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03 - 0054
Status Report for FFY01 Section 164 Transfer Funds

The funds transferred in Federal Fiscal Year 2001 were designated for improvements in
access and utility of driver license record information (especially drivers involved in
DWI incidents). The agreement between Mn/DOT and DPS was reached in February,
2001, and was approved by NHTSA later that same month.

Within DPS, the project is known as the Improved Minnesota Driver’s License
Information System (IMDLIS) prOJect Attached are three documents that provide more
detail about IMDLIS.

e The IMDLIS project status report form provides an overview of progress on the
project and plans for future deliverables.

e The IMDLIS project scope document addresses the project’s mission, explains the
assumptions on which this project operates, and provides detail about affected
organizations.

o The feasibility study report conducted by Gartner Consulting (supported by
federal funds, but not funds from Section 164). This document provides the in-
depth background that was developed prior to any expenditure of the Section 164
funds. :

Status Report for FFY 2002 Section 164 Transfer Funds

A second round of funding was transferred in Federal Fiscal Year 2002. In February,
2002, Mn/DOT and DPS agreed to utilize the funds to update and expand the
Transportation Operation Communication Center's (TOCC) in Minnesota. These
enhancements will aid in the enforcement of impaired driving. The plan was approved in
by NHTSA in late February, 2002.

Attached is a document (NHTSA — Federal Fiscal Year 2002 Transfer Funds Update) that

contains an overview of the scope of the project, provides details about how the Section

164 funds are being used in the TOCC project, and sets out a timeline for the expenditure
of the funds and deployment of the equipment.

FFY03 Section 164 Transfer Funds

Because pongress has not yet appropriated the FFY03 highway funding, there are not
currently any Section 164 transfer funds available to Minnesota. We estimate that






approximately $8,500,000 will be made available fore Hazard Elimination and Alcohol -
~ programs, and a joint DOT.DPS work group has made preliminary plans for the funds

The exact dollar amounts will change once we know how much funding is available. The
fo llowmg table shows the initial plan for the FFY03 funds.

Percent:ige '

Safety Initiatives (enforcement,
coalition building, and roadway
improvements associated with
alcohol-related crashes in TZD
commumtzes)

Project Program Estimated Funding
Area of Funds | Amount (if $8,500,000 in

Allocated | 164 funds is made
_ available to Minnesota)

Replacement of Twisted End 164HE 35% $3,000,000 -

- | Guardrails (represents
| approximately 10% of work to be

done statewide) : ,

Further Deployment of TOCCs 164AL 35% $3,000,000

(continuation of project started with

164AL funds in FFY02) _

Safety Improvements to Roadways | 164HE 18% $1,500,000

(above and beyond the HE activities '

lanned for FFY03)
Towards Zero Deaths Alcohol 164AL 12% $1,000,000
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IMPROVED MINNESOTA DRIVER’S LICENSE INFORMATION SYSTEM PROJECT
PROGRESS REPORT

Pnject Name: Improved Minnesota Driver's License Record System Project (IMDLIS)

Report for FY 2002

Project Sponsor: Offlce of Traffic Safety Dlrector, Kathy Swanson and Driver and Vehicle

Services Director
Project Champion: Pat McCormack
Project Manager: Alan Greene

Supporting Law: 2001 Special Session Laws Chapter 8, Article 4, Section 10, Subdivisiqn 1

iject Status Report Form

Brief Project Description -

This mission is to improve the State’s management of problem drivers and to reduce the
incidence of driver license fraud. The objective is to completely redesign the Minnesota Driver’s:

License information to ensure that enhanced access and utility of driver record information will

enable and improve traffic safety and strengthen enforcement of problem driver sanctions,

especially drivers involved in DWI incidents.

Project objectives include: improved law enforcement access to information 24/7, both locally
and over the Internet; improved reporting and records system through the automation of case
management of problem drivers’ driving privileges; and allow for interaction with relational

Kdatabases used by the criminal justice community.

\

Pro;ect Mllestones

‘ Forma’uon of Executive Steermg Commlttee to
Determine Funding and Project Plan and Timeline

Spring, 200‘1' —

Phase One - Feasibility Study and Risk Assessment of |.
the IMDLIS. Other funds than the 164 Transfer Funds
were used to support this milestone.

Date of Completion: December 31, 2001

Executive Steering Commitiee Determines the Scope
and Funding for IMDLIS Phase Two

January —February 2002

Hired Project Manager in order to implement
project’s approved recommendations in Phase
| Two and Three as outlined in IMDLIS Feasibility

Project Manager hired and started
August 6, 2002

Study’s recommendations.







Proj._.ct Mllestones

Pro;ect Plan completed and' Development lteratxon
schedule

| Pyl’an oompleted for Iteretion T
September 2002

Scope Document completed to define boundanes of
project

Scope and Assumptions approved
October, 2002

Existing workflows for all DVS Units documented with
functional requirements for those workfiows gathered
and documented.

Functional Specifications compieted
. December 2002

Business Process Reengineering Plan completed.

Plan compieted and Phase 1 reengineering initiated
December 2002

Document Management sub Project -

Planned for completion

June 2003
Architecture planning Complete Design Specifications
June 2003
Detailed development plan Complete Technical Specification
September 2003

Development of 17 Iteration to support Issuing of DL
and to support problem driver hearing reports.

Complete lteration 1
January-February 2004

Accomplishments

1. An approved Scope document that identifies overall mission statement, business objectives,
assumptions, organization, high-level architecture, issue and change management processes.
The Driver Compliance Improvement Project and the Reduction of Issuance Fraud Project,
identified during the Feasibility Study, will be combined in the IMDLIS Project.

2. Additional funding from a grant awarded to DVS for strengthening its Commercial Driver License
program will be targeted to assist in improving the DL information system to allow for the
electronic transmission of conviction information to other states and relational interfaces with other
applications in order to facilitate data collection and interpretation.

3. Executive Steering Commiittee approved project scope based on Feasibility Study
recommendations and InterAgency Agreement signed to begin Phase Two of the project.

4. Completed Project Plan and Functional Specifications, and initiated preliminary business process

reenglneerlng

5. Initiated Business Partner commun|cat|on channels to ensure that Business Partner needs will be

met.

Key Issues with Resolution Strategy

» Project plan allows for a dual track approach: completing business process redesign
improvements at the same time a migration transition strategy and new database is being

-developed.

« Approvals for project deliverables result from a combination of Sponsor, Steering Committee, and

the Project Management Office reviews.

» The Driver Compliance Improvement Project; and the Reduction of Issuance Fraud Project, will be
accomplished in parallel with the Database Migration PrOJect migrating core applications to a

relational database.

e Risk Management Plan full definition will be deferred until the Architecture is completed
e Working on strategy with business partners to enlist additional fundmg for the eventual rede3|gn of

the entire DL information system







Project Scope

Prepared by:

Alan Greene

Minnesota Dept of Public Safety
Driver & Vehicle Services
IMDLIS Project Manager
October 17, 2002
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IMDLIS Project Scope

The Mission Statement, Objectives, Constraints, Timeline, Roles and Responsibilities, Project Orgamzatlon
and Team, in combination, define the scope and boundaries of the IMDLIS Project. All functional
requirements (what IMDLIS must accomplish) will support the Mission and Objectives. Changes to the
Scope, or if there is a need to include requirements and functionality that do not explicitly support the
Scope, will either be “warehoused” for a later project or will require a change order (with supporting Return
On Investment) and will need the approval of the Project Manager, the Sponsors, and Steering Committee.

Mission Statement |

The mission of the IMDLIS Project is to enhance the access, accuracy and utility of Driver Services
information, thereby improving problem driver management and traffic safety, reducing license fraud, and,
where appropriate to project mission, improving customer service and improving Driver Services
operational efficiencies. .

Project Objectives .
Specific project objectives include:
1. Focus on a flexible, consistent, and “paperless” e-Government systems approach to the Driver
License Information System.
2. Ensure information currency and 24 x 7 access to information by law enforcement and court
systems when needed, to improve both public safety operations and customer service.
3. Automate problem driver case management to enable removal of problem drivers from Mlnnesota
“ roads by authorities and improve public safety.

4. Provide integration between DVS databases and those used by court, law enforcement, and other
agencies to ensure that all of the information appropnate to ensuring public safety can be available
through a single interface.
improve license issuance process to limit opportunuy for applicants to obtain frauduler
licenses and to improve customer service.

6. Improve reporting and records management to facilitate law enforcement and court systems
access, improve customer service, be responsive to changing conditions, and to support research
and decision analysis.

7. Encourage data entry at the source of data to.improve availability and accuracy of information.

8. Automate Driver Services workflow wherever possible to improve customer service and operational

_efficiency.

.|.

t.driver

o

Assumptions

Through implementation of the IMDLIS Project, DVS will enhance the access and utility of driver
information, thereby improving traffic safety and strengthening enforcement of problem driver sanctions.
IMDLIS will support the Mission Statement and enable the PrOJect Objectives stated above. The
assumptions governing this project include:
1. Project will focus on Problem Driver Compliance, Trafﬂc Safety, and customer serwce
improvements through a consistent “paperless” e-Government approach.
2. Objectives of Issuance Fraud Reduction will be incorporated into the Problem Driver Compliance -
Improvement Project and can be an integral part of IMDLIS processes and user interfaces.
3. Current documentation and microfilm copies will be migrated to a digital format and DVS Web
Services will be the veticle for accessing all information.
4. Project will migrate from secondary data entry processes, to ensurmg that data is entered at/by the
source of the information.
5. System focus will be on workflow efficiencies and conmstency of actions across all DVS staff.
- 6. Project development will utilize a component-based (object-oriented) architecture enabling a
‘ flexible foundation able to support transparent application growth and technology changes.
7. Project will utilize an iterative, requirements-driven development effort — enabling a staged
deployment of highest priority requurements first.

5[l"l
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8. 'Project will be implemented as a rules-based system, reducing dependence on individual or
historical knowledge, or system logic.

9. .Database Migration will be based on the architecture and staged across the deployment of each
iteration, maintaining the existing database until all functionality has been migrated to the new

system.

Time Line

The timeline at this point is incomplete in that it is only covering Phase 2, the Functional Specifications and
the Architecture for the development of the IMDLIS Project. Phase 1 (which is now complete and approved)
was a feasibility study conducted by Gartner Consulting. The feasibility study assessed the current Driver
License system environment and provided us with recommendations that will improve law enforcement
access to information, provide up-to-date and accurate data, and offer law enforcement a level of service
previously unavailable. ‘ '

Phase 2, which is represented by this time line, covers the development of the Functional Specifications
(Unit workflows, functional requirements, and project constraints), the development of the architecture,
investigation of potential technology that will be needed to implement the architecture, the Design -
Specifications to document the architecture, and the Development Plan (identifying the number of Iterations
and the content of each iteration). Phase 3 will initiate the Technical Specifications for Iteration 1 and begin
the Development process for each of the defined Iterations. '

IMDLIS Phase 2-- Develop Functional Specifications o 8/5/02)" 5/29/03 .

Define and Gain Approval for Scope Statement ‘8/5/02] 10/4/02
Kickoff Meeting -9/9/02| 10/17/02
_ Develop Work Unit workflows 8/12/02 11/19/03
‘Discover Functional Requirements for each Work Unit . 9/111/02)  1/29/03
Architecture ‘ 1/14/03; 4/16/03
Prepare Architectural Map . . M1 11403 1121103
Facilitate JAD session 1/21/03} 2/24/03
Steering Committee Review ~ 2/25/03] 2/28/03
Initiate Design Specifications 2/13/03] 4/16/03
Initiate Technology Investigation : : 12/5/02] 6/25/03
Identify Technology areas _ : } 3/3/03] 3/14/03
Describe Technology Needs 3/17/03F 3/28/03
Assign committees for investigation. 12/5/02) 6/25/03
Phase 3 -- IMDLIS Development ' 2/3/03]  3/8/04
Initiate System (Technical) Specifications . 2/27/03] 5/21/03
Initiate Programming for lteration 1 213/103] 3/8/04
Define and Prototype User Interfaces/Security Access 2127103 6/24/03
Initiate Development for lteration 1 Functions . 5/8/03 11/18/03
lteration 1 Post-mortem 11/12/03] 11/13/03
Steering Committee/Stakeholders Review . 2/3/03  318/04

Roles and Responsibilities

Project Team : :

Brian Lamb, Director-of Driver and Vehicle Services (DVS), and Kathy Swanson, Director of Traffic Safety,

are the IMDLIS Project sponsors. Pat McCormack, DVS IMDLIS Project Director and Alan Greene, IMDLIS

Project Manager provide management direction for the Team. Oversight of the Project is provided by a

Steering Committee made up of involved stakeholders and the Office of Technology. In addition, a group of

_ !Btfxsinestg Partner Stakeholders will provide insight into the many needs for effective access to DVS-
information. ‘

1/15/2003 ke .. Page 2






Judith Franklin and Bob Cheney wnl manage the technical portion of the Team. The initial Team will consist

of a System Analyst, a Data Warehouse/Designer and a Documentation Specialist. Additional
programming, network, and Q/A personnel will be needed after the Architecture for the system is

completed.

Project Organization

Brian Lamb N Kathy Swanson
Sponsor B Sponsor

Marc Dronen
I Grant
Coordination

Pat McCormack -
IMDL 1S Project Director

Business Partners
: Bob Cheney

DVS Operations Director

Steering Committee

Office of
———————————— : L~ ——=- Technology
PMO

Aban Gteene Judith Franklin
Project Manager i~~~ Development
Manager

. ; .
Documentation Q ‘Systems 3
-Specialist Analyst Database ]

TBD TBD
| e : : . Administrator
N I TBD
=
J
Lead }
Programmer Web Specialist
I TBD
. 6
Programmer . Networkl_lnternet
e Specialist
8D
‘ TBD
:7
| Frogrammer Configuration
BD Management
TBD

Quality/Assurance
Specialist
T8D

Programmer
BD

Rrog rammer
T8D

- IwivAS |
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System Constraints -- TBD

Define Technology Constraints
e Architecture,
o Network and intranet, ' o

- o Database/Data warehouse,
Configuration management

Define Interface Constraints - -
e Browser-based web screens for standard DVS users and access to DVS data stores.
e Interfaces with other Business Partners are unknown at this time but-are assumed to be web-based

interfaced.

Define Data Store Constraints
« DVS data store will be relational and active (i.e. reflecting the latest information entered into the

system.

ADefine Resource Constraints
e Unknown

Define Business Partner Constraints
o CriMNet

Define Performance Constraints-
o Instant access to all records and documentation
+ Able to sustain 800 active users on system at same time _
o Able to sustain 5000 users on system at intermittent levels of usage

Define Operational Constraints
e 100 hours MTBF o + 15 minutes recovery after fault

s 24x7 Availability

High Level Architecture

g o
=

="

=

[, ' . Anfhoriztion / Direcory Semices
I PWeb Services
Darpstore
35 ;
&% Applications 3
A é e : Libpiom
S
| | =~
[ Data Exchmge | l Data Echmge J
| l
Mo e e

) et sl .
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Risk Identification

_ Identify the risks for all Stakeholders by using a Risk Assessment Questionnaire Template (PMO

Risk Management Strategy

Template), augmented to mclude other project specific risks, as identified.

Categorize Risks
. Project is assumed to be at a Low—Medlum Risk level, due.to the number of unknowns, length of
-the project, and interfaces that will need fo be specmed with Business Partners. Risks will be
mitigated by ensuring a solid foundation (Functional Specifications, Design Specifications, and -
‘Architecture) before development beglns Ensuring consistent communication throughout the
project, and status/approval meetings with the Steering Commiittee after every
deliverable/checkpoint. In general, risks are categorized as follows:

estimated at 36 months
or greater. '

Scope Well defined & Distribute scope
understood statements to all
: stakeholders for
confirmation. Establish
firm scope-change
procedures up front.

2 | Schedule Low— | Schedule will be Ensure sufficient

' Medium | established by scope and | contingency is built into
available resources schedule.

3 | Budget Low Funding is greater than Use iterative development
estimated need and/or is | methodology to ensure re-
expected to be stabie. evaluation of scope

against available budget -
on a timely schedule.

4 | Effort High Project duration is Establishing schedule

contingencies is the
preventative strategy.

5 | Business or

" | Organizational
Impacts and
Project Linkages

Medium | Linkages are not yet
known. Project
somewhat dependent on
identification and a
course of action can be
defined to resolve
potential dependencies.
Without a clear
understanding of
potential linkage project
deliverables, schedule
delays possible.

Establish agreement with
the linkage site to fulfill
this project's needs and
document the agreement

Close monitoring and
coordination of both
projects needs to be
performed to minimize
impact of the conflict.

6 { Human
Resources

Medium | The Project Manager's

- High | experience and training
is in managing projects
similar to this one, and

the project team will be
located together.-

Ensure that a clear line of
authority is enabled.

1/15/2003
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Ldérshp
Support

The Project Sponsor is
identified, commitied,
and enthusiastic. The
Steering Commiittee is

identified and supportive.

Ensure strong lines of
communication are
established with Sponsor
and Steering Committee.
Establish Web-based
status reporting and
communication facilities.

The architectural

8 | Technology and Medium It is assumed that choices
- | Vendors requirements are yet to will be based on mature
be defined. technology and similar to
other State technology
and State-authorized
vendors.
9 | Business Process | Medium | Can be disruptive to Plan to utilize an
Reengineering personnel and evolutionary approach
processes. and involve stakeholders
_ and users in all decisions.
10 | Data Linkages Medium- | DL Data is not a stand- Wili evaluate and
alone system (physically | implement an integration

High
v and logically). Linkages
are required with MV
data as well as other -
State/Partner databases.

strategy with other
database content. May
need to identify additional
resources to coordinate
conversions.

Risk Response Tracking:- _
As part of status reporting and as part of DVS IMDLIS Project Web Page:

Document the dates and the actions taken to mitigate the risk

Document the actions taken when the risk event occurred (contingency plan)
- Document any subsequent actions taken o

Incorporate this information into the Risk Response Plan

Communications Plan

The strategy for the IMDLIS Project is to post all project communications on a read-only web site. Certain
stakeholders will be identified as having update and edit authority. This web site will contain pages for
Scope Statement (Mission, Business Objectives, Assumptions, Timeline, Organization, Architecture, and
Project Timeline),Work Unit Workflows, Functional Requirements, Calendar of Milestones and

Checkpoint/Steering Committee Meetings, Risk and Issue Logs, Change Managément Requests and - .- © -

‘Disposition, and Project Status Reports. These pages will be updated at least weekly. As major concerns
arise to schedule or implementation, the Project Manager will issue an alert to the Sponsors and to the
Steering Committee. :

In addition to the communications web-site, specific reports will include:

» Sponsors and Stakeholders Status reports: Monthly -
» Project Management Status meetings: Bi-weekly

¢ Project Team Status meetings: Weekly

» Configuration Management Status meetings: Monthly
e Grant Communication meetings; Monthly

bR
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Impacted Organizations

Determine what associated Organizations and Business Partners require from DVS; what is not working
now; what information is difficult to obtain to meet their business objectives or needs.

