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I. General Information {A} 

I.A General Information {A} 

 

 

Agency CIO: 

 
Aaron V. Sandeen 

 

Contact Phone: 

 
 

 

Agency Contact Name: 

 
J.R. Sloan 

 

Contact Phone: 

 
 

 

Agency Contact Email: 

 
 

 

Prepared Date: 

 
08/12/2013 

I.B Special Funding Considerations {A} 

 Yes  No - Does this project require funding approved for a Pre-PIJ Assessment phase?  

 
If YES, provide details for the Pre-PIJ Assessment funding needs by filling out the areas marked with {A} 

or {Required for Pre-PIJ Assessment only}.  Further information and details will be required after the 
assessment for final PIJ approval.   
 

If NO, provide details for the final PIJ by filling out all areas excluding those sections marked with 

{Required for Pre-PIJ Assessment only}. 

II. Project Overview 

II.A Management Summary {A} 

 

I. Problem Description 
 
The original vendor contract with NICUSA, Inc. (NIC) to operate, maintain, and enhance the 
State Web Portal (Portal) expired on June 26, 2013.  The contract has been extended for six 
(6) months.  While two (2) additional three (3) month extensions are possible, the contract 
cannot be extended beyond June 26, 2014.  In the time available under the extensions, the 
Arizona Department of Administration’s Arizona Strategic Enterprise Technology Office 
(ADOA-ASET) must replace the current NIC proprietary payment solution and transition Portal 
responsibilities from NIC to one (1) of the four (4) vendors that were awarded Portal services 
contracts via the solicitation process in Fiscal Year 2013 (FY13).   
 

II. Solution 
 
While a replacement payment processing solution is being addressed under a separate PIJ, 
ADOA-ASET must still transition the operation and maintenance of all the State agency 
applications that currently utilize the Portal prior to the termination of the NIC contract.  
 
ADOA-ASET began preparing for the transition of Portal responsibilities in FY13 with an 
issuance of a Request for Proposal (RFP) to contract for services to support the Web Portal 
and Enterprise Services Platform (ADSPO13-00002712).  Contracts were awarded to four (4) 
vendors with the highest qualifications, namely IBM, Business and Decisions, Unisys, and 
Eagle Creek.  In order to be awarded a contract for work on the Portal, these companies are 
required to compete through a formal Task Order process.  
 
Based on the bids received, ADOA-ASET will award a Task Order for Portal operations and 
maintenance services to one (1) of these vendors, utilizing Automation Projects funding.  
Under the proposed support model, the State will assume responsibility for the Portal’s 
physical infrastructure, application source code, licensing, and customer service desk.  The 
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selected vendor will be bound by a contractual deadline to transition responsibility of all 
current Portal applications from NIC prior to the end of FY14.   
 

III. Quantified Justification 
 
The Portal is a mission-critical platform, which allows citizens and businesses to self-serve 
and self-pay for services that would otherwise require agency employee interaction.  There 
are currently 29 web-based applications that handle financial transactions utilizing the Portal.  
Almost 430,000 such transactions were processed in 2012, bringing in significant revenue to 
the State, with nearly $70,000,000 in fee income from credit and debit card use.  Electronic 
funds transfers processed through the Portal’s Automated Clearing House (ACH) functionality 
provided an additional $20,000,000 in fee income to the State.  While there is a one-time 
transition cost to implement the new support model, ongoing costs to operate the Portal will be 
funded through State Web Portal Fund revenue upon completion of the project. 

 
It is imperative that the State transition all Portal responsibilities as quickly as possible.  During 
the current contract extension period, ADOA-ASET will incur an operating cost of $263,309 
each month for NIC support, in addition to the costs necessary to transition the Portal.  The 
new business model is expected to provide the State greater flexibility and capacity with 
increased enterprise agility and strategic alignment.  The capability for multiple, highly-
qualified vendors to compete for discrete projects through a formal Task Order process is 
expected to improve quality, reduce costs, and provide increased flexibility for application 
development and deployment.  Utilizing a single vendor to operate and maintain the Portal, 
while ADOA-ASET retains responsibility for the infrastructure, licensing, source code, and 
customer service desk, will reduce the State’s risk. 

II.B Existing Situation and Problem, “As Is” {A} 

 
Since 2007, the Portal has been operated and maintained exclusively by a single vendor (NIC).  NIC 
resources are considered to be knowledge experts regarding both the technical and operational aspects of 
the Portal applications and infrastructure.  During the term of the contract, NIC has utilized proprietary 
technology to deliver functionality to 42 applications and utilities which currently support business 
operations for 28 State agencies utilizing the Portal.  New application development and modifications to 
existing applications running on the Portal can only be performed by NIC, with no provision for a 
competitive bid process.  The Portal infrastructure, also provided by NIC, is a complex mix of technologies 
that have been incorporated over the life of the current and previous contracts.  The proprietary payment 
solution used by the 29 applications that handle financial transactions through the Portal cannot be 
transferred to the State nor licensed by the State.  ACH transactions for the Motor Vehicle Record Request 
System (MVRRS) application, which provides funding for the Portal, are also routed through NIC.  Since 
the contract with NIC expired on June 26, 2013, ADOA-ASET extended that contract to allow time to 
transition responsibilities and operational knowledge of the applications running on the Portal.   

