Written Response
Architectural Recommendation
BPro Inc is a US-based premier information technology services corporation with a successful track record of providing election related software solutions to State and Local Governments across the country.  Our product, TotalVote™, is comprised of multiple functional modules that support all methods of voter registration and list maintenance, election management, election reporting and the myriad of interfaces necessary to maintain accurate registration rolls in the modern, mobile information environment.  TotalVote is a top down design that clearly aligns with Washington State Elections Officials requested business requirements.  All users’ login to the same system, where the data is centralized, not transferred or converted and real time data access is managed through a set of roles and permissions.  Support is also centralized, which reduces the burden on County IT for maintaining and supporting the system.

BPro has recognized through its software sales and project implementations that a rigid Commercial-Off-The-Shelf (COTS) voter registration and election management system is an impractical pathway to achieving a satisfied election customer, which is why our TotalVote solution has evolved into a hybrid solution utilizing existing software that supports customization.  The majority of our TotalVote functional modules have been previously developed and deployed, yet TotalVote remains a flexible solution that is customized for each individual jurisdiction to fit their laws, statues, workflows and other specific information. BPro is currently managing projects involving our HAVA compliant, TotalVote software in North Dakota, New Mexico, South Dakota, and Hawaii, all as statewide implementations.

TotalVote includes the following modules that BPro has deployed in the indicated States:
· Election Management: SD, ND, NE, MT, NM, HI (in development)
· Voter Registration: SD, ND, NM (in development), HI (in development)
· VIP (Voter Information Portal): SD, ND, VT, HI (in development)
· ENR (Election Night Reporting): SD, ND, VT, NE, NM, MT, VA, Sacramento CA, MN Counties
· UOCAVA (Online Absentee Application and Ballot Marking): SD, ND, VT
· Campaign Finance: ND, SD
· ePollbook: IA, SD
· Business Services: SD
· Online Voter Registration:  HI

Our recommended hosting platform is Microsoft’s Azure Government cloud, which is a government-community cloud that offers real-time scaling for demand driven computing power, storage, networking, and identity management services, with world-class security.  Other hosting environments are supported as customer requirements dictate.  There are many advantages of adopting a system architecture that employs a cloud-based solution.  Management of elections and voter registration has a very high level of variable demand and a fundamental design premise for the cloud-based architecture is cost effective support for variable demand.  A cloud-based solution also virtually eliminates single point of failure with built in failover.  A central cloud solution has the advantage of utilizing the best, state-of-art software security given popularity of this solution architecture and investment by some of the largest companies in the world.
Our responses that follow are based on our recommended architectural solution outlined above.
1. Exhibit B contains business requirements for the Washington State Modernized Elections System. (Note the scope of requirements excludes ballot creation and Tabulation.) Vendors are requested to validate and proof the business requirements to identify any requirements they believe have overlooked. Please provide a list of additional business requirements you recommend we consider for inclusion in a future RFP. 

Response:
We recommend the following functional modules be considered for inclusion in a future RFP;
Voter Information Portal
Voters accessing the Voter Information Portal, or MyVote, should be able to view sample PDF ballot and interactive ballot generated from the Election Management module.  The ballots should also be retrievable by address, without entering any personally identifiable information.

Online Candidate Filing
Allow registered voters to file for candidacy online and present appropriate forms, depending on office sought.

Common Access Card (CAC) for military voter authentication
Use of CAC could exclude qualified voters from accessing a ballot.  We recommend using CAC in conjunction with other methods of authentication that rely on the voter self-proclaimed UOCAVA status. 


2. Also pertaining to business requirements in Exhibit B, please identify any requirements you believe to be exotic. In other words, identify any requirements that you believe are uncommon, difficult to fulfill, or for any other reason contribute significant cost and/or time to the Modernized Elections System? Please identify which, if any, of the identified requirements are exotic and why.

Response:
We would identify signature verification as potentially exotic as it may be costly depending on the technology used.  Some technology charges per verification, which would need to be analyzed against labor savings for cost effectiveness and data accuracy improvements. Also, the impact needs to be evaluated of the difference between on-line signatures (collected by electronic signature pads) and traditional off-line signatures (imaged and clipped from paper).


3. Exhibit A contains the WA OCIO IT Security policies. Within Exhibit B, there is a worksheet titled “Critical Election Periods”. Washington State Elections Officials desire a solution that balances the provision of uninterrupted services during critical election periods with cost. Please provide a recommendation for high availability.

