description

e Implementation Risk: The solution will mitigate BCM’s risk
related to the success of project implementation.

o Benefit Realization Risk: The solution will mitigate BCM’s risk
related to the realization of expected benefits.

e Statutory Compliance: The solution will meet mandated state
project management, technology, and security standards.

4 | Modern Solution 20% e Data Security and Privacy: The solution allows the state to
adequately store, protect, and access sensitive information.

e Data Sharing: The solution provides industry standard interface
methodologies.

o Flexibility: The solution offers the scalability and flexibility
necessary to leverage and extend it to support BCM’s needs.

e Customization Needs: The solution requires minimal
customization to meet BCM’s requirements.

e Integration: The solution will enable BCM to integrate with other
internal and external systems in a cost-effective manner.

e Maintenance Effort: The solution is easy to maintain and support.

e Reduce Manual System Processes: The solution will reduce the
need for manual system processes such as creating spreadsheets to
create payment transactions.

e Future Demand: The solution offers the stability and scalability
necessary to support future demand.

5 | Business Alignment 25% e Current Business Process: The solution supports BCM’s current
business processes without requiring workarounds or extensive
staff training.

e Future Business Process: The solution supports business process
re-engineering and streamlining to enable BCM to run its
operations more effectively and efficiently.

e Business Outcomes: The solution will support the achievement of
key BCM business outcomes.

e Reporting: The solution will provide reporting and analytics
capabilities to increase BCM's ability to share vital information
with interested parties and effectively manage risk through the
analysis of financial data.

e Resource Capacity: The solution will free-up resource capacity so
that it can be applied to more value-add activities.

6 | Cost Benefit 10% e  One-time Project Costs: The solution has a manageable project
cost for implementation and other one-time components.

e Ongoing Operational Costs: The solution's ongoing operational
costs are within acceptable ranges and feasible for the Department.

e Financial Metrics: The solution has acceptable ROI, NPV, and
adequate payback period.

e Tangible Benefits: The solution produces tangible benefits for
stakeholders.

e Intangible Benefits: The solution produces intangible benefits for
stakeholders.
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Figure 6: Evaluation Criteria Description

Figure 7: Evaluation Criteria Scoring Scale outlines the low-medium-high scale used to score each evaluation
criteria.

Evaluation Criteria Scoring Scale

Score Explanation Numeric Value
Low The alternative minimally addresses the criteria. 1.0
Medium The alternative moderately addresses the criteria. 2.0
High The alternative highly addresses the criteria. 3.0

Figure 7: Evaluation Criteria Scoring Scale

Assigned weights were applied to each of the raw evaluation criterion scores, then the results were added together to
determine a final, overall score for each alternative. The summary results of the scoring are shown below in Figure
8: Scores by Alternative.

Alternative 1 Alternative 2

Criteria Wit. Score Total Score Total
1. Strategic Alignment 15% High 0.39 Medium 0.30
2. Customer Experience 10% High 0.28 Medium 0.20
3. Risk Mitigation 20% Medium 0.48 Medium 0.44
4. Modern Solution 20% High 0.53 Medium 0.43
5. Business Alignment 25% High 0.70 Medium 0.50
6. Cost Benefit 10% Medium 0.20 Low 0.14
Total Weighted Score 100% 2.57 2.01

Figure 8: Scores by Alternative

4., Recommended Business Solution

NOTE: For IT projects with total cost in excess of $10 million, the project scope described
in this section must be consistent with existing or proposed substantive policy required in s.
216.023(4) (a) 10, F.S.

4.1 Recommended Solution

The results of this feasibility study show that Alternative 1: Solution as a Service (SolaaS) represents more closely
aligned and beneficial option. Alternative 1 allows BCM to meet its operational mission, goals, and objectives while
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satisfying necessary regulations and requirements by bringing together a Case Management System and Collateral
Inventory Management System. An overview of these tools and components, as well as their alignment to BCM’s
needs and subsequent benefits to the Department, is described below.

The Solution as a Service incorporates Software as a Service (SaaS) to drive value and provide unique advantages
to BCM. Software as a Service (SaaS) is a subscription-driven software licensing-based model that is typically
hosted by an external party. This allows users or applications and supporting processes to access programs without
installing software locally. There are many functions needed by BCM that can be supported in this solution which
includes the Case Management System and Collateral Inventory Management System.

A Case Management System will bring structure and automation to many highly manual processes. Such
automation will not only decrease labor time currently associated with business functions, but it will increase
accuracy and turnaround time for both customer requests and regulatory requirements. The Case Management
System enables BCM to manage communications via notifications to minimize manual notices and responses to
stakeholders. This solution offers the ability to launch a robust customer-facing portal and supplies both BCM and
its customers with intricate reporting and dashboard functions, including customized queries and reports that can be
devised on an ad hoc or routine basis. A Case Management System supports aspects of BCM’s document
management need, supporting the ability to upload documentation and allowing the creation of digital forms with
customizable data elements, search functionality, and dynamic text boxes.

Incorporated into Alternative 1: Solution as a Service is a Collateral Inventory Management System. Like the
Case Management System, this system brings automation and accuracy to highly manual processes. This system
provides an intuitive and user-friendly reporting and dashboarding tool capturing BCM’s data, performing required
calculations, and providing reliable and accurately reconciled data, affording BCM the ability to make proactive,
complex decisions. This system would support all Collateral instruments required for BCM. It enables scheduled,
consistent, and periodic attestation of the values held in collateral accounts and can provide a suggested and
customizable data dashboard with reporting tools. In addition, a Collateral Inventory Management Solution is
equipped to act as an extension of BCM by providing resources, solutions, and answers to BCM’s questions and
trigger communications to third party partners based on data findings and thresholds. Such a solution also offers
technical support team that can scale to handle volume increases.

Some of the benefits of Alternative 1: Solution as a Service (SolaaS) include:

o Workflow Management: Alternative 1 provides BCM with an opportunity to meet current and future
business process requirements through custom workflow management, reducing processing time human
intervention and increasing efficiency and accuracy. Workflows include application submission and review,
data changes and relates approval, and the routing of important documents and decisions.

e Increased Automation: Alternative 1 brings process and reporting automation, reducing currently manual
and time-consuming processes, and increasing efficiency. The solution also offers automated system-
generated notifications, increasing awareness of upcoming deadlines and improving compliance.

e Enhanced Security: Alternative 1 reduces security risk by implementing a more robust risk management
capability and offering a strengthened authentication of parties requesting release of cash.

e Data Integrations: Alternative 1 enables BCM to receive and provide up-to-date data by implementing
integration points and data exchanges sources such as financial data service provides and the statewide
accounting system, increasing accuracy and speed and reducing the currently manual and time-consuming
processes.

e Improved Customer Service: Alternative 1 allows for improved customer service, meeting and exceeding
the customers’ process improvement requests. The solution allows customers to submit information,
kickstart processes, and receive data and reports through a robust and user-friendly online portal. Further,
as requested by customers, this solution offers the ability to implement an online signature tool.

If the recommended solution is not funded, the following impacts will occur:

o Continued aging of the system, perpetuating inefficiencies in the ways BCM conducts business
including a lack of system integration and data exchanges.

o Increasing cost to recruit and retain resources equipped to maintain an outdated system based on
antiquated methodologies.

¢ Inability to efficiently and effectively update and/or fix the system to meet current and future needs, due
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to the lack of .dll source code, rigidity, and complexity of the system, and more.

o Continuation of highly manual and disproportionately time-consuming administrative processes,
subsequently diverting staff from higher value work, increasing the risk of data inaccuracy, and
preventing shorter turn-around-times.

o Increasing customer dissatisfaction, negatively impacting the positive customer environment prioritized
by BCM.

o Increasing risk of security breaches and exposure of data.

The Department will be best served by Alternative 1: Solution as a Service as it represents the best fit to the
Department’s goals, best value to the State, and best addresses both implementation risk and ongoing operational
risk.

The total cost estimate of implementing this proposed project is $3,693,630 as reflected below in Figure 9: Total
Cost Estimates.

FY?24-25 FY25-26 FY26-27 FY27-28 FY28-29 FY29-30 Total Costs ($)

Cost ($) $2,086,230 | $1,607,400 $3,693,630

Figure 9: Total Cost Estimates

Based on the analysis of the alternatives and the needs of the Department, it is recommended that the proposed
project be approved and authorized to proceed with the initiation of the project’s pre-implementation and
procurement activities, and that the required funding be requested by the Executive Office of the Governor and
approved by the Legislature.

4.2 Risks of Alternative 2: Custom Build

A custom build poses multiple risks to the Department in terms of time, resources, and cost, from initial
procurement and implementation to ongoing maintenance and enhancement for the lifecycle of the system. The risks
of Alternative 2 are summarized below.

o Higher vendor costs to design/build/test/deploy a custom solution with potentially complex interfaces to
external systems.

o Level of Department capacity, resources, and cost required to manage procurement and implementation and
oversee system maintenance and enhancements for the lifespan of the system.

e Extended timeline and delayed benefit realization associated with building a custom system.

e Aging of implemented technologies, resulting in current state limitations in the future.
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D. Functional and Technical Requirements
Purpose: To identify the functional and technical system requirements that must be met by the project.

Include through file insertion or attachment the functional and technical requirements analysis documentation
developed and completed by the agency.

The high-level functional and technical system requirements that must be met by the project to achieve the business
objectives are listed below in Figure 10: Functional and Technical Requirements. For an overview of the related
Business Requirements, please see Section 11.C.1. Proposed Business Requirements. For a complete listing of all
requirements gathered, please see Appendix 2-DFS-CAP-Requirements-Matrix.

These functional and technical requirements are fully met by Alternative 1: Solution as a Service, the highest
ranked alternative.

Proposed Functional and Technical Requirements

Requirement Description Requirements

Type

Compliance

Requirements related to
adhering to the State and
Federal regulations.

Ability to meet all compliance and regulatory standards related
to the use of e-documents, image and data archival, cyber
security requirements, the safeguard of data, images, etc.
Ability to adhere to Technical Requirements in Chapter 60GG,
F.A.C.

Ability to adhere to § 282, Fla. Stat. (20230). (i.e., § 282.206,
Fla. Stat. (2023), §282.318 Fla. Stat. (2023))

Ability to adhere to NIST SP 800-171.

Ability to utilize best practices within data center operations
and management, cloud computing storage, and overall
enterprise architecture.

Security

Requirements related to
the ability to provide
capabilities pertaining to
disaster recovery,
infrastructure, network,
storage, and data loss
prevention.

Ability to provide a native capability for identity management,
adhering to State of Florida standards.

Ability to provide a native capability for role-based alignment
of privileges at discretion of an account administrator role.
Ability to provide native data loss prevention including data
encryption methods between systems and interfaces (data in
transit) and within any data storage components (data at rest).
Ability to provide a native cloud security gateway capability
directly tying to the Department’s central logging and
monitoring system (i.e., SPLUNK).

Ability to provide native disaster recovery.

Ability to interface with external authentication systems (i.e.,
MFA, SSO).

Ability to perform Configuration Posture Management (Cloud
Based Solutions).

Ability to enable defined user entitlements, role-based views,
data segmentation of specific entities, and redaction of data
elements/images.

System

Requirements related to
the ability to support
integration, scale
incoming traffic, and

Ability to establish identical environments for Development,
Testing, and Production phases.

Ability to support integration with other systems (i.e., API,
REST, OAuth).
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Proposed Functional and Technical Requirements

Requirement Description Requirements

Type
providing multiple o Ability to meet storage fluctuation requirements including
environments. short term historical data load and ongoing data archival per

Department standards.

e Ability to provide a native capability to distribute/scale
incoming traffic (Load balancing) as required to maintain
availability and reliability of the functionality.

Functional Requirements relatedto | e Ability to automate notifications and reminders.
the ability to support e Ability to communicate with customers and both internal and
business-critical external stakeholders.
functions. e Ability to easily upload, download, edit, index, and archive
documents.

Ability to implement an electronic signature tool.

Ability to implement a robust customer portal.

Ability to analyze and manipulate data.

Ability to support third party integration via API, enabling

routine or ad hoc data ingestion.

e Ability to build specific recurring scheduled reports, allow for
ad-hoc reporting, and the configuration of new reports.

e Ability to edit, update, or create business rules due to changes
in statute or legislative direction.

e Ability to implement, edit, and update user defined workflows.

e Ability to electronically route documents and information

through robust workflow tools and processes.

Figure 10: Functional and Technical Requirements

III. Success Criteria

Purpose: To identify the critical results, both outputs and outcomes, that must be realized for the project to be
considered a success.

The success of the project will be based on several quantitative and qualitative factors. Each of these factors is in
alignment with the business objectives and proposed business process requirements, as well as the overall vision and
mission of the Department.

The major success criteria for the project, which must be realized for the Department to consider the proposed
project a success, are listed in Figure 11: Success Criteria.

SUCCESS CRITERIA TABLE

# | Description of Criteria ORI e E T 93 Who benefits? REEZEEIT
measured/assessed? Date
1 | The solution will provide | ¢  An increase of automated e BCM System
automation to manual processes, workflows, and Users
processes, including associated level of use. e Entities
reporting and document e Is capable of integration with FY2025/2026
external systems.
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SUCCESS CRITERIA TABLE

s L How will the Criteria be . Realization
# | Description of Criteria B A—— Who benefits? Date
management. Reduction of manual processes.
Increased stakeholder satisfaction.
2 | The solution will allow Ability to send/receive BCM System
stakeholders to interact communications through system Users
and receive information and associated level of use. Entities
(i.e., send requests, initiate Ability to implement reminders FY2025/2026
a process, and provide and notifications.
notifications) through the Increased stakeholder satisfaction.
system.
3 | The solution will enable Customer access to data is BCM System
customers to access and streamlined and automated. Users
submit data with minimal Customer ability to upload and Entities FY2025/2026
manual intervention. download data.
Increased customer satisfaction.
4 | The solution will meet the Solution supports current CAP BCM System
basic business functions business functions. Users
CAP currently supports as Increased stakeholder satisfaction. FY2025/2026
defined within the
requirements matrix.
5 | The solution will be easily Increased stakeholder satisfaction. BCM System
updated to support Increased ability to allow for Users FY2025/2026
changes in statutory or customization. Entities
legislative direction.
6 | The solution will reduce Increased controls pertaining to State of Florida
financial risk to the State authorization of individual users. Department of
and its Customers. Stakeholder satisfaction. Financial
Services FY2025/2026
Entities
Governmental
Depositors
Taxpayers

Figure 11: Success Criteria
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IV.

The purpose of this section is to describe and compare the costs and the expected benefits of the proposed collateral
administration solution. The Cost Benefit Analysis (CBA) forms presented in this section identify:

Schedule IV-B Benefits Realization and Cost Benefit Analysis

1. Estimated program costs.
2. Estimated program benefits, both tangible and intangible.
3. Fiscal metrics associated with implementing the program.

The recommended solution will enable substantial improvements in the Department's ability to operate the collateral
administration and public depository programs.

The solution benefits described in this analysis will be the result of aligning the Department's business processes
with technology best practices to maximize return on investment. Benefits will accrue as updated functionality is
implemented, in combination with targeted improvements in existing business processes. The expected benefits are
described in Figure 12: Benefits Realization Table.

A. Benefits Realization Table

Purpose: To calculate and declare the tangible benefits compared to the total investment of resources needed to
support the proposed IT project.

For each tangible benefit, identify the recipient of the benefit, how and when it is realized, how the realization
will be measured, and how the benefit will be measured to include estimates of tangible benefit amounts.

All benefits identified in collaboration with the Agency have been classified as intangible, as provided below.

BENEFITS REALIZATION TABLE

How is the
realization of the Realization
Who receives How is benefit benefit Date
Description of Benefit the benefit? realized? measured?
Eliminating manual o Entities e Implementing N/A Upon
creation of notifications (recipients of system-generated implementation.
to entities thus system- notifications to
improving process generated entities.
efficiency and notifications).
promoting timely e System users.
communication with
entities.
Reducing risk and o State of e Enhancing N/A Upon
enhancing security via Florida. authentication of implementation.
enhanced authentication parties requesting
and electronic signatures release of cash.
resulting in a decreased e Implementing
likelihood of releasing electronic
cash to the wrong party. signatures for
submitted forms
and data.
Reducing risk and e Governmental | e Implementinga | N/A Upon
enhancing security by depositors more robust risk implementation.
establishing better o Entities management
controls on requested (submitting capability
data changes, resulting in |  data change e Incorporating
reduced risk of loss to requests). workflow to
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BENEFITS REALIZATION TABLE

How is the
realization of the Realization
Who receives How is benefit benefit Date
Description of Benefit the benefit? realized? measured?
governmental depositors. | e State of establish better
Florida. controls on data

changes

requested by

entities

(including name

changes and

changes to

contacts and

authorized

signers).
Improving customer o Entities. e Providing access | N/A Upon
service and process e System users. to pre-defined implementation.
efficiency by allowing reports.
entities to pull pre- * Providing access
defined reports and data to data as needed
on demand to support to support
their internal needs, entities’ internal
including processes such needs.
as third-party audit.
Improving process e System users. e Incorporating N/A Upon
efficiency and workflow for implementation.
improving the user / routing of
customer experience by agreements for
virtue of a speedier approval.
account creation process.
Improving process o Entities. e Providing users N/A Upon
efficiency by providing | e System users. with the ability to implementation.
users with the ability to retrieve
retrieve submitted submitted
documents (presently, documents.
BCM staff provide users
with a copy of “as
submitted and received”
documents).
Improving process o Entities. e Implementing a N/A Upon

efficiency and user /
customer experience, as
well as data quality by
automating the
notification of annual
reporting deadlines and
annual validation of
contacts processes.

o System users.

customer portal
to support
automation of the
notification of
annual reporting
deadlines and
annual validation
of contacts
processes.

implementation.
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BENEFITS REALIZATION TABLE

efficiency, enhance data
quality, and reduce
errors.

currently requires
data
manipulation in

How is the
realization of the Realization
Who receives How is benefit benefit Date
# | Description of Benefit the benefit? realized? measured?
Improving process o Entities. e Implementing N/A Upon
efficiency through the o System users. external implementation.
reduction of time workflows and
associated with approvals.
approvals and the highly e Automating the
8 | manual cash reporting manual cash
process. reporting process
with ad hoc
reporting
capabilities.
Improving process e System users. e Incorporating N/A Upon
efficiency, data quality, business rules. implementation.
and enhancing error e Integrating with
reduction by leveraging PALM.
business rules to help
ensure standardization of
account identifiers
before account activation
(currently a manual
process due to the
9 specific naming format
for escrow accounts
required by PALM); and
integrating with PALM
for expected inbound
wires and journal
transfers, and to
eliminate manual
creation and submission
of payment “files.”
Leveraging online forms | e System users. | e Implementing N/A Upon
and data integrations for | e Entities. online forms and implementation.
the capital stock value data integrations
verification process to to improve the
improve process capital stock
10 | efficiency, data quality, value verification
enhance error process.
reduction, and improve
the user / customer
experience.
Automating the interest o System users. e Automating the N/A Upon
payout process to interest payout implementation.
1 improve process process (which
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BENEFITS REALIZATION TABLE

How is the
realization of the Realization
Who receives How is benefit benefit Date
# | Description of Benefit the benefit? realized? measured?
multiple
spreadsheets).
Improving user / o Entities. e Expanding N/A Upon
customer experience by | e System users. current ECAP implementation.
expanding current eCAP capabilities to
capabilities and by include all entity
increasing user adoption types served by
via support for multiple BCM.
12 | browsers. e Increasing user
adoption by
providing
multiple browser
capabilities /
support.
Improving process « Entities (e.g., * Providing the N/A Upon
efficiency and data QPDs). capability for implementation.
quality by allowing e System users. entities and BCM
13 | entities (e.g., QPDs) and staff to digitize
BCM staff to digitize incoming data.
incoming data.
Eliminating manual e System users. e Implementing N/A Upon
creation of notifications system-generated implementation.
to entities and thereby notifications.
14 | improving process
efficiency and
promoting timely
Enhancing user / o Entities. e Incorporating a N/A Upon
customer experience by | e System users. "push” approach implementation.
incorporating a "push” to certain reports.
approach to certain e Incorporating
reports, allowing entities user notification
served by BCM to set up of upcoming
15 | requests to have certain deadlines and
reports / data sent to changing
them on a cadence they conditions on
define; and improving their accounts.
process efficiency due to
automation of
notifications.
Improving process o Entities. e Implementing N/A Upon
efficiency, user / o System users. workflow and implementation.
16 | customer experience, corresponding
and data guality by review
enabling users to view functionality to
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BENEFITS REALIZATION TABLE

How is the
realization of the Realization
Who receives How is benefit benefit Date
# | Description of Benefit the benefit? realized? measured?
eCAP data before it is enable users to
uploaded; data presently view eCAP data
uploaded to eCAP is not before it is
viewable by iCAP users uploaded.
before it is automatically
imported (i.e., a totally
back-end process).
Reducing the o System users. e Integrating with N/A Upon
considerable amount of | e State of PALM. implementation.
manual work associated Florida.
with cash management o Entities.
(improved process
17 | efficiency) and
increasing the accuracy
of the Collateral
Administration process
(improved data
quality).
Improved user / o Entities. e Implementing N/A Upon
customer experience by | e System users. online implementation.
helping entities to more submission of
effectively navigate the forms and data.
deposit agreement e Implementing a
process (which enhances decision matrix
entities' ability to for entities’
determine the type of agreement
18 | collateral to be pledged) process.
and improved process « Incorporating
efficiency by reducing workflow.
processing time of e Implementing
deposit transaction (and electronic
also improving data submission of
quality and promoting deposit
error redUCtion’. transactions.
Improved user / o Entities. e Improving the N/A Upon
customer experience, o System users. ability of implementation.
process efficiency gain, | e External data customers to
and improved data providers (such upload
quality impacting as Bloomberg). documents and
system users, entities, forms to trigger
19 and external data requests or
ultimately reducing provide
involvement by BCM mandatory
staff and promoting reports.
document control by e Automating
providing the ability for discrepancy
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BENEFITS REALIZATION TABLE

Description of Benefit

Who receives
the benefit?

How is benefit
realized?

How is the
realization of the
benefit
measured?

Realization
Date

customers to upload
documents and forms,
automating discrepancy
identification and
notifications for
upcoming maturity dates,
and establishing
interfaces and data
exchanges with
custodians and external
data providers.

identification and
notifications for
upcoming
maturity dates.

e Establishing
interfaces and
data exchanges
with custodians
and external data
providers (such
as Bloomberg).

Figure 12: Benefits Realization Table
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B. Cost Benefit Analysis (CBA)

Purpose: To provide a comprehensive financial prospectus specifying the project’s tangible benefits, funding
requirements, and proposed source(s) of funding.

The chart below summarizes the required CBA Forms which are included as an appendix on the Florida Fiscal
Portal and must be completed and submitted with the Schedule 1V-B.

Cost Benefit Analysis

Form Description of Data Captured
CBA Form 1 - Net Tangible Agency Program Cost Elements: Existing program operational costs versus
Benefits the expected program operational costs resulting from this project. The

agency needs to identify the expected changes in operational costs for the
program(s) that will be impacted by the proposed project.

Tangible Benefits: Estimates for tangible benefits resulting from
implementation of the proposed IT project, which correspond to the benefits
identified in the Benefits Realization Table. These estimates appear in the
year the benefits will be realized.

CBA Form 2 - Project Cost Baseline Project Budget: Estimated project costs.

Analysis Project Funding Sources: Identifies the planned sources of project funds,

e.g., General Revenue, Trust Fund, Grants.

Characterization of Project Cost Estimate.

CBA Form 3 - Project Investment Investment Summary Calculations: Summarizes total project costs and net
Summary tangible benefits and automatically calculates:

Return on Investment.
Payback Period.
Breakeven Fiscal Year.
Net Present Value.
Internal Rate of Return.

Figure 13: Cost Benefit Analysis

1. Cost-Benefit Analysis Results

This section contains the CBA forms identified in Figure 13: Cost Benefit Analysis. Figure 14: Operational
Costs and Tangible Benefits, Figure 15: Baseline Program Budget, Figure 16: Program Cost Analysis and
Figure 17: Investment Summary are descriptive narrative summarizing the information.

All benefits identified in collaboration with the Agency have been classified as intangible, as indicated in section F
of Figure 14: Operational Costs and Tangible Benefits.
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CBAForm 1 - Net Tangible Benefits Agency Dept. of Financial Services Project Collateral Adminisiration Program System Replacement

[Net Tangibie Benefits - Operationai Gost of Current versus a5 a Result of the and Additional ‘Benefits — CBAForm 1A
| Agency Elements FY 2028.29
{Recurring Costs Only — No Project Cosis) (@) ©= @)t = [ (€)= (a) + (b} =@+ @ {c)= (a) * (b}
New New Program New Program
Existing i i i Costs resutting i Existing Costs resulting
Program | Operational i i
e Costs | CostCt Pr Costs_| Cost Change Project Costs_| Costcha oject Costs | Cost Change Pro costs | cost Chang oject
[ Personnel Costs — Saft T 5
A Total Staff | 2000 oo  2m] 200 200 200l 200 200 2 200 I m‘
A-1.a. Stale FTES (Salanes & Benetts) T 7 287 7| 7 51 75 se? $175,987}
A-1b._State FTEs (#) 150] 0.00 1.50] 1.50) 1.50) 150] DDJ
A2a. OPS Staff (Sares) sn 0]
A2b.0PS (#)] X X X T [ X [ 0 :JD Um
A3a_Staff ion (Conract Cost) X $100, o)n
A-3b._Staff Augmentation (# of Corraciors| [ oso] o050
B_Application Mai -zm-m-m -z:m-m -z:m-mm-m-zm
Managed Services (Staffing)

3.3 Software X X 118, $120, |5o szm sna nzﬂ | 52121 12 :m nza

4. Other Specily 0} 50|

. Data Center Provider Costs

€1 Managed Services (Staffing)
C-2. Infrastructure

C-3 Network / Hosting Services
C-4. Disaster Recovery

-5 Other Specity

) Plant & Facility Costs

Other Costs.

1. Training

- 2. Travel

3 Other Specity

otal of Recurring Operational Costs
S0 0 s0 s0
$0 $0 S0 $0
$0 $0 $0 $0
S0 $0 $0 $0
$0 |u1|m§ 118,120 (£318.120] 118,120/ 18.120]

Choose T
Detailed Rigorous C X
Order of Magnitude | [v Confidence Level 15%
Placeholder I~ Confidence Level

Figure 14: Operational Costs and Tangible Benefits

CBAForm 24 Baseline Pro
FY2024-25 FY2025-26 FY2026-27 FY2027-28 FY2028-28 FY2028-30 TOTAL

Dept_of Financial Services __Collsteral Administration Program System Heplacement $ $2.086.230 $1.607.400 s s s (83693630

Current & Previous Years YR 1 Base’ YR 2 Base' YR 3 Base. YR 4 Base YR 5 Base YR 6 Base
Project Cost Element Appropriation Category|  Project-Relaled Cost | YR1# YR1LBR  Budgel |YRZ# YR2LBR  Budgel |YR3# YR3ILBR Budgel YR4#% YR4LBR Budgel YR5% YRS5LBR Budget YR6 YR6LBR Budget TOTAL

?ﬂ’:ﬁ:smfnmm"‘d“m“ Pre-DOI Project Management SIal | ¢y ioq senices | § - | 0005 218400 § - | 000 - s - |oems - s - |o00s - s - [oo0s - s - |o00S - 5 - |$ 218400
?ﬂf;;:’:“’“”"‘d”“”! lp»rznmmmsmnmummmon Contracted Senices | § - | ooos 201480 & - 000 § s - 0005 - § - | 000§ - § - | 000§ - § 0005 - § $ 201,480
e ueing - |DDI Project! Staft Contracted Senices | § - | 0005 43800 5 - | 0005 43800 5 - [oo0s - s - |o000s - s - | 0005 - § - (0008 - 5 - [$ 873600
?ﬂ?gxg“““"a“'”“ DDI Other Staff Augmentation Contracted Senvices | § - 000 $ 504400 & - 000 $1055600 & - 0008 - 5 - 0008 - 8 - 0005 - s - |000% - §5 - |$1560,000
Commercial Software
Dormmercalscfiare purchases 503 |npiomentation Foe (Collateral Contracted Senvices | $ - s 21000 5 - s - 5 - s - 5 - D 5 - 5 - 5 - 5 - |$ 210000
3 Inventory
e ﬁ"'“'""“"sz’,_f:::"'“"""" Contracted Senvices | § - $ 210000 § - $ 105000 § - s - 5 - s - s - 5 - 5 - 3 - s - |$ 315000
|Commercial Software . initial
Formerea setnare purchases 0 | software Subscription Fees (Case | Contractsd Sences | § - 5 120150 § - s -5 - s - 5 - s - s - 5 - 5 - $ - 5 - |$ 120450
Commercial Software - Data and
f;mz::;‘:mwwmesm Records Conversion (Case Contracted Senices | § - S 50000 8 - s R s - 5 - $ - 8 - 5 - 5 - $ - 8 - % 50000
:I:;r:‘r::‘rgt\‘.::‘n:mmwcmseﬁm commema:(;o;wnre.an e [ R s 45000 5 - 5 . s - 5 - 5 - $ - 5 - 5 - 5 - 5 - 5 - |$ 45000
] e [ R N N
e o Other Services. Contracted Services | § - s - 5 - s - 5 - s - 5 - s - 5 - s - s - s - s - [s -
o et erenses 19N [oter Expenses Expense s - s - 5 - s - 5 - 5 - 5 - 5 - 5 - 5 - 5 - 5 - 5 - |s
Total 3 ~ | 000 32086230 § T00 siB07a00 § | oo00s . s . | o00s - s - | 000s % 000§ % - [$3603630

Figure 15: Baseline Program Budget
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CBAForm 2 - Project Cost Analysis Agency Dept of Financial Services Project Collateral Administration Program System Replacement
PROJECT COST SUMMARY (from CBAForm 24)
FY FY FY FY FY FY OTA
PROJECT COST SUMMARY
2024-25 2025-26 2026-27 2027-28 2028-29 2029-30
TOTAL PROJECT COSTS (%) §2,086,230 §1,607,400 $0 $0 $0 $0 $3,693,630
CUMULATIVE PROJECT COSTS
fonieaman Craverdt & Flraswrocs Yaans Fhyaot-
Ayt Coasisd §2,086,230 $3,693,630 $3,693,630 $3,693,630 $3,693,630 $3,693,630
Tokal Costs are carried forward to CBAForm3 Project Invesiment Summary worksheet
PROJECT FUNDING SOURCES - CBAForm 2B
PROJECT FUNDING SOURCES FY FY FY FY FY FY
2024-25 2025-26 2026-27 2027-28 2028-29 2027-28

Beneral Revenue 50 50 $0 50 50
Trust Fund 52,086,230 51,607,400 $0 50 §0
Federal Match [ 50 $0 $0 $0 $0
Grants | $0 $0 $0 $0 $0
Other [ Speciy $0 $0 $0 50 $0

TOTAL INVESTMENT $2,086,230 $1,607,400 $0 $0 $0

CUMULATIVE INVESTMENT $2,086,230 $3,693,630 $3,693,630 $3,693,630 $3,693,630 $3,693,630
Characterization of Project Cost Estimate - CBAForm 2C
Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous Confidence Level
Order of Magnitude % Confidence Level 15%
Placeholder Confidence Level
Figure 16: Program Cost Analysis
CBAForm 3 - Project Investment Summary Agency Dept of Financial Services Project Collateral Administration Program Syslem Replacement
]
COST BENEFIT ANALYSIS - CBAForm 3A
FY FY FY FY FY FY TOTAL FORALL
2024-25 2026-26 2026-27 2027-28 2028-29 2029-30 YEARS
Project Cost 42,086,230 $1,607,400 $0 $0 $0 $0 $3,693,630
Net Tangible Benefits | $0 ] ($318,120)] ($318,120)] ($318,120)] ($318,120)] ($318,120)] ($1,590,600)
Return on Investment | ($2,086,230)] $1,925,520)] ($318,120)] ($318,120)] ($318,120)] ($318,120)] ($5,284,230)
\ NPV =| (84,930,940)
RETURN ON INVESTMENT ANALYSIS -- CBAForm 38
Payback Period (years) NO PAYBACK IN 6 YEARS |Payback Period is the time required to recover the investment costs of the project.
Breakeven Fiscal Year NO PAYBACK IN & YEARS |Fiscal Year during which the project's investment costs are recovered
Net Present Value (NPV) ($4,930,940) NPV is the present-day value of the project's benefits less costs over the project's lifecycle.
Internal Rate of Return {IRR) NO IRR IRR is the project's rate of retum
Interest Earning Yield -- CBAForm 3C
Fiscal FY FY FY FY FY FY
Year| 2024-25 2025-26 2026-27 2027-28 2028-29 2029-30
Cost of Capitall 2.90% 3.10% 3.30% 3.40% 3.50% 3.60%

2. Summary

Figure 17: Investment Summary

The estimated total cost of implementing the proposed collateral administration solution is $3,693,630 over the
program life. In addition, DFS has computed the values in Figure 18: Financial Return Analysis for the collateral
administration solution. Note that the SFY 2024-25 project cost of $2,086,230 includes one year of licensing costs.
Annual licensing costs are included in the projected recurring operating costs of $674,137 (see Figure 14).

The Department achieves numerous intangible benefits through gained efficiencies, leading to better customer
service. The project also mitigates a substantial risk by replacing an outdated system utilizing technology no longer
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supported, posing potential security risks. There are no financial benefits calculated since all benefits identified in
collaboration with the Agency have been classified as intangible as they will not reduce operating costs. There are
no financial benefits calculated since all benefits identified in collaboration with the Agency have been classified as
intangible as they will not reduce operating costs.

Investment Term Computed Value

Total Cost $3,693,630
Benefits $0
Payback Period No Payback w/in 6 Years

Breakeven Fiscal Year Does Not Breakeven in 6 Years

6-Year Analysis

Return on Investment ($5,284,230) (total benefits minus total costs)
NPV ($4,930,940)
IRR No IRR

Figure 18: Financial Return Analysis

The Department recommends the proposed collateral administration solution be approved and authorized to proceed
with the initiation of the program's planning and procurement activities and that the required funding be requested
by the Executive Office of the Governor and approved by the Legislature. The recommended next step is to secure
funding of $2,086,230 for SFY 2024-25 to move forward with the collateral administration solution.
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V. Schedule IV-B Major Project Risk Assessment

Purpose: To provide an initial high-level assessment of overall risk incurred by the project to enable appropriate
risk mitigation and oversight and to improve the likelihood of project success. The risk assessment summary
identifies the overall level of risk associated with the project and provides an assessment of the project’s
alignment with business objectives.

