Project Tracking No.: Not Assigned 

Return on Investment (ROI) Program Funding Application 
	This template was built using the ITD ROI Submission Intranet application. 
FINAL AUDIT REQUIRED: The Enterprise Quality Assurance Office of the Information Technology Department is required to perform post implementation outcome audits for all Pooled Technology funded projects and may perform audits on other projects. 



This is an IowAccess Fund Request. Amount of funding requested: $100,000.00 
[image: image1.wmf]This is an Agency IT Expenditure or Budget Request (General Fund, Road Funds, Grants, etc.). Amount of funding requested: $0.00 

Section I: Proposal 

	Date: 
	1/15/04 

	Agency Name: 
	DHS - Administration 

	Project Name: 
	Food Stamps Web Intake 

	Agency Manager: 
	Steve Mosena 

	Agency Manager Phone Number / E-Mail: 
	(515)281-8708 / smosena@dhs.state.ia.us 

	Executive Sponsor (Agency Director or Designee): 
	Steve Mosena 

	Project Summary: 
	This project is the first initiative in web-enabling the intake for DHS services. This project focuses on the intake process for Food Stamps and builds on the strategic plan DHS initiated with its issuance of an electronic benefits card for economic assistance. Web-enabled access to food stamps intake will allow citizens in need to being the benefit application process at any computer; home, neighbors, public support group, or at kiosks within DHS county offices. 


Request for ROI Application Waiver: 

	Is this a request for a waiver? 
[image: image2.wmf]YES 
	Agencies are required to complete this funding application when requesting funds for any Pooled Technology project, any IT expenditure costing over $100,000, or any non-routine IT expenditure. If you feel there is a compelling reason to waive this requirement, please provide (in the box below) a brief description of the project or expenditure, the budget amount, and a rationale for the waiver request. 

	Explanation: 


Until a decision is made regarding your waiver request, it is not necessary to complete any other portion of this application. The ITD Enterprise Quality Assurance Office will convey waiver request decisions within five working days of receipt. 



A. Statutory or Other Requirements 

Is this project or expenditure necessary for compliance with a Federal law, rule, or order? 
[image: image3.wmf]YES (If "Yes", cite the specific Federal law, rule or order.) 
Explanation: 
The Federal Government has promulgated rules covering e-benefits through its major initiative called E-Gov Benefits. This initiative provides a standardized approach through a central Federal portal to States benefits. Food Stamps is a 100% Federal benefit admistered through the Department of Agriculture. 


Is this project or expenditure required by state law, rule or order? 
[image: image4.wmf]YES (If "YES", cite the specific state law, rule or order. ) 
Explanation: 
This initiative is part of departments process to meet the requirements setforth in HF2205. 


Does this project or expenditure meet a health, safety or security requirement? 
[image: image5.wmf]YES (If "YES", explain.) 
Explanation: 
Health and Safety are two primary goals for the Department. This initiative will provide the citizens of Iowa greater access to the DHS programs that promote Health and Safety. Utilizing this Common Front End approach also provides mechanisms for greater security of data while at the same time increasing accessability. Currently, Iowa ranks 39th in States in providing food stamps to projected eligible recipients. 

Is this project or expenditure necessary for compliance with an enterprise technology standard? 
[image: image6.wmf]YES (If "YES", cite the specific standard.) 
Explanation: 
State Access Control Standard and Database Management System Standard. 


Is this project or expenditure consistent with meeting the goals and objectives of the State's strategic plans? 
[image: image7.wmf]YES (If "YES", cite the specific standard.) 
Explanation: 
This initiative is part of the departments process to meet the Governors goals of: Accountable Government, E-Government, and Citizen Access to Government. DHS is a State Charter Agency. 

	[This section to be scored by application evaluator.] 

	Evaluation (15 Points Maximum) 
If the answer to these criteria is "no," the point value is zero (0). Depending upon how directly a qualifying project or expenditure may relate to a particular requirement (federal mandate, state mandate, health-safety-security issue, or compliance with an enterprise technology standard), or satisfies more than one requirement (e.g. it is mandated by state and federal law and fulfills a health and safety mandate), 1-15 points awarded.
	          