Public Users
Citizens require public access to their individual driver records to insure accuracy and to determine their
current status and/or the conditions that need to be satisfied to retain/re-issue a license. Such access will
be provided by: , : :
s  Walk-In: Exam station, Driver License Agent, Public Counter
* Phone
+ Internet (Web) access
¢ Kiosks ??7

Internal Business Process Users

DVS supports the Department’s mission to protect the people and property in Minnesota by 'administering
state safety laws and regulations that improve driver safety by reducing crashes and removing unsafe
drivers from state roadways. This is accomplished through the foliowing DVS business functions:

e Driver's License Examinations
e Driver's License Issuing

e - Driver Training

e DL Agent Support

+ Impounds/Special Plates

e Driver Compliance

e Withdrawal of Driving Privileges
» Appeals

e Driver Evaluation

+ Reinstatement

¢ Information Provision

e Driver Records Management
e (Crash Records

External Business Partner Users

A wide variety of stakeholders, both inside and outside government, provides for and relies upon DL
Jinformation. DVS must keep current, accurate driver records and ensure outside agencies have appropriate
access to these records, while also protecting the privacy rights of drivers. In coordination with varicus law
enforcement agencies and court systems, DVS helps to ensure drivers follow the state safety laws. DVS
external business partners include:

" ’s DL Agents and Deputy Registrars
e Criminal Justice Agencies
e Law Enforcement (Police, Troopers, Sheriffs)
e Minnesota Court Systems
e Attorneys
» Federal Agencies and Organizations
o Federal Bureau of Investigation
o Federal Motor Carrier Safety Administration
e State Agencies and Organizations
o Department of Human Services
o Department of Revenue

Nk WAe
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Department of Transportation

Department of Natural Resources

Secretary of State ‘

Office of Traffic Safety

Bureau of Criminal Apprehension

Department of Health — Office of Vital Statistics
o Office of Technology

e American Association of Motor Vehicle Administrators
¢ National Law Enforcement Telecommunications. Network

o 0 O 0 O O

. Commermal Organizations

o Retailers

o Financial lnstitutions
o insurance Comipanies
e} ‘Employers

e DWI Task Force

Definitions

Over 80% of all projects fail (Standish Group study, 1994). There are many reasons for this including lack
of user input (13%), incomplete requirements (12%) and changing requirements (12%). Most of these
problems can be solved before they even are a problem by clearly defining the boundaries (scope) of the
investigation up front. This will help define the problem to be solved. .

Scope definition — it is the foundation for project activities and therefore it is crucial that it be done right.
There are many reasons why a project will fail, but chief among the reasons is having ill-defined,
ambiguous, or missing requirements. Leads to the Ready, Fire, and Aim syndrome.

e Business Requirements/Objectives — what is to be accomplished by implementing the project a
definition of the expected outcomes (usually based on financial or operational considerations). Assist
in defining scope of project, problem domain.

e Constraints -- business constraints on project such as the risks, costs, resources, tlmehne technology
etc.

* Business Process — documentation of business process workflow and associated functions (business
events) that will need to be examined to determine if there is a better way to conduct the workflow and
the functions. ‘

e Business Event — businesses respond to “triggers Business events are unlque business functions or
the actions taken whenever such a trigger event occurs.

¢ Functional Requirements — what the eventual system will do. Defines the features, capabilities,
properties, or functions of each business event that a system MUST have to satisfy business
_objectives, and the business constralnts on the resuitant system (e g time frames costs, resources,
" risks, technology).

» _Why is scope management important? It is the process for testing validity of project requirements.
s Does requirement support business objectives and meet constraints (is it within project scope)
= Basis for continual evaluation of “gold plating” and “scope creep”
= Change management ~ review committee approves any change to scope

' AN
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Executive Summary

" This reéport presents recommendations to the Minnesota Department of Public Safety’s Driver
and Vehicle Services (DVS) Division for rédesign -of its Driver License database and related
applications and. processes. By implementing these recommendations, DVS will enhance the
access and utility of driver information, thereby improving traffic safety and streno”chenmc
enforcement of problem driver sanctions. Specific project objectives include:

e Improved law enforcement access to mforma’uon 24 hours a day, 7 days a Week both
locally and over the Internet

» Improved reporting and records system relied upon by law enforcement by automating
the case management of the driving privileges of problem drivers A
o Interaction with relatlonal databases used by law enforcement agencies and the court .
. system
» Improved customer service by facilitating on-line duplicate license - applications and
record requests, credit card payments, receiving electronic information regarding no-fault
insurance and daily purging of records no longer valid

s Facilitated statistical reporting of driver-related information

Pro;ect Background

With the support of US ’T‘ransportatzcn funds leCEIVCd from the Section 164 of TEA-21 Penalty
Transfer (Repeat DWI Offenider Sanctions), the Department initiated the Improved Driver
- License Information System Project. This report completes phase one of the project, providing
an assessment of the current Driver License system environment and recommendat1ons that will
improve law enforcement access to information, provide up-to-date and accurate data and offer-
law enforcement a level of service previously unavallable :

Current E.nvxronment .

Internal Business Process

DVS supports the Department”s mission to protect the ;ﬁeople and property in Minnesota by
. administering state safety laws and regulations-that improve driver safety by reducing crashes
" and removing unsafe drivers from state roadways This is accomphshed through the followmo

DVS business functions:

‘s Driver’s License Examinations e Drlver Compliance
o Driver’s License Issuance —~ Withdrawal of Driving Privileges
' . .. ' —~  Appeals ’ -
e Driver Training . _  — Driver Review
e DL Agent Support ‘ — Reinstatement .
¢ Impounds/Special Plates . — Information Provision

— . Driver Records Management

e . ’ o Entire contents ©2001 Gartner, Inc.
qutner Consulting . - For internal use of anesola Department of Public Sazety only
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'External Business Partners

A wide variety of stakeholders, both inside and outside government, provides for and relies upon
DL information. DVS must keep current, accurate driving records and ensure outside agencies
have appropriate access to these records, while also protecting the privacy rights of drivers. In.
coordination with various law’ enforcement agenciés and court systems, DVS helps to ensure
drivers follow the state safety laws. DVS external business partners include:

e DL Agents and Deputy Retnstrars e Commercial Organizations
— Retailers

o Criminal Justice ) X ,
— Financial Institutions

— Law Enforcement :
~ Courts ~ Insurance Companies
—~. Attorneys — Employers

s Federal Agencies and Organizations * State Agencies and Organizations
— American Association of Motor —  Department of Human Services

Vehicle Administrators. : ~ . Department of Revenue

— Federal Bureau of lnvestigation — Department of Transportation
— National Law Enforcement — Department of Natural Resources

Telecommunications Network —  Secretary of State
’ — Department of Public Safety

—~ DWI Task Force

Business Environment Issues

The Driver Services Program currenily faces a number of challenges related {o its business
environment, both internally within DVS-and in its interaction with ‘external business partners.
The assessment identified the following problems and related opportunities for improvement:

o Information in'the DL databaseis not always accessible
e Information in the DL database is not current .
e DL data provides limited support for law enforcement purposes
. ‘Heavy reliance on manual processes reduces Driver Services Program effectiveness

o Information generated by external partnars Ls not always, transferred effectively to the DL
database

« TheDL system presentatioh is not user friendly

¢ DVS cannot track customer activities in real-time

e DVS cannot effectively track fraud within the system

"“Technical Environment Issues

* A technology environment has been developed over the years to support changing DVS business
processes and external partner information sharing requirements. The. current environment
includes a set of technology components, with the central application and database system
located at Intertech. While most users require -information during regular business hours, law
enforcement users must access DL data on a 24-hour, 7-day-per-week ba51s

. . : £ntire contents ©2001 Gartner, Inc.
Gartner Consulting. For internal use of anesota Department of Public Safety only
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A d1sparate collection of technologies and protocols support on-line transaotlons batch
processing, connectivity, data storage, and external interfaces. Many of the technologies used are
old and mﬂex1b1e limiting the program’s ability to maintain and provide the most current, useful
information to its employees and external partners. As part of the assessment, the following
technical issues were documerited and must be considered when the firture vision is defined:

s The current database platform, Supra, limits program supportA '
e - The current database platform, Supra, is not a long-term viable platform
e Internal and external users must continue to reliably access DL information

Accuracy and completeness of data is a technical as well as a process issue

» E-Government efficiencies and expectations are driving change

» Reengineering of DL data schemas is not a simple “porting” activity

Future Vision

Given the current environment issues that need to be addressed, the feasibility study developed
the future vision, goals, and objectives of the Improved Driver License Information System
PrOJect These were used to guide recommendations that enhance public safety by modernizing
and improving the Driver Serv1ces Program. Many of its business processes and technologies can .
be improved, enabling DVS employees external business partners, and-customers to conduct-
business eleotromcally and to access real-time accurate information. The following table presents

project goals and objectives that were developed during the assessment and the relauonshxtp of

each Obj ective to the issues it helps address.

Objectwe

Allowacess to all DL and re!aed data irom any Exam Stanon.
by staif working in the field
Reduce administrative workload by autormating various manual tasks |

R'educe tim= to issue a driver license to two business c‘ays .

_lor record ohanqe request
Provide ail Exam Stations with the abllity fo retrieve and view driver records online

Develop the ability to capture original and renewal apphcatlon data at the source

. |Provide each Bxam Station with standard, enterpnse-wxde information techno]ogy fool

Provide automated data verification to ensure that DVS meintains cata that is accurat
and reliable )

Provide business pariners wnh the most up-to-date, accurate driver data possible

Allow for seamiess integration with other DVS and exiernal information systems
Improve the ability of DVS management to -plan and budget for the DL Program by
orowdmo bet(erdata . _ .

lnc.’ease the lntegrl‘ty of the anesota DLand ID card as & posﬂwe form of .
identification for citizens
Provide information to external partners on a 24-hour, 7-day-per-week basis

Develop more user-friendly interfaces

- ) Entire contents © 2001 Gartner, Inc.
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Reccmmendatxons

As a result of the Feasibility Study assessment, four projects have been- recommended as the best
manner in which to deploy the available DVS financial and human resources for the Improved
Driver License System Project. These projects were identified to address the current issues and
opportunities that DVS faces, and each supports many of the stated goals and Ob_] ectives. The
recommended pro;ects 1nclude :

e Driver Comphance Improvement PIOJeot » Database Migration/Redesign Project

e Reduction of Issuanoe Fraud Project e System Redesign Initiative

The recommended projects are consistent with the current DVS -vision and build upon various
planning and implementation activities currently underway within DVS to improve its business
functional areas. While the projects exhibit a wide range of timeframes-and costs, there are
‘interdependencies as well as internal DVS resource limitations that .will influence their
implementation. A high-level overview of project costs, t1meframes and dependencies are

prov1ded in the figure below

icn/Redesign Pr
£03,;500);

Apr May Jun Jul Aug Sep Oct Nov Dec Jan FebMar Apr May Jun Jul -Aug Sep Oct Nov Dec Jan Feb Mar Apr May .Jun Jul Aug

* Mar 2002 Aug 2004

- The recommendatlons have been designed to allow DVS to conduct multiple pro;ects while
continuing to support the daily business and technical needs of the oroamzatlon They include:

« Utilization of eontractor support for many technical functions -
AcquisitiOn of an experienced project manager to coordinate and lead project activities

The Driver Compliance Improvement Project, which provides immediate, direct benefit
-to dealing with problem drivers, is placed early within the implementation roadmap

Initial migration of the database technology provides early system benefits while
avoiding the swmﬁcant risk that a full database and system redeswn Would brm0

Detailed . information about the scope, technology, implementation’ approach, deliverables,
resource leqmrements timeframes, costs, and key risks for each recommended: project is
provided in the project descriptions in this re port. The table on the following page provides a

~high-level summary of the four recommended projects..

Entire ¢ontents ® 2001 Gartner, Inc.
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Summary of Recommended Projects

' Description

Provides needed
improvements to the Driver
Compliance process to betler
allow the criminal justice
community to identify, track,
and manage problem drivers

Provides needed
improvements. to the lssuance
process 1o better limit the
opportunity for applicants to.
obtain fraudulent driver
licenses

Encompasses the migration
and limited redesign of the
exisling core DL database to
a high performance, flexible,
relational database
environment

-applications and interfaces

Incorporates full redesign of
the DL system, including
redesign of the database and
modification or replacement of

that access DL data

Major Benefits '

» Provides imore current and
accurate information to law
enforcement and others |

« Allows for more immediate’
update of information in DVS
databases o

» Reduces the flow of paper
between DVS and ils
pariners

« Improves likelihood of
complete and cotrect
transactions by supporting
self-service applications

_ . Improved customer service
e lmproved accuracy of data
- in DL database.

. Improved process efﬂcnency L fo (
|+ Leverage of curren

*|. hardware investments

« Improved tools with Wthh to

. limit the ability to obtain:

fraudulent llcenseo

« Increased ability to track
customer activities and

information in real-lime

and effectiveness

» | everage of power of
 relational database and
modern software
development technologies

» Improved ability to hire and
retain Uatabase support staff

» Improved database vendor
support and independent
software vendor {ools and
producis

» Significantly improved ability
for DVS {o share and act

. upon data from program
perspective

« Full leverage of power of
relational database and
modern software
development {echnologies

¢ Takes advantage of a fully
redesigned system 1o betler
respond to legislative
mandales, user needs, and
management requests

Major Project

Analysis of current business
process, analysis of current
technical environment, system

Analysis of current
environment, develop.
conceptual vision, system

P Analysis of existing database

and programs, program
conversion, data conversion,

Analysis of existing database
and programs, program '
conversion, data conversion,

Activities requirements and design, requirements and design, ! conversion {esting,
_system development and system development, pilot, full implementation
implementation implementation - '

; Direct conneclivity to exdernal | Modern database platform | DB2 database platform, Robust hardware and system

Recommended . o Bk

Technology business partners, web server | separate from core DL data, .| robust hardware and syslem | software platform, network-

Features environment, web-lo-host latest generation development software platform, continued | cenlric model, flexible
software tools {ools, workflow software leverage of Cobol programs | development tools

Estimated B . ,

Timeframe | 15 months | 24 months _- 1‘1 8 months 3~_4 years

Estimated Cost | $1,012,500 1$2,121,000 - 1$703,500 $7.5M - $10M

Gartner Consulting
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introduction
This section of the report includes backsrround information related to the Improved Minnesota

. Driver License Information System Project and its first phase, this Feasibility Study. Report It
also summarizes the activities and participating stakeholders that were instrumental in the

analysis and development of the report.

Project Background
The Improved Minnesota Driver License Information oysrem Project is 2 multi-phased effort
undertaken by the Minnesota Department of Public Safety (DPS) with funding from the United
States Department of Transportation. - The overarching goal of the project is to redesign and
improve the processes and technology that support the Driver Services (DS) Program, a unit of
the Department’s Driver and Vehicle Services (DVS) Division. - The project will result in
improved traffic safety by enhancing access to and utility of driver information. Expected
benefits include:
4 e Allow for 1rnproved law enforcement access to 1nformat1on 24 hours a day, 7 days a week
both locally and over the Internet '
e Improve the reporting and records system relied upon by law enforoement by automatlmT
the case management of the driving pri 'l_eoes of probl dri ,
to-date information bemo available

‘Update. and access recotds faster résu Iting in more up
to Law Enforcement

e Streamline the workflow process, resuhmo in greater averall efficiency for BVS

e Reallocating resources to provide a higher level of customer service

e Eliminate the labor and paper intensive process and the errors 1'1herent in the current
licensing system

e . Allow for interaction with relational databases used by law enforcement agencies and the
court system

" e Allow for improved customer service by facilitating on-line duplicate hcense applications

and record requests, -credit card payments, Teceiving electronic information regarding no-
fault insurance and daily purging of records no longer valid -

« TFacilitate statistical reporting of driver-related information

The first phase of the project, Feasibility Study and Risk Assessment, is the subject of this report.
It presents a high-level analysis of the business and technology environment of the DS Program,
and develops an assessment of recommended project goals, objectives, and initiatives. For each
initiative, further detail is documented regarding the initiative benefits, recommended approaches
and technology features, and estimated fimeframes and costs. Pinally, an implementation
roadmap and risk analysis is provided to assist the Department in future planning and

manacemeqt tasks.

Future phases of the project include the procurement of services and technology to support the
- recommended improvements, and the planning, design, developmént, and deployment of

- improved Driver Liceénse system solutions. '

Entire contents ® 2001 Gaitner, Inc.
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Feasibility Study Report Structure

This Feasxblhty Study Report follows a proven structure tha’c builds a case: for chanoe and
improvement in the DS Program and its supporting IT infrastructure. [t includes the followmor
sections; _ _

Baseline Environment ~ The baseline environment is documented, detailing the current
" internal and external business ﬁmct1ons and current technical environment that supports the
DS Program.

Business Case — The business case for change is deﬁned providing information about

e
program background and business problems and opportumt1es

Operational Vision and Opportunities — To understand how DVS can proceed given the
business problems and current envuonment the operatlonal vision and related solution

opportumt1es are discussed.

Recommended Projects — Recommended projects are presented to allow DVS to address its
current issues and meet its future vision, and the implementation of recommended projects
are incorporated into an integrated roadmap to guide future act1v1tles

Risk Analysz's A risk analysis of both proceedincr and not proceeding with the recommended
initiatives is performed to communicate the risks inherent in undertaking the recommended

future activities.

iity Study Methodology

DPS contracted with Gartner Consulting to support Phase 1 of the project, with assistance from a
“wide variety of internal and external DVS stakeholders. This Feasibility Study followed a four-
‘step process, as detailed in the diagram below. This report is the culmination of these activities.