NOTE: All multi-year projects must update the Risk Assessment Component of the
Schedule 1V-B along with any other components that have been changed from the original
Feasibility Study.

The Risk Assessment Tool and Risk Assessment Summary are included in Appendix B on the Florida Fiscal Portal
and must be completed and submitted with the agency’s Schedule 1V-B. After answering the questions on the Risk
Assessment Tool, the Risk Assessment Summary is automatically populated.

A. Risk Assessment Summary

A project risk assessment of the proposed collateral administration replacement project was performed using the
assessment tool provided as part of the Information Technology Guidelines and Forms on the Florida Fiscal Portal.
The tool requires answering 89 questions about the project being considered, divided into eight assessment
categories. The results of the assessment are summarized in Figure 19: Risk Assessment Summary below. The full
risk assessment is included in the schedule IV-B Appendix.

There are multiple questions within the risk assessment tool that require the software vendor to be identified before
work can begin. The risk assessment areas most affected are the Communications Assessment and the Project
Management Assessment. Several items within Project Organization Assessment require funding to proceed. When
the project progresses to the point where these items can be appropriately addressed, the impacted risk ratings will
improve substantially.

| Risk Assessment Summaryl
Most
Aligned
g
£
@
u L 4
o
£
n
E]
m
Least
Aligned
Least Level of Project Risk
g Most
= Risk

Figure 19: Risk Assessment Summary

Factors that contributed to the project's risk assessment level of High and its placement in the top right quadrant of
the Risk Assessment Summary will be addressed within the project's first few months. DFS can begin work prior to
procurement to further reduce risks.

e  Strategic Risk Mitigation.

o Clearly documented project objectives with sign-off by all Stakeholders.

o Developing a Project Charter that is signed by the executive sponsor and executive team.
e Organizational Change Management Risk Mitigation.
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O Document and approve an Organizational Change Management plan for this project.
e Communication Risk Mitigation.
O Document and approve a communication plan for this project.
O Ensure the communication plan promotes the collection and use of feedback from management,
the project team, and business stakeholders.
Identify all required communication channels within the communication.
Ensure all affected stakeholders are included in the communication plan.
Develop and document all key messaging within the communication plan.
Develop and document desired message outcomes and success measures within the
communication plan.
O Identify and assign needed staff within the communication plan.
e Fiscal Risk Mitigation.
o0 Develop and document a Spending Plan for the entire project lifecycle.
o Develop a more detailed and rigorous cost estimate for the project to be accurate with 10% of
estimated total cost of the project.
o ldentify and assign a Contract Manager to the project.
0 Clearly identify, define, and document all procurement selection criteria and expected outcomes.
e Project Organization Risk Mitigation.
o ldentify, define, and document all roles and responsibilities for the executive steering committee.
o Develop and document a project staffing plan to identify the specific number of required resources
and their corresponding roles, responsibilities, and needed skill levels.
0 Assign an experienced, dedicated project manager to this project.
o ldentify and assign qualified project management team members to the project.
e Project Management Risk Mitigation.
Define and document all design specifications pertaining to the project.
Define and document all project deliverables, services, and acceptance criteria.
Develop and refine the work breakdown structure for all project related activities.
Develop and approve the project schedule for the entire project lifecycle.
Define and specify all project tasks, go/no-go decision points, critical milestones, and resources.

0000

O0O0OO0O0O0

The overall project risk level will decrease from High when many of the above items are addressed. Additionally,
addressing these items will shift the current placement of the project in the higher risk quadrant to reflect a more
accurate alignment with the business strategy not currently represented in the risk assessment tool.

Figure 20: Overall Project Risks below illustrates the risk assessment areas evaluated and the breakdown of the
risk exposure assessed in each area. As indicated above, the overall project risk should diminish significantly within
the first few months when the project structure is in place, business processes and requirements are fully mapped
and defined, and the foundational technology elements have been implemented.

Project Risk Area Breakdown

Risk Assessment Areas Risk Exposure

Strategic Assessment MEDIUM

Technology Exposure Assessment

Organizational Change Management Assessment MEDIUM

Communication Assessment

Fiscal Assessment

Project Organization Assessment
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Project Risk Area Breakdown

Risk Assessment Areas Risk Exposure
Project Management Assessment MEDIUM
Project Complexity Assessment MEDIUM

Overall Project Risk

Figure 20: Overall Project Risk

VI. Schedule IV-B Technology Planning

Purpose: To ensure there is close alignment with the business and functional requirements and the selected
technology.

B. Current Information Technology Environment

1. Current System

The current CAP system landscape consists of an internal Intranet site (iCAP) and an external Internet site (eCAP).
Both sites were deployed with independent Web Server and Business Logic, with the same underlying Database and
Data Storage architecture. While these sites have similar architectures, they are on different servers to support
network bifurcation and enhance overall security.

The iCAP environment provides an account creation and management process that is leveraged to add customers
into the system, update their account information, assess and maintain pledge levels, maintain contact information,
and results in an up-to-date record of participating entities.

The eCAP environment is the central repository for external users to manage account information. It allows external
users to review requisite data and perform limited edits to their account information.

The system’s single Oracle Database stores data, in various forms (data types). They often receive data through
email and email attachments (l.e., .xls or .csv files), which are then manually typed into the system or if applicable,
batch loaded. Data and corresponding elements / attributes may also be received through phone calls, where
information (attributes) get manually entered.

a. Description of Current System

The current CAP system was developed in 2004 by Infinity Software Development (ISD) and is managed by the
State of Florida Department of Financial Services (DFS) Office of Information Technology (OIT) Operations team
on site in the DFS building raised floor (Data Center). This solution is outdated, difficult to manage, not scalable and
has the potential for errors and potential degradation (or even complete failure of system).

The DFS external facing website is Progress’ Sitefinity Content Management platform that facilitates content across
all the applicable DFS sites. The process distributes the necessary data for businesses seeking information on how to
become a State of Florida Collateral Management Entity (and the requirements involved). The Sitefinity platform
supports BCM, while making updates and providing information that is needed for the requisite groups. Figure 21:
High-Level Current State Architecture and Figure 22: Current System Attributes provides a visual.
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Security Layer ‘ Presentation Layer Application Layer Data Layer
e e 4
1 1 .
' i (VB .NET Class i '
. Assembiies) 1 »
. i I W | e | Business i '
i ' | Logic Layer s
— L] e e { | L] '
o | | Presentation i i
s \ IDS/PS . T ek | Layer Logic AP ) 5 /__\ %
= - =z :
g —_— @ I:I ' (ASP NET) el L 27 ' '
g ' Actessible | Data Access 2o \___'/ :
= ' 4 |
i i Vi Layer 25 : 2
= Loa saam e A ieb Server Dz A gE ' !
' (VB .NET Class o 1 = '
i Assemblies) z Stored i
Firewall . - Procedures / :
' Triggers
=) - : i
Web Browser 1 1 DML L
External Users 1 ' '
- T v .
' '
: (VB .NET Class
' oz Oracle| -
: Data Access 29 THEES :
Identity ¥ Layer 20 B
' e ' '
And = = B Oracle 19¢
Access X resentation 1 @ 1 1 '
Management ' Layer Logic APL : .
r CAP Database |
5 I:l ' (ASP NET) intranet-only e 1 " (ICAP_Proc_User & i
5 Web Server | Business | ECAP_Proc_lser) .
= LDAP Logic Layer i [
£ |
] Load mmm (VB NET Class ' '
E = ' Assemblies)
IDS/PS ' [ 1 '
S ' '
Weh Browser - . i
Internal Users z *
' '
s = . -
Firewall 1 . ' !
NS T ) A I U« TN ol T ) = & = = S L S F: L I N g o [ R 7
Figure 21: High-Level Current State Architecture
Service Description Attributes

User Authentication.

Authenticate users for access to overall
system and some/all the required data
elements.

The system provides user entitlements
based on their level of access for specific
data elements and components of
data/images.

Web Services . iCAP. (2) Windows 2016 VM’s per
environment, i.e., UAT & Prod.
Web Services. eCAP. (2) 2016 VVMs per environment, i.e., UAT

& Prod. The development environment is
also part of load balancing and shared
with the internal development
environment.

Application Server.

Batch processing server for Dev, UAT &
Production environment.

Windows 2016 VM server, the Code is
.NET 4.8, C Sharp and HTTP.

Business Rules.

Decision “Maker” as per Predefined Rules
& Responses.

Combination of .NET & Oracle Stored
Procedures.

Network Monitoring and
Logging.

Event & Transaction Tracking/Recording.

F5 Appliance, shared with Integrated
centralized environment (SPLUNK).

Data Management.

The collection of storing, curating, and
organizing of data.

Enterprise shared database servers (4)
production, (2) Staging, (2) UAT, (2).
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Service Description Attributes

Data Management Encryption and protection of data. End-to-End encryption across network

Encryption. and all to/from email traffic.

Data Management (Email | Email Exchange. eCAP SMTP relay for email document

Document Exchange). exchange.

Database. iCAP & eCAP Data. /A shared Oracle 19 Environment.

Storage Environment. Production Data Storage. Index Disc Space; 554 MG; Lob Data
Space; 101 GB; Table Space, 5GB.

Test Environment. Test Data Storage. Index Disc Space; 554 MG; Lob Data
Space; 101 GB; Table Space, 5GB.

User Acceptance Testing | UAT Data Storage. Index Disc Space; 554 MG; Lob Data

Environment (UAT). Space; 101 GB; Table Space, 5GB.

Reporting. Regulatory Reports. Reports are uploaded to the CAP system

as part of qualifying and maintenance
entities and report types.

Reporting. Other Report Types. QPD Monthly; QPD Annual Report; PD
IAnnual Report; Trust Business Report;
Custodian Report; QPD Attestation
/Annual Report

Reporting (from a shared | BCM Generated Reports. Example reports: Account Report; Cash
DFS Crystal Collateral Report; Cash Deposit Trust
Environment). Fund Report; Custodian Collateral

Confirmation Report; Governors Report;
Inventory Account Summary Report;
Percentage Variance Report.

Dashboards (Power BI). | Ad Hoc Reports (from SQL environment). |Configurable reports/views of Collateral
Management information largely in
support of legislative specific requests.
These dashboards are ad hoc in nature.

Figure 22: Current System Attributes

b. Current System Resource Requirements

The current software platform is a proprietary client-server solution that resides on-premises. There are
approximately 150 tables with over 24 million records currently in the system, with around 70 Stored Procedures,
Packages and Functions. The volume of data storage is 120 gigabytes (GB).

It is anticipated that a go-forward solution will have lower storage requirements, as it will introduce greater self-
service customer data entry and fewer large (image) documents. The proposed solution will adhere to the Bureau’s
retention standards as all data will be migrated into the new system. Data older than five years will be migrated and
archived.

c. Current System Performance

The current solution has relatively reliable performance. However, with a modern system, the Bureau will see great
improvements in data accuracy, data storage, and reporting capabilities. Modern systems also add functionality for
user access control, audit tracking, status monitoring, vendor communications, performance metric tracking
capabilities and generation.
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The current solution is 20 years old and has some reliable security features in place such as role and user
management and Secure Sockets Layer (SSL) encryption for the web portal. However, there are multiple concerns
with the current solution when assessing the level to which security has evolved to meet current day risks, including:
multifactor authentication, single sign-on, regular security upgrade and patching routines, and system and/or
application event logging.

2. Information Technology Standards
The Department’s technology is in alignment with the State’s cloud-first policy, as documented in s. 282.206, F.S.
In addition, the Department’s technology follows the 60GG Florida Digital Services Standards, listed below:

60GG-1: Department of Management Services Project Management and Oversight.
60GG-2: State of Florida Cybersecurity Standards.

60GG-3: Data Center Operations.

60GG-4: Cloud Computing.

60GG-5: State of Florida Enterprise Architecture.

The Department and its supporting systems are compliant with the applicable Information Technology Standards
outlined within the DFS Information Technology Services Standard Operating Procedures (SOPs).

C. Proposed Technical Solution

1. Technical Solution Alternatives

The Department conducted a robust market scan to formulate alternatives that address the business, functional, and
technical requirements outlined in Section 11.C.1 and Section 11.D of this document. The collateral administration
software most commonly exists as a small part of a larger enterprise-wide system solution. The procurement of an
off-the-shelf collateral administration solution is not a viable undertaking. However, leveraging thorough research
and general understanding of the technology market, two viable alternatives were identified. (1) Solution as a
Service (SolaaS) and (2) Custom Build (of all components into an integrated solution).

e A Solution as a Service combines a Case Management and Collateral Inventory Management System
along with the typical technical components of a SolaaS.

e A Custom Build allows the BCM to devise and outline the required components and subsequently partner
with a systems integrator (vendor) to construct, test, and implement a system tailored to meet the BCM’s
specific needs. Their desired requirements would effectuate an overall customized solution.

As with any alternative, they both present unique advantages.

Please see Section I1.C.2. Business Solution Alternatives for more information.

2. Rationale for Selection

To properly evaluate the solutions available to the department, both alternatives were assessed against the following
criteria: Strategic Alignment, Customer Experience, Risk Mitigation, Modern Solution, Business Alignment, and
Cost Benefit. Each of the six criteria are weighted based upon an overall strategic importance to the potential project
and the Department. The criteria were scored based upon specific factors that would contribute to the success and
benefit realization of the collateral administration system replacement.

The assigned weights were applied to the evaluation criterion scores, which were then calculated to determine a
final, overall score for each alternative. The summary results are depicted below in Figure 23: Scores by
Alternative.

Alternative 1 Alternative 2

Criteria Wi. Score Total Score Total

1. Strategic Alignment 15% High 0.39 Medium 0.30
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Alternative 1 Alternative 2

Criteria Wit. Score Total Score Total
2. Customer Experience 10% High 0.28 Medium 0.20
3. Risk Mitigation 20% Medium 0.48 Medium 0.44
4. Modern Solution 20% High 0.53 Medium 0.43
5. Business Alignment 25% High 0.70 Medium 0.50
6. Cost Benefit 10% Medium 0.20 Low 0.14
Total Weighted Score 100% 2.57 2.01

Figure 23: Scores by Alternative

Please see Section I1.C.3. Rationale for Selection for more information.

3. Recommended Technical Solution

The results of this feasibility study show that Alternative 1: Solution as a Service (SolaasS) is the most attractive
option as it best aligns with the business and agency needs. Alternative 1: Solution as a Service (SolaaS) allows
BCM to meet its operational mission, goals, and objectives by bringing together a Case Management System and
Collateral Inventory Management System. It is comprised of the requisite components of a SolaaS, including DaaS,
laaS, PaaS, and SaaS. This alternative meets the technical and functional requirements that include compliance,
security, and system requirements, that were defined in Section 11.D. The functional and technical requirements are
summarized below:

e Compliance: This alternative enables the Department to remain compliant with required Federal, State, and
Agency regulations.

e  Security: This alternative provides required capabilities pertaining to disaster recovery, infrastructure,
network demands, storage needs, data loss prevention and overall resumption.

e  System: This alternative is equipped to support needed system integration and the ability to scale as
required to support fluctuating volumes.

e Functional: This alternative is enabled/prepared to support and improve business-critical functions that are
currently needed and to furnish enhancements that improve efficiency and overall performance.

Alternative 1: Solution as a Service (SolaaS) brings numerous benefits including workflow management,
increased automation, enhanced security, data integration, and improved satisfaction and service. If the
recommended solution is not funded, the Department should anticipate facing multiple risks, including:

e Continued aging of the system, increased inefficiencies in the business methods BCM uses to conduct
required operations.

e Increasing cost to recruit and retain resources to maintain (and modify) the system.

¢ Inability to troubleshoot required fixes efficiently and effectively and/or issues as they manifest within the
system.

e Continuation of highly manual and time-consuming administrative and other required steps/processes.

e Increased customer dissatisfaction and overall faith in the solution.

Please see Section I1.C.4. Recommended Solution and Section VI.D.1. Summary Description of Proposed System
for more information.
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D. Proposed Solution Description

1. Summary Description of Proposed System

The proposed Solution-as-a-Service (SolaaS) would be designed to serve as the Bureau's new system. This solution
provides additional functionality, workflow automation, and supports key business processes that will enhance the
Bureau's operational/service standards. The future design depicted in Figure 24: Proposed Solution Overview
includes integration with current State systems while allowing flexibility to adjust for future iterations (and
requirements). The gains from the adoption of a modern solution will allow the Department to reduce manual
processes, communicate effectively with the customers they serve and improve overall operational efficiency/service
across the Bureau.

SaaS Case Management System

Portal Front-End Notification
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Figure 24: Proposed Solution Overview

The Case Management System (CMS) will act as the central system for handling of user requests, collateral cases
while managing the web based online user portal, business-oriented workflows, internal and external notifications
with required storage within the document repository.

The user portal is the primary interface for external users. The user portal will provide the ability to facilitate basic
account creation and management as well as submitting of data via the use of online forms, while executing
electronic signatures. The user portal would also allow customers to pledge/furnish collateral and communicate with
the Bureau in an efficient manner.

The notification system will send automated alerts to customers and the capacity to submit required documents for
collateral verification. Automated notifications may also be enabled within the Bureau to provide alerts of pending
issues, reminders for key business operations and/or support automated workflows within the CMS. The notification
system would be created and managed by predetermined SLA's and governed by thresholds/benchmarks and defined
system alert notifications.

The reporting function will incorporate a comprehensive reporting engine that can ingest 3rd party data sources to
devise required metrics. Reports will be customizable in nature and can be prepared on ad hoc and/or scheduled
basis.

The database is a repository for operational data (storing documents and files). The CMS data repository would
allow for the Bureau to set a predetermined standard for document /data and records retention. This would meet
agency, regulatory and other business drivers for applicable requirements.
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The workflow engine executes the progression and management of predefined business processes. The Bureau's
requirement for increased automation would be supported by requisite case timeframes (rule), defined user actions,
and other predefined criteria.

The business rules engine executes operational rules and policies, by guiding the processing and handling (routing)
of cases within the system. The workflow enables use cases to be routed to the appropriate users based upon
decisions made after evaluating the document/case. It can employ conditional logic with user defined entitlements,
furnishing applicable fields and offering recommendations based on previous answers and/or input.

The integration layer (APIs & File Interchange) within the proposed solution will allow for the Bureau to
integrate various data sources, applications, and other elements to effectuate required processing in an efficient and
timeline driven manner.

The collateral inventory management system (CIMS) is a holistic solution that encompasses the identification
and validation of requisite collateral that incorporates alerts of any exceptions or discrepancies. This process takes
advantage of pre-defined rules and workflow steps.

The statewide accounting system (FLAIR/PALM (PeopleSoft)) system is capable of ingesting a CSV flat file
from an external system that will enable systematic uploads of requisite data.

User roles is a solution that will utilize a predefined set of instructions that will provide specific levels of access,
and user entitlements to data elements and corresponding components of the system (and records).

External users would be enabled to access their required accounts that would allow access to the entitled user for
managing of their related accounts, pledging of collateral and other critical tasks necessary to adhere to the Bureau’s
requirements to conduct business within the State.

The agents/case managers will provide a solution for the Bureau with the ability to assign various levels of access
within the CMS. These include basic rights to manage, update, and verify cases and administrative rights to manage
workflow rules and subsequent alerts within the CMS.

2. Resource and Summary Level Funding Requirements for Proposed Solution (if known)

Resource requirements and summary level funding resource requirements for the Solution as a Service project
are included in Appendix 5- DFS-CAP-Cost Benefits Analysis.

E. Capacity Planning

The proposed solution will be managed by a third-party provider and will be able to meet increased production
demands while providing a reliable and flexible solution to meet upticks and reductions in volume as the State’s
needs evolve. The system will be flexible in nature and capable of meeting the targeted thruput of the State
regardless of demand.

Figure 25: Capacity and Scalability Challenges below displays the proposed solutions response to potential
capacity and scalability challenges the Bureau will face.

Scalability Challenges Capacity Planning Benefits
Potential downtime of the system when The solution will be more reliable and adhere to agreed-upon
capacity cannot be met. Service Levels Agreements (SLAS). The SLAs will be metric

driven with the tracking of (objective) Key Performance
Indicators (KPIs).

The inability to scale the system and The solution will be managed in the "Cloud" and will be
resources as they are out of date and available in a reliable, systematic way as per agreed upon
potentially not supported. SLAs. The SLAs will have corresponding penalties.

New components may or may not work with | The provider will support, maintain, and perform upgrades to
an upgraded version or technology or related | the solution. They ensure all components are compatible with
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Scalability Challenges

Capacity Planning Benefits

processes, i.e., they are limited as to how
they can augment system/solution.

the latest version of software and supporting systems.

Challenges meeting production demand
during busy periods.

The solution will be dynamic as the inherit scalability
provides support of spikes (or down turns) of demand during
peak (and slow) periods.

Demand upticks will require investment in
under-utilized resources to support cyclical
increases in thruput.

The solution will provide flexible capacity during an increase
or reduction in demand. This would be a pay per transaction
of what is required as part of the throughput as opposed to
building an infrastructure in support of increases in demand.

Manual built reporting and analytic tools
may be prone to inaccurate results.

The Solution comes with built in metrics, analytics, and
reporting tools. This enables near term monitoring; therefore,
support is proactive instead of reactive.

Latency or responsiveness during document
retrieval performance and validation of

The solution will be more efficient with integrated and
updated components. A SLA would dictate the required

documents/data. responsiveness, uptime with pre planned upgrades and
outages.
Figure 25: Capacity and Scalability Challenges
VII. Schedule IV-B Project Management Planning

Include through file insertion or attachment the agency’s project management plan and any associated planning
tools/documents.

NOTE: For IT projects with a total cost in excess of $10 million, the project scope, business objectives, and
timelines described in this section must be consistent with existing or proposed substantive policy required in
5.216.023(4)(a)10, FS.

A. Project Approach

Figure 26: High-level Project Timeline below depicts the approach for planning, procurement, and implementation
of the components of the system. The approach includes multiple workstreams intended to efficiently manage all
lifecycle activities to procure and implement the Case Management and Collateral Inventory Management
components. The approach depicted here may be modified if a specific approach is proven to be more efficient for a
specific product.
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A Miestone
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Figure 26: High Level Project Timeline

Milestone 1: Procurement

The Department will procure services of a vendor to plan and manage the procurement component of the project,
with a potential continuation of project management services to oversee the design, development, and
implementation (DDI) phases of the project.

The proposed solution will require implementation of both Case Management and Collateral Inventory Management
components. Market scan research indicates the most efficient and economical approach is to use a Software as a
Service model (SaaS), and these components could potentially be procured from separate vendors as the most
economically effective approach for the business needs of BCM. While an ERP-like approach could be an option
(i.e., leveraging a tool from the Financial Services industry), it would be a prohibitively expensive solution that
would not utilize major components of this monolithic approach. As a result, the project will require either separate
procurements of the Case Management and Collateral Inventory Management components or should allow for
separate responses to these individual components.

The following documents will be leveraged to achieve successful procurement within the recommended 6-month
window:

e Business and Technical Requirements —Requirements developed for this Schedule 1V-B document can
be filtered/separated by business function to delineate which requirements support specific business
functions (case management versus collateral inventory management).

e Supplier, Input, Process, Output Customer (SIPOC) documentation — Material created during high-
level analysis of BCM business functions.

e Existing documentation of current business functions/processes to create the procurement materials.

Procurement activities can potentially be streamlined as the Market Scan analysis revealed viable solutions are
available via pre-negotiated government contracts such as:

o General Services Administration (GSA)

¢ National Association of State Procurement Officials (NASPO).

Other services such as procurement support, project management, and related technical services are available via:
e State of Florida Management State Term Contract for Management Consulting Services.
¢ Information Technology Staff Augmentation Services.
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The Department will follow Chapter 287, F.S. requirements to determine the correct procurement approach.

Milestone 2: Project Initiation and Planning

The project management methodology used by DFS is based on the PMI's Project Management Framework and
adheres to Rule 60GG-1, F.A.C., Department of Management Services Project Management and Oversight
Standards. The DFS Project Manager and the implementation vendor will agree on an appropriate project
management methodology. The Project Director or Project Sponsor may consider changes to the methodology at
any phase of the project, as deemed appropriate, including the use of Agile methodologies that focus on customer
satisfaction through the early and continuous delivery of working software, close cooperation between business
users and software developers, quality improvement, and continuous attention to technical excellence and good
design.

Regardless of the specific project management methodology employed, certain management and control
mechanisms will be relevant to all phases of this project, including, but not limited to:

Project Charter.

Project Management Plan.

Project Communications Plan.
Project Management Status Reports.
Risk and Issue Registers.

Meeting Agendas and Minutes.
Requirements Management Plan.

The use of the project control framework indicated above, together with the Project Management Plan, will assist the
Project Manager and Project Sponsor in planning, executing, managing, administering, and controlling all phases of
the project. Control activities will include, but may not be limited to:

e Monitoring project progress.

e Reviewing, evaluating, and making decisions on proposed changes; changes to the project scope will be
tightly controlled according to a documented change request, review, and approval process agreed to by
key stakeholders.

e ldentifying risks, developing timely risks mitigation strategies, monitoring, and managing to minimize the
impact on the project as required by the risk management plan.

o ldentifying issues, developing timely issue resolution strategies, monitoring, and tracking, and managing to
minimize the impact on the project as required by a documented issue reporting and management process.

e Monitoring the quality of project deliverables and taking appropriate actions about any project deliverables
that are deficient in quality.

Monitoring the contracts to ensure the terms of the contract and statement of work are being met.

Milestone 3: Design

The design milestone will encompass a detailed plan that incorporates both the Case Management System and the
Collateral Inventory Management System to support the DFS solution. The vendor will follow DFS’s programming
and development standards. Thorough review and acceptance from DFS stakeholders are required to move to the
product configuration milestone. Design documentation will include, but may not be limited to the following:

Technical Requirements

User Security Requirements
Technical Design Specification
To-Be Business Process Flows
Data Conversion Plan

Data Migration Plan

Test Plans
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Milestone 4: Product Configuration

The product configuration milestone implements the approved design documentation for the Case Management
System and Collateral Inventory Management System in preparation for the upcoming deployment and data
migration milestones. The vendor will follow the established methodologies for Software Configuration
Management including Stakeholder review and sign-off, documentation management, and appropriate version
control standards.

Milestone 5: Product Deployment

The product deployment phase includes multiple steps to both prepare the system and the DFS staff for operations.
This phase will include multiple stages of testing, including primary testing, integration testing, and user acceptance
testing. A post-go-live period of hypercare will be supported by the vendor.

Milestone 6: Data Migration

The data migration milestone represents all activities required to populate the new system with data from the current
production system. As a part of the design and configuration phases, the team will determine data migration and
data transformation activities that will occur to ensure seamless deployment and continued business operations in the
new environments. Depending on the final project design, data migration might overlap deployment, and will
include a separate series of tests to validate that the migration is complete and correct. Data migration activities will
leverage Data Migration and the Data Conversion Plans created by the vendors for their specific components.

Milestone 7: Deployment Support

The deployment support milestone includes any additional support required from the vendor to assist DFS with the
final production version of the implemented solution. The vendor will also complete the knowledge transfer plan to
ensure the DFS staff has sufficient working knowledge of the solution, reduce any knowledge gaps and transition
into ongoing maintenance support of the Case Management and Collateral Inventory Systems.

A. Project Deliverables

Figure 27: Project Deliverables contains a preliminary list of potential project deliverables. The final deliverables
list, which will include acceptance criteria, will be developed in conjunction with the selected implementation
vendor and will be appropriate to the final implementation methodology.

Owner  Deliverable Description

PROJECT MANAGEMENT

Project Charter DFS Provides an overview of key aspects of the project, including key
resource needs, project roadmap, solution description and is authorized
by the project executive sponsor.

Project Vendor/ | The Project Management Plan (PMP) is a formal, approved document
Management Plan DFS used to manage project execution. The PMP documents the actions
necessary to define, prepare, integrate, and coordinate the various
planning activities. The PMP defines how the project is executed,
monitored, controlled, and closed. Updates progressively elaborate
throughout the project. Includes, but not limited to, the following
documents as required by the Project Director and/or the PMO:

Work Breakdown Structure.

Resource and Cost Loaded Project Schedule.
Procurement Management Plan.
Reguirements Management Plan.
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Owner  Deliverable Description

Communication Plan.
Document Management Plan.
Scope Management Plan.
Quality Management Plan.
Deliverable Expectations.
Deliverable Management Plan.
Risk Management Plan.

Risk Response Plan.

Issue Management Plan.
Change Management Plan.
Resource Management Plan.
Conflict Resolution Plan.
Baseline Project Budget.

Project DFS The communications management plan defines who (project
Communication stakeholders) will need what specific information, when the information
Plan is needed, and the expected modality for the communication message.
The Communication Plan will include, at a minimum, the purpose and
approach, communication goals and objectives, communication roles,
communication tools and methods, and high-level project communication

messages.

Project Vendor | Weekly status reports to the project management team.

Management Status

Reports

Risk and Issue DFS/ Prioritized lists of risks and issues identified and reviewed during the

Registers vVendor project.

Meeting Minutes Vendor | Record of decisions, action items, issues, risks, and lessons learned
identified along the course of the project and during formal stakeholder
meetings.

Contract Vendor | Documents that vendors involved with the project have met all

Compliance contractual requirements.

Checklist

CHANGE MANAGEMENT

Organizational Vendor | Describes the overall objectives and approach for managing

Change organizational change during the project, including the methodologies

Management and deliverables that will be used to implement OCM for the project.

(OCM) Plan

OCM Status Vendor | Weekly status reports to the project management team.

Reports

Stakeholder Vendor | Identifies the groups impacted by the change, the type and degree of

Analysis impact, group attitude toward the change, and related change

management needs.
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Deliverable Description

Training Plan Vendor | Defines the objectives, scope, and approach for training all stakeholders
who require education about the new organizational structures, processes,
policies, and system functionality.

Change Readiness Vendor | Surveys the readiness of the impacted stakeholders to "go live" with the
Assessment project and identifies action plans to remedy any lack of readiness.

FUNCTIONAL SOLUTION

As-1s Business DFS Represents, graphically, the current state of program areas' business
Process Flows processes using standard business process notation.

This document should include narrative descriptions of key activities,
including owners, inputs, and outputs.

To-Be Business Vendor | Represents the future state of program area business processes, as re-
Process Flows engineered by the vendor in conjunction with DFS subject matter experts.
The process flows are developed using standard business process
notation. This document should include narrative descriptions of key
activities, including owners, inputs, and outputs.

Business Process Re- | Vendor | The plan defines potential business process changes and how those

Engineering Plan changes are to be implemented.

Process Vendor | The plan that defines potential business process changes and how those
Improvement Plan changes are to be implemented.

Functional Vendor | Functional requirements determined to implement the solution.

Requirements

Design Vendor | Review and acceptance of the solution design are required before
Demonstration proceeding to development. Key stakeholders will experience the
prototype, and then a go/no-go decision will be submitted to the Project
Sponsors for action.

TECHNICAL SOLUTION

Technical Vendor | Technical requirements determined to implement the solution.
Requirements

Technical Design Vendor | Detailed technical design for data and information processing in the new
Specification business solution.

User Security DFS Detailed requirements so that solution users are given the appropriate
Requirements level of access to create/maintain/archive/view solution content.

DATA CONVERSION

Data Conversion Vendor | Plan to convert data from existing systems that meet the specifications of
Plan the new database design, abide by DFS repository guidelines and are
economically feasible.
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Deliverable Description

Data Migration Plan | Vendor/ | Plan to migrate data from existing systems to new databases as required.
DFS

SOLUTION TESTING

Test Plans DFS Detailed test plans for unit testing, solution testing, load testing, and user
acceptance testing.

User Acceptance DFS Execution of a documented set of actions to be performed within the
Testing solution to confirm that all functional requirements have been met.
CUTOVER

Functional Business | Vendor | A final production version of the new business solution.

Solution

Implementation Vendor | Detailed process steps to implement the new solution.

Plan

Knowledge Transfer | Vendor | Based on a gap analysis, this plan will detail the steps taken to transfer
Plan knowledge about the solution to the resources that ultimately will be
responsible for post-implementation support; includes a post-go-live
period of hypercare by the project team.

Solution Operation | DFS A detailed plan for how the finished solution will be operated and
and Maintenance maintained, including all requirements for the solution to comply with
Plan NIST standards.

Figure 27: Project Deliverables

B. Risk Management Plan

The purpose of risk management is to identify the risk factors for the project and establish a risk management plan
to minimize the probability that the risk will negatively affect the project.

The project management methodology chosen for this project will include processes, templates, and procedures for
documenting and mitigating risk. Formal risk analysis, tracking and mitigation will be ongoing throughout all phases
of the project. Risks are actively identified, detailed, and prioritized. Mitigation strategies are developed. Risks are
tracked, mitigated, and closed throughout the project lifecycle.

All phases of the project will follow the standards defined by the PMO. Standards include processes, templates, and
procedures for documenting and mitigating risk. Formal risk analysis, tracking and mitigation will be ongoing
throughout all phases of the project. Risks are actively identified, detailed, and prioritized. Mitigation strategies are
developed. Risks are tracked, mitigated, and closed throughout the lifecycle.

A Risk Management Plan (RMP) will be developed and adhered to throughout all project phases. The RMP will
include clear risk management procedures, standard checkpoints, and mitigation strategies. Executing a well-defined
RMP with clear mitigation strategies for each risk is critical to the project's success. The purpose of risk
management is to identify the risk factors for the project and establish a risk management plan to minimize the
probability that the risk will negatively affect the project. It is recommended that the following checkpoints in
Figure 28: Risk Checkpoints be followed during the project:
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Task Recommendation

Risk Management Have planned semiannual reviews and updates after the submission and approval of
Plan the risk management plan with the Project Director and Project Sponsor. More
frequent or “as required” updates should be performed.

Risk Management As part of a disciplined approach to addressing project risks, monthly risk meetings
Reviews should be conducted during the project life cycle at intervals agreed upon with the
Project Director and Project Sponsor.

