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Document Instructions:  
 

 

ASET Forms: 
 
Project forms are available on the ADOA ASET website – see links below 

 

 
Project Investment Justification Documents - http://aset.azdoa.gov/content/project-investment-justification 
 
Project Oversight Status Report and Change Request Form – 
http://aset.azdoa.gov/sites/default/files/media/docs/StatusRpt%26ProjChangeForm 0.xls 
 
Web Development Initiatives - Notice of Intent (NOI) form –  
http://aset.azdoa.gov/node/15 
 

 

Double click on square  Yes No and select “checked” for the appropriate box 
then select “OK”. 
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I. General Information {A} 
 

Fill out agency information requested below. 

I.A General Information {A} 

 

 

Agency CIO: 

 
Gary A. Heller 

 

Contact Phone: 

 
 

 

Agency Contact Name: 

 
Khursheed Mallick 

 

Contact Phone: 

 
 

 

Agency Contact Email: 

 
 

 

Prepared Date: 

 
July 12, 2013 

I.B Special Funding Considerations {A} 

Select YES if this project requires approval for an Agency to issue an RFP or to contract for outside labor 
or resources to evaluate the scope of a project, in order to assess true costs associated with the proposed 
technology and approach.  After the assessment is completed, full project details will be added to the PIJ 

for final PIJ Approval. IMPORTANT: If filling out this template for Pre PIJ Assessment Approval, each 

section marked with an {A} is to be filled out with preliminary information – detailed information will 
be updated after assessment and for the final approval.   

 
 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 the 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} 

Provide a concise management-level summary of key information described in more detail in the body of 
the PIJ, including the objectives of the project in terms of what problem is expected to be addressed, the 
specific solution being proposed to accomplish those objectives, and a quantified justification explaining 
why/how the solution is needed to deliver the expected business objectives.  This section should be 
completed last, once the remaining sections of the PIJ have been filled in. 
 

I. Problem Description 
 
ADEQ processes roughly 28,000 transactions annually via paper form for various permits, reports, and 
receives payments from roughly 16,000 facilities.  This causes ADEQ and the regulated community to 
enter the data multiple times, increased amount of re-work, and manual reporting.  All of this manual effort 
is error prone and time consuming.  This results in permits taking too long to issue, an increased number of 
facilities out of compliance, and an inefficient process for our customers. 
 

II. Solution 
 
ADEQ has already completed the Proof of Concept project which was approved by ASET (EV13003 - 
ADEQ e-Permitting, e-Payment, and e-Reporting Proof of Concept). During this project, ADEQ collected 
business requirements, developed wireframes and is in the process of completing the functional 
requirements for the following: 
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1. General Permit – Crushing and Screening 
2. Compliance Certification – Crushing and Screening 
3. General Permit – Aquifer Protection Type  
4. Hazardous Waste Annual Report 
5. UST Notification 
6. Hazardous Waste EPA ID 
7. Minor Permit Amendments 

8. Self-Monitoring Report Forms (SMRF) 

 
We have also drafted the Software Architecture Document (SAD) and PowerPoint presentation of the 
same. They are attached to this PIJ. 

 
In the phase being proposed in this PIJ, ADEQ intends to implement the infrastructure for the development 
and roll out of myDEQ web portal and develop and implement the SMRF module by first week of October. 
We will use AGILE framework for this project. This PIJ is only for SPRINT 0 which will create the 
infrastructure and SPRINT 1 which will develop and implement SMRF module. 
 

III. Quantified Justification 
 

1. The submittal of applications on-line saves wait time for the applicant by receiving agency 
feedback at the time of submittal instead of waiting up to 3 months to receive agency 
correspondence on their permit request.  This will allow agency staff to focus time on value-
added tasks of quality control and verification of submitted information. 

2. Increase in customer satisfaction 
3. Cost Reduction. For example, today ADEQ spends about $20 to process a check. We receive 

about 4,000 checks a month. Automating the payments will reduce costs approximately 
equivalent to one (1) FTE.  

4. This will provide justification to implement e-solution for all of the 70 types of permits. 
5. Increase in morale of ADEQ’s employees 
6. Relatively low risk of this project compared to the potential benefits coming out of this project. 
7. Goes hand-in-hand with the state’s plan for creating portals for tax payers and companies 

 

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

Explain the current business situation and/or technology challenges that need to be addressed. Provide 
specific information about current staffing and procedures that may be negatively affecting business 
processes. Identify specific hardware, software, and network inadequacies which are impacting the 
business unit.  
 
