




































Arizona Medical Board 
 

FY 2021 Budget Justification 
 
 
PROGRAM/SUBPROGRAM:  Arizona Medical Board  
 
ISSUE TITLE:   Decision Package 1 – IT Platform Migration and Modernization 
 
 
_____________________________________________________________________ 
 
DESCRIPTION OF PROBLEM OR ISSUE: 
 
The Arizona Medical Board (“Agency”) IT platform requires modernization pursuant to 
the direction of the Executive Branch and the recommendation for modernization made 
by the independent reviewer, CGI, in July 2018.  For well over a decade, the Agency 
utilized an on-premises hardware system to support its GL Solutions database. 
Pursuant to the Governor’s Cloud First Initiative and state policy, the Agency is currently 
migrating to a cloud based GL Solutions product.  
 
For FY21 the Agency has been requested by the Executive Branch to move from GL 
Solutions to the Salesforce platform. This move is designed to allow platform 
modernization conforming to state requirements and will allow the Agency to advance 
its processes and functions in tandem with developing technology. Salesforce has been 
identified by the State as having the capability to tap into new technologies with 
potential cost sharing as the State is able to leverage its enterprise abilities. 
 
The Agency primarily (i) regulates licensees, (ii) receives, investigates, and adjudicates 
complaints, (iii) provides an internal Agency working platform, (iv) provides a public 
facing searchable website and (v) provides responses to requests from the public, 
including, but not limited to, Freedom of Information Act Requests (FOIA). Its customers 
are a blend of sophisticated technology users while also supporting a minority of 
technologically challenged or limited interface users. The technology is expected to 
function and be available 24/7/365. With the proposed modernization, the goal is to 
migrate to an electronic format through handheld devices. This “government on 
demand” approach is the Executive’s goal for all agencies to pursue through its 
investment in flexible and responsive modern technology.    
 
Note that Salesforce indicated that a “Chat Bot” is available that provides a computer 
based automated messaging system that is able to handle many of the frequently asked 
questions received through telecommunication in the form of telephone calls, text and 
emails. Additionally, the Agency seeks a more robust and accessible electronic 
document management system and application that allows more efficient archiving and 
compliance with records retention policies.  
 



 
The above are a few of the technologies the Agency will be able to offer if an investment 
in technology is approved for funding. 
 
______________________________________________________________________ 
 
PROPOSED SOLUTION TO THE PROBLEM OR ISSUE: 
 
The Agency does not currently have the capability to apply and fully access modern 
technology to assist it in its daily functions related to licensing and regulation for the 
purpose of public safety. 
 
The solution recommended by the Executive Branch is to migrate to the cloud and 
utilize the beneficial enterprise platform offerings of Salesforce. In order to successfully 
modernize, the Agency needs to make an investment in the cloud based services and 
migrate to a Salesforce platform that supports the Agency’s activities discussed above.  
 

 
ALTERNATIVES CONSIDERED AND REASONS FOR REJECTION: 
 
In March, 2018, the Agency contracted with CGI to assess the then current state of its 
IT systems. CGI endorsed an interim move the GL Solutions Version 6 and ultimately 
recommended a move to a flexible platform such as Salesforce. 
 
GL Solutions requires a high level of developer input which impedes the Agency’s ability 
to quickly and efficiently make adjustments. 
  
Salesforce represents its product is easily customizable. Salesforce also represents that 
its unique platform requires minimal coding to create/support the Agency’s various 
primary functions such as:  

(i) application and processing of licenses 
(ii) regulation of licensees  
(iii) receiving, investigating, and adjudicating complaints and the process,  
(iv) providing an internal Agency working platform; and  
(v) supporting a public-facing informational and searchable website 

 
 
The CGI assessment analysts strongly indicated that the GL Solutions platform does 
not support on-going flexibility nor cost sharing and is more difficult to integrate with 
newer technology as it becomes available. 
 
______________________________________________________________________ 
 
 
 
 



 
IMPACT OF NOT FUNDING: 
 
Not funding a modernization of the Agency’s IT system will force the Agency to remain 
with the GL Solutions product and limit the Agency’s ability to keep up with developing 
technology. 
 
 
______________________________________________________________________ 
 
 
AGENCY MISSION OR GOALS: 
 
The mission of the Agency is to protect public safety through the judicious licensing, 
regulation, and education of physicians and physician assistants. 
 
Goal 1: Improve platform configuration and efficiency of applications, licensing, 

investigating of complaints, regulatory, and information dissemination 
processes through the use of modern technology. 

 
Goal 2: Position the Agency so it is able to employ effective and efficient 

technologies akin to those used by business and expected by the 
Agency’s constituents when applying for licensure, complaint process and 
in all communications/interactions with the Arizona Medical Board. 

 
 
APPROPRIATION REQUESTED: 
 
The proposed appropriation request is $2,125,000 and contemplates a one-time 
appropriation, earmarked specifically for the modernization project and transition to a 
Salesforce platform. The one-time appropriation request covers the development stage 
of the project and requires the procurement of a business analyst and a data integrator.  
These are two of three essential parts of the project. The business analyst is 
responsible for initiating the project by gathering the business requirements, 
documenting Agency workflows and assisting in streamlining business processes. The 
information gathered by the business analyst will be handed off to a data integrator. The 
data integrator is responsible for identifying and properly integrating the appropriate 
Salesforce applications that suit the needs of the Agency onto the Salesforce platform.  
 
In anticipation of the need to submit a detailed Appropriation Request, the Agency held 
face to face meetings with our ADOA Engagement Manager and several vendors to 
discuss the needs of the Agency and critical concerns. Chief among these concerns to 
be addressed and that the Agency seeks to include in future Scope of Work documents 
(SOWs) are: 



 A commitment from business analyst contractor to ensure the Agency has 
professional support throughout the life of the project, including maintaining a physical 
presence post User Acceptance Training (UAT);  
 

A commitment from integration contractor to ensure the Agency has professional 
support throughout the life of the project, including maintaining a physical presence post 
UAT; 
 A critical data migration plan from the analyst (which will be instituted by the 
integrator) with input from integrator if possible, and delineates the high priority and 
critical need for 1) a robust security profile; 2) executable plan for data loss recovery 
(inclusive of dollar amount and timeline); 3) complete data storage profile (on-site and 
off-site); 4) data retention plan (in cooperation with the Department of Library and 
Archives Rules); and 5) recommendation for a document management system that is 
capable of storage beyond what is available through Salesforce. 
 
The Agency reviewed the Project Investment Justification for the AZ Department of 
Financial Institutions (DFI) for their recently completed transition to the Salesforce 
platform. DFI presented a PIJ for $1.8M. DFI’s experience and materials was chosen for 
review due to its slightly smaller size, and as the only example to date to review and its 
licensure base as the Agency.  
 
The DFI request titled, “Digital Transformation – e-License BD18001” included 
estimated costs from the vendors which included $500,000 for a business analyst, $1M 
for a data integrator, and  $300,0000 funding for staff training.  Staff training is critical so 
they can develop the skills and understanding necessary for the implementation and 
maintenance of the proposed new Salesforce database across the various AMB core 
competency areas: 
 

(i) application and processing of licenses 
(ii) regulation of licensees  
(iii) receiving, investigating, and adjudicating complaints and the process,  
(iv) providing an internal Agency working platform; and  
(v) supporting a public-facing informational and searchable website 

 
 
The DFI estimates referenced were index adjusted to reflect anticipated increases for 
costs in FY2021 and to allow for any unforeseen expenses.  
 
Please see the attached memorandum, Overview of Budget Request for 2021, 
consisting of the estimates received directly from qualified vendors and the DFI 
documents which support the request for an appropriation of $2.125M for development 
to modernize the Agency’s IT System. 
 
 
 
 



 
 
 
 

 

 
 
 
 

 

Arizona Medical Board 
1740 W. Adams, Suite 4000  Phoenix, AZ  85007 

Telephone:  480- 551-2700  Toll Free:  877-255-2212   Fax:  480-551-2704 

Website:  www.azmd.gov  E-Mail:  questions@azmd.gov 
 

MEMORANDUM 
 
 
Date: August 16, 2019 
 
From: Patricia McSorley, Executive Director 
 
RE: Overview of Budget Request for FY 2021 
 

By September 1, 2019, the Agency is required to submit a budget request for additional appropriation for 

Fiscal Year (FY)2021, which commences July 1, 2020 if funding in excess of FY2020’s appropriation is 

necessary. The Agency has been considering a complete modernization of its IT platform since it engaged the 

services of CGI in March of 2018 to perform an assessment of the current state of the Agency’s IT system. 

CGI recommended that the Agency move to a cloud based Version 6 of GL Solutions, for the immediate 

future; but recommended the Agency consider a move to a more modern platform such as Salesforce. The 

CGI report estimated an Agency transition to Salesforce would cost between $1.5M to $ 2M. The CGI 

recommendation dovetailed nicely with the Executive’s desire to have a universal platform for all Arizona 

governmental agencies to leverage the State’s enterprise abilities. Salesforce is the desired platform and 

funding for a vendor other than Salesforce requires a strong justification to the AZ Office of Strategic 

Planning and Budgeting (OSPB) to support a different direction. (See Attachment A) (All Attachments have 

been bookmarked. Please access Attachments through the Bookmark Tab.)  