II.C Proposed Changes and Objectives, “To Be” {A} 

 
In alignment with the Governor’s transformation initiatives, ADOA-ASET has utilized the new, multi-vendor 
business model to solicit bids for the transition and operation of the Portal.  While a replacement payment 
processing solution is being addressed under a separate Web Portal Payment Processing Solution PIJ, 
ADOA-ASET is proposing to complete the following:  
 

 Engage a selected vendor, through the Task Order process, to assume responsibility for the 
transition and ongoing operations of the Portal. 

 Ensure a complete transfer of both the technical and operational knowledge for all applications and 
utilities running on the Portal to the selected vendor. 

 Modify the existing Portal applications to use the new payment processing solution for financial 
transactions. 

 Modify the MVRRS application to use the State’s bank to process ACH payments. 

 Transition Portal infrastructure responsibility to the State Data Center (SDC). 

 Ensure that all Portal applications and functions remain operational throughout the transition. 

 Transition Portal responsibilities as quickly as possible, but no later than June 26, 2014. 
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II.D Proposed Technology Approach {Required for Pre-PIJ Assessment Only} 

 
N/A 

III. Project Approach 

III.A Proposed Technology {Required for PIJ Approval} 

 
In accordance with the Portal services contracts awarded in May 2013, ADOA-ASET will award a Task 
Order for Portal transition and operation to the selected vendor, Business & Decisions (B&D), based on the 
following evaluation criteria: 
 

 Ability to achieve a seamless transition while meeting or exceeding the business and technical 
requirements for the Portal. 

 Pricing that reflects a high value proposition for the State. 

 Willingness and ability to meet the terms and conditions for operation of the Portal, including 
service level agreements and a commitment to continuous improvement. 

 Commitment to meeting the required cutover date, with an appropriate risk management and 
mitigation approach. 

 
The selected vendor will be responsible for knowledge transfer and operational transition of support for the 
current Portal applications.  The vendor will modify all financial applications to use the new payment 
processing solution, which has been acquired under a separate project.  NIC has agreed to modify the 
MVRRS application to utilize the State’s bank, Bank of America, for ACH processing.  Once the transition is 
complete, the contract extension with NIC will be terminated.  In conjunction with the vendor transition, 
ADOA-ASET plans to institute a new model for administering this critical platform.  Details on this new 
model are as follows: 
 

 The Portal infrastructure will be managed by the SDC.  Minimal necessary changes will be made to 
the infrastructure during transition to ensure compliance with current standards. 

 The Portal application source code will be transferred to ADOA-ASET and stored in the current 
source code management system.  During the remainder of the Portal’s lifecycle, source code 
changes will follow a formal versioning and control process, which ADOA-ASET and the new 
contractors will be required to use. 

 Software licensing and hardware warranties will be transferred to ADOA-ASET and subsequently 
managed as State resources. 

 Requests for services or information will be directed to the ADOA Service Desk for first level 
support and to ensure a record is created in the service management system.  Complex technical 
problems will be escalated to the appropriate State and/or contracted resources.  All support calls, 
escalations, and resolutions will be documented.  

 Transition of the operation and maintenance of the Portal applications, application modifications, 
and new application development will be managed as discrete projects and awarded to the new 
contractors through a competitive Task Order process.   

III.B Other Alternatives Considered 

 
The award of Portal services contracts to multiple vendors is expected to reduce the State’s risk, increase 
flexibility for application development and deployment, improve quality, and reduce operational costs over 
the life of the Portal.  ADOA-ASET had considered whether to utilize more than one (1) vendor to operate 
and maintain the Portal and associated applications.  However, that alternative was not chosen due to the 
complexity of involving multiple vendors in operating a single platform, as well as the dependency of the 
current applications on the Portal platform. 
 
ADOA-ASET also considered contracting for Portal infrastructure support; that option was not as financially 
advantageous, and would result in the State having less control over this critical platform.  
 
Continuing to extend the NIC contract, and continuing to operate and maintain the Portal without a support 
contract in place, were not considered to be viable options.  
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III.C Major Deliverables and Outcomes 

 
1. Award Task Order to selected vendor     October 2013  
2. Begin current vendor knowledge transfer     October 2013 
3. Complete Service Desk transfer      January 2014 
4. Complete Portal infrastructure transfer     February 2014 
5. Implement new payment processing solution on Portal platform  February 2014 
6. Modify and test ACH processing solution     February 2014 
7. Complete application modifications and operational transfer  June 2014 
8. Terminate NIC contract       June 2014 

IV. Policies, Standards and Procedures 

IV.A Enterprise Architecture 

 Yes  No - Does this project meet all standards and policies for Network, Security, Platform,  
Software/Application, and/or Data/Information as defined in http://aset.azdoa.gov/security/policies-
standards-and-procedures?   