B. Customer Service Improvements 

Summarize the extent to which the the project or expenditure improves customer service to Iowa citizens or within State government. Included would be such items as improving the quality of life, reducing the government hassle factor, provding enhanced services, improving work processes, etc. 
Response: 
Applying for Benefits can be a challenging process. Applicants must come to a DHS county office and obtain the necessary forms to fill out. Once forms have been filled out, a customer must provide detailed information pertaining to eligibility and DHS has to search search several different mainframe systems for information about the applicant. This process can take days before a customer can meet with a Case Worker to begin processing the application. 

This new system will enable customers to begin the application process from home, a library or anywhere else they have access to a computer. The on-line application will contain detailed help to assist the customer in filling out the benefits application. Additionally, the customer will be instructed what information to bring to the DHS office in support of the benefit application. This brings the following imediate benefits to applicants; 
1. The applicant does not need to come to the DHS office to fill out the forms. This saves trips and reduces the hassles as many applicants must find day care for their children in order to come to the DHS office. 
2. The online application will contain very detailed information along with examples. This simplifies the application process and reduces errors that delays the benefits application process. 
3. All the background information that must be verfied can be accomplished before the customer comes to the office. This system feed works with theDHS data warehouse. Within the data warehouse, all pertinent information within DHS systems is contained providing Case Workers with a single screen containing the information necessary to review and process the application. 
4. Since Food Stamps is one of DHSs largest programs, this will reduce the office load within DHS county offices, enabling faster customer service for other customers. Workers will spend more time servicing customers and less time intaking information. 
5. By web-enabling applications for Food Stamps, DHS will not have to rekey the information into DHSs eligibility application mainframe system. The required data will be ported directly from this system into the DHS mainframe system. This saves time for Customers and DHS workers while decreasing the potential for errors such as transposed social security numbers or misspelled names. 
6. This system will enable DHS partners in the Department of Public Health, Elder Affairs, and other services workers assist their clients in accessing food stamps. This is especially important in increasing the participation rate of potential eligible recpients. Many elder Iowans who are potentially eligible do not apply because they are overwhelmed by the process. 

	[This section to be scored by application evaluator.] 

	Evaluation (15 Points Maximum) 

· Minimally improves customer service (0-5 points). 

· Moderately improves customer service (6-10 points). 

· Significantly improves customer service (11-15 points). 
	          






C. Impact on Iowa's Citizens 

Identify the main project or expenditure stakeholders and summarize the extent to which each, especially citizens, is impacted. 
Response: 
The biggest impacted group are the Citizens of Iowa who are in need of public assistance. In addition, there are several additional constiuencies impacted; 
1. Community support groups such as Red Cross and Church groups. A Citizen in need can turn to non-State support groups to assist them in applying for benefits. A community support person can sit with the applicant and help them fill out and submit the application and help explain the benefits and gather the information necessary to bring to DHS. 
2. DHS Staff. The application process takes a large amount of Staff time within the county offices. With staffing reductions over the last several years, Customers have to wait longer in order to get their applications processed. 
3. Other DHS programs. DHS has many programs that support Iowans in need. A web-enabled intake system enables other non-economic assistance DHS staff to assist their clients who may be eligible for food stamps. This begins the concept of any open door for DHS benefits and decreases the benefit silos that have been created over the years. 
4. Non-DHS State Agencies. Many other State Agencies are involved in providing services to Iowans in need. A case worker from another agency can assist their clients in the application for benefits process. This promotes greater continuity of benefits to Iowans and State Staff across Agency boundaries. 

	[This section to be scored by application evaluator.] 

	Evaluation (10 Points Maximum) 

· Minimally directly impacts Iowa citizens (0-3 points). 

· Moderately directly impacts Iowa citizens (4-6 points). 

· Significantly directly impacts Iowa citizens (7-10 points). 
	          