Currently, the Agency is in the process of migrating to GL Solutions Version 6 which is a cloud based system 

that requires no additional appropriation to accomplish. However, the complete modernization of the IT 

infrastructure and a move to Salesforce is a big ticket item which requires additional funding for FY 2021. The 

Agency has been working with our Executive Branch partners at OSPB and the AZ Strategic Enterprise 

Technology (ASET) team to ascertain the appropriate level of funding necessary to modernize. Kristina 

Fredericksen and I have met with our partners, multiple vendors and Emily Rajakovich, Director of the 

Governor’s Office for Boards and Commissions to discuss this project and to determine the appropriate level 

of funding needed. (See Attachment B) 

The proposed appropriation request contemplates a one-time appropriation earmarked specifically for the 

modernization project and transition to Salesforce. The requested one-time appropriation will cover the 

development stage of the project which requires the procurement of a business analyst and a data 

integrator. These are the two essential parts of the project. The business analyst is responsible for initiating 

the project by gathering the business requirements, documenting Agency workflows and assisting in 

streamlining processes. The information gathered by the business analyst will be handed off to a data 

integrator. The data integrator serves as the project manager and is responsible for identifying and properly 

integrating the appropriate Salesforce applications onto the Salesforce platform. The Salesforce platform 



 

consists of a number of licenses for applications that allow the Agency to function on a 21st Century level and 

to offer state-of-the-art services to its customers beyond what it is capable of offering today. The Salesforce 

licenses are an operational expense and the non-binding estimate received ranges from $257,672.23 to 

$362, 357.69. The higher cost contemplates a license plan including enhanced security features. (See 

Attachments C, D, E, F) 

In an effort to satisfy the Agency’s burden to justify the appropriation request and to move ahead with this 

modernization project; the Agency met with multiple vendors and received non-binding estimates for both 

the business analyst and the data integration/project management phases. Also, by means of comparison, 

the scope of work (SOW) for the AZ Department of Financial Institutions (DFI) was obtained. DFI recently 

completed a transition to Salesforce and is similar in size to the AMB and performs the equivalent tasks of 

licensing and regulation. (See Attachment G) The Salesforce estimates were done for the Agency with 

specific instructions not to include a product called “Basic Gov.” Basic Gov is an “out-of-the-box” 

application compatible with Salesforce, which several licensing boards have implemented with minimal 

success. Basic Gov, while cheaper, does not offer many of the functions needed by the Agency particularly 

when it comes to document storage, production and retention. 

Separate from this document the Agency has prepared two decision packages for submission to OSPB which 

provide the details and justification for the request of a one- time appropriation for $2.125M dollars for the 

development phase of the modernization project, including a $200,000 ask for training for Board IT Staff. 

Managers on the infrastructure and development side of our IT team are unfamiliar with Salesforce, and it is 

in the Agency’s best interest to train and develop our existing personnel. If the $2.125M is approved, the 

funds for development and education will be appropriated from the Agency’s reserve fund and any unspent 

monies revert to the reserve fund. 

A second decision package requests the addition of $150,000 be permanently added to our budget 

appropriation going forward to fund the disparity in cost between GL Solutions which is currently 

$230,000 annually, and the estimate for Salesforce of $362,000 per annum. 

If the $1.125M appropriation is secured, the Agency anticipates that it will be placed in the Automation 

Projects Fund (APF) and the Agency will not be permitted to access or spend this appropriation without 

going through the statutorily mandated approval steps, which includes engaging in the PIJ process.  This 

system of checks and balances allows the State to provide the best value for IT projects, and a mechanism 

for oversight. 

 



Arizona Medical Board

Future State Options – Cost Comparison
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One-Time Costs Transition Costs Ongoing Annual Costs

IaaS setup costs, PaaS setup 

costs

Labor to build/deploy AMB 

from current to future state

Ongoing recurring IT costs 

to support the solution

CURRENT STATE:  GLS v5 part 

hosted and part on-premise. All 

infrastructure on-premise.

None None $1.35M

OPTION1:  Migration to Hosted GLS 

v6 (hosted in Bend, OR)  All other 

infrastructure remains unchanged. None $400K-$600K $1.34M

OPTION2: Migration to Hosted GLS 

v6 (hosted in Bend, OR).  Remaining 

Infrastructure migrated to Azure 

Cloud Service

$200K - $300K $600K - $800K $700K - $1M

OPTION3:  Implement Salsforce in 

place of GLS v6.  Remaining 

Infrastructure migrated to Azure.

$200K - $300K $1.5M - $2M $700K - $1M

Rough Order of Magnitude (ROM) Future State Costs

Cost Verticals





MSS 
B U S I N E S S  T R A N S F O R M AT I O N  

AZ Medical Board – Modernization 

Assessment proposal 



MSS Confidential & Proprietary 

MSS Approach 

Agenda  

MSS Proposal 

CGI report findings – key gaps 

Staffing Model & Project Financials 

Questions 



MSS Confidential & Proprietary 

CGI Report – Key Findings 

 Lack of clear definition of what “success looks like” 

 Customers must have clear, measurable definitions what the final solution deliverables look like 

 CGI references multiple occasions on subjective terms such as “ reduce” (p8-9) without measurable 

performance improvement indicators 

 Without clear performance goals, customers will “NOT” achieve best in class status 

 Lack of clear strategy on de-commissioning legacy systems 

 Strategy is limited to focus on “excessive computing power with overall recommendation to eliminate 

unnecessary servers and migrate the remainder to cloud managed services” ” 

 No mention of other legacy systems 

 No references or Architecture strategy on interfacing with 3rd party systems & Applications 

 No references to document Management/Retention Capabilities – Absolutely critical 

component for a successful future state system 

 



MSS Confidential & Proprietary 

MSS proposal 
Our understanding of AMB request for modernization 

 Comprehensive assessment of current state and detailed vision of Future State solution 

 Leverage CGI report where possible 

 Future state must include Document Management capabilities 

 Architecture & strategy for integrating future state solution with current 3rd party systems 

 Identify business requirements for future state solution  

 Identify list of potential solution providers with executive approval 

 Identify best in class solution and system integrator for modernizing AMB including cost estimate 

 Strategy and Plan for implementing new system – big bang or phased approach? 

 Strategy and execution plan for de-commissioning Legacy systems 

 High level of Organizational Readiness to identify potential risks of implementing new system into AMB  



Methodology: Key Activities and Deliverables 

Prepare Assess Analyze Identify Recommend 

A
ct

iv
it

ie
s 

D
el

iv
er

ab
le

s 

 Assess current state business processes 

across all functional areas 

 Assess legacy database technologies, 

databases 

 Assess current document management 

process 

 Assess all current third-party APIs or 

interfaces – banks, payments systems, 

back-ground checks, other state agencies 

 Assess organizational readiness and 

current personnel skill set to determine 

change impact on Agency  

 Meet with leadership and gather future 

state vision and business requirements 

 Document current state business 

processes including infrastructure, 

architecture, servers, databases, tools, 

services, third party interfaces. 

 Data Migration risk assessment 

 Initial list of future state modernization 

business requirements 

 Requirements for Document Management 

system 

 Initial assessment of organizational 

readiness and skill set of key personnel 

 Initial Future State business requirements 

 Analyze modernization system 

requirements including integrated 

document management system – single 

system or multiple systems 

 Identify solution providers to support 

future state business requirement 

 Validate and confirm future state 

business requirements  with key 

stakeholders 

 Develop architecture strategy to meet 

future state objectives including third 

party interfaces 

 Conduct gap assessment between 

current state and future state 

requirements 

 Final list of future state business 

requirements for Agency modernization 

 List of 3-4 potential solution providers 

 Final architecture plan for integration of 

3rd party apps to new solution 

 De-commissioning strategy for legacy 

systems 

 Final strategy for document 

management system 

 Documented list of key gaps between 

current state and future state systems 

 

 Submit business requirements to 

potential vendors 

 Assess vendor responses  

 Conduct vendor demos 

 Identify  final solution provider 

 Complete total cost for budgetary 

purposes 

 Develop data migration strategy 

 Develop optimum server strategy 

– on-premise, cloud, hybrid 

 Develop overall transformation 

strategy – big bang or phase 

approach 

 Overall transformation plan and strategy 

 Final Vendor evaluation and 

Recommendation 

 Budgetary cost estimates for future state 

transformation 

 Server consolidation plan and strategy 

 Data migration plan and strategy 

including risk assessment 

MSS has the tools and templates to complete the assessment within a 8 week timeline 

 Present project recommendations to 

Leadership team 

 Provide adoption and deployment risk 

mitigation recommendations 

 Identify all tasks and Key Stakeholders 

 Conduct formal project kickoff meeting 

with stakeholders 

 Communicate project objectives  

 Jointly assign project responsibilities.  

