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Task Force on Transportation and Customer Service Efficiency
HB4047 (2014) Executive Summary

The Task Force on Transportation and Customer Service Efficiency was created by House Bill 4047 (2014)
to study the efficiency of services provided at the Driver and Motor Vehicle (DMV) field offices, and to
make recommendations on changes and improvements to DMV’s customer service delivery methods.
The eleven members of the Task Force learned about the details of services provided by the DMV and saw

the work required behind the scenes to deliver these services to the public. The Task Force:

e met five times between June and November 2014;

e heard presentations from subject matter experts;

e completed on-site inspections of a DMV field office and DMV Headquarters;
e gathered public input from monthly customer surveys; and

e completed a survey of field office employees to get direct input from customer-facing staft.
Findings

Task Force members were surprised by the age of systems in operation at the DMV and the rudimentary
nature of technology that hinders the delivery of services. DMV employees manage to provide positive
customer service despite the obstacles of computer software from the 1970s and a paper-intensive process.
Customer surveys over the past five years show that a third of customers are unsatisfied with their wait
time, but consistently over 85 percent of customers consider employee courtesy, helpfulness and
knowledge as good or excellent. This level of customer satisfaction is a testament to employees’
commitment and dedication to the DMV’s mission.

The prominent customer complaint about DMV services is long waits for service in field offices. Increased
staffing or extended office hours could offer some improvement for customers, but the need for significant
back-office support makes extended hours an expensive proposition. The Task Force recommendations

provide greater opportunity to expand options for customers and improve service delivery.
Primary Recommendation

The Task Force recommends replacement of existing computer systems. It is clear to the Task Force that
to make transformational improvements to service delivery, reduce wait times, increase online services

and meet customer expectations, replacement of computer systems is essential and must be prioritized.

The need for new technology was identified by DMV staff, who have been working with consultants and
service providers to plan a strategy for this complicated task. The DMV understands that this is also an
opportunity to update business processes and streamline how services are provided. The Task Force

recommends the Legislature support the DMV in this effort.



The table below provides some examples of the limitations of the current system:

Current characteristic

Business Impact

Outdated COBOL

programming language

Lack of modern programming language limits ability to innovate

(e.g. online and self-service options)

Silo design of computer

programs

Time consuming and costly to make changes. Lack of integration

impedes a complete view of DMV customer information in one place

Manual and paper-intensive

Unable to utilize electronic filing and document processing

processes techniques
Unsupported COBOL System support at risk due to difficulty hiring IT staff with experience
language using older languages and development protocols

Microfiche archiving

Increased time and space required to store and access records

Additional Recommendations

DMYV has been actively pursuing opportunities to make improvements to customer service. Listed below

are current initiatives that the Task Force recommends the Legislature support where necessary:

e Acceptance of debit and credit cards

The DMV has started an 18 month project to accept debit and credit cards at DMV field offices. This

option is a frequent request of customers and will help improve customer satisfaction.

e Fee increase for computer system and card transactions

The Task Force recommends a minimal increase in DMV fees to fund a replacement computer system
and debit and credit card charges. Increasing fees will protect the State Highway Fund. The fee should
be the same regardless of payment method (no extra fee to use a credit card) or service channel (field

office or online transactions).

e Allowing an online transaction print-out to be used as proof of registration renewal

Surveys have shown that some internet-savvy customers come to the field office for registration
renewal when an online transaction can’t deliver stickers before their vehicle registration expires. This
proposed legislative amendment seeks to expand the number of customers who make use of the online

option.
e Recommendations to ODOT Director

Suggestions for improvements to customer service delivery methods that do not require immediate

legislative action to implement have been made in a letter to the Director of Transportation.