Project Stakeholder and Data Collection Activities

Tasks were performed eaﬂy in the project to support baseline understandmcr and co*nmumcanon
for all project stakeholders. These injtial tasks included:

o Conducted Preliminary Data Gathering

. Entire contents © 2001 Gartner, Inc.
Gaﬁ;ner C_on_sultmg ' For internal use of Minnesota Department of Public Safety only. -
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~ Held meetings and conducted interviews in May 2001
— Received initial documentation”

¢ Conducted Proj ect Kickoff Presentations
— Held project initiation meeting with Internal Business Process Committes
— Held project initiation meeting with Technical Advisory Committee: :
—. Held project initiation meeting with external business partners (16 partieipants)

A detailed review of business practices related to Driver License processes was performed
within both DVS and its external business partners. Activities related to this review included:

e DVS
—  Conducted 10 interviews with DVS staff
— Identified DVS processes through 2 focus groups with' 15 DVS staff
= Identified DVS process issues with 1 focus group of 18 DVS staff
— Observed processes at St. Paul Public Counter, Driver Evalua’uon South Metro Exam
Office, and Issuing Unit
—  Collected and reviewed exlstmg documentation

e External Business Partners

~  Gathered input from external stakeholders in2 focus orroups with 25 participants from
19 organizations . - o =

—..Observed:- prooes o5 at ”r“amsey Vounty \.,O‘al't, S‘c. Paul Pouce Department, and
Department of Human Services (Chﬂd Support) '

Concurrent with a review of the business environment, the technical environment supporting
DVS and its external business partners was also reviewed. Act1v1t1es related to technical
-environment review included: :

+ DPS/DVS
- — Conducted interview with DPS CIO .
~  Conducted individual and group interviews with DVS IT management, DPS/OTSS IT
management and staff, and other DPS technical staff
— - Participated in demonstration of current DVS IT development activities
~  Collected and reviewed documentation related to current and planned initiatives

s Department of Administration’.
— Conducted interviews with 10 Intertech staff :
~ Conducted interview with State Architect (Office of Technology) -
~ — Collected and reviewed documentation related to cuirent and planned Intertech
initiatives '

4 I Entire contents ® 2001 Gartner, Inc.
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Baseline Environment

This section of the Feasibility ‘Study Report describes the current Driver Services Program
environment.” It includes background information about the business program, a detailed
description of current DS busmess functions and opportunities for improvement, a discussion -of
external business partners and their DL information needs, and a depiction of the current
technical environment supporting the program and its internal and external stakeholders

Business Program Background -

The Driver and Vehicle Services Division (DVS) of the Minnesota Department of Public Safety
(DPS) issues 4.5 million license plates, 1.7 million motor vehicle titles, and 1.3 million driver's
licenses and State Identification Cards (ID) each year, collecting nearly a billion dollars in State
revenue in the process. With more than 500 employees located throughout the State, DVS’
anpual operating budget is approximately $39 million, of which $24.1 million supports the
Driver Services (DS) Procram DVS gives driver’s license examinations, licenses commercial.
driver training schools, maintains records on motor vehicle accidents, licenses and inspects auto
dealers, and inspects salvage vehicles. It also reviews the driving privileges of drivers with
alcohol offenses, medical disabilities, or problems affecting their driving.

Business Process Description

_The mission of the Department of Public Safety is to protect the people and property in
Minnesota through preventlon regulation, enforcement, information, and service. As a division
of DPS, DVS™ roIe in ac_comphshmc this mission is to administer state safety laws and
regulations that improve driver safety by reducing crashes and removing unsafe dnvers from

Liidl AL

state roadways DVS accomplishes this through the following processes.

Drz'ver s License (DL) Exams ~ This process involves ‘adminis‘tering three types of exams:
knowledge (administered via hard copy, electronically, or orally), vision, and road/skill tests,
mcludmc commercial driver’s license (CDL) tests. The CDL process involves additional
processing -including criminal background checks using a national database; DVS offers
these exams at 94 exam s’catlons disbursed throuOhout the state.

DL Issuance - In order to obtain or renéw a driver’s license, an applicant must fill cut an
application, provide proof of identity, and in the case of a driver’s license applicant who is
under 18 years of age, provide proof of appropriate training. - Applicants receive a temporary
. driving permit at exam stations. An applicant must also have his/her picture taken at either a
full service exam station or a DVS business partner location. Once these steps have been
completed, the DVS Issuing Unit uses the DL application and the picture (under a contract
with Polaroid) to produce a hard plastic 11cense Issuance includes the following additional
relevant processes:
— - Cashiering (application fees)
.~ Creating and updating individual records
-~ Issuing and distributing ID and 11oense card (includes sending relevant 1nIormat10n to
Vendor for card production)
~ Providing proof of residence to Department of Natural Resources

i . Entire contents ® 2001 Gartner, Inc.
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- Driver Complzance - DVS adm1msters state law by revokm suspendm cancehng and
denying licenses for a variety of violations and/or medical reasons DVS prov1des one-on-
one service to each individual whose license has been suspended, revoked, cancelled, or

~denied. Driver Compliance 1nc1udes the following processes:

- sz‘hdrcrwal of driving privileges — DVS withdraws driving pnvﬂeges for a variety of

- violations, including not consenting to a chemical test for the presence of alcohol or

other substances (i.e. Implied Consent) Driving While Intoxicated; habitually not

. following driving laws (e.g. speeding); and dnvmo with an invalid driver licenge.

Driving privileges can be withdrawn in several ways: Duspfsmion révocation,
cancellation, and disqualification.

~ Appeals — In some cases, dnvers can appeal DVS’ decmon to Wlthdraw their driving
privilege. -

—  Driver review — DVS driver evaluators meet with citizens to review their dr1v1n0
records and develop courses of action to reinstate the driving privilege:

~ " Reinstatement ~ Following' a withdrawal of the driving privilege, DVS reinstates
driver licenses if the drlver has met all remedlatlon requirements.

—  Information prowszor — As an agency that contains a large repos‘itory of data on
Minnesota citizens, DVS provides data to the criminal justice community, retailers,
and. other similar entities for purposes snch as Identification v'enfication and

background checks.

— "Driver records management — A critical element of marnaging citizens® driving
privileges, records management ensures that imformation related to violations,
convictions, accident records, and driving certifications is kept on the driver record.
In addition, DVS retains physical and electronic documentation on transactions

. related to the dnver record for potennal use in court. '

Driver Tmmzno DVS licenses all driver training schools and instructors in the State. This
process mvolves setting minimum basic criteria that schools must meet and momton ng the

,scnools and instructors to ensure requlrements are met

DL Agent Supporz‘ = DVS is responsible for appointing, training, monitoring, and providing
supplies to agents who accept driver’s license and renewal apphcanons. DL Agents are
individuals who contract with DVS to provide driver license services:

ﬁnpounals/Specz‘al Plates — DVS is responsible for restricting the driving privileges of repeat
offenders via administrative impoundment and issuance of spemal series licensé plates. This
process relies on both the DL ‘and vehicle registration databases and involves administrative

reviews, issuance of special series plates, and reinstatements.

c " . ' : Entire conients © 2001 Gariner, Inc.-
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DVS Organizational Structure

The Driver and Vehicle Services Division operates under the Minnesota Department of Public
Safety whose Commissioner reports d1recﬂy to the Governor. DVS is organized into the
- following four units:

e Driver Services

. Véhicle Services

¢ Administration

e Support Services
The Improved Drlver License Information System Project most directly affects the Driver
Services unit. This unit is dmded into the followmo three crroups

e Driver Exam/Issuing

e Driver Coinplianbe

e Driver Services Coordination

Figurés 1 and 2 contain organization charts for both DVS and the Driver Services subdivision.

Driver and Vehicle Services Division

P S

Orgzu nizational phart

Figure 1.

Driver and Vehicle Services Organizational Chart

DVS
- Cirector
Biian Lamb
. L o
I - - " g T 1 1
Driver Services Vehicle Services Administration Support Services
Program Director Program Direcior Supervisor Program Director
Patricia McConmack Brian Bakken-Heck Vicki Albu Bob Cheney
Exam & Issuing Prorate BudgeVA.coun(mg Coordmator Customer Support
‘] Jim Connolly ] Marge Nolf Legisiative/Rules N Dave Davies
Personnel/Payroll
) Training Coordination .
L brivecs Exams Interstate Registration Communications — Counter Services
L— Driver Training Interstate Fuel Tax Audlt I~ Phone Info Center/Research
i— DL Issuing i Cashiers
. Field Supervision | Tile & Reglstration L Impounds/Special Fiaies.
Larry Oflila
" Driver Compliance Operations Support
] Don Hoechst Rita Wurm
- MV Title & Registration -
I~ Bicycle Registration .
L~ Driver Evajuation L Deputy Registrar Support- L~ Inventiory/Purchasing
I Crash Records - . — Records Managment
L No-Fault Insurance L] Dealers & Inspection L Mail Service & Registration
L~ {nvestigation/Fines Carl Peaslee
. : Enterprise (Technology) Support
‘{ Central Cffice Coordination . -! Judith Franklin
Joan Kopcinski  Vehicle Inspection
L Dealer Licensing .
- L information Technology Support
DL Agent Support . k= Application Develcpment
L Contract Administration
I— Crash Records Analysis & Liaison
L Technical Training
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Driver Services
Organizational Chart (effective 4/25/01)

DVS Director
Brian Lamb

. Driver Services
Program Director
Pat McCormack

- ' ;

Driver Exam/lssuing ] Driver Compilance ] | Driver Services Central Coordinator
Program Manager Program Manager . ' DL Agent Liason
Jim Connolly .Don Hoechst ’ Joan Kopcinski
Exam Training Coordinator - Evaluation Supervisor I~ Administra.’tive Coordinator
. Gordy Pehrson — Bill Hewitt Denx?e Adams
] t— DL Operations Analy st - -
Walt Smith
~ — — — Program Analyst
Driver Trainer Coordinator Bob Hoemke
t | _Deb Carlson 16 Evaluators F— 2 Exam Analysts
‘Customer Contact Service - BLI(':: VBVZT:;?\S
— Supervisor
Field Support Staff Mauruep; l\l/lsl.(x)rphy L— 1 Support Staff
- Cindy Hom

l—-"*.S.‘..i Support Staff

Exam Services Coordinator
» Rick-Miller Cusiomer Follow-up Service | .
— Supervisor

Linda Erickson

Driver Trainer Coordinator,

1 Deb Carlson [— )
12 Support Staff

Investigation/Fines
=1 Supervisor

10 Regicnal Supervisors
' Sue Gorsetman

. e . Cindy Austad |
11 Ass't Region Supervisors 17.5 Support Staff

101 Exam Staff
50 Support Staff

Crash Records

3 General Mainienance |
.. — Supervisor
CDL/PDP$/Info
1 Supervisor
Karen MacArthur
. 19 Support Staff

Bonnie Heath
8 Support Staff

Issuing Supervisor
— Jane Kaufenberg

Kathy Daley
Debra Mazurkiewicz
20 Support Staff

Figure 2. Driver Services Organization Chart

L ' it - . : Entire contents ©2001 Gartner, Inc.
Gartner Consulting For internal use of Minnesota Department of Public Safety only.
o December 2001—Page 7



- .
artner - anesota Department of Public Safety °
Engagement: 220027326 Improved Driver License Information System Project
_ Feasibility Study Report

DS Program Data _
DVS keeps records about Minnesota drivers, including driver license and driver history
information. This includes names, addresses, physical description (height, weight, eye'color),
date of birth, gender type, status of driver license, whether corrective lenses are needed for
driving, and Whether the person is an organ donor. In addition, a record is kept of any moving -
violations medical information about certain conditions that may affect driving, social security
mamber (as required for certain driver license classifications), suspensions, revoea’clons and
cancellations of driver license privileges.

Customers and Users

* In addition to DL Agents and users internal to DVS law enforcement and court agencies have
access to DL information through mechanisms such as the criminal justice data network Other
government agencies also have access to the records to obtain or verify information needed to
carry out theu' programs. External users of the DL database include: S

» - Driver License Agents B  Attorney General’s office

+ Local Police Departments ‘s City Attorneys -

o County Sheriffs o o . County Auditors

‘o Minnesota State Highway Patrol . Department of Natural Resources

» American Association of Motor 4 s Department of Commerce _
Vehicle Administraters_ (AAMVA) . e Department of Human Services

» Federal Highway Administration "(Child Support Division)

e TFederal Motor Carrier Safety e _Ofﬁce of Traffic Safety
Adminis’n‘ation 4 . . o, Bmergency Medical Services

» TFederal Bureau of Investigation e  Financial Associations

' National Highway Traffic Safety ' e Retailers '
Administration '

- . I\/hnnesota State Court System

All DL information that DVS collects is made avculaole to external users in full complia 1ce e with
data privacy laws.

i | Entire contents © 2001 Gariner, Inc.
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Current Internal Business Process

This section describes the current business processes involved with the issuance and renewal of
driver permits and licenses, driver license records management, and driving privileges review.
Process Analysis

In order to determine what information is soucht and by whom (i.e., what invokes action) and the
corresponding action taken, and by whom, focus groups were conducted with multiple members
ofall three of the Driver Services umt groups, including: :

o Driver Exam/I ssuing
» Driver Compliance

e Driver Services Coordination

In these focus group activities, the workflow of the following areas was analyzed:

Exam and Issuing : Driver Compliance

» Vision Exam ’ e Implied Consent

o Knowledge Exam ' » Driving While Intox1cated
» Issuance o Withdrawals

» Renewals , o Limited License

s Habitual Problem Drivers
s Driving with Invalid License
+ Reinstatement

Vision Exam — A customer desiring either a driver’s permit- or license presents identification’
to a DVS Clerk or Examiner. Once the DVS Clerk or Examiner approves the customer’s
identification, a Vision Exam-is administered and the results recorded. The custorer then

continues to the Knowledge Exam process.

Knowledge Exam — The DVS Clerk or Examiner selects and administers the Knowledge
Exam based on the type of license or endorsement that the customer seeks. Once the
customer passes the Knowledge Exam, the customer continues on to the Issuance Process. If
the exam was taken at a partial service station, the DVS Clerk or Examiner completes a

Record of Examination (RX).

Issuing — The customeér provides a completed application and the appropnate fees to a DL
Agent. “The customer then proceeds to the Road Test (not covered in this analysis). The
’ apphcatlon and RX (produced in the Knowledge BExam process) are sorted in the DPS Mail
 Room, verified by DL Audit, and entered into the Minnesota Accounting Procurement
_ System (MAPS). The application information is then microfilmed for storage, entered into
* the DL/MV mainframe system by the Issuing group, and integrated with the customer’s
Polaroid photo.

Renewals — Renewal Remmders (postcards indicating the class or type of card and Lhe
renewal fee - check) and Required Information Letters (based on the type of endorsement for
commermal drivers) are generated in resporse to 2 monthly request from the CDL/Research

Iti Entire contents © 2001 Gartner, Inc.
Gartner Consulting ' For mternal use of Minnesota Department of Public Safety only.
’ December 2001—Page 9
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group. Programs are also in place to generate post card reminders, ID renewals, school bus
letters, and hazardous material letters. The postcards and letters are sorted and mailed,
prompting the customers to go to an exam station or DL agent to renew their licenses. The
Required Information Letters include additional attachments and inserts (including a billing
slip) that are handled by the CDL Research group.

Implzed Consent — Imphed Consent refers to a driver’s acceptance to take 4 test for possibly
driving under the influence whenever pulled over by a law enforcement officer. The implied
consent can only be invoked once the driver has been placed under arrest. A driver agrees to
the Imphed Consent requirement when hé/she accepts the terms of a Minnesota Driver’s
License. A law enforcement officer may pull a driver over for violation of Minnesota traffic
~laws. The law enforcement officer can invoke the implied consent law and adm1mster the

test if the officer believes that one of several conditions exist:

—  The driver has been arrestéd for a DWI violation;

— - There is reasonable suspicion of alcohol or drug involvement; or

~ The screening test indicated impairment.

. If a driver refuses to take. an alcohol/drug tes_t’ after being arrested, the law enforcement
officer may proceed with charging the driver for violation of Implied Consent statutes. The
Implied Consent area was studled as a representa’clve example of how DVS processes
information from outside sources. Once DVS recetves information from. an outside agency
(e. g8 driver’s intoxilizer results are sent in by law enforcement officers), the informationis
verified and entered into the DI/MV mainframe system. In most cases, DVS receives this
information from law enforcement agencies in hard copy format.- The DL/MV mainframe
system determines the appropriate actlcn based on the driver’s current and historical
information (e.g., the driver’s license may be revoked for a longer time period if the driver is

_arepeat offender) DVS thén sends the appropriate material to , the driver (e.g., a withdrawal
order if the license is revoked) and updates the driver’s record (e.g., notifies the Impound

Unit of the driver’s record).
In 2000, DVS revoked 30,673 for implied consent statute violations.

Driving While Intoxicated ~ Minnesota statutes declare it is a crime if a driver operates a- -
motor vehicle when his/her blood alcohol concentration (BAC) is 0.10 percent or greater, or
refuses the test, when the BAC is 0.04 percent when operating a commercial vehicle; or
when the person is under the influence of alcohol, a controlled substance, or a substance
listed on schedule I or I of the Schedules of Controlled Substances MS 152.02. When a
Minnesota court convicts a driver of DWI, DVS receives notification and issués a withdrawal
order. In 2000, DVS revoked 27 478 licenses (including some out-of—state) for DWI

violations.

Limited License — In certain circumstances, DVS issues limited driver hcenses to drivers with -

- revoked or suspended licenses. Reasons to obtain a limited license include driving to and
from an smployer, a post-secondary educational institution, or an alcohol intervention
program. In some cases, homemakers may obtain a limited license for educational, medical,
and’ nutritional purposes. DVS will not issue a limited license to drivers with cancelled or
dlsquahﬁed hcenses m 2000, DVS 1ssued 17,645 limited licenses.

: . : Entlre conten{s © 2001 Gartner, Inc.
Gartner Consulting Forinternal use of anesota Departrrient of Public Safety only.
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Withdrawals — Court-ordered License Suspension was studied as a representative example of
how DVS processes driver license withdrawals. Once the court notifies DVS of a conviction
and court suspension; DVS updates the driver’s record, causing the DI/MV mainframe
* system to generate an Order of Suspension. The order is then venﬁed a copy made for DVS |
files, and then the original order is sent to the driver via first-class mail. If the driver did not
receive the order because of an incorrect address, DVS re-mails the order if a correct address

s provided.

