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8.0 ECONOMIC ANALYSIS WORKSHEETS

See Appendix B - Economic Analysis Worksheets

GLOSSARY OF TERMS
APPENDIX A — TRACEABILITY MATRIX

APPENDIX B — ECONOMIC ANALYSIS WORKSHEETS

o EXISTING SYSTEM COST WORKSHEET
e PROPOSED ALTERNATIVE COST WORKSHEET

e  ECONOMIC ANALYSIS SUMMARY FOR PROPOSED ALTERNATIVE AND ALTERNATIVE ONE

e PROJECT FUNDING PLAN

APPENDIX C — “AS-IS” PROCESS FLOWS

e FINANCIAL/BUDGET MANAGEMENT
e HUMAN RESOURCES MANAGEMENT
¢ PROCUREMENT/CONTRACT MANAGEMENT

APPENDIX D — SYSTEM INTERFACES
APPENDIX E — RISK ASSESSMENT SUMMARY REPORT

APPENDIX F — END USER IDENTIFICATION AND LOCATION
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3.0 BUSINESS CASE

This Feasibility Study Report (FSR) describes the need for the California Department of
Corrections (CDC) to implement an Enterprise Resources Planning (ERP) Solution to
improve the forecasting, tracking and reporting of its financial/budget, human resources
and procurement/contract activities on a statewide basis. The ERP will make available
the data necessary to identify expenditures on a “real-time” basis to better manage and
control the Department’s multi-billion dollar per year budget (estimated to be
$5.2 billion for fiscal year (FY) 2002/2003) and approximately 45,357 employees. The
Background Section emphasizes the business services that are within the scope of this
effort, and may not be all-inclusive of the services CDC provides.

3.1 BUSINESS PROGRAM BACKGROUND

The mission of CDC is the control, care, treatment and supervision of men and
women who are convicted felons, or those admitted to the civil narcotic program,
and entrusted to the Department’s Institution, Health Care Services, and
Community Correctional Programs. The CDC is organized into four programs:
Institution Program, Health Care Services Program, Community Correctional
Program, and Central Administration Program.

" INSTITUTION PROGRAM

The CDC is required by statute to accept convicted felons when their sentence is
imprisonment in a State correctional facility and civilly committed nonfelon
narcotic addicts from California courts. The Department provides safe and secure
detention facilities to protect society from further criminal activities and to
provide necessary services such as feeding, clothing, medical care, psychiatric and
counseling services, drug treatment, and training, including academic and
vocational education.

The Institutions Division (ID) is responsible for this program, has a total operating
budget of approximately $3.3 billion and an estimated staff of 36,500 located in
Headquarters and field locations. Within its area of responsibility, and located
throughout the State, are 33 operating correctional Institutions, with
approximately 11 of these having reception centers, and 38 conservation camps.
Additionally, ten Institutions offer the Disabled Placement Program (DPP) and
nine offer Enhanced Outpatient Programs (EOP). Within 28 designated
Institutions, a mental health program for Correctional Clinical Case Management
Services (CCCMS) is available, and crisis intervention beds have been established
in 17 Institutions. There are two Institutions designated for those inmates with
mental health needs while serving time in Security Housing Units. Contracts are
used to perform services not available with institution staff. FEach institution
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operates as a city within its perimeter, including a health care and mental health
care program, substance abuse programs, firehouse, facilities management,
procurement, personnel, feeding, security, training, and warehousing.

Each institution is responsible for ordering, purchasing, and receiving operating
supply needs for all locations within their area of responsibility. Goods received
are stored and inventoried in warehouses at each institution to ensure safety,
security, and operational needs are met.

The Institutions vary in age, size, program and mission, and require staff to
provide 24 hours a day, 7 days a week (24/7) coverage. Due to the nature of the
work performed at the Institutions, workers’ compensation case costs tend to be
high as well as costs resulting from inmate and employee lawsuits.

The food services units prepare three meals daily for approximately
158,000 inmates statewide, which totals an estimated 173,000,000 meals annually,
not including special dietary needs which are addressed separately. Food
purchasing is done by each institution and received and stored at their respective
warehouse located within the institution. The Departmental Food Administrator
(DFA), located in Headquarters, provides the policy direction for the dietary
assessments and needs of the inmates. This policy making position is also
responsible for the development and oversight of the menus prepared for the
inmates to ensure that dietary needs are met and are kept within the daily feeding

cost per inmate. Special circumstance dietary needs are also overseen by the
DFA.

The Department is the largest State transportation entity, driving an estimated
2.8 million miles and moving approximately 250,000 inmates annually between
Institutions. The CDC owns and maintains vehicle assets to transport inmates to
facilities where they are housed, to receive medical treatment, to attend court
proceedings, and other approved appointments.

In addition to the 33 Institutions and 38 conservation camps, CDC provides
custody support and transportation to 11 publicly and privately operated
Community Correctional Facilities, Community Correctional Reentry Centers,
Restitution Centers, Prisoner Mother programs, and Substance Abuse programs.
Additionally, six mutual aid Institutions have been designated to provide
emergency custodial response in the event of a disturbance.

HEALTH CARE SERVICES PROGRAM

The Health Care Services Division (HCSD), is responsible for administering this
program, and has an operating budget of approximately $887 million. It is
responsible for overseeing the management and delivery of health care to the
inmate population throughout the State. The HCSD employs nearly 180 staff at
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its Headquarters and roughly 4,900 health care staff at the Institutions. The
HCSD operates four general acute care hospitals, 16 correctional treatment
facilities, one skilled nursing facility, and 12 outpatient housing units.
Additionally, the HCSD operates three outpatient care programs for HIV/AIDS
inmates in every stage of the disease.

In recent years, due to class action litigation, the HCSD implemented a
comprehensive mental health services program, which provides acute inpatient
psychiatric services and sub-acute inpatient psychiatric services via an Interagency
Agreement with the Department of Mental Health. Outpatient psychiatric services
via the Enhanced Outpatient Psychiatric and CCCMS are provided in many of the
Institutions.

For those services that HCSD cannot provide via civil servants, contracts with
community hospitals, physician specialists, and other specialty services are
utilized. Expenditures for contracted services reached approximately
$251 million in FY 2001/2002.

Each of the 33 Institutions operate a pharmacy which is responsible for the
dispensing of medications prescribed by physicians. The pharmacy operations
have been greatly impacted by the increase in the number of inmates as well as the
standards of care that have been implemented due to litigation.

The HCSD has experienced dramatic growth during the last six years due to an
increase in the inmate population, as well as several class action lawsuits
regarding standards of care and tracking of inmate medical care. Additionally,
advances in treatment modalities as well as new drug therapies have contributed
to increased costs for the delivery of care.

COMMUNITY CORRECTIONAL PROGRAM

In Section 3000 (a)(1) of the California State Penal Code, the State Legislature
declares "it is in the interest of public safety for the State to provide for the
supervision of and surveillance of parolees, including the judicious use of
revocation actions, and to provide educational, vocational, family and personal
counseling necessary to assist parolees in the transition between imprisonment
and discharge."

The Community Correctional Program, commonly known as the Parole and
Community Services Division (P&CSD) accomplishes this goal with a budget of
approximately $490 million and more than 2,200 Parole Agents assigned to
165 Parole Units operating between San Diego and the California/Oregon border.
The parole population in the state of California exceeds 132,000 on any given day.
This includes parolees who are on active supervision in the community, in
deportation status, and in-custody pending revocation.
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The P&CSD provides offenders with supervision, surveillance, apprehension,
support services and referrals to community services to help facilitate successful
reintegration into society. The level of service provided to an offender is based on
case factors related to the offender's propensity for violence and service needs.

The CDC offers numerous programs to assist parolees in their transition from
incarceration to discharge. Those services include, but are not limited to;
residential placement, job placement, computer literacy programs, 25 pre-release
community reentry facilities for inmates, outpatient services for the mentally ill
and substance abuse treatment.

Additionally, services to assist parolees transition from incarceration to discharge,
the parole program's public safety mission has been expanded to include intensive
supervision for high-risk offenders such as second strikers, high-risk sex offenders
and parolees with serious mental illness. The P&CSD manages numerous
revocation processing units throughout the State and is involved in special
programs that partnership CDC with local law enforcement such as the Police and
Corrections Teams, the Law Enforcement Consortium, High Control Parolee-at-
Large agents and Gang Intelligence Coordinators.

CENTRAL ADMINISTRATION PROGRAM

The CDC’s Headquarters provides executive and administrative services to assure
the overall success of the Department with its budget of $5.2 billion.
Headquarters has a budget of approximately $300 million and an estimated
4,200 staff, and consists of the Executive Division, Support Services and Field
Operations. The Executive Division is responsible for the overall management of
the Department and its resources. Support Services provides financial, legal,
training, audit, facilities, contract, human resources, procurement, leasing
activities, labor relations and information technology services to the
Headquarters’ staff. It also provides essential oversight to the field offices. The
Field Operations oversees the administration of CDC programs and services
provided at the Institutions and parole offices throughout the State.

A majority of the staff reside at Headquarters or the Regional Accounting
Offices (RAO). Contract services are used to supplement CDC staff in the areas
of information technology, project management, and legal services. The CDC
Headquarters also manages the design, construction, activation, and closeout for
State construction projects using contract and inmate labor services.

The CDC utilizes 840 civil service classifications, represented by 20 diverse
collective bargaining units, to provide the services necessary to ensure that the
safety and security needs are met and all constitutionally mandated programs and
services, i.e., Health Care, Mental Health Care, and Education are received.
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SUMMARY

For the past two years, CDC Executive Staff have focused on addressing and
resolving critical structural fiscal issues that are contributing factors to the
Department’s ongoing deficit. This deficit continues to escalate each year. The
Financial Services Division (FSD) has provided some relief in terms of systems
and procedures and has dedicated staff resources to identify fiscal problems and
provide solutions. These efforts provide CDC management with limited

information to address complex operational issues. Although they enable fiscal
decision-making, policy development, and audit responses, they provide only
short-term solutions to a growing problem. The table below provides CDC
budget deficit and shortfall history from FY 1997/1998 through FY 2001/2002.
This table reflects the increasing need to identify cost drivers.

LR

$3.40 billion

)97/ $6.2 million 2% $6.2 million 0
8/99 | $3.53 billion |$16.4 million 5% $16.4 million 0
. 1999/00 | $3.81 billion |$53.0 million 1.4% $17.8 million [$35.2 million
12000/01 | $3.98 billion|$157 million| 4.0% | $105.0 million [$52.5 million
. 2001/02 | $4.24 billion| $254 million|  6.0% $173.5 million |$70.8 million

*General Fund Budget Only

The CDC’s mission is clear. Achieving the mission is complicated by the
Department’s size, geographical locations, staffing, union issues, increasing
security requirements and medical needs of inmates who exhibit more long-term
mental health illnesses and costly medical conditions, and the requirement to
provide a support network of professionals and programs that will enable parolees
to successfully reintegrate into society.

3.2 BUSINESS PROBLEM OR OPPORTUNITY

The problem is CDC’s inability to track, store, and utilize its operational data,
which has negatively impacted its financial, and human resource processes. As
stated in the Bureau of State Audits (BSA) Report, dated January 2000; “The
fiscal practices and internal controls of the CDC are inadequate to ensure
effective fiscal management and protect the best interests of the State of
California;” the report further states; “Poor information has limited
management’s ability to control and contain the high costs of personnel
resources to staff custody staff positions.” The Department lacks a statewide
integrated system that would allow trend analysis, position tracking, and budget
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reconciliation that would provide management with the tools to make proactive
decisions to affect positive change. These issues result in repeated deficits and
fiscal loss to the State.

The CDC faces significant problems in its financial/budget, human resources, and
procurement/contract processes. The following issues result in annual deficits and
fiscal loss to the State.

Inability to Align Spending Authority with Spending Plans:

The CDC cannot reconcile the triad of allocated funding sources, spending
authority, and program expenditures. Thus potential budget shortfalls cannot be
monitored adequately for corrective action. The BSA Report dated January 2000
cites this failure as one of the factors causing the Department’s estimated
$70.8 million shortfall ($254 million deficit for FY 2001/2002, which was
reduced through multiple additional funding augmentations). The CDC must now
pursue additional deficiency funding to enable the Department to cover
outstanding expenditures over and above the budgeted authority for
FY 2001/2002.

The ID, HCSD, P&CSD and Headquarters’ initial spending plans are first issued
in accordance with the population levels established in the Final Budget
Summary. Changes to the spending plans related to inmate population coincide
with adjustments to the spending authority as reflected in the ensuing Fall
Population and May Revision. The spending plans are also adjusted throughout
the year when Executive Orders (EO) and Budget Revisions (BR) that impact
CDC’s spending authority are received.

Initial allotments and adjustments to CDC Program plans are tracked and
reconciled manually, resulting in approximately 7,063 hours of unfunded overtime
by Headquarters’ budget analysts per FY and the managers working arduous hours
to ensure the most timely and accurate data is produced. This process is labor
intensive, complicated and is susceptible to human error and oversight, especially
with high staff turnover (the Budget Unit has experienced a 95 percent turnover
rate in the last two years). Additionally, funding via EO’s and/or BR’s, the
Omnibus Bill, or May Revision is contingent upon decisions by the Governor or
Legislature. Due to the timing of the State budget process, funding decisions are
sometimes received late in the FY. Funding is allotted that is not reflected in the
automated California State Accounting and Reporting System (CalSTARS)
because it has not yet been allocated through cost distribution. The Department
needs to track the impact of outstanding funds by program and line item available
at the local and statewide levels. This process is currently done manually which
resulted in an estimated 2,000 hours of unfunded overtime during FY 2001/2002
worked by Headquarters” Budget Office staff.
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If the practice of manual tracking continues, the Department will be unable to
accurately track the variance between funding approved versus departmental
spending plans which inhibits the Department’s ability to proactively control
expenditures that result in a budget deficit.

Key issues in this area involve the amount of staff time spent tracking funding
requests and spending plans. The issues are as follows:

1. Headquarters Budget Analysts spend 7,063 overtime hours annually
preparing Initial Allotments and adjusting the Allotments for changes in
spending plans related to May Revisions, Executive Orders and Budget
Revisions.

Spending and funding plan data is manually entered multiple times into
stand-alone spreadsheets resulting in repetitive data entry and increases the
possibility of data entry errors. Budget changes may not reconcile at each
budget change process because of the need to manually validate budget
information. Additionally, budget history and backups are performed on
disparate computers.

2. Headquarters Budget Analysts spend 2,000 overtime hours annually,
manually tracking Funds requested through the budget change process,
not yet received or received and not yet reflected in CalSTARS.

This process is currently done manually which provides no continuity of data
for all requests made. Funding is allotted to the various divisions and
Institutions that is not reflected in the automated CalSTARS because it has not
yet been allocated through cost distribution. The Department needs to track
funds to ensure they are received and to determine the impact of outstanding
funds by program and line-item available at the local and statewide levels.

Untimely and Inaccurate Data:

The Department does not have the timely and accurate data needed to make sound
fiscal decisions. Data is often retrieved on a manual basis making it cumbersome
and allowing for errors that negatively affect the budget process. It was estimated
that the Personnel Offices throughout the Department spent approximately
11,000 hours during FY 2000/2001 manually retrieving data required for
budgetary reports. Approximately 80 percent of the Department’s $5.2 billion
budget is labor. Inaccuracies in Personal Services estimates impact the
Department’s ability to clearly identify a potential deficit and to be proactive in
managing its budget effectively.
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The untimeliness of fiscal data adds to CDC’s inability to mitigate fiscal
exposure. For example, if a permanent intermittent employee works in February
and is paid in March, salary expense information does not show up in CalSTARS
until April. The CDC management must estimate labor expenses until the posting
is available in CalSTARS. Even when CalSTARS is used as a base, data from
several stand-alone systems may be combined to provide current expenditures that
may still not provide accurate labor expenses. In another example, each Warden
is required to update his or her institution’s fiscal projections monthly via the
Department’s Monthly Budget Plan (MBP). Personal Service’s expenditures,
which drive approximately 80 percent of CDC’s budget, includes salary and
wages, overtime, temporary help, and benefits. Actual earnings are recorded in
the State Controller Office (SCO) payroll system. The CDC RAO staff updates
the CalSTARS database on the 15™ of each month. By the 19" of each month, the
CalSTARS expenditure data is loaded into the Department’s internal MBP. The
timeliness of the data in the MBP is contingent upon the monthly SCO Payroll
History Tape/CalSTARS interface. Additionally, overtime and temporary help
salaries are paid mid-month, which adds an additional lag time. By the time FSD
receives an updated MBP, expenditure data is up to 90 days in arrears.

The CDC has eight RAOs and the Headquarters Accounting Service Section
(HASS) which coordinate and process payment for the Department’s Purchase
Orders, Stock Received Reports and Invoices for goods received. Each individual
document is received by the RAO or HASS separately and must be “matched up”
to its appropriate counterparts to provide the information needed for processing.
It is estimated that 4,400 hours, or the equivalent of 25.4 Personnel Years (PY)
are worked on a monthly basis, statewide in the RAO’s and HASS to process an
estimated 22,000 invoices. In addition to staff time, the delays from this time
consuming manual process resulted in approximately $563,146 in late payment
penalty fees for FY 2001/2002.

As stated in the BSA Report, dated January 2000 it is difficult for the Department
to respond to new requests for financial data. For example, the Legislature
recently requested quarterly reports from CDC that delineate Personal Services
funding appropriations and expenditures by custody and noncustody staff. The
CDC staff is unable to provide this report because the process to collect and
summarize the data is cumbersome and would have to be completed manually.
The summary expenditure report format prescribed by the auditors is not readily
distinguished in the current CalSTARS accounting reporting structure. In
addition, the recent implementation of the MBP process was established to mirror
the CalSTARS reporting structure and does not provide the requested level of
detail to complete the prescribed report.

The Department’s inability to access and utilize timely and accurate data for
projected budget expenditures continues to negatively impact its ability to
accurately identify areas of under-funding. This results in problematic budget

CALIFORNIA DEPARTMENT OF CORRECTIONS
Feasibility Study Report v-6.2
Business Information System 23 Revised 07/06/04



data that does not accurately reflect a potential deficit.

Key issues pertaining to the problem of not having timely and accurate data are as
follows:

3. The Personnel Offices in the Institutions spent approximately
11,000 hours during FY 2000/2001 manually retrieving and preparing
custody position, vacancy, and salary information required for budgetary
reports.

The Department lacks a central repository for data required for budgetary
reports. Each Personnel Office must manually retrieve and prepare data,
which results in inaccuracies in Personal Services estimates. Approximately
80 percent of the Department’s $5.2 billion budget is labor. These
inaccuracies impact the Department’s ability to clearly identify a potential
deficit and be proactive in managing its budget effectively.

4. The untimeliness of fiscal data adds to the Department’s inability to
mitigate fiscal exposure. Personnel expenditure data, which drives 80 %
of the Department’s budget, is up to 90 days in arrears.

Management must estimate labor expenses until Overtime and Temporary
Help costs are posted in CalSTARS. For example, Overtime and Temporary
Help worked in February, is paid in March, and posted in CalSTARS in April.
Even when CalSTARS is used as a base, data from several sources (Watch
Office Tracking System (WOTS), Excel spreadsheets) may be combined to
provide current expenditures that may still not provide accurate labor
expenses.

S. Approximately 4,400 hours are worked on a monthly basis by the eight
RAO’s and HASS, matching the Purchase Order (PO), Stock Received
Report (SRR) and the Invoice.

An SRR is generated when an item is received in a CDC warehouse. The
SRR is then sent to the RAO or HASS. When the invoice is received it must
be manually “matched up” to its appropriate counterpart to provide the
information needed for processing. After the package is assembled, each
document is audited to ensure that the information is complete.

6. Assessment of late payment penalty fees is to be $561,226 for
FY 2001/2002.

Payment for some services, such as utilities, requires the invoices to be sent by
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courier to the Institution for approval and returned for payment to the RAO or
HASS. This process can result in payment timeframes not being met and
penalties assessed. Delays resulting from the time consuming (manual)
process of matching the PO, SRR, and the Invoice by the RAO or HASS result
in delays in meeting vendor payment terms. These delays result in late
payment penalties.

7. The Department is unable to respond to requests made by outside
entities, such as those noted in the BSA Report dated January 2000,
requesting detailed fiscal reports or quarterly reports that delineate
detailed Personnel Services funding appropriations and expenditures by
custody and non-custody staff.

The CDC staff is unable to provide this information because the process to
collect and summarize this report is cumbersome and would have to be
completed manually. The summary expenditure report format prescribed by
the auditors is not readily distinguished in the current CalSTARS accounting
reporting structure.

Inability to Manage Positions:

The Department projected it would spend approximately $58.5 million in
Permanent Intermittent Employee (PIE) coverage and $87.7 million in Overtime
(OT) above the approved budgeted allotment for FY 2001/2002 in coverage costs
for custodial, posted positions. This unfunded expenditure is a significant driver
of CDC’s reoccurring deficit.