Response:
Our recommended system architecture of a cloud-based solution offers different levels of high availability, which vary in cost and can be seasonally adjusted to fit the variable demands of voter registration.  An alternative architecture is an on premise platform, which includes dedicated servers and associated networking and storage functions.  When implementing the solution and deciding between an on premise or cloud platform, you must consider the probability of a capability outage. Additionally, consider the impact an outage will have on the application from the business perspective before diving deep into the implementation strategies. Without due consideration to the business impact and the probability of hitting the risk condition, the implementation can be expensive and potentially unnecessary.

Evaluation of the availability of a system solution must also consider the availability of its underlying infrastructure and dependent services. Availability designs remove single points of failure through redundancy and resilient design. Effective availability considers the Service Level Agreements (SLA) of each dependent service and their cumulative effect on the total system availability.

Typical SLAs operate with at least 99.9% uptime.  This means potential downtime per month is around 40 minutes, per service.  A complicated application such as this would have multiple services which could mean extended downtime possibility.  You must plan for all services to potentially go down at different times. 

Using availability techniques such as scalability, fault tolerance, and fault detection, availability can be improved.  An on premise platform cannot scale easily so you are likely paying for services you only need a few minutes each month.  A cloud platform can scale automatically, and you only pay for the services consumed.  Therefore, the most cost effective platform for this type of high availability application is a cloud based solution. 



4. Exhibit A contains the WA OCIO IT Security policies. Within Exhibit B, there is a worksheet titled “Critical Election Periods”. Washington State Elections Officials desire a solution that balances the provision of uninterrupted services during critical election periods with cost. Please provide a recommendation for disaster recovery.

Response:
Disaster recovery is about the catastrophic loss of application functionality. Datacenter failure is not the only cause of application-wide failures. Poor design or administration errors can also lead to outages. It is important to consider the possible causes of a failure during both the design and testing phases of your recovery plan. The following are several different types of disaster scenarios.  Our recommended cloud based platform is better suited to handle these scenarios than on premise platform because a cloud based platform is elastic in nature and has the ability to quickly and easily expand and contract computing resources.  We recommend the disaster recovery plan include recovery processes for each of the following system components:

Application Failure
The application could fail due to the catastrophic exceptions caused by bad logic or data integrity issues. You must incorporate enough telemetry into the software code so that a monitoring system can detect failure conditions and notify an application administrator. Some failure modes trigger automatic failover and some require an administrator with full knowledge of the disaster recovery processes to make a decision to invoke a failover process. With a cloud based solution failover is automatic with most services resulting in little, if any, downtime.  Alternatively, since cloud-based services include 24/7 administrator monitoring, the administrator could simply accept an availability outage to resolve the critical errors.

Data Corruption
To minimize the risk of potential data corruption, you have two options. First, you can manage a custom backup strategy. You can store your backups in the cloud or on-premises depending on your business requirements or governance regulations. Another option is to use the Point in Time Restore database recovery that includes several elements: Full database backup once a week, differential database backups once a day, and transaction log backups every 5 minutes. Using the cloud architecture, the full and differential backups are replicated across geographic regions to ensure availability of the backups in the event of a disaster.  If data is corrupted and Point in Time Restore is in place the data can be restored to the last known uncorrupted point.  Point in Time Restore is built into cloud based architecture.

Network Outage
When parts of the network are down, you may not be able to get to your application or data. For this failure mode, a network outage results in application downtime until the network is restored.  There are strategies to minimize the possibility of a complete network outage, which are balanced against operating costs to achieve an acceptable level of risk.  Network outages do not typically contain a data corruption risk except any transaction that is in process when the outage occurs.

Failure of Dependent Service
Many services can experience periodic downtime, especially with this type of application that relies on outside data sources. Most of the time those outside sources are out of your control and you must wait until service is restored.  Outside sources could be driver’s licensing, social security administration, felon database, or death records.  This requires the application to incorporate robust error tracking and reporting for the interfaces between dependent services.  While you cannot control the availability of the dependent service, error tracking and reporting allows active management to minimize the impact.