Figure 28: Risk Checkpoints

C. Organizational Change Management

Effective Organizational Change Management (OCM) will be integral to the success of this project and will be a
critical success factor for ensuring staff participation in business process improvement, implementation, and user
acceptance. A significant organizational impact is expected because of automating existing manual processes and
consolidation to an enterprise approach. OCM will be effectively implemented throughout the project life cycle
through communication, awareness, and training.

A specific OCM methodology has not been identified at this phase but will be identified in the Organizational
Change Management Plan.

At a minimum, the following will be included in the final Organizational Change Management Plan:

Description of roles, responsibilities, and communication between vendor and customer.
Skill/role gap analysis between the existing system and the proposed solution.

Training plan including curriculum, platform (e.g., classroom, virtual), and schedule.

OCM Communication Plan.

Overview of Changes (Why this, Why Now?).

Job aids that include changes in policies, business practices, use of tools, data, and reporting.
Exception Handling, Stakeholder Analysis, Communication Phases.

Communications Matrix of Activities.

Implementation Readiness Assessment.

Readiness Assessment Reporting Process.

The following key roles will have varying degrees of responsibility for executing the change management plan and
delivering a consistent, positive message about change throughout the life of the project:

e  Project Business Stakeholders Committee.

e Organizational Change Manager (a member of the project management team dedicated to OCM).
e  Project Director.

e  Project Sponsor(s).

D. Project Communication

All phases of the project will use communication methods proven to be effective in IT transformations and will
follow the standards developed by the PMO. These will include a communication plan, a formal project kick-off
meeting, status meetings, milestone reviews, adoption of methodology in defining roles, responsibilities, and quality
measures of deliverables, regular status reports, regular review and evaluation of project issues and risks, periodic
project evaluation, regular demonstrations, and reviews, and a project artifact repository.

Disseminating knowledge among stakeholders is essential to the project's success. Project sponsors, core project
team members, and key stakeholders must be kept informed of the project status and how changes to the status
affect them. The more people are kept informed about the progress of the project and how it will help them in the
future, the more they will participate and benefit.

At this time, the specific communication needs of project stakeholders and the methods and frequency of
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communication have not been established. A detailed Communication Plan will be completed, which outlines the
requirements for effective communication methods and how they will be implemented, including Legislative
reporting requirements as defined in procurement. These will include project kick-off, regular status meetings,
regular status reports, regular review and evaluation of project issues and risks, milestone reporting, periodic project
evaluation, regular product demonstrations and reviews, a web-based discussion board, project website, etc. It is
expected that the Communication Plan will be adhered to and receive updates as applicable during the life of the
project.

E. Quality Management Plan

The project will follow guidelines delineating timeline, budget, and quality specifications for each deliverable. Each
deliverable will be assigned detailed acceptance criteria in the project contract. Quality will be monitored and
controlled by the Project Management Team and deliverables will be accepted only when the acceptance criteria
have been met. The PMO will provide oversight and assistance to the entire Project Team to ensure that standards
are followed. Figure 29: Quality Standards by Project Area below provides a list.

Quality Standards

Project Area Description
Development If applicable, the vendor responsible for design and development of the DFS CAP System
Standards will follow DFS’s programming and development standards.
Testing The vendor will follow the established standards for Testing Management. This includes
Management unit testing, integration testing, system testing, load testing and user acceptance testing.
Approval All deliverables will require individual stakeholder approval and sign-off upon completion

of the final draft.

Software If applicable, the vendor will follow the established standards for Software Configuration
Configuration Management. This includes Stakeholder sign-off, documentation, and version control.
Management

Contract All contracts must pass executive and legal approval. In addition, external project oversight
Management will be required for contract negotiation.

Figure 29 Quality Standards by Project Area

Quality will be monitored throughout the project by the assigned DFS Project Manager. Multiple levels of
acceptance by all stakeholders will be built into the process to ensure project quality control.

In addition to these formal areas of quality control, the following practices will be maintained during the life of the
project:

= Peer reviews of artifacts.

=  Project team acceptance and approval.

=  Periodic project team meetings.

=  Project status meetings.

=  Periodic contractor, contract manager, project manager and project team meetings.

= Change control management processes, including the creation of a change review and control board that
provides representation for all affected stakeholders.

=  Contract manager and DFS Project Director acceptance and approval.

= Maintain detailed requirements definitions under configuration management.

= Defined test plan with standard levels of technical and acceptance testing.

=  Risk Management and Mitigation.

FLORIDA DEPARTMENT OF FINANCIAL SERVICES
FY 2024-25 Page 55 of 56



SCHEDULE IV-B FOR COLLATERAL ADMINISTRATION PROGRAM SYSTEM REPLACEMENT

VIII. Appendices

Number and include all required spreadsheets along with any other tools, diagrams, charts, etc. chosen to
accompany and support the narrative data provided by the agency within the Schedule IV-B.

Appendix 1-DFS-CAP-Sample Alt Solution Project Plan Framework
Appendix 2-DFS-CAP-Requirements-Matrix

Appendix 3-DFS-CAP-Alternative Scoring

Appendix 4-DFS-CAP-Risk-Assessment

Appendix 5-DFS-CAP-Cost Benefits Analysis
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State of Florida
Cost Benefit Analysis

CBAForm 1 - Net Tangible Benefits

APPENDIX A

Agency Dept. of Financial Services

Project Collateral Administration Program System Replacement

Fiscal Year 2023-24

Net Tangible Benefits - Operational Cost Changes (Costs of Current Operations versus Proposed Operations as a Result of the Project) and Additional Tangible Benefits -- CBAForm 1A
Agency Program Cost Elements FY 2024-25 FY 2025-26 FY 2026-27 FY 2027-28 FY 2028-29 FY 2029-30
(Recurring Costs Only -- No Project Costs) (@) (b) (0) = (@)+(b) (@ (b) (©)=(@) +(b) (@) (b) (c)=(a) + (b) (@ (b) (©)=(@) +(b) (@) (b) (c)=(a) + (b) (@ (b) (©)=(@) + (b)
New Program New Program New Program New Program New Program New Program
Existing Costs resulting Existing Costs resulting Existing Costs resulting Existing Cost Change Costs resulting Existing Costs resulting Existing Cost Change Costs resulting
Program Operational | from Proposed Program Operational from Proposed Program Operational from Proposed Program Operational from Proposed Program Operational from Proposed Program Operational from Proposed
Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project
A. Personnel Costs -- Agency-Managed Staff $275,987 $0 $275,987] $275,987 $0 $275,987] $275,987 $0 $275,987] $275,987 $0 $275,987] $275,987 $0 $275,987] $275,987 $0 $275,987
A.b Total Staff 2.00 0.00 2.00 2.00 0.00 2,00, 2.00 0.00 2.00 2.00 0.00 2,00, 2.00 0.00 2.00 2.00 0.00 2,00,
A-l.a. State FTEs (Salaries & Benefits) $175,987 $0 $175,987 $175,987 $0 $175,987 $175,987 $0 $175,987 $175,987 $0 $175,987 $175,987 $0 $175,987 $175,987 $0 $175,987
A-Lb. State FTEs (#) 1.50 0.00 1.50 1.50 0.00 1.50 1.50 0.00 1.50 1.50 0.00 1.50 1.50 0.00 1.50 1.50 0.00 1.50
A-2.a. OPS Staff (Salaries) $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
A-2.b. OPS (#) [ 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
A-3.a. Staff Augmentation (Contract Cost) $100,000 $0 $100,000] $100,000 $0 $100,000] $100,000 $0 $100,000] $100,000 $0 $100,000] $100,000 $0 $100,000] $100,000 $0 $100,000]
A-3.b. Staff Augmentation (# of Contractors) 0.50 0.00 0.50 0.50 0.00 0.50 0.50 0.00 0.50 0.50 0.00 0.50 0.50 0.00 0.50 0.50 0.00 0.50)
B. Application Maintenance Costs $80,030 $0 $80,030, $80,030 $318,120 $398,150 $80,030 $318,120 $398,150 $80,030 $318,120 $398,150 $80,030 $318,120 $398,150 $80,030 $318,120 $398,150
B-1. Managed Services (Staffing) $63,089 $0 $63,089 $63,089 $214,911 $278,000 $63,089 $214,911 $278,000 $63,089 $214,911 $278,000 $63,089 $214,911 $278,000 $63,089 $214,911 $278,000
B-2. Hardware $14,820 $0 $14,820, $14,820 -$14,820 $0 $14,820 -$14,820 $0 $14,820 -$14,820 $0 $14,820 -$14,820 $0 $14,820 -$14,820 $0
B-3. Software $2,121 $0 $2,121 $2,121 $118,029 $120,150 $2,121 $118,029 $120,150 $2,121 $118,029 $120,150 $2,121 $118,029 $120,150 $2,121 $118,029 $120,150
B-4. Other Specify $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C. Data Center Provider Costs $0 $0 $0) $0 $0 $0) $0 $0 $0) $0 $0 $0) $0 $0 $0) $0 $0 $0
C-1. Managed Services (Staffing) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-2. Infrastructure $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-3. Network / Hosting Services $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-4. Disaster Recovery $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-5. Other Specify $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0
D. Plant & Facility Costs $0 $0 $0| $0 $0 $0| $0 $0 $0| $0 $0 $0] $0 $0 $0) $0 $0 $0)
E. Other Costs $0 $0 $0) $0 $0 $0) $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0
E-1. Training $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-2. Travel $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-3. Other Specify $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0
Total of Recurring Operational Costs $356,017 $0 $356,017 $356,017 $318,120 $674,137 $356,017 $318,120 $674,137 $356,017 $318,120 $674,137 $356,017 $318,120 $674,137 $356,017 $318,120 $674,137
F. Additional Tangible Benefits: $0 $0 $0 $0 $0 $0
F-1. Specify $0 $0 $0 $0 $0 $0
F-2. Specify $0 $0 $0 $0 $0 $0
F-3. Specify $0 $0 $0 $0 $0 $0
Total Net Tangible Benefits: $0 ($318,120) ($318,120) ($318,120) ($318,120) ($318,120)
CHARACTERIZATION OF PROJECT BENEFIT ESTIMATE -- CBAForm 1B
Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous L Confidence Level
Order of Magnitude [4] Confidence Level 15%
Placeholder ] Confidence Level
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State of Florida
Cost Benefit Analysis

APPENDIX A

Fiscal Year 2023-24

B

1
2 CBAForm 2A Baseline Project Budget
3 FY2024-25 FY2025-26 FY2026-27 FY2027-28 FY2028-29 FY2029-30 TOTAL
4 Dept. of Financial Services Collateral Administration Program System Replacement $ 2,086,230 $ 1,607,400 $ 3,693,630
Current & Previous Years YR 1 Base YR 2 Base YR 3 Base YR 4 Base YR 5 Base YR 6 Base
5 Item Description Project Cost Element Appropriation Category Project-Related Cost YR1# YR 1LBR Budget |YR2# YR 2 LBR Budget |YR3# YR3LBR Budget |YR4# YR4LBR Budget |YR5# YR5LBR Budget YR6 YRG6LBR Budget
Startingcossiterpersomelisnopime R RISPRIRIoIEcUMan a0 en LSt iN VeT i cred Services |6 - | 000 s 218400 $ - | 000 $ - s - | ooos $ - | oo0s$s - $ - |oo0os - s - 008 - s$ - |s 218,400
6 & Expense. Augmentation
, z‘gxf";‘gngzs‘s for personnel using Time | 5, o 1ny| Other Staff Augmentation | Contracted Services | $ - 0.00 $ 291480 $ - 0.00 $ = 8 = 0.00 $ s - 0008 - $ - 0008 - $ - 0008 - $ - |s 291,480
Siaiingicossiieerameiisnop el RLGIOICC R0 EntStar Contracted Services | $ - | 000 s 436800 $ - | 000 $ 436800 $ - | 000 $ $ - | oo0s - $ - |oo0os - s - 008 - s$ - |$ 873,600
8 & Expense. Augmentation
0 z‘:fxfg‘gnzzs‘s for personnel using Time | i) other Staff Augmentation Contracted Services | $ - 000 $ 504400 $ - 000 $ 1055600 $ - 000 $ s - 0008 - $ - 0008 - $ - 0008 - $ - |8 1,560,000
Commercial software purchases and ClonmmereE] S -
ety s P Implementation Fee (Collateral Contracted Services | $ = $ 210,000 $ = $ = $ = $ $ = $ = $ = $ = $ = $ = $ - $ 210,000
10 ) Inventory Management)
Commercial software purchases and Commercial Software - Software . . R R : . R . R R .
" e p—— Configuration (Case Management) Contracted Services | $ $ 210,000 $ $ 105,000 $ $ $ $ $ $ $ $ $ $ 315,000
Commercial software purchases and ClommerEE] ST - Mk
ety s P Software Subscription Fees (Case Contracted Services | $ = $ 120,150 $ = $ = $ = $ $ = $ = $ = $ = $ = $ = $ - $ 120,150
12 i Management)
Commercial software purch nd Commercial Software - Data and
|ic0ensinegcc?)s?§ SLHIBERESE Records Conversion (Case Contracted Services | $ = $ 50,000 $ - $ - $ - $ $ - $ = $ = $ = $ = $ - $ - $ 50,000
13 i Management)
Commercial software purchases and Commercial Software - API .
14| |iicensing costs. T ) Contracted Services | $ $ 45,000 $ $ $ $ $ $ $ $ $ $ $ $ 45,000
Commercial software purchases and Commercial Software - System . . . R : : . : } : : }
5 e p—— Admin Training (Case Management) Contracted Services | $ $ $ $ 10,000 $ $ $ $ $ $ $ $ $ $ 10,000
Other contracted services not included in q .
16| |other categories. Other Services Contracted Services | $ - $ = $ > $ - $ - $ $ - $ _ $ _ $ _ $ ~ $ B $ R $ i
Other project expenses not included in ~
17 |other categories. Other Expenses Expense $ - $ - $ - $ - $ - $ $ - $ - $ - $ = $ = $ = $ = $
18 Total $ - 0.00 $ 2,086,230 $ - 0.00 $ 1,607,400 $ - 0.00 $ $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - $ 3,693,630
Page 2 of 4

Printed 10/15/2024 10:24 AM



State of Florida
Cost Benefit Analysis

APPENDIX A Fiscal Year 2023-24

CBAForm 2 - Project Cost Analysis Agency Dept. of Financial Services Project Collateral Administration Program System Replacement
PROJECT COST SUMMARY (from CBAForm 2A)
FY FY FY FY FY FY OTA
PROJECT COST SUMMARY 2024-25 2025-26 2026-27 2027-28 2028-29 2029-30
TOTAL PROJECT COSTS (*) $2,086,230 [ $1,607,400 $0 $0 $0 $0 $3,693,630
CUMULATIVE PROJECT COSTS
(includes Current & Previous Years' Project-Related Costs) $2,086,230 $3,693,630 $3,693,630 $3,693,630 $3,693,630 $3,693,630
Total Costs are carried forward to CBAForm3 Project Investment Summary worksheet.
PROJECT FUNDING SOURCES - CBAForm 2B
PROJECT FUNDING SOURCES FY FY FY FY FY FY
2024-25 2025-26 2026-27 2027-28 2028-29 2027-28

General Revenue $0 $0 $0 $0 $0 $0 $0
Trust Fund $2,086,230 $1,607,400 $0 $0 $0 $0 $3,693,630
Federal Match [ ] $0 $0 $0 $0 $0 $0 $0
Grants [ $0 $0 $0 $0 $0 $0 $0
Other [ ] Specify $0 $0 $0 $0 $0 $0 $0

TOTAL INVESTMENT $2,086,230 $1,607,400 30 30 30 30 $3,693,630

CUMULATIVE INVESTMENT|  $2,086,230 $3,693,630 $3,693,630 $3,693,630 $3,693,630 $3,693,630
Characterization of Project Cost Estimate - CBAForm 2C
Choose Type Estimate Confidence Enter % (+/-)

Detailed/Rigorous Confidence Level
Order of Magnitude X Confidence Level 15%
Placeholder Confidence Level
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State of Florida
CBARSH Beiéd

s
fieStment Summary

APPENDIX A

Fiscal Year 2023-24

Agency Dept. of Financial Services

Project Collateral Administration Program System Replacement

COST BENEFIT ANALYSIS -- CBAForm 3A

FY FY FY FY FY FY TOTAL FOR ALL
2024-25 2025-26 2026-27 2027-28 2028-29 2029-30 YEARS
Project Cost $2,086,230 $1,607,400 $0 $0 $0 $0 $3,693,630
Net Tangible Benefits $0 | ($318,120)| ($318,120)] ($318,120)] ($318,120)] ($318,120)] ($1,590,600)
Return on Investment ($2,086,230)| ($1,925,520)| ($318,120)] ($318,120)] ($318,120) ($318,120) ($5,284,230)
NPV = ($4,930,940)
RETURN ON INVESTMENT ANALYSIS -- CBAForm 3B
Payback Period (years) NO PAYBACK IN 6 YEARS|Payback Period is the time required to recover the investment costs of the project.
Breakeven Fiscal Year NO PAYBACK IN 6 YEARS|Fiscal Year during which the project's investment costs are recovered.
Net Present Value (NPV) ($4,930,940) NPV is the present-day value of the project's benefits less costs over the project's lifecycle.
Internal Rate of Return (IRR) NO IRR IRR is the project's rate of return.
Investment Interest Earning Yield -- CBAForm 3C
Fiscal FY FY FY FY FY FY
Year 2024-25 2025-26 2026-27 2027-28 2028-29 2029-30
Cost of Capital 2.90% 3.10% 3.30% 3.40% 3.50% 3.60%
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IT Project Risk Assessment Tool

Schedule IV-B

FY2024-25

B [ C

D E |

F | & | H

Project

Collateral Administration Program System
Replacement

Agency

Department

of Financial Services

FY 2024-25 LBR Issue Code:

FY 2024-25 LBR Issue Title:

Issue Code

Issue Title

Risk Assessment Contact Info (Name, Phone #, and E-mail Address):

OOV |0 |B~|W

Michael Stephens ------ (850) 668-2583 ------ Michael.Stephens@NorthHighalnd.Com

10

Executive Sponsor

Tanner Collins

Project Manag_]er

Jeff Wehling

12
14

15

16

17

18

19

20

21

22

23

24

25

26

27

28

29

30

31

32
34

35

Prepared By

Jeff Wehling

11/2/2023

\ Risk Assessment Summary

Most
Aligned

Business Strategy

Least
Aligned

Least
Risk

Level of Project Risk

Project Risk Area Breakdown

Risk Assessment Areas

Most
Risk

Risk
Exgosure

36

37

Strategic Assessment

MEDIUM

38

39

Technology Exposure Assessment

HIGH

40

41

Organizational Change Management Assessment MEDIUM

42

Communication Ass

43

essment

44

45

Fiscal Assessment

46

a7

Project Organization Assessment

48

49

Project Management Assessment

MEDIUM

50

51

Project Complexity Assessment

g

53

MEDIUM

Overall Project Risk
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IT Project Risk Assessment Tool Schedule IV-B FY2024-25
B | C | D | E
1 |[Agency: Department of Financial Services Project: Collateral Administration Program System Replacement
L B —r—
4
5 | 1.01 JAre project objectives clearly aligned with the {0% to 40% -- Few or no objectives aligned 81% to 100% -- All or
6 agency's legal mission? 41% to 80% -- Some objectives aligned nearly all objectives
7 81% to 100% -- All or nearly all objectives aligned aligned
g | 1.02 JAre project objectives clearly documented  [Not documented or agreed to by stakeholders
9 and understood by all stakeholder groups? informal agreement by stakeholders Informal agreement by
stakeholders
10 Documented with sign-off by stakeholders
11 | 1.03 JAre the project sponsor, senior management, Not or rarely involved
12 and other executive stakeholders actively  [Most regularly attend executive steering committee meetings Most regularly attend
involved in mee“”gs for the review and Project charter signed by executive sponsor and executive C?rf;?tttl;/ee rs;gztrilrr:gs
13 success of the project? team actively engaged in steering committee meetings ’
14 | 1.04 JHas the agency documented its vision for Vision is not documented - :
15 how changes to the proposed technology will [Vision is partially documented Vision is partially
16 improve its business processes? Vision is completely documented documented
17 | 1.05 JHave all project business/program area 0% to 40% -- Few or none defined and documented 81% to 100% -- All or
18 requirements, assumptions, constraints, and 419 to 80% -- Some defined and documented nearly all defined and
19 priorities been defined and documented? g0 15 100% -- Al or nearly all defined and documented documented
20| 1.06 JAre all needed changes in law, rule, or policy [No changes needed
21 identified and documented? Changes unknown
22 Changes are identified in concept only No changes needed
23 Changes are identified and documented
24 Legislation or proposed rule change is drafted
o5 | 1.07 |Areany project phase or milestone Few or none
completion dates fixed by outside factors,
26 e.g., state or federal law or funding Some Few or none
27 restrictions? All or nearly all
28| 1.08 |Whatis the external (e.g. public) visibility of - [Minimal or no external use or visibility
29 the proposed system or project? Moderate external use or visibility Moderatt\e/izixbtﬁirnal useor
30 Extensive external use or visibility Y
31| 1.09 |Whatis the internal (e.g. state agency) Multiple agency or state enterprise visibility _ _
32 visibility of the proposed system or project?  [gjngie agency-wide use or visibility Single (?rg\?ir;ictilia,t\”de use
33 Use or visibility at division and/or bureau level only Y
34| 1.10 |ls this a multi-year project? Greater than 5 years
35 Between 3 and 5 years
1 year or less
36 Between 1 and 3 years
37 1 year or less
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IT Project Risk Assessment Tool

Schedule IV-B

FY2024-25

B

[ C

D

E

Agency: Department of Financial Services

3
4

Project: Collateral Administration Program System Replacement

2.01 ]Does the agency have experience working  [Read about only or attended conference and/or vendor
5 with, operating, and supporting the proposed [presentation
technical solution in a production Supported prototype or production system less than 6 Read about only or
6 environment? months attended conference
7 Supported production system 6 months to 12 months and/or vendor
8 Supported production system 1 year to 3 years presentation
Installed and supported production system more than 3 years
9
2.02 |Does the agency's internal staff have External technical resources will be needed for
10 sufficient knowledge of the proposed implementation and operations External technical
technical solution to implement and operate  [External technical resources will be needed through resources will be needed
11 the new system? implementation only through implementation
Internal resources have sufficient knowledge for only
12 implementation and operations
13| 203 |Have all relevant technical alternatives/ No technology alternatives researched Some alternatives
14 solution options been researched, Some alternatives documented and considered documented and
documented and considered? .
15 All or nearly all alternatives documented and considered considered
2.04 |Does the proposed technical solution comply [No relevant standards have been identified or incorporated
16 with all relevant agency, statewide, or into proposed technology Proposed technology
[industry technology standards? Some relevant standards have been incorporated into the SAIEn S T
17 praposed technology with all r.elevan-t agency,
— . . statewide, or industry
Proposed technology solution is fully compliant with all s
18 relevant agency, statewide, or industry standards
19| 2.05 [Does the proposed technical solution require |Minor or no infrastructure change required
20 significant change to the agency's existing  [Moderate infrastructure change required Minor or no infrastructure
21 technology infrastructure? Extensive infrastructure change required change required
22 Complete infrastructure replacement
23| 2.06 |Are detailed hardware and software capacity |Capacity requirements are not understood or defined
y |requirements defined and documented? Capacity requirements are defined only ata conceptual level | anacity requirements
- - — are defined only at a
Capacity reqwremer_nt; are based on historical data gnd new conceptual level
system design specifications and performance requirements
25
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IT Project Risk Assessment Tool Schedule IV-B FY2024-25
B | C D | E
1 |Agency: Department of Financial Services Project: Collateral Administration Program System Replacement
What is the expected level of organizational ~|Extensive changes to organization structure, staff or
5 change that will be imposed within the agency|business processes Moderate changes to
Jit the project is successfully implemented? ~ |Moderate changes to organization structure, staff or business| organization structure,
6 processes staff or business
Minimal changes to organization structure, staff or business processes
7 processes structure
g | 3.02 |willthis project impact essential business  |Yes
9 |processes? No Yes
3.03 |JHave all business process changes and 0% to 40% -- Few or no process changes defined and
10 process interactions been defined and documented : 41% to 80% -- Some
documented? 41% to 80% -- Some process changes defined and )
process changes defined
11 documented and documented
81% to 100% -- All or nearly all processes defiined and
12 documented
13| 3.04 Has an Organizational Change Management |Yes
. . No
14 Plan been approved for this project? No
151 3.05 [Will the agency's anticipated FTE count Over 10% FTE count change
16 change as a result of implementing the 1% to 10% FTE count change Less than 1% FTE count
iect? change
17 project’ Less than 1% FTE count change
18| 3.06 JWill the number of contractors change asa |Over 10% contractor count change
19 Jresult of implementing the project? 1 to 10% contractor count change Lz e tlo/:] CoiliEEe
20 Less than 1% contractor count change SEEIEES
3.07 |Whatis the expected level of change impact |[Extensive change or new way of providing/receiving services
21 on the citizens of the State of Florida if the  [or information) .
> Jproject is successfully implemented? Moderate changes Minor or no changes
23 Minor or no changes
3.08 JWhat is the expected change impact on other [Extensive change or new way of providing/receiving services
24 state or local government agencies as a or information
o5 [result of implementing the project? Moderate changes Moderate changes
26 Minor or no changes
271 3.09 |Has the agency successfully completed a No experience/Not recently (>5 Years)
|project with similar organizational change  [Recently completed project with fewer change requirements
28 requirements? Recently completed
Recently completed project with similar change requirements|  project with similar
29 change requirements
Recently completed project with greater change
30 requirements

F:\Office of Budgeting\BUDGET\2025 - 2026 LBR\Schedule IV-B - Information Technology Projects\CAP\CAP Schedule IV-B 25-26 Risk Assessment
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IT Project Risk Assessment Tool

Schedule IV-B

FY2024-25

B | C D | E
1 |Agency: Agency Name Project: Project Name
3 Section 4 -- Communication Area
4 Criteria Value Options
5 | 4.01 [Has a documented Communication Plan Yes N
6 been approved for this project? No 0
. 4.02 IDoes the project Cgmmumcaﬂon Plan Negligible of no feedback in Plan
promote the collection and use of feedback o e
o from management, project team, and e featlsakdn Bl el ‘?OILI”O eeabac
business stakeholders (including end users)? WFED,
9 Proactive use of feedback in Plan
4.03 JHave all required communication channels  |yeg
10 S .
been identified and documented in the No
11 Communication Plan? No
12| 4.04 )Are all affected stakeholders included in the |Yes N
13 Communication Plan? No 0
14 | 4.05 JHave all key messages been developed and [Plan does not include key messages Plan d tinclude ki
) o an does not include ke
15 documented in the Communication Plan? Some key messages have been developed messages y
16 All or nearly all messages are documented
4,06 |Have desired message outcomes and Plan does not include desired messages outcomes and Plan d tinclud
17 success measures been identified in the success measures c?:sirzzsnT:sslgc :s €
Communication Plan? Success measures have been developed for some g
outcomes and success
18 messages
measures
19 All or nearly all messages have success measures
20| 4.07 |Does the project Communication Plan Yes N
21 identify and assign needed staff and No 0
Page 1 of 1

F:\Office of Budgeting\BUDGET\2025 - 2026 LBR\Schedule IV-B - Information Technology Projects\CAP\CAP Schedule IV-B 25-26 Risk Assessment

4_Communication

10/15/2024 10:24 AM




IT Project Risk Assessment Tool

Schedule IV-B

c ]

D

E |

Project: Collateral Administration Program System Replacement
Section 5 -- Fiscal Area

1
3
4 Criteria Values Answer
5 | 5.01 |Has a documented Spending Plan been Yes
— X L No
6 approved for the entire project lifecycle? No
7 | 5.02 |Have all project expenditures been identified |0% to 40% -- None or few defined and documented 81% to 100% -- All or
[ 5 | in the Spending Plan? 41% to 80% - Some defined and documented nearly all defined and
[ 9 | 81% to 100% -- Al or nearly all defined and documented documented
10| 5.03 |Whatis the estimated total cost of this project |Unknown
T over its entire lifecycle? Greater than $10 M
E Between $2 M and $10 M Between $2 M and $10 M
[ 13 Between $500K and $1,999,999
[ 14] Less than $500 K
5.04 |Is the cost estimate for this project based on |Yes
| 15| quantitative analysis using a standards-based Yes
16 estimation model? B
17| 5.05 |Whatis the character of the cost estimates for | Detailed and rigorous (accurate within £10%) .
n this project? Order of magnitude — estimate could vary between 10-100% Order of magnitude -
18} £r ol magnitude — estimate could vary betweet estimate could vary
Placeholder - actual cost may exceed estimate by more than between 10-100%
19 100%
| 20 5.06 [Are funds available within existing agency ~ |Yes g
21 resources to complete this project? No
22| 5.07 |Will/should multiple state or local agencies  |Funding from single agency
23] help fund this project or system? Funding from local government agencies Fundmag fersLn single
7 Funding from other state agencies oeney
25| 5.08 |If federal financial participation is anticipated |Neither requested nor received
E as a source of funding, has federal approval ~ |Requested but not received o
(571 been requested and received? Requested and received ot
[ 28] Not applicable
29| 5.09 |Have all tangible and intangible benefits been |Project benefits have not been identified or validated
[ 30| identified and validated as refiable and Some project benefits have been identified but not validated All or nearly all project
(31 achievable? Most project benefits have been identified but not validated benefits have been
| Allor nearly all project benefits have been identified and validated | identified and validated
32
33| 5.10 |Whatis the benefit payback period that is Within 1 year
E defined and documented? Within 3 years
E Within 5 years Within 5 years
E More than 5 years
37 No payback
38| 5.11 [Has the project procurement strategy been  |Procurement strategy has not been identified and documented
[ | clearly determined and agreed to by affected | Stakeholders have not been consulted re: procurement strategy | Procurement strategy has
39 stakeholders? not been identified and
| Stakeholders have reviewed and approved the proposed documented
40 procurement strategy
41| 5.12 |Whatis the planned approach for acquiring | Time and Expense (T&E)
7 necessary products and solution services to  |Firm Fixed Price (FFP) Firm Fixed Price (FFP)
4_3 successfully complete the project? Combination FFP and T&E
5.13 |What is the planned approach for procuring | Timing of major hardware and software purchases has not yet
| 44 ] hardware and software for the project? been determined Purchase all hardware
Purchase all hardware and software at start of project to take and software at start of
| 45 ] advantage of one-time discounts project to take advantage
Just-in-time purchasing of hardware and software is documented | of one-time discounts
46 in the project schedule
| 47] 5.14 |Has a contract manager been assigned to this|No contract manager assigned
| 48] project? Contract manager ?s the pro.curement manager N G TEVEE
| 49 Contract manager is the project manager assigned
Contract manager assigned is not the procurement manager or
50 the project manager
5.15 |Has equipment leasing been considered for |Yes
51 the project's large-scale computing No
52 purchases? No
53] 5.16 |Have all procurement selection criteria and  |No selection criteria or outcomes have been identified
| outcomes been clearly identified? Some selection criteria and outcomes have been defined and Some selection criteria
54 documented and outcomes have been
All or nearly all selection criteria and expected outcomes have | defined and documented
55 been defined and documented
56 5.17 |Does the procurement strategy use a multi-  |Procurement strategy has not been developed )
; stage evaluation process to progressively [y i-sage evaluation not plannediused for procurement Mult\-Ttage ;/valugtflon not
=is narrow the field of prospective vendors to the planned/used for
single, best qualified candidate? Multi-stage evaluation and proof of concept or prototype procurement
58 planned/used to select best qualified vendor
59| 5.18 |For projects with total cost exceeding $10 Procurement strategy has not been developed
| million, did/will the procurement strategy No, bid response did/will not require proof of concept or prototype
60 require a proof of concept or prototype as part o
| of the bid response? Yes, bid response did/will include proof of concept or prototype ot
| 61
62 Not applicable
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IT Project Risk Assessment Tool Schedule IV-B FY2024-25

B | C | D | E
1 |Agency: Department of Financial Services Project: Collateral Administration Program System Replacement
3 Section 6 -- Project Organization Area
4 Criteria Values Answer
5 Is the project organi_zation and governance  [yqg
structure clearly defined and documented No
6 within an approved project plan? No
7 | 6.02 JHave all roles and responsibilities for the None or few have been defined and documented :
8 executive steering committee been clearly  Some have been defined and documented Some Za(\‘/e been ?e(:med
9 identified? All or nearly all have been defined and documented ane octimente
10| 6.03 |Whois responsible for integrating project Not yet determined
1 deliverables into the final solution? Agency System Iniegrator
(contractor)
12 System Integrator (contractor)
13| 6.04 |How many project managers and project 3 or more
14 directors will be responsible for managing the |2 2
15 project? 1
16 | 6:05 |Has aproject staffing plan specifying the  |Needed staff and skills have not been identified
number of required resources (including — Some or most staff roles
project team, program staff, and contractors) Sqme or most St"?‘” ro!gs and responsibilties and needed and responsibilities and
17 and their corresponding roles, responsibilities skills have been identified needed skills have been
and needed skill levels been developed?  [Staffing plan identifying all staff roles, responsibilities, and identified
18 skill levels have been documented
19| 6.06 |Isan experienced project manager dedicated [No experienced project manager assigned
20 fulltime to the project? No, project manager is assigned 50% or less to project
No, project manager assigned more than half-time, but less | No experienced project
21 than full-time to project manager assigned
Yes, experienced project manager dedicated full-time, 100%
22 to project
23| 6.07 JAre qualified project management team None
members dedicated full-time to the project  |No, business, functional or technical experts dedicated 50%
24 or less to project
No, business, functional or technical experts dedicated more None
25 than half-time but less than full-time to project
Yes, business, functional or technical experts dedicated full-
26 time, 100% to project
27| 6.08 |Does the agency have the necessary Few or no staff from in-house resources
28 knowledge, skills, and abilities to staff the  [Haif of staff from in-house resources Few or no staff from in-
29 project team with in-house resources? Mostly staffed from in-house resources house resources
30 Completely staffed from in-house resources
31| 6.09 |Isagency IT personnel turnover expected to |Minimal or no impact
32 significantly impact this project? Moderate impact Minimal or no impact
33 Extensive impact
6.10 |Does the project governance structure
. . Yes
34 establish a formal change review and control No
board to address proposed changes in
35 project scope, schedule, or cost? o
36| 6.11 JAre all affected stakeholders represented by |No board has been established
37 functional manager on the change review and(No, only IT staff are on change review and control board Yes, all stakeholders are
38 control board? No, all stakeholders are not represented on the board represented by functional
Yes, all stakeholders are represented by functional manager manager
39
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IT Project Risk Assessment Tool