The scheduling of coverage, PIE OT, permanent relief or Vacant “no coverage”
for posted positions is an important key to controlling the expenditures for
custodial posted positions. In January 2000 the California State Auditor, BSA
Report stated, “The Department has not developed sufficiently complete and
accurate management information to help it control costs and allocate
resources effectively. Institutions have not adequately analyzed daily custody
staffing needs over a period of time, which would help them optimize their use
of personnel resources. Poor information has limited management’s ability to
control and contain the high costs of personnel resources to staff custody staff
positions. Specifically, management has not studied daily leave patterns to
determine the average level of relief needed to cover predictable absences, nor
has it sufficiently linked the use of personnel resources to the Institutions’
budget for major needs. Significant errors in categorizing how staff spend their
time further inhibit budgeting for, and effect management of, personnel
resources.”

To aid in the efficiency of post assignment and relief position utilization, WOTS
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was developed and is being used by Institution staff. WOTS allows the
Institutions to record absences or vacancies created by staff “call-ins,” by post,
and how each post was filled on a daily basis. However, it does not provide
information that would indicate the most cost-effective method of filling a post
i.e., long-term assignment, Temporary Help (TH), redirect or track which post
actually incurred the expense (Sergeant vacancy covered by Correctional
Officer (CO), the CO is filled by overtime; the overtime shows as the CO)
providing a more accurate fiscal picture. The WOTS is not programmed to limit
the use of OT if PI custodial staff are available nor does it track the number of
consecutive days a post is vacant to alert staff that a long-term assignment may be
more cost-effective. Because WOTS provides data “after the fact” the reports
must be researched and analyzed to determine how the costs were expended and
fail to provide a “real-time” method of identifying a more cost-effective method of
filling the posts. While WOTS is a useful tool in making rough fiscal projections
and tracking the daily coverage of custody positions, it does not provide “real-
time” salary data, easily identify leave usage patterns or an accurate picture of
labor expense. WOTS is a stand-alone system and does not interface internally
with Personnel Assignments, which identifies posts, incumbent and status, or with
the Personnel Office for salary information and pay. The system must be updated
manually by utilizing an updated disc with the latest post assignment information
and changes from Personnel Assignments on a weekly basis. Although the system
captures daily costs of overtime and PI hours it utilizes an average Institutional
salary which, does not portray an accurate fiscal picture of the costs necessary to
provide custodial coverage. Institutions whose labor pool is tenured have
increased personnel costs that are not captured by using average salaries. The
ability to project actual OT and TH costs or identify the drivers of the costs
expended is essential to ensuring an accurate fiscal picture and to allow
management to make budgetary decisions.

Custodial positions authorized in the Governor’s Budget, are currently tracked
utilizing the Personnel Post Assignment System (PPAS) and Master Roster. The
PPAS is a stand alone system operated at each Institution with no connectivity to
allow information to be accessed on a statewide basis. Changes to posts and
coverage are input manually on a weekly basis. This process is archaic, making
reconciliation between the posts and Governor’s Budget extremely difficult, time
consuming and does not lend itself easily to making adjustments required by
budgetary or mission changes. Posts, not authorized in the Governor’s Budget,
can easily be established as additional coverage adding to the Department’s
deficit. ~ Changes in employee’s status i.e., long-term sick, Workers’
Compensation, are also input manually and are not automatically tracked to ensure
that long-term coverage of the post is assigned after two weeks. This lack of
control results in the daily assignment of OT or PI coverage being used longer
than necessary, this continues to add to the deficit in Personal Services. Each
institution has its own PPAS, and there is no connectivity to allow for information
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contained in PPAS to be accessed on a statewide basis. To reconcile established
positions to budgeted authority for the completion of the fiscal year-end processes
and ensure that CDC is in alignment with the Governor’s Budget there must be a
statewide, integrated system that can be accessed by Headquarters.

The CDC Management needs to integrate information regarding positions, salary
and posts in order to manage the day-to-day operational needs of the institution,
and changes in staff requirements due to mission changes. These strategic and
operational changes impact the institution’s budget, and have an overall effect on
the Department’s fiscal picture. The WOTS and PPAS do not interface with
Personnel records. When a position is established in Personnel a manual record is
made that identifies the reason for its activation. When the corresponding post is
established PPAS does not record the origin of the posts. When a deactivation
occurs, positions originally received cannot be readily identified due to
reclassifications and/or redirections. Personnel staff must manually track the
evolution of the position, which makes this process cumbersome and time
consuming. Failure to identify these positions may result in the incorrect
positions being identified for deactivation, which may be critical to the safety and
security of the Institution. In addition, the accurate tracking of positions will
ensure vacant positions are identified timely to avoid loss due to Government
Code 12439, which resulted in an estimated 53 permanent positions lost in
FY 2000/2001.

If these practices were to stay “status quo,” the inability of the Department to
accurately track the reasons for vacant posts and to fill vacant posts by the most
cost-effective method will continue to be one of the most prominent drivers of the
Department’s deficit.

8. The Department projected it would spend approximately $58.5 million in
Permanent Intermittent Employee (PIE) Custodial coverage and
$87.7 million in Custodial overtime for the FY 2001/2002 in coverage
costs.

To aid in the efficient use of post assignment and relief positions, institution
staff uses the WOTS program. It does not provide “real-time” salary data or a
total picture of labor expenses. The WOTS does not provide a means to
project actual overtime and temporary help costs or identify the drivers of the
costs. The information received may be days old, utilizing an average
institutional salary, which does not portray an accurate fiscal picture of the
costs necessary to provide custodial coverage.
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9. Tracking positions to their origins is difficult, if not impossible, when
mission changes or programmatic changes occur. The manual,
cumbersome research to determine origin may take five days or more.
These strategic and operational changes impact the Institution’s budget,
which have an overall adverse effect on the Department’s fiscal picture.

When deactivations occur, positions originally received in the staffing package
cannot be readily identified due to reclassifications and/or redirections. Staff
must manually track the evolution of a position.

10. Institutions establish unauthorized posts over and above the authorized
positions in the Governor’s Budget.

The CDC lacks a system, which reconciles actual posted positions to the
Governor’s Budget of approved positions. Posted positions are established
within Institutions to ensure safety and security of the Institution, staff and
inmates. Tracking posted positions to ensure appropriate budgetary authority
is difficult given the manual process to track and the number of positions
established. Tracking positions back to their original authority is complicated
given the changes to mission and programs within Institutions.

11. The Department lost S3 permanent positions in FY 2000/2001 due to the
positions being vacant for six months or more per Government
Code 12439.

The CDC lacks a system, which tracks position vacancies. Vacancy tracking
must be done manually, which results in errors and increases the risk of losing
a vacant position that could secure a post.

Program Funding:

CalSTARS organizational, program, and activity detail funding appropriations do
not track the costs of new programs established by approval of policy, Budget
Change Proposals (BCP), or the Legislature. The Department does not have the
ability to accurately capture the actual cost of maintaining these programs for
accountability of appropriate funding. Rising medical costs, prescription
medicines and mandated Legislative mental health programs have resulted in
increased “per bed” costs. The identification of potential reductions in the
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Department’s deficit requires cost models to track and provide various fiscal
scenarios based on mission changes, Legislative mandates, physical plant needs
and the requirements of caring for an increasingly infirmed inmate population.

Current budgeted levels (6:1 ratio), based on average inmate daily population do
not take into consideration operational costs based on diverse missions, security
levels and geographical location of the institution. In the absence of timely
detailed fiscal data, institution staff is not able to accurately project their annual
expenditures, nor is the Department able to capture the drivers of the expenditures
to the level needed to allow for the identification of funding shortfalls.

Additionally, due to the lack of integrated processes and systems, CDC is unable
to capture the total cost of services related to a program. For example, the costs
related to providing health care, including custody staff overtime costs to provide
inmate transportation to receive treatment, are currently not being collected and
integrated to give CDC total costs of a program. The inability to track program
costs results in inaccurate and unrealistic data being projected. This inability
negatively impacts the budget and impedes the Department’s ability to ensure
programs are implemented and managed in the most cost effective manner,
identify under funding issues related to all programs managed throughout the
Department, and proactively work to make adjustments necessary to mitigate risk
of fiscal exposure.

Making fiscal decisions that reduce a program budget without sound fiscal data is
detrimental to the safety and security of staff and inmates. Due to legislative and
court imposed mandates along with fluctuating inmate daily populations, the
staffing, procurement and operational needs of a prison are constantly being
modified. Wardens must find a balance between the safety and security of their
prison and adjusting their fiscal expenditures to meet the budgeted level. That
balance is difficult to achieve without accurate, up-to-the-minute, integrated,
operational data.

12. The Department lacks an integrated process and system to capture
program costs, “per bed” costs, and services related to a program. Labor
intensive, manual research requires up to five days to recover sufficient
data to “estimate” costs.

In the absence of timely fiscal data, institution staff is not able to accurately
project their annual expenditures, nor is the Department able to capture the
drivers of the expenditures to the level needed to respond to BSA audit
findings or to provide information needed to more accurately project program
costs.
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13. Headquarters Budget Analysts spend 2,000 hours annually, attempting to
track the budgetary history of programs.

Headquarters’ Budget Analysts are often asked to provide history and research
for Budget Concept Statements (BCS) and BCPs. There is no central data
source or consistent coding by program or function.

Fiscal Audit and Controls:

The Department needs controls to ensure State, Memorandums of Understanding
(MOU), and Department policies and procedures are being consistently followed.
Lack of adherence to governing rules, as reflected in the BSA Report and other
internal and external audits, increases the liability to the Department and poses a
threat to the safety and security of staff and inmates. The lack of an integrated
system which would provide statewide trend and cost-benefit analysis for
management reporting limits the Department’s ability to be proactive in
addressing fiscal issues. Without “real-time” information, and the standardization
and integration of Financial/Budget, Human Resources, and Procurement/Contract
Management processes Statewide, it is difficult to nearly impossible for CDC
management to ensure that Department and State policies and procedures are
being followed.

14. The Department is unable to ensure that adherence to MOUs, and
Departmental policy and procedures are being followed.

The lack of an integrated system does not provide “real-time” information or
standardization and integration of Financial/Budget, Human Resources, and
Procurement/Contract Management to ensure the Department and State
policies and procedures are being followed as reflected in the BSA Report and
other internal/external audits.

15. Headquarters Budget Analysts spend 2,856 hours annually, extracting,
transferring, and manually entering data into summary spreadsheets.

Input data is manually entered multiple times resulting in repetitive data entry
and data entry errors. Data is not consolidated in one place. Each analyst
must also continuously update records for each institution or program on
disparate computers and produce reports as requested.
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16. Headquarters Budget Analysts spend 549 hours annually, manually
entering temporary help and overtime data in Schedule 7A worksheets.

Input data is manually entered multiple times resulting in repetitive data entry
and data entry errors.

Workers’ Compensation Case Management:

The CDC’s current system provides limited access to historical information which
would provide trend analysis data, track aged claims, identify cases for possible
settlement and closure, and identify potential areas of concern. Tracking data,
such as causes of injury and length of absences, will allow CDC to proactively
identify areas and timing of possible exposure, estimated to be $144 million for
FY 2001/2002, enabling them to implement measures to manage budget
shortfalls. Workers’ Compensation claims experience a lag time from the
initiation of the claim to the finalization of a settlement. This lag time can be
several years and generally results in increased costs pertaining to a particular case
as time goes on. The availability of historical data will provide information
necessary to determine the appropriate course of action to mitigate continuing
costs.

17. The CDC is unable to identify specific cost drivers of an estimated
$144 million for FY 2001/2002 on Workers’ Compensation Claims.

Currently, CDC must wait for the State Compensation Insurance Fund (SCIF)
to provide Workers' Compensation data. The SCIF may not provide all the
data necessary to allow management to be proactive in developing a strategy
to mitigate costs.

Workload Management:

The CDC is lacking systems or, in some cases using multiple systems, to perform
many of its administrative business processes. In addition to the labor-intensive
manual processes used in daily work practices, i.e.; number of invoices estimated
to be processed by the RAOs and Headquarters Accounting Services
Section (HASS) for FY 2001/2002 is 22,000 per month; the number of meal
tickets estimated to be processed for cash reimbursement for FY 2001/2002 is
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893,000. Departmental staff is frequently taken away from their jobs to respond
to internal/external information requests. Much of the financial and accounting
data needed in response to required audits (five major audits within the last year)
is gathered manually which is very time consuming and negatively impacts staff
moral. When staff return to their assigned duties, the workload has increased and
staff continue to get farther and farther behind. These labor-intensive, manual
processes cause staff to become overwhelmed with the workload being placed on
them. This results in an increase in the number of Workers” Compensation claims
and experienced staff leaving, taking their knowledge and skills with them. The
FSD experienced a 95 percent turnover in a two-year period as a result of the
labor intensive, manual processes required for the MBP. Loss of staff,
knowledgeable in budget and accounting procedures and historical departmental
processes, results in inaccurate completion of budgetary data compounding the
Department’s inability to maintain an accurate fiscal picture.

Labor-intensive manual research imposes an unrealistic workload on staff causing
turnover, which leads to a loss of knowledge and expertise, and results in
inaccurate data being provided for budgetary computations. These practices are
inefficient and continue to negatively affect CDC’s bottom line.

A business information system that will warehouse current and historical data,
standardize business rules and practices, and integrate the work products required
to complete requested reports will result in the reduction of errors, provide for a
more consistent work output, leverage staff knowledge, improve productivity, and
standardize the information required for fiscal accuracy.

18. The CDC processed, on a monthly basis, an estimated 74,417 overtime
meal tickets (37,208 hours of staff time) for FY 2001/2002.

The manual process of issuing meal tickets involves staff from managers to
the recipient. The meal ticket and travel expense claim passes through as
many as six individuals before being scheduled for pay.

19. The FSD experienced an unacceptable 95% staff turnover in a two-year
period.

The labor intensive, manual processes that are required by the FSD result in
staff job dissatisfaction. Loss of knowledgeable staff, in budget procedures
and historical departmental processes, results in inaccurate completion of
budgetary data. This compounds the Department’s inability to maintain an
accurate fiscal picture.
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20. Institutional Personnel Offices spent an estimated 11,000 hours in
FY 2000/2001 manually researching data necessary for budgetary
reports.

Departmental staff is frequently taken away from their jobs to respond to
internal/external information requests. Much of the financial data needed in
response to required audits (five major audits in the last year) is gathered
manually which is very time consuming, negatively impacts the staff morale
and results in workload backlog.

21. Department Personnel staff manually gather information needed to
administer the Departments’ Examination Plan.

Department Personnel staff, manually plan, administer and track examinations
for the Department. Examinations are held on a year-round basis and involve
all Divisions (Administration, Health Care, Paroles, etc.) as well as all
Institutions. Input is received from all Divisions and Institutions as to the
classifications that need to be tested. This information is gathered manually
from each location. An examination plan is then manually assembled based
on available resource hours needed to administer the examinations. Once the
examination plan has been approved, bulletins are developed and released,
examinations are developed and administered and entered into the State
Personnel Board’s on-line system to generate notices to candidates and
establish an employment list.

22. Headquarters Office of Contract Services (OCS) staff track all Direct
Pay (DP) contracts for the Department. OCS staff process all Program
contract requests.

Program and Institution staff manually track and forward DP Log information
to Accounting staff on a weekly basis. Tracking is done at each Institution
and Program using an Excel database. Each Institution forwards the log to
Accounting which then takes the information (cost codes, vendor information)
and inputs it into CalSTARS. As invoices are received, Accounting then pays
the vendor based on the invoice and DP information in CalSTARS.

Requests for contract renewals or for new contracts are manually generated by
the requesting program and forwarded to OCS for processing. This manual
process results in delays for processing and requires staff to submit late
justification requests with many of the contracts.
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23. Department staff spend an estimated 34,000 hours annually keying
personnel information (hours worked, overtime worked, sick leave used,
vacation used) needed to track personnel expenditures.

Institution Personnel staff input newly arriving Custody Staff personnel
information into PPAS in each Institution. At the same time the information
is input into the SCO system. Once completed, a disk with the information is
forwarded to the Personnel Assignment Office for downloading into PPAS
located in that area. Each day that staff work information must be keyed into a
separate system (WOTS) which tracks time worked, sick leave usage,
vacations, etc. This information is forwarded to the Institution timekeeper
who must merge the WOTS information with the PPAS information to get a
complete picture of the usage of staff time. After this is completed, the time
keeping information must be keyed into the SCO system for staff payment.
This information is up to 60 days in arrears, which does not allow for accurate
budget tracking.

24. The Department has approximately 256 “dumb” terminals that are leased
from SCO.

The Department spends approximately $120,000 per year to lease “dumb”
terminals from SCO. These terminals provide access for Personnel staff to
process salary and benefit information as well as time worked for Department
staff.

25. All Headquarters and Institution areas are required to track stored
records.

All records within the Department must be tracked for type of record, storage
area location and destruction dates. This information is outlined in the
Departmental Records Retention Schedule. The tracking is done manually.
Each month staff must visually inspect all records storage boxes to ascertain if
the destruction date as been reached. Once reached, the storing area must
confirm if the records are to be destroyed or stored with a new destruction
date. The new destruction date is then noted and the records returned to
storage.

A Traceability Matrix (Appendix A) links the key business problems described
above to the objective CDC is trying to achieve. The last column of the
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Traceability Matrix provides the functional requirement the BIS Team will
evaluate during the procurement process. The specific benefits of achieving the
objectives in the second column of the Traceability Matrix can be found in
Section 3.3 and in the Economic Analysis Worksheets (EAW) (Appendix B).

33 BUSINESS OBJECTIVES

The project proposed in this FSR is designed to resolve the business issues
discussed in the previous section and integrate the collection, storage, retrieval
and reporting of information related to the Financial/Budget, Human Resources,
and Procurement/Contract Management practices of the entire Department. The
Business Objectives listed below solve CDC’s previously noted business
problems, and will be used to measure the success of this effort. In addition to
solving the issues, the project stated in this FSR must satisfy the following
Business Objectives.

Note: The reference numbers below correspond to Business Problem or
Opportunity previously addressed.

INABILITY TO ALIGN SPENDING AUTHORITY WITH SPENDING PLANS

1. Reduce the time spent preparing Initial Allotments and adjusting allotments by
30 percent.

2. Reduce the amount of overtime expended in manual tracking of spending
authority required on a monthly basis by Headquarters Budget staff by
10 percent.

2. Reduce the amount of time spent by program staff to identify the impact of
outstanding funds on potential shortfalls from eight hours to 45 minutes per
month,

UNTIMELY AND INACCURATE DATA
3. Reduce the number of errors in preparing various fiscal and payroll reports.

4, Reduce the lag time to retrieve information needed for budgetary projections
from up to 90 days to five days.

5. Reduce Staff time necessary to reconcile the PO, SRR, and the Invoice by
35 percent.

5. Implement a paperless procurement process that reduces the time it takes to
complete the processing of invoices by 20 percent. '
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5. Reduce the amount of time manually keying vendor file and personnel data
into CalSTARS by 25 percent.

5. Eliminate the time required to enter partial payment information into payment
logs.

5. Reduce the amount of time needed to process electronic claim schedules by
75 percent. ' ‘

6. Eliminate the paper processing of purchase orders thereby reducing the
amount of late payment penalties by $561,226.

7. Improve the processes that collect, store and retrieve fiscal data to allow the
Department to respond to requests to prepare expenditure reports to meet the
mandated legislative reporting requirements. Currently, CDC lacks the staff
resources to prepare the requested reports (new workload).

INABILITY TO MANAGE POSITIONS

8. Increase the availability and accuracy of the costs associated with posted
positions to provide information necessary to substantiate budgetary
expenditures.

8. Reduce the amount of Custody OT by 5.5 percent.

8. Enable CDC’s management to identify reasons for positions cost drivers and -
formulate corrective action plans.

8. Reduce the number of incorrect job changes for mid-week changes.

9. Reduce the amount of time required to identify position origins for activations
and deactivations from five days or more to one day.

10. Reduce the establishment of unauthorized posts over and above positions
authorized in the Governor’s Budget.

11. Reduce the number of positions lost through Government Code 12439 by
90 percent by fiscal year.

PROGRAM FUNDING
12. Improve management decision-making and planning by collecting and

integrating statewide expenditures that will enable management to determine
the cost of maintaining a bed at CDC facilities based upon the facility mission,
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location, and security level.

12. Integrate processes that collect and store detailed information related to costs
of a specific program or event to improve the capability to project funding,
deficiencies, and program needs by reducing the time spent manually tracking
costs of new and existing programs from up to five days to four hours.

13. Reduce the time required to research information by 10 percent.
Fi1scAL AUDIT AND CONTROL

14. Reduce the number of unapproved expenditures or personnel transactions that
are not in compliance with MOU’s, State and Departmental policy and
procedures by implementing a statewide, integrated system that will store
business rules that control fiscal and personnel transactions.