The Arizona Department of Environmental Quality (ADEQ) regulates and monitors Air Quality, Water 
Quality and Waste Programs for the entire State of Arizona.  State and federal laws require that ADEQ 
issue permits; collect daily, weekly, monthly, quarterly and yearly monitoring data and collect fees for its 
services.  We currently have no electronic way to issue permits, collect data and process payments from 
customers.  The ADEQ current processes are manual, time consuming and prone to human errors. 
 
The ADEQ permitted facilities universe is approximately 16,000 locations.  These facilities have at least 
one permit/license and submit roughly 1 million water quality data elements in Self-Monitoring Report 
Forms (SMRF) in paper form. ADEQ requires certain wastewater dischargers to submit routine water 
quality monitoring data on paper form (Self-Monitoring Report Form - SMRF).  ADEQ receives 
approximately 1 million data elements annually where the customer completes the paper form, mails the 
form to the agency and ADEQ manually enters into the permit tracking database. This results in data entry 
errors, time lag for corrective actions, incorrect reports, and costly data correction efforts 
 

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

Describe the impact that the proposed changes will have in terms of addressing current problems and/or 
process improvements with respect to customer service, productivity, quality, performance, and 
technology. Describe the functional elements of the proposed solution and how the agency will use them. 
Describe the expected impact of the proposed solution on the organization’s staffing, costs, funding, and 
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operational functions.  Describe how the proposed changes will improve operations, infrastructure and 
customer services and other projects as applicable. Attach supporting documentation as needed.  
 
The My DEQ project will allow our customers to visit a web portal, log in and pay for fees, submit 
monitoring data and apply for permits online.  This process will significantly reduce the time it takes to 
generate new permits and receive funds for services.  On average, it takes 90 days for a permit to be 
issued from start to finish.  With this web portal, we will be reducing this time to 1 day. 
 
ADEQ had earlier proposed to undertake this challenge by first implementing a proof of concept. Towards 
that end, ADEQ had identified 7 permits (see list below) and had proposed to develop a proof of concept by 
June 30, 2013.  
 
The selected permits included; 
 

 General Permit – Crushing and Screening : (this process proposes to issue the permit at the 
time of activity request) 

 Compliance Certification – Crushing and Screening: (this proposes to create a standard work 
product for permittees to provide their annual certification requirements) 

 General Permit – Aquifer Protection Type 2 :  (this permit process is proposed to be available 
on-line with the ability to upload drawings and other documents necessary for ADEQ review 
and approval) 

 Hazardous Waste Annual Report :  (this process proposes to create a standard work product 
for waste generators to submit annual waste generation data) 

 UST Notification : (this proposes that the regulated can notify the agency of any releases or 
exceptional events on-line) 

 Hazardous Waste EPA ID: (this proposes that the regulated community can request and 
receive and EPA ID number for new hazardous waste generators) 

 Minor Permit Amendments 
 
The projected processing time improvements for the 7 permits are listed in the below table.  
 

 
     

  

Est. Annual Count 

Elapsed Time 
(Days) 

Touch Time 
(Hours) 

Process Current Future Current Future 

Type 2, APP General Permit 100 to 250 90 30 7 2 

Crushing and Screening Air, General Permit 26 to 50 89 1 7 0.1 
Crushing and Screening Air, Annual 
Certification 251 to 500 34 2 2.5 0.1 

Hazardous Waste Facility, Annual Report 1,000 to 2,500 300 180 1.6 0.5 

UST Notification 251 to 500 108 43 17 17 

Hazardous Waste Facility Registration - EPA Id 100 to 250 82 1 5 0.25 

Water Quality Monitoring Data - SMRF 

Review (selected for Sprint 1) 

2,400 reports with a 

total of 1,000,000 Data 

Points 67 14 4 0.25 

      
 

In this PIJ, we are requesting to get approval for implementing SMRF automation 

which will allow our customers to upload their data electronically to our 

databases. This will dramatically decrease the time it takes ADEQ to report non-

compliance back to its customers. 
 

II.D Proposed Technology Approach {Required for Pre-PIJ Assessment Only} 

Describe all hardware, software, and telecommunications that may be known regarding the proposed 
solution at this time, and the evaluation process that will occur during the discovery phase to identify the 
planned technology approach. 
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III. Project Approach 

III.A Proposed Technology {Required for PIJ Approval} 

Describe the technology approach being proposed for the project, including hardware, software, and 
telecommunications components.  Include configurations, performance characteristics, capacities, as well 
as planned useful life, upgrade or expansion capabilities.  
 