Schedule IV-B

B | C D | E
1 |Agency: Department of Financial Services Project: Collateral Administration Program System Replacement
3
4
5 | 7.01 |Does the project managementteamusea  |No
standard commercially available project Project Management team will use the methodology v
6 management methodology to plan, selected by the systems integrator &
T implement, and control the project? Yes
g | 7.02 |For how many projects has the agency None
T successfully used the selected project 13 More than 3
— management methodology?
10 More than 3
11| 7.03 |How many members of the project team are |none
? proficient in the use of the selected project Some Saie
— management methodology?
13 All or nearly all
7.04 JHave all requirements specifications been 0% to 40% -- None or few have been defined and
| 14 | unambiguously defined and documented?  |documented 81% to 100% -- All or
15 41 to 80% -- Some have been defined and documented nearly all have been
| 819% to 100% -- All or nearly all have been defined and defined and documented
16 documented
7.05 |Have all design specifications been 0% to 40% -- None or few have been defined and
17 unambiguously defined and documented?  |documented 0% to 40% -- None or
18 41 to 80% -- Some have been defined and documented few have been defined
| 81% to 100% -- All or nearly all have been defined and and documented
19 documented
20| 7.06 |Are all requirements and design 0% to 40% -- None or few are traceable
? specifications traceable to specific business 4175 "a09% - Some are traceable 0% to 40% -- None or
| fules? 81% to 100% -- Al or nearly all requirements and few are traceable
22 specifications are traceable
23| 7.07 |Have all project deliverables/services and  [None or few have been defined and documented i
| acceptance criteria been clearly defined and [gome geliverables and acceptance criteria have been some deliverables and
documented? ) acceptance criteria have
| 24 | defined and documented e e e
All or nearly all deliverables and acceptance criteria have documented
25 been defined and documented
26| 7.08 |Is written approval required from executive  |No sign-off required Revm
Bl sponsor, business stakeholders, and project [only project manager signs-off the executive sponsor,
| manager for review and sign-off of major Review and sign-off from the executive sponsor, business busmgss stakeholder
project deliverables? ; — > | and project manager are
stakeholder, and project manager are required on all major required on all major
28 project deliverables project deliverables
7.09 |Has the Work Breakdown Structure (WBS)  |0% to 40% -- None or few have been defined to the work
been defined to the work package level for all
B project activities? e zictzagg;ielsome have been defined to the work package 0%to 40% — None or
few have been defined to
| 30] level the work package level
81% to 100% -- All or nearly all have been defined to the
31 work package level
3o | 710 |Hasa documented project schedule been  |yes
g approved for the entire project lifecycle? No No
7.11 |Does the project schedule specify all project
34 tasks, go/no-go decision points Ve
— . . . No
(checkpoints), critical milestones, and
35 resources? i
36| 7.12 |Are formal project status reporting processes |No or informal processes are used for status reporting
? documented and in place to manage and Project team uses formal processes Project team uses formal
| control this project? Project team and executive steering committee use formal processes
38 status reporting processes
| 39| 7.13 |Are all necessary planning and reporting No templates are available All planning and
40 templates, e.g., work plans, status reports,  (Some templates are available reporting templates are
41 | issues and risk management, available? [l planning and reporting templates are available available
42| 7.14 |Has adocumented Risk Management Plan  |Yes
43| been approved for this project? No ves
44| 7.15 |Have all known project risks and None or few have been defined and documented
45 | corresponding mitigation strategies been  [Some have been defined and documented Some have been defined
| identified? All known risks and mitigation strategies have been defined and documented
46
47 7.16 |Are standard change request, review and Yes
— approval processes documented and in Yes
48 place for this project? No
49 7.17 JAre issue reporting and management Yes
— processes documented and in place for this Yes
50 project? No

F:\Office of Budgeting\BUDGET\2025 - 2026 LBR\Schedule IV-B - Information Technology Projects\CAP\CAP Schedule IV-B 25-26 Risk Assessment

7_Proj_Mgt

FY2024-25

Page 1of 1
107152024 10:24 AM



IT Project Risk Assessment Tool

Schedule IV-B

FY2024-25

B | C

D

[ E

AlWIN| P

Agency: Department of Financial Services

Project: Collateral Administration Program System Replacement

Section 8 -- Project Complexity Area
# Criteria Values Answer

F:\Office of Budgeting\BUDGET\2025 - 2026 LBR\Schedule IV-B - Information Technology Projects\CAP\CAP Schedule IV-B 25-26 Risk Assessment
8_Complexity

5 | 8.01 JHow complex is the proposed solution Unknown at this time
6 compared to the current agency systems?  fore complex
— - Less complex
7 Similar complexity
8 Less complex
9 | 8.02 JAre the business users or end users Single location
10 dispersed across multiple cities, counties, 3 sites or fewer Single location
11 districts, or regions? More than 3 sites
12| 8.03 JAre the project team members dispersed Single location
13 across multiple cities, counties, districts, or |3 sjtes or fewer Single location
14 regions? More than 3 sites
15| 8.04 |How many external contracting or consulting |No external organizations
16 organizations will this project require? 1to 3 external organizations 1to3 gxtgrnal
organizations
17 More than 3 external organizations
18| 8.05 |What is the expected project team size? Greater than 15
19 9t0 15 5108
20 5t08
21 Less than 5
22| 8.06 JHow many external entities (e.g., other More than 4
23 agencies, community service providers, or |2 tg 4
o local government entities) will be impacted by [; 2104
5 this project or system? None
26| 8.07 JWhat is the impact of the project on state Business process change in single division or bureau Business process change
27 operations? Agency-wide business process change in single division or
28 Statewide or multiple agency business process change bureau
29 8.08 I-!a; the agency sqccessfully co_mpleted a Yes
similarly-sized project when acting as No

30 Systems Integrator? No
31| 8.09 JWhat type of project is this? Infrastructure upgrade Implementation requiring

Implementation requiring software development or software development or
32 purchasing commercial off the shelf (COTS) software purchasing commercial
33 Business Process Reengineering off the shelf (COTS)
34 Combination of the above software
35| 8.10 JHas the project manager successfully No recent experience
36 managed similar projects to completion? Lesser size and complexity :

—— - No recent experience
37 Similar size and complexity
38 Greater size and complexity
39| 8.11 |Does the agency management have No recent experience
40 experience governing projects of equal or || esser size and complexity Similar size and
a1 similar §ize and complexity to successful Similar size and complexity complexity
42 completion? Greater size and complexity
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General Guidelines

The Schedule 1V-B contains more detailed information on information technology (IT) projects than is
included in the D-3A issue narrative submitted with an agency’s Legislative Budget Request (LBR). The
Schedule IV-B compiles the analyses and data developed by the agency during the initiation and planning
phases of the proposed IT project. A Schedule IV-B must be completed for all IT projects when the total
cost (all years) of the project is $1 million or more.

Schedule IV-B is not required for requests to:

e Continue existing hardware and software maintenance agreements,

e Renew existing software licensing agreements that are similar to the service level agreements
currently in use, or

¢ Replace desktop units (“refresh”) with new technology that is similar to the technology currently in
use.

¢ Contract only for the completion of a business case or feasibility study for the replacement or
remediation of an existing IT system or the development of a new IT system.

Documentation Requirements

The type and complexity of an IT project determines the level of detail an agency should submit for the
following documentation requirements:

e Background and Strategic Needs Assessment
e Baseline Analysis

e Proposed Business Process Requirements

¢ Functional and Technical Requirements

e Success Criteria

¢ Benefits Realization

e Cost Benefit Analysis

e Major Project Risk Assessment

¢ Risk Assessment Summary

e Current Information Technology Environment
e  Current Hardware/Software Inventory

¢ Proposed Technical Solution

e Proposed Solution Description

e Project Management Planning

Compliance with s. 216.023(4)(a)10, F.S. is also required if the total cost for all years of the project is $10

million or more.

A description of each Schedule 1V-B component is provided within this general template for the benefit of
the Schedule IV-B authors. These descriptions and this guidelines section should be removed prior to the
submission of the document.
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Sections of the Schedule IV-B may be authored in software applications other than MS Word, such as MS
Project and Visio. Submission of these documents in their native file formats is encouraged for proper
analysis.

The Schedule 1V-B includes two required templates, the Cost Benefit Analysis and Major Project Risk
Assessment workbooks. For all other components of the Schedule IV-B, agencies should submit their
own planning documents and tools to demonstrate their level of readiness to implement the proposed IT
project. It is also necessary to assemble all Schedule 1V-B components into one PDF file for submission
to the Florida Fiscal Portal and to ensure that all personnel can open component files and that no
component of the Schedule has been omitted.

Submit all component files of the agency’s Schedule 1V-B in their native file formats to the Office of Policy
and Budget and the Legislature at IT@LASPBS.STATE.FL.US. Reference the D-3A issue code and title
in the subject line.

II. Schedule IV-B Business Case
— Strategic Needs
Assessment

A.Background and Strategic Needs Assessment

Purpose: To clearly articulate the business-related need(s) for the proposed project

The Florida Department of Financial Services (DFS or Department) per Florida Statutes 626.307 (10),
627.7015, 627.7074, 627.745, and Chapter 526 as applicable, house several divisions such as the
Division of Consumer Services’ (DCS) and Division of Insurance Agent & Agency Services to serve the
people of Florida. This report largely reports on the mission of the Division of Consumer Services (DCS)
which is to proactively educate and assist Florida’s insurance and financial consumers through
responsive, professional, and innovative services. During the past year, DCS assisted more than 974,000
Floridians with insurance and financial issues. Assistance is provided primarily through the statewide toll-
free helpline, the Division’s website, email, and direct mail correspondence. Approximately 85% of
requests for insurance assistance involve Homeowner’s Insurance, Auto Insurance, Health Insurance or
Life Insurance. DCS provides individualized service to each consumer calling into the helpline. The DCS
Company Complaint Response System (CCRS) and Online Helpline help to streamline the process to
provide prompt service to consumers. The Online Helpline allows consumers to file complaints through an
online portal on the Division’s website. A quality audit program was established for helpline and request
inquiries to help ensure quality service. Audit results are used to enhance the service consumers are
provided when they contact the helpline. DCS currently provides call center services to the Division of
Rehabilitation & Liquidation. DCS previously provided call center services to the Divisions of Insurance
Agent & Agency Services, Unclaimed Property, and Investigative & Forensic Services, and may do so
again in the future. When consumers contact the main DCS helpline but require assistance from another
department, DCS creates a new request inquiry in the CRM for the other divisions to access. From there,
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the other divisions will conduct their own business processes to address the inquiry from the consumers
within the CRM.

DCS is responsible for reporting potential regulatory violations to the appropriate regulators. From July
2020 through June 2021, the Division sent a total of 2,277 regulatory referrals to the Divisions of
Insurance Agent & Agency Services, Investigative & Forensic Services, and the Office of Insurance
Regulation. Monitoring these regulatory referrals allows DCS to identify trends or potential issues
regarding specific insurance companies, insurance agents, or state agencies. DCS is proactive in its
commitment to consumers using data analysis and consumer educational interactions to assist Floridians
with receiving the full benefit of their insurance contracts.

DCS currently leverages a Customer Relationship Manager (CRM) solution, Oracle Siebel (ServicePoint),
a technology implemented in the early 2000s, to support its business processes. The current system
collects data and information that DCS receives from citizens and information provided back that include
answers to inquiries, acceptance, and resolution of complaints, and referrals for investigation. The current
Siebel ServicePoint solution is at the end-of-life and is no longer supported in its current version. Given
the organization’s customizations, there is not a viable upgrade path to the newest version of Siebel,
putting the support of these important consumer services at risk.

The following DFS Divisions are stakeholders of the ServicePoint system:

o Division of Consumer Services (DCS): Offers resources for its consumers to become educated
about numerous insurance and financial topics.

e Division of Rehabilitation and Liquidation (DRL): Manages receiverships and asset liquidation of
financially insolvent insurance entities.

o Division of Funeral, Cemetery, and Consumer Services (Funeral Cemetery): Oversees licensed
establishments by conducting investigations, inspections, licensing, and examination activities for
funeral and cemetery entities.

o Division of Insurance Agent and Agency Services (IAAS): Issues licenses to insurance agents
and investigates the misconduct of licensed insurance agents.

e Office of Insurance Regulation (OIR): Maintains the requirement for DFS to communicate alleged
violations of statutes.

The Department of Financial Services has drafted this Feasibility Study in support of system
modernization efforts for the existing CRM system that supports DCS and multiple other divisions in DFS.

1. Business Need

In January 2003, the Department of Insurance, along with the Treasury, State Fire Marshal, and the
Department of Banking, were merged into the Florida Department of Financial Services. The Division of
Consumer Services (DCS), organizationally underneath DFS, is responsible for handling consumer
complaints about insurance claims and other insurance related issues. Later in 2003, DCS began using a
new servicing platform to manage these inquiries, built upon the Siebel CRM application from Oracle,
labeled as “ServicePoint”. Subsequently over time, other DFS Divisions began developing uses for
ServicePoint and the system scope increased with new features. As DCS is the most prominent user of
ServicePoint, DCS is the business owner of record, coordinates the system changes in support of the
other divisions, and ensures the system delivers value internally to DFS and externally to consumers and
commercial entities.
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ServicePoint collects data and information that is then utilized to provide services for consumers and
businesses to respond, manage, and resolve complaints; initiate referrals for investigation regarding
insurance matters; and perform licensing management activities.

As ServicePoint has reached a stage where continued investment creates risk to the overall
maintainability of an older system, DFS seeks to invite select vendors to propose replacement of the
Oracle Siebel system. From a strategic lens, a replacement system can be used for additional services,
with the outcome of reducing the number of vendors and applications in use, lowering the overall cost to
manage these activities while increasing value to DFS with a modernized system infrastructure. Much of
the Siebel platform is no longer supported and has required them to isolate the infrastructure. The lack of
support creates significant risk in terms of not being able to implement patches for security issues. The
system is well beyond its useful life.

In order to meet the needs of the DCS and the divisions mentioned above, any system selected must
address the following needs, at a minimum:;

— Provide detailed information on consumers and commercial entities that relate to the services
provided by DFS

— Track all interactions of case management activity in real-time
— Provide workflow processing that moves a case to appropriate internal and external resources

— Assign specific skills and experiences to service representatives so inquiries and complaints can
be routed to the appropriate resource.

— Track case notes and upload documentation for inquiries and complaints such that the historical
information is accessible to all service representatives

— Provide communications tools to send or receive information to manage individual inquiries or
complaints

— Archive data at discreet levels to allow for analytics reporting

— Provide data retention capabilities that align with DFS and State regulations

2. Business Objectives

The project seeks to optimize the CRM capabilities by utilizing a modern system solution to increase
efficiency and operational standards while aligning with strategic objectives. By integrating a technology
solution that supports the Department’s business processes, DCS will ensure the Department continues
to serve the customers in a timely and accurate manner. Through automation and modernization, the
Department’s goals are achievable, and benefits can appear both as tangible and intangible. Through the
use of a modernized system, DCS will strive towards the following objectives:

Objective 1: Reduce the number of manual processes

DCS staff currently employs multiple manual processes that increase the time to respond, adds
duplication of effort, and increases the likelihood of mistakes due to the end-of-life system. With a
modernized technology solution, automating operational processes can improve workforce management
by streamlining case assignments, reduce manual data entry and subsequently reduce chance for human
error, and enhance communications between staff and consumers.

Objective 2: Increase the operational efficiency to process and resolve open cases
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The solution shall assist the Department in improving its internal operating efficiency. These efficiencies
may reflect increasing the number of cases completed within time standards, reducing days to process
cases, and increasing the number of automated processes. By increasing operational efficiency, the DCS
staff will work to increase customer self-sufficiency, improve customer satisfaction, and reduce daily
challenges for staff.

Objective 3: Enable agents to resolve cases more consistently

By providing staff with the tools to reduce manual processes, DCS staff can generate correspondence,
notices, and other requests that are more standardized and consistent. This can lead to reducing the risk
of providing misinformation to customers and in turn heighten customer satisfaction.

Objective 4: Enable the business to make more informed decisions through timely and accurate
reporting

DCS needs to perform analysis related to data collected and alignment with DCS metrics. Having the
ability to create reports without requiring technical support from IT resources allows DCS to improve on
program evaluations, business operations, and track accountability to make informed decisions.

NOTE: For IT projects with total cost in excess of $10 million, the business objectives described in this
section must be consistent with existing or proposed substantive policy required in s. 216.023(4)(a)10,
F.S.

B.Baseline Analysis

Purpose: To establish a basis for understanding the business processes, stakeholder groups, and current
technologies that will be affected by the project and the level of business transformation that will be
required for the project to be successful.

1. Current Business Process(es)

Below is an overview of how each division uses or interacts with ServicePoint’s production environment
and Siebel test environment.

Overview of the Division of Consumer Services (DCS):

The DCS offers citizens resources for education about numerous insurance and financial topics. DCS is
also the functional owner and primary user of the ServicePoint CRM system. The original system was
developed for DCS and is also leveraged by other divisions today. ServicePoint is used as a ticket and
case management platform.

DCS has six (6) main communication channels, one (1) specialized that is reserved for disasters, and one
(1) for regulatory issues. Each channel of communication may lead to a creation of a Service Requests
(request inquires) in ServicePoint.

The eight (8) channels are:

Email

Phone

Malil

Fax

Walk-Ins

Web-Proc (Website Online Portal)
Disaster Helpline (Specialized)

Nogakrwdn
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8. Notice of Issue (NOI) (outbound to regulatory entity)

Each of these channels provides consumers with the ability to communicate with DCS. Since there are
multiple channels of communication, DCS is responsible for manually tracking that communication
appropriately in the system. When walk-ins and phone calls are received by DCS staff it is a requirement
to enter a request inquiry in real time while speaking to the consumer. When communications are
received by mail and fax, DCS is required to scan the documents to a computer and then upload the
scanned documents to ServicePoint. DCS Gatekeepers will conduct an initial review of communications
uploaded to ServicePoint by mail, fax, web, or email. DCS Gatekeepers determine if the communication
was a duplicate request inquiry or if the communication can be routed to its appropriate business area.
When there is a duplicate request inquiry, the duplicate record is closed. If there is an existing request
inquiry, that request inquiry is updated with the new consumer information. If there is not an existing
request inquiry, a new request inquiry is created and assigned to its appropriate business area by coding.
Attributes of the coding include Source, request inquiry Type (Correspondence, ADR, Insurance), and
Area. The codes provide additional context to efficiently route the request inquiry via ServicePoint. It is
important to note that request inquiry batches are scheduled overnight to assign the coded request
inquiries to the proper business area in the workflow. The area that receives the request inquiry is then
responsible for processing the communication based on their business processes. For general insurance
inquiries, DCS staff will send communication to the consumer through ServicePoint using an email
template. If the consumer responds to the email, then an alert is sent out via ServicePoint to the DCS
request inquiry owner. DCS reviews the consumer responses and determines whether a further response
is required.

For more complex insurance inquiries, DCS staff will send communication to the insurance entity(ies)
through ServicePoint. When the entity responds to the email, then an alert is sent out via ServicePoint to
the DCS request inquiry owner. DCS reviews the response(s) and determines whether a further response
is required before resolution to the request inquiry can occur.

There are scenarios where complex insurance inquiries may lead to the creation of a Notice of Issue
(NOI). An NOl is a tool by which DCS reports possible illegal or unethical activities committed by a
licensee of the Department (DFS) or the Office of Insurance Regulation (OIR). The DCS is required to
report actual and suspected violations to the appropriate regulators. NOIs appear as a sub-record within
the request inquiry.

Once the review is complete, DCS will send communication to the consumer through ServicePoint using
an email template. If the consumer responds to the email, then an alert is sent out via ServicePoint to the
DCS request inquiry owner. DCS reviews the consumer responses and determines whether a further
response is required. If there is not a follow-up required, then the request inquiry is provided a resolution
code and the request inquiry is closed in ServicePoint.

The graphic below provides a high-level overview of the request inquiry creation process. The diagram is
intended to provide a snapshot of the beginning of the process starting with the initial consumer contact
and ends when the request inquiry is either closed or routed to the appropriate business area.
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FIGURE 1 CONSUMER SERVICES PROCESS DIAGRAM

Overview of Division of Insurance Agent and Agency Services (IAAS):

The two main functions of the IAAS are issuing licenses to insurance agents and investigating the
misconduct of licensed insurance agents. IAAS is a secondary user of the system. IAAS uses a separate
technology system (ALIS) to process license applications, but ServicePoint is used to communicate with
license applicants and previously licensed agents related to investigations.

When DFS receives communications DFS Gatekeepers code the customer communications based on the
request type. IAAS receives assigned request inquiries from a daily batch via the Assignment Manager
batch process. This batch process will assign the request inquiry to staff of IAAS based on skillset and
bandwidth. From there, IAAS specialists review the request inquiry to confirm the assignments are
accurate. If there are any mis-assignments, then a specialist will re-assign the codes to route the request
inquiry to a different team.

Once the review is complete, the specialists of IAAS will address the request inquiry. The routine process
is to send communication to the consumer through ServicePoint using an email template. If the consumer
responds to the email, then an alert is sent out via ServicePoint. 1AAS reviews the consumer responses
and determines whether a further response is required. If there is not a follow-up required, then the
request inquiry is provided a resolution code and the case is closed in the system.

If there is an alleged violation of statutes, DCS communicates violation to IAAS and OIR by creating a
Notice of Issue (NOI) in ServicePoint. IAAS interacts with ServicePoint by pulling data that pertains to the
noted violations. This process allows IAAS to monitor the number of licensee related complaints by and at
the end of each month, an automated report of NOIs created is run and analyzed. The complete process
of resolving the cases is out of scope.
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Overview of Division of Rehabilitation and Liquidation (DRL):

The Division of Rehabilitation and Liquidation (DRL) is responsible for managing receiverships to
maximize the value to consumers and the public. DRL coordinates and administers the receivership
processes on behalf of the Department pursuant to the orders of the receivership court. The core function
of DRL is to determine who the insurance company owes money and who owes money to the insurance
company. DRL communicates with insurance agents and policy holders to guarantee associations and
trade associations. DCS is typically the first point of contact by consumers and if the request involves a
company that has been put into liquidation. The information is entered into ServicePoint, and DCS
Gatekeepers review the request inquiry to code and assign to DRL.

DRL staff receive the request inquiry in ServicePoint via the Assignment Manager overnight batch
process. Request inquiries may be entered by DCS, or communication is emailed to the internal
departments (Asset Recovery, Claims, and Legal Department). The Claims team and Legal Department
have designated email boxes where ServicePoint is utilized to track the communication. Each request
inquiry is reviewed by the assigned staff member to ensure the request is coded to the right person. If
there are mis-assignments, the staff will re-code to the appropriate team.

Specialists for each of the sections then review the request inquiry. The routine process is to send
communication to the consumer through ServicePoint using an email template. If the consumer responds
to the email, then an alert is sent out via ServicePoint. When an email is responded to from the
consumer, DRL will review the email and determine if a response is required.

If a response is required, then DRL will communicate as necessary with the consumer. If a response is
not required, then the request inquiry is provided a resolution code and the request inquiry is closed.

Overview of Office of Insurance Regulation (OIR):

As it relates to DCS, the main function of the Office of Regulation (OIR) performs is to act on alleged
violation of statutes that DCS files. To reach OIR, DCS completes an internal process to route the
information. If there is an alleged violation of statutes, DCS communicates violation to OIR by creating a
Notice of Issue (NOI) in ServicePoint. OIR interacts with ServicePoint by pulling data that pertains to the
noted violations. This process allows OIR to monitor the number of complaints by different companies
and at the end of each month, an automated report of NOIs created is run and analyzed. The complete
process of resolving the cases is out of scope.

Overview of Division of Funeral, Cemetery, and Consumer Services (Funeral Cemetery):

The main functions of this division are to oversee licensed establishments, facilities, and cemetery
grounds by conducting annual inspections. Consumers can make a complaint online by completing a
form. Calls received by DCS are transferred to this division.

This division does not use ServicePoint in its main operations as Funeral Cemetery uses a separate
technology access database system (ATN) to prepare and conduct investigations. They are included in
this analysis as Funeral Cemetery may be a user of the CRM in the future and requirements will be
notated as such.

NOTE: If an agency has completed a workflow analysis, include through file insertion or attachment the
analyses documentation developed and completed by the agency.
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DCS has provided the following workflow analysis:
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2. Assumptions and Constraints

Based on conversations with DFS there are some assumptions and constraints that might limit the
technological alternatives.

Assumptions:
The following assumptions are statements about the project that are factored into DFS’s plans and
analysis for the proposed project:

o DFS desires to increase process effectiveness and reduce manual steps by choosing a new
modern CRM platform

e Any gains in operational efficiency that the Department realizes through obtaining a new system
will be used to allocate additional resources to value-added activities, including managing the
current backlog, reducing the number of outstanding complaints, and improving customer
experience/service levels

¢ DFS shall employ Organizational Change Management (OCM) activities required when the new
solution begins its implementation process

e The project will be properly staffed and will have a Project Management Plan to execute its
initiatives

e The system will invest in building data interfaces with other divisions/departments rather than re-
create the storage of duplicate data

o Data migration from ServicePoint and other relevant systems DFS proposes may be required

Constraints:
Constraints are identified factors that could limit the project management team’s options and could affect
the progress or success of the proposed project.

e Project funding may impact the chosen solution and its timeframe to implement

o Approval by legislature will be required before any appropriated funds are made available to the
Department

e Stakeholder involvement with and understanding of the project will be needed. The project
schedule will need to account for their availability (and competing priorities) if responsibilities
cannot be backfilled
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C.Proposed Business Process Requirements

Purpose: To establish a basis for understanding what business process requirements the proposed
solution must meet in order to select an appropriate solution for the project.

1. Proposed Business Process Requirements

Functional Requirements:

Functional requirements are defined as those items which must be met to address the business
processes of the Department; and must be supported to perform the actual business of the Department.
The major functional areas consist of Access and Permissions, Automation, Communication Intake,
Request Inquiry Creation/Closeout, Security, System Integration, User Interface, Workflow Optimization,
and Workforce Administration.

Functional Area

Business Requirement

Details

Evaluators to manage
various request inquiries,
manage assignments,
and user access.

Access and The system shall support | The system shall configure user access by group, role,
Permissions different permissions. and business area. The system would support multiple
personas and levels of access. For example, DCS has
permissions for different levels based on skill sets and
tasks performed.
Access and The system shall support | The system shall have the ability for an employee to
Permissions different permissions on | change customer information such as home address,
data updates. names, and other consumer fields.
Access and They system shall The system shall have the ability for an internal user to
Permissions support reopening reopen a closed request inquiry based on defined user
closed request inquiries. | permissions and consumer needs.
Access and The system shall allow a | The system shall have the ability for staff to re-assign
Permissions re-assignment of workload to other employees based on defined
workload based on user | employee permissions, skills, and employment status
permissions. (Paid Time Off, Leave of Absence, etc.).
Access and The system shall allow The system shall automatically filter the correct
Permissions companies to identify its | company based on the combination of the
contacts using unique organization's Florida company code and National
identifiers when Association of Insurance Commissioners (NAIC) code.
accessing consumer
inquiries.
Access and The system shall support | The system will allow the Mediators and Neutral
Permissions Mediators and Neutral Evaluators assigned to the service requests dealing
Evaluators to accept or with the ADR Mediation or Neutral Evaluation to
reject assignments, accept/reject assignments, review claim details, and
review claims, submit submit reports to assigned ADR specialist. The
reports, and review Mediators and Neutral Evaluators can also use this
previous assignments. portal to review previous assignments.
Access and The system shall enable | The system will allow the Alternative Dispute
Permissions Mediator and Neutral Resolution (ADR) business unit to assist in the

management of Mediator and Neutral Evaluators to
their various request inquiries. It will allow the ADR
staff to add or remove a mediator or Neutral Evaluator
from any given assignment. It also allows the
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management of usernames and passwords for the
business unit.

Automation The system shall have The system shall have the ability to apply and track
the ability to configure KPIs in relation to the case lifecycle employee
and track Key performance by role and trigger alerts during status
Performance Indicators changes.

(KPls).

Automation The system shall provide | The system shall support the customized
virtual agents for initial implementation of a virtual chat to address initial
self-service and case consumer inquiries and route them to the appropriate
deflection. customer service users.

Automation The system shall have The system would have functionality to automatically
the ability to create cases from email, which will reduce the need for
automatically create a manually creating cases from incoming emails and
case from an email. increase the efficiency of customer service agents by

creating automatic case creation rules.

Automation The system shall support | The system shall assign specific request inquiries to
automatic routing based | staff and teams based on parameters inputted in the
on specific pre-defined system consisting of resource skills/experiences,
skills. bandwidth, etc.

Automation The system shall have The system would have the capability to capture
the ability to information and automatically update customer records
automatically create or from multiple portals used to interact with customers
update records from and companies.
incoming consumer
activities.

Automation The system shall have The system would use virtual agents to help resolve
the capability to use customer queries by using case deflection. The virtual
virtual agents that agent can also collect basic information from a
provide automated customer before escalating to a DFS staff.
responses in a
conversational manner
to a customer.

Automation The system shall have The system would intuitively suggest business process
the ability to generate activities or standard operating procedures based on
standard next steps or the business units such as creating a request inquiry,
custom steps that checking for duplicate records, etc.
populate automatically
depending on the
workflow stage.

Automation The system shall have The system would identify potential duplicate contact

the ability to identify
potential duplicate
contact records.

records for consumers and companies.

Communication
Intake

The system shall support
attachments of
documents to request
inquiries.

The system shall support attachments to request
inquiries. File types must include, but are not limited to:
PDF, DOCX, XLSX, JPEG, MSG, and TIFF.
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Communication
Intake

The system shall support
different communication
channels for inquiry by
leveraging an
omnichannel experience.

The system shall be able to create an inquiry
leveraging omnichannel formats, including Email,
Phone (calls and texts), Browsers (desktop and
mobile), Mail, Fax, and walk-in inquiries.

Communication
Intake

The system shall support
email communication for
inquiry intake.

Emails sent to the division shall automatically trigger
the request inquiry creation process after Gatekeepers
approve the request.

The system will check to reduce duplicate and
unnecessary request inquiries.

Communication
Intake

The system shall support
anonymous reporting.

The system shall allow users to bypass required
contact information fields to support anonymous
reporting.

Communication
Intake

The system shall provide
separate paths for
consumers entering a
reguest inquiry
depending on their

The system shall provide a path for the general public
to make request inquiries and have a specialized
option for medical providers.

occupation.

Data The system shall protect | The system screens must implement sensitive data
Personally Identifiable masking (e.g., SSN, DOB, Address)

Information (PII).

Data The system shall have The system shall have the ability to interface with
USPS address USPS to validate standard addresses.
verification.

Reporting The system shall have The system shall leverage available data to allow
the ability to create specific users to create and modify reports based on
reports. defined permissions.

Reporting The system shall have The system shall have robust data that allow for ad-hoc
the ability to create ad- reporting capabilities based on DFS defined user
hoc reports. permissions.

Reporting The system shall have The system shall include drill-down links in reports
comprehensive where the staff can click to aggregate data and view
reporting. additional details.

Reporting The system shall have The system shall have the ability to run automated
the ability to create scheduled reports based on defined user permissions.
automated reports. Examples of reports are open request inquiries,

number of resolved and unresolved request inquiries in
a certain timeframe, number of current backlogged
request inquiries, communication response due dates,
etc.

Reporting The system shall support | The system shall have the ability to load data into

different dashboard

dashboards from multiple applications/departments to
provide different views for different departments and
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views for different teams
within DFS.

support configurable data (e.g., data lists, data graphs,
KPIs, to-do items, workflow items).

Reporting The system shall have The system shall have the ability to configure views
customizable views. based on specific division needs, such as different
divisions having dashboards with unique information
depending on their needs.
Reporting The system shall have The users shall have the ability to generate, print,
the ability to print, export/attach, and forward standard reporting
export/attach data and templates.
generate PDFs.
The system would direct output to a number of formats
including PDF, DOCX, XLSX, CSV, XML, and TIFF.
Reporting The system shall have The system shall allow survey data and metrics to feed

the ability to create
reports based on survey
data.

into a report that shows results on a monthly basis.

Request Inquiry
Creation

The system shall
determine duplicate
reqguest inquiries.

The system shall have the ability to search, filter and
sort to identify duplicates. The system shall detect
duplication and suggest potential duplicates based on
pre-determined parameters and a method to handle
duplicate merges.

Request Inquiry
Creation

The system shall have
workflow capabilities.

The system shall support multiple workflows to route
request inquiries to specific business areas based on
code type.

Request Inquiry
Creation

The system shall have
the ability to manually
create request inquiries
through form-based
submissions.

The system shall have the ability to manually create
request inquiries through form-based submissions for
all communication intake types.

Request Inquiry
Creation

The system shall provide
an external portal where
consumers can submit a
request inquiry and
attachments.

The system will provide an external portal where
consumers can input information about their complaints
and attachments.

Request Inquiry
Creation

The system shall provide
an internal portal where
the Gatekeepers can
access request inquiries
generated from the
portal.

The system will provide an internal portal where the
Gatekeepers can access the request inquiry generated
from the external consumer portal.
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Request Inquiry
Creation

The system shall have
the ability to collect
multiple issues for each
disaster-related request
inquiry.

The system shall support multiple issues being listed
under one request inquiry. Information can be
updated/changed by staff.

Request Inquiry
Resolution/Closeout

The system shall have
the ability to configure
business rules.

The system shall have business rules that need to be
met prior to closing a request inquiry such as
responses filed, questions addressed, etc.

Request Inquiry
Resolution/Closeout

The system shall have
the ability to support time
logs.

The system shall maintain a time-stamp log of request
inquiries activity from initiation to close-out.

Request Inquiry
Resolution/Closeout

The system shall have
the ability to track
licenses and certificates
of mediators.

The system shall have the ability to track
licenses/certificates and other information by
leveraging the CRM or by utilizing integration with
Automated Licensing Information Service (ALIS) (e.g.,
certificates, licenses).

Request Inquiry
Resolution/Closeout

The system shall allow
for external Mediators
and Neutral Evaluators
to manage assignments,
access claim
information, and reports.