Habz'z‘ybl Pr oblem Drivers — Habitual problem drivers are drivers who receive a lot of traffic
citations for various violations (e g. speeding). Minnesota does not assess points against a
driver’s record. Instead, the state imposes penalties based on the number of v1olat10ns during
a given pefiod of time, rather than the severity of the violation. Minnesota monitors two time
penods (“look-backs™) on a rolling basis:
— 12 months: If a driver feceives three Vlolat1ons in a 12-month period, DVS generates
a warning letter listing the violations. If a driver receives a fourth violation in the 12-
month perlod, the dnvmg privilege is automatically suspended. ,
~ 24 momnths: If a driver receives five or more violations in a 24-month period, the
driving privilege is automatically suspended.

At the end of the suspensmn the driver must pay a $20 reinstatement fee. In 2000, DVS
issued 6,858 suspensions for habitual problem drivers and sent 21,108 warning letters for “3

in 12” violations.

Reinstatement -~ Reinstatement of a license was studled as a representative example of how -
DVS restores a driver’s driving: privilege after the driver loses his/her license. Once the
driver has met the remstatement requirements (e.g., appropriate amount of time has elapsed),

- the driver goes to an exam station and requests reinstatement. . In the Twin Cities
metropolitan area, DVS reviews the driver’s récord, determines the type of exam needed, and-
administers it. Once the driver passes the exam, the driver completes an application for a
new license, and submits the reinstatement fee. The DL/MV mainframe system is then
updated, and a reinstatement notice is generated. In Greater Minnesota, the driver goes to the
exam station to take the exam and pay fees. Once the exam is complete, the driver receives a
reeeipt'numb er and contact information for the DVS Central: Office. The driver then. contacts
the DVS Central Office, provides relevant mrormauon and the receipt number. Central

Office then processes the reinstatement.

Process flow maps that graphwally deplct the workﬂow for each of the areas have been also
developed and are presented in Appendix A. :

Process Summary .

A customer seeking a driver’s license or permit needs to show proof of 1dent1ﬁcat1on fill out an
application, pay a fee, and take vision, knowledge and road skills exams. In response, DVS
needs to verify IDs, collect fees, administer and track the exam results and issue ID and Driver’s

License cards and permits.

Entire eontents © 2001 Gartner, Inc.

‘Gartner Consulting For internal use of Minnesota Depariment of Public Safety only.
’ . - ’ . December 2001—Page 11



: Sor ’ :
@%?’&ﬁ@? . Minnesota Department of Public Safety °
Engagement: 220027320 Improved Driver License Information System Project
o Feasibility Study Report -

In addition, in order to fulfill its role of admlmstermg state safety laws and revulatlons that
improve driver safety by reducing crashes and removing unsafe drivers from state roadways,

DVS needs to:
e XKeep current accurate driving records on each individual

e Ensure outside agenc1es have appropnate access to driver’s records, while s1mu1taneously
protecting the privacy rights of the drivers - : :

e Ensure licensed drlvers maintain the skills necessary to operate motor vehicles (ie.,

renewals)

In coordination with various law enforcement agencies and courts systems, ensure drivers

follow the state safety laws (i.e., through the withdrawals and the reinstatement process)

(1]

Figure 3 below depicts the mu1t1p1e sources of information used by these processes the data
produced controlling fequirements governirnig how the processes use. the information, and the
mechanisms employed to mampulate the data.

Controls

"« State and Federal Law
+ Reguiations
+ Technology Dlrer‘hons

Data Ontpw‘*s
New & Renewead DLS
Permits & ID Cards

Data Inputs:
« DLExams.
.+ DL Applications

+ Notices of Conviction . : CDLIS

» Notices of Suspension/ C - + PDPS
Reinstatements (e.g. - Mechanisms -+ Law Enforcement Queries
DHS - Child Support) + Manual » Renewal Reminders

+ Endorsements (e.g. DNR « TRIP »" Notices of Suspension/
- Snowmobile & Firearm) - CdIS. . Reinstatement

» DL Offenses (e.g. Implied - TCIS . - DL Records for Coutts,
Consent reports, Notices of . PRISM . Attorneys, Employers
o | © + Crésh/Accident Information

. Accident Reports . o ’ ]\\/Aoter Regist;a}:’c{ion .

. ; . .+ Management Reports
Proof of Insurance ' - Data Sets for Research

Efforts

Figdre 3.  Driver Services Process Analysis-

Issues and Opportumty for Improvement’

As the attached process maps indicate, much of the current process is conducted manua]ly In
addition, a number of the verification processes currently performed could be automated or even
eliminated if the DVS were able to make greater use of automated tools. Opportunities for

process improvement include:

' Entire contents © 2001 Garcnnr ine.
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(1]

Identification verification (and eventually photo verification) can be automated by

increasing onhne access to outside agency data ‘

Administration, verification, not1ﬁcatlon and results recording of a.ll exams can be
automated

Drivers can be required to complete original-and renewal applications online, Which
would minimize DVS’ data entry efforts :

An automated system can be used to determine appropriate fees based on the fype of
license required (which would come from the online application) as well as renewal fees
Axn automated hc:kler system can be used to generate 'aH types of renewal notifications

An automated mail/sorting system can be used to select appropnate mnserts for
notifications :

A real-time, direct connection between Minnesota courts and DVS could facilitate
immediate exchange of Notices of Conviction, allowmo DVS to issue withdrawal and

suspension orders more quickly '
Documents related to driver records could be stored electronically for immediate retrieval

by Driver Evaluators and other staff, as well as reduced effort for microfilming and other
“records management activities . :
. Withdrawal, revocation, and suspension orders could be generated at DVS on a real-time

basis for immediate mailing to drivers

Entire contents © 2(501 Gartner, Inc.
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Current External Business Partner Envnronment

A wide variety of stakeholders both inside and outside government, provide or rely upon DL
-information mamtamed by DVS. These external busmess partners include:

DL Agenits

Deputy Registrars and DL Agents — DL Agents are l1censed private individuals who provide
Driver Services to citizens as an extension of DVS, DL Agents use DL information in much
‘the same manner as DVS employees. ' :

Cnmmal Justice

Law Enforcement — Police and Sheriff personnel rely on DL information to provide current
information on demographics, license history, citation history, and recommended disposition
for drivers they encounter as part of their law enforcement duties. ' Law enforcement also
“provides notice of plate impoundment.

Courts — anesota courts provide mput of accidents and driver convictions to the DL
_system and access DL information for case purposes

Attorneys — State attorneys, public defenders, and private attorneys access DL information to
assist in preparing cases o

Commercial

Retailers — The retail environment relies on Driver License and Identification cards to ‘
positively identify an’ individual. Specialized retailers such as gun dealers use DL and ID
cards for background checlc pUTpOSes.

- Financial Institutions — Fmanowl msntutxons utlhze Driver Llce'lse and Identlﬁcauon cards
to verify identities. : .

Insurance Companies — Insurance companies provide proof of insurance for drivers, and
access driver record information about accidents to establish pollcies

Employers — Employers. (e trucking companies, school districts) access DL mformauon 1o
understand the driving hlstory of current and prospective employees

State Agencxes and Orgamzatlons

Deparlmem‘ of Human Services — DHS interfaces with ‘che DL system in two areas: to enter
DL suspensions or reinstatements based on current chﬂd support obligations, and to validate
residency of DL apphcants : :

Jepczr‘mem of Revenue — The Department performs on—lme inquiry of the DL database for ‘
_current democraphw information on Minnesota drivers.

. v Entire contents © 2001 Gartner, Inc. '
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- Department of Transportation — The Department of Transportation relies on DL acc;1dent
data to track areas of the roadway that have higher incidences of traffic accidents to identify
roadway that may require redesign and improvement. '

Department of Natural Resources — The Department. of Natural Resources utilizes Driver
Llcenses to verify rdentlﬁcatlon and to indicate endorsements for ﬁrearms and snowmoblles

Secretary of State — The Secretary of State receives driver democraphlc mformatlon for
registration of voters.

Department of Public Safety — Other agencies within the Department of Public Safety are
‘among the most. frequent users of DL information. The Bureau of Criminal Apprehension .
incorporates DL information with other sources to provide a broad spectrum of criminal-
related information to criminal justice users. The Office of Traffic Safety utilizes DL data
for research purposes to produce studies on topics such as accident facts and bicycle safety
statistics. The State Patrol queries DL data similar to other law enforcement users.

DWI Task Force — The DWI Task Force uses DL data to idenﬁfy trends associated with
enforcing DWI laws and makes policy recommendations. For example, the Task Force uses
DL data to identify how often drivers with a DWI conviction obtain a subsequent conviction
or to assess the effectiveness of different punishment options.

Federal Agenmes and Organizations

American Association of Motor Vehicle Administrators (A4MVA) — DVS maintains on-line
interfaces with several AAMVAnet applications to support the cooperative exchange of
problem driver information between jUrisdiction‘s The- Commercial Driver License

- Information System (CDLIS) supports the issuance of Commercial Driver Licenses and is
designed to assist in the cooperative exchange of commercial driver information between
jurisdictions. The Problem Driver Pointer System (PDPS) acts as a "pointer” for the National
Driver Register and will "point" the State of Inquiry to the State of Record, where individual
driver hlstory information will be found.

Federal Bureau of Investigation (FBI) — The FBI maintains the National Crime Information
Center (NCIC), a computerized database for criminal justice agencies making an on-line
iuqalry and for prompt disclosure of information in the system from other criminal justice
agencies about crimes and criminals. The DL/MV database is integrated with this system as
it provrdes information about stolen vehicles; stolen hcense plates, and wanted PErsons..

National Law Enforcement T elecommum‘caz‘z’ons Network (NLETS) — NLETS is a computer-
controlled message switching network linking local, state, and federal agencies together for
the purpose of information exchange.- The Minnesota DL database is interfaced with NLETS
to provide Minnesota -law enforcement ‘with access to out-of-state crimipal justice
information, as Well as offer Minnesota 1nformatron to the out-of-state law enforcement

comrmunity.

Entire contents © 2001 Gartner, Inc.
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Current Technical Environment

The technical environment currently supporting the DS Program includes a set of technology
components, with the central application and database system located at Intertech, the Minnesota
Department of Administration’s data center. As described above, DL information is entered,
stored, and retrieved by a variety of organizations for numerous purposes. A broad collection of
technologles and protocols support both on-line and batch processing within the existing
-environment. Most uSers require information during regular business hours, however law
enforcement users access DL data on a 24~-hour, 7 day—per—week ba31s

The Luagi'al.u on the next page 1hustrates the techmcal component and interface env1ronmen’c
with a short summary of selected components below.

Connec’uvrty Environment

Dial-Up — Many usérs have dial-up access to the DVS ‘mainframe environment, utlhzlncr
3270 for termirial emulatmn

9600 .Controllers — Some remote users connect with 9600 controllers, and Rumba PC-to-
Host for 3270 emulation. All 9600 controllers are expected to be replaced within six months.

TCP/IP - Headquarters staff and state-owned exam stations currenﬂy connect to the
mainframe using 1P (Internet Protocol) The firture DV S connectivity vision for all internal

and external business partners is 100% IP.

Mainframe Environment _
Mainframe Applications ~ DVS online and batch mainframe applicatibns are programmed in

COBOL, and execute within CICS. For DL, there aré 50 CICS online transactions and 140
_ batch programs, as well as some shered programs with- other DVS applications.

-zvfainﬁcfnze Database — DVS data is stored in a Ciricom Supra database on an IBM
mainframe computer housed at Intertech. DL data is stored in 27 fixed-record Supra files,
plus three additional files shared with the MV database.

' . : : Entire contents © 2001 Gartner, Inc.
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Figure 4, DL/MV Component and Interface Diagram
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BuSiness Case

This section of the Fea51b111ty Study Report builds the business case for improving the DS
Program. Tt documents the business environment issues faced by DVS, and details technical
considerations that will influence the analysis of potential improvement solutlons.

Business Prdb!em/Oppoktunity

Through the review of backoround documentation, interviews, focus groups, and walkthroughs

with DS Program staff, and exterisive feedback from external business partners, DVS has
identified smnﬁcant problems and related opportumt1es related to its business envxronment

_ DVS Business Environment Issues

The DS Program currenﬂy faces a number of issues related to its business environmeént, both
internally w1th1n DVS and in its interaction with external business partners. A thorouOh
understanding of the business environment is an Importa.nt step to analyzing and 1dent1fy1no
appropriate improvement opportumtles

Information in the DL Database is Not Always Accessible or Reliable — External business
partner users require the ability to retrieve driver records in a timely, reliable manner.
However, law enforcement and others report periodic downtime and slow connection speed,
limiting their ability to have the best pOSSJble information to perform their duties. Atforneys
and other court-related users may not réceive certified DL records in a timely fashion unless

they make special requests of DVS.

Information in the DL Database Is Not Current = The DL Database is not current due to -
heavy.reliance on keying data entry in the Issuing Unit. Additionally, manual data entry is
equired. since many DL Exam Stations do not have connectivity to the ‘database, and
therefore cannot update the database with real-time customer data. In some instances, data
subzmtted by DL Exam Stations takes up to three weeks to be entered mto the DL database.

DL Daz‘a Provz'des Limited Supporz‘ jor Law Enforcement Purposes ~ Law enforcement

. officers rely on the DL system to provxde the most up—to -date information possible to support
decisions requzrpd durmg policing activities. Law enforcement needs a system that analyzes
DL records and performs predictive and directive activities based on that data. Law .

' enforcemen’c would like the ability to view more detailed driver information; licénse history;
and citation history. -Without timely, predictive and comprehensive data, law enforcement

~ may take either insufficient or mappropnate acuons against drivers.

Heavy Reliance on- Manual Processes Rea’uces DS Program Ejffectiveness — Processes
performed manually at DVS include recording vision and knowledge. test results, sorting
applications and records of exam, entering new applications, separating voter registration
paperwork, preparing mailings, and filing documents that impact the DL record. This "
extensive use of paper documents (e.g. applications, Implied Consent Notices) decreases data
integrity since hand-written forms may be illegible, leading to data entry errors. As a result,
centralized keying data entry in the Issuing Unit a’c DVS Headquarters increases the

" . o ~ Entire contents © 2001 Gar‘ner inc.
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_ processing time to update the DL database with applicant information. This manual
processing leads to delays in issuing driver licenses and updating DL records.

Information Generated by External Partners is Not Abvays Transferred Effectively to the DI,
Database — Some external business partners (e.g. DHS) have the ability to initiate
withdrawals and reinstatements of driver licenses. However, external partners do not always
receive feedback from the DL system to know whether the change they requested has
appropriately 1mpacted the driver license. - Consequently, driver records may inaccurately
reflect a suspension or reinstatement status, causing law enforcement officers to take

UITWaLT. amed actions. .

The DL Sysz‘em Presentation is Not User Fzzendly — The current presentation and
organization of DL information makes it difficult for users to read and interpret DL records.
For example DL records include numerous codes that require a reference -manual or
experience to understand. Training on how to use the system and read DL records may not
be adequate for external stakeho’lders. Lack of user friendliness decreases the efficiency and
effectiveness of stakeholders as they rely on the DL system to support their business needs.

- DVS Cannot Track Customer Activities in Real-Time — Because data is not updated in real-
- time, some customers “shop” Exam Stations until they can obtain a Driving Permit or Driver .
Llcense Consequently, DVS may issue Driver Licenses to unquahﬁed customers. '

. DVS Cannot 'Eﬁec tively Track Fraud Within the System — Verifying customer identities is

- critical to reducing fraud, and DVS staff and external stakeholders depend on both DL ‘and
ID cards as reliable sources. Since many Greater Minnesota Exam Stations do not have
access to the DL Database. and cannot retrieve custorner records for verification purposes; -
fraud incidents may occur more frequently as customers apply for and receive multiple driver
licenses using different names and addresses. Overall, DVS needs to be able to track and
flag potential fraud indicators to 1mprove trac:l<:1nor of customers that apply for more than one

duplicate DL or ID card.

' Techmcal Envu'onment Consrderatxons

" Along with issues related to business processes, various. technical con51derat1ons are also -
documented These items are important to take into aooount as potential soluuons are defined

and analyzed.

Supra Database Platform Limits Pr ogram Support — The older technology structure of Supra
‘databases limits the ability of the DS Prooram to meet the needs of its users. The inflexibility
of its record structure inhibits the ablhty to make changes in response to legislative or
external business partner requirements. Also, the lack of decision support query capab111t1es
limits the usefulness of DL information to answer policy-relatéd questions. :

Szzpi'a Is Nota L0n<7~T erm Vz’ablﬂ Platform — DPS/OTSS and/or DVS must be able to provide
on-going support to DL services, but the current database -environment is not a long-term
vxable solution. Additionally, Intertech is eliminating support of Supra database systems; and
encouraging Supra users to transition to a new platform

G ' c Iti Entire contents © 2001 Gartner, Inc.
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Internal and External Users Must Continue to Reliably Access DL Information ~ Changes or
additions to system components (such as database, application programs, or shadow systems)
or physical location must allow current and future interfaces to remain secure, efficient, and
reliable on a 24 hour/7 day pet week basis. The need for continued data security is
tantamount: As new applications allow business partners and the general public to perform

- self-service functions, DVS must ensure that they can only access the data to which they are .
entitled, and all other information remains secure and cannot be compromised

Accw‘acy and Complez‘eness of Daz‘a Is a Tt echnzcal As Well As a Process Issue — Future
echnical platform changes will involve significant data migration, thus requiring significant
data cleanup. Pr'ocess changes need to be implemented correspondmgly to keep data clean.

E-Gover. nmem‘ Ejj‘" ciencies and  Expectations are Driving Change ~ DL services to be offered
to the public for self-service imply increased requirements for applicatiori and data- access.
Fortunately, new tools are provxdmo the technical opportumty to provide th1s improved’

' access.

Reenomeerzna of DL Daz‘a Schemas Is Not Simple ”Porz‘mg Aetivity — Supra is not a true
relational model so moving it anywhere will cause, in addition to big cleanup efforts, a need
for redesigning the data model. During any redesign, the current integration with MYV data
must be mamtamed However unposmc relational constraints, would help with some data

maccuracy issues.
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Operational VlSlOn and Opportunltles

This section of the Feasibility Study Report presents the vision, goals and objectlves of the DS

Program, given the DVS current issues that need to be addressed. Additionally, with the
understanding of the baseline operating and technical environment, the scope of DVS influérice
will be defined, illustrating where DVS can itself implement improved processes and systems. .
Finally, some points of consideration are documented that were utilized as pax‘c of the analysis of
solutlons to realize the DS Program operational vision.