14. Reduce the amount of unidentified phone charges by 25 percent standardizing
the procurement of telephone lines, which is estimated by Business Services at
$500,000.

15. Eliminate 100 percent of the manual data entry for “Recaps” and “Annotated
2 documents.

16. Reduce data entry for temporary help and overtime worksheets by 100 percent.

WORKERS’ COMPENSATION CASE MANAGEMENT

17. Improve the processes to track and report on Workers’ Compensation cases to
identify cost drivers and the impact of legislation on the Department’s budget
relative to Workers’ Compensation. This will enable CDC’s management to
develop a plan to mitigate exposure to Workers” Compensation claims within
one year of implementation.

WORKLOAD MANAGEMENT

18. Eliminate the need for paper overtime meal tickets processed for cash
reimbursement, reducing the amount of time it takes to process overtime meal
tickets by 50 percent.

19. Reduce the amount of staff turnover by 25 percent due to time consuming,
labor-intensive manual processes.

20. Reduce the number of hours Personnel Services utilizes to research, prepare,
and reconcile various fiscal and payroll reports by 75 percent.
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20.

20.

21.

21

21.

21.

21.

22.

22.

22.

22.

22.

23.

23.

24.

Reduce the number of overtime hours spent on work backlog by 75 percent.

Reduce the time it takes Personnel Services to manually calculate sick leave
and overtime reports.

Reduce the processing time for distribution of the examination bulletin and
eliminate paper and postage costs.

. Reduce staff time in obtaining input, consolidating information from the field

and inputting data for Examination planning.

Reduce the Examination processing time by automating and tracking the
manual processes currently in place. ‘

Reduce staff time manually calculating hours and costs related to each
Examination.

Reduce the amount of time needed to access vacancy reports, eligibility lists
and lists of existing positions within the Department.

Reduce manual tracking of contracts by the institution Contracts and the
Service Contracts Sections.

Provide institution or program access to the data processing (DP) database.

Eliminate Office of Contract Services (OCS) need to issue and maintain the
DP logs for DP contracts.

Eliminate the manual processing of Contract Renewal Requests for the
Institutions and Programs.

Eliminate the manual confirmation notification of the Contract Renewal
Request receipt.

Reduce the duplication of keying into multiple systems (WOTS, PPAS,
CLAS, SCO) by combining processes into one system.

Reduce the time required to file and retrieve timesheet summaries, PIP II,
FLSA sheets by interfacing with SCO, PIP, CLAS, DOF and PERS systems.

Eliminate the need for “dumb” terminals by replacing them with PC’s
compatible with the operation of BIS while maintaining an interface with
SCO.
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25. Provide the ability to submit electronic requests for records to be retrieved by

Institution or Program staff.

25. Reduce the processing time for tracking records retention schedules by

automatically flagging when records are to be destroyed.

34 BUSINESS FUNCTIONAL REQUIREMENTS

*Note: Reference number of each Business Functional Requirement corresponds
to the Business Problem or Opportunity number and Business Objectives
reference number.

To address the above Business Objectives, this project must meet the following
business functional requirements:

1.

The solution must provide the capability to readily access specific budget
allotments from a central database, track allotment changes and flag any
variance that prevents automatic reconciliation.

The solution must have the capability to identify and track funding and
revisions to funding from multiple funding sources.

The solution must track the impact of outstanding funds by program and line
item on a local and statewide level.

The solution must be able to provide a central repository of fiscal information
to enable easy access of data for reports in a variety of formats.

The solution must be able to provide a central repository of fiscal information:
i.e., salary and wages, overtime, temporary help, on a “real-time” basis, to

enable easy access of data for reports in a variety of formats.

The solution must have the capability to track and close POs and Contracts for
goods and services from initiation to receipt from vendors.

The solution must provide an integrated system to allow the paperless
processing of purchasing documents.

The solution must have the capability to track and flag payment due dates and
vendor defined payment terms.

The solution must have the capability to provide paperless purchasing process.
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7. The solution must provide a central repository of fiscal information to enable
easy access of data for reports in a variety of formats.

7. The solution must have the capability to report on budget or expenditure
information spanning multiple fiscal years.

8. The solution must have the capability to schedule, track and modify post
assignments requiring 24/7 coverage, including actual cost of coverage by
tracking originating vacancy.

8. The solution must have the ability to provide a roster of available PIE’s.

8. The solution must provide the capability to track resources available to
backfill posts and send a notification when a more cost effective resource is

available.

8. The solution must have the ability to identify posts that are covered by OT/PIE
for a specific time frame as determined by CDC.

9. The solution must have the capability to establish and track changes to a
position over multiple years.

10. The solution must provide a central repository of personnel information to
enable easy access to historical data for reports in a variety of formats.

10. The solution must have the capability to identify unauthorized positions by
comparing to the Governor’s Budget.

10. The solution must have the capability to limit access for establishing posted
positions.

10. The solution must have the capability to set parameters for establishing
positions.

10. The solution must have the ability to display 24/7 positions with relief.

11. The solution must have the capability to identify vacant positions and flag
dates, based on identified parameters, to prevent loss.

12. The solution must have the capability to track expenditures at the program
component and detail level.

12. The solution must have the capability to identify expenditures based on
different parameters such as project or location.
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13. The solution must provide the capability to readily access and easily extract
information needed to satisfy ad hoc query requests. Query by multiple fields
is required.

14. The solution must have the capability to store employee benefit rules based on
MOU for 20+ bargaining units.

14. The solution must have the capability to store and apply State and
Departmental policy and procedures.

15. The solution must provide the capability to issue reports for “Recap” and
“Annotated 2” documents, generated by a single automated system that is
equivalent to the current documents. Reports need to be generated by anyone
with authority to query or print reports.

16. The solution must provide the capability to enter data once and easily extract
the information needed to perform 7A reconciliations and to extract data
needed for ad hoc queries.

17. The solution must provide the capability to track the reason and cost for
Workers” Compensation cases for trend analysis and management reporting.

17. The solution must provide the capability to identify Workers’ Compensation
costs by facility, unit and/or program.

18. The solution must provide the capability to calculate overtime and generate a
meal expense voucher based on 20+ different MOU guidelines.

19. The solution must provide a central repository of fiscal information to enable
easy access of historical data for reports in a variety of formats.

20. The solution must provide a central repository of fiscal information to enable
easy access of data for reports in a variety of formats.

20. The solution must provide the capability to track and report on personnel
expenditures such as salary, overtime, temporary help and benefits on a “real-
time” basis.

21. The solution must have the capability to interface with other State agencies
systems (SCO, SCIF, DGS, etc).

21. The solution must provide for a central repository of personnel data for
tracking examination results.
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21.

22.

22.

22.

22.

23.

23.

23.

23.

24.

25.

25.

25.

25.

25.

The solution must have the capability to store and apply State and
Departmental policy and procedures.

The solution must have the capability to track and monitor multiple contracts.

The solution must have the capability to track and flag contract expiration
dates.

The solution must have the capability to track and close contracts for services
from initiation to receipt of services from vendors.

The solution must provide for an integrated system to allow for the paperless
processing of contracts.

The solution must provide the ability to key personnel information in once to
track personnel budgetary information.

The solution must provide a central repository of personnel information to
enable easy access of data for reports in a variety of formats.

The solution must provide the capability to track and report on Personnel
expenditures such as salary, overtime, temporary help and benefits on a “real-
time” basis.

The solution must have the capability to calculate personnel expenditures
(overtime, sick leave, vacation) based on 20+ different bargaining unit
agreements.

The solution must have the capability to interface with other State agencies
systems (SCO, SCIF, DGS, etc).

The solution must have the capability to store and retrieve State and
Departmental policy information.

The solution must have the capability to attach log numbers to records for
tracking purposes.

The solution must have the capability to route requests for information to the
appropriate staff.

The solution must have the capability to track dates (initiation, length of
storage, destruction dates).

The solution must have the capability to electronically notify staff when
destruction dates have been reached.
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35 BUSINESS CASE SUPPORT

Since 1984, CDC has completed 27 major construction projects adding capacity
for 114,000 felons. The Department expanded from 10 Institutions to 33
Institutions increasing the operating budget from $238 million to approximately
$5.2 billion in FY 2002/2003. In addition to the increase in service capacity, and
number of facilities to maintain, the staff required to maintain a secure
environment increased from 9,215 to approximately 45,357, as of June 30, 2002.
The requirement to provide 24/7 coverage and ensure compliance with bargaining
unit agreements has increased personnel service costs in excess of $3.3 billion for
FY 2001/2002. The lack of integrated departmentwide systems has hindered
CDC’s ability to detail, track, control, and report these costs. The CDC has
experienced funding deficiencies for the past four FY’s. These deficiencies have
ranged from $36 million in FY 1999/2000 to an estimated $70.8 million in
FY 2001/2002. The CDC’s executives and managers must be able to have real-
time access to detailed expenditure information to identify the specific drivers of
the cost deficiencies, identify areas for cost reductions, stabilize the ongoing
deficiencies and to accurately report to the Governor, Legislature and Control
Agencies on the Department’s $5.2 billion budget. With depleting State
resources, statewide freezes of hiring employees, CDC’s staff can no longer
continue to manage with information that is 60 days in arrears and very limited in
the detail that can be provided. Also, CDC cannot comply with the request of
outside stakeholders such as the Legislature and BSA to provide the fiscal detail
that has been requested due to the limitations of the existing systems.
Additionally, CDC completes four major budget processes per year instead of the
standard two that most State agencies have to complete. Two of these processes
are population based and require the labor-intensive preparation of six 3” binders
full of detailed budget change material. The opportunity for error does exist and
occurs. An agency with a budget the size of CDC’s must have the appropriate
information tools to protect the State’s valuable resources. The heavy workload
and stress of manually managing CDC’s budget is accomplished by the Budget
Management Branch (BMB). The BMB has experienced a 95 percent turnover in
the last two years due to the stress, workload, lack of having time for the
appropriate training, and constant budget crisis and drills that continue to occur
due to the state’s severe economic condition. Valuable staff resources will
continue to be lost, until the workload can be remedied and the processes fully
automated. The expectations from outside stakeholders will not be met until CDC
fully automates its very complicated program’s budget.

Inherent with an increase in population, is the increase of aged and infirmed
inmates requiring specialized medical and mental health care. New legislation
and inmate lawsuits have mandated treatment and care changes that have resulted
in policy and physical plant modifications, adding an additional challenge to CDC
management who was still adjusting to the rapid growth of the Department.
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Institutions built in the early 1900’s as well as those constructed in the 1980°s
require an increasing amount of maintenance to meet the safety and security needs
of the Department. These factors have also had a dramatic affect on the
Department’s ability to manage and control its fiscal resources.

The Department’s Executive Staff have evaluated and identified shortfalls in its
operational practices. The CDC Leadership Team realizes that systems,
procedures and accurate, real-time data are only part of the equation of a fiscally
responsible business entity. As a Leadership Team, the staff is working toward
influencing a cultural change to make fiscal management inherent in daily
operational practices at the program level.

In May 1999 as a result of continuing budget deficits, CDC implemented a review
of current management, personnel and financial practices. The initial review at
each institution included sick leave, holiday, vacation, and overtime funding and
expenditure levels. This review identified a number of causes for the recurring
budget deficits, specifically in the area covering custody staff positions for
employee absences, and the tracking and management of budget resources for that
coverage. The CDC devoted significant personnel and fiscal resources toward the
improvement of human resources and financial management practices in the
Department since 1999.

In January 2000, the BSA validated these findings in their published report based
on an audit performed in the latter months of 1999. This audit criticized the
Department on its inability to:

e Manage its fiscal operations;

e Identify specific programmatic costs;

e Report to the Legislature on its financial position;
e Match budgeted funds to actual expenditures;

e Resolve custody staff funding shortfalls;

e Reduce workers compensation costs;

e Determine the total cost of inmate programs;

e Manage its contracts;

e Develop sound fiscal policies, and;

e Track the litigation cases that contribute to high costs.

Many of the audit findings point directly to the lack of integrated business data
systems including: human resource management, budget and cash flow
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management, coordinated and consolidated purchase management, position
tracking, case management, contract management, workers’ compensation
management, and facilities management. The only solution to resolving these
very difficult, costly and long standing Departmental business issues is the
procurement of an integrated business information system. This integrated
information system will provide CDC executives/managers and the Governor,
Legislature, and various control agencies with critical information needed to make
sound policy and fiscal decisions.

CONCLUSION

The Department cannot continue to rely on manual processes to track budgetary
allotments for its estimated $5.2 billion budget. The inability to align spending
authority with spending plans provides an inaccurate fiscal picture of the
Department. To continue on a “status quo” basis would result in CDC’s
continued inability to quantify and provide timely trend analysis reports on those
areas responsible for the deficit, estimated to be $70.8 million for FY 2001/2002
(contingent on the receipt of additional funding to reduce it from approximately
$254 million). Without the ability to track costs, retrieve data and recover
historical information the Department cannot be proactive in controlling its fiscal
issues.

The CDC’s managerial and executive staff cannot successfully manage a “mega-
corporation” in this fiscal climate without the appropriate tools and information
about its staff, finances, contracts, facilities, and inventory. They must be able to
access “real-time” detailed expenditure information to identify the specific drivers
of the cost deficiencies. Additionally, staff needs to identify areas for cost
reductions, such as a more cost effective method to fill vacant posted positions in
an effort to reduce current overtime expenditures, which are one of the drivers
contributing to the ongoing fiscal deficit. Management must also stabilize the
ongoing deficiencies, and accurately report to the Governor, Legislature and
Control Agencies on its multi-billion budget. With depleting State resources and
statewide freezes of hiring employees, CDC’s staff can no longer continue to use
and manage from information that is 60 days in arrears and very limited in the
detail that is provided. Additionally, CDC cannot comply with the requests of
outside stakeholders such as the Legislature and the BSA with the fiscal detail that
has been requested due to the limitations of the existing systems.

The CDC utilizes antiquated, manual, paper intensive processes and systems,
which result in the continuation and potential escalation of the fiscal issues that
are the premise of this FSR. The inability to identify funding shortfalls, control
spending, identify specific cost drivers of the deficit, and improve operation
efficiency has a direct correlation to the safety and security of staff, inmates, the
community and the potential for increased liability to the Department. As the
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inmate population ages, Health Care costs rise proportionately. New legislation
and inmate lawsuits have mandated treatment and care changes that have resulted
in policy and physical plant modifications. Additionally, Institutions built in the
early 1900’s as well as those constructed in the 1980’s require an increasing
amount of maintenance to meet the safety and security needs of new legislation
and legal mandates. Insufficient funding and staffing has a negative affect on the
care and incarceration of the inmates. As funding becomes unavailable for core
needs of the Institutions, litigation cases for “level of care” increase.

The Department must find a way to improve its fiscal accountability, standardize
and improve its operations, control spending and ensure the ability to reach its
goal of “truth in budgeting”. Through this FSR, the Department has demonstrated
that this project is a cost effective and prudent investment in State resources; and
if not approved would ultimately put taxpayers dollars at risk, jeopardize the
safety and security of staff, inmates and the communities of California, and fail to
address the Department of Finance, Inspector General, BSA and Legislature’s
concerns and issues. In spite of its size, complex programs, and the geographic
spread of staff, facilities and offices, CDC intends to regain sound fiscal
accountability to proactively manage changes in funding and work toward
controlling and reducing the Department’s deficit. This is the intent for the basis
of this FSR.

4.0 BASELINE ANALYSIS

41  CURRENT METHOD (CHARACTERISTICS OF THE CURRENT SYSTEM)

The business functions identified for standardization, streamlining, and
automation include: Financial/Budget Management, Human Resources
Management and Procurement/Contract Management.  Risk Management,
Facilities Management, and Business Management will be addressed through the
development of a new FSR, which will be developed after the implementation and
completion of the above stated functions. These business functions are performed
by staff from CDC Headquarters, HCSD, ID, and the P&CSD. Processes unique
to a Division will be described in the detailed narrative below.

Subject Matter Experts (SME’s) were consulted during the development of the
FSR to document over 125 separate ““as-is” business process flows covering these
functional areas. Due to the size and number of process flows, this section will
address the functional areas at a conceptual level. A representative sampling of
the over 125 business flows can be found in “as-is” Process Flows (Appendix C).
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FINANCIAL/BUDGET MANAGEMENT

The Financial/Budget Management (FBM) System supports and manages CDC’s
$5.2 billion budget. It is comprised of a set of manual and automated processes
that:

e Manage the complex accounting function of CDC;

e Allocates funding to CDC divisions;

e Provides an accounting structure to be used by the Department that is
consistent with the Uniform Code Manual (UCM);
Manages budget projections, expenditure tracking, and reconciliation, and;

e Coordinates and performs audits of accounting practices in the Department.

The processes within FBM include:

e Accounting
e Contract Accounting;
e Cost Accounting;
e Capital Outlay Appropriation Accounting, and;
e State Operational/Local Assistance Appropriation Accounting.
e Budgeting
e Annual Budget Preparation;
e Budget Allotment and Allocation;
e Budget Reconciliation’ and;
e Monthly Budget Plan.
e Auditing
e Perform Internal Audits, and;
e Coordinate External Audits.
e Reporting
e Budget;
e Financial, and;
o Legislative.

The current FBM System does not meet CDC’s requirement to provide sound
fiscal management and control. The “as-is” process flows reflect time consuming
and cumbersome processes. For example, the MBP process requires the RAO to
download expenditure data from CalSTARS, to be merged into a spreadsheet by
the Headquarters Budget Analyst, which is sent to the Institutions for update.
Once the updates are made, the spreadsheet is sent to the Headquarters’ BMB who
rolls the data up into a summary report. The report is forwarded to the Deputy
Director, FSD, and the Directorate. All CDC locations perform a similar process
independent from the institution program process. This process is done on a
monthly basis and takes about a week to complete. This is typical of a FBM
process flow, which points out multiple handoffs, a lack of standard, automated
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systems, and lack of timely and consistent data. This requires CDC staff to
develop and maintain separate databases to record and track financial budget and
expenditure data at local sites.

The cumbersome process causes user satisfaction to be low. Labor-intensive
processes lead to job dissatisfaction as quantified in a 95 percent turnover rate in
BMB, which has been substantiated through interviews with CDC budget staff.

A number of databases and systems support FBM. Some of these systems are
stand-alone and provide no integration of fiscal data. The following is a list of
systems identified in the Process Flows:

CalSTARS;

Monthly Budget Plan Database;

State Controllers Office;

Audit Tracking Spreadsheets;

OBM Databases, and;

HCCUP Spreadsheets.

(Note: See glossary of terms for acronym definitions.)

There are no automated interfaces with external systems, which often results in
multiple keying of fiscal information.

HUMAN RESOURCE MANAGEMENT

The Human Resources Management (HRM) System supports CDC’s 45,357
employees. It is comprised of a set of manual and automated processes that:

Provide services to the employees of CDC in payroll and benefits;
Plans and administers a civil service examination program;
Administers a civil service classification plan, and;

Tracks and manages Workers’ Compensation claims.

The processes within HRM include:

Adverse actions;
Attendance;

Benefits Administration;
EEO Complaints;
Grievances;

Hiring;

Labor Negotiations;
License Tracking;

Merit Salary Adjustment;
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e Payroll Interface;
e Performance Evaluation;

e Position:
e Allocation;
¢ Control;

e Establishment and Change;
Post Assignment;

Salary Advance;

Testing;

Unfair Labor Practice,

Wage Garnishment, and;
Workers” Compensation.

The current HRM processes support basic employee related functions, i.e., hiring,
benefits, payroll; however, a means for collecting, storing, and retrieving
historical data necessary for fiscal planning does not exist. The system also lacks
integrated data, timely notification of changes, and controls to enable CDC
management to efficiently manage staff resources. For example, PPAS is
established by the creation of staffing packages, or the “Annotated 2,” which is
reconciled by the Institutions’ Associate Warden, Business Services. The staffing
package is forwarded to Personnel, which manually creates a Form STD 607
establishing the positions. The staffing package and Form STD 607 are sent to
the Post Assignment Lieutenant who identifies post numbers, loads the post
information into PPAS and develops an RDO/Relief matrix. Daily job changes
are keyed into PPAS; and on a weekly basis, an updated disk is downloaded to
WOTS. The WOTS is then used to assign alternate relief coverage in the event of
unanticipated absences. This process is performed independently at each of the
33 Institutions. The PPAS and WOTS are stand-alone systems, which require the
sharing of information by disk on a weekly basis. This process is cumbersome,
time consuming, and results in untimely and inaccurate data for management
reports.

The inability to track, monitor, and control the efficient use of posts and relief
coverage results in staff frustration. Arduous hours are worked to provide
explanations for custodial over-expenditures of overtime and PIE’s and
ineffective post coverage. In the personnel area staff dissatisfaction is the result of
labor-intensive processes, which are used to retrieve data necessary to provide
historical information. This is needed for the completion of audit responses,
management reports, and trend analysis.