 

If NO, please describe NEW or EXCEPTIONS to Standards {Network, Security, Platform,  
Software/Application and/or Data/Information}: 

 

 

IV.B Service-Oriented Architecture Planning and Implementation 

 Yes  No - Does this project qualify as an SOA application by improving application delivery for 
technology reuse and/or application reuse and/or services reuse?  

IV.C Disaster Recovery Plan and Business Continuity Plan 

 Yes  No - Does this project require a Disaster Recovery Plan and Business Continuity Plan? 

IV.D Project Operations 

 Yes  No - Is there a written assessment of short-term and long-term effects the project will 
have on operations? 

IV.E Web Development Initiative 

 Yes  No - Is this a Web Development initiative?  If YES, a Notice of Intent (NOI) must be 
provided.  Link: http://aset.azdoa.gov/node/15 

IV.F State IT Goals 

Please check which goal the project is in support of; if more than one, indicate the primary goal. 

  Accelerate Statewide Enterprise Architecture Adoption 

  Champion Governance, Transparency and Communication 

  Invest in Core Enterprise Capabilities (Primary Goal) 

  Proactively Manage Enterprise Risk 

  Implement a Continuous Improvement Culture 

  Adopt Innovative Sustainability Models 

  Reduce Total Cost of Ownership 

  Improve Quality, Capacity and Velocity of Business Services 

  Strengthen Statewide Program and Project Management 

  Build Innovative and Engaged Teams 

  Other______________________ 
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V. Roles and Responsibilities  

V.A Project Roles and Responsibilities 

Please identify project roles and responsibilities: 
 
Vendor supplied resources: 

 Project Manager 

 Technical Lead 

 Developers 

 Database Administrator 

 Quality Assurance 

 Business Analyst 
 
ADOA-ASET resources:  

 Enterprise Project Management Office Project Manager 

 Security, Privacy and Risk team members 

 SDC Distributed Systems Group team members 

 Enterprise, Capability and Delivery team members 
 

Please indicate Project Manager (PM) certification: 
 

The project manager assigned to the project is:  

  Project Management Professional (PMP) certified 

  State of Arizona certified 

  PM certification not required 
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VII. Project Timeline {A} 

VII.A Project Schedule 

Provide estimated schedule for the development of this project. These dates are estimates only; 

more detailed dates will be required at project start-up once the project schedule is established.  

 
Project Start Date: 10/07/2014 

 
Project End Date: 06/30/2014 

VIII. Project Financials  
 

Project Funding Details   Select One  Pre-PIJ Assessment Funding Details Only 

        Full PIJ Project Funding Details 

VIII.A Pre-Assessment Project Financials {Required for Pre-Assessment PIJ Only} 

  

Project Funding Details for Pre-Assessment Project Investment Justification Only  
 
(Double click on table below – add funding in whole dollars and then click outside the table to return to Word) 

Category  FY2014  FY2015  FY2016  FY2017  FY2018  Total 

Assessment Costs -$                           

Development Costs -$                           

Total Development Costs 

(including Assessment)
 $                   -  $                   -  $                   -  $                   -  $                   - -$                           

Operational Costs (if 

estimate is available) *
-$                           

Total Estimated Project 

Costs
 $                   -  $                   -  $                   -  $                   -  $                   -  $                          - 

 ESTIMATED COSTS 

 

VIII.B Detailed Project Financials {Required for PIJ Approval} 

 

Development and Operational Project Funding Details  
 
Funding Categories: 
 
Professional & Outside Services: The dollars to be expended for all third-party consultants and contractors. 
Hardware: All costs related to computer hardware and peripheral purchases for the project. 
Software:  All costs related to applications and systems related software purchases for the project. 
Communications:  All costs related to telecommunications equipment, e.g., switches, routers, leased lines, etc. 
Facilities:  All costs related to improvements or expansions of existing facilities required to support this project. 
License & Maintenance Fees: All licensing and maintenance fees that might apply to hardware, software and any 
other products as up-front costs to the project (ongoing costs would be included under operational expense). 
Other:  Other IT costs not included above, such as travel, training, documentation, etc. 
     NOTE: FTE costs may be included in section VIII.E below, as required. 
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Appendix  

A. Itemized List with Costs  

 

Web Portal Transition Expenses   

Application modifications $500,000     

Contracted Transitional Support - SDC $208,000  

 $708,000    FY14 Development Cost 
 
Transitional Operating Expense $441,000    FY14 Operational Cost 

 
Total $1,149,000  

   

B. Connectivity Diagram 

N/A  

C. Project Schedule - Gantt Chart or Project Management Timeline 

 

 

D. NOI (Web Projects Only) 

 

N/A  
 

Glossary 
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