Project Vision

The pro;ect vision statement is a compelling, conceptual image ‘of the de51red future that answers
the question “What do we want to be?” :

Project Goals

In order to achieve the project vision, DVS has established a number of goals that will enable
DVS employees external business partners, and. customers to conduct business electronically
'and to access real-time, accurate information: DVS’ ability to respond swiftly to customer needs '
- and leglslatxve requirements will also be enhanced.

Key business goals of the Improved Driver License System Pfoject include:
e Streamline and automate data collection activities
»° Enhance ability of stakeholders'to use DL data to make more effectlve enforcement and
policy decisions
e Build systems that support DVS external business partners

{ Obj jectives’

Related project objectives have been defined that clamfy how DVS will 1mplement its future
vision and realize its goals. These objectives are presented in the table on the following page
along with the relationship between each and the issues it helps address. :

e Entire contents © 2001 Gartner, inc.
Gartner Consulting - For internal use of Minnesota Department of Public. Safety only.
: S December 2001—Page 21



Garbner

Engagement.. 220027320

Minnesota Department of Public Safety
Improved Driver License Information System Project -

{No. Objective

5 - = 2=t 3 W gieddic % = 2

1 Allow access tg all DL and related data from any Exam Statlon .
Central Office unit and by staff working in the field

> Reduce administrative workioad by automating various manual
fasks

3 {Reduce time to issue a driver license to two business days *

4 Update driver records within 1 business day of receipt of origina *

] or renewal application or record change fequest

5 Provide all Exam Stations with the ablhty {o retrieve and view %
driver records on-line

6 Develop the ability to capture ongmai and renewal apphoahon %
data at the saurce

7 Provide each Exam Station with standard, enterpnse—w;de %
information technology tools

8 Provide automated data verification to ensure that DVS &

malmams data that is accurate and reliable

9° Provide busmess partners with the most up-to -date, accurate
driver data possible

10 Allow for seamiess integration with other DVS and exiernal
information syslems

11 Improve the abilily of DVS management fo plan and budget for .
the DL Pro ramb _ .
% ETRe < arthers

12 Increase the integrity of thf-‘stnesota DLandIDcardas a.
positive form of identification for-citizens

13- Provide information to external partners on a 24-hour, 7-day-per
week basis

44 |Develop more user-friendly mierfaces

Table 1.  How Project Goals and Objectives Relate to DVS Proble'ms/Opbortunities o

‘Feasibility Study Report
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DVS Scope of Influence

The current DL environment covers a broad range of business processes and technologies. Many

of these processes and technologies can be improved upon to achieve the vision, goals, and
- objectives previously defined. However, only by understanding those areas under DVS scope of

mﬂuence can a responsible analysw of where DVS should put its resources be pexformed

The diagram presented earher can be utlhzed to depict the DVS scope of influence. The area
"inside the shape identifies those elements of the DL environment that DVS can impact.

Non-State
. Owned Exam Polarold
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Last updated: December 18, 2001

Figure 5.  Scope of Influence within Component and interface Diagram
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In summary, DVS controls:
»Database and applications

 Connectivity to DVS field operations, non-LEMS law enforcement and courts, other
.external partners (e.g., Deputies, DHS), and the public

- o 'DVS business practices and processes

¢ Infrastructure components and location

. DVS does not control:
o Connectivity and presentat1 onto law enforcement through LEMS

e Law enforcement and court processes and systems that collect driver-related information
(e.g., violations, convictions, reinstatements) that is passed to DVS databases

e ' CriMNet directions and implementation

o Legislative and court mandates and requirements
This report serves to identify the initiatives that DVS can lead to implement does not control:

Analysis Points of Consideration

Through the analysis of information from all preceding . steps (current business pI'ObICu.m,
technical considerations, the baseline environment and scope of influence, and firture operational
vision and objeotlves) some points of consideration were documented to- gmde the development
of recommended projec "‘hese include:

Meanual and paper processing is o very sigrificant issue — The extensive mamual processing
early in the business process lifecycle contributes to- many of the current problems such as
non-current and inaccurate information, slow customer service, and opportunities for
fraudulent transactions. However, ample opportuiities for improvement exist.

Database migration addresses both current problems and future needs — Migration of the
core’ DL database away from the current -legacy system will prowde a number ‘of
improvements, as it supports ﬂexﬂnhty and data accessibility, allows for a-viable, stable, and
supportable erivironment, and positions DVS for future increased access requirements.

Improved customer access and interfaces provide significant benefits — Benefits from

improvements in customer access and interfaces include allowing field operations to perform

* on-line, real-time transactions and providing self-service apphcatlons to external business

- . partners and the public.- Benefits will be better realized with self- heIp apphcatmns that are
easy to understand.

There is no silver bullet - It is important to note that no single packaged solution exists. New
" initiatives and existing initiatives are all part of the solution to allow the DS Program to
address its current problems and achieve its operational vision.

. Entire contents ©® 2001 Gartner, Inc.
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Recomménded Projects

This sect1on of the Feasibility Study Report presents the recommended projects for the Improved
DL System Project. While each project can be described and conducted independently, there are

interdependencies as well as internal resource limitations that will influence their

implementation. These dependencies and constraints are described within this section as well as

the overall implementation roadmap in the next section. The recommended projects have

resulted from the collection and thorough analysis 6f DS Program information, including current

business issues (internal and external), current technical considerations, the current baseline
' environment and scope of influence, and the current DS Program operational vision.

Summary of Recommended Projects

Four projects are recommended as the best opportunities in which to deploy the financial and
human resources available to DV for the Improved DL Systern Prolect These projects include:

e Driver Compliance Improvement Project
+ Reduction of Issuance Fraud Project

» Database Migration/Redesign Project

» System Redesign Initiative

These recommended projects were determmed based on the current issues and opportunities that
DVS faces, and will build upon both various planning and implementation activities currently
underway within DVS. Prior to embarking upon this feasibility study, DVS had already
recognized the opportunity to improve a number of its business functional areas and has
consequently embarked upon several improvement projects. Within each of* the recommended
pro;ects DVS vision and planned initiatives are noted. =

’As part of the Improved DL System Project, DVS will contract with an expenenced full-time
project manager to coordinate and lead pro]ect activities. It is recommended that this project

manager support all projects recommended.in this report, in order to ensure the necessary.
coordination among DVS business and technical teams and vendor personnel. The costs of this
project management support are split among the recommended projects and *detailed in the
estimated cost sections of the project descriptions. ,
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Relationship of Recommended Projects to Goals and Objectives -

As part of the. anglysis, itis important to understand how each recommended project supports the
goals and objectives defined in an earlier section. Table 2 below relates each récomimended
project to the goals and objectives of the Improved DL System Project that were presented
earlier. : : '

\tJ
4
38

1)
8
(X

:|No. A " Objective
81 2 SIe 115 L} A3 Ul i 1) B [) 3
Allow access to all DL and related data from any Exany
Station, Central Office unit and by staff working in the field
Reduce administrative workload by automating various
manual tasks '

3 |Reduce time to issue a driver license to two business days
Update driver records within 1 business day of receipt of
original or renewal application or record change request
Provide all Exam Stations with the ability to retrieve and View
-jdriver records on-line

1Develop the ability to capture original and renewal application
“{data at the source ey _

Provde each Exam Station with standard, enterprise-wide
information technology tools o -
Provide autornated data verification to ensure that DVS
maintains data that is accurate and refiable

DA spce:an 0 aAKenoine O:SE L Uata- 10
Provide business partners with the most up-to-date, accurate
driver data possible '
Allow forseamless integration with- other DVS and external
information systems

Improve the ability of DVS management to plan and budget
for the DL Program by providing better data

oF - i Sle i nnon ] pYiernain BESS DD
Incréase the integrity of the Minnesota DL and [D card as a
positive form of identification for citizens '
Provide information to external partners on.a 24-hour, 7-day-
per-week basis '

14 |Develop more user-fiiendly interfaces

10

11

12

13

Table 2.  How Project Goals and Objecfives Relate to Recommended Projects
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Relationship of Recommended Projects to Issues

.Ag noted in the introductory paragraphs of this section, the recommended projects have been
- built on the current business issues and technical considerations developed as part of the
analysis. The following table presents that relationship: ‘ E

Information in the DL Database Is Not Always Accessible or Reliable
Information in the DL. Database [s Not Current. .
DL Data Provides Limited Support for Law Enforcement Purpases '
Heavy Reliance on Manual.Processes Reduces DS Program Effectivenéss
Information Generated by External Partners Not Always Transferred Effectively

- The DL System Presentation Is Not User Friendly - o

- DVS-Cannot Track Customer Activities in Real-Time ‘
DVS Cannot Effectively Track Fraud Within the System - :

NENENENEN

AANAN

_ Supra Database Platform Limits Program Supbort

External Business Partners Must Continue to Reliably Access DL Information | v/ v v | v
COBOL on Supra Is Not a Long-Terrh Viable Platform _ ' ’ v .
Accuracy and Completeness of Data Is a Technical As Well As a Process Issué v v
E-Government Efficiencies and Expectations are Driving Change v v v v
v

Reengineering of DL Data Schemas Is Not a Simple “Porting” Activity
Table 3.  Relationship of Recommended Projects to Current Issues

Each of the recommended projects is described in more detail in the subsections below.
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: Recommended Project: Driver Comphance ,mprovement Pro;ect

This project would focus on necessary improvements of the Driver Compliance process to better
allow the State, and specifically law enforcement and the entire criminal Jusuce commumty to

1dent1fy, track, and manage problem drlvers

The project’s goal i§ to prov1de improved
data ccurrehcy (up-to-date récords) and data
accuracy to DVS and law enforcement
personnel, thereby improving the ability to

deal 'with problem drivers. The first phase .

would  center on automating the data
. collection and validation of implied consent
withdrawals from various information
providers. (e.g., law enforcement agencies,
courts, Department of Human Semces)

'Currenﬂy this information is provided in a

variety of formats ranging from electronic to

paper. Record updates occur through manual -

processes to input data into the DL database.

Technologies such as Intranets and Extranets

could dramatically change the efficiency and

effectiveness of data exchange with these -

- DVS. business partners, and each technical
solution requires fundamental redesign of the
business process. These changes Would also
provide better efficiency w1th1n DVS,
loweri'ng future operational costs.

The second phase would expand the first
phase’s scope to include DWI and habitual
problem driver suspensions. Like phase one,

this phase would automate the data éxchange -

between the criminal justice commuulty aﬂd
DVS to ensure .that suspension- and
withdrawal orders are issued as quickly as
pos31ble. .

The third phase would automate the reinstatement process.

Provnde information to external partners-on a 24- hour
7- day—per week basis:

-Update driver records within 1 business day of receipt

of original or renewal application or record change
request -

Provide business partners with the most up-to-date,
accurate driver data possible

Reduce time to issue a drlver hcense to. ’rwo business
days

- Reduce admlnxstratrve workload by au’comatmg various

manual tasks

Develop the ability to _capture original and renewal
application data at the source

Provide automated data verification to ensure that DVS
maintains data that is accurate and reliable

~ budget for the DL Program by praviding better data

Improve the ability of DVS management to plan and-

Accessible or Reliable

Informiation in the DL Database Is Not Always

information in the DL Database is Not Current

DL Data Provides Limited Support for Law Enforcement
Purposes .

Heavy Reliance on Manual Processes Reduces DS
Program Effectiveness

Information Generated by External Partners Not A!ways
Transferred Effectively :

The DL System Presentation Is Not Usar Friendly.

Access DL Information

External Business Partners Must Continue to Reliably

E-Government Eﬁ'crencres and’ Expectatlons are
Drlvmg Change '

ThlS phase would prove more

challenging than the first two phases, as reinstatements often are more complex since they
involve other functions such as testing, issuance, and customer service.

Benefits

Beheﬁts arising from the Driver Compliance Improvement Project include:

e Provides for more current and accurate information to law enforcement and other
stakeholders reoardmo problem drivers, mcludmc7 repeat DWI offenders

Gartn.er Consulting
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o Allows for a more immediate update of implied consent,  driver suspensmns-
reinstatements, and notices of conv1ct10n information in DVS databases

o Reduces the flow of paper between external partners and DVS

o Improves 11ke11hood of complete and correct transactions by moving error- checkmg and
feedback from batch functions to on-line entry screens

* Supports adch’uonal mstances of ‘user-friendly, self-service applications to external
busmess partners

DVS Vision .
'DVS has planned a number of 1nfrastruoture—related ac’uvmes that will support Driver
Compliance improvement efforts. These include:

“e  Acquisition of the Verastream software tool, which supports the development of Web-
based applications to access 1nformatlon contained in mainframe apphcatlons and

. databases

s Deployment of a Web server environment to support future business partner and pub‘rc e-
Government functions :

» Development of Web Communities and associated applications, creating a unique Web
portal-based env1ronment for business partners to conduct DVS-related transactions

‘Recommended lmplemertatzon Approach

‘The followmg 1mp1ementat10n approach to- the Driver Complidnce Improve nt Project is
recommended: '

Analysis of Current Business Process

- DVS first needs to understand the business process needs and develop a tactical, e-Government’
- view of improved Driver Compliance processes and services. This analysis would take into
" account and document the business partners’ desire for new Driver Compliance services, and
would detail current external business partner functions as they relate to providing or accessing
DL information. This analysis should incorporate all paper, on-line, and batch processes, and

include information about data sources and business logic.

Deliverabies
. Documentatlon of. current business processes

o Identification of the roles and responsibilities of personnel in external partner
organijzations that manage data

¢ Definition of changes for new business functions, 1nclud1n0 both business structure and
business processés -

Estimated Personnel/T imeframe/Costs
o DVS Business Staff: 3 staff for 2 months at 40% time ($27K)
o Consultant Staff: 1 staff for 2 months at 100% time ($39K))

' . ' Entire contents © 2001 Gartner, Inc.
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Analysis of Cutrent T ecluiicrzl Environment

DVS would also need to understand the technical environment and current applications that are
used by external business partners, including the ability t6 access State networks or the Internet
and the utilization of application systems that provide source information for DL transactions.
This analysis would focus on areas such as data entry, data edmno and maintenance, reports and
queries, and 1nterfaces

Dehverables
~» Documentation of opportunities f for technical system improvemerit

‘e Definition of changes  for new technical environment, 1ncluding in’frastfucture,

application, and security requirements ~

Xstimated Person.nel/Tirhefrafne/Cdsté

. DVS Business Staff: 1 staff for 2 months at 40% time ($9K)) .

e DVS/OTSS Technical Staff: 2 staff for 2 months at 40% time ($ 18K)
o Consultant Staff: 1 staff for 2 months at 100% time ($39K)

~e Bxternal Partner Staff: as needed from law enforcement courts, etc. (approx1mately 40
hours per 1nd1v1dua1)

bvstem Re(mzrements and Deswn

Based on the: ana1y31s of the current busmess and technical environment, DVS w111 design the
future processing environment. The design concept developed in this stage is based on ﬁndmos
from the current environment analysis, as well as input from internal and external stakeholders
Key steps in this stage include specifying process steps, who performs process activities, and
new tools supporting the processes. Any required organizational, policy, and personnel changes'
. will also be identified during this stage. To develop automated tools ﬁlnctlonal and system
architecture design spemﬁcatlons will be defined.

Deliverables

o Requirements and design of changes to the current operating environment, including data
entry functions, batch processing, usage of data, and related interface mechanisms

. Requirements and design of changes to the current technical system, in¢luding system
interfaces, applications, operating systems, storage, reporting tools, etc.

o Identification and design of the hardware platform for new collection of data, if needed
s Identification and design of the development tools and database for riew applications

. Dévelopment of testino and transition plans

Estimated Per sonneI/Txmefram e/Costs
«. DVS Business Staff: 2 staff for 5 months at 40% time ($45K)

- DVS/OTSS Techmcal Staff: 2 staff for 5 months at 80% time ($90K)
s Consultant Staff: 3 staff for 5 months at 100% time ($292.5K) _

i - Entire contents ® 2001 Gartner, Inc.
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- System Development and Implementation

The final step includes deyelopment and impleméntation of the new system, with related testing,
‘training, and deployment activities. This is a difficult step to quantify at this stage given its
dependency on the changes identified and the new documented business and technical design in
the previous steps. The contracted vendor will provide most of this support, with DVS; OTSS,
and external partner staff being significantly involved before deployment into full production, as
acceptance testing and training activities need to be performed. A train-the-trainer model would

* be recommended for this activity, promoting interaction between DVS business and technical
trainer staff and its external business partner users. '

PDeliverables

* Development of applications and databases, and installation of hardware, if necessary |

e Training classes for DVS business staff, external partner stéff, and DVS/OTSS technical
support staff ' ' _ ' '

» Execution of system and acceptance testing activities -

~ Estimated Personnel/Timeframe/Costs
e DVS Business Staff 4 staff for 1 month at 100% time ($45K)
e DVS/OTSS Techical Staff 3 staff for 4 months at 40% time ($54K)
e Consultant Staff: 3 staff for 4 months at 100% time (3234K)

Recommended Technoiogy Feature Sats

“The technologies utilized for 'this.proj ect should incorporate the following features: .

Direct conmectivity — If direct connectivity for external business partners is available it is

- preferable to minimize risk of reduced performance and availability. However, access
through the Internet is cheaper and more easily deployed, and would be viable for e-
Government functions that are not high-volume or response time critical.