In the Worker’s Compensation area to document the injury of an employee

requires the employees’ supervisor, when notified of an injury, to furnish the

Form SCIF 3301 to the employee within 24 hours of the injury. The employee

completes the SCIF 3301 and returns it to the Return to Work

Coordinator (RTWC) who reviews the document for accuracy. The RTWC
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completes the OSHA 301 log and forwards it to the Safety Coordinator. The
supervisor, after providing the SCIF 3301, investigates the injury and completes
the SCIF 3067. It is then forwarded through the chain-of-command to the RTWC.
The Safety Coordinator reviews the OSHA log at the monthly safety meeting and
determines if a plan of action is necessary to ensure reduced liability. This
process is done with each reported injury. The Department has limited access to
historical information, which would provide trend analysis data, the ability to
track aged claims, identify cases for possible settlement and closure, and identify
potential areas of concern.

The RTWC’s excessive workload results in a high level of job dissatisfaction.
Comp Watch, an automated tracking system for the tracking of job related
injuries, does not supply information necessary to adequately report costs, time
lost, and injury trends.

A number of databases and systems support HRM. Some of these systems are
stand-alone and provide no integration of personnel data. The following is a list
of systems identified in the process flows:

CalSTARS;

CLAS;

PIMS;

PIP;

PPAS;

WOTS;

ACES;

On-line Examination System (SPB);

MIRS;

VPOS;

TDC Database;

Fair Labor Standards Act (FLSA) Calculation System;
Fair Labor Standards Act (FLSA) Calculation System (7-K);
In-Service Training and Tracking System;

Comp Watch;

Discrimination Complaint Activity Tracking System, and;
SCIF.

(Note: See Glossary of Terms for acronym definitions)

There are no automated interfaces with external systems, which often results in
multiple keying of personnel information.

PROCUREMENT/CONTRACT MANAGEMENT

The Procurement/Contract Management (P/CM) System supports and manages
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the purchasing, receiving, and inventory of goods, provides asset management and
coordinates services and contracts required to maintain CDC’s business needs. It
is comprised of a set of manual and automated processes that:

Manage the purchasing, receiving and storing of goods and services;
Tracks inventory;

Tracks assets i.e., vehicle, equipment and property, and

Manage contract information.

The processes within the P/CM include:

Contracts;

Issue Contract;

Track Contract;

Amend Contract;
Purchasing;

Procure Goods;

Issue Goods;

Receive Goods;
Hazardous Material Tracking;
Return Goods;
Inventory Management;
Asset Management;
Leasing;

Modular Trailers, and;
Real Estate.

The current P/CM System does not meet CDC’s requirement to provide sound
purchasing practices, asset management, contract management, and inventory
tracking to control operational costs. For example, the purchasing of goods
requires a requestor to identify an item for order. A Form CDC 954 is completed
and forwarded to the area supervisor for approval. Once approved, the Form
CDC 954 is sent to the Procurement Office for verification of purchase
information. The document is forwarded through the chain of command for
approval of funds. After approval, the Form CDC 954 is returned to the
Procurement Office for processing. The purchase information is transferred to a
Form STD 65, which is sent to the appropriate RAO for encumbrance of funds.
After the funds have been encumbered the Form STD 65 is distributed to the
appropriate areas. This process occurs for each purchase document. The
Headquarters BMB, Procurement Unit (PU), also have stand-alone tracking
systems to track the processing of purchase orders for all Headquarters and
P&CSD. This is typical of the process flows, which point out multiple handoffs, a
lack of standard, automated systems and a lack of timely and consistent data. This
requires CDC staff to develop and maintain separate databases to record and track
purchase and expenditure data at local sites.
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The manual processes and duplicate handling of purchase documents increases the
workload of procurement staff. This labor intensive process is time consuming at
best, thus hampering the workload efficiencies and negatively affecting staff’s job
satisfaction. =~ The management of the numerous contracts utilized by the
Department are handled by Headquarters, however, the initiation, tracking, and
evaluation is performed by Institution and Parole staff.

The P/CM area is supported by a limited number of databases and systems. The
following is a list of systems that provide no integration of expenditure data:

Cal Buy;

CalSTARS;

SLAMM, and;

PCS.

(Note: See Glossary of Terms for acronym definitions)

There are no automated interfaces with external systems, which results in multiple
keying of purchasing, expenditure, asset, and inventory information.

4.2 TECHNICAL ENVIRONMENT

Environmental Factors

There are various factors in the environment within which the proposed solution
will be implemented. These factors are described below:

Strategies:

The State’s policy requires CDC to use approved State data centers to house
mission critical system components. Currently, CDC utilizes the Teale Data
Center (TDC) to host CDC systems.

Financial Constraints:

A Spring Finance Letter (SFL) will be submitted for implementation and on going
costs. The total project costs must fall within the funding projections and
approval limits.

Legal or Public Policy Constraints:

Recognizing the dynamic nature of CDC’s policies and legal constraints, the
proposed solution must be capable of providing rapid customer updates.
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Additionally, the proposed solution must meet the following policy requirements
at the time of proposed submission in the ERP process areas below. For all areas
procedures and rules in the Departmental Operations Manual (DOM) and/or State
Administrative Manual (SAM) may apply:

Financial/Budget Management processes:

e  Government Codes;

e GAAP — Generally Accepted Accounting Principles;

e Governor’s Budget - structure (program, component, PCA) for CDC
organization;

e SAM - budget format, budget process guidelines;

e Budget Letter, and;

e Management Memos.

Human Resources Management processes:

o Government Codes;

e State Department of Personnel Administration (DPA) — classification and pay
guidelines;

e DPA Laws and Rules;

e Bargaining Union Agreements — rules and constraints pertaining to employee
benefits, pay administration for over 20+ union agreements;

e State Personnel Board — examination laws and rules, and hiring related to the

examination process;

SCO — salary issues, position reconciliation;

CalPERS - employee retirement system;

Management Memos;

DPA — worker’s compensation reporting requirements, and;

Labor code — Workers” Compensation reporting process.

Procurement/Contract Management processes:

Government Codes;

SAM - procurement approval guidelines;

DGS guidelines — vendor information (industry, small business certification);
State Contracting Manual,

Material Management Handbook — inventory and property procedures and
processes, and

e Management Memos.
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ANTICIPATED EQUIPMENT/SOFTWARE CHANGES

The proposed solution must be implemented on a platform that is consistent with
the platforms supported by TDC and network infrastructure of CDC. The current
Departmental policy is to replace 25 percent of its personal computers (PC) on a
yearly basis. New PCs and printers will be purchased under CDC workstation
standards. The BIS Project does not anticipate replacing existing PCs due to this
policy. The proposed solution must operate on PCs that may be up to four years
old and as such CDC standards will support ERP minimum requirements.

The hardware and software platforms will be determined based on the ERP
Solution requirements. The CDC will ensure that these platforms are supported
within the organization as well as TDC. The required platforms will consider the
needs of the client workstations, application and database servers, WAN and
LAN.

PERSONNEL RESOURCES

CDC staff performs the business processes using manual and some automated
spreadsheets. Processing is cumbersome, making it difficult to keep up with day-
to-day workload. Due to the volume of transactions processed, many areas are
experiencing huge backlogs and some activities are not getting done.

High turnover due to heavy workloads, and position reductions over the last
ten years have had an impact on CDC’s ability to efficiently carryout their
business transactions.

As an example, some of the areas in the scope of this FSR have quantified
backlog, workload, and listed some of the activities they are not getting to do.
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Position Reductions in Previous Fiscal Years:
e 4,444 over approximately 10 years.
Backlog:

e Tollow up Payroll Accounts Receivables over 60 days, 976 in number,
equaling approximately $576,000;

e Expense advances over 90 days; numbers of advances are over 800 equaling
approximately $225,000;

e Claims to reimburse revolving fund (claim schedules to Controller’s); over
61 days, number of items is currently 40, totaling approximately $19.6
million;

e Travel advances over 90 days; numbers of advances are 86 currently;

e Catastrophic time bank calendars and posting, and

e Filing and purging of Official Personnel Files.

Tasks Not Completed Due To Workload:

e Associated task reconciliation of Document File D-16, CalSTARS;

e A thorough audit of vendor and employee (travel claims) invoices (recently
identified as an audit finding);

e Calculate and pay penalties due to vendors from claim schedules held as a
result to deficit;

o Staff training and development that impacts the high turnover rate in
accounting employees, and;

e Writing and updating formal procedure (an audit item for BSA and DOF).

Heavy Workload:

7,063 overtime hours annually preparing initial allotments;

11,000 hours annually manually retrieving and preparing budgetary reports;
52,800 hours annually processing invoices;

2,000 overtime hours annually tracking budgetary history issues;

37,208 hours annually processing overtime meal tickets;

2,856 hours annually preparing summary reports, and;

8,250 hours annually processing custody uniform allowance.

External consultants cannot provide the business rule knowledge CDC employees
possess, but will assist the project in the areas of business process support,
technical support, change management, and project management.
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4.2.1 Existing Information Technology Infrastructure

CDC Data Processing Systems Currently Used

The CDC staff utilizes many data processing systems to facilitate the delivery of
business support services to the Department. However, lack of standardization of
data formats makes sharing data electronically impossible among those systems.
The result forces CDC staff to reenter the same data into different systems
repeatedly, which results in data errors and generates inconsistent information.
This greatly increases manual data consolidation of workload and makes it
virtually impossible to deliver information in a timely basis. Lack of accurate
information on a timely basis makes it difficult for CDC management to control
costs and allocate resources effectively. The matrix in Appendix D provides a
listing of the “formal” systems in use by CDC staff to support the business
processes within the scope of this project. Many “informal” systems such as
Excel spreadsheets and paper files also support these processes. These “informal”
systems tend to be stand-alone systems and have a tendency to store redundant
data in several different areas. For example, the BIS Team identified several
different spreadsheets that were used to track budget to actual expenditures. The
matrix in Appendix D also identifies the business process flow that utilizes this
system, and the recommended solution (maintain, absorb by the ERP, interface,
etc.) for each existing system.

CDC Network

There are over 130 CDC locations throughout the State. Administrative offices
are located in various Sacramento locations. There are 33 Institutions, four
Regional Parole Administrative Offices, eight Regional Accounting Offices and
103 Parole Offices. The CDC network consists of local area networks (LAN) in
each office connected to the CDC wide area network (WAN). The CDC WAN
provides connections to the Internet, TDC and State Department of Justice (DOJ)
Data Center.

CDC/LAN

As mentioned above, LANs are in CDC offices throughout the State. A majority
of Institutions have had fiber optic and Category 5 cabling installed over the last
eight to ten years. However, not all buildings in all Institutions are connected to
the LANs. In addition, some older leased facilities have Category 3 cabling which
does not meet the current CDC cabling standard.
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Cabling within each CDC location that will require access to the new ERP
Solution needs to be evaluated to ensure that all cabling meets the current CDC
cabling standard and will fully support BIS end-user connectivity requirements.

CDC/WAN

Currently, TDC and the Southern Bell Company (SBC) provide the majority of
WAN services (Frame Relay and point-to-point connections) for CDC.

The current CDC WAN design and capacity reflects the location and type of
systems used by the Department for information processing. Two of the major
systems in use are the Distributed Data Processing System (DDPS) and the
Interim Parole Tracking System (IPTS). These systems are distributed with mid-
range processors located in each Institution and Parole Office. Statewide
processing is accomplished via nightly file transfers from the local systems to
systems operating in the CDC Data Center. The other major CDC system, the
Offender Based Information System (OBIS) is character based and operates at
TDC.

New initiatives currently under development or in the planning phase will place
new bandwidth demands on the CDC WAN. In order to realize full benefits from
the new systems, the CDC WAN must be analyzed and engineered to meet near
term utilization requirements and positioned to respond to longer-term demands
for additional bandwidth.

The Department must improve its network infrastructure to address the current
problems with the architecture, WAN, and network management methodology as
well as build the foundation to meet the increasing demands for accurate and
timely information.

CDC Internet Connectivity

Currently, CDC has two connections to the Internet. All CDC locations
connected to the CDC/WAN access the Internet through one connection.  The
second Internet connection is for non-CDC entities to connect to the Parole Law
Enforcement Application Data System (LEADS).

Remote sites that are not connected to the CDC/WAN but require Internet
connectivity are required to use an Internet Service Provider (ISP).

As demands increase for accessing the Internet, security and bandwidth issues are
becoming more critical than ever. The CDC’s current Internet strategy is to
eliminate individual ISP’s and to consolidate all Internet access through one
Departmental connection.
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In summary, reliable adequate bandwidth, a fault-tolerance scaleable network
infrastructure, and efficient network management tools will provide the necessary
technical foundation to enable CDC to collect, store, and retrieve reliable cost
information in a “real-time” manner. This technical foundation coupled with a
business process oriented enterprise solution will enable CDC to enforce business
processes standardization and begin to solve its business problems.

In order to use the ERP Solution, the end-users at each CDC location will use the
CDC LAN/WAN to access the BIS/ERP applications and BIS/databases.

CDC end-users in the Institutions and distributed administrative sites that are not
currently networked were identified during the FSR analysis.

Based on a survey of the 33 Institutions and in discussion with ISD, it was
determined that on average, each Institution would need an additional five
workstations and 15 networked printers.

5.0 PROPOSED SOLUTION

5.1 SOLUTION DESCRIPTION

The BIS Project effort will result in the implementation of a Commercially
Available Off-The-Shelf (COTS) ERP Solution. An ERP is a suite of software
applications that manage the resources of a business. The software applications
incorporate industry best business practices. These best practices are integrated
using modern database management technology, and provide electronic data
interchange capability using the latest networking technology to manage an entire
organization’s business operations. The goal of an ERP is to support one time
entry of information at the point where it is created, and to make it available to all
the participants within the organization. The CDC information will be available
in a “real-time” manner for staff to complete tasks and for management to utilize
for the purpose of making sound operational decisions. Normally, an ERP
Solution is implemented in modules and data is stored in a central database. Each
module addresses one core business operation, such as finance, human resources,
or procurement. The data is interchangeable among the modules.

The implementation of an ERP Solution requires a substantial investment in time,
money and resources. However, when implemented to solve unsound business
practices, the ERP will be a powerful tool for business improvement.

The ERP Solution will be the foundation for the integration of Departmentwide
business information systems that will link together CDC’s entire business
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operations, including but not limited to; accounting, budgeting, financing, human
resources, procurement, contract, facilities, and construction project management.
Moreover, the ERP Solution will build interfaces to connect with internal and
other internal and external State agencies systems to enable electronic data
interchange.

The Youth and Adult Correctional Agency’s (YACA) goal is to operate the entire
Agency efficiently and to ensure fiscal accountability in each Department within
its prevue. To meet the Agency’s goals, CDC plans to procure a total ERP
Solution, implementing the functionality in a phased approach. The first phase
will consist of CDC’s Financial/Budget, Human Resources, including Workers’
Compensation, and Procurement/Contract business processes. These process
areas were identified as the most critical to the resolution of the fiscal
management issues as validated in the BSA Report, dated January 2000. It is the
Department’s intent to complete a new FSR for a second phase, which will focus
on implementing Facilities Management, Construction Project Management, and
Legal Case Cost Management processes. To complete YACA’s vision, a third
implementation phase will be requested via the FSR process to encompass the
remaining Departments and Boards, such as; the Department of Youth Authority,
Board of Corrections, Board of Prison Terms, Youthful Offender Parole Board
and Narcotic Addict Evaluation Authority.
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The following diagram provides a conceptual view of the ERP Solution.

First Phase Functions are identified by solid lines and color.
Future Functions are identified by dotted lines and no color.

Case ’ Plant

Management
Management BIS/ERP g

Integrated
Database Tier
Apptlication Modules Tier

The ERP will require and enforce Departmentwide business process
standardization, and enable CDC management to retrieve integrated, summary
information for forecasting, trend analysis, and management reporting in a “real-
time” manner to improve decision-making capabilities.

ERP Solutions can track work items and send a notification to a group or
individual for processing due to upcoming deadlines, escalation of overdue
activities, or exception processing, just to cite a few examples. These
notifications are sent using standard e-mail systems. The BIS Project intends to
use workflow functionality to enable the business processes that are implemented.
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5.1.1 Technical Platform

Based on current market research conducted by the BIS Team, the proposed BIS
ERP Solution will be a 3-tier architecture configured in three layers — a database
layer, application layer, and presentation-client layer. —The database and
application layers will reside at, and be managed by, the TDC. The presentation
layer will reside on PCs used by BIS end-users located Statewide throughout
designated CDC locations. ‘

The BIS Project intends to implement an ERP Solution on one of TDC’s
supported platforms. The BIS Team market research results identified various
available platforms. However, CDC will select a platform, which can be
supported by TDC.

The BIS client PCs will meet CDC hardware and software standards as well as
ERP software requirements. Market research validated that this is a viable
platform for the client platform. To communicate, the client PCs will require a
network interface card to meet current CDC network standard.

The ERP Solution will employ TCP IP as the underlying network protocol for the
ERP application and CDC network, including CDC LAN, CDC WAN, and
Internet connections.

5.1.2 Network

The CDC network will be a contributing factor to the successful implementation
of the BIS Project. The ERP Solution will be the engine driving a modernized
flow of business information, and will provide a solid foundation to streamline,
automate, and integrate Departmentwide business processes.

The CDC network will enable access to the ERP Solution from anywhere within
CDC at any time. It needs to support the daily business transaction data flows,
which include updates to the ERP database, as well as the routing of workflow
documents. These capabilities are not only core to CDC business operations, but
also network centric.

The successful delivery of this mission-critical application is dependent upon
providing a network infrastructure that is highly available, scalable, and
application-aware, and requires more than just Bandwidth.

. Available: Ensures applications can be accessed from anywhere at
anytime by BIS end-users. This means CDC will need to ensure a fault-
tolerant network consisting of redundant components, links, and services,
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° together with intelligent software capable of ensuring fast, application-
transparent detection and recovery around any failures.

. Scalable: Supports the growing number of end-users and other
automation systems within the Department. The number of BIS end-users
for the initial implementation is estimated to be approximately 3,000 staff.
That number is less than 10 percent of the total number of CDC staff.
There is a large opportunity for growth in the number of end-users due to
enabling staff self-service functions, such as completing time sheets and
updating personal information. In order to efficiently manage its mission,
CDC not only needs the ERP Solution but other automation systems to
directly process inmates. The CDC network needs to be scalable to handle
the current and future networking needs of CDC’s automated systems.

. Application-aware: Requires the network to have the intelligent
capability to recognize, classify, and prioritize the business-critical
applications flows, such as the ERP Solution, while still enabling timely
end-user access to other applications vital to CDC’s operations.

The BIS Team will be working with CDC’s Information Systems
Division’s (ISD) Network Unit and the Facilities Management Division’s
(FMD) Telecommunication Branch, and contracted network consultant(s)
to evaluate CDC’s network infrastructure. It is planned that the evaluation
will result in a network redesign and recommended network
improvements. It is anticipated that any network management tools
recommended in the redesigned solution will leverage the existing CDC
network management framework. The redesigned capacities of the CDC
WAN and Internet connections will be required to satisfy CDC business
data flow requirements, and BIS end-user connection and application
requirements as well as CDC’s current and future networking needs.

Network Services:

Telecommunications and data center services, such as data transport services, data
security (encryption), data storage and hardware support will be required from
TDC and SBC.

5.1.3 Hardware

The first phase of the BIS Project will automate CDC’s Financial/Budget, Human
Resources, and Procurement/Contract processes. This automation will replace the
Department’s current manual based business methodology. As a result, CDC will
need to procure the application, database, and web servers to support the
application. These servers will be located at TDC. Additional servers will be
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purchased to support the development, testing, and training environments. These
processors will be maintained after implementation to support continuous process
improvements, end-user training, and custom report development.

Application Servers 150 end-users per CPU
Low-end Server w/512mb memory 6 production, 1 test, 1
9 1 development, 1 training

Additional Processors 9 1 2 CPUs per server

Additional memory (256mb) 9 2

DASD, primary disk storage 9 72 Gigabytes (GB)

DASD, secondary disk storage 9 0

Back-up servers 9 0 \

Web Servers

Server 7 I 6  production, 1 test/
development/training

Database Servers

High-end Server 2 1 1 production, 1 test/
development/training

Additional processors 2 5

DASD, primary storage 2 504 GB

DASD, secondary storage 2 504 GB

Dedicated server 2 1

Database Management System user $2,400

support fee

A majority of the end-users (approximately 80 percent) currently utilize a
workstation and printer. The remaining workstations and printers will be
procured to support the ERP application.