Datacenter Down
The previous failures have primarily been failures that can be managed within the same datacenter. However, you must also prepare for the possibility that there is an outage of the entire datacenter. When a datacenter goes down, the locally redundant copies of your data are not available. Quality cloud-based datacenters use Geo-replication, where additional copies of your data are stored in an auxiliary datacenter in a different region. It is very unlikely that a datacenter would go down, but since access to your data likely outweighs the cost, setting up geo-replication is an effective solution.

5. Please provide a recommendation for system integration approach and methodology, which most effectively supports the specified business requirements and other concerns mentioned in the Background and Objective section.

Response:
This question, in light of the other information contained in the RFI, does not provide sufficient detail to direct a response beyond an academic discussion.  A reasonably complete discussion of system integration approach and methodology can be found at: 
http://www.cmcrossroads.com/article/effective-methods-software-and-systems-integration
As a US-based premier information technology services corporation, BPro evaluates each project and its customer requirements to apply the appropriate set of methodologies that are largely discussed in the referenced article.  The system integration approach is incorporated in the project management approach as outlined in our response to Question 6.



6. Please provide a recommendation for project management approach and methodology, which most effectively supports the specified business requirements, other concerns mentioned in the Background and Objective section and project values of transparency and collaboration amongst the state’s 40 separately elected Elections Officials.

Response:
The Project Management methodology used throughout the project is industry standard best practices from the Project Management Institute (PMI), Project Management Body of Knowledge (PMBOK).  Our Project Management will continually focus team awareness on Scope, Time, Cost, Quality, Risk, Communication, Integration, Human Resources and standard practices for all necessary Procurements.

Our proposed solution architecture involves customizing our TotalVote functional modules to align with your business requirements.  The customization requires the development of new or alternate software code.  Based on our experience implementing similar solutions, we recommend an agile software development process for generating the customized software code; a process that includes the Product Owner, (which is Washington SOS) in the decisions of the project while the product is being built.  Agile allows shorter cycles for demonstrating the product to your team, which provides visibility to your team into how the deliverables fit your goals and fulfill the deliverables, which also aids in the management of user expectations.  An Agile approach sparks creative input from your team throughout the entire implementation process instead of just at the beginning.  With Agile, the system is amenable to necessary changes to take advantage of technology opportunities to improve elections, and to meet changing election mandates.  
We recommend that during the multiple Development phases of the project, “iterations” or cycles of software development would be one month in length and would generally be focused on a single functional module.  This means that each month, the software that was completed during that iteration would be demonstrated to the Washington SOS Team for Product Owner input.  We would work with the Washington SOS Team to define the order in which the models would be developed and released to logically build the complete solution.  
This project requires participative leadership from the Washington Team to implement the solution in a manner that has buy-in from your staff, from your elected officials, and a solution that fits your business process. We recommend assembling a task force of county officials from varying county size and experience.  The task force will be responsible for the design and approval of the entire project.  By using a smaller task force instead of participation from all counties we gain ownership in the process and the solution and encourage better participation.  The task force will review existing systems and determine a “wish list” of features and processes, and then participate in the implementation of that list.


7. Please provide a recommendation for funding approach and cost distribution, which most effectively supports the specified business requirements, other concerns mentioned in the Background and Objective section and project values of transparency and collaboration amongst the state’s 40 separately elected Elections Officials. Please include citations of the recommended approach in place throughout state and local governments.

Response:
The RFI provided very little information to support a targeted response for this question, which appears to request a recommendation regarding financing the system acquisition cost and on-going support expense but nevertheless, we have endeavored to provide some concepts for consideration below.

The most straight-forward, simplest method to define and manage into the future a funding approach and cost distribution is to divide the system expenses based on the number of registered voter in each county, with the OSOS contributing a negotiated flat rate based State required functionality.  This “fee structure” would be applied to both the development and implementation cost and then applied to the system maintenance expense once the system goes into operation.  In the event any individual entity desires some unique additional functionality, these situations would be individual negotiated between the entity and vendor, outside of the statewide system financing agreement.  This “flat rate” is simple to implement and manage however may not reflect the actual on-going system use, which is typically measured by transaction volume.  If the counties and OSOS believe transaction volume is a more effective funding and cost distribution basis, an alternate model is outline below.

We are advocating for a “top-down” solution where a central software application provides the OSOS and 39 counties with the requested functionality through an on-line, web-based delivery method.  The solution architecture defines each county and the OSOS with their own, unique set of log on credentials that are further distributed among the individual users within each entity.  This architecture will allow transaction volumes to be tracked and reported by individual user entity (i.e. counties and OSOS).  Using this information, on-going maintenance expense would be prorated among user entities to bear their portion of the ‘use expense’.  The development and implementation costs would still be divided based on entity size.