The system shall allow for external mediators and
neutral evaluators to accept or reject new assignments,
research previous assignments, review the details of
the claims, submit reports, and mark themselves as
active or inactive in the system.

Request Inquiry
Resolution/Closeout

The system shall have
the ability to allow staff to
manage the request
inquiry assignments of
Mediators and Neutral
Evaluators.

The system shall have the ability to allow the
department and internal staff to manage the request
inquiry assignments of Mediators and Neutral
Evaluators and give the department the administrative
rights to add and remove users of the external facing
application.

Request Inquiry
Resolution/Closeout

The system shall have
the ability to track
finances for services
performed by Mediator
or Neutral Evaluators

The system shall have the ability to track financial
information, personal information, and business rates
as necessary for external parties.

Request Inquiry
Resolution/Closeout

The system shall have
the ability to send an
invoice.

The system shall have the ability to send the invoice to
the appropriate parties from the system for payment
(i.e., Mediators and Neutral Evaluators).

Request Inquiry
Resolution/Closeout

The system shall be able
to update the response
required date for
inquiries.

The system shall allow the Request Inquiry owner to
update the response time for an inquiry if an extension
has been granted.

Request Inquiry
Resolution/Closeout

The system shall allow
companies to add text
and attachments to
responses to consumers.

The system shall provide both a text box for companies
to write responses and an option for the company to
attach necessary files/documents to the response.
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Security

The system shall have
the ability to provide
audits and alerts.

The system shall provide audits and alerts for user
activity, changes to records, exports, automated
workflows, and printing.

System Integration

The system shall
leverage existing
integrations to support all
communications for
inquiry intake.

Faxes sent to the division shall trigger the request
inquiry creation process, which requires an integration.

System Integration

The system shall provide
the functionalities to
collect disaster-related
request inquiries by
triggering a new
interface during disaster
declaration period.

The system will create a page when disaster is
declared that will manage disaster-related cases and
accept new request inquiries from DCS staff and
consumers. Request inquiries are not assigned to a
specific specialist; instead, they are only opened when
contacted by the consumer.

User Interface

The system shall have
configurable screens and
data fields.

The system shall have the ability to easily configure
various elements of the base solution (e.g., addition of
data elements to screens and reports, masking of data
fields, apply business rules and logic to screens and
data fields).

The system shall save partially completed screens or
documents as drafts, support customizable PDFs, and
provide views in a printer friendly PDF format.

User Interface

The system shall have
the ability to provide
access to source
complaints.

The system shall provide user friendly drill-down
access on all screens to source complaints and
attachments based on security permissions.

User Interface

The system shall have
the ability to display
request inquiries in a
readable format.

The system shall have the ability to securely display
forms for viewing and printing in print preview and other
desirable methods such as PDF.

User Interface

The system shall have
configurable fields.

The system shall support field configurations for field
names, display labels, size, format, and other field-
based requirements.

User Interface

The system shall have
the ability to validate
data and edit fields.

The system shall provide data validation on entry via
spell and format checks on any editable field, and
validation rules for entry content.

User Interface

The system shall have
Standard Operating
Procedures (SOP)s that
can be seen by users.

The system shall have the ability to embed SOPs and
policies within the system that can be accessed by
staff.
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User Interface

The system shall have
pre-populated
configurable templates
for the divisions to
leverage.

The system shall allow the different business areas to
have pre-populated templates and customizable
templates based on the individual team needs (ADR
templates, complaint templates, failure to respond
templates, etc.)

User Interface

The system shall support
standard formats for
international addresses.

The system must provide a standard format for
international addresses.

User Interface

The system shall support
languages where
required by the Dymally-
Alatorre Bilingual
Services Act.

The system must support English, Spanish, and be
extensible for future support of other (including double
byte character) languages when required by the
Dymally-Alatorre Bilingual Services Act.

User Interface

The system shall be
accessed by internal
users through standards
compliant browsers.

The system must be accessible via multiple Internet
browsers such as Edge, Chrome, Firefox, and Safari.
The system must provide printer-friendly versions of all
web pages.

User Interface

The system shall be
compliant with
Americans with
Disabilities Act (ADA).

The system screens must be built in compliance with
ADA compliance.

User Interface

The system shall have
the ability to
automatically
review/provide errors at
each workflow approval
level.

The system would automatically identify potential data
errors and notify the user of them.

Workflow The system shall have The system shall have configurable alerts for users

Optimization configurable alerts based on timelines, request inquiry creation, etc.

Workflow The system shall have The system shall allow for categorization and workflow

Optimization automatic coding to of different types of complaints by customers
determine types of leveraging a DCS workflow logic.
complaints.

Workflow The system shall have The system shall provide functionality for intake

Optimization workflow routing based activities (Gatekeepers for online requests and Helpline
on business areas and staff for calls) to create and process a new request
request inquiry creation. | inquiry within the workflow.

Workflow The system shall support | The system shall automatically send notification and

Optimization automatic workflow alerts to the appropriate departments of a request to let
routing to different him/her know that the complaint is pending an action or
departments. if an action is overdue.

Workflow The system shall support | The system shall support search and filter functionality

Optimization advanced identification that allows DCS staff to conduct advanced searches

and search functionality.

when looking for Request Inquiries, such as wildcard
and Soundex searches.
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Workflow The system shall allow The system shall allow DCS gatekeepers to search for
Optimization DCS gatekeepers to consumer Request Inquiries by usernames, last
search and filter for names, email addresses, and additional identifiable
Request Inquiries by information on file.
unigue consumer
information.
Workflow The system shall have The system has the ability to change workflow
Optimization the ability to redirect locations after a workflow is initiated (e.g., adjust
workflows. individual receiving request inquiry , change the
department that receives the request inquiry (e.g.,
routing from IAAS to Rehabilitation and liquidation),
and to review the status of the workflow so that users
are able to drill down and identify any issues along the
workflow path.
Workflow The system shall have The system shall have the ability to re-route
Optimization automated solutions to assignments, provide escalation paths based on user-
navigate complex cases. | defined criteria (e.g., minimum period of no response),
and automated responses to external users.
Workflow The system shall have The system shall have the functionality to track, assign,
Optimization the ability to manage and manually adjust the request inquiry assignments
request inquiry for ADR staff in the system.
assignments to
Mediators or Neutral
Evaluators.
Workflow The system shall have a | The system shall allow tracking of meditation
Optimization designated workflow for | evaluation related request inquiries through each stage
Mediation Evaluation. of the mediation process and route them to the
appropriate specialized team.
Workflow They system shall have | The system shall allow tracking of Neutral Evaluation
Optimization a designated workflow related request inquiries through each stage of the
for Neutral Evaluation. Neutral Evaluation process and route them to the
appropriate specialized team.
Workflow The system shall have The system shall automatically offer a survey to
Optimization the ability to offer an consumers who have completed the requirements for
experience-based survey | submitting a request inquiry.
to consumers.

2. Business Solution Alternatives

DFS evaluated alternative approaches for system modernization based on the business functions and
scope of the current system. The alternatives evaluated included:

Alternative 1: Replace ServicePoint, Applets, and Portals
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A potential option is to replace ServicePoint and its Applets and portals. This solution would replace
ServicePoint and would help to replace Applets such as Report Gen, Disaster Reports, etc. A
consolidated modernization will provide a consistent user experience, streamlined workflows, and easier
integration because of a consistent technology stack.

Alternative 2: Replace Core ServicePoint functions

A potential option is to replace ServicePoint functions only. In this scenario, the new system would lead to
improved performance compared to the old ServicePoint platform; however, there are a few drawbacks to
consider, such as core functions of applets and portals may provide for a disparate user experience and
additional integrations.

3. Rationale for Selection

The current ServicePoint technology is an end-of-life system with limited capabilities. There is a need for
a modern system that can efficiently handle the unique business and technical needs of DFS. The
rationale for selection meets defined business objectives, uses available capabilities optimally, and
replaces an end-of-life system.

This section describes the rationale behind the recommended alternative selection. The modern system
characteristics highlight what the alternative solutions could potentially provide DFS to meet their
business needs.

The table below shows a list of functional criteria that is ideal for a future state solution for DFS. The
business functional areas would allow for better system integration, workflow optimization and additional
security in the future state. It is noted that Alternative 1 meets all the identified criteria. Alternative 2 has
all checkmarks besides for 3 for the future state. Alternative 2 does not offer integration with Applets and
portals while Alternative 1 does offer this opportunity.

Business Functions Alternative 1  Alternative 2
Access and Permissions

Single Sign on
Additional security and permissions

User Interface

Cloud Based, browser, mobile device

System Integration

Integration with DFS Applets and software
Integration with ALIS, COREN, Report Generator based on DFS needs
Real time Integration and data access

Security

Security within modules and different departments

Encryption of data

Highly restricted data access based on user permissions and needs
Reporting

Analytical dashboards and reporting capabilities
Real-time reporting and dashboards
Ad-hoc reporting

Workflow Optimization

Configurable rules and workflows
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Messages and event-based notifications from asynchronous and real-
time messages

Dynamic workflow definition and updating based on defined parameters
Adjusted business rules to match application capabilities

4. Recommended Business Solution

Our recommendation is that DFS pursues Alternative 1 — Replace ServicePoint, Applets, and Portals
to modernize their current CRM solution. This recommendation is based on our analysis of the current
system’s functionality, the desired future state capabilities, and our understanding of each alternative’s
ability to meet the business requirements. Replacing ServicePoint, Applets, and Portals will enable
DFS to meet the prescribed business/ functional needs and enhance the end-to-end experience by:

— Reducing manual processes
— Increasing the efficiency to seamlessly intake, track, and resolve request inquiries

— Increasing the connectivity and functionality of DFS’s applets and portals to
resolve cases more efficiently

— Enabling the business to make timely decisions from accurate reports

* This business transformation cannot be supported by upgrading the current Siebel ServicePoint since
the newer Siebel Service software requires a new technical solution implementation. See the Technical
Alternatives and Solutions for more details about the technical solution recommended.

NOTE: For IT projects with total cost in excess of $10 million, the project scope described in this
section must be consistent with existing or proposed substantive policy required in s. 216.023(4) (a) 10,
F.S.

D.Functional and Technical Requirements

Technical requirements are defined as those items which must be met to address technical processes of
the Department. The major functional areas consist of Data, Defect Management, Mobility, Operating
System, Reporting, Security, System Integration, User Interface, and Workflow Optimization.

*The business functional requirements are highlighted in the Proposed Business Process Requirements
section of this document.

Technical Area Technical Requirement Details
Access and The system shall log users off | The system shall have the capability to log a user
Permissions after a certain timeframe of out after a period of inactivity (timeout) that does
inactivity. not impact any background processes that may

have been launched by the user if the system
automatically ends the inactive user's session.
Access and The system shall require The system shall have the ability to require
Permissions passwords with special special characters for passwords and require
characters for external users. | passwords to be updated (i.e., twice per year).
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Access and

The system shall require

The system shall have the ability to require

Permissions passwords with special special characters for passwords and require
characters for employees. passwords to be updated twice per year for

security through Active Directory.

Access and The system shall lock user The system shall have the ability to lock user

Permissions accounts. accounts after a certain number of unsuccessful

login attempts.

Automation The system shall support low- | The system shall support low-code functionality to
code automation for new and | configure automated workflows with limited need
existing workflows. for overnight batch processes (i.e., case

management assignment, resolution status
updates).

Automation The system shall support The system shall support the ability to send
SMS messaging. automated noatifications through SMS, email, and

other alerts on business and system related
messages.

Automation The system shall have the The system shall have workflows that can
ability to provide automated generate reports based on various business users
reporting capabilities. and case status. The reports can be scheduled for

emails or be integrated within a page in the future
state instead of a separate applet.

Automation The system shall support The system shall allow for the administration of
process automation in terms automated processes and schedule them
of allowing for scheduling of accordingly as well as enable/disable them and
processes/batch jobs. see their execution results.

Automation The system shall have the The system should have optical character

ability to automatically extract
the data from uploaded
documents.

recognition (OCR) capabilities to automatically
extract data from documents, and map to fields in
forms appropriately including integrations to
support mail scanning.

Communication
Intake

The system shall support
detection of duplicate data
and/or reports.

The system would provide alerts to users if there
are potentially duplicate data or automatically
clean up the duplicate rows to maintain data
integrity.

Data The system shall have a The system shall meet the data storage needs as
robust data infrastructure to the volume increases over time, ability to handle
support redundancy and high | failover to secondary backups in case of natural
availability. disasters.

Data The system shall have The system shall have ability to integrate with

efficient data process.

external Extract, Transform, and Load (ETL) tools
that can accommodate mass data transfers.
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Data The system shall have a The system shall have a central repository that

central data repository. collects data input from multiple public portals
across different business units and internal case
management data.

Data The system shall support and | The system should have extensive logging to
allow for application data allow for a data audit trail to track changes (i.e.,
logging. user/datetime).

Data The system shall support the | The system shall have the ability to support and
appropriate record retention configure record retention as well as data
policy. destruction/purging based upon Florida Statute

119.021.

Data The system shall support The system shall support attachments that can
document attachments to scale in size across file types (including but not
reguest inquiries without limited to PDF, DOCX, XLSX, JPEG, MSG, and
being restricted by file size. TIFF).

Defect The system shall support and | The system should have extensive logging to

Management allow for application data allow tracking bugs and allow for issue fixes.
logging.

Disaster The system shall support The system shall provide a secondary

Recovery disaster recovery & business | environment if there is an unanticipated region-
continuity capabilities. wide outage such as a natural disaster. Failover to

a secondary or backup environment is critical to
minimize the Recovery Time Objective (RTO) and
the Recovery Point Objective (RPO).

Disaster The system shall have The system shall provide the redundant data

Recovery redundant data centers. center to address system downtime such as

backup generators, uninterruptable power supply
(UPS), and other controls to reduce the risks at
the enterprise level.

Maintenance

The system shall have
DevOps to perform at leading
industry standards.

The system shall have DevOps practices to
improve overall quality and delivery in a software
development life cycle (SDLC).

Maintenance

The system shall support
multiple environments in the
Development, Testing,
Acceptance, and Production
(DTAP) approach.

The system shall support lower environments
such as Development, Testing, Quality Assurance
(QA), User Acceptance Testing (UAT), to deploy
customizations, configurations, enhancements,
and defect resolutions to support best practices in
the SDLC process.

Maintenance

The system shall support
scheduled maintenance
windows by the vendor.

The system shall have the vendor provide
comprehensive support during upgrades to
minimize disruptions to business functions and
address any ongoing blockers.

Maintenance

The system shall have a
flexible batching schedule.

The system shall allow for configurable batch
processes to support the business functions to
improve throughput of request inquiry creation,
assessment, and assignments.
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Maintenance

The system shall implement
DevOps practices with
integration with a source code
repository and deployment
pipelines.

The system shall include the ability to integrate
with a source code repository and allow for
continuous integration (Cl) and continuous
delivery (CD) pipelines.

Mobility The system shall provide the | The system shall have the same functionalities for
functionalities on mobile external users using mobile devices as the
devices. desktop (ex. Submitting requests, attaching

documents, responding to inquiries, and updating
records) through support for mobile browsers on
iOS and Android.

Operating The system shall be The system must be compatible with most popular

System compatible with modern browsers (Microsoft Edge, Chrome, Firefox,
browsers for internal users. Safari).

Reporting The system shall have a The system will limit dependencies on Crystal
centralized Business Reports, Microsoft Access, and ReportGen by
Intelligence capabilities. providing a consolidated business intelligence tool

for business users.

Reporting The system shall have the The system shall export reporting in the following
ability to export reports. formats: PDF, DOCX, XLSX, CSV and XML.

Scalability The system shall be scalable. | The system shall provide capabilities to scale

resources depending on increased/decreased
traffic volume.

Scalability The system shall have uptime | The availability of the system shall be 99.99%
requirements. unless there are operational updates.

Security The system shall continue The system shall continue using Microsoft Active
utilizing Active Directory (AD). | Directory for single sign-on.

Security The system shall provide the | The system shall provide multi-factor
ability to provide multi-factor authentication methods for both web and mobile
authentication methods for versions of the system.
both web and the mobile
versions of the system.

Security The system shall meet the The system shall meet the standards for State of
standards of State of Florida Florida Cybersecurity Standards (60GG-2), which
Cybersecurity Standards. consists of 5 functions for all agencies: Identify,

Protect, Defect, Respond, and Recover.

Security The system shall the ability to | The system shall have the ability to provide for a
send notifications about any security incident management process that
known security risks. includes notification of cyber-attacks or security

breaches.

System The system shall integrate The system shall integrate with a data warehouse

Integration with the existing data to allow for read/write purposes.
warehouse.

System The system shall have the The system shall be able to integrate with

Integration ability to integrate with telephony systems to collect data in real time and

telephony systems.

trigger the request inquiry creation process for
cloud-based SaaS solutions.
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System The system shall use web- The system shall have the ability to use APIs for
Integration based integration standards. enterprise-level data integration with applications
or to meet reporting requirements.
System The system shall have The system shall support Microsoft Outlook
Integration Microsoft Outlook Integration. | integration to allow for synching calendars,
contacts, and email.
System The system shall allow Future state would allow companies to make
Integration companies to make responses to issues submitted by consumers to
responses to issues the Consumer Services Division due to a declared
submitted by consumers to disaster. It will only be activated by directive by
the Consumer Services the Division Director.
Division due to a declared
disaster.
System The system shall have The system shall have APl management tools to
Integration Application Programming support an integrated SaaS CRM system across
Interface (API) management | the legacy and future state components.
tools.
System The system shall be The internal technology resources have familiarity
Integration compatible with .NET. with the .NET framework, and the future state
would continue to use this framework to build
applications and various services.
System The system shall provide an The system shall provide a link for external users
Integration interface with the My Safe to access the My Safe Florida Home program
Florida Home Program. where consumers can access information about
free home inspections, home improvements, and
home insurance information.
System The system shall be able to The system shall be able to integrate the data
Integration integrate with COREN, a from COREN and automatically update company
central internal database records and add new contacts. The data should
where company and related include company name, address, authority Status,
entity information is stored. Authority Type, NAIC Code, Company Website,
etc.
System The system shall interface The system shall have the ability to interface with
Integration with the Automated Licensing | ALIS to track licenses and certificates.

Information Service (ALIS).

User Interface

The system shall be
accessed by external users
through standard compliant
browsers.

The system must be accessible via multiple
Internet browsers such as Edge, Chrome, Firefox,
and Safari. The system must provide printer-
friendly versions of all web pages.

User Interface

The system shall have the
ability to develop custom
forms, user interfaces, and
portals within the same CRM
system.

The system shall allow for the development of
custom applications to extend functionality to both
internal and external users as well the ability to
modify the existing Ul to adhere to business
requirements.
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Workflow The system shall support
Optimization manual alerts.

The system shall support manual notifications
and/or alert capabilities as a secondary source of
communication if there are lags in the automated
alerts.

I1l. Success Criteria

Purpose: To identify the critical results, both outputs and outcomes, that must be realized for the project

to be considered a success.

*Realization date is subject to change based on scope and priorities of the scalable solution

chosen

Success Criteria Table

#  Description of Criteria How will the Criteria be Who benefits? Realization Date
measured/assessed?
1  Streamlined Case Efficiency to create and DFS and 1 year
resolution resolve a request inquiry customers

— Time to create request
inquiry and time to
resolve request

inquiry
2 Reduced Manual Time to complete request DFS and 1 year
Processes when inquiry customers
inputting customer data — Automation/Telephony
system could be
utilized to reduce
request inquiry time
3 Reduced duplication of  System to identify duplicates DFS 1 year
data entry — Reduction of duplicate
entries
— Time it takes to
identify the duplicate
entries
4 Reduce backlog of Batching of request inquiries DFS 1 year
request inquiry in real-time
requests

— Number of request

inquiry in Assignment
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10

Ease of user access to
data and reporting

Scalable data structure
to meet future growth

Enhanced
Workflow/Workforce
Management

Enhanced customer
experience

Enhanced Employee
User experience

System integration with
ALIS and other
system(s) as needed

Manager that are not
addressed

Ability for users to run reports
based on user permissions

Level of
customizations when
assigning permissions

Ability to support data
analytics to create
custom
reporting/dashboards

Number of cross-
program customers
identified and served

Automated routing
and assignment of
request inquiries to
divisions based on
configurable rules

Surveys of
performance before
and after
implementation

Time to respond to
inquiries

— Surveys of employee
satisfaction before and
after implementation

Level of manual effort

required for day-to-day
operations

Ability to check

investigations progress
without multiple tabs and
multiple systems open
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V. Schedule IV-B Benefits
Realization and Cost Benefit
Analysis

A. Benefits Realization Table

Purpose: To calculate and declare the tangible benefits compared to the total investment of resources

needed to support the proposed IT project.

For each tangible benefit, identify the recipient of the benefit, how and when it is realized, how the
realization will be measured, and how the benefit will be measured to include estimates of tangible benefit

amounts.

*The benefits realization date(s) can vary based on the implementer and the scope/time frame of
the project implementation phases.

Benefits Realization Table

# Description of
Benefit

1 Streamlined
Request
Inquiry
processes

2 Enhanced
Request
Inquiry Routing

Who receives
the benefit?

— Consumers

— DFS
Specialists

— Consumers

— DFS
Specialists

How is benefit
realized?

=

Request Inquiries
are resolved
quicker

DFS staff can
create and
respond to emails
quicker by
leveraging
configurable
templates

3. System sends
automatic alerts
based on pre-
configured
customized
settings

1. Automatic routing
of request
inquiries through
real-time batch
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How is the
realization of the
benefit measured?

1. Reduction of
time to create
and resolve
request
inquiries

2. Number of
completed
request
inquiries
increases per
week/month

3. Increased
consumer
satisfaction

4. Reduction in
time when
creating and
responding to

correspondence

1. Number of
Cases
Processed

Realization
Date
(MM/YY)

1 year

1 year



and
Automation

Integration
between
related
systems

Simplified input
requirements
and entry
validation

Enhanced
searchability,
filtering, and
identifying
duplicate data
entries

— Consumers

— DFS
Specialists

— Consumers

— DFS
Specialists

— DFS
Specialists

processes to the 2.

appropriate
divisions/stakehol

ders 3.
2. Automatic routing

of physical
mail/fax into the
system

3. System sends 4,

automatic alerts
based on pre-
configured
customized
settings

4, Automated

request inquiry
case closures

1. Consumer data 1.

populates
automatically

2. Reference

customer
data/resources

seamlessly (e.g., 2.

telephony ALIS,
Access, etc.)

3. Integration leading

to needing one
system instead of
multiple

1. Decreased errors 1.

in data entry

2. System identifies
invalid/ incomplete 2.

data entries

3.

1. Stronger 1.
consumer
identifiers

2. System can help

recommend
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Case
processing
times

Percentage of
applications
processed
within time
standards
Reduction of
time spent on
pick listings
(Popups) to
input customer
data

Number of
applications or
systems used to
input customer
information
reduced

Time to serve
consumers
reduced due to
reduced
number of
screens (Open
pop-ups)
utilized by
agents

1 year

Quicker to input
consumer
information

Reduction in
time when
creating new
request
inquiries
Reduction in the
total number of
invalid/incomple
te data entries

1 year

Quicker to
identify unique
consumer
records through
advanced
search

1 year



6 Consumer
Service
improvements
by having
additional
channels of
communication

7 Increased
Agent
Utilization and
Efficiency

8 Utilizing a
reporting tool
to review
employee
performance,
resolved
request
inquiries,
request
inquiries
outstanding,
backlog, etc.

— Consumers

— DFS
Specialists

— Consumers

— DFS
Specialists

potential duplicate
entries

1. Introduction of

instant messaging
leads to
customers being
able to engage
with department
more efficiently

1. More tasks

completed by
employees due to
limited manual
interventions

2. Quicker response

to correspondence
inquiries

1. Tracking

employee
performance

2. Tracking how

many request
inquiries are
created and
resolved in
different
timeframes

B. Cost Benefit Analysis (CBA)

Purpose: To provide a comprehensive financial prospectus specifying the project’s tangible benefits,

funding requirements, and proposed source(s) of funding.

The Cost Benefit Analysis is included as Attachment A - CBA Form.
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Reduced time
spent looking
for specific
consumer
records

Increased
Customer
satisfaction
(Reduces
customer
friction)

Increased
speed of
resolving
request
inquiries

1 year

Reduction in
time when
sending
correspondence
communication
to
consumers/age
ncies

Better customer
survey
responses
Better
employee
survey
responses

1 year

Increased
visibility into
employee
performance
Reduction in
average
backlog

1 year



The chart below summarizes the required CBA Forms which are included as Appendix A on the Florida
Fiscal Portal and must be completed and submitted with the Schedule IV-B.

Cost Benefit Analysis
Form Description of Data Captured

CBA Form 1 - Net Tangible Agency Program Cost Elements: Existing program operational costs

Benefits versus the expected program operational costs resulting from this
project. The agency needs to identify the expected changes in
operational costs for the program(s) that will be impacted by the
proposed project.

Tangible Benefits: Estimates for tangible benefits resulting from
implementation of the proposed IT project, which correspond to the
benefits identified in the Benefits Realization Table. These estimates
appear in the year the benefits will be realized.

CBA Form 2 - Project Cost Baseline Project Budget: Estimated project costs.

Analysis Project Funding Sources: ldentifies the planned sources of project
funds, e.g., General Revenue, Trust Fund, Grants.
Characterization of Project Cost Estimate.
CBA Form 3 - Project Investment Summary Calculations: Summarizes total project costs
Investment Summary and net tangible benefits and automatically calculates:

¢ Return on Investment

e Payback Period

e Breakeven Fiscal Year

¢ Net Present Value
Internal Rate of Return

V. Schedule IV-B Major Project
Risk Assessment

Purpose: To provide an initial high-level assessment of overall risk incurred by the project to enable
appropriate risk mitigation and oversight and to improve the likelihood of project success. The risk
assessment summary identifies the overall level of risk associated with the project and provides an
assessment of the project’s alignment with business objectives.

NOTE: All multi-year projects must update the Risk Assessment Component of the Schedule 1V-B
along with any other components that have been changed from the original Feasibility Study.

The Risk Assessment Tool and Risk Assessment Summary are included in Appendix B on the Florida
Fiscal Portal and must be completed and submitted with the agency’s Schedule I1V-B. After answering the
guestions on the Risk Assessment Tool, the Risk Assessment Summary is automatically populated. The
excel file is located below.
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A
-
Schedule IV-B -
Project Risk Assessme

The risk assessment was completed for the roadmap and IV-B for the ServicePoint system replacement.
For a system replacement, it is expected to score as a high risk, although responses to individual risk
guestions may change over time once objectives and categories become defined. A rating of “high” for a
major system replacement activity for a complex and mission-critical system is expected for this
assessment.

The tool collects the risk characteristics of the project based eight assessment categories. The
results of the assessment are summarized below.

Strategic:
The strategic risk is low because the project objectives and requirements are clearly defined.

Technology:
The technology risk is high because the agency does not have experience working with and operating in
a technical solution environment.

Change Management:
The change management risk is medium because the agency has not previously completed a project of
this size, and the expected levels of change are moderate.

Communication:
The communication risk is medium because not all stakeholders are included in a communication plan.
The outcomes and success measures are not fully developed yet.

Fiscal:
The fiscal risk is high because a spending plan has not been approved for the project lifecycle and the
source of funding is not identified.

Project Organization:
The risk is high because the project governance is not defined, and there is not an approved project plan.

Project Management:
The risk is high because deliverables have not been documented, and the project lifecycle has not been
approved yet.

Complexity:

The risk is high because the complexity of the proposed system and a new system would impact the
business process.

The graph below shows the level of project risk based on the business strategy.
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FIGURE 2 RISK ASSESSMENT SUMMARY

Project Risk Area Breakdown

Risk Assessment Areas Risk Exposure
Strategic Assessment LOW
Technology Exposure Assessment HIGH
Organizational Change Management MEDIUM
Assessment
Communication Assessment MEDIUM

Fiscal Assessment

Project Organization Assessment

Project Management Assessment

Project Complexity Assessment

Overall Project Risk
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VI. Schedule IV-B Technology
Planning

Purpose: To ensure there is close alignment with the business and functional requirements and the
selected technology.

A. Current Information Technology Environment

1. Current System
a. Description of Current System
Overview

The Office of Information Technology (OIT) supports DFS divisions across enterprise applications
including ServicePoint. ServicePoint is based on Siebel v7.8 running on a single instance with an Oracle
10g database. Siebel 7.8 was released in 2005. As of 2022, the latest version is Oracle Siebel 22.0.
Siebel 7.8 and the underlying software are well past their end-of-life.

Based on the technical architecture as seen in Exhibit 1, ServicePoint is an isolated component. The
business functionalities such as Request Inquiries, invoices, letters, notices, surveys, and other activities are
supported within the Siebel CRM. The applets and utilities outside of ServicePoint have their own
capabilities, and they are connected through the Visual Basic (VB) applications. Many customizations for
ServicePoint across these integrations are passed through scripts.

Siebel CRM
E-Service [ (ServicePoint) E—

(Gatekeeper Team) Home -
—_—
Online Helpline Licensing SR — Data Warehouse

(Consumer E-Service Gatekeeper) _
Disaster -« l l

| — Service Requests

Letters Report Gen Disaster Reports
Company Complaint [ |
Response System (CCRS) Notice of Issues

— Mediation Evaluation - -
Company Data Update f ALIS (Automated Licensing
Agents Information Service)

Faxindexer / Right Faxindexer

Companies

Contacts
Manual Invoice Generation
Consumer Surveys

ServicePoint Administrators
Med Utilities

Activities

Application (“Applet”)
ADRM My Safe FL Home Web-based portal/application

FIGURE 3 TECHNICAL ARCHITECTURE

DFS Schedule IV-B
—-33-—



Within ServicePoint, there are CRM functionalities across various business units. The Contacts object
stores the information about individual or commercial businesses. Companies and Agents are public
users who are part of the Contacts. Once public users submit information through the Online Helpline,
phone calls, emails, mail, and/or fax, there are corresponding request inquiries that will eventually lead to
other communication generation or referrals to other divisions. These examples include Generating
Letters, Notices of Issues, and/or Mediator & Neutral Evaluator Invoices. Internal users can track
Activities on ServicePoint, and ServicePoint Administrators assist the internal users in transferring data,
managing records, and other tasks.

ServicePoint acts as a central repository that manages and maintains several sets of data. There are
several integrations within ServicePoint connected through Visual Basic (VB) applications:

— Online Helpline / E-Service: Online Helpline is the public self-service portal that consumers use to
input information such as a written complaint and attachments to generate a request inquiry. Once the
information is submitted, the Gatekeepers in DCS access the E-Service portal to review the requests
that have been submitted through the Online Helpline. Both of these portals are connected to
ServicePoint.

— Company Complaint Response System (CCRS) / Company Data Update / Userinsert /
FaxIndexer / Right FaxIindexer: CCRS is a web portal for public users such as insurance companies
to engage with their request inquiries. Each company is assigned a combination of Florida company
code and NAIC code. This portal is directly linked to ServicePoint. The Company Data Update is an
additional public portal where companies can request to update point of contact (phone numbers) in
the CCRS system. Then, the CCRS Administrative team uses the Userlnsert applet to approve those
contact changes for the company. The Right Faxindexer and FaxIndexer are used by Gatekeepers for
scenarios where complaints are scanned or physically delivered to create request inquiries.

— eStorm: When there is a declared disaster in the State, the Division Director activates the eStorm
portal. This allows the companies to make updates to the request inquiries that were created during
disasters that would go through the Online Helpline under scenarios without disasters.

— ADRM Web Portal / Med Utilities / Manual Invoice Creation: The ADRM web portal used to accept
and reject new assignments for the ADR Mediation or Neutral Evaluation. Once the assignments are
accepted, the Med Utilities application is used for ADR Insurance specialists to manage Mediators or
Neutral Evaluator assignments from the request inquiry. This applet also manages username and
password for ADRM Web Portal. There is a direct integration between the ADRM Web Portal and
ServicePoint. The Manual Invoice Creation is an applet used for scenarios to send an invoice for
payment for the services performed by Mediator and Neutral Evaluators.

— Data Warehouse / ReportGen / Disaster Reports / Crystal Reports: ReportGen is an HTML web
portal primarily used by DCS that interfaces with the ServicePoint data. ReportGen allows the division
to track metrics on variety of items such as the age and status of request inquiries and NOIs Crystal
Reports is the tool used during disasters and only activated during disasters.

— ALIS: ALIS is the automated licensing system used by DCS, IAAS, and Funeral Cemetery, to
manage licensing for various consumers.

User Management

The initial implementation was primarily for the DCS users, who utilized Internet Explorer to access
ServicePoint. Internet Explorer is the only browser that is compatible with ServicePoint. However, Internet
Explorer is a legacy browser that is not supported on current Windows systems. As a short-term
mitigation, users must use Citrix Virtual Desktop Infrastructure (VDI) to access Internet Explorer and
ActiveX. There are currently 130 active users and 229 available licenses on ServicePoint. The Siebel
Administrator manages access, permission sets, and enhancements.
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Security

When the Office of Information Technology users need to provide support, there is a login for a Service
Account with Oracle. There is also a username and password for the Active Directory (AD) authentication
for the SQL Server, which is not set-up on the Oracle side except the Siebel Administrator. This embeds
the username and password for the configuration files. The team uses Password Replace on the Oracle
side. Since Oracle is not connected to the Active Directory, there is a security risk.

Jobs Management

The current system uses .NET as the main framework for the scripts in addition to VBCOM for certain
systems. Across the division, there are 90+ batch programs. ServicePoint has 56 batch jobs. Windows
Scheduler initiates the batches that are within ServicePoint. Control M is the supplemental scheduler. The
main ingestion point includes the email to case, which requires a middleware for a single inbox due to
limitations in Outlook integrations. The IT team implemented POP3 mail service to replace the Stunnel
mail service. Overall, there are limited workflows that support the CRM and the integrated applets.

Data Management

Overall, there is load balancing of the initial user connections to the Siebel web servers using F5 load
balancers. The connections from the Siebel web servers to application server is managed by Siebel, and
the connections between the application and database servers are also managed by Siebel. The F5 is
set to use sticky sessions, so once a user is assigned to a web server for a session the connection
remains with that web server. Siebel handles the load balancing between the web server and the data
server. The Siebel Schema and the CAS Schema are the two instances within the Oracle database.
ReportGen is used to pull the data from ServicePoint by connecting to the Data Warehouse and reaching
the CAS Schema. ReportGen generates the report after the data transfer is completed to the CAS
Schema. Each of these schemas have their own databases, and the data footprint is more than 200 GB.