. Web-to-host software — For development of on-line entry screens and deployment of
solutions, DVS should leverage Web-to-host software. Web-to-host software is connectivity
software that enables secure browser-based access to information that resides on mainframes
and other host computer systems. It is designed to turn any Java-enabled Web browser into a
secure workstation, and mainframe applications can be enabled for Web-to-host access -
without changing source code. The current DVS product tool, Verastream Host Integrator
Solution by WRQ, is a good choice as it provides powerful application development and
integration functionality between Web screens and mainframe programs.

| Potential usage of 3" pariy software such as TraCS — DVS should incorporate the results of
- its recent study of third-party traffic and criminal software, which provides field data
collegtion for eTicketing and collision reporting. Software such as this could eliminate much
of the paper and manual processing for collection of this data within the law enforcement
corumunity, thus promoting quicker and more accurate information in DVS databaseés.
Gartner evaluated the State of Iowa application named TraCS as part of our analysis. Before
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choosing TraCS or any other product, DVS and its external partners must ensure that the
system has been fully and successfully deployed in other jurisdictions, and that necessary
rights'are granted for potential changes to application programs. Also, any implementation of
new traffic and criminal software will significantly impact officer reporting processes. DVS
must work: with this business partner community during the early analysis activities to
understand if law enforcement has the funding, technology, and training’ capacity to
implement a significantly redesigned processing environment. : : '

Estimated Project Length

Using the existing software tools and initial portal environment already in place, an estimated

15-month period would be required for the Driver  Compliance Improvement Project. The

project length is quite dependent on the extent of the processes and technologies identified as

- change opportunities during the early analysis efforts. The length may also be impacted by the
ability of DVS to schedule and work with its external -partners during activities such as -

* requirements analysis, acceptance testing, training, setup, and change management. '

Estimated Coét

Estimated costs for this project are summarized below. Actual costs will be dependent on a
number of factors, including needed infrastructure requirements allowing secure transactions by
authorized users through the Internef, the proficiency of DVS/OTSS staff or contractors in
development of Web-based transactional applications, and the leverage of State resources versus -
reliance of contracts to the private sector. : -

Analysis of Currént Business Process =~ | $66,000
Analysis of Current Technical Environment $66,000 '

System Requirements and Design $427,500

| System Development and Implementation $333,000

| Project Manager ' $120,000

" Total $1,012,500

Assumptions nsed for cost estimates include: . : o

»  In-house business staff, Iabor & fringe = $90K/yr/FTE * 1.5 = $135K/yr/FTE (1.5 to factor in
overtime/backfill for in-house staff) ’

» In-house IT staff, labor & fringe = $0K/Yr/FTE * 1.5 = $135K/yr/FIE (1.5 to factor in
overtime/backfill for in-house staff). ‘

»  Consulting vendor staff = $234K/yr ($150/hr * 130 hr/month) -

»  Contracted project manager = $120K/yr/FTE (12 months support charged to project)

Key Considerations

There are a number of considerations that need to be documented and pdfentially addressed for
implementation of an improved Driver Compliance processing environment, including:

o Technical
— -Development of secure access environment

' - v ‘ L o Entire contents © 2001 Gartnér_, Inc..
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~ Current DVS teChnology and application directio‘ns,
~ Reljability of connectivity through the Internet

o Orvamzauonal/Chanore Management
— Impact of changes to staff not directly controlled by DVS such as changes to current
business processes and the ability and desire of staff to use computers to perform on-
line transactions :

. - Entire contents ® 2001 Gartner, Inc.
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Recommended Project: Reduction of lssuance Fraud’Project'

This project would focus on necessary 1mprovements of the Issuance process to allow the State
to better limit the opportunity for residents to obtain fraudulent driver licenses. Building upon the
Paperless Apphca’uon and the On-Line Issuance and Renewal projects that have recenﬂy been

initiated, ~ DVS  should - look for
opportunities to streamline this process
and reduce issuance fraud. - The Issuance
process establishes the base record upon
which DVS tracks driver histories.” Quick,
efficient, nonfraudulent creation and
maintenance of the initial driving record
provides the foundation for data
availability to law enforcement and other
interested parties while providing the base
repository used to take actions against the
driving privilege.

‘The first phase of this project would center
on improving the ability of DVS staff to

- “verify the identity of an applicant. The

main- objective is to eliminate the
‘opportunity to obtain- a duplicate license,
‘or to. obtain a Minnesota license when
there is information about the individual
., that would cause the application to be
denied. |

The second phase of the project would
concentraté on improving the managenient
of the issuance process through workflow
automation. The objective of this effort is
to ensure that customers and DVS

employees are following the laws and

regulations of issuance, such as taking
appropriate exams and eliminating the
ability to shop exam stations.

This project would incorporate upd'ated
processes with new workflow application

Pl'owd'= mformatlon to external partners ona 24 hour, 7-
day-per-week basis :

Provide business partners with the most up-to—date
accurate driver data possible

Increase the intégrity of the.Minnesota DL and ID card as a
positive form of identification for citizens :

Reduce time to issue a-driver license to two business days

Update driver records within 1 business day of receipt of
original or renewal application or record change request

Provide.automated data verification to ensure that DVS
maintains data that is accurate and réliable

~ view driver records on-line

Provide all Exam Stations with the ability to retrieve and

‘application data at the source

Deyeiop the ability to capture. original and reriewal

Allow.access to all DL and related data from any Exam
Station, Central Office unit-and by staff working in the field

Provide each Exam Station with standard, enterprise-wide
information technology tools .

nformation in the DL Database Is Not Always Accessible

or Reliable

Information in the DL Database {s Not Current

Heavy Reliance on Manual Processes Reduces DS
Program Effectiveness

The DL System Presentatlon Is Not User Frlendly

DVS Cannot Track Customer Activities in Real-Time

DVS Cannot Effectively Track Fraud Within the System

External Business Parthers Must Continue to Rehably
Access DL Information

E-Government Efficiencies and Expecta’clons are Driving
Change

" software and databases to improve the ability for DVS to quexy and check identity and to track
. and manage the applicant throughout the issuance process.

Benefits

Benefits arising from the Reduction of Issuance Fraud Project include:
o Improved tools with which to limit the ability to obtain fraudulent licenses

Gartner Consulting
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¢ Increased ability to track customer activities and information in real-time

e Improved customer service

» Tmproved currency and accuracy of data in DL database

e Improved process efﬁcien’cy and effectiveness .
DVS Vision
DVS has begun planning and- 1mplementat10n of various initiatives to promote improved
efficiency and e-Government automation of the Issuance process. These include:

° Deployment of network connectivity to Exam Stations and Driver License Agents

» Discussions with Polaroid (current DL photo and 11cense card vendor) regardmo future
opportunltles

o Initiation of the Paperless Apphca’mon Project to automate certain license apphca‘uons

o Initiation of the On-line Issuance and Renewal PI'O_] ect

Recommended nmpiementatlon Approach

" The following implementation 1pproach for the Reduction of Issuance Fraud Project is
recommended

Analysis of “As Is’ (_,urrent .fmvzronment

_The first activity is to. develop a picture of the current env1ronmcnt as it relates to the issuance
process. This involves documenting the inputs and .outputs of the process; the steps involved in
the processes, who performs the. steps, what information is required to perform the steps, and
what manual and automated tools are used. Other key documentation perspectives include cycle
time and process costs, Whlch provide baseline measurements against which to judge future

system performance.

Deliverables

e Documentation of current business processes, including process inputs and outputs, data
usage, responsibilities, and curren’c tools .

Estimated Personnel/Timeframe/Costs
e DVS Business Staff: 2 staff for 3 months at 60% time ($40.5K)
o 'Consultant Staff: 2 staff for 3 months at 100% time ($117K)

: Develop Conceptual Vision

Based on the “as-is” analysis, DVS will next develbp a conceptual vision of the future
environment. The concept developed in this stage is based on findings from the current
environment analysis, as well as input from 1nterna1 and external stakeholders It will guide
development of system requirements and design in the next step, and also serves to communicate
the vision of the issuance process to management and other stakeholders. The conceptual vision
should identify any leg1slanve chancres that are required to allow DVS to achieve its desired

. future state.
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Dehverables ,
° Issuance process conceptual vision' (or concept of operations), including identification of
necessary Ieg1slat1ve changes
Eatimated Personnel/Timeframe/Costs
~ o DVS Business Staff: 2 staff for | month at 40% time ($9K)
e Consultant Staff: 1 staff for 1 month at 100% time ($19.5K)

System Requirements and Design

-DVS will next develop the system requiremeénts and-design of the unproved issuance processing
environment. The requirements and design developed in this stage is based on the conceptual -
model defined above, and will incorporate both new processes and technology. Key steps in this -
stage include spemfylncr process stéps, who performs process activities, and new tools supporting
the processes. Any required organizational, policy, and personnel changes will also be identified

.during 'this stage. To develop automated tools, functlonal and system architecture design
,spec1ﬁcat1ons W1ll be defined. :

Deliverablés

¢ Requirements and design of the new operating environment, including data entry .
functions, batch processin usage of data, and related interface mechanisms

. Requlrements and deswn of the new technical system, including . system mterfaces
applications, databases, operating systems, storage, reporting tools, etc.

e _Identification and desigh of the hardwaré and operating system platform for new
’ collection of data

e Identification and design of the application programs to support new data entry and
workflow processes -

e Identification and. design of the database structure and necessary data conversion
~ prograins required to populate the database that will support the new issuatice process

o Procurement of additional hardware and software licenses

e Development of testing and transition plans

Estimated Personnel/Timeframe/Costs g

« DVS Business Staff: 3 staff for 8 months at 40% time ($108K)

. DVS/OTSS Technical Staff: 2 staff for 8 months at 40% time ($72K)
o Consultant Staff: 3 staff for 8 months at 100% time ($468K)

e Hardware, Database and Application Software: estimate ($450K)

System Development, Pilot, and Full Implemenz‘aaon _'

The final step includes development pilot, and 1mp1ementatlon of the new system, with related
testing, training, and deployment activities. It is challenging at this early stage to understand the
full scope of this part of the project effort, as much of its scope will be deﬁned through the
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results of previous steps, mcludmc any necessary additional hardware and network equipment.
The contracted vendor will prov1de most of this support, with significant assistance from DVS
business staff (both at headquarters and in the field stations) and DVS/OTSS technical staff
during pilot, testing, training, and full deployment A train-the-trainer model would .be
recommended for the significant operational trammg required for this prolect (as recommended
- for the Driver Comphance Project).

Deliverables

. .De\}elo'pme“lt of applications and databases, and installation of necessary hardware

¢ Training classes for DVS business staff, external partner staff and DVS/OTSS technical
support staff ' .

° Execut1on of system and acceptance testmg activities

Estxmated Personnel/Tuneframe/Costs
o DVS Business Staff’ 3 staff for 3 months at 80% time ($8 1K)

e DVS/OTSS Technical Staff: 3 staff for 8 months at 40% time ($108K)
. Consultant Staff 3 staff for 8 months at 100% time ($468K)

Conceptual Technology Approach

A conceptual model for the future issuance environment is prowded below, It compnses anew
database incorporating new data and data structures, separate from the existing core Driver
License database. It would provide DVS an opportunity to become familiar Wlth additional
modern application development tools and relational databases (such as DB2 or Oracle) separate

from the existing system.

o

Core DL Database
(DB2)

3. Issue DI

" DVS Exam Station

-
Current DL data
2. Manage Issuance

/ DL Photos
1. Confirm Identity \ / . / ‘
’ ’ Non-DVS

—"| data sources

lssuance Support
Database
DB2 or Oracle

~ Fingerprints

Figure 6. Issuance Environment Conceptual Model
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Estimated Project LLength

* The Reduction of Issuance Project Wwould require a significant effort on the part of DVS. It is -

estitnated that at least a 24-month period would be required to complete the project. Depending

- on the feasibility of implementing the new system across many locations with likely limited

‘resources, DVS may choose 1o lengthen the time period for full deployment. The project length
is also dependent on the need to develop custom programs versus the ability to “deploy

- Commercial-Off-The-Shelf (COTS) solutions, especially with the workflow componénts.
F i;:la!ly, if change management and significant training difficulties take place, the project length
will increase. - : o

Estimated Cost

Estimated costs for this project are summarized below. Actual costs will be dependent on a
number of factors, including ability to acquire COTS software, feasibility of ‘overlap with the
Driver Compliance Improvement Project, leverage of Polaroid support, and potential difficulties
with management of the changed issuance environment. ' C

Analysis of “As Is” Current Environment - 157,500
 Develop Conceptual Vision L $28,500
System Requirements and Design '~~~ | - $1,098,000
?g;tlznn gizz?gmer‘xt, Pilot, and Fun _ v $ 6 5'7’ 000 ’
Project Manager 3| 80,000
Total » - $2,121,000 |.

Assumptions used for cost estimates include: i :
» . In-house business staff, labor & fringe = $90K/H1/FTE * 1.5 = $135K/yr/FTE (1.5 to.factor-in

overtitne/backfill for in-house staff) :
» In-house IT staff, labor & fringe = $90K/Ay/FTE * 1.5 = 3135K/r/FTE (1.5 to factor in
- overtime/backfill for in-house staff) - .
»  Consulting vendor staff = $240K/yr ($150/hr * 130 hr/month)’
.»  Contracted project manager = $120K/fyr/FTE (18 months support charged to project)

Key Considerations o
There are a number of considerations that nieed to be documented and poténtially addressed for
implementation of an improved Issuance processing environtment, including:

s Process : : - :
— Focus-on issuing processes with potential to have greatest impact at reducing the
 ability to obtain fraudulent licenses :
— Research best practices in other states and licensing agencies

s Technical : ,
— Development of interfaces between DVS and non-DVS entities to support issuing

~database (e.g., federal agencies) '

Entire contents © 2001 Gartner, Inc. .
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— Ability of DVS to support large-scale OLTP (On—hne Transactxon Processmg)

application in-house .
— Integration of traditional and non—tradmonal technology dev1ces e.g. Internet,

1reless devices, etc.

o Organizational
~ — Change management -
— Potential redesign of business units and posmon responsibilities
— Marketing to citizens and business partners

- o Legislative/Political .
~  Some policies may need to change to enable the redesigned env1ronment

Entire contents © 2001 Gartner, Inc.
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Reeommended Project: Database Migratfon/Redesign Project

. This project would encompass the migration and redesign. of the existing core DL database from

* a proprietary, non-relational database environment to a high performance flexible, relational
database environment. Specifically, DVS would migrate/redesign the database layer onIy, out of
Supra and into a new database that would serve as a “container” system for the existing'database

schema. With this database layer m1grat1on/rede31gn eXlStIng CQBOL proorams Would have to

be modified to access the new database, but
would .. still use existing business logic.
't“"loduc, interfaces WOLud also have to be
updated to point to the new database. The
overall goal is tfo move
environment out of Supra Whﬂe leaving

other systems generally “as  is.” It will

incorporate a minimal number of changes to
the supporting applications and underlying
~ data structure to lessen the operational impact
of the migration and limit project risk.
.However, there may be opportunities. to

perform more significant database redesign in-

support of the new applications developed as

part of the Driver Comphance and Reduction '

of Issuance Fraud proj jects.

As the foundation of the current technical

environment, the implications and limitations.

of the current database environment are far-
reaching. The factors dnvmg this initiative
-include: :

e The current database, Supra, is based
on older, mnon-relational database
technology and is increasingly
inflexible, making it difficult to adapt
for new . and nnproved application
functionality. :

Provnde mformatlon to external partners on a 24-hour,
' 7-day-per-week basis -

the current

‘external information systems

Allow for seamless integration with other DVS and

Provide aufomated data verification to ensure that DVS
maintains data that is accurate and reliable

Allow access to all DL and related data from any Exam
Station, Central Office unit and by staff workmg in the
field

Provide business partners with the most up—to date

accurate driver data possible: - = JRIERS OO S S

: budget for the DL Program by providing better data

Improve the ability of DVS management to plan and

DL Data Provides Limited Support for Law Enforcement
Purposes

DVS Cannot Effectrvely Track Fraud Within the System

Supra Database Platform Limits Program Support

External Business Partners Must Continue to Rellably
Access DL information

- COBOL on-Supra Is Not a Long-Term Vtable Platform

© Well As a Process [ssue

Accuracy and Completeness of Data Is a Technical As

. E-Government Efficiencies and Expectations are
»Dnvmg Changs

¢ The physical limitation of the current database environment restricts the ability of DVS
-and OTSS developers to implement legislative mandates.

e Supra cannot use full ANSI (American National Standards Instltute) SQL or modern
business’intelligence tools for ad hoc queries. ‘

s Cincom (developer of Supra) is not recognlzed as a major database product vendor, and
its product direction is unclear; the big four database vendors (IBM, Oracle, Mlcrosoft

and Sybase) all have relational databases.

+ Supra database support resources are difficult to find, hire, and retain, and consultant

expertlse is difficult to find.

 * Gartner Consulting
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° Independent software vendor (3rd party products) and integration tools (middleware,

. APT’s, adapters) are scarce, and none of the major middleware vendors support Supra;

- this lack of database connection tools makes integration with other app11cat1ons more
difficult, such as CriMNet, ‘

' An 1mportant component of thls project is the current integration of the DL and MV systems and
databases. All migration and redesign activities must ensure that DL/MV integration remains in
place i 1n any rev1sed programs or data structures.

' Benefits
: Beneﬁts arising from this Database Migration/Redesign Project include:

» Leverage of power of relational database and modern software development technologies
- to take advantage of query tools, ODBC/JDBC tools, and ANSI SQL.

e Improved ablhty to hiré and retam database support staff.

* Improved vendor support as Ieadlng database vendors have more resources and are more
likely to survive long-term.

o Ability to take advantaoe of independent software vendor tools and products, as V1rtua11y
all ‘are clustered around the leading database products, including the types of integration
and middleware tools that are 1ntended to be used for CriMNet.

. Ablhty to take advantage of readﬂy available consultant resources for special projects, as-
consultant firms with expenence in leading database tools are relatively easy to find and

oomp etltlve

o Leverage of current hardware investments as at least one leading database product (IBM
DB2) runs on the existing hardware platform. :

" Database and Hostmg Alternatives

DVS has different database and hostmg alternatives to analyze as it considers this prOJect leen
the mission-critical, high performance, 24/7 environment that is needed to support the crirhinal
justice community, Gartner recommends that DVS consider either IBM DB2 or Oracle as the
database product to support its future environment. Other industry-strength relational database
products have either limited market presence (Informix, Sybase) or limited scalability (Microsoft

SQL Server)

DB2 or Oracle would be a solid future technology dec1s1on Another strategic decision DVS
must consider is whether to continue to host the database at Intertech or to bring the system in-
house. An analysis of available alternatives is provided in the table below.. :

: . g Entire contents © 2001 Gartner, inc.
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$O

Thd

Tbd

Thd

DVS/OTSS staff is
providing necessary
support

support;

database backup
and optional DBA

would optionally
need to provide
limited DBA support

Tbd Thd. Thd Tbd
Not overly complex; | Complex; Intertech Complex Complex} :
current Intertech and | has staff to provide |DVS/OTSS would DVS/OTSS would

DVS/OTSS

need to maintain full-
time 24-hour DBA
support staff

need to maintain full-
time 24-hour DBA
support staff

No additional
training necessary

| Training in relational
database constructs, | database constructs,
DBA for DB2 | DBA for DB2
(optional) :

Training in relational

Training in relational
database constructs,
DBA for Oracle

Inflexibility, unclear
product direction, no

changes

-| DBA supplied by
Intertech would

thﬂe current

and Unix platforms:
need for 24 hour
system and
database support,
backup and recovery
| procedures, etc.

Little current

nowledge of DB2;
need for 24 hour
system and
database support,
backup and recovery
procedures, etc.