An additional revenue stream available to OSOS and the 39 counties is selling voter and absentee lists.  Lists are regularly sold in other states to candidates, political parties, and other organizations to help offset the system support costs.  In South Dakota, the previous fiscal year’s revenues from selling voter lists statewide (66 counties and Secretary of State’s office) was just under $50,000.


8. Please provide a recommendation for data conversion and migration, which most effectively supports the specified business requirements, other concerns mentioned in the Background and Objective section and project values of transparency and collaboration amongst the state’s 40 separately elected Elections Officials.

Response:
The Data Conversion effort is a key success factor for the project as bad data can render the project a failure.  Data conversion requires meticulous planning and timing for transitioning to the new system.  Since the current data is managed by three different state-certified EMS/VR providers, three separate data conversion efforts will be necessary.  The current data is stored in relational databases however so the conversion scripts can be easily written and tested to result is a relatively smooth conversion process.  The following are some additional considerations.  

State Resources needed
We recommend that a Database Analyst from Washington SOS, or a State Database Analyst that represents each of state systems, who will work directly with us to create processes to extract data and images from the legacy systems.  We propose that the DBA is added to the project team at Project Initiation in a 70% resourced role and remains with the project until 30 days after the last data or image conversion.
Data extraction and preparation
Together the DBAs of both teams will create extract, transmit and load procedures (ETL) for moving the data and images.  The DBAs will coordinate with the Business Analyst(s) and the Quality Analyst(s) to insure the processes for conversion deliver a product with data integrity, meeting all quality standards, and created in a manner that is fully consumable into the business process and software logic of the system.  
Data mapping rules
The Washington/County DBA Team will provide a data dictionary of the legacy system data structure and full data extracts.  The BPro DBA will work fully analyze the data sets against the data structure of every field.  BPro will document the mapping of data to the new system, and present small trial conversions for verification.  Legacy fields that do not have an “exact fit” will be reviewed with the Washington Team to determine the best course.  
BPro has special routines to evaluate all of the unique code values for all fields that are coded, such as district, precincts, polling places, etc.  These fields will usually be evaluated first and confirmed with Washington.
County Resources for Data Scrubbing
The BPro DBA may identify outlying data that does not fit the definition of the field and requires “data scrubbing” or cleanup in preparation for conversion.  These will be logged as conversion tasks.  The Washington DBA will manage the tasks associated with data cleanup.  These tasks may be handed off to be managed by various members of the Washington team depending on the nature of the problem and who owns the process that manages the data.
[bookmark: _Toc410592816][bookmark: _Toc410760530]Strategies for Final Conversion
With final conversion, the legacy system should remain searchable to be used as a reference for the new system conversion.  BPro’s process does not rely on data sampling to insure quality data.  BPro’s conversion process will verify the converted content of all tables by comparing metrics supplied by backend queries against the legacy system:
· When a data set is harvested from the Washington system for a conversion, the legacy data is retained at Washington in a queryable database.  
· A series of counting queries are built to evaluate the content for each field.  For an example – one query is built to count of the number of records that have the first name beginning with each level of the alphabet, returning an array of the 26 letters and a record count for each.  (Another query would count the same for middle name, and another for last name, etc.)  These queries are compiled in preparation for testing the conversion.
· BPro performs the conversion and applies the dataset to the new system tables.
· Testing the conversion: Inside the new application, the user searches on first name of “A*” (wildcard) and a count is returned.  That count should match the query.  This search is repeated for all letters of the alphabet, and matched against the original SQL query results.  There should be no exceptions that cannot be accounted for.
· The example is repeated for all text fields.  Tests can also be run for the last character in a text string.  
· The same example is used for numeric fields, testing for the first digit, and/or the last digit value, and retrieving value (0-9) counts for each field.
· Date fields can be counted for months (how many birth dates in May), or counts of the day values, or counts of the year values.


9. Please provide a recommendation for user experience design approach and methodology, which most effectively supports the specified business requirements, maximum stakeholder usability and adoption and project values of transparency and collaboration amongst the state’s 40 separately elected Elections Officials.