 Develop 1:1 meeting schedule with 

stakeholders  

 Project Status Reporting Structure 

 Verified Project Goals/Objectives 

 Finalized Project Work Plan 

 Project Kickoff Presentation 

 Finalized Work Session Meeting 

Schedule 

 Final Project Recommendations 



Our Approach – Vendor Identification/Analysis 

A structured Vendor Analysis is conducted to determine if the proposed future state vision could be 

supported.  

Gather Agency 

Business 

Requirements  

Identify Initial 

List of Potential 

Vendors  

(Decision Set) 

Collect / Assess 

Information from 

Vendors 

Outline 

Expected Future 

State Solution 

A
c

ti
v
it

ie
s

 

• Identified list of Subject 

Matter Experts (SMEs) 

across all functions of DFI 

• Held sessions with SMEs 

from each functional area 

to gather initial 

requirements for a future 

state solution 

• Reviewed and revised 

requirements with SMEs to 

ensure accuracy 

• Conducted detailed 

conversations and 

demonstrations with each 

vendor in decision set 

• Collected detailed 

responses regarding ability 

to execute DFI’s future state 

• Assessed responses to 

understand approach and 

capabilities  

• Determined expected 

future state for AFI based 

on vendor abilities (against 

defined future state vision) 

• Defined conservative, 

budgetary-level price and 

timeline for implementation 

and ongoing costs of 

solutions 

• Identified list of prominent 

solution providers in 

Business Process 

Management 

• Created selection criteria 

to distinguish vendors 

with the best chance to 

deliver DFI’s needs, based 

on experience 

6 



MSS Confidential & Proprietary 

Digital Transformation Assessment Timeline  

Week 1 Week 2 Week 3 Week 4  Week 5 Week 6 Week 7 Week 8 

Organize the Project 

Document Current and Future State Business 

Requirements 

Validate Systems Architecture Including all 3rd party 

Interfaces 

Identify  IT Solution Providers (2-3) 

Provide requirements & demo scripts for vendors 

Assess vendor responses and evaluate capabilities 

Assess Legacy Systems 

Develop Decommissioning Strategy 

Organizational readiness Assessment 

Final Modernization Requirements & Solution Provider 

Project Kickoff 

The project will be broken into two phases to first create the Future State Design, and then leverage the design to select appropriate vendor(s) to 

deliver the desired Future State.   



MSS Confidential & Proprietary 

MSS Experience with AZ State Agencies 

AZ State Agency Solution Integrator MSS Engagement Scope 

 Phase 1 – Assess current state and recommend future state 

 Phase 2A – Assess and recommend modernization solution  

 Phase 2B – Identify & Select System and System Integrator 

 Phase 3 – Manage solution implementation 

Advisory Services Provided by MSS: 

 Project Management and oversight including managing 

System Integrator activities 

 Program Structure & Governance 

 Solution Architecture and integration to 3rd party apps 

 Solution identification & Vendor selection 

 Gathering and documenting business requirements 

 Organizational Change Management (OCM) focused on 

100% user adoption 

 Communications and Training plans 

 Facilitating and managing UAT and writing test scripts 

 De-commissioning strategy for legacy systems  

 AWS Cloud migration support 

 Data migration strategy and execution 

 Document Policies & Procedures 

 Successful Go-Live and post Go-Live Support 

 Knowledge transfer for long-term sustainability 

 Scientific Games 

Inc (SGI) 

 ThoughtSpan 

Technology 

 Pollard Banknote 

 

MSS has successfully managed multiple Digital Transformations covering diverse solutions & system integrators 

AZ State Land Dept.   
Modernizing agency from 100% 

paper based to cloud based 

paperless Operations  

15 Months 

AZ Lottery   
Project 1: Cloud based back-office 

system 

Project 2: Scratch Ticket Warehousing  

system 

2017 to present 

AZ Department of Financial 

Institutions 
eLicensing solution  

15 Months 



MSS Proposal 

Role Hours 

Project Manager – 1.0 FTE 

 Responsible for defining success factors and defining future state requirements. 

 Perform gap analysis from current to future state objectives and overall transformation plan and strategy 

320 

Business Consultant – 1.0 FTE 

 Responsible for gathering & documenting current state & future state requirements 

 Perform vendor capability evaluations 

320 

IT Solution architect  

 Assess IT infrastructure and data migration strategy, identify interface issues and overall IT risks 
80 

Strategy and oversight 

 Develop corrective action plans, recommendations and path forward 
32 

Organizational Change Management Specialist 

 Assess Organizational readiness and system adoption risks 
60 

Total 812 

Cost  $154,060  

MSS proposes a team of 5 subject matter experts (SMEs) to conduct a total of 812 hours of deep dive assessments 

and final recommendations over a 8 week period 



MSS Confidential & Proprietary 

References 

 Lisa Atkins – Commissioner ASLD  o: 602.542.4621 • m: 602.819.5900 

 Gregg Edgar – Executive Director AZ Lottery o: 480.921.4505 • m: 480.848.1153 

 Biju Kamaleswaran – COO AZ Lottery o: 480.921.4402 • m: 602.510.0271 

 Robert Charlton (retired)– Superintendent DFI  m: (602) 549-4999 

 Lola Duncan – Finance DFI o: 602.771.2781 • m: 602.690.0241 

 Morgan Reed – AZ State CIO  o: 602-542-0224 

 Doug Lange – AZ State CSO ASET o: 602.542.5418 • m: 602.290.4569   
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MSS Confidential & Proprietary 

Questions? 



DFI Future State Proposal 

Key Attributes of DFI Future State 

Must Have 

1 100% Paperless Transactions – DFI goes paperless 

2 Key transactions automated using workflow 

3 Automated import from NMLS 

4 Strategy and plan to de-commission Legacy Systems – BDIS, WAL, Paradox, BDIS-reports, Shadow systems 

5 
Ability to integrate with 3rd party systems – B of A CC payments, AZ state e-Payments, OnBase DM, AZ Web 

portal 

6 Agency-wide solution – current solution does not include all agency departments 

7 Streamlined DFI user experience – Significant impact on user adoption and deployment 

Nice to have 

8 Mobile capability (remote access and approvals, expandable capabilities, etc.) 

9 Superior customer experience – access and visibility 

Based on discussions with DFI Leadership team and our experience with other AZ State agencies, MSS has 

defined the following Future State Operating model for DFI 

12 



Summary - Does the current solution, as scoped in the SOW, meet DFI 
current state and Future State needs? 

Key Attributes of DFI Future State 
In-Scope 

Phase II 
Comments / Clarifications 

100% Paperless Transactions – DFI goes paperless Limited to partial scope defined in Phase II – not FI or Appraisals 

Key transactions automated using workflow Workflows exist, but are not automated 

Automated import from NMLS SOW requested approval prior to import of NMLS data. However, it is 

unknown if this functionality can be delivered.  

Strategy and plan to de-commission Legacy Systems – 

BDIS, WAL, Paradox, BDIS-reports, Shadow systems 

Identified gap – complete agency implementation required to sunset 

BDIS  

Ability to integrate with 3rd party systems – B of A CC 

payments, AZ state e-Payments, OnBase DM, AZ Web portal 
Only interfaces with OnBase DM 

Agency-wide solution Current scope is limited to Financial Enterprises only. Implementation 

should encompass entire agency to truly transform the organization 

Streamlined DFI user experience DFI feedback: cumbersome, non-intuitive interface and process 

Mobile capability (remote access and approvals, expandable 

capabilities, etc.) 

Even if future phase, would require significant customization for 

limited capabilities 

Superior customer experience – access and visibility Customer notifications/visibility to status not included 

 

Key Assumptions:  

 RIMS Phase II project goes live as defined in the current Statement of Work (SOW) 

 100% of Future State requirements are met –  

 Less than 100% of Future State requirements including some requirements are partially met -  

13 



Gathered Business Requirements 

Future State Capability Accounting 
Actions & 

Orders 
Examinations 

Consumer 

Affairs 

Solution 

Functionality 
Licensing Reporting Total 

100% Paperless Transactions 2 10 6 7 10 8 1 44 

Key transactions automated using 

workflow 
5 6 15 10 9 13 1 59 

Automated import from NMLS 2 - - - 2 4 - 8 

Strategy and plan to de-commission 

Legacy Systems 
3 1 5 3 6 2 - 20 

Ability to integrate with 3rd party 

systems 
6 1 1 - 4 1 - 13 

Agency-wide solution 7 1 7 3 8 9 8 43 

Streamlined DFI user experience 6 11 22 10 10 16 21 96 

Mobile capability - - 1 1 1 - - 3 

Superior customer experience 2 - 2 4 2 9 - 19 

Total 33 30 59 38 52 62 31 305 

In order to develop an effective, detailed scope to implement the defined future state, we gathered 305 

business requirements from AZ DFI Subject Matter Experts. These sessions included all functional 

areas of the agency and captured both current and future state requirements.  