To address networking needs, CDC’s network infrastructure will be built out as
needed to support BIS end-user connectivity. Based upon CDC’s ISD preliminary
technical estimate, the BIS Project may need to replace approximately 130
network devices to support the migration from “dummy” terminal/mainframe to
client server and web-based technology.

5.1.4 Software

The project will procure a customizable COTS ERP application software solution,
including database management software, development software, and reporting
software.

Network monitoring software is an essential tool, which will provide the means to
collect network statistics and enable CDC technical staff to proactively manage
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the network. Additionally, more intelligent network management software will
enable the routing and prioritization of all network traffic to guarantee the ERP
data flows smoothly and in conjunction with other applications, such as e-mail.
Finally, intelligent network management tools will enable CDC to provide remote
technical support to the field sites and enable CDC to distribute BIS software
patches and upgrades from a central location.

5.1.5 Development Approach
BIS Project Development Approach:

The BIS Team will contract with a system integrator vendor to install the ERP
software. The vendor will work directly with the BIS Team during the
implementation to ensure that best practice processes are put into place, while at
the same time meeting the specific business rules and policy requirements of the
Department. Since the ERP utilizes industry best business practices, CDC intends
to re-engineer its business processes to take advantage of the inherent best
practices.

The implementation will adhere to Institution of Electric and Electronic Engineers
(IEEE) standards. During analysis, an assessment will be done to identify the
differences (gaps) between the existing business process flows and the re-
engineered process flows. A Policy/Change Management Team will focus on
communicating and training CDC staff on the gaps between the current and re-
engineered business processes, as well, as manage an ongoing campaign to ensure
acceptance and buy-in of the reengineered processes. The Policy/Change
Management Team will also focus on facilitating the resolution of policy issues
that will affect the development of CDC’s new business process flows.

During design, the software will be configured to enable the re-engineered
processes. Since COTS solutions typically require less programming than custom
software, the development effort will focus on developing interfaces to external
State agency applications, data conversion and custom reports.

The BIS Team will utilize the vendor’s recommended ERP implementation and
change management methodology to implement the business processes using ERP
software.

BIS Network Improvement Approach:

The CDC’s staff and network contractor will be responsible for installing the
LAN at the Institutions. To leverage off network cabling already installed at the
Institutions, CDC’s Telecommunications Branch will contract with a engineering
firm to test the existing fiber network between the buildings at the Institution sites
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and troubleshoot any technical issues found. Existing cabling will be used
wherever possible and added or upgraded per the BIS end-user location
requirements.

The CDC will utilize consulting services to assess and redesign the CDC network,
as well as implementation of the appropriate redesign recommendations to
facilitate a reliable and scalable network that supports the current and future needs
of the ERP Solution. ISD network staff will work with the BIS Team to develop
the technical Request for Proposal (RFP) and specifications to procure network
design and installation services to address the CDC WAN.

5.1.6 Integration Issues

BIS Software Integration Issues:

The ERP software implementation will have minimal impact on CDC’s current
application environment due to a lack of automated application systems. The
largest area of impact will be on end-users in the context of automating,
streamlining, and standardizing on very labor intensive, manual processes.

The integrity of the newly designed financial/budget, human resource, and
procurement/contract processes needs the support of full-time dedicated resources
to facilitate the ongoing integration of business rule and policy changes as well as
process improvements into the BIS ERP system.

BIS Network Integration Issues:
The redesigned and improved CDC WAN will need to continue to support

connectivity for existing automation systems such as DDPS, OBIS, etc.

5.1.7 Procurement Approach
BIS ERP Procurement:

The database application, supporting hardware, installation and configuration
services, as well as ongoing maintenance and support of these components will be
contracted through TDC. The proposed ERP application, as well as
implementation and change management vendor services will be procured through
a competitive bid process.
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LAN components will be procured using the Invitation for Bid (IFB) process.
Workstations and peripherals will be procured as part of the implementation
vendor services or separately through the DGS State contracts, whichever is the
best value to the State of California.

BIS Network Procurement:

The Department will contract with an outside vendor for network project
management, evaluation, redesign, and implementation services. The Department
intends to contract for these services in two separate contracts. The first contract
will be for technical project management, evaluation, and redesign services. The
second contract will be for implementation services. These service contracts will
be procured through the State’s competitive bid process.

The redesign recommended hardware or software component will be procured
from an approved DGS leveraged procurement agreement. The procurement
approach will follow all State requirements to include certified Small Business
(SB) and Disabled Veteran Business Enterprise (DVBE) vendors in the
competitive bid process. Network services (data circuits) will be procured from
the appropriate CSGnet provider.

5.1.8 Technical Interfaces
ERP Software Interfaces:
The proposed solution will interface with the following systems:
Financial/Budget Management:
o CalSTARS - account receivable/payable information, and
e Health Care Cost Utilization Program — contract cost information for
inmate healthcare provided in the Institutions.
Human Resource Management:
e SCO - position, salary, leave, payroll information;
e CalSTARS - salary advance, wage garnishment, workers
compensation, and payroll information;

e California Leave Accounting System (CLAS) — attendance, workers
compensation, benefits information;

e Management Information Retrieval System - license/credential
tracking;
e Payroll Information Management System - employee payroll

information details, license/credential tracking;
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e Payroll Input Process — attendance, payroll interface, and
e SCIF — Workers’ Compensation information.

Procurement/Contract Management:

e Cal Buy - electronic purchases of statewide goods;
e SCPRS - State Contract and Procurement Registration System.

Additionally, the proposed solutions will replace the following systems currently
used at CDC:

Financial/Budget Management:

e SCO Yearly Download/Position Control Process — reformats position
information from SCO;

e Travel Expense Claim — travel expense claim spreadsheet, and;

e Monthly Budget Plan — i.e.; expenditure, allotment, reimbursement,
encumbrance data from CalSTARS report files and receives expense
projections from CDC divisions.

Human Resource Management:

e Employee Record of Attendance — timekeeping;

e Fair Labor Standards Act Calculation System — calculates overtime
rates and position control information;

e Fair Labor Standards Act Calculation System, 7K - calculates overtime
rates and position control information for custody;

e In Service Training and Tracking System - tracks training for
Institution staff;

e Personnel Post Assignment Schedule — post assignment tracking, and;

e Watch Office Tracking System — attendance, custody.

Procurement/Contract Management:

e Controlled Armory Tracking System -~ tracks weapons and
ammunition;

e Property Control System — property management, and

e State Logistics and Materials Management System - inventory
management.

The matrix in Appendix D provides a listing of the systems currently used by
CDC staff to support the business processes within the scope of this project. The
matrix also identifies the business process that utilizes the system, and the
recommended solution for each system, such as, maintain the system, absorb the
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system within the ERP Solution, or interface into the system.
BIS Network Interfaces:

The redesigned CDC WAN will continue to provide interfaces with TDC and
SCO to facilitate automated data transfer to and from the new ERP system.

5.1.9 Testing Plan
ERP Software Implementation Testing:

The proposed enhancements will be subject to integration, system, and other tests
as required prior to user acceptance testing. The testing will be performed in
accordance with a test plan developed by the system integrator and overseen by an
Independent Verification and Validation (IV&V) contractor.

BIS Network Testing:

Network contract resources will be responsible for developing the detailed test
plan and test case scenarios. The CDC network and telecommunications staff, as
well as the contracted resources, will perform tests and evaluate test results. The
CDC will be responsible for accepting the test results. An IV&V contractor will
oversee network testing.

5.1.10 Resource Requirements
ERP Implementation Resources:

The staff resources required to support the implementation of the ERP Solution
will be comprised of CDC business and technical experts, and vendor functional
and technical experts. Contract personnel, partnered with CDC resources, will be
utilized to configure, test, and implement the ERP Solution, providing end-user
change management and training.

BIS Network Resources:
The BIS Project intends to utilize contracted resources to validate, evaluate,

redesign, and install network components. Part-time staff resources from CDC’s
ISD and FMD will participate in these activities.
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5.1.11 Training Plan
ERP Software Training:

A comprehensive set of training plans will be developed by BIS Teams to address
the implementation, support, and end-user training requirements. The training
plans will address the skills and knowledge necessary to use or support the
system.

The BIS Implementation Team will be trained on the concepts and overall
functionality of the ERP Solution. It is anticipated that this training will occur at
the start of the project. Business analysts on the Implementation Team will be
trained on the concepts of business process reengineering. Technical Team
Members will be trained on specific database query languages of the chosen
solution, as well as the technical platform.

The CDC end-users will receive “just-in-time” training on the ERP Solution, as it
gets closer to the implementation of business process functionality. This training
will cover business process workflow, data input, maintenance, search and
retrieval, and reporting requirements.

For planning purposes, the BIS Team assumes three regional training offices that
will include training for Institutions, Health Care, Parole and Administrative staff
at each location. The costs of providing remote training, as well as travel of class
participants has been factored into the implementation cost projections.

BIS Network Training:

Network training will include training on use of new network management tools
and any new technologies that may be implemented in the new network design.

5.1.12 Ongoing Maintenance
ERP Software Maintenance:

The TDC will provide data center and ongoing maintenance support for the web,
application, and database servers. The CDC will provide support for database,
system, and security administration, ongoing development and reporting
requirements, and a help desk. Technical staff located at the local sites will
provide the first level of support for the ERP software and hardware.

Because ERP Solutions enable ongoing process improvements, it is anticipated
that ERP business analysts and technical support will be needed for ongoing
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support to address the continual integration of ongoing business rule and process
improvement changes into the ERP Solution, as well as the development of
custom reports and queries to address CDC and external stakeholder information
needs.

BIS Network Maintenance;

The CDC’s Network Unit Team and Telecommunications Branch will maintain
the communications infrastructure.

5.1.13 Information Security and Confidentiality

BIS ERP Solution Security:

The proposed ERP Solution will require resources to handle user access and
maintain existing procedures and methods to safeguard content and integrity of
the data. System, application, and data security will be enabled as well as firewall
protection of the database and application at TDC. The ongoing maintenance and
support organization provides for this resource.

The vendor solution will be required to meet the security requirements as defined
in CDC’s Information Security Architecture.

The CDC Information Security policy is contained in the DOM Section 49000 and
further documented in CDC’s Information Security Architecture. The CDC
Information Security Officer (ISO) manages the information security compliance
program that includes on-site audits of the Institutions.

In defining the appropriate security plan for implementation, CDC will adhere to
the following:

e Organizational Security, Policies and Procedures, Strategies, People,
Processes, Governance, Legal.

¢ The State of California Security Policies in the SAM 4841.1 - 4841.8.

e The CDC Information Security policies as established in DOM
Sections 49010 - 49060 Article 44 through Article 49.

In accordance with Government Code Section 11771, CDC has designated an ISO
to oversee Departmental compliance with policies and procedures regarding the
security of information assets. See SAM Section 4840.2.
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BIS Network Security:

The current CDC network security provisions will be used with the network
improvement. All incoming and outgoing network traffic will continue to be
monitored through firewalls both at CDC and TDC. Security patches will
continue to be applied to the network (router/switch) software, as well as
workstations when they become available to prevent any exploitation of security.
Encrypted passwords will continue to be defined for every router and switch
connected to CDC’s network. A unique community string will continue to be
used for the Simple Network Management Protocol (SNMP) (used to monitor
network devices) to prevent hacking into the device. Access Control Lists may be
used at the router and switch level providing another layer of security.

Furthermore, CDC maintains a permanent privacy policy, in adherence with the
Information Practices Act (IPA) of 1977 (Civil Code Section 1798 et seq.), on its
sites. This privacy policy covers provisions regarding privacy and confidentiality
of data and end-users.

Auditing:

The CDC network engineers will proactively audit and monitor network logs to
detect unauthorized network access.

Active Intrusion Detection:

Intrusion detection will continue to be part of the CDC network defense system.
Intrusion detection is the process of detecting unauthorized use of, or attack upon,
a computer or network. Intrusion Detection Systems are software or hardware
systems that detect such misuse.

5.1.14 Impact on End-Users

The ERP will have significant impact on the end-users due to the fact that it will
be automating manual, paper-intensive processes and require all CDC staff to
standardize business practices and data entry. As a result, BIS Team Members
will focus on communicating changes to all CDC end-users, as well as providing
training on office automation and the ERP Solution.

The validation and improvement of the CDC WAN and LANs will enable BIS to
meet the ERP system response time requirements, as well as provide secure, safe
and reliable access to BIS.
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5.1.15 Impact on Existing Operations

The implementation of the ERP Solution will have a major impact on CDC
operations. It will require functional and technical support skill sets that do not
currently exist at CDC. Additionally, the implementation of the solution will
change the way CDC currently performs its business processes and requires CDC
staff to standardize its business practices.  The resources and training
requirements for ongoing support of this solution have been included in the
ongoing cost projections.

Also, the network redesign would impact ISD by requiring staff to learn new
network technology and network management software to support a larger,
complex network.

3.1.16 Consistency with Overall Strategy

The BIS Project is in alignment with Business Goal Number 3 in the Agency
Information Management Strategy (AIMS). This solution is consistent with the
Department’s strategic plan, “improve Departmentwide communication, business
practices and infrastructure to achieve greater efficiency and effectiveness.” This
solution addresses the requirement, under this goal, of “achieving measurable
improvements in efficiency and/or reductions in cost.”

Finally, the ERP Solution will enable CDC to align with State strategies to
provide opportunities for e-Government.

5.1.17 Impact on Current Infrastructure

The ERP Solution will impact the technology architecture at CDC. In order to
enable all CDC administrative operations access to the ERP Solution, personal
computers and printers will be added throughout Institutions, Parole Offices and
Administrative Support offices. The CDC network will be assessed and upgraded
as required to support the data transmission requirements of the ERP Solution.

5.1.18 Impact on Data Center(s)

The proposed solution will require TDC support for implementation and ongoing
maintenance and support of the application, web and database servers. These
costs have been factored into the ongoing support costs.
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5.1.19 Backup and Operational Recovery

Data recovery is included in TDC hosting services. The BIS Implementation
Team will determine the data back-up cycles via a system service level agreement.
The BIS Technical Team and ISD Data Center staff will be responsible for
working with TDC to ensure operational recovery of the system in the event of a-
disaster.

5.1.20 Public Access

The ERP Solution will be used by CDC staff to keep fiscal, employee and asset
information, which are required to operate the Department. It is anticipated that
there will be no “public” access to the system.

5.1.21 Costs and Benefits

The CDC expects to spend approximately $73 million on the implementation of
the ERP Solution and approximately $13 million per year on ongoing
maintenance and support of the system.

It 1s anticipated the ERP Solution will result in approximately
$11 million in process improvements and cost avoidances, as well as additional
savings in resulting from the resolution of inefficient use of CDC custody
resources, approximately $10 million.

The CDC expects to see a return on its investment in approximately
five years after implementation of the first phase, which is expected to take
approximately 2 Y% years.

5.1.22 Sources of Funding

The BIS Project is proposing to use a combination of vendor financing and
General Fund augmentation sources to fund the project.

5.2 RATIONALE FOR SELECTION:

The CDC is a complex, multi-mission Department with Parole Offices, Institutions and
Administrative Offices located throughout the State. The issues of managing
expenditures for sick leave usage, overtime, and program costs continue to plague the
Department and are reflected in the ongoing escalating budget deficit. The need to isolate
and identify the specific drivers of the deficit and provide managers with the means to
collect, store, and report on fiscal data to control expenditures has become critical.
Timely and accurate data on a “real-time” basis from all the field offices and Institutions
would enable the Department to perform “what if” scenarios to project costs and identify
deficiencies more effectively. Consistent and efficient use of all personnel resources is
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predicated on providing relevant management information to the appropriate decision-
makers on a timely basis.

An analysis of CDC’s business processes validated a lack of automated systems and
standard business practices. Labor-intensive manual processes, Excel spreadsheets and
multiple “stand-alone” databases are used to manage CDC’s resources. This results in
inconsistencies in the application of business rules and controls, increases in error rates,
and provides no accurate or efficient means to control spending, identify drivers of the
deficiency or allow for the use of historical data in fiscal trend analysis. The lack of
automation and integration of CDC’s financial/budget, human resource, and asset
resource data on a Departmentwide basis, does not provide accessibility to information
required for sound fiscal decision-making by CDC’s Executive Management.

The procurement and subsequent implementation of a customizable COTS, Solution from
an established contractor provides the most cost effective solution to CDC’s critical need
for timely and accurate tracking and information retrieval of fiscal data.

To provide further validation that a COTS ERP Solution would meet the complex needs
of CDC, an informal market survey was performed. California State Agencies who have
either implemented an ERP Solution or are in the process of implementing or procuring
an ERP Solution were contacted. Lessons learned, pros/cons, successes and failures were
discussed at length to provide the Department with information necessary to avoid similar
pitfalls.  Other States and companies, some operating worldwide, utilizing ERP
Solutions, were identified and researched to determine the depth and breadth of the
systems providing additional confirmation of the capabilities of a COTS ERP Solution.
The vendors who provided those solutions were invited to present a brief overview of an
ERP Solution to determine if these systems could meet the essential needs of CDC. Two
vendors participated in the marketing demonstration, and the BIS functional experts
concluded that an ERP Solution could meet CDC business process requirements.

The ERP Solution is the most cost effective approach to solving CDC business problems.
It enables CDC to standardize its business practices across all Divisions, enforces
consistent application of business rules, and provides for integration of CDC’s fiscal and
human resource data Statewide.

5.3 OTHER ALTERNATIVES CONSIDERED

5.3.1 Continue with Current Methodology:

This alternative is neither feasible nor practical. The CDC is projecting, in
FY 2001/2002, a budget deficit of approximately $70.8 million after several
funding augmentations. Based on the lack of automation and integration of CDC
resource data Departmentwide the specific drivers of the deficit cannot be
identified. Reports necessary to support numerous expenditures are difficult to
develop and the research required is performed manually. This “labor intensive
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process” results in a backlog of work, staff burnout, and a lack of retention of
experienced, knowledgeable staff, which further exacerbates the problems
identified.

5.3.2 Utilize Multiple, Stand-alone, Non-Integrated Systems:

Multiple systems (including centrally supported, Excel spreadsheets, and Access
databases) which are not integrated, for a Department which has facilities and
offices Statewide and is required to manage a multi-billion dollar budget are
costly, inefficient and do not provide CDC’s Executive Management with the
tools necessary to track, on a Departmentwide basis, expenditures and identify
specific drivers of the Department’s deficit. The inability of the Executive
Management to review and analyze data on a Statewide basis inhibits their ability
to make sound fiscal decisions. The establishment of individual systems within
each Institution, Parole Office, and Headquarters would increase the need for
additional staff to consolidate the information from each system for required
reports and analysis, maintain each system and ensure all updates to the software
are received and implemented. This alternative also adds to the number and cost
of IT resources to support these systems and manage any interfaces developed to
consolidate data. Collecting data and integrating the information for fiscal reports
needed for forecasting funding needs based on expenditures would be time
consuming and increase the risk of errors. Information needed by CDC
Headquarters to project deficiencies and identify drivers would be fragmented and
would not reflect “real-time” data. This alternative would continue the
Department’s inability to identify programmatic costs and drivers of the
deficiency, provide timely and accurate data and track funding sources.

5.3.3 Utilize Multiple Regionalized Systems:

Normally, multiple regionalized systems would provide lower performance than a
centralized system, and cost the Department additional financial resources for
installation, implementation and on-going maintenance. Costs would be increased
for the purchasing of additional computers (personal computers and servers),
related networking equipment, software licenses and increased project
initialization cost.

The actual cost would be based upon how many regionalized systems would be
replicated, the platform upon which they would operate, and the required
Bandwidth based upon amount of data being processed. It is difficult to
accurately cost out the system with these unknowns.

The primary advantage for using a Multiple Regionalized System is that only one
region’s business will be impacted if a server goes down. Some of the
disadvantages are:
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Data would be unavailable on an “on-time, real-time” basis due to the
data being stored in a regional database. Additional staff would be
needed to consolidate the information from each regionalized system
to provide CDC’s Executive Management with the Departmentwide
data needed to project expenditures and identify specific cost drivers
increasing the possibility of errors and inaccurate projections.

Costs would be increased due to the need to build and maintain
multiple sub-data centers.

To achieve integration and consolidation, all the regionalized database
servers must periodically communicate and synchronize.

Multiple systems would result in a need for increased user support,
potentially increasing the response time needed for end-users.

5.3.4 Utilizing Other State Agencies “best of breed” Automation Systems

The BIS Team contacted State Agencies during the development of the FSR for
the BIS Project. The BIS Team learned that some State Agencies have
implemented automation systems and some State Agencies are currently planning
to implement automation systems. The following table provides a brief overview
of the automation systems of the four State agencies.