Response:
Our TotalVote product is web-based so the user interface is delivered through web pages, which are organized in a familiar manner for any user that has internet experience.  Functional modules are aligned with the typical division of labor in an election office, both at the County and State level.  When a user logs into the system, they land in their own area – i.e. their county.  Visibility and access to other data in the system is governed by a set of roles and permissions, which are defined by business rules established by the user community.

The TotalVote landing page is a dashboard of work queues, pairing data with associated images of documents to put them on the desktop of the right person for the most efficient processing.  TotalVote allows the counties and state to configure the assignment of work queues to different users, and to define what parameters are used to push work from one work queue to another automatically.  Multiple users can work from the “top” of the work queue (first in, first out), or work can be specifically assigned to users.  The system can monitor how long a record has been sitting in a queue and provide statistics for workload oversight.

[bookmark: _GoBack]The data elements for election management and voter registration are relativity fixed from state to state with minor variations.  Organization and presentation of the data to users can vary considerably but the web-based nature of the application supports this reality.  Web page layout and design are governed by templates and style sheets that generally do not affect the underlying logic.  For consistent page design, similar functions are positioned and colored in the same section of the screen so users know where to look.  For example, all ‘cancel’ functions would be on the lower left of each screen.  Data controls restrict input to the expected type and values are validated to prevent bad data.

Our user experience design approach and methodology begins with a review of the business requirements that are organized in functional modules.  Prototype screen layouts are then produced for review by the user community and any feedback is addressed.  The prototype templates and style sheets and implemented as part of the application and users are allowed to “test” the interface as it operates with the underlying application logic (business processes).  As we use the Agile software development process, the user interface is iterated according to user feedback from testing.  The prototype templates and style sheets are produced very early in the project so that users gain familiarity with the interface and are not ‘surprised’ later in the project.  This approach typically results in a sense of ownership by users, resulting in the application becoming ‘their’ product.


10.  Please provide a recommendation for system support, including service and maintenance, service level agreements and helpdesk, which most effectively supports the specified business requirements, other concerns mentioned in the Background and Objective section and project values of transparency and collaboration amongst the state’s 40 separately elected Elections Officials.

Response:
Based on the fact that Washington conducts “All Mail Elections”, we recommend that system support services during an election cycle be provided as 12-hour coverage.  The support service availability is outlined below:
· Centralized Help-Desk Support Service
1. Manned Telephone Support: 8:30 AM – 8:30 PM (Monday - Friday)
1. Monitored Email Support: 8:30 AM – 8:30 PM (Monday – Friday).  Email support service requests will have classifications of High Priority, Medium Priority, and Low Priority and will have the following response times as outlined in the following table.  Emails received outside of applicable hours will be collected, however no action can be guaranteed until the next working day.  
1. Web Help-Desk Ticket Support:  8:30 AM – 8:30 PM (Monday – Friday).  Help-Desk Tickets classifications of High Priority, Medium Priority, and Low Priority will have the following response times as outlined in the following table.  Web Help Desk Tickets received outside of applicable hours will be collected; however no action can be guaranteed until the next working day.  
	SERVERITY LEVEL SERVICE LEVEL AGREEMENT

	
	Support Contact Method Response Times
	

	Severity Level
	Phone Support
	Email Support
	Web
	Comments

	High Priority
	5 Minutes
	15 Minutes
	15 Minutes
	

	Medium Priority
	1 Hour
	2 Hours
	2 Hours
	

	Low Priority
	8 Hours
	8 Hours
	8 Hours
	



Off-election cycle Service level
· Centralized Help-Desk Support Service
1. Manned Telephone Support: 8:30 AM – 5:30 PM (Monday – Friday)
1. Monitored Email Support: 8:30 AM – 5:30 PM (Monday – Friday).  Email support service requests will have classifications of High Priority, Medium Priority, and Low Priority and will have the following response times as outlined in the following table.  Emails received outside of applicable hours will be collected, however no action can be guaranteed until the next working day.  
1. 8:30 AM – 8:30 PM (Monday – Friday).  Help-Desk Tickets classifications of High Priority, Medium Priority, and Low Priority will have the following response times as outlined in the following table.  Web Help Desk Tickets received outside of applicable hours will be collected; however no action can be guaranteed until the next working day.  
11.  Please provide a recommendation for contract vehicles and strategies in support of your recommended approach to system support and system integration.