14 



Vendor Selection Criteria 

Solution Solution Description 
State Agency 

Presence 

Experience with 

NMLS Integration 

Arizona Agency 

Experience 

Product Support 

and Enhancements 

Appian 
• Strong presence in Business Process Management 

• Custom toolset for flexible workflow development 

• Experience with Federal Agencies (vs. State) 

GL Solutions 
• Government presence in licensing & investigations 

• Used by Wyoming DFI 

• Web-based, Commercial-off-the-Shelf solution 

MicroPact (CAVU) 
• Leader in Government for Business Process Mgmt 

• Specialize in Regulatory Enforcement and Licensing 

• Used by nine other state DFIs 

North Carolina  

DFI Solution 

• Solution developed for NC DFI 

• Used by multiple state DFIs 

• Must be maintained by AZ DFI 

Pega Systems BPM 
• Highly ranked solution (Gartner’s Magic Quadrant) 

• Digital platform for high-volume workflow automation 

• Limited Government financial experience 

BasicGov eLicensing 
• Solution for licensing, complaints, and examinations 

• Being implemented for several other AZ agencies 

• Extensive experience in Public Sector implementations 

ThoughtSpan 
• Implemented in AG’s Office – Complaints Mgmt 

• Flexible tool with solutions in other state agencies 

similar to unique requirements of AZ DFI 

Based on our requirements gathering and background knowledge of the agency, we developed a 

decision set of potential IT Solution providers to meet the current and future objectives of the agency.  
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Vendor Selection Criteria 

Solution Solution Description 
State Agency 

Presence 

Experience with 

NMLS Integration 

Arizona Agency 

Experience 

Product Support 

and Enhancements 

Appian 
• Strong presence in Business Process Management 

• Custom toolset for flexible workflow development 

• Experience with Federal Agencies (vs. State) 

GL Solutions 
• Government presence in licensing & investigations 

• Used by Wyoming DFI 

• Web-based, Commercial-off-the-Shelf solution 

MicroPact (CAVU) 
• Leader in Government for Business Process Mgmt 

• Specialize in Regulatory Enforcement and Licensing 

• Used by nine other state DFIs 

North Carolina  

DFI Solution 

• Solution developed for NC DFI 

• Used by multiple state DFIs 

• Must be maintained by AZ DFI 

Pega Systems BPM 
• Highly ranked solution (Gartner’s Magic Quadrant) 

• Digital platform for high-volume workflow automation 

• Limited Government financial experience 

BasicGov eLicensing 
• Solution for licensing, complaints, and examinations 

• Being implemented for several other AZ agencies 

• Extensive experience in Public Sector implementations 

ThoughtSpan 
• Implemented in AG’s Office – Complaints Mgmt 

• Flexible tool with solutions in other state agencies 

similar to unique requirements of AZ DFI 

Based on our findings, we narrowed our decision set to the vendors that met most of our Vendor 

Selection Criteria – GL Solutions, MicroPact, Salesforce, and ThoughtSpan. 
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Current State Process Flow 
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5/17/2019 State of Arizona Mail - Fwd: AMB Digital Transformation Project - MST (SF Integrator)
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Kristina Fredericksen <kristina.fredericksen@azmd.gov>

Fwd: AMB Digital Transformation Project - MST (SF Integrator) 
1 message

Kristina Fredericksen <kristina.fredericksen@azmd.gov> Thu, May 16, 2019 at 9:02 AM
To: Patricia McSorley <Patricia.McSorley@azmd.gov>

 
 
---------- Forwarded message --------- 
From: Ryan Smith <ryan@mstsolutions.com> 
Date: Wed, May 8, 2019 at 10:30 PM 
Subject: Re: AMB Digital Transformation Project - MST (SF Integrator) 
To: damon.wellman@azdoa.gov <damon.wellman@azdoa.gov>, kristina.fredericksen@azmd.gov
<kristina.fredericksen@azmd.gov> 
Cc: Srikanth Balusani <srikanth@mstsolutions.com> 
 
 

Hello Kristina & Damon,

 

Srikanth and I want to thank you again for your time and sharing the high level needs of Arizona Medical Board.  In our
discussion we saw many parallels to other work we’ve done at agencies and its really exciting to see another agency
gearing up for a transformation.

 

The attached slide deck contains information about Salesforce, MST Solutions and tells the stories of two transformations
we recently partnered with agencies to achieve. Based on the conversation Monday where we discussed your goals and
potential scope for licensing, regulatory, general workflow etc. we estimate our costs for implementation, change
management and governance to be in the rough order range of $650k to $850k.  

 

Kristina, I would love to get you in touch with our valued customers at State Land as I think you would benefit from that.
Damon, of course I will include you on the note as well!

 

Please let us know if you have any questions on the material or information.

 

P.S. Kristina sure hope your pup is doing okay. Best regards.

 

Ryan & Srikanth

 

Ryan Smith

DIRECTOR of ENGAGEMENT, PUBLIC SECTOR

O | 480.719.1579 x 250 M | 602.369.4598

 

 



5/17/2019 State of Arizona Mail - Fwd: AMB Digital Transformation Project - MST (SF Integrator)

https://mail.google.com/mail/u/0?ik=b980e1f5db&view=pt&search=all&permthid=thread-f%3A1633031085619352083%7Cmsg-a%3Ar1934064399964… 2/3

From: damon.wellman@azdoa.gov 
When: 2:30 PM - 3:30 PM May 6, 2019  
Subject: Updated invitation: AMB Digital Transformation Project - MST (SF Integrator) @ Mon
May 6, 2019 2:30pm - 3:30pm (MST) (ryan@mstsolutions.com) 
Location: PHX-100N15-3-ASET-307 (16) [Projector, Speakerphone]

 

 

This event has been changed.

more details »

AMB Digital Transformation Project - MST (SF Integrator)

When Changed: Mon May 6, 2019 2:30pm – 3:30pm Mountain Standard Time - Phoenix

Where PHX-100N15-3-ASET-307 (16) [Projector, Speakerphone] (map)

Calendar ryan@mstsolutions.com

Who • damon.wellman@azdoa.gov - organizer

• kristina.fredericksen@azmd.gov

• ryan@mstsolutions.com

• patricia.mcsorley@azmd.gov

• justin.bohall@azdo.gov

 

Introductions 
 

Overview of Arizona Medical Board 
 

Current State / Challenges / Goals 
 

Overview of MST 
 

Capabilities 
 

Prior success stories 
 



5/17/2019 State of Arizona Mail - Fwd: AMB Digital Transformation Project - MST (SF Integrator)

https://mail.google.com/mail/u/0?ik=b980e1f5db&view=pt&search=all&permthid=thread-f%3A1633031085619352083%7Cmsg-a%3Ar1934064399964… 3/3

Q & A Throughout

 

Going (ryan@mstsolutions.com)?    Yes - Maybe - No    more options »

Invitation from Google Calendar

You are receiving this courtesy email at the account ryan@mstsolutions.com because you are an attendee of this event.

To stop receiving future updates for this event, decline this event. Alternatively you can sign up for a Google account at
https://www.google.com/calendar/ and control your notification settings for your entire calendar.

Forwarding this invitation could allow any recipient to send a response to the organizer and be added to the guest list, or invite others
regardless of their own invitation status, or to modify your RSVP. Learn More.

 

 
 
--  
Regards,
Kristina
 

Kristina Fredericksen, MPA 
Deputy Director 
Arizona Medical Board 

Arizona Regulatory Board of Physician Assistants

A  1740 W. Adams, Suite 4000, Phoenix, AZ 85007 
P 480-551-2763  M 480-487-3816 
E Kristina.Fredericksen@azmd.gov W http://azmd.gov/

 
 
 
 

MST Overview for AMB.pdf 
12437K
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Agenda
What is Salesforce?

Who is MST Solutions?

AMB Business Overview

High-level overview

Licensing 

Permits

Inspections

Investigations



Government in the cloud with 
Salesforce + MST Solutions









Task management
to drive accuracy
and efficiency

Partner and Customer 
Communities for self-service and 
portals

Get the job done on 
the go with a mobile-
friendly experience 
that supports any 
form factor

360 degree view of the 
citizen

Task management 
and work 

distribution

Omni-channel to 
personalize 

engagement with 
customers

Empower employees and 
citizens through a 

Knowledge Base.  Get the 
right answers at the right 

time

Use Social Studio 
connect to citizens 

in real-time

Intuitive Case 
Management with 

workflow rules and 
prioritization

Reporting & 
Analytics

Workflows 
and 

Automation

End-to-End 
Platform 

Capabilities

Employee 
experience and 

productivity

© 2019 MST Solutions, LLC.

.



About MST Solutions



Founded | 2012, now Arizona’s largest Salesforce partner

Business | Customer experience through CRM, Business operations transformation

Worldwide Network | Headquartered in Chandler, Arizona with overseas divisions in India

Team |   94 staff members in Chandler, 190 staff members in India 

Public Sector
Higher Education
Healthcare
Non-Profit
Manufacturing
Financial Services

Industry Expertise

Focus in State and 
Local Agencies

Clients



Implementations YOY FTE Growth Completed with Survey 
*last 18 months

Customer
Satisfaction

Rating

126 200% 12 9.7

47 105 47 50 6 2 8 11 4



LARGEST SOFTWARE
COMPANIES

LARGEST TECHNOLOGY 
CONSULTING COMPANIES

Recognitions



Our Valued Clients



Serving the Public Sector



Case Studies



Arizona Workers’ Compensation 
Claims & Administrative Law Judge System 

Transformation to the cloud through an integrated platform consisting of Service Cloud, 
Communities and document management system providing 360 degree view to meet citizen 
needs

Implemented Claims application with automated form intake (paper, fax, ftp, webform), NCCI 
data feed, workflows, queues and automated task assignment for units like Insurance Group, 
Wage Group, Compliance Group, Ombudsman Group etc.