D. Process Reengineering 

Provide a pre-project or pre-expenditure (before implementation) description of the impacted system or process. 
Response: 
An applicant must come to a DHS county office and obtain the necessary benefits application form. Many are unsure what application form they need and how to fill it out. This leads to many interactions with State Customer Service Staff. Once the application is filled out, it must be keyed into the DHS mainframe system. A State Staff employee must check several other mainframe system to verify various information. This process can take up to an hour. If there are any errors in the rekey process, the information must be corrected by QA personnel and resubmitted. Once the information is in the DHS mainframe system and DHS staff have verified the information they are required to look up, a meeting with a case worker can be arranged. 


Provide a post-project or post-expenditure (after implementation) description of the impacted system or process. In particular, note if the project or expenditure makes use of information technology in reeengineering traditional government processes. 
Response: 
A customer can obtain a copy of the application along with all the directions and examples on any computer that has internet access. The on-line instruction sheet will detail the information they need to provide - this could include information from a pay stub from their last job - so they can have all the information they need in front of them when they fill out the application. Within the application, there are on-line edits to ensure mistakes are minimized. An example of an on-line edit would be checking to make sure the Social Security Number has the correct number of digits. Once the application is filled out, it will be submitted directly into the mainframe system eliminating rekeying by State personnel. Additionally, an applicant will be able to start the application, save their work, and return to the application at a later time to finish the application an submit the information. 


	[This section to be scored by application evaluator.] 

	Evaluation (10 Points Maximum) 

· Minimal use of information technology to reengineer government processes (0-3 points). 

· Moderate use of information technology to reengineer government processes (4-6 points). 

· Significant use of information technology to reengineer government processes (7-10). 
	          






E. Project Participants 

List the project participants (i.e. single agency, multiple agencies, State government enterprise, citizens, associations, or businesses, other levels of government, etc.) and provide commentary concerning the nature of participant involvement. 
Response: 
1. DHS - DHS is the primary participant. This will involve personnel from data management, central office, and county field workers. 
2. Other State Agencies - Some of the application information must be verified in other State systems. For example, previous employment must be verified through Iowa Work Force Development. DHS is planning to incorporate as many State Agencies as possible to decrease the amount of on-line verification that must be done. DHS plans to incorporate other State Agency information into its data warehouse so verified information can be readily accessed by DHS staff without having to log on and search multiple State systems. 
3. DAS/ITE - ITE has created a robust internet security network with firewalls and secure subnets. Using the ITE infrastructure minimizes the risk inherint in connecting external applications to DHS mainframe system currently housed and maintained by ITE. 
4. Community Support Groups - DHS has been working with a variety of community support groups such as the Red Cross and United Way. This project builds on the work done as part of a national 211 initiative. 
5. Federal Government - The E-Gov Benefits program will participate. Many other States have web-enabled access to benefits and by working with E-Gov Benefits, DHS can take advantage of the body of work currently available, decreasing the time and cost of this initiative. 
6. Other program case workers. The State, in provisioning benefits, has many case workers associated with Iowans. This project will work with other benefits provisioning groups and case workers such as Cultural Affairs and Public Health. 


	[This section to be scored by application evaluator.] 

	Evaluation (10 Points Maximum) 

· One agency (0-3 points). 

· Multiple agencies or levelsof government (4-6 points). 

· State government enterprise (7-10 points). 
	          






F. Risk 

Describe the likelihood of successful technical implementation of the project. This is not the same as meeting the programmatic (business) goal of the project. 
Response: 
Technical risk is considered low for the following reasons; 
1. This type of system has been created by several other States. By working with these other States and the Federal Government, DHS can learnand plan for known technical risks encountered by other States. 
2. Use of existing Data Warehouse. The existing data warehouse already contains detailed information regarding benefits provided to customers by DHS. Also, the existing data warehouse has done detailed work to integrate people across different systems. 
3. This system is not interactive with the mainframe. The use of an intake database enables the system to create a complete and accurate data string to supply to the mainframe application. This minimizes the potential errors induced as part of the application process. The data will be pre-process within the data warehouse to verify information already contained with DHS and ensure information accuracy. Much of this information can be verified real-time against the data warehouse while the applicant is filling out the application. 


	[This section to be scored by application evaluator.] 

	Evaluation (5 Points Maximum) 

· High Overall Risk, Low Chance of Success (0-2 points). 