Response:
Our interpretation of “system support” are services provided once the system is live and in production.  System support includes bug fixes, upgrades, product roadmap enhancements and requests for additional functionality.  Our recommendation for system support contract vehicle and strategy follow the widely accepted and utilized approach adopted by the general commercial software industry, where support services are provided on an annual basis for an annual fee of twenty percent (20%) of the development and implementation cost.  The expense associated for requests for additional functionality are not covered under this support service agreement however and the associated development and implementation cost would be separately negotiated.  The additional cost of the new functionality is not added to overall acquisition cost however so the annual support service fee remains unaffected.  

We interpret your use of “system integration” as the development and implementation effort, where we deliver a solution that meets your business requirements, deploy the system statewide, convert your existing data to the new system and support your system testing that leads to acceptance.  A popular, historical approach for contract vehicles and strategies for these types of projects are for “milestone-based payments” for contract execution.

We have created a 'Deliverable Schedule' Price Proposal that is representative of the task structure of the project, which more clearly communicates the expenditures over the term of the project.  Our proposed payment model that permits OSOS to hold back 30% of the full contract price that is paid when the project is complete.  The remaining 70% of the contract price be split up equally over the projected timeline.  There are numerous factors that go into the creation of our pricing plan, but the main focus would be on taking the necessary time to correctly analyze your needs.  This proposed payment model levels the cash flow and simplifies budget planning process for all parties to the agreement during the term of the project.  


12.  Please provide a recommendation for testing, complete through final acceptance testing and to include a mock election.

Response:
In Agile software development methodology, requirements are posted in a configuration management software program that is used to manage the development.  When requirements are written to the “backlog”, the test method and acceptance criteria for that requirement are recorded at the same time.  Acceptance criteria should be written with enough detail to use as the reference for the test script for that requirement.  In this manner, testing guidance is built into the requirement documentation.  We believe this provides a central focus to a single point of reference as to how the system should perform.

As requirement deliverables accumulate, and functions mature, usability testing can be done with the Washington OSOS Team and a test script document can be drafted to provide a guide for more complete end-to-end testing of a function.  BPro will advise Washington OSOS in creating Test Scripts from the requirement acceptance criteria.  Test Scripts can have as much detail as needed to describe:
· The function being testing and the purpose the test effort serves 
· Any setup routines that need to be performed in order to stage the testing data.  Data sets for testing may be archived with procedures to reload the system with the test data.  
· Any environmental conditions or technical requirements that are necessary in order to stage a valid test

Test Scripts can be written for all architectural components of the solution, such that this Testing Strategy is applied to IT infrastructure, Security and Data Conversion and any part of the system.  All deliverables should have a documented acceptance criteria and BPro will coordinate with Washington OSOS how to stage and prove the deliverable during the Planning Phase of the project.

The effort required for each of the testing phases will vary based on the complexity of the requirements delivered in the current software iteration, and the impact of the new components to the system.  BPro expects to deliver the solution in separate application modules, for example Petition Processing is separate from Voter Management.  In this manner the resources for testing will be spread throughout the project.


13.  Please provide a recommendation for training. Elections Administrators and Staff around the state possess an intimate familiarity with their existing systems. We will require a training plan that enables county and state users to develop a high degree of comfort with the replacement system(s) in advance of go-live in order to support a seamless implementation for all Washington State elections stakeholders. Training to include internal users and administrators/IT support staff.

Response:
BPro recommends a “Train the Trainer” approach with specific training session deliver to OSOS and County designated staff members.  These members will be included in the various Training Plans that will be completed throughout the project.  The inclusion of your staff in training development, training plans, and training material allows the OSOS and County staff to continue knowledge development with your staff after the project is completed.

BPro also recommends many methods by which knowledge transfer will occur and a full complement of associated documentation.
· On-site training (more than twenty days)
· Remote training (short courses via web conferencing)
· Video training, and training drills accessible on the web