Seamless integration between Claims and ALJ application with automated case generation 
and assignment based on claims department referral or from other departments like legal, 
labor and the director’s office

Implemented MuleSoft to integrate multiple applications like document management system, 
FTP Today, eFax, Special Fund JWS File Handler using APIs

The Industrial Commission of Arizona: Cloud Modernization



Arizona 
State Land 
Department

Project L.E.A.P
Digital transformation focused on 
customers and employees.



18

Transforming application and permit processes to a paperless 
model and implementing AZ Land’s foundational citizen relationship 
platform.

World-class CRM foundation through 
implementation of Salesforce.com, Service Cloud, 

Customer Communities, Knowledge and 
Salesforce1

Paper applications converted to web application 
platform with custom workflows and 

standardized tasks 

Newly created insights for the commissioner 
and her staff to best support citizens and 
manage Land assets

Establish 360 view of the customer for optimal 
servicing and effective management of citizen 
relationship



The Challenge
19

• Inefficient paper-reliant processes

• Siloed approach to processing 
applications

• Inconsistent operations and outcomes

• Ineffective communication

Arizona State Land Department 



KPI’s
20

Commercial Sales Process
• Over 130 steps in the process
• Application physically handed off 90 times
• Application physically traveled 1.5 miles 

throughout the Land Department
• Average lead time of approximately 193 days

ASLD
• Department receives approximately 1,300 new 

applications annually
• Over 50 different application types within 8

major value streams

Arizona State Land Department 



Project Vision and Goals
21

• Establish an electronic workflow to accurately 
standardize tasks and activities

• A formalized project tracking system to manage 
backlog, track activities and provide access to historical 
data

• Standardized data to ensure all relevant information is 
available in real time

• Robust metrics and reporting capabilities with self-
service and dashboard features

• Digitize current in-process paper files to consolidate 
into one paperless system

• 9 Month Timeline
OASIS

Arizona State Land Department 



What does digital transformation 
mean for the State Land 
Department?

Customer 
Engagement

Cloud 
Technology

Process 
Innovation

Delivery
Strategy

Culture 
Change

Aged 
Processes

Legacy 
Technology

Paper
Operational 
Excellence

Information 
Visibility

Customer 
Intimacy

Workplace of 
the Past Modern 

Workplace

Digital 
Transformation

Cloud 
Technology



Recipe for Success Conversations at the 
core

IMPORTANT
QUESTIONS

Governance 
Program

Location & 
Proximity

Sector
Experience

Development
Methodology

Time
Commitment

Training and 
Adoption

Technical
Support

01

02

03
04

05

06

07

How will you help my 
IT department adapt 
to a new system?

Will you provide 
technical support? If 
so, what does that 
look like?

How will you train my 
users and prepare us 
for adoption? 

What is my team’s time 
commitment 
throughout 

implementation?
What development 
methodologies are 
appropriate to use 

and when?

What experience 
do you have with 

government 
agencies?

Are you local to 
Arizona?

© 2018, MST Solutions



L.E.A.P Transformation Results 

Operational 
Excellence

Information 
Visibility

Customer 
Intimacy

1 Platform & 3 Cloud Products Implemented Cloud 
Technology

700+ Electronic Applications Submitted Online

365 Customer Community Users

19,000 Applications Digitized

19,000 Paper Files Digitized

145 Standard Work Articles Published

2894 Customer Logins

5,000 Customers & 1300 Live Apps Migrated

10+ Departments & 112 Users On-boarded & Trained

A modernized workplace

1 AMS Lean Initiative Partnered With



Conceptual Architecture 
for Arizona Medical Board



AMB Conceptual 
Architecture

Reports and dashboards – Licenses, Public record requests, Investigations, Complaints, Fees Collected

Account Administration w/SSO Capability; Community (Web  Portal)

Automated Workflow Processes

Apply, Renew, 
Manage 7 Licenses

Intake
Mission 

Execution
Relationship
Management

LICENSES

Service Fees

BIZ OPS

Case 
management

LEGAL
END USERS

Asst attorney 
general

Reporting to 
external parties

Public

Licensees

CUSTOM INTEGRATIONS (APIs)

Phone Calls

Email

Mobile

INTERACTION
CHANNEL

Review and 
Approval

Request 
processing

Document 
generation

Healthcare 
providers

Public Records

Imposed 
Penalties

Payment 
Processing

Web

Deposits

INVESTIGATIONS

Board Approval 

Data capture

Consumer Complaints

Document 
Management



Thank you!



Page 1 of 2

QUOTE CONFIRMATION

DEAR JOE BRINDLEY,

Thank you for considering CDW•G for your computing needs. The details of your quote are below. Click 

here to convert your quote to an order.

ACCOUNT MANAGER NOTES:

This is being quoted/sold under the CDW-G Software VAR

Master Agreement - Arizona NVP Software (ADSPO17-149774)

QUOTE # QUOTE DATE QUOTE REFERENCE CUSTOMER # GRAND TOTAL

KQCX876 5/14/2019 SALESFORCE 1 6481772 $362,357.69

QUOTE DETAILS

ITEM QTY CDW# UNIT PRICE EXT. PRICE

NEW ITEMS DO NOT PICK THIS LINE 70 NEW-ITEM $2,061.86 $144,330.20

Mfg. Part#: NEW-ITEM

Mfg: 205-0005

Lightning Service Cloud Unlimited

Edition

Salesforce.com, Inc. - 205-0005

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 30 NEW-ITEM $687.30 $20,619.00

Mfg. Part#: NEW-ITEM

Mfg: 205-0143

Employee Apps Plus

Lightning Platform Plus

Salesforce.com, Inc. - 205-0143

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 1 NEW-ITEM $23,849.77 $23,849.77

Mfg. Part#: NEW-ITEM

Mfg: 205-0125

Unlimited Edition Government Cloud

5% List Price /

$100

Salesforce.com, Inc. - 205-0125

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 3501 NEW-ITEM $21.00 $73,521.00

Mfg. Part#: NEW-ITEM

Mfg # 205-0026

Customer Community Plus Logins

Salesforce.com, Inc. - 205-0026

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 1 NEW-ITEM $71,549.34 $71,549.34

Mfg. Part#: NEW-ITEM

Mfg #: 205-0116

Salesforce Shield 30% Net Price /

$100

Salesforce.com, Inc. - 205-0116



Page 2 of 2

QUOTE DETAILS (CONT.)

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

PURCHASER BILLING INFO SUBTOTAL

$333,869.31

Billing Address:

ARIZONA MEDICAL BOARD

ACCOUNTS PAYABLE

1740 W ADAMS ST STE 4000

PHOENIX, AZ 85007-2607

Phone: (480) 551-2700

Payment Terms: Net 30 Days-Govt State/Local

SHIPPING

$0.00

SALES TAX

$28,488.38

GRAND TOTAL

$362,357.69

DELIVER TO Please remit payments to:

Shipping Address:

ARIZONA MEDICAL BOARD

JOE BRINDLEY

1740 W ADAMS ST STE 4000

PHOENIX, AZ 85007-2607

Phone: (480) 551-2700

Shipping Method: DROP SHIP-GROUND

CDW Government

75 Remittance Drive

Suite 1515

Chicago, IL 60675-1515

Need Assistance? CDW•G SALES CONTACT INFORMATION

Michelle Rzepecki | (877) 402-4306 | michrze@cdwg.com

This quote is subject to CDW's Terms and Conditions of Sales and Service Projects at

http://www.cdwg.com/content/terms-conditions/product-sales.aspx

For more information, contact a CDW account manager

© 2019 CDW•G LLC, 200 N. Milwaukee Avenue, Vernon Hills, IL 60061 | 800.808.4239



Page 1 of 2

QUOTE CONFIRMATION

DEAR JOE BRINDLEY,

Thank you for considering CDW•G for your computing needs. The details of your quote are below. Click 

here to convert your quote to an order.