The current system has 2 TB of stored files, which are uploaded by consumers. The system currently has
a 5-year data retention policy. ServicePoint currently has 3,358 tables and has more than 3.19 million
records. If there are changes needed in a data row, updates and inserts are used, and the row IDs are
created by DFS.

Reporting

Overall, Microsoft Access, ReportGen, and Disaster Reports are used for reporting purposes. There are
more than 45 reports generated within DC, and reporting is decentralized based on the division. The CAS
schema within the Data Warehouse generates ad-hoc reports, which is updated nightly from
ServicePoint. The data is flattened out with no referential integrity. The Siebel file attachments have
emails with multiple attachments, and users will connect through Siebel Downloads since there is no data
import into the data “farm.”

b. Current System Resource Requirements
Hardware and Software

The Siebel CRM is a virtualized stand-alone instance (version 7.8) with an Oracle 10G stand-alone
backend instance in place since 2005. The other supporting applications and portals that interface with
Siebel consist of newer technology (2016+). Since they are integrated with VB applications, some of
these portals and utilities may not be supported by newer CRMs and may need additional migration.

Due to the age of the current system, upgrading from Siebel 7.8 to Siebel 22.0 would require significant
remediation. Citrix Virtual Desktop Infrastructure (VDI) is used as a temporary workaround to allow users
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to use ServicePoint via Internet Explorer. The applications are hosted together in their own data center in
a load balanced environment behind F5 firewall.

Staffing Requirements

Within the Office of Information Technology, the Siebel Administrator supports the user management,
defect management, and daily functions of the software across all divisions. There is an Enterprise
Architect, Application Developer, and an Application Development Manager who oversee the operations
within ServicePoint and the integrated applets and portals.

DCS staff and roles are designated based on the applications and portals that are connected to
ServicePoint. These user groups include Gatekeepers, CCRS administrators, and ADRM users.
Additional resources include support across reporting, training, and auditing. There is an additional
information technology resource who assist with issues under DCS. These users have touchpoints with
ServicePoint and the additional portals necessary for their roles.

Similar to DCS, IAAS also has an in-house information technology and reporting resource who assists
with requests under IAAS. The users are designated by Licensing and Investigations request inquiries. IR
users are divided by Life & Health and Property & Casualty. Rehabilitation and Liquidation, IR, and IAAS
users have touchpoints with ServicePoint once the users receive the request inquiry related to their
business functions. IR and RL do not have an in-house IT resource. FCCS users have no touchpoints
with ServicePoint, and they primarily utilize ALIS for their functions. The .NET developers and the Siebel
Administrators are contracted by DFS.

Cost

The cost information includes the program, total cost, fee structure, estimated users, and cost allocation
as a percentage. The rows only include programs that have a non-zero cost. Therefore, Oracle Database,
CAS Schema, and Microsoft Office were not included in the table below. The combined $169,128.00
includes the hourly support that is provided for ReportGen, Disaster Reports, CCRS, Company Data
Update, UserInsert, Faxindexer, ADRM Web Portal, Med Utilities, and Manual Invoice Creation.

Total Cost Fee Structure Estimated Users Cost Allocation %

Oracle Siebel Support $179,536.89 = Yearly Enterprise 100%
Citrix Virtual Desktops $19,968.80 Per Person 229 47%
Windows Operating System $27,543.96 | Yearly Enterprise N/A 1%
ReportGen, CCRS & $169,128.00 Hourly Support N/A 100%
Additional Applets/Portals

Contractors $194,400.00 Hourly Support N/A 100%

c. Current System Performance

Overall, the current system is “aged out” with a vulnerable infrastructure. Due to the age of Siebel,
patches are not supported. Given the complexities of the cases processed by DFS, the current
workarounds are unable to scale to the future business needs.

Batch Processes

The divisions maintain more than 90 batch programs, and ServicePoint has 56 batch jobs. The scripts
have duplicate code that would benefit from consolidation since developers would need to make repetitive
fixes across multiple scripts. Since there are limited workflows implemented into the system, the
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workarounds are limited to fixes in the scripts. Modern CRMs have workflows and automated solutions
that can navigate the complexities of case management business functions. These batch programs can
bypass the application logic, which can lead to disruptions in the overall system and potential outages.

Source Code Version Control

The current system uses Team Foundation Server (TFS) for Source Code Control System (SCCS). TFS
has a version control for .NET framework, but it does not have a version control for Siebel scripts. SCCS
is critical for software configuration management, and this gap increases the complexities in resolution
management for the Information Technology users. This user experience could be improved if there were
more integrations with aligned business logic and automated workflows.

User Satisfaction

Since Siebel 7.8 is only supported by Internet Explorer, support for which has been discontinued by
Microsoft, there is limited user and technical staff satisfaction with ServicePoint. The Citrix environment
provides an older Windows desktop that can support the needs of the end-of-life products. The business
users encounter display issues, defects, and lags they may not encounter on updated Windows products.
Some examples include facing difficulties generating timely communication materials in PDF and
navigating restricted email attachment size (10MB). Business users must have multiple touchpoints
across ServicePoint and the integrated applications, which lead to repetitive inputs, updates, reporting
pulls, and clean-up. This experience has pushed the business users to a future state CRM that can
provide a more consolidated system.

Furthermore, the Information Technology team is restricted in creating workarounds for Siebel and the
integrations that are linked to the platform. An example includes creating the POP3 solution as the
middleware, due to limitations with Outlook/Exchange integrations, to keep the email to case functionality
working. The team performs manual system performance checks, which are often time-consuming and
have impacted business operations.

Defect Management & Support

Since the tech stack for ServicePoint is no longer supported by Microsoft, the Information Technology
team is the only responsible stakeholder during operating system issues. There is limited documentation
on the enhancements and batch processes. There is no support or patch management being supplied
even when there are random incidents of ServicePoint outages. The information technology team has
encountered roadblocks towards performing a comprehensive root cause analysis for defects. There is a
dependence on a daily audit log from ServicePoint and other applications that communicate failures. The
current workaround includes performing a hard reset and pausing business operations, but the limitations
in documentation and audit trails limit the ability to perform long-term workarounds. The IT team utilizes
BMC Remedy to log and track defects in the current system.

There is a test environment for ServicePoint primarily used for training with limited testing capabilities, but
it is not configured to the production environment. Fixes are performed in the production environment,
which can interfere with other functionalities and disrupt the processes for business users. Software
testing and deployment leading practices include having a testing environment to assess the impact on
existing processes. Some of the most impactful events have included a blockage in Assignment Manager.
Assignment Manager is Siebel-based case assignment tool that designates workload across the
divisions. There has been at least one major outage per quarter for Assignment Manager. The IT team
would investigate the scripts with iterative trial and error processes in the production environment to
assess the root cause. The outage can last up to a week. Business units must manually assign the cases,
which can lead to backlogs and communication disruptions.

The ServicePoint inbox has encountered inbound and outbound communication blockage. There have
been more than 1,000 emails backlogged in the inbox while the defect is investigated. Since the business
units have a regulatory requirement for communication within certain time frames, this blockage can
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adversely impact the consumers’ and public users’ abilities to provide timely responses. Furthermore,
these outages across ServicePoint Inbox and Assignment Manager have occurred during disaster
season, which further elevates the need for an updated system.

Data Management

Since ServicePoint is at the end of life, the Oracle 10g database will also proceed towards the end of life.
The overall load balancing environment has limitations since the Siebel handles the balance in the initial
connection, but not the overall data flow. There are high risks of data integrity and mishaps in the
business logic. Siebel provides Enterprise Integration Manager (EIM) tables, which can transfer large
guantities of data between the Siebel database and the other data sources. EIM is a form of Extract
Transform and Load (ETL) tool that assists in bulk load data for Siebel.

Furthermore, the flattened data has limited referential integrity. In a relational database, lack of referential
integrity can isolate the “child” record from the “parent” records if the request inquiry is deleted. Business
units have pulled reports from either Access or ReportGen, and they have observed duplicate data due to
modifications to query scripts by various users. Therefore, business units have spent additional time on
data clean-up due to limitations of a standardized data pull methodology.

2. Information Technology Standards

The current state and the future state will meet the federal and state-level policies such as the State of
Florida Cybersecurity Standards, and additional policies in the DFS Information Technology’s Service
Delivery Framework (SDF) Standards and Procedures. The State of Florida Cyber Security Standards
include the requirement that all Florida state agencies and departments are required to comply with the
Florida Administrative Code 60GG-2 in the management and operation of state IT resources.

The Public Records (Ch. 119), Communications and Data Processing (Ch. 282), and Computer Related
Crimes (Ch. 815, Section 282.0051) are the applicable Florida Statues. Additional procedures for DFS
and Division of Information Technology (DIS) include Information Security Policy (AP&P 4-03), Application
Access Control (AP&P 4-05), Change Management and Control Policy (AP&P 4-17), Project
Management Information Technology Resource Projects (AP&P 4-28), Change Management Procedure
(DIS-015), and Database Change Procedure (DIS-010).

B. Current Hardware and/or Software Inventory

NOTE: Current customers of the state data center would obtain this information from the data center.

Product Description

Oracle Siebel v7.8 ServicePoint is the current CRM (Custom Relationship Management) and
(ServicePoint) complaint tracking system. Siebel's current release is on 22.0 version, but DFS
users are on the 7.8 version.

Oracle Database This database is a stand-alone back-end database for the Siebel instance.

BMC Remedy BMC Remedy is an IT Service Management suite to create multiple ticket types
such as incidents, work orders, change requests, or Request Inquiries.

Citrix A virtualization solution that allows end users to run applications independently
of the device’s operating system. At DFS, it’s utilized to access a virtual
machine with Internet Explorer to access Siebel.
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Team Foundation
Server (TFS)

TFS is a collaboration platform that is used as the source/version control
system.

E-Service

Gatekeepers in DCS access the E-Service portal to review the requests that
have been submitted through the Online Helpline

Online Helpline

Online Helpline is the public self-service portal that consumers use to input
information such as a written complaint and attachments to generate a request

User Insert

CCRS Administrative team uses the User Insert applet to approve contact
changes for the company.

Company Complaint
Response System
(CCRS)/eStorm

CCRS is a web portal for public users such as insurance companies to engage
with their request inquiries. When there is a declared disaster in the State, the
Division Director activates the eStorm portal.

Company Data
Update

The Company Data Update is an additional public portal where companies can
request to update point of contact (phone numbers) in the CCRS system.

FaxIndexer/
Right FaxIindexer

The Right Faxindexer and FaxIindexer are used by Gatekeepers for scenarios
where complaints are scanned or physically delivered to create request

Manual Invoice

The Manual Invoice Creation is an applet used for scenarios to send an invoice

Reports/Disaster
Reports

Generation for payment for the services performed by Mediator and Neutral Evaluators.

Med Utilities The Med Utilities application is used for ADR Insurance specialists to manage
Mediators or Neutral Evaluator assignments from the request inquiry.

ADRM The ADRM web portal is used to accept and reject new assignments for the
ADR Mediation or Neutral Evaluation.

ReportGen ReportGen is an HTML web portal primarily used by DCS that interfaces with
the ServicePoint data.

Crystal Crystal Reports is a business intelligence application used across the business

units. Disaster Reports is a type of Crystal Report that is only activated during
disasters.

C. Proposed Technical Solution

1. Technical Solution Alternatives

As a baseline analysis, upgrading the current Siebel ServicePoint to a newer version was considered as a
technical alternative. However, the current Siebel ServicePoint has limited opportunities for upgrades due
to the end-of-life processes and technology that would not be supported by the leading CRM systems.
After collecting the business, functional, and technical requirements, the new system would require a

cloud-based transformation to implement the enhanced system. This system would integrate the business
functionalities of Siebel ServicePoint and the connected applets/portals that were initially built as
workarounds to support the growing needs of DFS.

Therefore, the technical solution alternatives assessed the following types of CRM solutions: Software as
a Service (SaaS) and Commercial Off-the-Shelf (COTS). Both solutions would replace Siebel and the
connected applications. However, cloud-based SaaS solutions were prioritized over the COTS solutions
due to the “Cloud-first” policy for the State of Florida and the abundance of SaaS solutions in the market.
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Software As a Service (SaaS)

SaasS solutions deliver applications through the web instead of manual software installments and
maintenance. This solution allows the system to be built from market leading parts and pieces to form the
enterprise solution. The end-users would pay a subscription fee to access the software. SaaS vendors
provide the software installation, software updates, software management, hosting, and server availability
since the customers are in a multi-tenant environment.

Ease of accessibility to the “best of breed” solution is a key benefit since current users are operating on
an end-of-life solution with limited opportunities for modernization. SaaS provides flexibility by offering
various subscription models and add-ons, which can adapt to meet changes in business needs. Since the
solution is already cloud-based, the set-up and deployment are more efficient than traditional software
deployment. The vendors will manage the upgrades and security, which reduces the workload on the
internal IT team. Although these solutions are available in the government space, not all vendors will
meet the compliance standards of the State of Florida Cybersecurity Standards, FedRAMP, and NIST.
Since the vendors are more “hands-on,” the customers have limited control over the customizations and
must depend on the vendor’s offerings. The following SaaS solutions have been identified as leading
market solutions for the replacement for Service Point. They are Oracle Siebel Service, Salesforce Public
Sector Solutions, Microsoft Dynamics 365, and Pega Customer Service.

SaasS - Oracle Siebel Service

Oracle Siebel Service v22.0 is a cloud-based SaaS platform that provides contact center, help desk,
claims management, knowledge management, and field service functionalities. Compared to the current
state, the future state Siebel Service will not require a virtual desktop since it will be compatible with
modern browsers. The Chat on Demand functionality provides opportunities to optimize the request
inquiry creation, consolidate the knowledge base articles, utilize smart search, and has email integrations
for the chat transcripts. The SmartScript functionality creates workflows where the user interface has the
information generated for “just in time” basis. There are additional workflows-driven email processing and
auto-acknowledgements that would alleviate the need to use templates and manual responses for email
communications. The latest version still utilizes Assignment Manager for case assignment and case
queues. Oracle Business Intelligence is the preferred business intelligence tool for Oracle Siebel Service.

SaaS - Salesforce Public Sector Solutions

Salesforce is leading cloud-based SaaS platform across the industry. Salesforce has Public Sector
Solutions, which is a customized solution built on the Salesforce platform and the Service Cloud for
government customers. Public Sector Solutions specializes in the following prebuilt applications: License
and Permit Management, Emergency Program Management, Inspections Management, Contact Center,
and Case Management. The overall data model still includes the standard “objects” from Service Cloud
and applicable industries. The Public Sector Solutions Toolkit includes the OmniStudio for enhanced
automation capabilities, Action Plans, Document Tracking & Approvals, Document Generation
capabilities, and Business Rules Engines. Salesforce can also offer add-ons for customers to further
customize the functionality of the CRM system. Tableau is the primary business intelligence tool for
Salesforce Public Sector Solutions, but the platform can also support PowerBI.

SaaS - Microsoft Dynamics 365

Microsoft Dynamics 365 is a portfolio of cloud-based SaaS applications across sales, marketing, service,
commerce, and finance. Dynamics 365 Customer Service solution provides the case management,
knowledge management, service level agreements (SLAs) and business process flows that are
applicable for DFS. The solution also has Power Apps, a low-code application tool where customers can
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build portals and applications for the internal and external users. Additionally, Power Automate and Power
Virtual Agents provide many automation opportunities in the business processes. Dynamics 365
Customer Service, Power Apps, and Power Automate can enhance the components within the current
Siebel system and consolidate the applications outside the Siebel System such as CCRS. The common
data sources include Dataverse, SharePoint, SQL Server, and Office 365. PowerBIl is the main business
intelligence tool.

SaaS - Pega Customer Service

Pega Customer Service is a low-code platform that specializes in workflow automation, conversational Al,
digital self-service, chat & messaging, and email automation. Pega Customer Service is also compatible
within Pega Cloud for Government. The main functionalities within Pega Cloud for Government include
Pega Co-Browse, Pega Call, and Pega Knowledge Management. The latest enhancements include
changes to Pega agent desktop, digital messaging, and conversational artificial intelligence (Al). Pega
Call also includes support for the chat channels for computer telephony integration (CTI) providers such
as Amazon Connect, Genesys Cloud, and Five9. The Business Intelligence Exchange is the current
business intelligence tool for Pega Cloud applications.

Commercial Off-the-Shelf (COTS)

Due to the limited market that could offer COTS product that align with the specific needs for DFS, SaaS
solutions were prioritized over COTS. Compared to the SaaS products, COTS solutions are “packages” or
“shrink-wrapped” software that are fully functional and requires the basic configuration services for the
production environment. Similar to SaaS products, COTS solution can also be cloud-based. A single
vendor addresses the functional needs. There is an internal production engine supporting the entire
solution, and various “modules” which perform discrete tasks related to a particular function. Customers
are required to purchase or license the “core” and manage the configuration of the software. DFS would
use out-of-the-box functionality with minimal customization and extensions to the core product. In some
cases, current business processes may require modification to align with the COTS capabilities.

2. Rationale for Selection

The table below provides a list of technology criteria of an ideal future-state system. The rationale for
selection is that the recommended solution meets defined business objectives, improves user experience,
optimizes overall performance, and replaces an end-of-life system. These evaluation criteria categories
were prioritized based on findings from the user experience and industry standards. This section will
analyze the SaaS technical alternatives (Oracle Siebel Support, Salesforce Public Sector Solutions,
Microsoft Dynamics 365, and Pega Customer Service).

Evaluation Criteria System Characteristics

e Provide extensibility to provide custom tools, apps, portals

User Support . .
PP for internal / external facing users

e Support Single Sign-on (SSO), data encryption,
audit/logging of data updates/errors
e Adhering to State of Florida Cybersecurity Standards

User Authentication, Access, &
Security

e Intuitive user interface, modern browser support, as
well as being browser and device agnostic

e Support progressive web apps (PWAs) for mobile
functionality

User Interface
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Evaluation Criteria

System Integration and
Interoperability

Analytics & Reporting

Workflow Optimization

Application Development

Enterprise Architecture Alignment

Integrate/Use Existing Technology

Support

Technology Support Team

Business Continuity & Disaster
Recovery

System Characteristics

Provide a Service-Oriented Architecture to allow for
integration with 3™ party or custom apps or processes such
as through RESTful APIs

Data integration to allow for exchanges of information with
both internal and external applications

Provide robust reporting capabilities to support both pre-
defined and ad-hoc reports

Analysis through data visualizations and dashboard
capabilities

Ability to adapt to business workflows and processes
through customizations of user interfaces and business
rules

Support for lower environments for testing, QA, UAT, etc.
Interface with new and existing batch processes
Maintainable and customizable business rules as well as
user interfaces to meet changing business requirements.
Ability to leverage in-house technical skills

Extensible to support enterprise-wide workflows and
processes

Continue to leverage existing IT assets (applications,
portals, processes) by integrating with selected solution

Low-cost and low-impact on the ability to perform upgrades,
maintenance on the solution

Utilize personnel with Microsoft-based skillsets to optimize
change management with technical support

Provide a secondary environment for events such as
region-wide outages, natural disasters, cyber-attacks, and
system failures to minimize business disruptions and
consumer experience

The overall benefit focused on the need to modernize the current end of life CRM system. The
transformation will leverage the skillset from the internal Information Technology team. There will also be
additional integrations with legacy applications. There will be an integration vendor needed with a
licensing system and data warehouse. There are potential risks in the cost estimations since development
and hosting may change based on the scope of the transformation.

3. Recommended Technical Solution

With a thorough review of the functional specifications outlined above, a SaaS solution was chosen as a
final recommendation over a COTS solution due to the market availability for products and extensive
features. The Saa$S solution would be existing within the government industry, but it is not limited to the
options mentioned above (Salesforce, Microsoft Dynamics 365, Siebel, and Pega). Although the scope
primarily focused on departments within DFS, a cloud-based SaaS solution provided future opportunities
to integrate other divisions by continuously modifying workflows, reporting capabilities, and business
processes. The Department should enter and maintain a Service Level Agreement (SLA) to enter into an
agreed upon cost for maintenance, uptime, and functionality of the system. An example of future
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integration opportunity after the SaaS implementation includes ALIS, the current licensing software, which
is not linked with ServicePoint.

Currently, the business users experience a fragmented experience with multiple portals, and the technical
users often navigate workarounds to accommodate the growth in the division's business functions. The
SaasS solution would provide the option to scale the capabilities based on the user's size and overall
workload. This would be beneficial to changes in workload during the hurricane season. Given that the
technology support team are skilled in .NET, the SaaS solution would accommodate the newer skillset
needed to support the technical architecture in implementation and maintenance. Furthermore, the future
state will unify the customer data, provide activity data for internal users, and maintain a robust security
model without a physical infrastructure.

D. Proposed Solution Description

1. Summary Description of Proposed System

The future state would provide a significantly enhanced user experience for the internal and external
users. Current business objectives are reducing the number of manual processes, increasing the
operational efficiency to process and resolve open cases, enabling agents to resolve cases more
consistently, and enabling the business to make more informed decisions through timely and accurate
reporting. The below table shows the functional areas that will be improved in the future system and what
the current system characteristics are for Siebel.

Functional Areas Legacy System Characteristics Future System Characteristics

Data e They system has lags in ¢ Integrate with external Extract,
current data storage and Transform, and Load (ETL) tools that can
performance accommodate mass data transfers
Communication e Manual process to intake e Added element of mobile intake
Intake emails, mail, fax, phone communication
communications e Automated intake of fax, mail by utilizing

Optical Character Recognition (OCR)

Access and e Internal system has role ¢ Single sign-on capabilities
Permissions permissions based on e Additional security and permissions
department needs e Having DFS change passwords twice per
year

e locking users after an X amount of
unsuccessful log-in attempts

e Requiring passwords to have special
characters for security purposes

¢ Role and departmental permissions
configurable based on DFS need
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Functional Areas Legacy System Characteristics Future System Characteristics

User Interface

System Integration

Security

Reporting

Workflow
Optimization

Workflow
Optimization

Fixed character screens
with multiple pop-ups
and manual
interventions

Using Internet Explorer
to log in to ServicePoint
System is not
configured adequately
which causes missing
information from
vendors/consumers
such as an inquiry
without an attached
PDF

Current integrations through
batch processes makes it
harder for DFS staff to find
data

eStorm as an external portal
that is only active during
disaster season

Mainframe and firewall

Limited reporting capabilities
and all reporting that does
occur requires manual
intervention

Lack of workflow
optimization

Most processes are
manual in nature such
as creating and
forwarding Request
inquiries and resolving
Request inquiries

Current workflows are based
on coding and nightly batch
process

DFS Schedule IV-B

—44 -

Cloud-based, browser, mobile
device

The system would have field
configuration to reflect what fields
are required such as requiring a
PDF attachment

Integrations with external systems
which reduces the character screen
pop-ups and reduces manual
interventions

Real-time integration and data access
Integration with software such as AilS
Migrate eStorm functionalities to support
customers during active disasters as a
new external portal

Security within modules and within
different departments

Encryption of data

Highly restricted data access based on
user permissions and needs

Analytical dashboards and reporting
capabilities

Real-time reporting and dashboards
Ad-hoc reporting based on DFS needs
Dashboards to track completed Request
inquiries incomplete Request inquiries,
track employee performance and much
more

Use of rules engine

Configurable rules and workflows for
business process optimization
Messages and event-based from
asynchronous and real-time messages

Dynamic workflow definition and updating
based on defined parameters

Real-time batching based on workflow
configuration



Functional Areas Legacy System Characteristics Future System Characteristics

System Integration e  Currently there is no system e Integration with data warehouse
integration e Integration with Active Directory and
CRM solution
e Integration with a software than can
generate request inquiries
e Integration with SOA, SaaS and other
API technologies

e All processes are done
manually with multiple
screen pop-ups

System Integration e Custom-developed with e Service-oriented architecture
many manual processes

Application e Oracle e Application ownership can vary, based
Ownership on the latest SaaS solutions
Workflow e Business rules defined and e Adjusted business rules to match
Optimization Manual processes to send application capabilities
Request inquiries to different
departments
Application e In-house, on-site e Application maintenance can vary based
Maintenance on platform chosen but is typically on the
cloud
Infrastructure e On-site infrastructure e Cloud-based, Software as a Service
(SaaS)

The below conceptual view provides an overview of the components captured by the future state SaaS
CRM. Although the diagram is not exhaustive of all SaaS solutions, it provides the key functionalities that
would benefit the business and technical needs of DFS. Overall, the technology team would not depend
on scripts and nightly batch processes as the primary method. The system would provide an improved
defect management experience that utilizes DevOps practices and proper Development, Testing,
Acceptance and Production (DTAP) environments. Since the future state would consolidate the linked
applets/portals (CCRS & ADRM), the technology team would specialize in a modernized system.
Although there are risks of fragmentation, the technology team would have support for upgrades,
installations, and security by the platform vendor.
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FIGURE 4 CONCEPTUAL ARCHITECTURE

User Management

There will be user management capabilities to manage user access for the customer service applications,
data, and other tools linked with the future state. In the current system, the system administrator manages
access by adding and removing users for ServicePoint. Similarly, the administrator roles would manage
access to the future CRM, roles, security, and field-level settings based on the user license. Internal users
will access the future CRM through a single-sign-on (SSO), which would improve efficiency across the
customer service and other collaboration applications. The system will maintain user authentication by
requiring specific parameters. DFS would continue using the department’s Active Directory to store
resource information such as users, servers, and accounts at the department level.

SaaS CRM Customer Service Application

The SaasS solution would be a "customer service" or "service" module that focus on case management,
knowledge management, and customer self-service functionalities to address the business need for DFS.
The solution would not include full-scale implementation of sales and/or marketing modules. Public users
would have an enhanced self-service experience through multiple input channels such as email, phone
calls, chat, and web-based browsers (computer and mobile) to submit cases. There are also
opportunities for partner portals to update contact information, which would limit the need for manual
updates such as the current Company Data Update.

The current system uses Siebel's Assignment Manager to delegate cases, but the infrequent outages led
to manual case assignment interventions. In the future state, business users will access a consolidated
case management system that can manage a higher case volume and complex case assignment logic
based on the relevant users. Currently, ADRM and CCRS users must access two separate portals
outside of ServicePoint. By configuring various user groups and profiles, these users have a customized
view of the same CRM system. This capability would significantly enhance cross-functional collaboration
for all users since they can access knowledge articles and receive different case assignments.

Productivity & Collaboration

Microsoft Office Suite is the current collaboration tool for the business users, and there is a preference to
continue using the tools. Business units have utilized SharePoint to save templates, communication
materials, and case information. Microsoft Outlook integration can also be advantageous for account and
contact management since communication and contact information updates are synced in both Outlook
and the CRM application.
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Low Code Automation

The CRM'’s automation abilities will reduce the need for current batch jobs that are used to integrate
external applications, data updates, and other business processes. Users can develop various workflows
by using “drag and drop” functionality to create complex workflows that are currently only supported by
code. Users can also manage the logic and filters that provide suggestions for knowledge management
articles, templates, emails, and similar cases. Therefore, users will reduce the time spent on searching for
templates for consumer communication materials and/or resolution notes to close the Request Inquiries.

Data Management

In the current system, the data flow from the CAS Schema and the Siebel Schema have led to duplicate
data being exported from ReportGen and Microsoft Access. The future state will include an enhanced
data management infrastructure that contains a central repository that would eventually replace the
Siebel Schema. By having a consolidated modernized database, this will allow other applications,
applets, dashboards/reporting to use a single source of truth for data. Furthermore, there are various data
import, data export, and cleanup tools limit manual workarounds compared to the current cleanup
process for public records information.

Reporting & Analytics

The system will have a new business intelligence tool that would provide enhanced reporting capabilities.
Current users have multiple touchpoints with various reporting tools such as Microsoft Access,
ServicePoint, and the related applications due to a lack of consolidated analytics environment. The future
state will minimize the need to conduct repetitive extracts, updates, and data clean-up. Users will have
the opportunity to design dashboards with tabular data that can provide key performance indicators by
business units and users. Permission sets can manage how users view and edit the dashboards. Lastly,
the customer service application will have pages outside of the primary business intelligence tool that
provide “list views,” where users can export the report in multiple formats without performing manual
queries.

External Systems

During the transformation activities, applications and portals will be migrated in various phases. The CRM
application, automation, and the data warehouse will be interconnected. This process may include continuing
existing batch jobs that links ServicePoint to external applications until the migration applications are
completed.

2. Resource and Summary Level Funding Requirements for Proposed
Solution (if known)

The proposed solution will include the following 5-year estimates based on the following cost
components: Project Deliverables, Commercial Software, Project Management, Consultants/Contractors,
Training, and Project Planning/Analysis. The Commercial Software and Other Service (i.e Operations and
Maintenance), were adjusted for year-to-year inflation (3%). The staffing hourly rates are based on
Florida State Term Contract rates + a 20% price increase contingency. The implementation timeframe is
estimated at one year with an additional four weeks of Hypercare. The table below provides a summary of
the costs, and the appendix shows the breakdown with additional cost components that were not
applicable to the estimations. The 5-year estimate is approximately $13,909,236.

Project Deliverables $4,624,680 $136,960
Commercial Software $679,680 $700,070 $721,073 $742,705 $764,986
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Project Management $474,430 $9,080

Training $98,560 $49,280 $0 $0 $0
Project Planning/Analysis $997,665 $0 $0 $0 $0
Operations & Maintenance $55,440 $921,360 $949,001 $977,471 $1,006,795
Yearly Total $6,930,455 $1,816,750 $1,670,074 $1,720,176  $1,771,781
Grand Total $13,909,236

*Added five-year total may be slightly different due to rounding
Project Deliverables

Project deliverables include the contracted resources that will be performing the implementation activities.
These include resources such as business analysts who would support functional requirements for the
CRM and the data migration. Technical architects, product owners, scrum masters, developers, system
administrators, and testers would be resources who support the development, test execution, quality
assurance, integrations, and data migration activities.

Commercial Software

The commercial software includes the software subscription for the CRM, the omnichannel tools,
omnichannel tools, virtual agents, and file-sharing tools. The estimations included the cost of the data
center installation and maintenance within the software subscription. The pricing for these services were
based on internal users per month or the overall activity in a site per month. The costs do not reflect
volume discounts or state specific pricing. The costs reflect a 3% increase each year.

Project Management

Project management resource include the lead roles that manage service delivery. These resources
would coordinate tasks with the developers, business analysts, escalate issues, and communicate with
the stakeholders. Current DFS employees and contractors can be part of the project management
workstream. Majority of the cost will be included within the implementation phase. Year 2 Project
Management costs increase due to the inclusion of certain project planning resources that were allocated
under Project Management and Analysis from Year 1.

Operations & Maintenance

This cost component includes the Operations and Maintenance managed services. These resources
provide help desk activities, configure settings for the internal customers, and provide CRM support after
the implementation. DFS employees will utilize these services to navigate the CRM, troubleshoot user
issues, and log defect tickets. The cost for these services will overlap with the User Acceptance Testing,
Go-Live, and Hypercare phases, which also includes services form the selected technology vendor.
However, these resources will continue supporting DFS from Year 2 onwards. The costs reflect a 3%
increase each year.

Training

This cost component includes resources to provide training and organizational change management.
These resources will conduct training and provide materials needed to support users transitioning to the
new solution. The cost for these services will overlap with the Development, User Acceptance Testing,
Go-Live, and Hypercare phases.
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Project Planning/Analysis

This cost component is allocated towards professional services that will support DFS with the planning for
the future state. Potential technology vendors will assess their capabilities against the requirements
submitted by DFS. The resources would manage the documentation, communication, and support DFS
with their decision for the technology vendor.

E. Capacity Planning (historical and current trends versus
projected requirements)

The current system supports more than 300,000 external users and 200 internal DFS users. The
touchpoints for these users are scattered across ServicePoint, CCRS, ADRM, and other portals for the
external users. The future state system must accommodate the user activity in addition to fluctuations
during hurricane season, which increases the volume of requests. Overall, ServicePoint approximately
has more than 3,358 tables and 3.19 million records. There are two terabytes of consumer-uploaded files
that are in storage, and the state requires a data retention policy for up to 5 years. Therefore, data
migration activities will need to be planned in multiple phases. There will be risks to the system uptime
since the future state requires significant technology and business transformation.

VII. Schedule IV-B Project
Management Planning

Purpose: To require the agency to provide evidence of its thorough project planning and provide the tools
the agency will use to carry out and manage the proposed project. The level of detail must be appropriate
for the project’'s scope and complexity.

The primary project management methodology used by DFS is based on the Project Management
Institute’s Project Management Framework. The DFS Project Manager and the chosen implementation
vendor will agree upon an appropriate project management methodology. For DFS there are important
Project Management elements to be considered for the CRM Modernization. These Project Management
processes include:

— Project Charter that conveys what will be accomplished by the project, signed, and authorized by
the Project Executive Sponsor

— Project contract(s)

— Project Management Plan

— Baseline project schedule

— Independent Verification and Validation (IV&V)
— Project Change Management

— Organizational Change Management

— Quality Management

— Project Issues and risk Log

DFS Schedule IV-B
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— Financial Management and reporting

— Comply with F.S. 282.0051, 626.307 (10), 627.7015, 627.7074, 627.745, and Chapter 526 as
applicable

The use of the project control framework indicated above, together with application of the Project
Management Plan, will assist DFS and the potential solution vendor project managers in planning,
executing, managing, administering, and controlling all phases of the project.

Control activities will include, but may not be limited to:

— Project Status: Monitoring the project and documenting, evaluating, and resolving issues as they arise
and having bi-weekly status meetings to track project progression.

— Project Scope: Making critical decisions based on how the project is progressing and monitoring the
scope of the project to mitigate any issues.

— Risk Mitigation: Making decisions based on identified risks to reduce the impact of such risk and
documenting all risk and issues with resolutions as they occur.

— Deliverable quality: Proactively confirming and monitoring deliverable quality and taking appropriate
actions for deliverables that are not meeting the organizations quality expectations.