Since my DEQ project is selected as a pilot project for the State of Arizona and will have an impact on 
future web projects undertaken by all state agencies, we are working very closely with Department of 
Administration for evaluating and finalizing the technologies and platforms that will be used for 
implementing my DEQ web application. 
 
 
 
Below is a high level description of the proposed technology. For a more detailed discussion, please see 
the attached draft version of the Software Architecture Document (SAD): 
 

Analysis & Design: The following software will be required for the analysis and design environment: 
 

 Rational Software Architect with SOA 

 Erwin Data Modeler Standard Edition 
 

Development: The following software will be required for development environment: 
 

 Eclipse Helios or better 

 Maven plugin 

 WSO2 Developer Studio version – current version 

 JDK 1.6 

 jQuery with Struts plugin 

 Spring Framework 3 

 Ajax 

 Junit 

 Version control – subversion 

 Drupal Open Public version (http://openpublicapp.com/) 
 

Multiple Browsers Support: Firefox, IE, Safari, Chrome 
 

Multiple Devices Support: PC, Mac, Tablets (iOS and Android) 
 

Application Server: WSO2 Carbon – ESB, DSS, AS, Identity 
 

Database Server: Oracle 
 

Testing: The following software will be required for testing environment: 

 Junit 

 SoapUI/LoadUI for testing web services 

 Browsers 

 Bugzilla or similar bug tracking and management system 

 HP QTP 
 

III.B Other Alternatives Considered 

Describe other solutions that were evaluated and explain why they were rejected. Include their strengths 
and weaknesses. “Do nothing” is an alternative that should be considered. Evaluating all other viable 
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alternatives is evidence of objectivity and proof the best alternative was selected.  If no other alternative 
besides “Do nothing” is cited, ASET may require an explanation. 
 

Alternative 1: Do Nothing: Since we have already started this project and completed the Proof of 
Concept, this alternative is no longer viable.  
 

Alternative 2: Develop a full turn-key solution: This approach would be very expensive have a long 
time-line and runs the risk of not meeting customer demands or expectations. 
 

Alternative 3: Proceed with a phased approach:  This approach is faster and cheaper and allows us to 
develop a pilot of only one module (SMRF) and test the module with a small number of customers.  This 
will allow us to validate the business requirements and the customer’s actual wants and needs.  This will 
also validate the choice of our technical architecture, software development and project management 
framework. This approach involves customer participation at several levels and has a much greater 
probability of success.  This is the selected ADEQ approach. 
 
 

III.C Major Deliverables and Outcomes 

Provide a list of the major tasks and milestones, along with measurable deliverables which your agency, 
internal and external customers, and the citizens of Arizona will receive as a result of the project. Describe 
critical factors and criteria you will use to determine project success.  Deliverables may include system 
hardware and software, application features and functions, system enhancements that improve 
productivity, and/or new/improved services provided to stakeholders. 

Sprint 0 (Implement infrastructure) – 8/5 – 8/25 
 

1. Finalize the Front-end technology – JSP. JavaScript, HTML, CSS, etc. 

2. Finalize the Middle-tier and components for Sprint 1 

3. Create 6 environments: 

a. Development 

b. QA 1 – core team 

c. QA 2 – ADEQ’s QA Unit 

d. UAT 

e. Staging 

f. Production 

4. Finalize Production environment and hosting solution 

5. Finalize Basic Look and Feel – color scheme, graphics, headers, footers, fonts, error 

messages, warnings; system messages, calendars, tables/grids, menus scheme (nested; left 

navigation; top navigation, shortcuts, etc.) 

6. Design Databases (Staging tables / modifications to AZURITE and COM if required) 

7. Confirm CROMERR requirements and timelines 

8. Finalize and Procure software tools 

9. Finalize and procure all required hardware 

10. Complete technical requirements (Detail Technical Design) for e-SMRF  

Sprint 1(implement e-SMRF) – 8/15 – 10/04 
 

1. Design/Develop very basic authentication for submitting SMRF data 

2. Finalize XML structure; CSV and MS Excel formats 

3. Design/develop staging tables for storing data before submitting to AZURITE/COM 

4. Design/Develop Web Services for submitting data electronically (XML, CSV, Excel) 
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5. Develop screens for entering SMRF data. 

6. Develop screens for reviewing and editing data entered on the web page or submitted by 

one of the three methods (XML, CSV, Excel) prior to submitting the data to ADEQ. 