ACCOUNT MANAGER NOTES:

This is being quoted/sold under the CDW-G Software VAR

Master Agreement - Arizona NVP Software (ADSPO17-149774)

QUOTE # QUOTE DATE QUOTE REFERENCE CUSTOMER # GRAND TOTAL

KQCZ071 5/14/2019 SALESFORCE 2 6481772 $275,672.23

QUOTE DETAILS

ITEM QTY CDW# UNIT PRICE EXT. PRICE

NEW ITEMS DO NOT PICK THIS LINE 70 NEW-ITEM $1,030.94 $72,165.80

Mfg. Part#: NEW-ITEM

MFG # 205-0004

Lightning Service Cloud Enterprise

Edition

Salesforce.com, Inc. - 205-0004

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 30 NEW-ITEM $687.29 $20,618.70

Mfg. Part#: NEW-ITEM

MFG# 205-0143

Employee Apps Plus

Lightning Platform Plus

Salesforce.com, Inc. - 205-0143

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 3501 NEW-ITEM $27.24 $95,367.24

Mfg. Part#: NEW-ITEM

MFG # 205-0026

Customer Community Plus Logins

Salesforce.com, Inc. - 205-0026

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

NEW ITEMS DO NOT PICK THIS LINE 1 NEW-ITEM $65,843.52 $65,843.52

Mfg. Part#: NEW-ITEM

MFG # 205-0124

Enterprise Edition Government Cloud

30% List

Price / $100

Salesforce.com, Inc. - 205-0124

Start Date: 06/01/2019

End Date: 05/31/2020

Contract: MARKET

PURCHASER BILLING INFO SUBTOTAL

$253,995.26
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Billing Address:

ARIZONA MEDICAL BOARD

ACCOUNTS PAYABLE

1740 W ADAMS ST STE 4000

PHOENIX, AZ 85007-2607

Phone: (480) 551-2700

Payment Terms: Net 30 Days-Govt State/Local

SHIPPING

$0.00

SALES TAX

$21,676.97

GRAND TOTAL

$275,672.23

DELIVER TO Please remit payments to:

Shipping Address:

ARIZONA MEDICAL BOARD

JOE BRINDLEY

1740 W ADAMS ST STE 4000

PHOENIX, AZ 85007-2607

Phone: (480) 551-2700

Shipping Method: DROP SHIP-GROUND

CDW Government

75 Remittance Drive

Suite 1515

Chicago, IL 60675-1515

Need Assistance? CDW•G SALES CONTACT INFORMATION

Michelle Rzepecki | (877) 402-4306 | michrze@cdwg.com

This quote is subject to CDW's Terms and Conditions of Sales and Service Projects at

http://www.cdwg.com/content/terms-conditions/product-sales.aspx

For more information, contact a CDW account manager

© 2019 CDW•G LLC, 200 N. Milwaukee Avenue, Vernon Hills, IL 60061 | 800.808.4239



CGI 

  

  

      MSS      MST Department of 
Financial 
Institutions 
(DFI) 

Proposal provided 
by CGI in April all 
costs associated 
with move to  
Salesforce 

( Business 
analyst/data 
integrator) 

  
Recommended a 
move from GL 
Solutions to a 
more modern 
database like 
Salesforce. 
  
Estimated Cost 

$1.5-$2M 

  
  
  
  
  
  
  
  

Proposal provided 
for the business 
analyst. 
  
  
  
  
  
  
  
Estimated cost 

$154,060 

Proposal provided 
which includes 
both a business 
analyst and the 
data integrator. 
  
  
  
  
  
Estimated cost 
$1M 

DFI successfully 
completed a 
transition to 
Salesforce for their 
licensing and 
enforcement 
functions. 
  
Scope of 
Work(SOW) shows 
the cost at: 
  
MSS-Pre-Project 
Work:$46,800 

 ( business 
analyst); 
  
MSS-Assessment 

 ( Phase II) 

$39,100( business 
analyst); 
  
Data Integrator-
Deloitte 

$790,000. 
  
Total Project: 
$875,900 

  
PIJ Request: 
$1.8M 

  
  

 
 



Project	Investment	Justification

Digital	Transformation	‐ eLicense

BD18001

Department	of	Financial	Institutions

1



1. GENERAL INFORMATION
PIJ ID:  BD18001
PIJ Name:  Digital Transformation ‐ eLicense
Account:  Department of Financial Institutions
Business Unit Requesting:  Department of Financial Institutions
Sponsor:   Robert D. Charlton
Sponsor Title:  Superintendent
Sponsor Email:   rcharlton@azdfi.gov
Sponsor Phone:   (602) 771‐2770

2. MEETING PRE-WORK
2.1 What is the operational issue or business need that the Agency is trying to solve? (i.e....current 
process is manual, which increases resource time/costs to the State/Agency, and leads to errors…):

Currently, Department of Financial Institutions (DFI) does not have an E‐License solution and the current 
technology in place requires manual processes to get carried out by multiple parties within the agency. 
This leads to a complex support environment due to multiple vendors and home‐grown implementations, 
lack of standards resulting in the inability to modify as needs change quickly, and lack of overall IT 
strategy to align with current and future technologies being used across the state.

2.2 How will solving this issue or addressing this need benefit the State or the Agency?

Benefits to DFI will include: 

‐ Single vendor support in regards to CRM & eLicense Platform

‐ Standardized citizen experience 

‐ Adaptable solution to quickly adjust to changing business needs

‐ A statewide contract will reduce overall costs

2.3 Describe the proposed solution to this business need.

The State of Arizona has created an Enterprise contract for Budget Units (BU) authorized to issue licenses, 
permits or other such documents to individuals, professionals, and organizations to engage in a regulated 
business or professional activity. This solution proposes an Enterprise e‐Licensing Software as a Service 
(SaaS) Solution that is specifically configurable to the needs of Budget Units including license workflow 
management for businesses vs professional licensing. This is a SaaS solution that enables all licensing‐
related activities within the BU's. This technology solution will be a web‐based application, web‐hosted 
and Vendor Managed. Furthermore, this solution will be implemented on a SalesForce platform that will 
allow for integration with current systems in place at DFI and new technologies implemented in 
conjunction with and in the future at DFI.

2.4 Has the existing technology environment, into which the proposed solution will be implemented, 
been documented?

2



Yes

2.4a Please describe the existing technology environment into which the proposed solution will be 
implemented.

2.5 Have the business requirements been gathered, along with any technology requirements that have 
been identified?

Yes

2.5a Please explain below why the requirements are not available.

3. PRE-PIJ/ASSESSMENT
3.1 Are you submitting this as a Pre‐PIJ in order to issue a Request for Proposal (RFP) to evaluate options 
and select a solution that meets the project requirements?

No

3.1a Is the final Statement of Work (SOW) for the RFP available for review?

3.2 Will you be completing an assessment/Pilot/RFP phase, i.e. an evaluation by a vendor, 3rd party or 
your agency, of the current state, needs, & desired future state, in order to determine the cost, effort, 
approach and/or feasibility of a project?

Yes

3.2a Describe the reason for completing the assessment/pilot/RFP and the expected deliverables.

The Department of Financial Institutions (DFI) completed an assessment of all internal needs & wants for 
a complete digital transformation in order to capture the business requirements for all areas of business 
units within DFI. This assessment was completed by a 3rd party (MSS) that specializes in IT Assessments. 
Once all business requirements were gathered and agreed upon, these requirements were used to solicit 
vendors that would be able to address all or some of the identified requirements and to provide SOW & 
Quotes to be used for vendor selection.

3.2b Provide the estimated cost, if any, to conduct the assessment phase and/or Pilot and/or 
RFP/solicitation process.

0

3.2e Based on research to date, provide a high‐level cost estimate to implement the final solution.

1400000

4. PROJECT
4.1 Does your agency have a formal project methodology in place?

3



Yes

4.2 Describe the high level makeup and roles/responsibilities of the Agency, Vendor(s) and other third 
parties (i.e. agency will do...vendor will do...third party will do).

Deloitte will be the managing vendor. MSS Technologies will manage the vendor as well as coordinate 
with and assist The Department of Financial Institutions throughout the duration of this project.

4.3 Will a PM be assigned to manage the project, regardless of whether internal or vendor provided?

Yes

4.3a If the PM is credentialed, e.g., PMP, CPM, State certification etc., please provide certification 
information.

4.4 Is the proposed procurement the result of an RFP solicitation process?

Yes

4.5 Is this project referenced in your agency's Strategic IT Plan?

Yes

5. SCHEDULE
5.1 Is a project plan available that reflects the estimated Start Date and End Date of the project, and the 
supporting Milestones of the project?

Yes

5.2 Provide an estimated start and finish date for implementing the proposed solution.

Est. Implementation Start Date Est. Implementation End Date

7/2/2018 12:00:00 AM 4/5/2019 12:00:00 AM

5.3 How were the start and end dates determined?

Based on project plan

5.3a List the expected high level project tasks/milestones of the project, e.g., acquire new web server, 
develop software interfaces, deploy new application, production go live, and estimate start/finish dates 
for each, if known.