KPMG believes that Organizational Change Management is critical for managing a transformation
program of this size and complexity. As the implementation is occurring DFS needs to address several
major ‘over-arching’ requirements, including:

— Unwavering executive commitment and championing — which includes ensuring the right
executive sponsors/stakeholders are engaged, regular steering committee meetings are held, and
effective engagement with operating committees to drive decision making

— Monitoring results & communicating successes — which includes sequencing of priorities based
on value impact and speed, articulating quick wins while working on the broader transformation, and a
business case that allows for the tracking of benefits

— Proven change transformation methodology — which includes making change management
activities an integral part of the program, ensuring that operating model changes are directly aligned
with driving benefits, understanding and considering employee impacts, and using visible incentives
and recognitions where needed

NOTE: For IT projects with total cost in excess of $10 million, the project scope, business objectives,
and timelines described in this section must be consistent with existing or proposed substantive policy
required in s. 216.023(4)(a)10, F.S.

VIIl. Appendices

Number and include all required spreadsheets along with any other tools, diagrams, charts, etc. chosen
to accompany and support the narrative data provided by the agency within the Schedule IV-B.

Appendix A
CBA Form 1 — Net Tangible Benefits
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Appendix A

CBAForm 1 - Net Tangible Benefits Agency zpartment of Financial Servic Project ‘L DFS CRM Feasibility Stud
Net Tangible Benefits - Operational Cost Changes (Costs of Current Op versus Proposed Operations as a Result of the Project) and Additional Tangible Benefits -- CBAForm 1A

Agency FY 2023-24 FY 2024-25 FY 2025-26 FY 2026-27 FY 2027-28

(Recurring Costs Only — No Froject Costs) (8 () (€] = (a)*b) (@) (b) (€)= (a) + (0] (8 (b) (c)=(a)+ () (a) (o) (€)= (a) + (0] (8] (b) (c)=(a)+ ()
New Program New Program New Program New Program New Program
Existing Costs resulting |  Existing Costs resulting |  Existing Costs resulting | Existing | Cost Change | Costs resulting | Existing Costs resulting
Program | Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed Program | Operational | from Proposed Program | Operational | from Proposed
Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project

A. Personnel Costs - Agency-Managed Staff $0 $0 £0| 30 80 $0] $0 30 $0] $0 80 $0| $0] 80 $0}
A.b Total Staif 0.00] 0.00] 0.00) 0.00 0.00 0.00} 0.00] 0.00 0.00} 0.00] 0.00 0.00} 0.00] 0.00 0.00}
A-1.a. State FTEs (Salaries & Benefis) 50 50 £0j 50 50 0 50 50 £0) 50 50 0 50 50 £0)
A-1.b. State FTEs (#) 0.00 0.00) 0.00] 0.00 0.00 0.00] 0.00 0.00 0.00] 0.00) 0.00 0.00] 0.00) 0.00 0.00]
A-2.a. OPS Staff (Salaries) 80 $0 0| $0 $0 $0) 80 $0 $0) $0 $0 $0) $0 $0 $0)
A-2.b. OPS # 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
A-3.a. Staff Aug ion (Ceniract Cosf) 80 $0 £0) $0 $0 £0) 80 $0 £0) $0 $0 £0) $0 $0 £0)
A-3.b. Staff A ion (# of Contraciors) 0.00 0.00) 0.00] 0.00 0.00 0.00] 0.00 0.00 0.00] 0.00) 0.00 0.00] 0.00) 0.00 0.00]
B_Application Mai e Costs §$580,881 $0 $589,881 §$580,881 $0 §580,881 $0 $0 $0| $194 400] $0 §194 400 $194 400 S0 $194 400)
B-1. Managed Services (Staffing) §194,400| $0 §194,400] §194,400 $0 §194 400 $0 $0) $194 400 $0 §194 400 $194 400 $0 §194 400]
B-2. Hardware $19,272| $0 §19,272) $19,272 $0 §19.272] $0 $0 $0] $0 $0 $0) $0 $0 $0]
B-3. Software $207,081 $0 $207,081 $207,081 $0 $207 081 $0 $0 $0) $0 $0 $0) $0 $0 $0)
B-4. Other ReponiGen/Applets Mainienanoe §169,128| $0 $169,128] §169,128 $0 §169,128] 80 $0 $0) $0 $0 $0) $0 $0 $0)
. Data Center Provider Costs $0| $0] $0 80 $0 $0| $0| 80 $0} $0] 80 $0| $0 £l $0)
C-1. Managed Services (Staffing) 80 $0 £0) $0 $0 £0) 80 $0 £0) $0 $0 £0) $0 $0 £0)
C-2. Infrastructure $0 $0 0| $0 $0 $0) $0 $0 $0] $0 $0 £0] £0 80 £0]
C-3. Network / Hosting Services 50 $0 £0j 50 50 0 50 50 £0) $0 50 $0 $0 50 £0)
C-4. Disaster Recovery 80 $0 £0) $0 $0 £0) 80 $0 £0) $0 $0 £0| £0 $0 0]
C-5. Other Specify $0 $0 0] $0 $0 $0) $0 $0 $0] $0 $0 $0) $0 $0 $0]
D. Plant & Facility Costs. $0 $0 $0 S0 $0 $0| 50 $0 $0f 50 $0 $0| $0 $0 $0f
E. Other Costs $0 $0 $0) $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0)
E-1. Training 50 50 £0j 50 50 0 50 50 £0) 50 50 0 50 50 £0)
E-2. Travel $0 $0 £0) $0 $0 £0) $0 $0 £0] $0 $0 £0) $0 $0 £0]
E-3. Other Specify 80 $0 0| $0 $0 $0) 80 $0 $0) $0 $0 $0) $0 $0 $0)
Total of Recuriing Operational Costs £589,881 £0] $589,8081 £589,881 £0 £589,881 50| 30 £0) $194,400| 30 £194,400 £194,400 30/ £194.400
F._Additional Tangible Benefits- $0 $0 $0 $0 $0
F-1. Specify $0 $0 80 $0 80
F-2. Specify 80 50 50 50 50
F-3. Specify $0 $0 $0 $0 $0
Total Net Tangible Benefits: $0 $0 $0 $0 $0

CHARACTERIZATION OF PROJECT BENEFIT ESTIMATE -- CBAForm 1B

Choose Type Estimate Confidence Enter % (#-)
Detailed/Rigorous ] Confidence Level
Order of Magnitude O Confidence Level
Placeholder [l Confidence Level
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"Department of Financial Services "FL DFS CRM Feasibility Study

Costs entered into each row are mutually exclusive. Insert rows for detail and modify appropriation categories as necessary,
but do not remove any of the provided project cost elements. Reference vendor quotes in the item Description where
applicable. Include only one-time project costs in this table. Include any recurring costs in GBA Form 1A.

$

FY2023-24

S 6,930,455 $ 1,816,750 $ 1,670,073 $ 1,720,176 $ 1,774,781

FY2024-25 FY2025-26 FY2028-27 FY2027-28

13,909,235

Item Description Previous Years
fremove guidelines and sanstate entries Appropriation| Project-Related YR 1Base YR 2 Base YR 3 Base YR 4 Base YR 5 Base
Fersl Project Cost Element Category Cost YR1# YR 1 LBR Budget YR 2# YR 2 LBR Budget | YR3# YR 3 LBR Budget |YR4# YR 4 LBR Budget |YR5# YR5 LBR Budget
Costs for all state employees working on the project. |FTE 588 3 - 05 - 3 - 000 S - 3 - 000 S - 3 - 000 § - 3 - 000 S - 13 - £ -
Costs for all OPS employess working on the project.  |OPS 0oPs s - 0 s - 0.00 5 - s - 0.00 5 - s - 000 § - s - 0.00 5 - -3 - $ -
Contracted
Staffing costs for | using Time & Expense. Staff A Services 3 - 05 - 3 - 000 S - 3 - 000 S - 3 - 000 § - 3 - 000 S - 13 - £ -
Project management perzonnel and related Contracted
3 Project Management Services s - 5% 47443000 - 3.00 5 9,080.00 % - 0.00 5 - s - 000 § - s - 0.00 5 - -3 - $ 483,510
Project oversight to include Independent Yerfioation
& Validation [IV&W) personnel and related Contracted
deliverables. Project Oversight Services $ - 08 - $ - 0.00 § - $ - 0.00 § - $ - 000 § - $ - 0.00 § - ] - s -
Staffing costs for all professional services not included| Contracted
in other categori C ntractors Services s - 13 - 3 - 0.00 3 - 000 S - 3 - 000 § - 3 - 000 S - 13 - 3 -
P i dysis and il o Contracted
racurEments. Project Services s - 3s 99766500 § - 0.00 s - -3 - s - s - s - -3 - -3 - $ 997,665
Hardw are purchases not includedin data center
services. Hardware oco 3 - 05 - 3 - 13 - 3 - 13 - s - 3 - 3 - 13 - 13 - S -
Contracted
Commercial softw are purchases andlicensing costs. |Commercial Software Services s - $679880 § - § 70007040 § - § 72107251 § - § 74270489 § - § 76498583 § - $ 3,608,513
Professional services with fined-price costs (i e.
solftware development, installation, project Contracted
documentation] Project Deliverables Services s - 12 § 462468000 § - 12.00 § 13596000 § - s - s - -3 - $ 4,761,640
Contracted
Al iated with the project. | Training Services 3 - 25 §8,560.00 S - 200 § 4828000 S - 13 - 3 - 3 - 3 - 13 - 13 - £ 147,840
Include the quote received fiom the data center
provider for project equipment and services. Only
include one-time project costs in this row. Recuring,
T [ S — JudedinCEA |Data Center Services - One Time | Data Center
Form 1, Costs Category 3 - 05 - 3 - 13 - 3 - 13 - 3 - 3 - 3 - 13 - 13 - 3 -
Other conuacted services not included in other Contracted
categories. Other Services Services s - 45 5544000 % - 4.00 5 921,380.00 % - 4.00 5 94900080 % - 400 § 97747082 § - 4.00 5 1,00679495 § - $ 3,910,067
Include costs for non-state data center equipment
required by the project and the propased solution
linzer additional as needed for detail] Equipment Expense s - 0 s - s - -3 - s - -3 - s - s - s - -3 - -3 - $ -
Include costs associated with leasing space for
projeot persannel, Leased Space Expense | 5 - 05 -5 - 5 -5 - 5 -5 - 5 -5 - 5 -5 N -
Cther project expenzes not ncluded in ather
categories. Other Expenses Expense -1 = 05 = -1 = -3 = -1 = -3 = -1 = -1 = -1 = -3 = -3 = $ -
Total S - 2600 § 6,930,455 § - 2100 § 1816750 § - 200 § 1670073 § - 400 § 1,720,786 § - 200 § 1,771,781 § -~ 1% 13,909,235,
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CBAForm 2 - Project Cost Analysis Agency partment of Financial Servic Project FL DFS CRM Feasibility Study

PROJECT COST SUMMARY (from CBAForm 2A)

PROJECT COST SUMMARY FY - FY Fu FY o1
2023.24 2024.25 2025.26 202627 202728
TOTAL PROJECT COSTS (*) $6,030.455 | $1816750 | $1670073 | $1720476 | $1771.781| $13909.235
CUMULATIVE PROJECT COSTS
(includes Cument & Previous Years® Project-Related 86,030,455 | $B.747.205 | S10417279 | $12137454  $13,909.235

Total Cosis are carried forward o CBAForm3 Project Invesiment Summary worksheet.

PROJECT FUNDING SOURCES - CBAForm 2B

PROJECT FUNDING SOURCES FY FY FY FY FY TOTAL
2023-24 2024-25 2025-26 2026-27 2027-28

General Revenue &0 £0 £0 £0 £0 §0

Trust Fund §0 §0 §0 §0 §0 §0

Federal Match [ ] &0 £0 £0 £0 £0 £0

Grants L] $0 $0 $0 $0 $0 80

Other [] Specity &0 80 80 &0 &0 &0
TOTAL INVESTMENT &0 80 80 £0 £0 §0

CUMULATIVE INVESTMENT &0 &0 &0 £0 &0

Characterization of Project Cost Estimate - CBAForm 2C

Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous Confidence Level
Order of Magnitude Confidence Level
Placeholder Confidence Level

DFS Schedule IV-B
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State of Florida
Cost Benefit Analysis

CBAForm 1 - Net Tangible Benefits

APPENDIX A

Agency

Jepartment of Financial Service

Project FL DFS CRM Feasibility Study

Fiscal Year 2023-24

Net Tangible Benefits - Operational Cost Changes (Costs of Current Operations versus Proposed Operations as a Result of the Project) and Additional Tangible Benefits -- CBAForm 1A

Agency FY 2023-24 FY 2024-25 FY 2025-26 FY 2026-27 FY 2027-28
(Recurring Costs Only -- No Project Costs) () (c) = (@)+(b) () (b) (c)=(a) + (b) (@) (b) (c)=(a) + (b) (@) (b) (c)=(a) + (b) (@) (b) (c)=(a)+(b)
New Program New Program New Program New Program New Program
Existing Costs resulting Existing Costs resulting Existing Costs resulting Existing Cost Change | Costs resulting Existing Costs resulting
Program Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed
Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project
A. Personnel Costs -- Agency-Managed Staff $0 $0 $0 $0 $0 $0) $0 $0 $0 $0 $0 $0 $0 $0 $0
A.b Total Staff 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
A-l.a. State FTEs (Salaries & Benefits) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
A-1.b. State FTEs (#) 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
A-2.a. OPS Staff (Salaries) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
A-2.b. OPS (#)] 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
A-3.a. Staff Augmentation (Contract Cost) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
A-3.b. Staff Augmentation (# of Contractors) 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
B. Application Maintenance Costs $589,881 $0 $589,881 $589,881 $0 $589,881 $0 $0 $0 $194,400 $0 $194,400 $194,400 $0 $194,400
B-1. Managed Services (Staffing) $194,400 $0 $194,400 $194,400 $0 $194,400 $0 $0 $194,400 $0 $194,400 $194,400 $0 $194,400
B-2. Hardware $19,272 $0 $19,272 $19,272 $0 $19,272 $0 $0 $0 $0 $0 $0 $0 $0 $0
B-3. Software $207,081 $0 $207,081 $207,081 $0 $207,081 $0 $0 $0 $0 $0 $0 $0 $0 $0
B-4. Other ReportGen/Applets Maintenance $169,128 $0 $169,128 $169,128 $0 $169,128 $0 $0 $0 $0 $0 $0 $0 $0 $0
C. Data Center Provider Costs $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-1. Managed Services (Staffing) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-2. Infrastructure $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-3. Network / Hosting Services $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-4. Disaster Recovery $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-5. Other Specify $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
D. Plant & Facility Costs $0 $0 $0 $0 $0 $0| $0 $0 $0 $0 $0 $0 $0 $0 $0|
E. Other Costs $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-1. Training $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-2. Travel $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-3. Other Specify $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
Total of Recurring Operational Costs $589,881 $0 $589,881 $589,881 $0 $589,881 $0 $0 $0 $194,400 $0 $194,400 $194,400 $0 $194,400
F. Additional Tangible Benefits: $0 $0 $0 $0 $0
F-1. Specify $0 $0 $0 $0 $0
F-2. Specify $0 $0 $0 $0 $0
F-3. Specify $0 $0 $0 $0 $0
Total Net Tangible Benefits: $0 $0 $0 $0 $0
CHARACTERIZATION OF PROJECT BENEFIT ESTIMATE -- CBAForm 1B
Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous [ ] Confidence Level
Order of Magnitude L Confidence Level
Placeholder L Confidence Level
Page 1 of 4
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State of Florida
Cost Benefit Analysis

APPENDIX A

Fiscal Year 2023-24

A ]

B

| C

L

M | N

Department of Financial Services

Costs entered into each row are mutually exclusive. Insert rows for detail and modify appropriation categories as necessary, but
do not remove any of the provided project cost elements. Reference vendor quotes in the Item Description where applicable.
Include only one-time project costs in this table. Include any recurring costs in CBA Form 1A.

Item Description

FL DFS CRM Feasibility Study

Appropriation

$

Current & Previol

FY2023-24

YR 1 Base

FY2024-25

YR 2 Base

FY2025-26

CBAForm 2A Baseline Project Budget

YR 3 Base

FY2026-27

YR 4 Base

TOTAL

YR 5 Base

$ 6,930,455 $ 1,816,750 $ 1,670,073 $ 1,720,176 $ 1,771,781 $ 13,909,235

Printed 10/15/2024 10:28 AM

(remove guidelines and annotate entries here) Project Cost Element Category YR 1LBR Budget YR 2 LBR Budget YR3# YR 3LBR Budget YR 4 # YR 4LBR Budget YR5# YR5LBR Budget
5 ]Costs for all state employees working on the project. FTE S&B $ 03 - $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - $ -
6 | Costs for all OPS employees working on the project. OPS OPS $ 0 $ - 0.00 $ = $ - 0.00 $ = $ - 0.00 $ o $ - 0.00 $ - $ = $ -
Contracted
7 |staffing costs for personnel using Time & Expense. Staff Augmentation Services $ 03 - $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - $ -
Contracted
8 |Project management personnel and related deliverables.|Project Management Services $ 5 $  474,430.00 $ - 3.00 $ 9,080.00 $ - 0.00 $ = $ - 0.00 $ o $ - 0.00 $ - $ - $ 483,510
Project oversight to include Independent Verification & Contracted
9 |validation (IV&V) personnel and related deliverables. Project Oversight Services $ 03 - $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - 0.00 $ - $ - $ -
Staffing costs for all professional services not included Contracted
10 ]in other categories. Consultants/Contractors Services $ $ = $ - 0.00 $ - 0.00 $ 2 $ - 0.00 $ = $ - 0.00 $ = $ 2 $ -
Separate requirements analysis and feasibility study Contracted
11 |procurements. Project Planning/Analysis Services $ 3 $§ 997,665.00 $ = 0.00 $ = $ = $ = $ = $ = $ = $ = $ 997,665
Hardware purchases not included in data center
12 |services. Hardware Ooco $ 0$ = $ = $ = $ = $ = $ = $ = $ 2 $ = $ 2 $ -
Contracted
13 |Commercial software purchases and licensing costs. Commercial Software Services $ $679,680 $ - $ 700,070.40 $ - $ 72107251 $ - $ 742,704.69 $ - $ 764,98583 $ = $ 3,608,513
Professional services with fixed-price costs (i.e. software Contracted
14 |development, installation, project documentation) Project Deliverables Services $ 12 $ 4,624,680.00 $ - 12.00 $ 136,960.00 $ - $ - $ - $ = $ 4,761,640
Contracted
15 |All first-time training costs associated with the project. | Training Services $ 23 98,560.00 $ - 2.00 $ 49,280.00 $ - $ - $ - $ - $ - $ o $ = $ 147,840
Include the quote received from the data center provider
for project equipment and services. Only include one-
time project costs in this row. Recurring, project-related
data center costs are included in CBA Form 1A. Data Center Services - One Time Data Center
16 Costs Category $ 0$ = $ = $ = $ = $ = $ o $ o $ 2 $ = $ = $ -
Other contracted services not included in other Contracted
17 |categories. Other Services Services $ 48 55,440.00 $ = 4.00 $ 921,360.00 $ = 4.00 $ 949,000.80 $ = 4.00 $ 977,470.82 $ = 4.00 $ 1,006,79495 $ = $ 3,910,067
Include costs for non-state data center equipment
required by the project and the proposed solution (insert
18 |additional rows as needed for detail) Equipment Expense $ 0s$ - $ = $ = $ = $ = $ = $ = $ = $ = $ = $ -
Include costs associated with leasing space for project
19 |personnel. Leased Space Expense $ 03 - $ - $ - $ - $ - $ - $ ° $ = $ ° $ = $ =
20 | Other project expenses not included in other categories. [Other Expenses Expense $ 0$ - $ - $ - $ - $ - $ - $ = $ = $ = $ = $ -
21 Total $ 26.00 $ 6,930,455 $ - 21.00 $ 1,816,750 $ - 4.00 $ 1,670,073 $ - 4.00 $ 1,720,176 $ - 4.00 $ 1,771,781 % - $ 13,909,235
Page 2 of 4




State of Florida APPENDIX A Fiscal Year 2023-24
Cost Benefit Analysis

CBAForm 2 - Project Cost Analysis Agency epartment of Financial Servict Project FL DFS CRM Feasibility Study

PROJECT COST SUMMARY (from CBAForm 2A)

FY FY FY FY FY OTA
PROJECT COST SUMMARY 2023-24 2024-25 2025-26 2026-27 2027-28
TOTAL PROJECT COSTS (*) $6,930,455 [  $1816,750 [  $1,670073|  $1,720176 [  $1,771,781|  $13,909,235

CUMULATIVE PROJECT COSTS
(includes Current & Previous Years' Project-Related Costs) $6,930,455 $8,747,205 $10,417,279 $12,137,454 $13,909,235

Total Costs are carried forward to CBAForm3 Project Investment Summary worksheet.

PROJECT FUNDING SOURCES - CBAForm 2B

PROJECT FUNDING SOURCES FY FY FY FY FY
2023-24 2024-25 2025-26 2026-27 2027-28

General Revenue $0 $0 30 30
Trust Fund $0 $0 $0 $0
Federal Match [ ] $0 $0 $0 $0
Grants L] $0 $0 $0 $0
Other [ ] Specify $0 30 30 $0
TOTAL INVESTMENT $0 30 30 30
CUMULATIVE INVESTMENT $0 $0 $0 $0

Characterization of Project Cost Estimate - CBAForm 2C

Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous Confidence Level
Order of Magnitude Confidence Level
Placeholder Confidence Level

Page 3 of 4
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State of Florida
Cost Benefit Analysis

APPENDIX A
CBAForm 3 - Project Investment Summary Agency Department of Financial Services Project L DFS CRM Feasibility Stu
COST BENEFIT ANALYSIS -- CBAForm 3A
FY FY FY FY FY TOTAL FOR ALL
2023-24 2024-25 2025-26 2026-27 2027-28 YEARS
Project Cost $6,930,455 $1,816,750 $1,670,073 $1,720,176 $1,771,781 $13,909,235
Net Tangible Benefits | $0 | $0 | $0 | $0 | $0 | $0
Return on Investment [ ($6,930,455)| ($1,816,750)| ($1,670,073)| ($1,720,176)| ($1,771,780)]  ($13,909,235)
Year to Year Change in Program
Staffing 0 0 0 0 0
RETURN ON INVESTMENT ANALYSIS -- CBAForm 3B
Payback Period (years) NO PAYBACK [Payback Period is the time required to recover the investment costs of the project.
Breakeven Fiscal Year NO PAYBACK |Fiscal Year during which the project's investment costs are recovered.
Net Present Value (NPV) ($12,871,861) |NPV is the present-day value of the project's benefits less costs over the project's lifecycle.
Internal Rate of Return (IRR) NO IRR IRR is the project's rate of return.
Investment Interest Earning Yield -- CBAForm 3C
Fiscal FY FY FY FY FY
Year 2023-24 2024-25 2025-26 2026-27 2027-28
Cost of Capital 3.50% 3.50% 3.60% 3.60% 3.60%

Fiscal Year 2023-24
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I. Schedule IV-B Cover Sheet

Schedule 1V-B Cover Sheet and Agency Project Approval

Agency:

Department of Financial Services

Schedule 1VV-B Submission Date:
September 23, 2024

Project Name:

Is this project included in the Agency’s LRPP?

Florida PALM _ X __ Yes No
FY 2025-26 LBR Issue Code: FY 2025-26 LBR Issue Title:
36105C0 FLAIR System Replacement

Agency Contact for Schedule 1V-B (Name, Phone #, and E-mail address):
Jimmy Cox, (850) 410-9020, Jimmy.Cox@myfloridacfo.com

AGENCY APPROVAL SIGNATURES

the attached Schedule 1VV-B.

I am submitting the attached Schedule 1V-B in support of our legislative budget request. I have reviewed the
estimated costs and benefits documented in the Schedule 1V-B and believe the proposed solution can be delivered
within the estimated time for the estimated costs to achieve the described benefits. | agree with the information in

Agency Head: Date:
Printed Name:  Jimmy Patronis

Agency Chief Information Officer (or equivalent): Date:
Printed Name:  Scott Stewart

Budget Officer: Date:
Printed Name:  Teri Madsen

Planning Officer: Date:
Printed Name:

Project Sponsor: Date:
Printed Name:  Steven Fielder

Schedule 1V-B Preparers (Name, Phone #, and E-mail address):

Business Need:

Cornelius Smith, (850) 410 9076, Cornelius.Smith@myfloridacfo.com

Cost Benefit Analysis:

Cornelius Smith, (850) 410 9076, Cornelius.Smith@myfloridacfo.com

Risk Analysis:

Cornelius Smith, (850) 410 9076, Cornelius.Smith@myfloridacfo.com

Technology Planning:

Project Planning:

[Florida PALM]
FY 2025-26
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SCHEDULE IV-B FOR FLORIDA PALM

General Guidelines

The Schedule IV-B contains more detailed information on information technology (IT) projects than is included in
the D-3A issue narrative submitted with an agency’s Legislative Budget Request (LBR). The Schedule 1V-B
compiles the analyses and data developed by the agency during the initiation and planning phases of the proposed IT
project. A Schedule IV-B must be completed for all IT projects when the total cost (all years) of the project is $1
million or more.

Schedule 1V-B is not required for requests to:

e Continue existing hardware and software maintenance agreements,

¢ Renew existing software licensing agreements that are similar to the service level agreements currently in
use, or

e Replace desktop units (“refresh™) with new technology that is similar to the technology currently in use.

e  Contract only for the completion of a business case or feasibility study for the replacement or remediation
of an existing IT system or the development of a new IT system.

Documentation Requirements

The type and complexity of an IT project determines the level of detail an agency should submit for the following
documentation requirements:

Background and Strategic Needs Assessment
Baseline Analysis

Proposed Business Process Requirements
Functional and Technical Requirements
Success Criteria

Benefits Realization

Cost Benefit Analysis

Major Project Risk Assessment

Risk Assessment Summary

Current Information Technology Environment
Current Hardware/Software Inventory
Proposed Technical Solution

Proposed Solution Description

Project Management Planning

Compliance with s. 216.023(4)(a)10, F.S. is also required if the total cost for all years of the project is $10 million or
more.

A description of each 1VV-B component is provided within this general template for the benefit of the Schedule IV-B
authors. These descriptions and this guidelines section should be removed prior to the submission of the document.

Sections of the Schedule 1V-B may be authored in software applications other than MS Word, such as MS Project
and Visio. Submission of these documents in their native file formats is encouraged for proper analysis.

The Schedule IV-B includes two required templates, the Cost Benefit Analysis and Major Project Risk Assessment
workbooks. For all other components of the Schedule IV-B, agencies should submit their own planning documents
and tools to demonstrate their level of readiness to implement the proposed IT project. It is also necessary to
assemble all Schedule 1V-B components into one PDF file for submission to the Florida Fiscal Portal and to ensure
that all personnel can open component files and that no component of the Schedule has been omitted.

Submit all component files of the agency’s Schedule IV-B in their native file formats to the Office of Policy and
Budget and the Legislature at IT@LASPBS.STATE.FL.US. Reference the D-3A issue code and title in the subject
line.

[Florida PALM]
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II. Schedule IV-B Business Case - Strategic Needs Assessment

A. Background and Strategic Needs Assessment

Purpose: To clearly articulate the business-related need(s) for the proposed project.

1. Business Need

The Chief Financial Officer (CFO) is identified as the chief fiscal officer and designated agency head for the
Department of Financial Services (Department of DFS) by Article IV, § 4(c), of the Florida Constitution (Fla.
Const.) and Chapter 17, section 17.001 and Chapter 20, section 20.21(1), Florida Statutes (F.S.). Section 215.94,
F.S., identifies DFS as the functional owner of the Florida Accounting Information Resource Subsystem (FLAIR)
and the CFO as the functional owner of the Financial Management Subsystem (FMS). FLAIR and FMS perform
various financial and cash management functions. The systems support the business aspects of the Department’s
Division of Accounting and Auditing (A&A), Division of Treasury (Treasury), and State agency financial
accounting.

A capable, flexible, and reliable financial management system is essential for an enterprise the size of Florida.
FLAIR is not keeping up with the state’s evolving and growing business needs and, as time goes on, the operational
risk of relying on FLAIR only increases. Additionally, FLAIR was built using an outdated code base, causing
increasing difficulty finding development staff that can support the environment. The limitations with FLAIR and
the associated impacts (e.g., proliferation of agency compensating systems and agency unique processes) are not
trivial and negatively impact the operational productivity and the financial management of the state.

e The ability of the CFO and DFS to perform their mission is becoming increasingly difficult given the
significant limitations with FLAIR. A new financial management system (FMS) is needed and the need for
change is supported by the following factors: Organizations have implemented and continue to implement
workarounds and financial related business systems to fill “gaps” created by FLAIR limitations. The
proliferation of these organization unique processes and compensating financial systems will only continue
as business needs change. The result is an increase in operational complexity, maintenance and
administrative costs, and increased difficulty for the CFO and DFS to manage the state’s financial
resources. A secondary impact related to the number of organization unique processes and homegrown
systems will be an increased level of complexity to transition to the new FMS.

e FLAIR was developed over 40 years ago and is maintained on an outdated code base and data structure and
cannot be sufficiently updated to meet the state’s changing business and financial management needs. This
is demonstrated by the complexity and limited ability to add data elements, change data elements, etc. The
limiting factor is the structure of the programming modules code base.

e Resources needed to maintain FLAIR are scarce and are becoming more limited. The loss of irreplaceable
institutional knowledge and lack of qualified resources to support FLAIR increases future operational risk
when changes to the system are needed or system issues need to be resolved. Resource knowledge is
critical since system documentation may not always reflect the full productive state.

e FLAIR and the Florida Financial Management Information System (FFMIS) subsystems are designed and
operated in a way contrary to supporting an enterprise-wide FMS. If the state wants to move towards an
enterprise-wide FMS, the state will need to establish a flexible foundation to allow for evolution and to be a
catalyst for future statewide operational efficiency and effectiveness efforts.

In accordance with Proviso Section 6, Line 2340A of the 2014 General Appropriations Act (GAA), the Florida
Planning, Accounting, and Ledger Management (PALM) Project (Project), formerly known as the FLAIR and CMS
Replacement Project, will replace the existing FLAIR and CMS systems with a single, integrated FMS.

In accordance with Section 122 of the 2022 GAA, the Project procured services to conduct an independent
assessment for an information warehouse (1W) solution that retains the current historical reporting functionality and
data provided by the FLAIR IW and inclusive of PALM data. The recommendation of the assessment was that an
Oracle based data warehouse (DW) be implemented by the software and system integrator (SSI) vendor.

Florida PALM Operations currently uses a shared version of ServiceNow (SNow) provided by the SSI vendor
through the SSI Contract. The shared instance is used by multiple clients and therefore limited in its ability to
provide desired functionality to Florida PALM Production Operations. In 2024, the Project procured services to

[Florida PALM]
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implement a State run instance of SNow with the desired functionality. The implementation of this instance of
SNow will continue into FY 24-25 and is expected to go live by January of 2025.

Additional funding was established through:

N

Chapter 2015-232, Section 6, Line 2331A, Laws of Florida

Chapter 2016-066, Section 6, Line2317A, Laws of Florida

Chapter 2017-070, Section 6, Line2334, Laws of Florida

Chapter 2018-009, Section 6, Line 2332, Laws of Florida

Chapter 2019-115, Section 6, Line 2422, Laws of Florida

Chapter 2020-111, Section 6, Line 2389, Laws of Florida

Chapter 2021-2022, Section 6, Lines 2344 and 2344A, Laws of Florida
Chapter 2022-2023, Section 6, Lines 2395 and 2396, Laws of Florida

Chapter 2023-2024, Section 6, Lines 2449A, 2449B and 2450, Laws of Florida
Chapter 2024-2025, Section 6, Lines 2458, and 2459, Laws of Florida

Business Objectives

NOTE: For IT projects with total cost in excess of $10 million, the business objectives
described in this section must be consistent with existing or proposed substantive policy
required in s. 216.023(4)(a)10, F.S.

The overall vision for the Florida PALM Project is to:

Implement a statewide accounting system to enforce standardization, acts as a scalable foundation to evolve
as business needs change, and positions Florida for future innovation as it considers a true enterprise-wide

solution.

To achieve this, the goals for the Project are:

1.

2.
3.

4.

Reduce the State’s risk exposure by harnessing modern financial management technology built on the
premises of scalability, flexibility, and maintainability.

Improve state and agency specific decision making by capturing a consistent and an expandable set of data.
Improve the State’s financial management capabilities to enable more accurate oversight of budget and
cash demands today and in the future.

Increase internal controls by enabling standardization and automation of business processes within and
between DFS and agencies.

B. Baseline Analysis

Purpose: To establish a basis for understanding the business processes, stakeholder groups, and current
technologies that will be affected by the project and the level of business transformation that will be required for
the project to be successful.

1. Current Business Process(es)

The core financial management transaction processing performed today in FLAIR is limited in scope. The
limitations of these transactions, due in large part to the technical limitations of FLAIR has led to agencies
developing and maintaining their own processes and systems, linked to FLAIR through automated and manual
interfaces, to perform their financial management activities. The State currently lacks a set of clearly
documented, enterprise level financial management processes and guidelines.

NOTE: If an agency has completed a workflow analysis, include through file insertion or
attachment the analyses documentation developed and completed by the agency.

[Florida PALM]
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2. Assumptions and Constraints
The Florida PALM Project is operating under the following assumptions:

e There is commitment to the Project goals from all stakeholders.

e The Project budget will be approved each fiscal year of the Project.

e The Project schedule will be used to establish and monitor scope and progress of tasks supporting defined
milestones and deliverables.

e Reuvisions to the Project schedule will follow the established PMP change management process as
appropriate.

e The Executive Steering Committee will provide timely decisions on items impacting project scope and
schedule.

e  All core functionality to be included in the financial management solution will be identified as part of the
requirements gathering and finalized in the Requirements Traceability Matrix.

e Changes resulting from significant Legislative, business requirement, or policy changes during the Project
that materially impact the Project will follow the change management process as defined in the PMP.

e  Software customization will be evaluated on a case-by-case bases; however not all customizations will be
implemented.

e The current FLAIR system will function until the FMS is fully implemented in production.

e Historical FLAIR data migration will be limited to only data needed to support the FMS system (e.g.,
balances, master data) and reporting needs (data warehouse).

e There is a sufficient talent pool within budget from which to hire state resources.

e  SSI contractor and state resources will be available to support the Project Schedule.

e There will be sufficient engagement by agencies by resources knowledgeable about agency business
processes and technical capabilities.

e There will be sufficient and adequate responses from the vendor community for contracted services.

e Collaborative partnerships with external advisors will focus on value to and success of the Project.

e  Agencies will understand and document their internal processes and modify them where possible to
accommodate the financial management solution functionality.

e  Agencies will understand and document their current state technical architecture and business systems and
modify to integrate with the financial management solution.

e Agencies will request and timely receive budget needed to prepare and modify current business systems to
integrate.

