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Statement of Purpose 
This Change Order CO-047 (“Change Order”) is related to the Agreement (the “Agreement”) dated as of October 29, 2007, as amended, by and between the California Automated Consortium Eligibility System (“Consortium”) and First Data Government Solutions, LP ("First Data").  Unless the context indicates otherwise, all capitalized terms that are used, but not defined in this Change Order, shall have the meaning assigned to such terms in the Agreement. 

Pursuant to the State Strategy for Eligibility Systems and enactment of California Assembly Bill ABX 1 of 2011, the Consortium is planning the migration of the Consortium into a combined 40-county system (“CalACES”). The future CalACES migration Development and Implementation (“D&I”) project will include the activities for CalACES to be designed, developed and implemented.  Federal sponsors, both Food and Nutrition Service (“FNS”) and the Centers for Medicare and Medicaid Services (“CMS”), have requested additional information and analysis surrounding consolidation of the databases and data centers as well as operating in a Cloud environment in order to support and approve the Implementation Advance Planning Document (“IAPD”) for the CalACES Migration D&I project to proceed.

The following activities are critical to the CalACES migration strategy and require a technical alternative analysis and cost benefit analysis:
1. Transition to a single database 
2. Transition to a single data center
3. Transition to the Cloud
4. Shared services

This Change Order outlines the staffing requirements, costs, and timeline for First Data and/or its subcontractors, in the development of a technical alternatives analysis and cost benefits analysis.
Services and Deliverables
First Data shall provide Consortium with the services and deliverables for the CalACES technical alternative analysis and cost benefit analysis as described herein.
Technical Analysis
First Data will have a working team with the appropriate mix of experience and expertise to lead and complete the following tasks and deliverables: 


	[bookmark: _Hlk503102512]Task No.
	Task Description

	1
	Risk Assessment, alternative analysis and cost benefit analysis of activities, including sequencing, for CalACES datacenter consolidation from both a technical and operational perspective (Data Center Equipment & Services, Environments, Batch Scheduling, Central Print Services, Level 1 Help Desk Services, Content Management, Lobby Management, Managed Remote Infrastructure/Workstations, Technology Services and Tools for PMO, Imaging Contact Centers and IVR and Network) including hosting strategy (i.e., Cloud services and interfaces).

	2
	Risk Assessment, alternative analysis and cost benefit analysis activities, including sequencing, for CalACES database consolidation (All Databases such as OLTP, Document, Task Management, Data Warehouse, Business Intelligence and Reporting, etc.) including hosting strategy from both a technical and operational perspective.

	3
	Risk Assessment, alternative analysis and cost benefit analysis activities, including sequencing, for CalACES DD&I approach of separated, segmented and/or partitioned technology platforms vs. single instance of application.

	4
	Risk Assessment, alternative analysis and cost benefit analysis for application consolidation such as the Business Rules Engines, Service Desk Management, Document Imaging, Real-time and Batch Interfaces, etc.

	5
	Risk Assessment, alternative analysis and cost benefit analysis activities, including sequencing, for 39-county migration to CalACES.

	6
	Risk Assessment, alternative analysis and cost benefit analysis activities, including sequencing, related to the development of SAWS New Shared Services e.g. Single SAWS Consolidated Portal 

	7
	Risk Assessment and alternative analysis and cost benefit analysis activities, including sequencing and the impact of termination(s) of existing SAWS contracts or subcontracts.

	8
	Provide options for the redevelopment of roadmap to a single SAWS system and tactical near-term action plan for multiple work streams of CalACES and CalSAWS efforts, including parallel planning, procurement(s), analysis, design, development, implementation, maintenance and operations (both insourced and outsourced resources).

	9
	Analyze operating costs of existing C-IV and LRS datacenters, define alternatives with the sequencing of datacenter and database consolidation efforts, and develop and assess cost details of CalACES datacenter and database consolidation

	10
	Develop an Analysis Report for the various Procurement strategy options.



The assessment will be staged over a 16-week period, January 18, 2018 to May 11, 2018, during which three deliverables (Fact Base and Emerging Alternatives Report, Interim CalACES Alternatives Analysis Report and Final CalACES Alternatives Analysis Report) will be generated. To facilitate this, there will be a short period of pre-work from January 8, 2018 to January 18, 2018 for the project team to align on deliverables, approach, timelines, stakeholders and to prepare for the kickoff scheduled January 18, 2018. There will be a two-week period after completion of the final deliverable in order to facilitate additional follow-up or syndication, should that be needed. 

The following approach will be used in completing the tasks. 