· Moderate Overall Risk, MOderate Chance of Success (3-4 points). 

· Low Overall Risk, High Chance of Success (5 points). 
	          




What is the programmatic (business) risk of not achieving the project goals to Iowa citizens and employees? What are the risks to Iowans if this project fails? 
Response: 
This is the first component in the web-enabling of DHS benefits. To minimize the business risk, only the Food Stamp program application process is being used. There is a current manual process for applying for benefits that will continue in place. As this system comes online, more and more customers can be diverted to this system but will still have the opportunity to use the manual process. 


	[This section to be scored by application evaluator.] 

	Evaluation (5 Points Maximum) 

· High Overall Risk, Low Chance of Success (0-2 points). 

· Moderate Overall Risk, MOderate Chance of Success (3-4 points). 

· Low Overall Risk, High Chance of Success (5 points). 
	          






G. Requestor Experience and Past Results

Provide three examples of relevant agency IT projects, project management experience and results. List any projects that required remediation and steps taken to resolve. 
Response: 
1. ISIS - This is a web-enabled Medicaid sub-system. This project has been well-recieved by the field and DHS staff. 

2. DHS Data Warehouse - DHS built and deployed its data warehouse in less time than planned, at 50% under budget, and inlcuded all major systems within DHS except Medicaid. 

3. Electronic Benefits Card - DHS upgraded its systems while loosing programming staff due to budget cuts to implement the EBT program within all time and budget constraints. 

	[This section to be scored by application evaluator.] 

	Evaluation (5 Points Maximum) 

· Minimal success(0-2 points). 

· Usually successful (3-4 points). 

· Almost always successful (5 points). 

This criteria involves rating the extent to which previous projects have successfully achieved their objectives e.g. on time, on budget, minimal implementation problems, positive programmatic impact, partnering with other agencies, and impact on other agencies. 
	          




H. Funding Requirements 

On a fiscal year basis, enter the estimated cost by funding source: 

	
	FY04 
	FY05
	FY06

	
	Cost($)
	% Total Cost
	Cost($)
	% Total Cost
	Cost($)
	% Total Cost

	State General Fund
	$50,000 
	17%
	$100,000 
	50%
	$100,000 
	50%

	Pooled Tech. Fund /IowAccess Fund
	$100,000 
	33%
	$0 
	0%
	$0 
	0%

	Federal Funds
	$150,000 
	50%
	$100,000 
	50%
	$100,000 
	50%

	Local Gov. Funds
	$0 
	0%
	$0 
	0%
	$0 
	0%

	Grant or Private Funds
	$0 
	0%
	$0 
	0%
	$0 
	0%

	Other Funds (Specify) 
	$0 
	0%
	$0 
	0%
	$0 
	0%

	Total Project Cost
	$300,000
	100%
	$200,000
	100%
	$200,000
	100%

	Non-Pooled Tech. Total 
	$200,000
	67%
	$200,000
	100%
	$200,000
	100%


Is this project the first part of a future, larger project? 
[image: image8.wmf]YES (If "YES", explain.) 
Explanation: 
This is the first component of DHS strategic internet-enabling of benefits. 




Is this project a continuation of a previously begun project? 
[image: image9.wmf]YES (If "YES", explain.) 
Explanation: 
This project builds on two previous inititives; 
1. 211 project designed as a portal of public and private resources available to Citizens in need of services. 211 includes not only public benefits such as food stamps, it includes semi-public services such as those offered through charities and non-profit groups. 
2. Electronic Benefits Card - DHS has issued an electronic benefits card to clients. Intead of mailing assistance checks or food stamps, assistance is credited to the clients electronic benefits card that can be used anywhere food stamps can be used and at ATMs where a client can access any financial assistance they are being provided. 



	[This section to be scored by application evaluator.] 

	Evaluation (10 Points Maximum) 

· This is the first year of a multi-year project / expenditure or project / expenditure duration is one year (0-5 points) 

· The project / expenditure is of a multi-year nature and each annual component produces a definable and stand-alone outcome, result or product (2-8 points). 