BPro suggests that OSOS provide users with access to electronic materials, print all necessary training materials as needed and provide facilities and equipment for staff training.  Training content details vary by user groups, where the typical segregation of responsibilities is given below: 
Customized Training Delivery for different levels of use;
· Train-the-trainer; OSOS Training Leads (SME’s) would be trained in depth and would assist in reviewing and constructing the training content.  In this manner, OSOS SME’s can adapt the content and delivery to real world scenarios.  You will have training expertise within your staff for new employees that join, or for staff members that are expanding their roles.
· Technical training; train the project leads and technical leads throughout the project on an on-going basis to gain acceptance for the proposed solution.  For usability testing and for feedback on a product release for example, early training will be needed.  This training may be informal and occurs as needed, with select project roles involved.
· Administrator; those who manage the different components of the system have knowledge needs that are at a higher level than other users.
· End User; deliver a majority of the initial end user training with the support and participation of OSOS Trainers.  OSOS Trainers will deliver training to less than 50% of the end-user staff.  
· Special use training; as needed for specific purposes.  For Acceptance Testing; members of the OSOS team that are involved in Acceptance Testing will need to become early students in the training process to perform testing and understand test scripts.
In addition to the formal training programs and materials outlined above, we have found that some of the most effective “training” results from hands on operation of the system solution.  As seasoned election officials and users familiar with election management and voter registration, we have found that providing access to a “test environment” where users can experiment with real data is extremely effective training.  Data can be added, altered and otherwise manipulated by users without the risk of affecting the data of record.  This is also an excellent method for user to “proof the data conversion.  We would recommend a test environment with real data be required in the future RFP.
14.  Please provide a recommendation for documentation, including internal, external, and administrator.

Response:
Multiple levels of documentation should be drafted to serve different purposes for the project.  Documentation should be delivered in electronic format only.  Online documentation should be updated with new version releases.  
· Training Documentation; guides new users of the application with meaningful exercises
· User Documentation; reference material on how all functions in the application are used.
· Help text; Most users manuals are indexed and searchable in online Help text
· Technical System Administrator Documentation; Including (but not limited to)
· Data Element Dictionary
· System Administrators Guide; including configuration of options for
· Security
· Audits of workstation use; user, function
· Controls
· System Maintenance Guide: Periodic Maintenance Operations; job name, id, description, frequency, restart procedures, system messages, input and output requirements for successful operation.
· Flow Diagrams
· Version Release Detail
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15.  Please provide a recommendation of voter outreach requirements for the Modernized Elections System.

Response:
Our experience with “voter outreach” has focused on the education of citizens in the use of a new system.  The State of Washington OSOS has made extensive use or electronic communication and the delivery of information to its citizenry through the internet in the past, so these media formats are a viable communication channels for voter outreach regarding the Modernized Elections Systems.  Tailored content will be developed that builds on the voter’s knowledge of the previous election practices and provides the incremental information to bring them current with the new system operation.  The principal delivery mechanism for this information will be through electronic communication and internet links.  The developed content lends its self to printed format so that a mailing program can be added at the discretion of the individual counties and OSOS.  Other media channels can be added if necessary.


16.  Please provide a timeline estimate for implementation of your envisioned solution in response to business requirements in Exhibit B and your responses to items 1 – 15 above.

Response:
With the elections in 2016 there will be some definite blackout periods, which are reflected in the timeline below.

	Milestone
	Start Date
	Completion Date

	Milestone: Contract Awarded
	June 2016
	June 2016

	Phase 1: Initiation, Project Kickoff
	June 2016
	July 2016

	Phase 2: Planning 
	July 2016
	September 2016

	Phase 3: Gap Analysis and Requirements Definition
	August 2016
	December 2016

	Phase 4: Product Development, Preparation of Infrastructure and Conversion Data and Image Processes
	October 2016
	August 2018

	Phase 5: Testing, Staging, Training
	January 2017
	November 2018

	Milestone: Full System Test of Election Run
	January 2018
	January 2018

	Milestone: Data Conversion Test for Election Run
	March 2018
	March 2018

	Milestone: Parallel Test - Run simultaneous with election 
	April 2018
	April 2018

	Phase 5 (continued): Change orders from Election Run
	April 2018
	June 2018

	Phase 6: System Training
	August 2018
	August 2018

	Phase 6: Live Operation (multiple modules going live in this period)
	September 2018
	December 2018

	Phase 7: Project Close
	November 2018
	December 2018

	Phase 8:  Support
	January 2018
	






17.  Please provide a cost estimate for implementation of your envisioned solution in response to business requirements in Exhibit B and your responses to items 1 – 16 above.

Response:
Given the public nature of this RFI and the competitive environment, we are unable to provide a cost estimate at the time.  We would be happy to discuss this in a confidential manner if such discussions are possible prior to the release of the RFP and it helps move the project forward.
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