Agency Software Modules Status Users

DMV Oracle -General Ledger Implemented | 6,000

-Accounts Payable
-Procurement

DWR SAP

-Budget Implemented | 400-600 core users
-Cost Accounts 2,700 casual users
-Human Resource
-Material Mngmt.
-Purchasing

-Plant Maintenance
-Fleet Administration
-Project Planning
-Training & Events
-Bar Coding
-Contract Pricing

CalTrans | PeopleSoft | -Time and Labor Implemented | 23,000 users

Proposed modules: | Planned and
Finance Concept

SCO Legacy Proposed  module: | Planned and | Undetermined
System Human Resource Concept

To utilize other existing State Agencies’ automation systems, where appropriate,
may save money and time instead of developing an automation system by each
agency individually. To consider the “Best of Breed” strategy, assume that CDC
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will utilize the ERP Solutions (DMV’s automation system for the Procurement;
DWR’s for the Budget, Material Management, Human Resource, and CalTrans’
for Time Keeping), and SCO’s Legacy System for the Human Resource Payables.

The following section will compare the “Best of Breed” strategy with the
proposed BIS strategy. The comparisons are focused on cost savings, solving
CDC’s business problems, risk, and complexity. The conclusion of the high-
level analysis of the “Best of Breed” solution, with the details supporting the
conclusions is listed below.

Conclusions of the “Best of Breed” strategy:
e Theory:

The theory for this strategy is possible because every State Agency has
similar business processes, such as Human Resource, Procurement, Time
Keeping, and Payables. Ideally, all State Agencies will get the
functionality that they want with the heterogeneous systems.

o Technical:

This process is more complex because all four agencies are utilizing four
different vendor systems. Each system has its own architecture, and its
own data formats. Additionally, those systems were designed to focus on
their own business processes not considered to share data with other
external systems. Thus, electronic data interchange would be a big
challenge and time-consuming implementation processes. As a result,
data consistency and integration will become serious problems.

e Economical:

It is difficult to predict savings. The probability is high that this process
will cost more because CDC still has to purchase software licenses,
workstations, network equipment, and leasing fees for using the statewide
network infrastructure. Again, CDC staff still has to manually analyze and
integrate information piece-by-piece from the heterogeneous systems. The
cost may be prohibitive, probably in the millions of dollars, to develop an
interface program to allow four systems to communicate electronically.
Additionally, it will be very expensive to keep the four systems
synchronized when changes or upgrades are made to any of the four
systems. :

e Time:

This process could take much longer since CDC would have to deal with
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four agencies and four different systems during the implementation phase.
The CDC still has no capability to get Departmentwide ‘“real-time”
expenditure information and still has to rely on manual analyzing,
integrating information, and preparing reports.

¢ Risk:

The risk level is much higher because the data has been stored piece-by-
piece without relationship into four different systems, which makes data
verification more difficult. Additionally, data authorization control will be
very difficult to implement and monitor.

e Reality:

Unfortunately, as originally thought, this process is not good for CDC
because it cannot solve CDC’s business problems identified in the
previous sections of this FSR. The CDC would continue to be unable to
obtain “real-time” “truth in budgeting” information. As a result, the
complexity, timing, risk, and cost of the “Best of Breed” strategy will far
outweigh the benefits.

The detailed comparisons are as following:
o Cost Savings

Cost savings should be one of the major goals for any automation system.
The cost of the BIS Project can be categorized as network infrastructure,
hardware, software, and support staff. The cost saving comparison for the
“Best of Breed” strategy follows:

e Network Infrastructure Cost

The network infrastructure is the foundation to using any enterprise
automation system. The “Best of Breed” and BIS Project will use
centralized databases, regardless of whether they reside at the TDC or
another Agencies’ site, and the Statewide network system — Frame Relay
handled by the DGS and the SBC Communication Corporation.
Regardless of whether CDC uses DMV, DWR, CalTrans, SCO, or the BIS
automation system, CDC will still be obligated to spend money to lease
the Statewide network system. The CDC will still have to spend money to
build local network infrastructures at each field site. In order to support
nearly 3,000 proposed BIS end-users, CDC will be financially obligated to
spend money to lease network equipment at either TDC or another agency
site.
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e Hardware Cost

The hardware cost can be deferred into the cost of workstations and
Servers.

Workstations:

The CDC has to spend money to purchase workstations for end-users
regardless of which automation system they utilize.

Servers:

The possibility exists that CDC might be able to share other Agencies’
servers as long as the servers have extra capacity to support other
Agencies, especially an agency as large as CDC with 47,000 employees.
More staff means more business activities. More activity requires more
power for those servers to handle all of the data requiring processing. To
support more online users, those servers may require an upgrade because
they were initially purchased and configured based on those agencies’
business needs. The upgrade may be as simple as adding additional
devices or it may be as complex as purchasing new higher-range servers
and re-configuring the whole server working environment which could
raise more issues, such as additional data center space, additional power
and uninterrupted power resources, additional network equipment and
network wiring system to handle increasing throughput requirements.
Additionally, different agencies may use different server platforms, such as
different hardware manufacturers and different network operating systems
that will increase the complexity of the upgrade to and may cost CDC
more to pay for different staff expertise required to support the different
network platforms.

e Software Cost

The software cost can be categorized as workstation software, network
server, and database server.

Workstation Software

The CDC must purchase operating system software for each workstation
regardless which automation system is ultimately utilized.

Network Server Software

The major cost for network server software is the Network Operating
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System (NOS). The cost is dependant on the version or edition of NOS
being used. Different versions or editions of NOS have different
functionalities, capacities, and costs. Generally, supporting more online
users will require using a higher-level NOS, which equates to additional
cost.

In order to access centralized databases, the first step is to establish network
connection between the client and a network server. The next connection will be
from the network server to a database server. There is the cost to enable a client
to connect to the network server Client Access License (CAL). Regardless of the
network server the client connects to BIS or another Agency, CDC still has to buy
a CAL for each online workstation. For CDC to meet the objectives in its
business case, which is to effectively control Departmentwide expenditures, CDC
has to get expenditure data from all databases simultaneously, such as Human
Resource, Financial, and Procurement databases. In the “Best of Breed” strategy,
such data will be stored in several other State Agencies’ databases. The CDC will
have to spend more money to purchase different types of CAL for each network
server connection to enable access to those network servers. In the BIS Project,
all of the databases will be housed at a single location, the TDC, and all client
network connections will go through one network server, and a single type of
network platform. The CDC will only need to buy a single CAL for connectivity
to one network server instead of having to buy multiple types of CAL to connect
to each Agency’s network servers.

Additionally, other network server software will be required for maintenance,
such as backup, Uninterrupted Power Supply (UPS), and firewall. The CDC may
be able to continue to use the current maintenance software or could be required
to upgrade depending on whether it needs to replace NOS or not. It is possible
that CDC will have to spend money to purchase new software. The cost for the
maintenance software is relatively cheap in comparison to the costs for NOS and
CAL; however these costs are not included in the current business case.

e Support Staff Cost
The support staff can be grouped as field support staff and system support staff.

Field Support Staff

In the proposed FSR for the BIS Project, there will be 33 new field support staff
positions, one for each Institution. The “Best of Breed” and proposed BIS Project
will require an increase in workstations to CDC field sites to allow end-users to
access online data. More workstations will require more support staff regardless
of which automation system is being used, and potentially increases the
complexity of providing support. The
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proposed BIS Project will use a single ERP application, meaning an
identical configuration for all of the workstations. In the “Best of Breed”
implementation, one user may have to access several State Agencies’
automation systems, which may require several different configurations
for one workstation because each automation system is using a different
database system, i.e. DMV is using Oracle; DWR is using SAP; CalTrans
is using PeopleSoft; and SCO is using a legacy mainframe based system.
Those database systems cannot directly interchange information
automatically because they use different architectures. Also, there will be
issues concerning proprietary rights. For example, more than 90 percent
of the PCs are using Windows, however, Microsoft never releases the
Windows source code. Without investing a large amount of money and
time to develop a customized integrated interface program, the workstation
has to have several different configurations to enable it to connect to
different database systems. More configurations mean more complexity.
More complexity requires hiring more technical support staff, which
means more money or additional staff to support several different
applications, separately.

System Support Staff

In the proposed FSR for the BIS Project, the system support staff will
support one company’s ERP System, on one network server environment
at one location. In the “Best of Breed” strategy, the system support staff
has to support multiple agency database systems with different
architectures running on different network platforms at different locations,
which will greatly increase complexity and difficulties for supporting staff.
Additional staff may be required to support different network platforms,
database systems and applications.

e Solving CDC Business Problems

The CDC’s major business problems have been addressed in the previous
section of this FSR. The CDC has considered the “Best of Breed” strategy
from an information-processing point of view.

The current CDC business problems could be concluded as follows:

o All relevant information is being processed by different automation
systems in different formats (i.e., WOTS, PPAS, HR Timekeeping).

e Integrating and analyzing information relies on time-consuming
manual processes.

o Lack of accountability information will not enable CDC to reach the
critical goal of “real- time” “truth in budgeting.”
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The underlying cause of those problems, from an information-processing
viewpoint, is that there is no automation system capable of automatically
collecting and integrating relevant business information from CDC
Statewide sites. The CDC requires an automated system that will provide
a seamless effort to manage the drivers of our ongoing fiscal deficit. For
example, staff is currently using independent systems to manage 24/7
posted positions throughout all of the Institutions. In order to better
manage these positions, CDC requires a system that will enhance the
process of filling vacant posted positions by linking all of the necessary
data together. This capability will allow staff to identify the most cost
efficient means by which to fill vacant post assignments by integrating
employee status information into one database, thus reducing backfill
costs.

In the “Best of Breed” strategy, all relevant information will still be stored
piece-by-piece into the different systems using different formats. The
CDC still has to manually collect and integrate Departmentwide
expenditure information. The CDC still has no capability to get “real-
time” financial information; and CDC still has no way to reach the critical
goal of “truth in budgeting.” As a result, the “Best of Breed” strategy
could not solve the CDC business problems as listed above.

¢ Risk and Complexity

One of the criteria of an FSR for an automation system is to evaluate the
potential risks. As such, potential risks for the “Best of Breed” strategy
could be expected as follows:

e Data Integrity

It is possible to misplace information because the data has to be keyed into
more than one system, which is not only inefficient but will also generate
data redundancy which will cause potential data integrity problems. For
example, one set of procurement data will be input into the DMV
procurement module and the money being spent will need to be manually
input into the DWR cost accounts module. There is no database
relationship between both systems. Later if the purchase order has to
change for some reason, the CDC user has to change the data in the DMV
database and at the same time has to remember to manually change the
relative record in the DWR database, too. The CDC has no effective way
to track the impact of the procurement process on the financial module.

The BIS Team contacted the Department of Corrections in Canada to
discuss the implementation of their automation system.  Their
implementation was divided into three phases, and they implemented three
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different database systems from three different vendors. The end result
was very painful as they shared the lessons learned with the BIS Team.
All three systems are using different formats and cannot talk with each
other, which caused an increase in staff time for re-input, re-output,
analyzing, assembling, and integrating data.

e Increasing Complexity

Analyzing information from different systems will increase complexity
and staff time. The CDC staff will have to use computers to process
business information through those agencies’ automation systems, and
later, will have to manually analyze and integrate data because all of the
information will be piece meal with no way to automatically establish the
relationship among the data. The CDC will still have no way to get “truth
in budgeting.”

e Interface Program

Another idea for using the “Best of Breed” strategy might be to develop an
interface program to communicate with those Agencies’ systems.

It is very complex to develop an interface program that can communicate
with all of the relative Agencies’ automation systems, such as DMV
(Oracle), DWR (SAP), CalTrans (PeopleSoft), and SCO (Legacy system).
Even though the communication has been established to enable input of
data into those database systems, the relationships among the data will be
lost. Without those relationships, the data is meaningless. Therefore,
technically, there is a very high risk and cost to develop and maintain such
interface programs. ‘

Using the California State University (CSU) Common Management
System (CMS) as an example, as stated in the BSA Report of CSU, dated
March 2003; “The university’s stated intent was to minimize cost by
limiting the modifications to the vendor sofiware to those needed to meet
its business needs.” The BSA Report further states; “Additionally, it ofien
must continue to reapply modifications when the vendor sofiware is
updated, increasing maintenance costs.”

It is predictable that the ongoing updating and maintenance for the “Best
of Breed” strategy will be even more complex, risky, and costly than the
CSU CMS because the system is using one vendor application on a single
network platform. The “Best of Breed” strategy will have to deal with
multiple vendors’ different network platforms and different applications.
Typically, unlike the Legacy System, the modern software, especially ERP
Solution software, will need to be updated on an ongoing basis every
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6.0

18-24 months to enhance business-processing functions. The CDC will
have to modify the interface program when one of those agencies updates
their software. It will be very expensive and difficult for CDC to keep
synchronization when changes are made to any of the four systems.
Additionally, the data housed in the database of CMS belongs to CSU but
in the “Best of Breed” strategy the issue of data ownership will need to be
resolved first.

PROJECT MANAGEMENT PLAN

The BIS Project’s managerial structure is designed to support the organizational needs of
the project while meeting governmental requirements of Control Agencies, and
Departmental Management.

To accomplish this goal a BIS Project Director (PD) will have direct responsibility for the
overall implementation of the BIS Project. A Vendor Project Director, acting as the
prime vendor, will report directly to the BIS Project Director and be responsible for
managing all vendor contracts related to the chosen solution. Additionally, Project
Managers focusing on the business process, end user, administrative, policy, and change
management areas of the project, the technical aspects of the project will report directly to
the BIS Project Director. A Vendor Project Manager will report to the Vendor Project
Director and be responsible for the vendor’s day-to-day project activities. The
qualifications required for these positions are based on the unique characteristics of the
project and the level of oversight required, ensuring timely and successful
implementation. The required qualifications for each position are outlined below.

6.1 PROJECT MANAGEMENT TEAM QUALIFICATIONS

BIS Project Director (CDC)

The BIS PD will maintain ultimate responsibility for the implementation of the
BIS Project. The BIS PD will lead, guide, and direct the activities of the project,
and work with internal and external stakeholders, control agencies, and
contractors to mitigate project risk. The BIS PD will be responsible for ensuring
policies addressing any “gap” in the software and current business practices are
created or modified in a timely manner so as not to jeopardize the successful
implementation of the project. The BIS PD will facilitate all of the highly
sensitive aspects of the project ensuring executive level relationships and
alignment with internal and external stakeholders. The BIS PD will report
directly to the Executive Project Sponsor (EPS) with indirect supervision from the
Youth and Adult Correctional Agency (YACA), and will chair the BIS Executive
Steering Committee (ESC).
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The BIS PD must possess a clear understanding of the scope and long-term vision
of the project, including CDC’s business processes that will be improved through
this effort. The BIS PD will work with peer level staff to mitigate risk and ensure
stakeholders support the implementation. The BIS PD must possess strong
management and communication skills, and experience in managing large multi-
disciplined and complex line organizations.

CIO (CDC):

The CDC CIO will oversee the technical support to the BIS project. The CIO will
provide support to the BIS Project Director and participate in the resolution of
technical issues and risks. The CIO participates on the Executive Steering
Committee.

BIS User Project Manager (CDC):

The BIS UPM will report directly to the BIS Project Director and be responsible
for managing the day-to-day administrative and support activities of the project.
The BIS UPM shall be responsible for managing the administrative scope of the
project, and identifying, tracking, and mitigating project risks. The BIS UPM
shall be responsible for managing all vendor contracts and project schedules,
ensuring CDC project milestones are met and deliverables are completed to
CDC’s satisfaction, project budgeted to actual expenditures are tracked, and all
project reporting is completed on-time and according to the reporting
requirements. The BIS UPM shall be responsible for coordinating the selection,
recruiting, and training needs of CDC staff resources in a timely fashion to meet
the needs of the project. Staff resources shall include, but not be limited to,
temporary and permanent staff selections. Additionally, the BIS UPM shall direct
the activities assigned to the numerous Subject Matter Experts (SME) required to
assist with the development and implementation of this project and will prepare
the agenda and meeting materials for and attend the BIS ESC meetings.

The BIS UPM must possess a clear understanding of the scope of the project to
ensure appropriate CDC participation, and State and CDC policies and procedures
to secure project resources according to schedule. The BIS UPM must possess
strong administrative, management, and communication skills, and experience in
managing large multi-disciplined and complex line organizations.

Functional Project Manager:

The BIS Functional Project Manager (FPM) will report to the BIS Project Director
and be responsible for managing the multiple functional team activities. This role
works closely with the BIS UPM, TPM, and Vendor Project Manager to ensure
the successful implementation of the business processes and CDC and State
business rules in the ERP Solution. The BIS FPM, along with the BIS UPM shall
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ensure the project is completed according to schedule and involves the appropriate
business or technical subject matter expertise. Prior to implementation, the BIS
FPM will work with the BIS UPM to ensure specific business process changes are
incorporated into training and communications modules. The BIS FPM will
report to the BIS PD and attend the BIS ESC meetings.

The BIS FPM must possess a clear understanding of the scope of the project,
including CDC’s business processes that will be improved through this effort.
The BIS FPM must possess strong leadership, management, and communication
skills, and experience in managing large multi-disciplined and complex line
organizations.

Technical Project Lead:

The Technical Project Lead will be responsible for leading the technology aspects
of the project including setting up and ensuring quality of the development, test,
and production environments. The Technical Project Lead (TPL) will work
closely with the TPM and external stakeholders to ensure appropriate technology
resources to support project activities. The TPL will report to the CDC CIO and
attend the BIS ESC meetings.

The TPL must possess a clear understanding of the scope of the project, including
CDC’s underlying technology infrastructure. The TPL must possess strong
management and communication skills, and experience in managing large multi-
disciplined and complex line organizations.

BIS Technical Project Manager (Consultant):

The BIS TPM reports directly to the Project Director. As the technical liaison to
the BIS Project Director, the TPM is responsible for ensuring the project produces
the required deliverables to the required standard of quality and within the
specified constraints of time and cost. The BIS TPM oversees the creation and
delivery of project products, and ensures the deliverables are capable of achieving
the benefits stipulated in the approved FSR. Working with the BIS UPM, FPM,
and Vendor Project Manager, the BIS TPM oversees production of the Project
Plan, attends and works with the BIS ESC to obtain approval of the plan, and
monitors the project progress. The BIS TPM is accountable to the BIS PD for
overall progress; advises on the use of resources, actively works to mitigate
projects risk, and initiates corrective action where necessary. The BIS TPM
obtains agreement on the technical and quality strategy from the BIS ESC, and
prepares the Project Implementation Evaluation Report.

The BIS TPM must possess extensive experience managing projects of this size
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and complexity. The BIS TPM must be well versed in the IEEE, Project
Management Institution (PMI), and Product Management Body of Knowledge
(PMBOK) standards. The BIS TPM must possess experience in industry-
accepted, and proven methodologies.

The BIS TPM must possess the technical expertise required to effectively manage
all levels of project staff, as well as understand the issues related to the underlying
hardware, and technical architecture of the project. '

The BIS TPM will report directly to the BIS Project Director and indirectly to the
ISD Project Management Office (PMO). The TPM shall be expected to have a
close working relationship with the BIS EPS and BIS ESC to ensure that all
project objectives are fully met.

BIS-ERP Project Director (Vendor):

The ERP Vendor Project Director (VPD) will report directly to the BIS PD.
Acting as the prime vendor, the VPD is responsible for coordinating the contracts
and activities of all the vendor resources on the project. The Vendor Project
Director will track, document and report milestones and budgetary expenditures,
and ensure all timelines are met and any risks identified by the Vendor Project
Manager are mitigated. The ERP VPD shall attend the BIS ESC meetings.

The ERP VPD must possess extensive experience managing projects of this size
and complexity. The ERP VPD must be well versed in the IEEE, PMI, and
PMBOK standards. The ERP VPD must possess experience in industry-accepted,
and proven methodologies.

The ERP VPD must have experience as a prime contractor managing multiple
sub-contractors on large-scale projects. The ERP VD must possess the technical
expertise required to effectively manage all levels of project staff, as well as
understand the issues related to the development tool set, the underlying hardware,
and technical architecture of the project.

BIS-ERP Project Manager (Vendor):

The ERP Vendor Project Manager (VPM) is responsible for managing the day-to-
day activities of the vendor resources on the project. The ERP VPM shall work
with the BIS UPM, FPM, FTL, and BIS TPM to develop, track, and manage the
day-to-day activities of the project, the scope of the project, and identify, track,
and mitigate project risk. The ERP VPM will report to the ERP VPD and attend
the BIS ESC meetings.

The ERP VPM must possess extensive experience managing projects of this size
and complexity. The ERP VPM must be well versed in the [EEE, PMI, and
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PMBOK standards. The ERP VPM must possess experience in industry-accepted,
and proven methodologies.

The ERP VPM must possess the technical expertise required to effectively
manage all levels of project staff, as well as understand the issues related to the
development tool set, the underlying hardware, and technical architecture of the
project.