· This is beyond the first year of a multi-year project / expenditure (6-10 points) 

The last part of this criteria involves rating the extent to which a project or expenditure is at an advanced stage of implementation and termination of the project / expenditure would waste previously invested resources. 
	          






I. Source of Funds (Pooled Technology Funds Only) 

On a fiscal year basis, how much of the total project cost ($ amount and % ) would be absorbed by your agency from non-Pooled Technology funds? If desired, provide additional comment / response below. 
Response: 



	[This section to be scored by application evaluator.] 

	Evaluation (5 Points Maximum) 

· 0% (0 points) 

· 1%-12% (1 point) 

· 13%-25% (2 points) 

· 25%-38% (3 points) 

· 39%-50% (4 points) 

· Over 50% (5 points) 
	          






Section II: Financial Analysis 

A. Project Budget Table

It is necessary to estimate and assign a useful life figure to each cost identified in the project budget. Useful life is the amount of time that project related equipment, products, or services are utilized before they are updated or replaced. In general, the useful life of hardware is three (3) years and the useful life of software is four (4) years. Depending upon the nature of the expense, the useful life for other project costs will vary between one (1) and four (4) years. On an exception basis, the useful life of individual project elements or the project as a whole may exceed four (4) years. Additionally, the ROI calculation must include all new annual ongoing costs that are project related. 

The Total Annual Prorated Cost (State Share) will be calculated based on the following equation:

[image: image10]
	Budget Line Items
	Budget Amount
(1st Year Cost) 
	Useful Life 
(Years) 
	% State Share
	Annual Ongoing Cost
(After 1st Year) 
	% State Share
	Annual Prorated Cost

	Agency Staff
	$50,000
	3
	50.00%
	$160,000
	50.00%
	$88,333

	Software
	$0
	4
	0.00%
	$0
	0.00%
	$0

	Hardware
	$0
	3
	0.00%
	$0
	0.00%
	$0

	Training
	$0
	4
	0.00%
	$0
	0.00%
	$0

	Facilities
	$0
	1
	0.00%
	$0
	0.00%
	$0

	Professional Services
	$0
	4
	0.00%
	$0
	0.00%
	$0

	ITD Services
	$250,000
	4
	50.00%
	$40,000
	50.00%
	$51,250

	Supplies, Maint, etc. 
	$0
	1
	0.00%
	$0
	0.00%
	$0

	Other
	$0
	1
	0.00%
	$0
	0.00%
	$0

	Totals
	$300,000
	---
	---
	$200,000
	---
	$139,583




B. Tangible and/or Intangible Benefits 

Respond to the following and transfer data to the ROI Financial Worksheet as necessary: 
1. Annual Pre-Project Cost - This section should be completed only if state government operations costs are expected to be reduced as a result of project implementation. Quantify all actual state government direct and indirect costs (personnel, support, equipment, etc.) associated with the activity, system or process prior to project implementation. 
Describe Annual Pre-Project Cost: 


Quantify Annual Pre-Project Cost: 
	
	State Total

	FTE Cost(salary plus benefits):
	$0.00

	Support Cost (i.e. office supplies, telephone, pagers, travel, etc.):
	$0.00

	Other Cost (expense items other than FTEs & support costs, i.e. indirect costs if applicable, etc.):
	$0.00

	Total Annual Pre-Project Cost:
	$0.00


2. Annual Post-Project Cost - This section should be completed only if state government operations costs are expected to be reduced as a result of project implementation. Quantify all actual state government direct and indirect costs (personnel, support, equipment, etc.) associated with the activity, system or process after project implementation. 
Describe Annual Post-Project Cost: 



Quantify Annual Post-Project Cost: 
	
	State Total

	FTE Cost(salary plus benefits):
	$0.00

	Support Cost (i.e. office supplies, telephone, pagers, travel, etc.):
	$0.00

	Other Cost (expense items other than FTEs & support costs, i.e. indirect costs if applicable, etc.):
	$0.00

	Total Annual Post-Project Cost:
	$0.00


3. Citizen Benefit - Quantify the estimated annual value of the project to Iowa citizens. This includes the "hard cost" value of avoiding expenses ("hidden taxes") related to conducting business with State government. These expenses may be of a personal or business nature. They could be related to transportation, the time expended on or waiting for the manual processing of governmental paperwork such as licenses or applications, taking time off work, mailing, or other similar expenses. As a "rule of thumb," use a value of $10 per hour for citizen time savings and $.325 per mile for travel cost savings. 