C. Proposed Business Process Requirements

Purpose: To establish a basis for understanding what business process requirements the proposed solution must
meet in order to select an appropriate solution for the project.

1. Proposed Business Process Requirements

Florida PALM'’s first activity was to develop a single set of standardized statewide business processes. The business
process standardization was performed in two analysis steps, Level 1, and Level 2 analysis. These standard
processes were reviewed and approved by representatives from all agencies using FLAIR and CMS.

The Level 1 analysis was completed at the end of 2014 to produce business process models along with supporting
information identifying key business events, Accounting Events, and internal Control Points across ten business
process areas.

The Level 2 analysis used the Level 1 analysis as the foundation in designing the business processes to a greater
level of detail including integration points with statewide administrative systems, agency specific business systems,
and other third-party systems. The Level 2 Business Process Model also identifies examples of roles and
responsibilities for process areas, sub processes, approvals, and internal activities.

These standardized business processes were included as part of the software and system integrator solicitation.

During the Project solution analysis and design activities, the Project further refined the Level 2 Business Process

[Florida PALM]
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Models while considering the functionality of the selected Oracle PeopleSoft software. The result was the creation
of the Standardized Business Process Models, which were reviewed by all agencies using FLAIR and CMS and
were approved by the Executive Steering Committee. The Standardized Business Process Models have been
updated for Financials Wave and created for the Payroll Wave and will be published after the system design for
those Waves has been completed.

2. Business Solution Alternatives

Florida PALM released a comprehensive ITN on November 1, 2016, to obtain the software and system integrator
(SSI) to replace FLAIR and CMS. The ITN was structured to successfully replace the current systems and
implement the standardized financial management business processes while obtaining additional benefits from the
software and system integrators.

In addition to identifying the best software to perform future financial management transactions, the ITN requested
the respondents provide options and recommendations for additional elements of the system including the timing of
implementation activities, timing of agency conversions to the new processes and software, and options for the
hardware platform and system support.

Accenture LLP presented an offer to provide an SSI consisting of Commercial Off the Shelf (COTS) software from
Oracle PeopleSoft.

3. Rationale for Selection

Through the ITN, the Project established a set of comprehensive evaluation criteria which guided the evaluation,
negotiation, and contracting for the software, supporting infrastructure solution, implementation approach, and
system integrator which will provide the best value to the State.

A public meeting held on June 15, 2018, by the negotiation team recommended an award for SSI services.
Accenture LLP was identified as the responsible and responsive Respondent whose Reply was assessed as providing
the best value to the State. The CFO decision on the intent to award for SSI services was obtained. A contract was
executed on July 20, 2018 and funding for fiscal years one through seven of the contract have been provided. The
awarded contract complies with the scope and cost outlined in Proviso.

The system includes COTS Oracle based software that is used by more than a dozen state governments. Limited
customizations would allow for easier maintenance.

4, Recommended Business Solution

NOTE: For IT projects with total cost in excess of $10 million, the project scope described
in this section must be consistent with existing or proposed substantive policy required in s.
216.023(4) (a) 10, F.S.

The SSI contract between DFS and Accenture LLP outlines a commitment to provide and implement a COTS
Oracle PeopleSoft financial management system to replace FLAIR and CMS.

D. Functional and Technical Requirements
Purpose: To identify the functional and technical system requirements that must be met by the project.

The Florida PALM Business Requirements have been developed in conjunction with the Level 2 Standardized
Business Process Models. Business Requirements were developed in three cycles and were reviewed by the
Executive Steering Committee (ESC) for update and approval.

During the Project solution analysis and design activities, the Project further refined the Business Requirements
while considering the functionality of the selected Oracle PeopleSoft software.

In accordance with FY 2022-23 Proviso, the Project went through extensive reviews of the planned Business
Requirements. The requirements were updated as part of Amendment 8 to the SSI Contract.

[Florida PALM]
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Updates to the requirements were reviewed and approved by the Executive Steering Committee. The Business
Requirements, per Amendment 8 to the SSI contract, are available on the project website at Attachment 5.1 -
Business Requirements. Subsequent updates have been approved through Project Change Requests (PCRs) approved
by the ESC during public meetings. The resulting changes will be incorporated into a future Amendment to the SSI
Contract.

I11.

Purpose: To identify the critical results, both outputs and outcomes, that must be realized for the project to be
considered a success.

SUCCESS CRITERIA TABLE

Success Criteria

How will the Criteria Realization Date
# Description of Criteria be measured/assessed? Who benefits? (MM/YY)
1 | A financial management solution to | Successful execution of | DFS and State 07/21

replace CMS is implemented. a software and system Agencies

integrator contract.

Successful completion

of CMS Wave

implementation.

Successful cutover of

first agency onto the

CMS replacement

component of the new

solution.
A financial management solution to | Successful DFS and State 01/26
replace Central and Departmental implementation of the Agencies
FLAIR is implemented. in-scope Financials

(Central and

Departmental)

functionality.
A financial management solution to | Successful DFS and State 01/26
replace Payroll component of implementation of the Agencies
FLAIR is implemented. in-scope Payroll

functionality.
A data warehouse and reporting Successful DFS and State 01/26
solution to replace the FLAIR implementation of the Agencies
Information Warehouse is in-scope data warehouse
implemented. functionality.

Schedule IV-B Benefits Realization and Cost Benefit Analysis

A. Benefits Realization Table

Purpose: To calculate and declare the tangible benefits compared to the total investment of resources needed to
support the proposed IT project.

[Florida PALM]
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For each tangible benefit, identify the recipient of the benefit, how and when it is realized, how the realization will
be measured, and how the benefit will be measured to include estimates of tangible benefit amounts.

BENEFITS REALIZATION TABLE

How is the Realization
realization of Date
Who receives the How is benefit the benefit (MM/YY)
Description of Benefit benefit? realized? measured?
Reduction of the State’s DFS Increase in With each Wave, | Within 12-18
financial risk exposure flexibility to Florida PALM months
through technology built scale the system | will work with following

on the premises of
scalability, flexibility, and
maintainability.

allows for the
implementation
of new
functions in the
future.

Decrease in risk
of system
incidents due to
a widely used
enterprise
resource
planning
solution.

Increase in
System
Availability.

the contractor to
document the
benefits
achieved.

implementation

Improvement in the State’s
decision making by
capturing a consistent and
an expandable set of data.

DFS, Policymakers,
and State Agencies

Increase in
cleanliness of
master data due
to standardized
and centralized
data
repositories.

With each Wave,
Florida PALM
will work with
the contractor to
document the
benefits
achieved.

Within 12-18
months
following
implementation

Improvement in the State’s
financial management and
accounting capabilities to
enable more accurate
oversight of budget and
cash demands today and
into the future.

DFS, Policymakers,
and State Agencies

Increase
accessibility of
the system due
to cloud
infrastructure
and mobile
device
compatibility.

Enhanced
reporting for
cash balances
and bank
accounts.

With each Wave,
Florida PALM
will work with
the contractor to
document the
benefits
achieved.

Within 12-18
months
following
implementation
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BENEFITS REALIZATION TABLE

4 | Increase of internal DFS and State Increase With each Wave, | Within 12-18
controls by enabling Agencies internal controls | Florida PALM months
standardization and to ensure proper | will work with following
automation of business approvals for the contractor to | implementation
processes within and related financial | document the
between DFS and the transactions. benefits
State’s other governmental achieved.
agencies.

B. Cost Benefit Analysis (CBA)

Purpose: To provide a comprehensive financial prospectus specifying the project’s tangible benefits, funding
requirements, and proposed source(s) of funding.

The chart below summarizes the required CBA Forms which are included as Appendix A on the Florida Fiscal
Portal and must be completed and submitted with the Schedule I1V-B.

Cost Benefit Analysis

Form Description of Data Captured
CBA Form 1 - Net Tangible Agency Program Cost Elements: Existing program operational costs versus
Benefits the expected program operational costs resulting from this project. The

agency needs to identify the expected changes in operational costs for the
program(s) that will be impacted by the proposed project.

Tangible Benefits: Estimates for tangible benefits resulting from
implementation of the proposed IT project, which correspond to the benefits
identified in the Benefits Realization Table. These estimates appear in the
year the benefits will be realized.

CBA Form 2 - Project Cost Baseline Project Budget: Estimated project costs.

Analysis Project Funding Sources: Identifies the planned sources of project funds,

e.g., General Revenue, Trust Fund, Grants.

Characterization of Project Cost Estimate.

CBA Form 3 - Project Investment Investment Summary Calculations: Summarizes total project costs and net
Summary tangible benefits and automatically calculates:

Return on Investment
Payback Period
Breakeven Fiscal Year
Net Present Value
Internal Rate of Return

V. Schedule IV-B Major Project Risk Assessment

Purpose: To provide an initial high-level assessment of overall risk incurred by the project to enable appropriate
risk mitigation and oversight and to improve the likelihood of project success. The risk assessment summary
identifies the overall level of risk associated with the project and provides an assessment of the project’s

[Florida PALM]
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SCHEDULE IV-B FOR FLORIDA PALM

alignment with business objectives.

NOTE: All multi-year projects must update the Risk Assessment Component of the
Schedule 1V-B along with any other components that have been changed from the original
Feasibility Study.

The Risk Assessment Tool and Risk Assessment Summary are included in Appendix B on the Florida Fiscal Portal
and must be completed and submitted with the agency’s Schedule IV-B. After answering the questions on the Risk
Assessment Tool, the Risk Assessment Summary is automatically populated.

[Florida PALM]
FY 2025-26 Page 12 of 16




SCHEDULE IV-B FOR FLORIDA PALM

VI. Schedule IV-B Technology Planning

Purpose: To ensure there is close alignment with the business and functional requirements and the selected
technology.

A. Current Information Technology Environment
1. Current System

a. Description of Current System

FLAIR is the State’s accounting system. It supports the accounting and financial management functions for the
State’s CFO including budget posting, receipt and disbursement of funds, payroll processing and employee portal,
and the accounting information for the State’s Annual Comprehensive Financial Report (ACFR).

FLAIR consists of the following components:

= Payroll (PYRL): Processes the State’s payroll. Payroll capabilities are contained within FLAIR.

= Central Accounting: Maintains cash basis records and is used by the CFO to ensure expenditures are made
in accordance with the legislative appropriations. It contains cash balances and budget records as well as
supports tax reporting; it is not a comprehensive General Ledger.

= Departmental Accounting: Maintains agencies’ accounting records and is utilized at the end of each fiscal
year to prepare financial statements in accordance with generally accepted accounting principles.

= Information Warehouse: A data repository and reporting system allowing users to access Central
Accounting information, most Departmental Accounting information and some Payroll information in
FLAIR. The IW receives data from Central FLAIR, Departmental FLAIR, and Payroll.

FLAIR was implemented in the early 1980s based on source code from the 1970s. It runs on a mainframe and is
used by state agencies with approximately 14,000+ individual users at 400+ accounting office sites throughout the
State. FLAIR supports the financial oversight management of the State’s $113 billion budget and processes more
than 95 million accounting transactions annually. FLAIR also pays 180,000 State personnel and retirees annually.

FLAIR is primarily a batch system, accessed via terminal emulation with no graphical interface. The mainframe and
related database and software technology are difficult to maintain and do not fit with the Department’s desired
hardware and software platform standards. The current FLAIR architecture is neither flexible nor adaptable. The
“siloed” design between FLAIR components presents challenges in making modifications and is not conducive to
supporting the industry standard required number of instances necessary to support enterprise applications.

Beginning in July 2021, Florida PALM replaced the legacy Cash Management System (CMS). Some legacy
processes were retired, while others were changed or created to support the exchange of information between
Florida PALM, banks, Central FLAIR, Departmental FLAIR, Department of Revenue, and the Information
Warehouse. DFS uses Florida PALM for enterprise activities, while agencies have a limited role for CMS Wave.

Treasury uses Florida PALM to manage bank account activities and recording accounting entries for investments.
Florida PALM receives interfaces from Central FLAIR and the banks to record the cash inflow and outflow
information from agency and bank activities. This information is used to maintain cash balances by agency and
fund, that are reconciled to the bank account balances. Florida PALM provides transaction status information
provided by the banks to Central FLAIR and other business systems to support legacy processes and reports.
Treasury uses Florida PALM to record investment accounting entries to support apportioning interest to agencies
and pool participants.

A&A maintains the Florida PALM Chart of Accounts (COA) and crosswalk tool. Agencies or DFS business owners
may request updates or additions to values needed in operations, which must be updated in Florida PALM and on
the crosswalk tool before these values can be used successfully. The COA and crosswalk require ongoing
maintenance and monitoring.

Agencies continue to use Departmental FLAIR for daily activities. Agencies use Florida PALM to initiate trust fund
disinvestments and for reports. Agencies also use Florida PALM reports to support activities required in
Departmental FLAIR for bank deposits and adjustments, and allocated interest earnings. The Department of
Revenue makes deposits at the bank on behalf of other agencies and transmits that information to Florida PALM.

[Florida PALM]
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SCHEDULE IV-B FOR FLORIDA PALM

b. Current System Resource Requirements

FLAIR is constantly subject to changes from federal and state mandates including IRS yearly mandates, new
legislative programs, and impacts due to changes in enterprise (e.g., MFMP) and agency systems. As state resources
have retired or left, it is increasingly difficult to attract the required skills to backfill these resources. There is a
shortage of skilled resources in the marketplace in these legacy technologies and they come with significant salary
expectations in this competitive labor market. The loss of the expertise makes the ongoing support of the FLAIR
application increasingly more challenging. It is very difficult to replace the 30 years of knowledge the retiring
employee had with a short transition period to a new hire. There will be continued loss of experienced staff over the
next three years. The magnitude of the skills lost, and the pace of this loss increases the strain on the remaining
FLAIR team.

c. Current System Performance

FLAIR currently meets the minimum requirements to manage the accounts of the State and is not meeting the needs
of DFS or the state’s agencies. Some of the major concerns that agencies have with FLAIR include:

= Agencies have financial management needs which are not being met by FLAIR and have therefore
implemented their own systems to meet these needs.

= The current design of FLAIR creates complex manual processing requirements and produces delays in
processing times.

= Integration with FLAIR is technically difficult, and the technology used causes limitations to agency
functionality.

Agencies have had to develop reporting capabilities and workaround solutions due to limitations in FLAIR.
For additional information on current system performance and limitations, refer to Appendix 1, the FLAIR Study:

=  Chapter 1, Section 1.3 Current State Performance

= Chapter 2, Section 2.2.1.2 Summary of Agency Information

2. Information Technology Standards

FLAIR is the system of record for the State of Florida financial transactions. The current nightly batch process takes
most of the night and can therefore only run one time in a 24-hour cycle, presenting a significant limitation to user
productivity and causing some complex transactions to take up to five days to process.

FLAIR is over 40-years old running on an IBM z114 2818-W03 mainframe supported at the DFS data center.
FLAIR was custom developed beginning in the 1970s, implemented in the 1980s, and continues to be supported by
the Department’s Office of Information Technology. The FLAIR components were developed separately and rely on
batch interfaces to transfer data between them. The Departmental FLAIR, Central FLAIR, and Payroll components
utilize Adaptable Database Management System (ADABAS) for the database and Natural and COBOL as the
programming languages. FLAIR nightly batch processes are run on the IBM mainframe using Job Control Language
(JCL). The IW utilizes IBM DB2 software for the database and WebFOCUS reporting tools.

B. Current Hardware and/or Software Inventory

NOTE: Current customers of the state data center would obtain this information from the
data center.

C. Proposed Technical Solution

1. Technical Solution Alternatives

[Florida PALM]
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SCHEDULE IV-B FOR FLORIDA PALM

Florida PALM released a comprehensive ITN on November 1, 2016, to obtain the software and system integrator
(SSI) to replace FLAIR and CMS. The ITN was structured to successfully replace the current systems and
implement the standardized financial management business processes while obtaining additional benefits from the
software and system integrators.

In addition to identifying the best software to perform future financial management transactions, the ITN requested
the respondents provide options and recommendations for additional elements of the system including the timing of
implementation activities, timing of agency conversions to the new processes and software, and options for the
hardware platform and system support.

Accenture LLP presented an offer to provide an SSI consisting of Commercial Off the Shelf (COTS) software from
Oracle PeopleSoft.

2. Rationale for Selection

Through the ITN, the Project established a set of comprehensive evaluation criteria which guided the evaluation,
negotiation, and contracting for the software, supporting infrastructure solution, implementation approach, and
system integrator which will provide the best value to the State.

A public meeting held on June 15, 2018, by the negotiation team recommended an award for SSI services.
Accenture LLP was identified as the responsible and responsive Respondent whose Reply was assessed as providing
the best value to the State. The CFO decision on the intent to award for SSI services was obtained. A contract was
executed on July 20, 2018. The awarded contract is in compliance with the scope and cost outlined in Proviso.

The system includes COTS Oracle based software that is used by more than a dozen state governments. Limited
customizations would allow for easier maintenance.

3. Recommended Technical Solution

The SSI contract between DFS and Accenture LLP outlines a commitment to provide and implement a COTS
Oracle PeopleSoft solution to replace FLAIR and CMS, and an Oracle Analytics Cloud (OAC) solution to replace
the Information Warehouse (IW).

To address recommendations from the Independent Verification and Validation (IV&V) vendor in their
Comprehensive Assessment report released in March 2023 regarding ticket and customer tracking and management,
the Department has procured and is currently implementing a State-run instance of an information technology
service management (ITSM) tool for Florida PALM Operations.

D. Proposed Solution Description

1. Summary Description of Proposed System

Accenture LLC has been awarded a contract to replace FLAIR and CMS with COTS, Oracle PeopleSoft, which will
meet the State’s business needs and the identified functional and technical requirements as outlined above. The
contract was amended to include scope to replace the IW.

2. Resource and Summary Level Funding Requirements for Proposed Solution (if known)

Payment for contracted services is based upon a fixed deliverable schedule. The total current projected cost of the
contract is $235,317,056 over nine years. The total expense of implementing the SSI is expected to be less than the
cost projection indicated in Option 3 of the FLAIR Study.

[Florida PALM]
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SCHEDULE IV-B FOR FLORIDA PALM

E. Capacity Planning
(historical and current trends versus projected requirements)

VII. Schedule IV-B Project Management Planning

Purpose: To require the agency to provide evidence of its thorough project planning and provide the tools the
agency will use to carry out and manage the proposed project. The level of detail must be appropriate for the
project’s scope and complexity.

Include through file insertion or attachment the agency’s project management plan and any associated planning
tools/documents.

NOTE: For IT projects with total cost in excess of $10 million, the project scope, business
objectives, and timelines described in this section must be consistent with existing or
proposed substantive policy required in s. 216.023(4)(a)10, F.S.

The Florida PALM Project is following a structured approach to manage the design, development, and
implementation activities of the project. Appendix 2 contains the current Project Management Plan (PMP) outlining
the control and project execution elements currently in place. The current Florida PALM PMP is compliant with
FDS project management standards and includes the following sections:

. Performance Management

. Cost Management

. Schedule Management

. Quality Management

. Procurement Management

. Resource Management

. Change Management

. Risk Management

. Communication Management
. Issue Management

. Decision Management

. Deliverable Management

. Action Item Management

. Lessons Learned Management

Florida PALM has a formal governance process to guide its decision making. This process includes an Executive
Steering Committee with representation from multiple stakeholder agencies. The Florida PALM governance
processes are documented in the Project Charter. (Appendix 3 — Florida PALM Project Charter)

VIII. Appendices

. Appendix 1 — FLAIR Study

. Appendix 2 — Florida PALM Project Management Plan
. Appendix 3 — Florida PALM Project Charter

[Florida PALM]
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State of Florida
Cost Benefit Analysis

CBAForm 1 - Net Tangible Benefits

APPENDIX A

Agency

DFS

Project

Florida PALM

Fiscal Year 2023-24

Net Tangible Benefits - Operational Cost Changes (Costs of Current Operations versus Proposed Operations as a Result of the Project) and Additional Tangible Benefits -- CBAForm 1A

Agency FY 2026-27 FY 2027-28 FY 2028-29 FY 2029-30
(Recurring Costs Only -- No Project Costs) () (c) = (a)+(b) (@) (b) (c)=(a) + (b) (@) (b) (c)=(a) + (b) (@) (b) (c)=(a) + (b) (@) (b) (c)=(a)+(b)
New Program New Program New Program New Program New Program
Existing Costs resulting Existing Costs resulting Existing Costs resulting Existing Cost Change | Costs resulting Existing Costs resulting
Program Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed Program Operational | from Proposed
Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project Costs Cost Change Project
A. Personnel Costs -- Agency-Managed Staff $14,098,086 $18,646,396]  $18,646,396 $0 $18,646,396] $18,646,396 $0 $18,646,396 $0 $0 $0 $0 $0 $0)
A.b Total Staff 87.00 108.00 108.00 0.00 108.00] 108.00 0.00 108.00 0.00 0.00 0.00 0.00 0.00 0.00
A-l.a. State FTEs (Salaries & Benefits) $9,886,462 $12,804,796]  $12,804,796 $0 $12,804,796] $12,804,796 $0 $12,804,796 $0 $0 $0 $0 $0 $0
A-1.b. State FTEs (#) 71.00 91.00 91.00 0.00 91.00 91.00 0.00 91.00 0.00 0.00 0.00 0.00 0.00 0.00
A-2.a. OPS Staff (Salaries) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
A-2.b. OPS (#)] 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00 0.00
A-3.a. Staff Augmentation (Contract Cost) $4,211,624 $5,841,600 $5,841,600 $0 $5,841,600]  $5,841,600 $0 $5,841,600 $0 $0 $0 $0 $0 $0
A-3.b. Staff Augmentation (# of Contractors) 16.00 17.00] 17.00 0.00 17.00 17.00 0.00 17.00] 0.00 0.00 0.00 0.00 0.00 0.00
B. Application Maintenance Costs $11,879,389 $15,335,019]  $15,335,019 $4,026,805 $19,361,823] $19,361,823|  -$13,667,883 $5,693,940 $0 $0 $0 $0 $0 $0
B-1. Managed Services (Staffing) $9,243,877 $11,901,066]  $11,901,066 $3,756,596 $15,657,662] $15,657,662|  -$13,786,339 $1,871,323 $0 $0 $0 $0 $0 $0
B-2. Hardware $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
B-3. Software (Oracle & ServiceNow) $2,581,673 $3,318,113 $3,318,113 $268,209 $3,586,322]  $3,586,322 $116,456 $3,702,778 $0 $0 $0 $0 $0 $0
B-4. Other Production Support Admin $53,839 $115,839 $115,839 $2,000 $117,839 $117,839 $2,000 $119,839 $0 $0 $0 $0 $0 $0
C. Data Center Provider Costs $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-1. Managed Services (Staffing) $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-2. Infrastructure $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-3. Network / Hosting Services $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-4. Disaster Recovery $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
C-5. Other $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
D. Plant & Facility Costs $545,416 $548,016 $548,016 $2,624 $550,640 $550,640 $2,712 $553,352 $0 $0 $0 $0 $0 $0
E. Other Costs $242,587 $242,587 $242,587 $0 $242,587 $242,587 $0 $242,587 $0 $0 $0 $0 $0 $0
E-1. Training $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-2. Travel $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
E-3. Other HR Transfers, Risk Management, and $242,587 $242,587 $242,587 $0 $242,587 $242,587 $0 $242,587 $0 $0 $0 $0 $0 $0
Total of Recurring Operational Costs $26,765,478 $34,772,017]  $34,772,017 $4,029,429 $38,801,446] $38,801,446(  -$13,665,171 $25,136,275 $0 $0 $0 $0 $0 $0)
F. Additional Tangible Benefits: $0 $0 $0 $0
F-1. Specify $0 $0 $0 $0
F-2. Specify $0 $0 $0 $0
F-3. Specify $0 $0 $0 $0
Total Net Tangible Benefits: ($4,029,429) $13,665,171 $0 $0
CHARACTERIZATION OF PROJECT BENEFIT ESTIMATE -- CBAForm 1B
Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous [ ] Confidence Level
Order of Magnitude L Confidence Level
Placeholder L Confidence Level
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State of Florida
Cost Benefit Analysis

APPENDIX A

Fiscal Year 2023-24

A | B | C | D

L

N

DFS Florida PALM

Costs entered into each row are mutually exclusive. Insert rows for detail and modify appropriation categories as necessary, but

do not remove any of the provided project cost elements. Reference vendor quotes in the Item Description where applicable.

Include only one-time project costs in this table. Include any recurring costs in CBA Form 1A.

$ 148,721,620

Current & Previous
Years Project-

Item Description Appropriation

FY2025-26

FY2026-27

FY2027-28

CBAForm 2A Baseline Project Budget

FY2028-29

$ 24,801,800 $ 3,997,600 $___30,000 s | s _______________|$ 177551020}

YR 4 Base

FY2029-30 TOTAL

YR 5 Base

(remove guidelines and annotate entries here) Project Cost Element Category Related Cost YR1# YRI1LBR YR2# YR2LBR YR3# YR3LBR YR4# YRA4LBR Budget YR5# YRGS5LBR Budget TOTAL
5 |Costs for all state employees working on the project. FTE S&B $ - 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ - 0.00 $ - $ - $ =
6 _]Costs for all OPS employees working on the project. OPS OPS $ - 0.00 $ 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ - 0.00 $ = $ = $ -
Contracted
7 _|staffing costs for personnel using Time & Expense. Staff Augmentation Services $ - 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ 0.00 $ = $ - 0.00 $ = $ - $ -
Project management personnel and related Contracted
8 |deliverables. Project Management Services $ - 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ - 0.00 $ - $ = $ -
Project oversight to include Independent Verification & Contracted
9 |Validation (IV&V) personnel and related deliverables. Project Oversight Services $ 11,678,679 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ - 0.00 $ - $ - $ 11,678,679
Staffing costs for all professional services not included Contracted
10 |in other categories. Consultants/Contractors - ITSM, IW Services $ 1,260,891 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ 0.00 $ - $ - 0.00 $ - $ - $ 1,260,891
Separate requirements analysis and feasibility study Contracted
11 |procurements. Project Planning/Analysis Services $ 299,135 $ - $ $ - $ $ - $ $ - $ - $ - $ - $ 299,135
Hardware purchases not included in data center
12 |services. Hardware 0oco $ - $ - $ $ - $ $ - $ $ = $ = $ = $ s $ -
Contracted
13 |Commercial software purchases and licensing costs. Commercial Software Services $ - $ - $ $ - $ $ - $ $ - $ - $ - $ - $ -
Professional services with fixed-price costs (i.e. software Contracted
14 |development, installation, project documentation) Project Deliverables Services $ 135,482,915 $ 24,801,800 $ $ 3,997,600 $ $ 30,000 $ $ = $ S $ = $ o $ 164,312,315
Contracted
15 Al first-time training costs associated with the project. | Training Services $ - $ - $ $ - $ $ - $ $ = $ S $ = $ = $ =
Include the quote received from the data center provider
for project equipment and services. Only include one-
time project costs in this row. Recurring, project-related
data center costs are included in CBA Form 1A. Data Center Services - One Time Data Center
16 Costs Category $ - $ - $ $ - $ $ - $ $ - $ - $ - $ - $ -
Other contracted services not included in other Contracted
17 |categories. Other Services Services $ - $ - $ $ - $ $ - $ $ - $ - $ - $ - $ -
Include costs for non-state data center equipment
required by the project and the proposed solution (insert
18 |additional rows as needed for detail) Equipment Expense $ - $ = $ $ = $ $ = $ $ = $ o $ = $ = $ -
Include costs associated with leasing space for project
19 |personnel. Leased Space Expense $ - $ - $ $ - $ $ - $ $ G $ = $ G $ = $ °
20 | Other project expenses not included in other categories. [Other Expenses Expense $ - $ - $ $ - $ $ - $ $ = $ e $ = $ e $ -
21 Total $ 148,721,620 0.00 $ 24,801,800 $ 0.00 $ 3,997,600 $ 0.00 $ 30,000 $ 0.00 $ - $ - 0.00 $ - $ - $ 177,551,020
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State of Florida APPENDIX A Fiscal Year 2023-24
Cost Benefit Analysis

CBAForm 2 - Project Cost Analysis Agency DFS Project Florida PALM

PROJECT COST SUMMARY (from CBAForm 2A)

FY FY FY FY FY OTA
PROJECT COST SUMMARY 2025-26 2026-27 2027-28 2028-29 2029-30
TOTAL PROJECT COSTS (*) $24,801,800 [ $3,997,600 $30,000 $0 $0 | $177,551,020

CUMULATIVE PROJECT COSTS
(includes Current & Previous Years' Project-Related Costs) |  $173,523,420 | $177,521,020 | $177,551,020 | $177,551,020 | $177,551,020

Total Costs are carried forward to CBAForm3 Project Investment Summary worksheet.

PROJECT FUNDING SOURCES - CBAForm 2B

PROJECT FUNDING SOURCES FY FY FY FY FY
2025-26 2026-27 2027-28 2028-29 2029-30

General Revenue $ 49687,355|% 32912584 |9% 15,279,813 $0 $0 $97,879,753
Trust Fund $9,886,462 $9,886,462 $9,886,462 $0 $0 $29,659,386
Federal Match [ ] $0 $0 $0 $0 $0 $0
Grants L] $0 $0 $0 $0 $0 $0
Other [] Specify $0 $0 $0 $0 $0 $0

TOTAL INVESTMENT $59,573,817 $42,799,046 $25,166,275 30 $0| $127,539,139

CUMULATIVE INVESTMENT|  $59,573,817 | $102,372,863 | $127,539,139 | $127,539,139| $127,539,139

Characterization of Project Cost Estimate - CBAForm 2C

Choose Type Estimate Confidence Enter % (+/-)
Detailed/Rigorous Confidence Level
Order of Magnitude Confidence Level
Placeholder Confidence Level
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State of Florida
Cost Benefit Analysis

APPENDIX A
CBAForm 3 - Project Investment Summary Agency DFS Project Florida PALM
COST BENEFIT ANALYSIS -- CBAForm 3A
FY FY FY FY FY TOTAL FOR ALL
2025-26 2026-27 2027-28 2028-29 2029-30 YEARS
Project Cost $24,801,800 $3,997,600 $30,000 $0 $177,551,020
Net Tangible Benefits | ($8,006,539)| ($4,029,429)| $13,665,171 | $0 | $0 | $1,629,203
Return on Investment | ($181,529,959)] ($8,027,029)| $13,635,171 | $0 | $0]  ($175,921,818)
Year to Year Change in Program
Staffing 21 0 0 0 0
RETURN ON INVESTMENT ANALYSIS -- CBAForm 3B
Payback Period (years) NO PAYBACK [Payback Period is the time required to recover the investment costs of the project.
Breakeven Fiscal Year NO PAYBACK |Fiscal Year during which the project's investment costs are recovered.
Net Present Value (NPV) ($171,595,816) [NPV is the present-day value of the project's benefits less costs over the project's lifecycle.
Internal Rate of Return (IRR) -14.72% IRR is the project's rate of return.
Investment Interest Earning Yield -- CBAForm 3C
Fiscal FY FY FY FY FY
Year 2024-25 2025-26 2026-27 2027-28 2028-29
Cost of Capital 2.90% 3.10% 3.30% 3.40% 3.50%

Fiscal Year 2023-24
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IT Project Risk Assessment Tool Schedule IV-B FY2024-25

B [ C D | E | F [ G [ H
Project Florida PALM

3
4
5 Agency DFS

6 | FY 2025-26 LBR Issue Code: FY 2025-26 LBR Issue Title:
7

8

9

36105C0 FLAIR Replacement
Risk Assessment Contact Info (Name, Phone #, and E-mail Address):
Tommy Werner, (850) 410-9062, tommy.werner@myfloridacfo.com
10 Executive Sponsor Steven Fielder
11 Project Manag_]er Jimmy Cox

12 Prepared By Cornelius Smith 09/23/2024

15 \ Risk Assessment Summary

Most
17 Aligned

Business Strategy

Least
29 | Aligned

Lonst Level of Project Risk o
31 Risk Risk

34 Project Risk Area Breakdown

Risk Assessment Areas RIS
35 Exposure

gg Strategic Assessment MEDIUM

gg Technology Exposure Assessment MEDIUM

22 Organizational Change Management Assessment HIGH

42
43
44
45
46
a7
48
49
50
51

J

Communication Assessment LOW

Fiscal Assessment MEDIUM

Project Organization Assessment MEDIUM

Project Management Assessment LOW

Project Complexity Assessment

53 Overall Project Risk | MEDIUM

Page 1 of 1
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IT Project Risk Assessment Tool Schedule IV-B FY2024-25
B | C [ D [ E
1 |Agency: DFS Project: Florida PALM
3
4
5 | 1.01 JAre project objec.tivgs clearly aligned with the [0% to 40% -- Few or no objectives aligned 81% to 100% -- All or
6 agency's legal mission? 41% to 80% -- Some objectives aligned nearly all objectives
7 81% to 100% -- All or nearly all objectives aligned aligned
g | 1.02 |Are project objectives clearly documented Not documented or agreed to by stakeholders o
9 and understood by all stakeholder groups?  [nformal agreement by stakeholders Documented with sign-off
by stakeholders
10 Documented with sign-off by stakeholders
11 | 1.03 |Are the project sponsor, senior management, {Not or rarely involved FTOJECt Charter signed Dy
12 and other executive stakeholders actively  [imost regularly attend executive steering committee meetings executive sponsorlanld
involved in meetings for the review and Project charter signed by executive sponsor and executive executlvedtgam actllve ¢
i engaged in steerin
13 success of the project? team actively engaged in steering committee meetings mgw?mpp mppﬁmgq
14 | 1.04 |Has the agency documented its vision for how|Vision is not documented -
15 changes to the proposed technology will Vision is partially documented VB & el
16 improve its business processes? Vision is completely documented documented
171 1.05 Havg all project busine§s/program area 0% to 40% -- Few or none defined and documented 81% to 100% -- All or
18 regu!rgments, assgmptlons, constraints, and {419 to 80% -- Some defined and documented nearly all defined and
19 priorities been defined and documented?  [g1941510096 - All or nearly all defined