6.2 PROJECT MANAGEMENT METHODOLOGY

The CDC has endorsed a project management methodology and Project Life
Cycle (PLC) model, which embraces the tenets described by the PMI and the
IEEE. The CDC PLC provides the necessary structure to implement a consistent
approach to perform the activities and tasks required for planning, initiating,
executing, controlling, and managing the project through its life cycle. These
processes clearly define the major activities of a project to ensure the product and
service delivered satisfies the customer’s business needs. In addition, they will
provide a systematic approach and standard methodology for performing the
major activities of a project.

The CDC endorses project management best practices that are industry accepted..
The CDC uses the most effective project management practices and tools to
maximize communication and coordination between all project team members.
Effective utilization of its project management practices and tools allows CDC to
prioritize and allocate resources efficiently throughout projects. The CDC takes
full accountability and responsibility for the completion of projects on time and on
budget.

Additionally, CDC has adopted a project approach that includes shared project
management responsibilities for the BIS TPM and BIS UPM. This synergetic
management structure de-emphasizes the technical issues in order to establish a
logical relationship between technical requirements and CDC’s business needs.
The BIS TPM and the BIS UPM coordinate to promote overall project
effectiveness and process efficiency.

A key component of the Project Management Methodology (PMM) is the
fundamental principle of sharing risks with the contractor. The vendor selected to
perform on this project must possess industry accepted and proven ERP
development and implementation methodologies that meet the basic requirements
identified in DOF’s methodology. The project scope, schedule, and requirements
will be clearly defined in the vendor contract, and the vendor will devote the
necessary resources to accomplish the project goals and objectives. The vendor
will be at risk if the project schedule slips, as they will then be subject to legal
damages as specified in the terms of the contract.

The vendor will provide acceptable solutions to the system requirements as stated
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in the contract and detailed in the Scope of Work (SOW). The executed contracts
will be based on deliverables, and payments will be subject to satisfactory
completion of each project phase/deliverable, with the BIS TPM and BIS UPM
approval and acceptance of required deliverables by the State.

6.2.1 BIS-ERP LiFe CYCLE

The BIS Team, with assistance from Departmental Subject Matter Experts
(SME), at the designated times during implementation will plan, develop,
test, train, and implement the ERP business processes within the
parameters of the ERP Solution and the hardware and software required to
support the ERP Solution. The project will follow CDC’s PMM and will
include a project charter and project management plan to guide the effort.
The first step will consist of the development of the “to-be” business
processes. The following steps of the project include: gap analysis,
configuration, testing and implementation of the requisite
hardware/software and training of CDC network staff on use of the chosen
ERP Solution.

For planning purposes, a suggested life cycle is provided below. It is the
intent of the Implementation Team to follow the recommendations of the
chosen implementation vendor.

Initiation:

In this phase of the project CDC and vendor teams will prepare a Charter
and various plans that will guide the remaining phases of the project. The
BIS Project Team will be trained in the vendor’s implementation
methodology, and a high-level project plan will be completed. The
technology infrastructure hardware/software requirements will be
reviewed. This phase will serve to kick-off the project.

Requirements:

In this phase of the project, CDC and vendor teams will review the CDC
“as-is” process flows developed during the FSR, re-engineer the processes
and define “to-be” process flows within the context of the chosen ERP
Solution, perform gap analysis, and identify interface and conversion
requirements. The Business Function Teams will identify additional
improvement opportunities. Plans will be refined based upon new
information. The Communication, Change Management, and Leadership
Plans will be initiated during this phase. The Change Management staff
will work with the end-users to address the “gaps” in the “as-is” and
“to-be” business processes.
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Design:

During this phase of the project, CDC and vendor teams will continue to
refine and map the business requirements to the vendor solution. Data
conversion and interface requirements will be designed, as well as custom
forms/reports.  State technical SME’s will be consulted to provide
expertise in the interface design. The teams will also begin to identify
implementation roles and responsibilities. Change management activities
shall continue throughout this phase.

Development:

During this phase, CDC and vendor teams will configure the software, and
build conversion programs and interfaces. End-user training modules will
be developed.

Testing:

During this phase, CDC and vendor teams will prepare for
implementation. All user acceptance testing will be conducted, as well as
the final testing of conversions and interfaces. The BIS Technical Team
will be preparing the production environment and testing backup
procedures, performance tuning, and system print capabilities.

Training:

The end-users will receive “just-in-time” training during this phase of the
project. The CDC and vendor training teams will travel throughout the
State to provide training to staff from several Institutions at the same time.
The BIS Technical Team will complete preparation of the support
environment for implementation.

Implementation:

This phase will enable CDC end-users to use the new processes. The
CDC and vendor will be available to support end-users, troubleshoot
problems, and finalize system documentation. The Business Functional
Teams will begin to disassemble and return to their respective worksites.

Post Implementation:
This phase will provide support to end-users for one month after

implementation to troubleshoot problems. A Post Implementation
Evaluation Report (PIER) will be prepared 8-12 months after completion
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of the project.
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6.2.2 BIS-BANDWIDTH REDESIGN LIFE CYCLE

The Information Systems Division (ISD) network staff will work with the
BIS Team to develop the technical RFP and specifications to procure
network design and installation services. These services will ensure
CDC’s WAN will accommodate transmission and data flow needs for the
BIS Project. The CDC will utilize consulting services to evaluate and
redesign the CDC WAN, identify recommended improvements, and
implement the appropriate network improvements once procured by CDC.
The project will follow CDC’s PMM, and will include a project charter
and project management plan. The first step will consist of the analysis
and documentation of CDC’s baseline network; a network requirements
analysis and gap assessment and network redesign recommendations. The
second step of the Bandwidth redesign includes the procurement,
installation, configuration, testing and implementation of the
recommended and approved hardware/software changes to CDC’s WAN,
and training of CDC network staff on use of the tools.

For planning purposes, a suggested life cycle is provided below. It is the
intent of the BIS Implementation Team to follow the recommendations of
the chosen implementation vendor.

Initiation:

In this phase of CDC’s WAN redesign effort, CDC and vendor staff will
prepare a Charter and various plans that will guide the redesign activity.
The CDC Bandwidth UPL will be trained in the vendor’s assessment and
redesign methodology and a high-level project plan will be completed.
This phase will initiate the redesign activity.

Requirements:

In this phase of CDC’s WAN redesign effort, CDC and the network
vendor assess CDCs’ current network design and Bandwidth requirements
for the Department and the BIS Project.

Design:

During this phase of the project, the network vendor will develop a list of
recommendations to improve CDC’s WAN. These improvements will
include hardware, software, and services. The CDC will determine which
recommendation(s) will be implemented to improve CDC’s WAN to
accommodate the ERP transmission and data flows. The CDC network
staff will be trained by the vendor in network design concepts.
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Installation:

During this phase, CDC network staff and the network vendor will
procure, install, and configure the recommended network components.
Development of the test plan and test cases will also be done at this time.

Testing:

During this phase, the network components will be tested and troubleshot.
The CDC network management will be responsible for accepting the test
results. Training materials for CDC staff will be prepared during this
phase.

Training:

The CDC network staff will receive training by the vendor on the network
components and services.

Post Installation:

This phase will provide support to network users for one month after
implementation to troubleshoot problems.

6.2.3 BIS-TELECOMMUNICATIONS LIFE CYCLE

To leverage network cabling already installed at the Institutions, CDC’s
Telecommunications Branch will utilize an existing contract with a
telecommunications firm to assess the existing fiber network between the
buildings at the institution sites and troubleshoot any technical issues that
may be discovered.

For planning purposes, a suggested life cycle is provided below. It is the
intent of CDC to follow the recommendations of the chosen
implementation vendor.

Initiation:
In this phase of the telecommunications effort CDC’s Telecommunications

Lead and vendor will prepare plans that will guide the remaining phases of
the fiber network validation effort.
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Requirements:

In this phase, CDC’s Telecommunications Lead and the vendor will
identify and document the current fiber network to buildings within the
Institution sites that require access to the ERP Solution.

Design:

During this phase of the telecommunications effort, CDC’s
Telecommunications Lead and the vendor will assess the fiber network to
determine network installation and integrity needs. In cases where
connectivity is required to buildings on the institution sites that currently
do not have fiber, the vendor will design the network components required
to complete the connections in conjunction with BIS and ISD. A report of
recommended network build-out or enhancements will be developed.

Development:

During this phase, CDC’s Telecommunications Lead and vendor will
install or change out the fiber network to the institution sites identified
during the design phase. As-built drawings of CDC’s network will be
completed as the fiber network is installed. A telecommunications testing
plan will be developed during this phase.

Testing:

During this phase, CDC’s Telecommunications Lead and vendor will test
the newly installed or modified network components. The CDC
Telecommunications Branch will be responsible for accepting the vendor
test case results.

Training:

Staff from ISD’s Network Unit and FMD’s Telecommunications Branch
will provide an overview of the network enhancements implemented for
the ERP Solution.

Implementation:

This phase will enable BIS staff to test end-user access to the ERP
Solution. The CDC Telecommunications Lead and vendor will be
available to support telecommunications staff, troubleshoot problems, and
finalize system documentation.
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Post Implementation:

This phase will provide support to network staff for one month after
implementation to troubleshoot problems.

6.3 PROJECT ORGANIZATION

The following organizational charts represent the structure of CDC, Financial
Services Division, BIS-ERP Implementation Team, BIS-Bandwidth Redesign,
BIS Telecommunications Implementation, and On-going Support and
Maintenance Teams.
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6.4

6.5

PROJECT PRIORITIES

Managing a project requires the careful balancing of three primary factors:
Resources, Scope and Schedule. These three factors are interrelated. A change in
one of them causes the others to change as well. The importance of these factors
are defined as constrained (cannot be changed); accepted (somewhat flexible to
the project circumstance); or improved (can be adjusted). The following matrix
prioritizes the relative importance of each factor for this project.

Accepted Constrained

] Improved

PROJECT PLAN

This Project Plan will provide DOF and CDC’s management with summary level
information identifying the tasks, resources, technical and management
requirements, responsibilities and constraints involved in the development and
implementation of BIS. This project will be developed as a collaborative effort
between the software vendor, implementation vendor, network redesign vendor,
telecommunications vendor, and Departmental staff.

6.5.1 BIS Project Scope

The scope of the project is to procure a total solution and implement
Financial/Budget, Human Resources, and Procurement/Contracts
functions for CDC. In addition, the BIS Project will ensure that the
network infrastructure is available and scalable to support the ERP
Solution at the time of implementation and to meet future needs of the
Department.

6.5.1.1 BIS-ERP Process Scope

The scope of the BIS-ERP Solution is to standardize, integrate, and
automate all of the business processes and work flows required to
perform  the financial/budget, human resources, and
procurement/contract activities of the Department. It is the intent
of BIS to require staff throughout the entire Department to use the
ERP processes. The processes listed below represent a subset of
the Department’s business process requirements within the scope
of the BIS Project. This is a representative sampling of the
business process flows:
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Financial Management:

Accounting Reimbursement
Accounting-Programming Cost Accounting Structure
Accounting-State Operation Appropriation
Accounts Payable-Goods

Accounts Payable-Services

Accounts Receivable

Accounts Receivable (Payroll)

Ad Hoc Query (Affinity)

9. Allocations (Affinity)

10. Allotment Process

11. Audit Findings Resolution

12. BCP/Finance Letters

13. Budget Process (Planning, Preparing, Managing)
14. Monthly Budget Plan Process

15. Collections of Accounts Receivable

16. Estimate Base Cost of Salaries & Wages (Affinity)
17. Estimate Budget Changes (Affinity)

18. External Audit

19. Income Remittance

20. Inmate Population Projections

21. Internal Spot Audit

22. Maintain Five Year Plan

23. Monthly Payroll Download (Affinity)

24. Organization-Accounting Structure

25. Reconcile Budget Positions (Affinity)

il e

Human Resources Management:

Adverse Actions
Annual Position Reconciliation
Attendance Certification
Attendance-Headquarters
Attendance-Institutions, Custody
Attendance-Institutions, Non-Custody
Benefits Administration
EEO Complaints-Administrative
EEO Complaints-External

. EEO Complaints-Internal

. EEO Complaints-Local

. Employee Training

. Hiring-Custody-Selections and Standards

. Hiring-Headquarters
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15. Hiring-Institutions

16. Hiring-Non-Custody

17. Labor Negotiations-Delegated

18. Labor Negotiations-Local

19. Labor Negotiations-Statewide

20. License Tracking

21. Merit Salary Adjustment

22. Out of Class

23. Payroll Interface

24. Performance Evaluation

25. Position Allocation

26. Position Control-Headquarters

27. Position Control-Institutions

28. Position Establishment and Change-Headquarters

29. Position Establishment and Change-Institutions

30. Post Assignment

31. Salary Advance-Headquarters

32. Salary Advance-Institutions

33. Testing-Centralized

34. Testing Delegated

35. Testing-Selections and Standards

36. Unfair Labor Practice

37. Wage Garnishment

38. Workers’ Compensation-Claims Management

39. Workers’ Compensation-Claims Management-Centralized
Settlement Pilot Project

40. Workers’ Compensation-Claim Process

41. Workers’ Compensation-Intake Reporting

42. Workers’ Compensation-Payroll

43. Workers’ Compensation-Reasonable Accommodation

44, Workers’ Compensation-Reporting

45. Watch Office Tracking

Procurement/Contract Management:

Conduct Physical inventory-Headquarters

Conduct Physical Inventory-Institution
Contract-Competitive Bid Process

Contract-Contract Request (New & Renewal)
Contract-Direct Pay Process

Contract-Help Desk Procedure

Contract-New Prison Public Works Contract Process
Contract-Non-Bid Contract Process
Contract-Request for Qualification Process

RN w =
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10. Contract-Service and Expense Order Process
11. Hazardous Material Tracking Process
12. Inventory Management

13. Issue Goods

14. Modular Trailer Lease

15. Property Assignment

16. Property Inventory-Headquarters

17. Property Inventory-Institution

18. Property Receipt-Headquarters

19. Property Receipt-Institution

20. Property Survey-Headquarters

21. Property Survey-Institution

22. Property Survey-Vehicles

23. Property Transfer-Headquarters

24. Property Transfer-Institution

25. Property Transfer-Between Institutions
26. Purchasing Goods-Camps

27. Purchasing Goods-Headquarters

28. Purchasing Goods-Institution

29. Purchasing Vehicles

30. Real Estate Lease-By State

31. Real Estate Lease-Headquarters

32. Real Estate Lease-Institution

33. Stock Received-Headquarters

34. Stock Received Institution

35. Stock Returns

36. Tracking Goods

The scope of this project focuses on implementing business
support processes listed above, and does not include the tracking or
automation of offender based information such as:

e Inmate Classification;

e The development, piloting, evaluation, and compliance of
mandated health care programs and inmate programs;

e Systems that track inmate and parolee activities (for example,
RSTS - Revocations Tracking System, and Parole LEADS -
Law Enforcement Application Data System).

Community Correctional Facilities and Conservation Camps are
not within the scope of this project. :
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6.5.1.2 BIS-Bandwidth Redesign Scope:

In order to utilize BIS effectively and efficiently modifications to
the underlying technology infrastructure need to be made. The
scope of the modifications to the underlying infrastructure include:

1. Evaluation and analysis of the current CDC WAN and CDC
interface with TDC to establish a “baseline” network
architecture;

2. The redesign of the CDC network to provide redundancy to the
facility level and bandwidth upgrades to meet expected
network capacity requirements for the ERP system;

3. Implementation of the new design including installation,
configuration and testing of hardware/software and new and/or
upgraded data circuits;

4. Specification, procurement, installation, configuration, testing
and training of CDC network staff on network
analysis/management tools that will enable proactive
management of CDC’s network.

6.5.1.3 BIS-Telecommunication Scope:

The communications network intended to be utilized by the
Institutions to access the ERP Solution was installed during the
early 1990’s as a result of the Correctional Management
Information System (CMIS) Project. The integrity of this
communications infrastructure needs to be validated, and if
required, modified to ensure that all end-users will have access to
the ERP Solution upon activation of the system. This will require
staff knowledgeable in telecommunications and LAN
design/implementation to review the connectivity issues within all
end-user areas. Specifically, the scope of the telecommunications
activities will focus on the following areas:

1. Verify the fiber optic communications network between the
buildings at the institution sites is in place and functional for
access to the ERP Solution;

2. Ensure all identified end-users of the ERP Solution have fiber
optic connectivity, and;
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3. Install fiber optic runs to any identified end-user gaps within
the Institutions.

6.5.2 Project Assumptions

The CDC will procure a total solution, but implement the
Financial/Budget, Human Resources, and Procurement/Contracts modules
first. The major assumptions are identified below for each component of
the project:

BIS-ERP Software Solution:

a. Full funding to procure a total solution will be provided.

b. CDC has project team resources in place and ready to go when the implementation vendor
starts.

c. CDC has project team facilities in place and ready to go when the implementation vendor
starts.

d. Departmental SMEs and External Control Agency IT staff will be brought
in to the project on an “as-needed” basis.

e. TDC support services are captured as a support cost, and it is not
anticipated that they will supply staffing resources directly on the project
team.

f. BIS Team Members will be comprised of representation from each of the

CDC programs (HCSD, ID, P&CSD, ASD, FMD and ISD).

There are no electrical power source deficiencies to implement the ERP Solution.

CDC staff will be used for testing print capabilities and to install any

required software on client PCs.

TDC will provide data center services.

The ERP Solution estimates are based upon a centralized database with a

three-tier architecture.

The ERP Solution will be implemented on a TDC supported platform.

Application and database servers will be determined based on ERP

requirements.

Client PCs will meet CDC hardware and software standards.

Network interface cards in all BIS client workstations will be required to

support 100 Mbps transfer speed.

o. TCP/IP will be the underlying network protocol.

p. CDC’s ISD preliminary technical estimate is that approximately 130
network devices to support the migration from “dummy”
terminal/mainframe to client server and web-based technology will need to
be replaced.

q. The BIS Team assumes three regional training centers to provide end-user
training of the ERP Solution.

s
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Training centers will be located based on “best value” to the State by
the Implementation vendor.

System Implementers and BIS Teams will provide joint training at the
Regional training centers.

BIS-Bandwidth Redesign:

e o

All Institutions are connected to the CDC WAN.

The communication infrastructure will be in place by the end of the
BIS implementation design.

Network and data communication services will be provided by SBC.
One T1 line will be installed from the TDC to CDC’s ISD.

The redesigned network recommendations will leverage off existing
CDC network standards and software.

BIS-Telecommunications:

a. CMIS infrastructure will be utilized in the Institutions.
b. Network connectivity needs within each Institution will be confirmed

by the telecommunication design engineer. Approximately 1.38
buildings per Institution require connectivity to the network.
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6.5.4 Project Phasing

It is CDC’s intent to minimize overall project risk by requiring specific
deliverables — each of which have stand-alone value and could be
carried forward by other parties. These deliverables are as follows:

6.5.4.1 BIS-ERP: Project Phasing

Initiation Project Management Plan
Development Plan
Security Strategy

Test Plan

Training Plan
Communications Plan
Change Readiness Assessment

Requirements Requirements Specification
Gap Analysis Report
Change Management Plan

Design System Design Specification

Quantified Business Benefits
Conversion and Interface Specifications
End-User Training Plan

Test Plan

Development Operational Metrics for Business Benefits
Configured Application

Converted Data

Integration and System Test Results

Testing User Acceptance Test Results
Working Software

Training ' Trained End-Users
Documentation

Implementation Production ERP Software

Production Report Writing Software

Post Implementation Warranty
Support PIER Report

CALIFORNIA DEPARTMENT OF CORRECTIONS
Feasibility Study Report v-6.2
Business Information System o111 Revised 07/06/04



6.5.4.2 BIS-Bandwidth Redesign:

Initiation

Project Management Plan
Development Plan
Security Strategy

Test Plan

Training Plan
Communications Plan

Change Readiness Assessment
Procure Qualified Consulting Services

Requirements

Requirements Specification
Gap Analysis Report
Change Management Plan

Design

System Design Specification

Network User Training Plan

Test Plan

Baseline Utilization and Performance Metrics
Finalized Physical Network Design

Finalized Required Equipment Configuration

Development

Procure Requisite Equipment and Software

Testing

Network User Acceptance Test Results
Working Software

Training

Trained Network Users
Documentation

Implementation

Production Software
Network Upgrades

Support

Post Implementation

Assess Network Utilization and Performance
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6.5.4.3 BIS-Telecommunications:

Initiation Project Management Plan
Development Plan

Security Strategy

Test Plan

Training Plan
Communications Plan

Change Readiness Assessment

Requirements Requirements Specification
Gap Analysis Report
Change Management Plan

Design System Design Specification
Conversion and Interface Specifications
Telecommunications Staff Training Plan

Test Plan
Development Integration and System Test Results
Testing Telecommunications Staff Acceptance Test
Results

Working Connectivity

Training Trained Telecommunications Staff
Documentation

Implementation Tested Working Connectivity

Post Implementation Warranty

Support

6.5.5 Roles and Responsibilities

Key project roles and responsibilities are shown below:

BIS Executive Steering Committee: (CDC)

In accordance with the BIS Charter, the BIS ESC is comprised of CDC
executive level staff. The committee champions the BIS effort and change
needs throughout the organization. They publicly support the project by
communicating the vision in understandable terms; demonstrate the
project vision; ensure project goals and activities are effectively integrated
and appropriately aligned with all CDC initiatives; approve project scope
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and budget; ensure adequate resources; provide strategic direction; ensure
appropriate business leaders are involved; provide timely decisions on
policy and scope issues; resolve issues; work to reduce barriers and
mitigate risks; communicate progress; and monitor cascading leadership
and effectiveness of the communications plan.