	Travel Savings

	Number of Trips:
	$1 

	Miles per Trip:
	5

	Trips per Year: 
	1

	Number of Citizens Affected:
	20,000

	Rate per Mile
	$0.325

	Total Travel Savings: 
	$32,500 

	Transaction Savings 

	Number of annual online transactions: 
	1

	Hours saved/transaction: 
	2

	Number of Citizens affected:
	20,000

	Value of Citizen Hour 
	10

	Total Transaction Savings: 
	$400,000 

	Other Savings (Describe) 
	$0

	Total Savings: 
	$432,500


4. Opportunity Value/Risk or Loss avoidence - Quantify the estimated annual non-operations benefit to State government. This could include such items as qualifying for additional matching funds, avoiding the loss of matching funds, avoiding program penalties/sanctions or interest charges, avoiding risks to health/security/safety, avoiding the consequences of not complying with State or Federal laws, providing enhanced services, avoinding the consequences of not complying with enterprise technology standards, etc. 
Response: 
Food Stamps is an 100% federally funded program. Federal Health and Human Services ranks Iowa 39th in servicing the projected beneficiaries. This project is intended to extend DHSs ability to service those currently not served. At an average $300 per month benefit, 6 months of benefits, 20,000 new Iowans served, this translates to $6,000,000 per month economic boost to Iowa. With an economic accelerator of 4, this translates to an annual benefit of $12,000,000 to $24,000,000. 

5.Benefits Not Readily Quantifiable - List and summarize the overall non-quantifiable benefits (i.e., IT innovation, unique system application, utilization of new technology, hidden taxes, improving the quality of life, reducing the government hassle factor, meeting a strategic goal, etc.). 
Response: 



Rate the overall non-quantifiable benefits on a "1 - 10" basis, with "10" being of highest importance: 1 

[image: image11.wmf]Benefits Not Readily Quantifiable 

	ROI Financial Worksheet 

	A. Total Annual Pre-Project cost (State Share from Section II B1):
	$0 

	B. Total Annual Post-Project cost (State Share from Section II B2):
	$0

	State Government Benefit (= A-B): 
	$0 

	Annual Benefit Summary: 
	$0 

	State Government Benefit: 
	$0 

	Citizen Benefit: 
	$432,500 

	Opportunity Value or Risk/Loss Avoidance Benefit: 
	$12,000,000 

	C. Total Annual Project Benefit: 
	$12,432,500 

	D. Annual Prorated Cost (From Budget Table):
	$139,583 

	Benefit / Cost Ratio: (C/D) = 
	89.07 

	Return On Investment (ROI): ((C-D) / Requested Project Funds) * 100 = 
	12,292.92% 


	[This section to be scored by application evaluator.] 

	Evaluation (10 Points Maximum) 

· Generates 0% annual return on investment (0 points) 

· Generates 1-3% annual return on investment (1 point) 

· Generates 4-6% annual return on investment (2 points) 

· Generates 7-10% annual return on investment (3 points) 

· Generates 11-15% annual return on investment (4 points) 

· Generates 16-20% annual return on investment (5 points) 

· Generates 21-25% annual return on investment (6 points) 

· Generates 26-44% annual return on investment (7 points) 

· Generates 45-63% annual return on investment (8 points) 

· Generates 64-82% annual return on investment (9 points) 

· Generates over 83% annual return on investment (10 points) 


Note: For projects where no State Governmment Benefit, Citizen Benefit, or Opportunity Value or Risk/Loss Avoidance Benefit is created due to the nature of the project, the Benefit/Cost Ratio and Return on Investment values are set to Zero. 
	          






Section III. Technology 



Section IV. Auditable Outcome Measures 

For each of the below categories, list the auditable metrics for success after implementation and identify how they will be measured. 
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