· [bookmark: _Hlk503378355]Firstly, a set of options will be defined for each of the following components of CalACES: CalACES data center consolidation, CalACES database consolidation, SAWS New Shared Services, and ancillary systems (Imaging, IVR and Contact Center). 
· Each of the options will be assessed on a set of objective criteria that considers the following: pros and cons, risks (e.g., service level agreements, security, schedule etc.), and cost and benefits (both one-time and recurring). A robust fact-base set of data will be collected and analyzed in order to support the assessment. 
· Based on the assessment of the options, a set of logical alternatives will be developed relative to the status quo (i.e., the CalACES migration planned to be completed 2020). The assumptions for each of the alternatives will be clearly articulated (e.g., level of consolidation, scope that is included vs. excluded, etc.)
· An alternatives analysis will be performed to objectively evaluate and score each of the alternatives. This will be done by defining the evaluation and scoring criteria which may include, e.g. the roll-up of the cost-benefit analysis, risks associated with that alternative, performance and scalability considerations, implications to timeline, impact to ancillary systems, and impact of termination(s) of existing SAWS contracts or subcontracts specific to LRS and C-IV. This will enable the objective identification of the leading alternative, based on the fact-base that will be compiled for the alternatives analysis. 
· Further, the options for sequencing, DD&I approach and procurement strategy will be developed for each of the alternatives. 
· Lastly, a set of options will be identified for the redevelopment of roadmap to a single SAWS system and tactical near-term action plan for multiple work streams of CalACES and CalSAWS efforts, including parallel planning, procurement(s), analysis, design, development, implementation, maintenance and operations. This will be done at a conceptual level leveraging ideas and best practices from other successful system consolidation efforts – however, these options for redevelopment of roadmap to a single SAWS system must be further validated. 
· First Data will perform the following project management activities for the completion of task and deliverables covered by this SOW:
· Meeting facilitation and support, specifically for:
· Daily check-ins and check-outs
· Weekly progress reviews
· Specific meetings initiated for purposes of kickoff and data collection to support the assessment
· Issue and data tracking, which will be managed through trackers that will be shared with the core project team during the daily check-ins and check-outs
· Addressing comments received during the weekly reviews and deliverable reviews
First Data will produce the following deliverables:
· Deliverable 01 - Fact-base and Emerging Alternatives Report: This deliverable will contain a data scorecard of data requests and collection, initial baseline information collected to date (per project timeline), and emerging alternatives.

· Deliverable 02 - Interim CalACES Alternatives Analysis Report: This deliverable will contain analyses of the current approach for migration of C-IV and LRS to CalACES, as well as the alternatives analysis for hosting, data center and database consolidation, and shared services (focused on portal). For each of the alternatives, this report will contain an overview and description of the alternative, the relative costs and benefits, as well as a risk assessment to compare and contrast the alternatives relative to the current approach. 

· Deliverable 03 - Final CalACES Alternatives Analysis Report: This deliverable will build upon deliverable 02, and will contain analysis of current approach for migration of C-IV and LRS to CalACES, as well as the alternatives analysis for consolidation of hosting, data center and database consolidation, shared services (focused on portal, and Foster Care Eligibility Determination (FCED) and Online CalWORKS Appraisal Tool (OCAT)), and ancillary systems (Imaging, IVR and Contact Center). Covering all tasks in scope, for each of the alternatives, this report will contain an overview and description of the alternative, the relative costs and benefits, as well as a risk assessment to compare and contrast the alternatives relative to the current approach. 
Project Management and Technical Support
First Data will work collaboratively with the Consortium to maximize the timeliness and success of this effort. First Data will perform the following Services as prioritized and agreed to by the Consortium and First Data:
· Provide subject matter expertise related to the alternatives analysis and cost benefit analysis, including interpretion and translation of information regardingfeasible alternatives and approaches, including risks, impacts to timeline and existing contracts
· Participate in discussions regarding the evaluation criteria and scoring methodologies and provide feedback
· Provide advice and feedback on recurring and non-recurring costs
· Provide advice and feedback on qualitative and quantitative benefits
· Provide project management support reviewing project work plans, issue management, risk management and reporting, meeting material, and deliverables
· Support development of a re-baselined Migration D&I IAPD to include the results of the alternatives analysis and cost benefit analysis
Assumptions
In addition to any other responsibilities or duties described in this Change Order or in the Agreement, the conditions on First Data's performance and assumptions upon which First Data has relied in agreeing to perform the services described in this Change Order on the terms set out herein (collectively "Assumptions") are listed below. If any of the Assumptions are not performed or prove to be incorrect, it may cause changes to the Schedule, costs, Deliverables, or level of effort required, or otherwise impact First Data’s performance of the services described in this Change Order.
The Assumptions of this Change Order are set forth below:
1. Timely performance strictly relies and is contingent upon the Consortium providing any and all necessary data, information, and access to personnel in a timely fashion.
2. The price for First Data’s performance of this Change Order includes the costs associated with the three-month contingency plan.  
3. Funding is available for this effort as outlined in this Change Order.  The current CalACES Planning Advance Planning Document (“PAPD”) includes funding costs through September 2018.  This Change Order includes services through September 2018 and payment through November 2018.  
4. Any changes in scope between the Change Order price and the final scope of work will require a separate assessment and cost for services and may result in an additional request for funding through the Office of Systems Integration as appropriate.
5. Technical analysis charges will be invoiced as Deliverables per the Deliverable schedule set forth in this Change Order.
6. Project management and technical support services will be invoiced as time and materials.
7. Consortium shall give Acceptance within a reasonable timeframe when it determines that each Deliverable conforms to its applicable Specifications, and has no Deficiencies (other than Cosmetic Deficiencies). 
8. The Consortium will provide, or cause to be provided, office space at no cost to First Data.
Confidentiality
For the Services associated with this Change Order, First Data and its subcontractors’ work to be provided as described within this Change Order is confidential and intended for the Consortium’s internal use, and for the Consortium to share as required with State, County, and Federal partners, only. In order to promote true neutrality on issues, provide an environment for uncensored guidance for its clients, ensure compliance with its contract confidentiality requirements, and better empower its clients, First Data and its subcontractors do not advocate, present findings, or consent to public references in any public meeting, writing, or other public forum. The Consortium and its State, County, and Federal partners may, on an as-needed basis for the sole purpose of supporting the Consortium, disclose the fact of First Data and its subcontractors’ involvement verbally, and if necessary, in writing. The Consortium understands that First Data and its subcontractors will not advocate, present findings, or speak on the Consortium’s behalf in any public forum without specific written authorization and agreement, although First Data and/or a single subcontractor will join the Consortium routine meetings, specifically the CalACES Joint Powers of Authority Board Meeting and the CalACES Project Steering Committee Meeting, with State, County, and Federal partners that may be open to the public to be available to answer questions directly related to First Data and/or its subcontractors’ services that the Consortium may not otherwise be able to answer.
Schedule
The Services associated with this Change Order shall commence in State Fiscal Year (“SFY”) 2017/18 and be completed in SFY 2018/19.
Staffing
To accomplish the tasks associated with the Services under this Change Order, First Data will add the following positions:

	Position
	Equivalent

	Senior Technical Lead
	Two Full-Time

	Technical Analysis Team
	Variable




Total Change Order Cost
The costs associated with this Change Order are summarized in the table below.  The costs will be billed in accordance with Section 6.6 of the Agreement and as reflected in Section VIII below and Exhibit A.
	CalACES Technical Planning
	SFY 17/18
	SFY 18/19
(Contingency)
	Total Cost 

	Technical Analysis Services
	$2,100,000 
	$0 
	$2,100,000 

	Project Management and Technical Support Services
	$416,586 
	$138,863 
	$555,449 

	Total
	$2,516,586 
	$138,863 
	$2,655,449 


Payment Schedule
The following table outlines the charges and invoicing timelines for Payment Milestones associated with the Technical Analysis and deliverables.
	#
	Deliverable
	Target Deliverable Due Date
	Target Invoice Date
	Price
SFY 17/18

	01
	Fact-base and Emerging Alternatives Report
	2/23/2018
	3/5/2018
	$735,000

	02
	Interim CalACES Alternatives Analysis Report
	3/12/2018
	3/22/2018
	$945,000

	03
	Final CalACES Alternatives Analysis Report
	5/11/2018
	5/21/2018
	$420,000

	
	
	
	TOTAL
	$2,100,000 



The following table outlines the charges for the Project Management and Technical Support Services to be invoiced monthly based on actual hours.
	#
	Position Title
	Hourly Rate
	Price
SFY 17/18
	SFY 18/19
(Contingency)
	Total with Contingency

	01
	Technical Lead
	$206.64
	$416,586
	$138,863
	$555,449

	
	
	Total
	$416,586
	$138,863
	$555,449



Impact on the Agreement
The changes outlined in this Change Order are incorporated into the Agreement dated October 29, 2007, and Amendment No. Fifty-Seven dated January 26, 2018, as follows:

Exhibit A, Financial Matters – The total increase to the Prices and Charges under the Agreement is incorporated into Sections A, C and D.

Change Order Approval

Subject:  Change Order CO-047– CalACES Migration Technical Planning and Analysis

The subject document is accepted as allowing First Data to proceed with Change Order CO-047 – CalACES Migration Technical Planning and Analysis.


CALIFORNIA AUTOMATED CONSORTIUM ELIGIBLITY SYSTEM

By:						

Printed Name:				

Title:						

Date:						

By:						

Printed Name: 				

Title: 						

Date:						


Notice Address:
California Automated Consortium Eligibility System
Attention: Executive Director
11290 Pyrites Way, Suite 150
Rancho Cordova, CA  95670-4481







Page 9 of 9
January 26, 2018		CO-047