Milestone / Task Estimated Start Date Estimated Finish Date
Data Discovery 07/02/18 07/16/18

MSS Project Management 07/02/18 03/31/19

Data Migration Design 07/09/18 08/31/18

Design & Build (Sprint 1) 07/09/18 08/12/18
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Integration Design 07/16/18 08/24/18

Design & Build (Sprint 2) 08/13/18 09/16/18

Testing of System and Acceptance of 
Data Loads

08/13/18 12/28/18

Integration Development 08/27/18 11/16/18

Data Migration Design 09/03/18 11/16/18

Design & Build (Sprint 3) 09/17/18 10/21/18

Hardening of Design 10/22/18 11/16/18

System Interface Testing 11/19/18 12/07/18

Mock Loads 11/19/18 12/28/18

UAT & Deployment (MSS & DFI) 11/19/18 01/11/19

User Acceptance Testing 12/10/18 12/28/18

Deployment & Post‐Go Live Support 01/07/19 03/31/19

Deployment 01/07/19 01/11/19

Post Go‐Live Support (Deloitte) 01/14/19 01/25/19

End User Training 01/14/19 03/31/19

Decommission of Legacy Systems 02/04/19 03/31/19

5.4 Have steps needed to roll‐out to all impacted parties been incorporated, e.g. communications, 
planned outages, deployment plan?

No

5.5 Will any physical infrastructure improvements be required prior to the implementation of the 
proposed solution. e.g., building reconstruction, cabling, etc.?

No

5.5a Does the PIJ include the facilities costs associated with construction?

No

5.5b Does the project plan reflect the timeline associated with completing the construction?

No

6. IMPACT
6.1 Are there any known resource availability conflicts that could impact the project?

No

6.1a Have the identified conflicts been taken into account in the project plan?

No

6.2 Does your schedule have dependencies on any other projects or procurements?

Yes

6.2a Please identify the projects or procurements.
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As this project is to include data migration, API for signature/payment/storage and other, as well as 
integrations with G‐Suite there are changes taking place that this solution, in its entirety, relies on the 
completion of other projects in order for this solution to completely implemented within the proposed 
project timeline. 

Google ‐ DFI already Migrated

AODocs ‐ Discussion on adoption taking place

Adobe/DocuSign ‐ work to select the best solution taking place

Cloud RFP ‐ closing with the timeframe suggested

AZ E‐Licensing Project ‐ Phase 1 ‐ completed

6.3 Will the implementation involve major end user view or functionality changes?

Yes

6.4 Will the proposed solution result in a change to a public‐facing application or system?

Yes

7. BUDGET
7.1 Is a detailed project budget reflecting all of the up‐front/startup costs to implement the project 
available, e.g, hardware, initial software licenses, training, taxes, P&OS, etc.?

Yes

7.2 Have the ongoing support costs for sustaining the proposed solution over a 5‐year lifecycle, once the 
project is complete, been determined, e.g., ongoing vendor hosting costs, annual maintenance and 
support not acquired upfront, etc.?

Yes

7.3 Have all required funding sources for the project and ongoing support costs been identified?

Yes

7.4 Will the funding for this project expire on a specific date, regardless of project timelines?

Yes

7.5 Will the funding allocated for this project include any contingency, in the event of cost over‐runs or 
potential changes in scope?

Yes
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8. TECHNOLOGY
8.1 Please indicate whether a statewide enterprise solution will be used or select the primary reason for 
not choosing an enterprise solution.

The project is using a statewide enterprise solution

8.2 Will the technology and all required services be acquired off existing State contract(s)?

Yes

8.3 Will any software be acquired through the current State value‐added reseller contract?

Yes

8.3a Describe how the software was selected below:

The software was selected based off of existing State contracts and enterprise solutions being offered at 
this time. An RFI was sent out to potential vendors along with business requirements. After receiving the 
suggested 3 quotes/SOW/proposals; the vendor was selected based on ability to fulfill ALL business 
requirements listed; on an enterprise solution that other State Agencies are currently using.

8.4 Does the project involve technology that is new and/or unfamiliar to your agency, e.g., software tool 
never used before, virtualized server environment?

Yes

8.5 Does your agency have experience with the vendor (if known)?

No

8.6 Does the vendor (if known) have professional experience with similar projects?

Yes

8.7 Does the project involve any coordination across multiple vendors?

Yes

8.8 Does this project require multiple system interfaces, e.g., APIs, data exchange with other external 
application systems/agencies or other internal systems/divisions?

Yes

8.9 Have any compatibility issues been identified between the proposed solution and the existing 
environment, e.g., upgrade to server needed before new COTS solution can be installed?

Yes

8.9a Describe below the issues that were identified and how they have been/will be resolved, or whether 
an ADOA‐ASET representative should contact you.
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Please see attached workbook: "Business Requirements ‐ Aggregate 2.0.xlsx" as there are numerous 
items identified with the proposed solution or listed integrations that are to take place during this project.

8.10 Will a migration/conversion step be required, i.e., data extract, transformation and load?

Yes

8.11 Is this replacing an existing solution?

Yes

8.11a Indicate below when the solution being replaced was originally acquired.

ADOA developed the solution for DFI and DFI acquired the solution in July 1996.

8.11b Describe the planned disposition of the existing technology below, e.g., surplused, retired, used as 
backup, used for another purpose:

Existing technology will be used for backup and retention purposes until it is able to be retired.

8.12 Describe how the agency determined the quantities reflected in the PIJ, e.g., number of hours of 
P&OS, disk capacity required, number of licenses, etc. for the proposed solution?

License quantities were based on DFI users and current year over year trends in regards to licenses, 
applications, renewals. 

The number of hours was determined in SOW delivered to DFI from the selected vendor.

8.13 Does the proposed solution and associated costs reflect any assumptions regarding projected 
growth, e.g., more users over time, increases in the amount of data to be stored over 5 years?

Yes

8.14 Does the proposed solution and associated costs include failover and disaster recovery 
contingencies?

Yes

8.14a Please select why failover and disaster recovery is not included in the proposed solution.

8.15 Will the vendor need to configure the proposed solution for use by your agency?

Yes

8.15a Are the costs associated with that configuration included in the PIJ financials?

Yes

8.16 Will any app dev or customization of the proposed solution be required for the agency to use the 
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project in the current/planned tech environment, e.g. a COTS app that will req custom programming, an 
agency app that will be entirely custom developed?

No

8.16a Will the customizations inhibit the ability to implement regular product updates, or to move to 
future versions?

No

8.16b Describe who will be customizing the solution below:

All customizations will be completed by the selected vendor.

8.16c Do the resources that will be customizing the application have experience with the technology 
platform being used, e.g., .NET, Java, Drupal?

Yes

8.16d Please select the application development methodology that will be used:

8.16e Provide an estimate of the amount of customized development required, e.g., 25% for a COTS 
application, 100% for pure custom development, and describe how that estimate was determined below:

8.16f Are any/all Professional & Outside Services costs associated with the customized development 
included in the PIJ financials?

Yes

8.17 Have you determined that this project is in compliance with all applicable statutes, regulations, 
policies, standards & procedures, incl. those for network, security, platform, software/application &/or 
data/info found at aset.az.gov/resources/psp?

Yes

8.17a Describe below the compliance issues that were identified and how they have been/will be 
resolved, or whether an ADOA‐ASET representative should contact you:

8.18 Are there other high risk project issues that have not been identified as part of this PIJ?

No

8.18a Please explain all unidentified high risk project issues below:

9. SECURITY
9.1 Will the proposed solution be vendor‐hosted?

Yes
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9.1a Please select from the following vendor‐hosted options:

Other

9.1b Describe the rationale for selecting the vendor‐hosted option below:

Salesforce hosts the SaaS on their servers in their cloud and this is in keeping with the "Cloud First" 
strategy.

9.1c Has the agency been able to confirm the long‐term viability of the vendor hosted environment?

Yes

9.1d Has the agency addressed contract termination contingencies, e.g., solution ownership, data 
ownership, application portability, migration plans upon contract/support termination?

Yes

9.1e Has a Conceptual Design/Network Diagram been provided and reviewed by ASET‐SPR?

Yes

9.1f Has the spreadsheet located at https://aset.az.gov/arizona‐baseline‐security‐controls‐excel already 
been completed by the vendor and approved by ASET‐SPR?

Yes

9.2 Will the proposed solution be hosted on‐premise in a state agency?

No

9.2a Where will the on‐premise solution be located:

9.2b Were vendor‐hosted options available and reviewed?

9.2c Describe the rationale for selecting an on‐premise option below:

9.2d Will any data be transmitted into or out of the agency's on‐premise environment or the State Data 
Center?

9.3 Will any PII, PHI, CGIS, or other Protected Information as defined in the 8110 Statewide Data 
Classification Policy be transmitted, stored, or processed with this project?