7. Develop notification methods to notify customers (successful submission of data; 

unsuccessful submission of data, violations including Significant Non Compliance or 

SNCs) 

8. Develop notification methods to notify ADEQ Staff (successful submission of data; 

unsuccessful submission of data, violations including SNCs) 

9. Conduct unit test 

10. Conduct QA 

11. Conduct User Acceptance Testing (by ADEQ staff) 
 

IV. Policies, Standards & Procedures 
 
Answer YES or NO to the following questions in regard to current Policies, Standards & Procedures.  By 
selecting YES on any of the questions, the Agency is agreeing to the statement and can provide specific 
details if requested. By selecting NO, the Agency understands additional justification may be required.  

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 as applicable for this project?   

 

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

  Accelerate Statewide Enterprise Architecture Adoption 

 Champion Governance, Transparency and Communication 

  Invest in Core Enterprise Capabilities 

  Proactively Manage Enterprise Risk 

  Implement a Continuous Improvement Culture 

  Adopt Innovative Sustainability Models 
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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: August 5, 2013 

 

Project End Date: October 4, 2013 
 

VIII. Project Financials  
 

Select if this PIJ will include Assessment Only funding details or full project funding details.  
 

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  
  
Assessment Costs are the sum of all costs expended during the initial discovery phase of a project to get to 
the point of understanding the true project scope, cost and schedule.  Development Costs are the sum of 
all expenditures through implementation of the initiative including Assessment Costs. Operating Costs are 
the sum of all on going expenditures after implementation.  
 
 (Double click on table below – add funding in whole dollars and then click outside the table to return to Word doc) 

Category  FY   FY    FY     FY   FY   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  
 
Development Costs are the sum of all expenditures through implementation of the initiative including Assessment 
Costs. Operating Costs are the sum of all on going expenditures after implementation. A detailed listing of these costs 
is included in the Statewide Standard P-340 S-340, Cost Factors Table available on the ASET web site. NOTE: 
Lease/Purchase is a development cost since leasing is a financing mechanism to enable procurement. Future 
upgrades or software license increases may be included in lease/purchase development costs. 
 

Funding Categories: 
 
Professional and 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, i.e. switches, routers, leased lines, etc. 
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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. 

VIII.C Funding Source {A} 

 
Identify all funding sources including General Fund, federal grants, and any appropriated or non-
appropriated funds that may apply to this project within each of the Funding Source Categories, i.e. State 
Highway Fund, Watercraft Licensing Fund.  Add total project dollars by development and operational 
budget to the columns for “Currently Available” and “New Request” by Funding Source category.  If you 
have requested new additional appropriations or spending authority, use the “New Request” column.   
 
Double click on table below – add funding in whole dollars and then click outside the table to return to Word doc) 
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Appendix  

A. Itemized List with Costs 

For ALL projects, an Itemized List of expenditures, including unit costs and extensions, is required to 
substantiate Project Financials.  Both Development and Operational costs must be included. An attached 
spreadsheet and/or vendor quote may be appropriate. 
 
Please see the attached Spreadsheet 
 
Please see attached quote from SHI for software prices - SHI Quote-6875932 - Rational, Firework, 
Axure.pdf 
 

B. Connectivity Diagram 

For projects $1 million and above in development cost, attach a high-level schematic drawing, indicating 
major hardware components. If your project is an expansion of existing facilities, clearly indicate existing 
and new components. A hand-drafted drawing is acceptable.  
 
 
 

C. Project Schedule - Gantt Chart or Project Management Timeline 

For projects $1 million and above in development cost, include a computer-generated Gantt chart or table 
detailing major project phases and milestones.  Include the estimated time of completion for each 
milestone, and the total elapsed time for the entire project. Do not include a detailed list. If a vendor is 
involved, ensure the plan is consistent with the vendor’s proposed schedule. This Gantt chart will be used 
as the basis for ASET project oversight. 
 
 
 

D. NOI (Web Projects Only) 

For all projects that have web development, please attach a completed NOI form. If an NOI cannot be 
provided at this time, indicate when the NOI will be available for ASET review.  
 

 

NOI Attached. 
 

Glossary 
 

If special terminology and acronyms are used, consider including a glossary of terms. 

 
Document Information 
Title:  Project Investment Justification – PIJ Version January 2013 
Originator: Arizona Department of Administration – AZ Strategic Enterprise Technology Office 
Date:  January 2013 
Download: http://aset.azdoa.gov/ 

Contacts: ASET Oversight Managers: 
http://aset.azdoa.gov/content/project-investment-justification 

 

Web Design (NOI Contact): 
http://aset.azdoa.gov/webtools 
 

 

 