DB2 at Interfech (recommended) — It is recommended that DVS utilize DB2 in the Intertech
. mainframe environment as the target database to reduce risk. Migrating to a new databasé
. platform is a significant undertaking alone, and would be far more risky if a2 new hardware
platform or a currently unsupported database environment is chosen. Intertech has supported
" DB2 production systems since 1995 and has the experience to provide basic operations as well as
full database administration, at least until DV'S staff can acquire sufficient DBA skills.

Deploymént Timeframe Alternatives

Concurrent with database and hosting alternatwes

the timeframes

of the Database

Migration/Redesign Project must be cons1dered ‘Viable options have a dependency relationship
with the full redesign of the system ~ see information rélated to that System Redesign In1t1at1ve
described next in this section. Three database m10rat10n/redeswn options are analyzed:

. _Do not perform separate database mz'gra_z‘z‘on/redesz‘gn — This alternative would promote the
continuation of Supra at Intertech to provide core DL database support until such time as-a
fully redesigned system and database can be implemented. This would eliminate the
activities and related costs and resource requirements necessary to complete the Database
Migration/Redesign Project. However, the significant benefits of deployment of an industry-
standard relational database would be delayed until the more complex, lengthy system

Gartner Consulting
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rede51gn effort can'take place. As detailed above, most of the benefits from database change
are realized simply with the implementation of a modern, relational database product, even
without a structural system redesign.

Perform overlapping database migration/redesign and system redesign — This alternative
would begin the process of database migration/redesign, but before its completion, initiate
the longer—term system redesign initiative. This shortens the total timeframe necessary for
both efforts, allowing DVS to achieve the full benefits of a fully redesigned DL system at an
earlier date To perform these activities in an overlapping manner, DVS would need

- significant additions in resources that may be difficult to obtain. Addltrona,lly, he database
'mwraﬂon/redesrgn effort would see increased project risk once the system redes1gn effort
comimences as resources and focus are spht among the two initiatives. :

Complete database migration/redesign before commencing system redesign (recommended)
— This alternative would complete the Database Migration/Redesign Project before shifting
focus and. resources to the System Redesign Initiative. This option would lengthen the_
timeframe needed to accomplish the combined effort, resulting in the latest implementation
of a fully redesigned DL.system as compared with the other alternatives. However, Gartner
recommends th1s as the preferred optlon in that this would provrde the qurckest least risky

significanit benefits 6" DVS' " the short-ferm.Also; DVS “Termains less constramed ‘in"the
" short-term to proceed with the first two recommended projects as well as any ‘additional
efforts that will provide quick, incremental benefits. Finally, decisions made- concerning the
architectural and database design for the first two recommended projects may 1nﬂuence or

gven serve as the basis of| the System Redesign Initiative

'Recommended lmplementation Approach
The following implementation approach to the database migration/redesign is recommended:

Analysis of Existing Database and Programs

DVS would first perform detailed analysis of existing database and application programs running _
. on Supra.

Deliverables .
e Evaluation of the apphcatmn architecture and ﬁmctron points

o Evaluation of the database schema supporting each application (types of data number of -
rows, indexes, relationships, etc.) .

o Définition of the data definition language constraints and/or application business rules

e Definition of all database and application interfaces using the existing data .

Esrimated Personnel/Timeframe/Costs -
o DVS/OTSS Technical Staff: 3 staff for 3 months at 40% time ($40.5K)
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Program Conversion

Next, DVS would convert the programs from Supra calls to S QL calls.

‘ Deliverables

s . Converted programs

Estimated Personnel/Timeframe/Costs _
e DVS/OTSS Technical Staff: 2 staff for 6 months at 40% time (§54K) -

s Contractor Staff’ 1 eoqsuhaut for 6 “mums 3300/program (500 programs) ($150K)

Data Cornversion

Next, DVS would develop the database conversion programs and perform data conversion.

Deliverables

e Data conversion programs

Converted data

DVS/OTSS Techmcal Staﬁ ‘staff for 6 months at 100% time ($202.5K) for database
and program analysis, design, and programming changes :

‘e Intertech Staff: no charge to develop conversion programs or run data conversion

Conversion Testing/Implementation

Finally, DVS would ensure that the converted programs/data work correctly. Upon completion of
conversion testing, the transition to the migrated data and programs would be performed.

Dtherabxes :
e Conversion Test Plan
o Test Results

-e Transition Plan

Personnel/T_imeframe/Costs
e DVS Business Staff 2 staff for 6 months at 40% time ($54K)
e DVS/OTSS Technical Staff. 3 staff for 6 months at 100% time ($202.5K)-

Recommended Teehnology Feature Sets ‘
The technolocnes utilized for this initiative.should include the following features:
Robusz‘ hardware plaz‘fomz — A proven, high avaﬂablhty, high performance and scalable

hardware platform is recommended. Emstmg mainframe servers at Intertech fill this role for
the database tier, as they are reliable and scalable

Entire contents © 2001 Gartner, Inc.
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Robust system software platform — A proven, reliable, and scalable system software platform -
is also recommended. The current mainframe server operatmg system satisfies this need at
database tier.

Estimated Project Length

In general, DVS should assume an approximate 18-month tlmeframe for this prOJect Some tasks
can be paralleled, such as the development of programs for program conversion and data
conversion. Also, these timeframes have been estimated based on limited changes in system
functionality. The redesign of the system in subseqient phases plOVTGGS the opportunity to
implement new features and significant changes in scope. Including any significant number of
functlonal chanoes will increase the project length as well as cost.

Estlmated Cost

- Costs for this project are summarized below, with some of the figures estimated by Intertech.
Intertech has agreed to cover the costs of data conversion program development and data
conversion execution, including DBA and computer time for migration activities. Additionally,
Intertech has committed to provide DB2 training classés to DVS/OTSS application and database
staff Addmonal tlme and costs Wlll be 1ncurred to ensure that the integration of select DL and

- Analysis of Existing Database and Programs $40,500
P'r§gram, Conversion . : $204,000
‘Data Conversion =~ $202,500
Conversion Testing/Implementation o ‘8236 500
Total . . J $703 500 | 1%

Assumptmns used for cost esUmates include: ' : :
» In-house business staff, labor & fringe = "59OK/yr/FTE * 1.5 = $135K/5/FIE (1.5 to factor in

overtime/backfiil for in-house staff) .
» In-house IT staff, labor & fringe = $90K/yr/PTE ¥ 135 = $135K/yr/F”IE (1.5 to factor in

overtlme/backﬁll for m—house staff)

Key msxs/t..ons:deratxons

There are a variety. of risk and considerations that need 6 be documented and potentially
addressed for database m1grat10n/redes1gn success, including: :

s Architecture . _
~ Database “fit” with industry, State, agency patterns
~ Other concutrent State initiatives and approaches, such as CriMNet

o Interfaces :
— Number of existing 1nterfaces and ability to worL W1th external agencies to develop
updated programs
‘s Operational
— Impact of transition on ex1st1n0 systems

Entire contents © 2001 Gartner ‘Inc.
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Recommended Project: System Redesign Initiative

This initiative incorporates the full redesign of the DL system which is currently the main
storage of DL-related information and is directly accessed to provide 24x7 inquiry by the
criminal justice community. It would include a final redesign of the DL database schema, as well
as the modification or replacement of the wide variety of DVS and non-DVS applications and
interfaces that currently access core DL data. - ' :

Unlike the previous three recommendations —
that are positioned as near-term, self- HRROHS Sialed Qbjechivi
contained projects, the system redesign Provide information to external partners on a 24-hour,
effort is best defined as a medium to long- | /-9ay-per-week basis ' _
térm “Initiatiye.” There are a Variety of Allowfor‘seamlegs integration with qther DVS and '
_reasons for not de.ﬁning. this initiative as a ;ﬁirlgfrl, z]:i?,reTsat'on systems, especially those refated fo
near-term project, including: Provide business partners with the most up-to-date,

o There is potential for new databases | _8courate driver data possible
developed during the Driver Provide all Exam Stations with the ability to retrieve and

s : . vi iv -l
Compliance Improvement Project, ew driyer records on 'fne
the.: Reductior 1

maintain$ datathat 1s-acclirate
. . A Improve the ability of DV'S management to plan and
projects to become the basis for a budget for thé DL Program by providing better data

. néw DL database and the eventual
supplier of core information to. . —
CriMNet and other data users. This |’ gbrgj’;zspm\”des Limite
may _ehmlnate the need to wholly DVS Cannot Effectively Track Fraud Within the Sysfem
redesign. the current system’s , - :

SR . External Business Partners Must Continue to Reliably
schema, applications, and interfaces. Access DL Information _
o A full system (database and COBOL on Supra Is Not a Long-Term Viable Platform
~application) redesign would be too | Accuracy and Completeness of Data Is a Technical As
imposing on DVS/OTSS staff | Well As a Process Issue

‘burdened with the need to learn a |  E-Government Efficiencies and Expectations are
‘new database environment as well as | Driving Change '
support other projects recommended '
here and currently underway or planned by DVS and DPS.

e The technical directions defined for a full system redesign_ will likely depend upon the
architectural design decisions of new applications such as the recommended Driver
Compliance Improvement Project and the Reduction of Issuance Fraud Project.

e Changes to the DL $ystem would have to be well integrated with potentiai MYV database
efforts, requiring significant planning and coordination of parallel redesign efforts.

bl

d Support for Law Enfercement

‘Benefits

As the other three recommended projects may fit within the ultimate system redesign, DVS will
witness many of the benefits already documented in those other projects. Additional benefits
arising specifically from the System Redesign Initiative include:

Entire contents © 2001 Gartner,.Inc!
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. S1on1ﬁcantly 1mproved ability for the database to share and act upon data from a program
‘perspective; for example, link vehicle impound and forfeiture actions to the DL database,
and support the sharing of Commercial Driver License data with other states.

o Full leverage of power of relational database and ‘modern software development.
technologles to take advantage of query tools, ODBC/JDBC tools, and ANSI SQL,

e Ab111ty to take advantage of the flexibility of a fully relational model to facilitate system
ohanoes in response to legislative mandates management requests, and customer needs.

! 1%
]

?ecn-'ﬁrﬁ ided .mpler“en ation Approach

A detailed implementation approach, with deliverables, estimated personnel, tinieframes and
costs is impractical to recommend at this stage due to the uncertainty of the overall project scope
of the System Redesign Initiative. Newly deﬁned architectures, leverage of other: databases as
core DL data providers, and CriMNet requirements are some future topics that will 1mpact the
recommended approach. However, the high-level implementation methodology described in the
Database Mxvratlon/Redemgn Project, mcludmg analysis of existing programs and data, program
conversion, data conversion, and conversion testing, can also be utilized for the remaining
~ programs and data that needs to be converted during this initiative.

The technologies utilized in a fnlly rédesigned database and application environment resulting
from this initiative should include the folloWing features:

Robust hardware plaz‘fo; m —. A proven, high availability, high performance, and scalable
hardware platform is recommended. Existing mainframe servers at Intertech fill this role for
‘the database tier as they are reliable and scalable. Middle tier application and web servers
should also be rehable and scalable. :

Robzzsz‘ system software pl afform A proven, lehable and scalable system software platform
- is also recommended. The current mainframe server operating system can satisfy this need at
database tier. A robust, proven application server platform can fill the need at the m1dd1e tier.

Network-centric model — DVS should consider a network—centnc deployment model that
features thin clients (browsers) and leverages the'use of the statewide wide area network.

Flexible development tools — DVS should utilize flexible, extensible, mainstream component-
based development tools and products. It is meortant to adopt a concept of code reuse, not
necessarily object-orientation, to support “n-tier” style development and separation of the
* business rules layer. Fmally, middleware and message-based integration (XML) should be

employed.

‘Robust implementation moﬂaods —DVS should mcorporate robust software engmeenno and
project implementation methods based on industry “best practices.”

_Placing these recommended feature sets into an IBM architectural model would result in an “n-
tier” architecture, featuring a DB2 relational database tier, an application server middle tier(s),
and a thin client (browser) tier. Also, it should-include a component-based development

‘o - Entire contents © 2001 Gartner, Inc.
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paradigm and Java for next generation applications (e.g., IBM VisuaIAoe and Websphere) In
this environment, programmers could begin with Java. server pages, servlets and Java beans, and
- then move toward full EJB (Enterprise Java Bean) and OO/AD (Ob]ect Orlented/Apphcatlon
Development) models over time as needs dictate.

Estimated Project Length

It is difficult to estimate the project length of this initiative, given its dependencies with, and
potential leverage of, other projects and efforts. Dependmg on its ‘ability to leverage newly
implemented projects, technology architectures, and database componems DVS could expect a
3-4 year horizon to realize the completion of a redesigned core database and application
environment. As stated in the Database Migration/Redesign Project, it is recommended that
system redesign should not begin until the database migration/redesign is largely completed.

-Estimated Cost

Given the unknowns already stated, 11: is perhaps most difficult to develop a sound cost estimate
for the System Redesign Initiative. A sizable development and implementation effort might
include 6 vendors and 6 in-house staff, plus additional software licensing and trammg costs.
‘Costs for such an endeavor would be approximately $2. SM/year. Given th

_horizon, total initiative-costs:co 'ancreanywhere frof : '
" initiative will trend lower
other recommended projects.

Key Risks/Considerations
Thete are a variety of risk and considerations that need to be documented and potentlally
addressed for system migration success, including: .

e Architecture
— Technical and application “fit” with 1ndustry, state, and agency patterns

« Interfaces :
— Number of existing interfaces and ability to work Wz’ch external agencies to develop
updated programs _

e Operational .
— Impact of redesign on existing systems, espe01aHy the MV database and anphmt1or19

s Organizational
— Process change, governance change management

. . Entire contents © 2001 Gartner, lnc
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Implementation Roadmap

This Feasibility Study Report has recommended that DVS implement multiple projects in order
to resolve its business problems and meet many of its DS Program objectives. The recommended
projects are wide-ranging in terms of time and cost, and certain components of each project have
already been planned, initiated, and/or deployed.

An implementation roadmap’is a planning tool that summarizes the multiple projects and various
: tlm:efrarr.les involved. The roadmap rovides project management with a high-level overview of
- project timeframes and dependenciés ainong projects, as presented in the figure below.

provement

Compliance im)
+(97:012;

Reduction of Issuance Fraud Project
2,121,000

aseMigration/Redes

Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug Sep Oct Nov Dec Jan Feb Mar Apr May Jun Jul Aug b )
Mar 2002 ‘ : . Aug 2004

Figure 7. - Implementation Roédmap

The estimated project timelines and recommended resources detailed in the project descriptions 5
have been defined in order to allow for DVS to conduct multiple projects while continuing to
support the daily business and technical needs of the organization. This includes:

e Utilization of contractor support for. many technical functions

o . Acquisition of an experienced project manager to coordinate and lead project activities

e The Driver Compliance Improvement Project, which provides immediate, direct benefit
to dealing with problem drivers, is placed early within the implementation roadmap

e Initial migration of the database technology to provide early system benefits and the
knowledge and experience of relational database technology, while avoiding the
significant risk of initiating a full database technology and structural redesign.

The actual implementation timeframes will be dependent upon a number of factors, including the
availability of vendors and contractors to support the efforts, length of time to procure products
and services, and need for internal agreement regarding project scope and specific requirements.

~ .. o Entire contents © 2001 Gar‘fner: Inc.
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'Risk'Analysis

This section of the Feasibility Study Report presents the results of the risk analy51s conducted for
the project. It includes a complete description of the types of risks identified, risk categories,

- risk events, and mitigation strategies. The risk analysis presented hete will serve as the basis for
. risk management throughout the later phases of the project. : '

- Project Risks

Project risk is any Iactor that may potentially interfere with su¢cessfial comnle’uon of the project.
A risk is not a problem — a problem has already occurred, while a risk is the recognition that a
problém might occur. By recognizing potential problems the project manager can attempt to
avo1d a problem through proper actions.” :

Project risks should be identified and carefully managed throughout the life of the project. Itis
particularly important in the early planning stages to document risks and identify preventative
- measures that have been applied to the risks. As the project progresses, project management and
members of the project. team should identify new risks to be managed. Also- durmg the prOJect
risks identified earlier may be removed

g R1sks to both the mternal and external aspects of the proyeot should be tracked. Internal I‘lSkS are

those items the project team can directly control (e.g, staffing), and external risks are those
events that happen outside the direct influence of the’ pro;ect team (e.g., legislative action). Risk
categories identified for this project includé: . B

o Strategic Risk s f‘hanoe Ma‘laoemem
_e TFinancial Risk Risk
o Technical Risk ° PI:O_]GC’E Management
- Risk

o Operational Risk

Within these categories, Gartner has identified risk events for the project. They are based on both
standard mdustry risks for project efforts of this size and scope; as well as specific issues related

- to the unique DVS, DPS, and Minnesota environment. It is 1rnportant that risk identification,
management, and I‘SQQIHUO'I continue throughout the life of the project. New risks are developed
as the project matures and when external and internal situations change.

For each risk event, the following information is provided in the tables on the following pages:

e Mitigation Strategy — documents the preventative and contingency measures performed
or planned that could minimize the effect of the risk event :

e Impact — assesses the expected impact if the risk event occurs, ranging from A (high
impact) to D (low impact) :
o Probabﬂn:y ~ quantifies the chance of the event taking place

¢ Overall Risk Score — represents the estimated risk for this event, and is calculated by
multiplying the Impact (A=100, B=75, C=50, D=25) and the Probability

. : ' T “Entire contents © 2001 Gartner, Inc.
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Project Risks by Overall Risk Score

Strategic | Some legislation'may need to be DVS will work with feaders ac ss its organization to

initiated to enable the redesigned plan for, communicate, and pi ‘fnote any necessary .

environment - o .+ | legislative changes , ,
Technical | Migration of DL database and . | Any future database schemas'"étnd solutions will A 70% 70
applications may impact current maintain, if not improve upon, urrent DL/MV data :
integration with MV database .| integration ) .
Change Business process improvement may | Business process improvement projects will A 70% 70
| Management { lead to potential redesign of incorporate operational analysis and change
business units and posmon marnagement techniques to support successful
responsibilities ‘ change R .
Financial | Interfaces between DVS and non-. |Include external busmess partners early in the A 65% . 65
DVS entities may be impacted by analysis and design prooesses and Gommunlcate
business and technology chapges continually : ‘
Operational | Adding connectivity may bring about -| Business process lmprovement projects will A 65% - 65
significant operational changes to | incorporate operational anaiysis and change '
utilization of staff and physical - | management techniques to support successful
resources "~ |change .
Financial | Project software, hardware, and Work with proourement technical, and budgetary staff B 75% ~ 56.25

services may-have hidden costs for | to ensure all hidden costs-are ldentn‘led before
I maintenance, warranties, licenses, - | commitment-of funds
etc.