Yes

9.3a Describe below what security infrastructure/controls are/will be put in place to safeguard this data:

SPR has certified Salesforce to be adequately secure for this information.
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10. AREAS OF IMPACT
Application Systems

az.gov Web Portal Application

Database Systems

Database Consolidation/Migration/Extract Transform and Load Data

Software

COTS Application Acquisition

Hardware

Hosted Solution (Cloud Implementation)

Vendor Hosted

Security

Telecommunications

Enterprise Solutions

eLicensing

Contract Services/Procurements
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11. FINANCIALS
Description

PIJ 
Category

Cost Type
Fiscal Year 
Spend

Quantity Unit Cost Extended Cost Tax Rate Tax Total Cost

SalesForce Basic 
Gov. YR1

License & 
Maintena
nce Fees

Develop
ment

1 65 $850 $55,247 860.00 % $4,751 $59,999

UnlimitedEdition 
Gov. Cloud Yr.1

License & 
Maintena
nce Fees

Develop
ment

1 1 $2,400 $2,400 860.00 % $206 $2,606

SalesForce 
LGTNG USER Yr1

License & 
Maintena
nce Fees

Develop
ment

1 65 $404 $26,270 860.00 % $2,259 $28,529

SalesForce 
Community 
License Yr1

License & 
Maintena
nce Fees

Develop
ment

1 9000 $0 $1,710 860.00 % $147 $1,857

Deloitte 
Implementation

Professio
nal & 
Outside 
Services

Develop
ment

1 1 $840,000 $840,000 0.00 % $0 $840,000

MSS 
Technologies 
Professional 
Services

Professio
nal & 
Outside 
Services

Develop
ment

1 1 $472,820 $472,820 0.00 % $0 $472,820

Basic Gov. Yr2

License & 
Maintena
nce Fees

Operatio
nal

2 65 $850 $55,247 860.00 % $4,751 $59,999

Unlimited 
Edition Gov. 
Cloud Yr2

License & 
Maintena
nce Fees

Operatio
nal

2 1 $2,400 $2,400 860.00 % $206 $2,606

SalesForce 
LGTNG USER Yr2

License & 
Maintena
nce Fees

Operatio
nal

2 65 $404 $26,270 860.00 % $2,259 $28,529

SalesForce 
Community 
License Yr2

License & 
Maintena
nce Fees

Operatio
nal

2 36000 $0 $6,840 860.00 % $588 $7,428

SalesForce 
LGTNG USER Yr3

License & 
Maintena
nce Fees

Operatio
nal

3 65 $404 $26,270 860.00 % $2,259 $28,529

SalesForce 
Community 
License Yr3

License & 
Maintena
nce Fees

Operatio
nal

3 36000 $0 $6,840 860.00 % $588 $7,428

Unlimited 
Edition gov. 
Cloud Yr3

License & 
Maintena
nce Fees

Operatio
nal

3 1 $2,400 $2,400 860.00 % $206 $2,606

Basic Gov Yr3

License & 
Maintena
nce Fees

Operatio
nal

3 65 $850 $55,247 860.00 % $4,751 $59,999

Basic Gov. Yr4

License & 
Maintena
nce Fees

Operatio
nal

4 65 $850 $55,247 860.00 % $4,751 $59,999

Unlimited 
Edition gov. 
Cloud Yr4

License & 
Maintena
nce Fees

Operatio
nal

4 1 $2,400 $2,400 860.00 % $206 $2,606

SalesForce 
LGTNG USER Yr4

License & 
Maintena
nce Fees

Operatio
nal

4 65 $404 $26,270 860.00 % $2,259 $28,529
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SalesForce 
Community 
License Yr4

License & 
Maintena
nce Fees

Operatio
nal

4 36000 $0 $6,840 860.00 % $588 $7,428

Basic Gov. Yr5

License & 
Maintena
nce Fees

Operatio
nal

5 65 $850 $55,247 860.00 % $4,751 $59,999

Unlimited 
Edition Gov. 
Cloud Yr5

License & 
Maintena
nce Fees

Operatio
nal

5 1 $2,400 $2,400 860.00 % $206 $2,606

SalesForce 
LGTNG USER Yr5

License & 
Maintena
nce Fees

Operatio
nal

5 65 $404 $26,270 860.00 % $2,259 $28,529

SalesForce 
Community 
License Yr5

License & 
Maintena
nce Fees

Operatio
nal

5 36000 $0 $6,840 860.00 % $588 $7,428

Base Budget (Available) Base Budget (To Be Req) Base Budget % of Project

$5,811 0%
APF (Available) APF (To Be Req) APF % of Project

$1,400,000 $0 77%
Other Appropriated (Available) Other Appropriated (To Be Req) Other Appropriated % of Project

$0 $422,260 23%
Federal (Available) Federal (To Be Req) Federal % of Project

$0 $0 0%
Other Non‐Appropriated (Available) Other Non‐Appropriated (To Be Req) Other Non‐Appropriated % of Project

$0 $0 0%

Total Budget Available Total Development Cost

$1,405,811 $1,405,811
Total Budget To Be Req Total Operational Cost

$422,260 $394,249
Total Budget Total Cost

$1,828,071 $1,800,060

12. PROJECT SUCCESS
Please specify what performance indicator(s) will be referenced in determining the success of the 
proposed project (e.g. increased productivity, improved customer service, etc.)? (A minimum of one 
performance indicator must be specified)

Please provide the performance objective as a quantifiable metric for each performance indicator 
specified.
Note: The performance objective should provide the current performance level, the performance goal, 
and the time period within which that performance goal is intended to be achieved. You should have an 
auditable means to measure and take corrective action to address any deviations.
Example: Within 6 months of project completion, the agency would hope to increase "Neighborhood 
Beautification" program registration by 20% (3,986 registrants) from the current registration count of 
19,930 active participants.

Performance Indicators

Performance Indicators
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1. Within 3 months of project completion, DFI should have reduced the number of internal systems 
required for DFI work processes from six systems to one.

2. Within 6 months of project completion, the number of on‐line non‐mortgage licensees should 
increase by 35%.

3. Within 6 months of project completion, the touch time for license applications should decrease 
by 30%.  Touch time is the time that the application is actually being worked on and does not include time 
spent waiting for input from the prospective licensee.

13. CONDITIONS
Conditions for Approval
1. As a result of the selection process, should the final costs exceed the estimated costs by 10% or more, 
or should there be significant changes to the proposed technology, scope of work or implementation 
schedule, the Department of Financial Institutions must amend the PIJ to reflect the changes and submit 
it to ADOA‐ASET, ITAC & JLBC for review and approval prior to any expenditure of funds.

14. ENGAGEMENT MANAGER COMMENTS
Project Background
The proposed Salesforce solution will bring DFI to a single internal system that integrates with all of the 
necessary external systems required for DFI to operate in today's technology. By implementing this 
system, DFI will have the ability to operate in the cloud, reduce and eventually eliminate physical 
hardware and maintenance, as well as continue to grow this one platform to align with the changes in the 
technology industry in future years.

Business Justification
This digital transformation will eliminate the use of outdated technology that has reached or passed end‐
of‐life support for certain systems. In implementing this new technology, DFI will have the ability to 
reduce manual processes and automate them, increasing the efficiency of the Department as a whole. 
Furthermore, this new technology will allow DFI to continue adjusting to industry‐specific and technology 
changes moving forward. Additionally, the new solution will align with the State’s Strategic direction of 
enterprise software hosted in the cloud.

Implementation Plan
The selected vendor has proposed a 6‐9 month time for implementation. The first 6 weeks of the project 
plan will include MSS (PM/Oversight/Staff Aug.) working with DFI Staff and Deloitte to complete pre‐
implementation preparation. Once pre‐implementation preparation is complete, Deloitte will begin 
working on the project for the following 26 weeks. This work will include Data Conversions, Data 
Migrations, User Acceptance Testing & a week of support after "go‐live". From there, MSS will continue 
working with DFI to decommission existing technologies properly, continued project oversight & 
reporting, change management within DFI & additional support for the following 6 weeks. Additionally, as 
a cloud‐based solution is sought, there will be minimal, if any, implementation on‐site.

Vendor Selection
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The Department of Financial Institutions brought in a vendor (MSS) to help conduct a review of Business 
Requirements so as to begin looking for solutions that would fulfil all of the required functions of DFI. 
With these business requirements, we reviewed over 5 vendors for their ability to address all areas 
defined as "need to have" and "nice to have" functions within their solutions. As a result of these reviews, 
3 vendors were asked for quotes on their proposed solution along with a 5‐year TCO. From those 3 
quotes, a vendor was selected in Deloitte to implement a Salesforce solution in a cloud environment. This 
selection aligns with the States overall IT Strategy by going to the cloud as well as utilizing State Contracts 
in place for an Enterprise eLicense Solution. 
On top of Deloitte and in lieu of previous attempts by Board of Appraisals and Department of Financial 
Institutions failed attempts to implement an eLicense solution and reduce dependencies on outdated 
technology, MSS was also recommended to continue Project Oversight on the project as well as complete 
data mapping, clean‐up and preparation so as to reduce the risks associated with delays in the project 
timeline as well as provide assistance to DFI with items they are not currently able to perform without 
assistance.

Budget or Funding Considerations
This project is heavily reliant on the funding coming from Automated Project Funds for implementation 
(1.4 million) and the remainder of the first year development cost will be covered with General Funds 
from the DFI budget.

15. PIJ REVIEW CHECKLIST
Agency Project Sponsor
Robert D. Charlton, Superintendent

Agency CIO (or Designee)
Robert D. Charlton, Superintendent

Agency ISO (or designee)
Robert D. Charlton, Superintendent

OSPB Representative
Jacob Wingate

ASET Engagement Manager
Brandon Kent

ASET SPR Representative
Thomas Considine

Agency SPO Representative

Agency CFO
Lola L. Duncan, Admin. Mgr.
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