BIS Executive Project Sponsor: (CDC)

The BIS EPS ensures the project team gets the resources it needs and
works with the BIS Project Director to resolve significant vendor dispute
issues. The BIS EPS gains support and active participation for the project
from internal and external stakeholders. The BIS EPS is a member of the
BIS ESC, and plays an active role in facilitating decision-making and issue
resolution. The BIS EPS champions the BIS ERP effort and change needs
across the organization. The BIS EPS publicly supports the project by
communicating the vision in understandable terms, and ensures top
management support. He/she provides the authority for the project team,
and leadership and guidance on unresolved issues. The BIS EPS may
facilitate meetings concerning stakeholder issues.

BIS Project Director (CDC):

The BIS PD reports directly to the BIS EPS, and is responsible for the
implementation of the BIS project. The BIS PD will lead, guide, and
direct the activities of the project, and works with internal and external
stakeholders, control agencies, and contractors to mitigate project risks.
The BIS PD negotiates changes in scope, timeframes and resources with
the BIS EPS and BIS ESC, and keeps current on issues that may impact
the progress of the project. The BIS PD chairs the BIS ESC meetings.

BIS-ERP Vendor Project Director (Vendor):

The ERP VPD reports directly to the BIS Project Director, and is
responsible for the overall delivery of the solution according to the
contract. =~ The ERP VPD is the primary vendor responsible for
coordinating multiple vendor sub-contracts, and the overall activities of all
contractors working on the implementation of the ERP solution. The ERP
VPD works with CDC’s BIS PD to mitigate project risks. The BIS VPD
negotiates changes in scope, timeframes and contract resources with the
BIS EPS and BIS ESC, and keeps current on issues that may impact the
progress of the project. The ERP VPD attends the BIS ESC meetings.
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BIS User Project Manager (CDC):

The BIS UPM reports directly to the BIS Project Director and is
responsible for managing the day-to-day administrative and support
activities of the project. The BIS UPM is responsible for managing all
vendor contracts and project schedules, ensuring CDC project milestones
are met and deliverables are completed to CDC’s satisfaction, project
budgeted to actual expenditures are tracked, and all project reporting is
completed on-time and according to the reporting requirements. The BIS
UPM shall be responsible for coordinating the selection, recruiting, and
training needs of CDC staff resources in a timely fashion to meet the needs
of the project. The BIS UPM will manage the SME activities of the
project. The BIS UPM will identify and work to mitigate project risks,
including the development of any contingency plans required by the BIS
ESC. The BIS UPM will direct the Project Administrator (PA) in the
managing of all vendor contracts, and will ensure project milestones are
met and deliverables are completed to CDC’s satisfaction. The BIS UPM
will report to the BIS PD and attend the BIS ESC meetings.

BIS Technical Project Manager (Consultant):

The BIS TPM reports to the BIS Project Director. As the technical liaison
to the BIS Project Director, the TPM ensures the project produces the
required deliverables, to the required standard of quality and within the
specified constraints of time and cost. The BIS TPM oversees the creation
and delivery of project deliverables with project staff and ensures the
deliverables are capable of achieving the benefits stipulated in the agreed
upon FSR. Working with the BIS UPM, FPM, Bandwidth UPL, the
Telecommunications Lead, the BIS TPM oversees production of the
Project Plan and works with the BIS ESC to obtain approval; plans and
monitors the project and is accountable to the BIS PD for overall progress;
advises on the use of resources, and initiates corrective action where
necessary. The BIS TPM will identify and work to mitigate project risks,
including the development of any contingency plans required by the BIS
ESC. The BIS TPM obtains agreement on the technical strategy from the
BIS ESC, and prepares the PIER.

The BIS TPM will report directly to the BIS PD and indirectly to ISD
PMO. The BIS TPM will attend the BIS ESC meetings.

BIS-ERP Vendor Project Manager (Vendor):’

The ERP VPM reports to the ERP VPD. The ERP VPM oversees the day-
to-day activities of the vendor resources on the project and ensures a
consistent approach to a standard methodology by the teams, ensures
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adequate consideration is given to integration points, ensures the
successful integration of business processes throughout the teams, and
coordinates the daily activities for the development of an implementation
release strategy. The ERP VPM coordinates and guides the development
of a comprehensive work plan. The ERP VPM will attend the ESC
meetings.

BIS-Bandwidth User Project Lead (CDC):

The Bandwidth UPL reports to ISD with project direction from the BIS
TPM through the BIS UPM. The incumbent communicates program
strategies, benefits, direction, status and recommendations as appropriate.
The Bandwidth UPL is responsible for ensuring adherence to the schedule,
communicating -and providing project updates in accomplishments and
timelines to the BIS TPM, recommending alternatives and/or solutions to
identified problems, maintaining a record of expenditures and providing
input for budgetary reports.

BIS-Bandwidth Technical Project Lead (Vendor):

The Bandwidth Technical Project Lead (TPL) reports directly to the ISD
PMO with project direction from the BIS TPM through the BIS UPM and
is responsible for overseeing the completion of the Bandwidth redesign
activities. The Bandwidth TPL will be responsible for ensuring that
current and future networking needs of the ERP solution and the
Department will be addressed in a redesigned network architecture. The
Bandwidth TPL will forward recommendations for improvement and
ensure the completion of a redesigned network. The Bandwidth TPL will
be responsible for identifying any risks to the BIS Project caused by
infrastructure or telecommunication issues discovered during the analysis
and redesign. The Bandwidth TPL will ensure that the IT structure
developed is sufficient to support the implementation of Departmental IT
initiatives and identify gaps, which may become fatal flaws to the
Department.

BIS-Telecommunications Lead (CDC):

The Telecommunications Lead (TL) reports to FMD with project direction
from the BIS TPM through the BIS UPM. The TL is responsible for
overseeing the validation, and if appropriate, build-out of the fiber optic
network between the Institution buildings that require access to the ERP
Solution. The TL is responsible for identifying any risks to the BIS
Project caused by gaps in the Institution LAN infrastructure discovered
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during the analysis of the Design and Engineering. The TL will ensure
that the LAN infrastructure developed is sufficient to support the
implementation of the ERP Solution and identify gaps, which may become
fatal flaws to the Department.

BIS Project Administrator and Budget/Contract Administrator
(CDC):

These incumbents shall assist the BIS UPM in the coordination of BIS
Project implementation and contract management. They manage scope
changes, project task updates, administrative contracts, track budgeted to
actual expenditures, coordinate meetings and presentations, and track
issues. Additionally, they maintain schedule and contract information.

BIS Independent Project Oversight Consultant (Consultant):

The Independent Project Oversight Consultant (IPOC) shall perform
repetitive independent assessments of the project management and
operations, provide written and verbal reports of the assessment findings
to YACA and DOF, provide recommendations for remediation of risks for
the purpose of ensuring adherence to sound project management practices
and successful delivery of the system. The IPOC shall provide
independent oversight of the project in order to ensure timely project
completion, effective management of project scope and budget, CDC
performance, TDC performance and COTS vendor performance. This
independent oversight will identify and quantify project risks and issues.
The TPOC will develop and present sound recommendations based on
industry best practices to reduce or eliminate the risks and issues, and
evaluate and report on adherence to project scope (functionality required
by the sponsoring business entity), time, cost, and quality baselines. The
IPOC will assess and report on effective project Integration Management,
Financial/Budgets Management, Human Resource Management,
Communication Management, and Procurement/Contract Management,
and provide recommendations for correction of faults found. The IPOC
shall provide objective and timely assessment of project management
products and processes, report on issues found, and make
recommendations for correction. Additionally, the IPOC will ensure
adherence to project management standards, practices and conventions and
make recommendations for changes to standards, practices and
conventions as needed.
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BIS Independent Verification & Validation (Consultant):

The Independent Verification & Validation (IV&V) Consultant shall
perform repetitive independent assessments of project technical products
and deliverables, provide written and verbal reports of the assessment
findings to YACA and Finance, and provide recommendations to ensure
that the project products and deliverables conform to requirements and
satisfy intended use and needs. The IV&V Consultant shall provide
objective and timely assessment of project products and processes, report
on findings, and recommendations for corrections, identify process and
product risk, report on findings, and recommend solutions based on
industry best practices. The IV&V Consultant shall evaluate and report on
compliance with performance, schedule, budget, and quality requirements,
ensure compliance with requirements for project activities during
processes, ensure adherence to standards, practices and conventions during
processes and make recommendations for changes as needed.
Additionally, the IV&V Consultant will provide validation services to
determine if the project products and deliverables satisfy requirements and
solve the right problems.

BIS-ERP Team Leaders: (CDC)

The BIS Team Leaders direct the activities of BIS Project Teams who
have respective responsibility for Financial/Budget, Human Resources,
Procurement/Contracts, Policy/Change Management (P/CM) or Technical
Support (TS). The BIS Team Leaders are responsible for leading BIS
Project Team Members on a daily basis in developing comprehensive
work plans, coordinating work products/deliverables, and ensuring their
timely completion. The BIS Team Leaders will work with the P/CM
Team, BIS UPM, FTM, and BIS TPM to coordinate effective end-user
communications and training relative to their areas of responsibility. They
convey needed information between the BIS Project Managers and Team
Members, and assign tasks.

BIS-ERP Functional Support Teams: (CDC)

The Functional Support Teams (FST’s), with assistance from CDC SMEs
representing various functional areas i.e., Finance/Budget, Human
Resources and Procurement/Contract, will reengineer the “as-is” business
processes to the best practices in the chosen ERP Solution. The teams will
be responsible for ensuring the State and CDC business rules are
accurately configured in the ERP Solution. The FST’s will be involved in
training the end-users and providing help desk functions after
implementation,
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BIS-ERP Technical Support Team: (CDC)

The TS Team provides data center support for the production,
development, testing and training environments. The TS Team will
provide and maintain working hardware, and the technical infrastructure to
ensure successful completion of the project.

The TS Team oversees the implementation of software changes, legacy
interfaces and software development; and they support data analysis,
cleansing and conversion, documentation, and custom report development.
They oversee the testing function including coordinating, planning,
managing and testing software and processes and ensuring the security of
data.

BIS-ERP Policy/Change Management Team: (CDC)

The P/CM Team performs the role of Change Agent by working with the
BIS ESC, BIS EPS and stakeholders to ensure communication flow
between end-users, stakeholders and the project. They design and
facilitate the Communications Plan. They work with CDC Executive Staff
to develop and implement an organizational change program that
influences the cultural change toward quality customer service, continuous
improvement and learning. They define customer service standards and
expectations for reengineering and design initiatives. The P/CM Team
will monitor the effectiveness of the business process reengineering, and
recommend adjustments based on opportunities for improvement. They
assess, coordinate, and provide end-user training.

The P/CM Team facilitates proactive development, application and
consistency of policy and standards. They ensure policy issues are
resolved through effective communication, negotiations, training and
removal of roadblocks. They monitor the effectiveness of policy impact
and make recommendations for improvements. They provide input to the
risk mitigation plan and contingencies in relation to policy impact and
end-user support.

BIS Ongoing Maintenance and Support Organization: (CDC)

The main objective of this organization is to serve CDC’s program units
with the ongoing use and improvement of business processes that are
affected by the ERP. This Organization will address necessary revisions to
existing business rules and will identify and develop new business rules.
They ensure data quality and security.
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Functional Teams:

These Teams are the first level of help support and directly work with the
end-users throughout the Department. They are very knowledgeable about
the ERP system within the context of their respective functional area.
They are knowledgeable about how CDC chose to implement its business
processes in the ERP, work directly with end-users to articulate changes to
‘the business rules, and identify new training or report requirements. They
provide training on changes to the business processes, and manage
communications throughout the organization to ensure business units and
end-users are aware of the process changes that impact their day-to-day
transactions. This Team possesses training and has a high skill set in
business process improvement to facilitate changes in CDC’s newly
implemented and standardized business processes.

Technical Team:

This Team supports the ongoing maintenance of the development, test, and
training environments. They will work with TDC and the ERP solution
provider to install patches/upgrades to the ERP software. They provide
development support in terms of modifications to or development of
custom reports. They are also directly responsible for the security of the
data, databases, and the overall system.

Data Quality Team:

This Team performs analysis and continually tests the data collected and
stored in the ERP databases. They review and reconcile ERP data to the
data contained in external systems such as CalSTARS.

6.5.6 Project Management Schedule

Within each portion of the project there are a number of key milestones
and project tasks.
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6.5.6.1 BIS-ERP: Project Management Schedule

Develop Project Management Plan
Develop Technical Plans (development plan, security
strategy, test plan)

Develop Training Plan

Develop Communication Plan

Develop Change Readiness Assessment

Initiation Complete

Requirements Complete | Identify Requirements

Identify Gaps

Revise Change Management Plan

Design Complete Develop Design Specifications

Identify and Quantify Business Benefits
Develop Conversion and Interface Specifications
Develop End-User Training Plan

Develop Test Plan

Development Complete | Develop Operational Metrics for Business Benefits
Configure Software Application

Perform Data Conversion

Perform Unit and Integration Test

Testing Complete Perform User Acceptance Test
Resolve Software Defects
Training Complete Perform End User Training
Prepare Documentation
Implementation Migrate Software to Production
Complete
Post Implementation Resolve Production Issues and Defects
Support Develop PIER Report
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6.5.6.2 BIS-Bandwidth Redesign

Develop Project Charter
Initiation Complete Develop Project Management Plan
Develop Procurement Plan
Develop Communication Plan

Procurement Complete | Prepare RFP for Consultant Services
Manage RFP process

Award Contract

Requirements Complete | Assess and document Current CDC Network
Identify BIS Network Requirements

Define Gaps

Develop Design Specifications

Design Complete Develop Hardware/Software/Data Circuit Specifications
Document Design Assumptions

Develop Test Plan and Cases

Develop Redesign Document

Installation Planning Refine Project Charter

Complete Refine the Project Management Plan
Develop Procurement Plan

Develop Communication Plan

Procurement for Prepare RFP for Consultant Services for Implementation
Services Complete Manage RFP Process

Award Contract
Procurement for Development Hardware/Software and Data Circuit
Network Upgrades Procurement Documents
Complete Manage the Procurement Process

Receive and Bench Test Hardware
Installation Complete Install Hardware and Software

Install Data Circuits

Configure Hardware and Software

Install and Configure Network Management Tools
Testing Complete Finalize Test Cases and Test Plan

Execute Test Cases

Document Results

Certify and Accept Test Results

Training Complete Finalize Training Plan
Attend Training Classes
Implementation Migrate New Network Configurations to Production
Complete Implement Network Management Tools
Finalize network Documentation and Turnover to CDC
Staff
Post Implementation Resolve Production Issues and Defects
Support
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6.5.6.3 BIS-Telecommunications

Develop Project Management Plan

Develop Technical Plans (development plan, security
strategy, test plan)

Develop Training Plan

Develop Communication Plan

Develop Change Readiness Assessment

Initiation Complete

Requirements Complete | Assess and Document Current CDC Network
Identify BIS Network Requirements

Define Gaps

Revise Change Management Plan

Design Complete Develop Design Specifications

Develop Test Plan

Development Complete | Configure Telecommunications Components
Install Telecommunications Components
Test Fiber Optic Network

Testing Complete Perform User Acceptance Test

Resolve wiring defects
Training Complete Perform End User Training

Prepare Documentation
Implementation Migrate to Production
Complete
Post Implementation Resolve Connectivity Issues and Defects
Support

6.6 PROJECT MONITORING

The BIS UPM and BIS TPM will prepare monthly project status reports
addressing project plan status, issues, action items, major milestones and phase
reviews. The BIS UPM and BIS TPM will also prepare a monthly Project
Management Review (PMR) report that will be reviewed in detail by ISD’s Chief
Information Officer and a copy of the PMR report will be sent to the appropriate
State Information Technology control agencies as directed. In addition, an
independent project oversight staff will be assigned from ISD’s PMO Office.
This individual will independently review the project status, project reports, and
will validate the accuracy of the material being reported and the project status.

Tracking of the project will be aided through the use of a project management
tool. The project team will develop a detailed work plan using IEEE and PMI
guidelines, which incorporates the Department’s prior experiences with projects
of similar size and complexity. This tool will document and track project
milestones, activities and resources assigned to each task. By combining staff
expertise with an effective project manager, CDC can monitor the project while
ensuring effective knowledge transfer relating to the system. The project will stay
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within budget guidelines by tracking invoices from the contractor and other
project costs on a timely basis.

The BIS UPM will prepare monthly project status reports, monthly oversight
agency reports, and any special reports addressing project plan status, issues,
action items, major milestones, and phase reviews. A third-party contractor will
perform a verification and validation oversight function and report to the BIS
EPS. Additionally, the DGS will assist CDC by running a fair procurement in
order to provide a “best value” solution for CDC’s network and business
processes.

6.7 PROJECT QUALITY

The basic approach used in assuring overall project quality emphasizes that the
project’s results will meet its business and technical objectives. This is done
through the development of well-defined requirements, which in turn, are tracked
throughout the project through the use of a “Traceability Matrix.” This matrix is a
key tool for ensuring consistent compliance with the requirements. This tool also
documents approved changes in scope or requirements.

Throughout the project, communications are facilitated through the use of project
management reporting, informal progress reporting, and issue resolution
procedures. In addition, at the end of the design phase and during acceptance
testing, high levels of user participation are required. This is necessary in order to
ensure that users are truly getting what they need and expect.

6.8 CHANGE MANAGEMENT

The Change Management procedures will feature a three-step approach designed
to accommodate reasonable variations from the original work plan.

These steps are:

1. Submission of Change Request - Changes in this project will require the
submission of a Change Request that documents the nature of the change, the
reason for the change, the impact on the project budget, schedule, and
resources as well as the impact if the change is not accomplished.

2. Review and discussion by project managers - The project managers review the
Change Request and discuss the various impacts of accomplishing or not
accomplishing the change. The change is evaluated based on its cost and
benefit, as well as its relevance to the original objectives of the project.

3. Approval or Denial - To be implemented, the request must be approved by the
project managers, BIS PD and BIS EPS. Without unanimous consent, the
request will be denied. The requirement matrix is updated accordingly.
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6.9 AUTHORIZATION REQUIRED

The following individuals and departments must approve the proposed project:
e Executive Project Sponsor
e Director, California Department of Corrections
e Secretary, Youth and Adult Correctional Agency

e Department of Finance (Technology Investment Review Unit (TIRU) and
Technology Oversight and Security Unit (TOSU)

e Department of General Services

7.0 RISK MANAGEMENT PLAN

7.1 RISK MANAGEMENT APPROACH

The Risk Management Plan is the project’s initial reference resource concerning
risk management, risk avoidance, risk mitigation, and risk reporting required
throughout the project’s life cycle. In an effort to recognize, analyze, and respond
to project risks, the Risk Management methodology will be:

Identify project risks;

Analyze identified risks;

Quantify the risk’s impact on the project;

Quantify the likelihood the risk will occur;

Prioritize identified risks;

Develop preventative measures (where applicable);

Develop mitigation strategies to limit the risk’s impact on the project;
Assign a team member to track, review, and report on specific risks;
Allocate resources to mitigate effects of risk events, and;

Develop a risk closure process.

7.2 COMPLETED DOF RAM REPORT
See Appendix E - Risk Assessment Summary Report
7.3 RISK MANAGEMENT WORKSHEET

The CDC recognized many of the obvious risk factors early in the process of
evaluating the potential use of COTS software as an ERP Solution. The need for
a full-time core evaluation team, buy-in from the stakeholders, executive
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commitment, and adequate resources were identified as some of the significant
risk factors at the beginning of the project. To address these factors:

e CDC has maintained open communications and involvement of key
personnel in identifying the Department’s critical business requirements.

e The Department’s Director and the Deputy Director, FSD, have conveyed
their commitment through verbal and written communications to CDC
employees.

e The Department established a full-time core cross-functional team, and co-
located the team in a single physical location, thereby maximizing
interaction between the team members.

The following chart identifies some preliminary risks during the requirements
phase of the project. As the project continues, these and other risks will be
entered and maintained on a database for ease of tracking, updating and reporting.
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8.0 EcCONOMIC ANALYSIS WORKSHEETS

See Appendix B — Economic Analysis Worksheets
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