Strategic | DVS directions as a result of this - A broad cross-section of DVS, DPS and external A 50% - 50
. project. may not meet the needs or partners provided input into issue identification and
expectations of DL information users | future needs; an e-Government strategic plan has.

been mcluded as part of the recommended projects

Operational | Impact of transition on existing - Solutions will follow a phased. approach where A 50% 50
systems is difficult fo manage apphcable to minimize the |mpact of deployment at ’
- : any given time :
Technical, | Connectivity through the Internet Recommended technology feature sets promote B ' 60% 45
: | may be unreliable : direct connectivity forlmproved trol of network
performance
' Gartner Gonsulting , R " Entire contents © 2001 Gartner, Inc.
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Change The implemented solutions may Consider establishing a change management team to B - 55% 41.25
Management | require an extensive amount of user | provide information and assistance in preparing for .
{raining to be effeclive changes resulting from ihe project; Create formal
‘ : training plans and reference cards for end users
Operational | DVS mey be unprepared to provide Ensure that all changed processes and technologies - A 40% 40
network-wide maintenance, central | are sufficiently supported when deployed '
help desk support, and field support .
necessary for field operations online
applications” .
Project PrOJect success may be difficult to Recommended solutions include provision for a full- A - 40% 40
Management | achieve due to inexperienced, time project managerto oversee and coordinate all
uncoordinated project management pro;ects .
" Financial ~ | So many processes provide Focus on processes with potential to have greatest B 50% 37.5
) opportunities for improvement that it | return on investment
) will cost too much to change : )
Operational | DYS and OTSS technical staff may | | Hireroutside resources to support initial efforts such B 50% 37.5
not have the necessary skills or as database replacement; partner target DVS/OTSS
experience to support the new target | staff with knowledgeable outside resources; develop
~ | environment support personnel training/knowledge transfer plans ,
Project | Project may be scrutinized by Conduct outreach and education efforts to those C 75% 37.5
| Management | management, other agencies and entities that may be impacted by the project; DVS will ‘
the public because of ifs cost or keep internal management informed of project
profile - progress, activities, plans and issues
Technical | Existing technical systems may not | Initiative solutions to provide 4 flexible database, A 35% 35
be able to support the redesigned increased conneclivity, and e-Government services C
-1 business processing environment will support process improvement activities
Change |New applications 1o business Focus groups, surveys, interviews, etc. will be used to A 35% 35 .
Management | partners and the public will not be ensure that new applications are wanted; Marketing to
utilized citizens and business partners will be performed
Change Current DVS staff may not have the | DVS staff will be trained in new applications and A 35% 35
Management | ability/desire to use a computerto processes as required- - '
perform business {asks g .
Change | Current non-DVS staff may not have | Non-DVS staff will be trained in new applicationsand | ~ B 35% 1 26.25
Management j the ability/desire to use a computer processes as required

]
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perform business tasks
~ Operational | Project business staff may not have | Establish a core team of knowledgeable staff who can A 25% 25
- | necessary knowledge of business share information and teach others to ensure that '
requirements and their impact on the | business staff have enterprise view of their program
enterprise organization and activities L '
Financial | Applying technology to existing Research best practices in other states and licensing B 30% 225
inefficient processes will not provide | agencies for conceptual vision and development of
needed benefits new processes
Technical | Technical solution may fot follow Recommended solutions are built upon industry- ‘A 20% 20
general industry trends [eading to leading products and proven technical environments
difficulty in support and upgrade : : :
Technical | Using the Internet and related Work with DPS, lnteriech, and contracted vendor A 20% - 20
technologies for DVS and external information security staff and management to ensure.
pariner access to DL information project solutions meet security and information
may compromise the security and disclosure requirements
confidentiality of the data . _ . _ , .
Strategic | Unanticipated changes.in legislative |DVS will ensure that communication with project B 25% 18.75
' or state e-Government policies may | sponsors and project stakeholders that follow
impact project implementation potential legislative or standards changes is active L
| . Change [Implemented solutions may not be- | Keep user staff informed of the purpose, benefits, and B 25% - 18.75
‘Management | operated effectively by DVS ornon- | status of the project, prepare manuals and conduct
DVS staff because they lack formal training on the proper use of the system
adequaté knowledge about the =
software and hardware or resist
o change v ‘ _
Technical | Technical solution may differ from | Study included interviews with State Architect, c 35% 17.5 -
State of Minnesota initiatives and | Intertech data center representatives, and.internal [T
approaches staff to understand .current and planned IT directions o
Project Project activities may be delayed Clearly define, communicate, and ensure C 30% 15
Management | due to ineffective participation by understanding of roles and responsibilities to staff :
e resources outside DVS control outside control of the project -
Technical | Technical solution may differ from Recommended technology feature sets are consistent{| C 20% 10
Co DVS initiatives and approaches with most current DVS technology directions

Gartner Consulting .
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Strategic | Some legislation may need to be DVS will work with leaders across its organization o A 80% 80
. |initiated to enable the redesngned plan for, communicate, and promote any necessary :

environment legislative changes .
DVS directions as a result of this A broad cross-section of DVS, DPS, and external A 50% 50
project may not meet the needs or partners provided input into issue identification and
expectations of DL information users | future needs; an e-Government sirategic plan has
, ‘ : been included as part of the recommended projects -
Unanticipated changes in legislative or | DVS will ensure that communication with project B 25% 18.75
state e-Government policies may sponsors and project stakeholders that foliow . :
impact project implementation potential legislative or standards changes is active

Financial | Interfaces between DVS and non-DVS | Include external business partners early in the A 65% 65
entities may be impacted by business | analysis and design processes and communicate :
and-technology changes continually
Project software, hardware, and ‘Work with procurement, technical, and budgetary B 75% 56.25
services.may have hidden costs for staff to ensure all hidden costs are identified before
maintenance, warranties, licenses, etc. | commitment of funds
So many processes provide Focus on processes with potential to have greatest B '50% 37.5
.opportunities for improvement that it -return on investment : '
will cost too much to change _ _
Applying technology to exisiing Research best practices in other states and licensing B 30% 22.5

‘| inefficient processes will not provnde "agencies for conceptual vxs;on and development of )

. ‘| needed benefits new processes

Téechnical | Migration of DL database and Any future database schemas and solutions will A 70% 70
-applications may impact current maintain, if not i improve upon ‘current DL/MV data :
integration with MV database integration v
Connectivity through the Intemet may | Recommended technology feature sets promote - B 60% 45
be unrelsable direct connectivity for impro: ed control of network : :
' performance _ : .
Existing technical systems may not be | initiative solutions to provid a flexible database, A | 35% 35
able to support the redesigned - increased.connedtivity, and &- -Government services
business processing environment will suppart process xmprovement actlvmes
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Technical solution may not follow
general industry trends leading to
difficulty in support and upgrade

Recommended solutions are built upon industry-
leading products and proven technical environments

Using the Internet and related Work with DPS, Intertech, and contracted vendor A 20% 20
technologies for DVS and external information security staff-and management to ensure
partner access to DL information may | project solutions meet security and information
compromise the security and disclosure requirements
confidentiality of the data , ) ' . i
Technical solution may differ from Study included interviews with. State Architect, C 35% 17.5
State of Minnesota initiatives and 'Intertech data center representatives, and internal IT :
approaches : . | staff to understand current and planned IT directions
Technical solution may differ from - Recommended technology feature sets are C 20% 10
DVS initiatives and approaches consistent with most current DVS technology
' directions :

Operational | Adding connectivity may bring about | Business process improvement projects will A 65% - 65
significant operational changes to incarporate operational analysis and change
utilization of staff and physical ‘ management techniques to support successful
resources changé »
Impact of transition on existing Solutions will follow a phased approach where A 50% 50
systems is difficulf to manage - | applicable {0 minimize the lmpact of deployment at

. any given time ’ e

DVS may be unprepared 1o provide Ensure that all changed processes and technologies A : 40% 40
network-wide maintenance, central are sufficiently supported when deployed

help-desk support, and field support
necessary for field operatlons online

applications ; . ) o . -
DVS and OTSS technical staff may not | Hire outside resources to support initial efforts such B . 50% - 37.5
have the necessary skills or . as database replacement; partner target DVS/OTSS . -
experience to support the new target | staff with knowledgeable outside resources; develop
environment support personnel training/knowledge transfer plans |
Project business staff may not have | Establish a core team of knowledgeable staff who A 25% 25
necessary knowledge of business can share information and teach others to ensure
requirements and their impact on the | that business staff have enterprise view of their
enterprise organization : program and aclivities '
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'Change | Business process improvement may | Business process improvement projects will A 70% <70
Management | lead to potential redesign of business | incorporate operational analysis and change
‘ units and position responsibilities management techniques {o support successful -
: change .
“| The implemented solutions may Consider establishing a change management team 4 B . . 55% 41.25
‘1 require an extensive amount of user fo provide information and assistance in preparing for
training {o be effective ' changes resulting from the project; Create formal
' : training plans and reference cards for end users 4
New applications to business partners | Focus groups, surveys, interviews, etc. will be used A 35% 35
and the public wilf not be utilized . |to ensure that new applications are wanted; :
o : Marketing to citizens and business partners will be
: performed N :
Current DVS staff may not have the DVS staff will be trained in new applications and A - 35% .35
ability/desire to-use a computerto processes-as required: ' ' :
perform business tasks _ _
Current non-DVS staff may not have | Non-DVS staff will be trained in new apphcatlons and . B | 35% 26.25

the ability/desire to use a computer to- processes as required
perform business tasks

Implemented solutions may not be Keep'user staff informed of the'purpose, benefits, B  25% 18.75
operated effectively by DVS or non- and status of the project, prepare manuals and -
DVS staff because they lack adequate | conduct formal training on the proper use of the
knowledge about the software and system
hardware or resist change - ‘ o :
Project Project success may be difficult to Recommended solutions include provision for a full- A 40% . 40
Management | achieve due to inexperienced, time project manager{o oversee and coordmate all
' uncoordinated project management ! projects v
Project may be scrutinized by Conduct outreach and education efforts to those - - C 75% 37.5
management, other agencies and the | entities that may be impacted by the project; DVS will
public because of its cost or profile keep internal management informed of project
' progress, activities, plans and issues
Project activities may be delayed due Clearly define, communlcate ‘and ensure ‘ C 30% 15 .
to ineffective participation by understanding of roles and respon31bllmes to staff
resources outside DVS controf outside control of the project.
Gartner Consulting _ ' : Entire contents © 2001 Gartner, Inc.

For internal use of Minnesota Department of Public Safety only.
: December 2001—Page 56



{%&?éﬁ&:? _ ' ‘Minnesota Department of Public Safety
Engagement: 220027320 _ Improved Driver License Information System Project
: _ Feasibility Study Report

Risks of Not Proceeding

While the preceding discussion identified project risks to be managed, there are also risks related
~ to not proceeding with the near-term recommended projects. These risks come largely from the
* business and technical problems and issues related to the current environment, as well as the
. opportunities for improvement, goals, and objectives of the project and the DS Program. Each
risk identified below is related to a recommended project, and is applicable if that proj’ect. is not
undertaken. ' - '

Driver Go mpliance Improvement Project
Risks related to not implementing the Driver Compliance Improverent Project include:
o Information in the DL database will not be up-to-date
~» Law enforcement will continue to rely on non-current data to make important decisions

o Customer service will remain limited due to lack of information at the customer interface
point S

o DVS will not meet the expectations of external partners to utilize eéGovemment
applications ‘ : ‘ B

o  Inefficient paper flow between DVS and its external business pai‘tneré will continue

e . Error checking of data entered by external partners will continue to be performed in a
non-timely batch environment, increasing the likelihood of incomplete or incorrect
transactions ' : ' ‘ '

Reduction of Issuance.Fraud Project -
Risks related to not implementing the Reduction of Issuance Fraud Project include:
« . Information in the DL database will not be up-to-date . o
e Data used for law enforcement and other purpose‘s' will continue to be non-current due to
_inability to provide updates in real-time }
e Paper proces'se.s that inhibit program effectiveness will continue
s . Customer service will remain limitéd due to lack of access to current information

» Implementing new technologies without redesigning the underlying processes will not
,result in effective, efficient operations v : _

o Expectations of DVS management and staff as well as external business partners will not
be realized: ‘ : ' '

Databaée Migration/Redesign Project
" Risks related to not implementing the Database Migration/Redesign Project include:

s  Support of the currént database will become more costly due to:
— DPS being the sole user of Supra systems at Intertech
— Scarcity of hiring new database support staff due to product age
— Scarcity of available consultant resources for special projects

. Entire contents ® 2001 Gartner, Inc.
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° Cufrent inflexibility will remain that inhibits makiho changes due to 1e<71slat10n

e Ability to provide mapagement and pohcy—related information will remain limited due to
current lack of decision support tools :

e TFraud tracking will remain ineffective due fo lack of data mining tools

e Power of relational -database technology and modern software development and query
tools will not be realized : _

o Integration with CriMNet may be more difficult due to lack of modern middleware tools
for the current database :

Entire contents © 2001 Gartner, Inc.
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Appendix A
The high-level process flow dlagrams on the followmg pages were developed during focus group .

meetings with DVS staff as part of the data gathering project effort. Please see the Baseline
Environment section of this report for na1rat1ve descr1pt10ns and further analys1s of these

processes.

Process flow diagrams consist of process actors and activities. Process actors are listed on the
left-hand side of the pages. The process flow diagrams consist of the following primary shapes:.

‘Indicates a process activity

Indicates a decision point

Indicates a pre-defined
sub-process

" Indicates connection
points to other process
-flow diagrams

[ndicates terminator points
_in the process

. Indicates flows between
. : process activities
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NHTSA — Federal Fiscal Year 2002 Transfer Funds Update.

The Transportation Operation Communication Centers (TOCC’s) are primarily a rural
deployment of communication infrastructure, enabling both enforcement and the prevention of all
crashes including alcohol related incidents. Rural Minnesota is where a majority of fatal DWI
crashes occur. The ability to respond in a timely manner is highly dependent on communication.
The ability to coordinate responses from both MnDot and the State Patrol is especially critical in
the rural areas. ' :

The TOCC project will enable the troopers to have access the Drivers and Vehicle information
systems that are critical in expediting the drunk driver and determining the level of charge.
Providing officers with the necessary access to information and the tools to complete their work
and return to the road for Patrol is of exfreme importance to the overall enforcement. and safety of
all travelers in Minnesota.

The project is funded by several different federal and state resources. MnDot has provided
approximately $17 million of the estimated $30 million needed to implement the entire TOCC
program throughout the state. The 164 transfer funds have provided $600,000 in Federal Fiscal
year ending September, 2002 and $3,422,053.in federal fiscal year 2003 ending September, 2003.

Specifically, the NHTSA transfer funds will be directed toward the following alcohol impaired
countermeasures: -

e Provide access to the Driver and Vehicle information system. This will expedite
decisions about the level of DWI charge and ensure that all levels of the DWI laws are
enforced. _ .

e [Enable a more comprehensive and automated approach to incident management and the

‘reporting and tracking of violations.

e Support the future electronic submission of crash reports and violations. This will allow
for more timely access to other enforcement agencies who query the driver and vehicle
information system. ,

¢ Improve officer safety. Apprehending DWI offenders can be one of the most dangerous
activate on the roadway for officers. The improved communication system supported
by the TOCC project will provide information about officer location , allow real time
identification of the driver at the scene.and improve emergency dispatch ability.

The 164 Funds received in FFY2001 were used to improve the Department of Public Safety
Drivers License system. The TOCC project builds on that effort and the access to the new
system on a more statewide basis where the need is the greatest. It also compliments other
existing projects, which are currently underway. The NightCAP program that focuses on
impaired drivers through out the state by combining local, county and the State Patrol into one or
two night saturations. These programs can be even more successful if better access to
information in rural areas is provided to officers on the road.  The benefit of having the
additional DWI forms in their squad cars will also be possible using mobile data computers,
which will be used to access the forms and the driver’s license system. Technology has
improved and the future automation of all reports, violations, crash information would not be
possible with out the backbone or infrastructure improvements necessary in these rural corridors.






The TOCC deployment supported with these funds is in these areas:

e ‘Marshall District/ 190 corridor
e St. Cloud Area/ 169 corridor
e Detroit Lakes / Hwy 10 corridor

The following list provides details about the type of equipment that will be purchased to support
the deployment:

1.
2.

3,

9.

10.

Microwaves - Radio equ1pment that is used to communicate from one tower to the next
tower. The method of transmission is a digital signal.

Antennas — This is the radiating device for the microwave equipment. It also included
the conductor, connectors, and mounting hardware to secure the equipment to the tower.
Power Supplies — This device converts househr)ld current into a voltage that the

- Microwave radios need to operate.

Channel Banks — This is the device that coverts audio signals into digital signals that the
microwave radio is capable of transmitting.

Communication Tower — This is the tower pieces (steel). It does not include any funds
for the assembly or construction of the tower. MnDot will cover the construction costs.
Tower Safety/Security - Costs include the fericing for the communication tower and the
equipment enclosure.

Electrical Equipment - Includes the equipment enclosure for the M1crowave power
supplies, and the Channel banks. Ensures the access of electrical power to the equipment
enclosure.

Console — Includes the electronic equipment necessary for the operator to interface the
radio system.

Base Station Equipment - Electrical equipment for base stations that receive the digital
signals for the communication towers.

‘Line circuits - These circuits receive the transmissions at a central location. (Water’s

Edge)

The project is-administered by the Department of Public Safety’s Office of Traffic Safety through
an interagency agreement with MnDot. Both agencies work together to ensure the proj ect is
completed in a timely manner. The followmg 1s an estimated project schedule:

* October - November 2002 — Interagency agreement executed with MnDot.

December — September 2003 - Blddmg and purchase of all equipment outlined in |
project.
-January — September 2003 - Instellatio‘n of all major equipment.

December 2003 - Final Report on Project and Financial Status.

The amount budgeted for State Fiscal Year 2003 (October, 2002 through June 2003) is
$3,079,721 The amount budgeted for State Fiscal Year 2004 (July, 2003 through September
2003) is § 342,332, The total amount of this portion of the TOCC project is $ 3,422,053