Copies of the report are available online at http://www.oregon.gov/DAS/Pages/HB4047_TaskForce.aspx
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TASK FORCE on TRANSPORTATION and CUSTOMER SERVICE EFFICIENCY

October 31, 2014

Matthew L. Garrett, Director

Oregon Department of Transportation
355 Capitol Street NE,

Salem, OR 97301

Re: Task Force on Transportation and Customer Service Efficiency Recommendations
Director Garrett,

On behalf of the Task Force on Transportation and Customer Service Efficiency created by
House Bill 4047 (2014), we would like to offer the following recommendations for changes and
improvements to existing customer service delivery methods at DMV field offices. These
recommendations are in addition to those in the report to the Legislature, which are focused on
areas where legislative involvement is necessary or useful for success. The executive summary
submitted to legislators is included with this letter and the complete report is available online at:
http://www.oregon.gov/DAS/Pages/HB4047_TaskForce.aspx

The main complaint of customers is the length of time spent waiting to complete a field office
transaction. These recommendations attempt to mitigate this problem in a variety of ways:

e ‘Live’ field office wait times posted online
The DMV has existing internal information about current wait times in field offices that should
be made available on the DMV webpage; this will help customers choose the best time to visit.

e Lobby/queue management system
Electronic queue management systems offer a way to manage customers in real-time, and can
even allow customers to join a ‘virtual’ line and leave the field office to complete other tasks
while they wait.

e Scheduling of appointments
Appointments that allow commercial customers and vehicle dealers to complete unlimited
transactions at one time with one payment are a more efficient use of customer and DMV
employee time.

o Kiosks
Examples from other states suggest that kiosks can offer benefits to DMV customers such as
expanded hours, increased locations and express transactions. The Task Force recommends that
DMV study kiosks and consider adding them to its customer service channels.



e Customer information placards
Customers are often frustrated by empty counters when there is a backlog. As the Task Force
learned why staff are required at times to leave the counter, e.g. to conduct drive tests, they felt
that communicating these reasons to customers would help improve the customer experience.

e Wi Fi in field offices
Providing Wi-Fi access in select field offices would offer entertainment options to occupy
waiting customers and may also allow customers to complete other necessary transactions, such
as paying fines, that impact their DMV transaction.

e Adequate staffing
Larger field offices that provide back-up staff for nearby offices to cover illness or vacation often
find they cannot keep up with their own workload. Increasing large office staff in anticipation
of needing to back-fill could avoid over-extending limited resources.

Throughout this process the Task Force has been impressed by the energy, competence and
dedication of DMV employees at every level. They have been a great resource to the Task Force
and have provided an excellent education in a short amount of time.

Sincerely,

Catherine Webber
Chair
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DAS is grateful to DMV staff for providing the content for this briefing document.
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Oregon
Department
of Transportation

Driver and Motor Vehicle Services (DMV) information web link for the public is below.

The Oregon DMV maintains and endorses only one official Web site located at:
http://www.oregon.qov/ODOT/DMV.




http://www.oregon.gov/ODOT/DMV/pages/news/driver_stats.aspx

http://www.oregon.gov/DAS/Pages/HB4047_TaskForce.aspx

http://www.oregon.gov/ODOT/DMV
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Section 1: Introduction

e Executive Summary of HB 4047

e ODOT | DMV

= Introduction

Systems Modernization Plans for 2015-2017 Biennia
Alternate Hours Experience
Present Day Operations
e HB 4047 Bill Text (2014 Legislative Session)

e EXECUTIVE SUMMARY of HB 4047

Bill Summary:

House Bill 4047 creates a Task Force on Transportation and Customer Service
Efficiency, comprised of eleven members to study the efficiency of services provided at
the Oregon Department of Transportation (ODOT) DMV field offices and to make
recommendations to ODOT'’s Director on changes and improvements that could and
should be made to DMV’s customer service delivery methods. State agencies are
directed to provide information as requested, and staffing is to be provided by the
Department of Administrative Services. The Task Force is directed to submit a report of
its findings and recommendations to the Legislative Assembly by November 1, 2014.

DMV Perspective:

While the legislative bill specifically calls out the study of customer service and
efficiency in the field offices, DMV suggests that the information sought and used by the
task force also include the other DMV service delivery methods — phone, mail, and
internet — because they heavily impact the customer volume and customer experience
in the field offices. DMV also recommends that the task force consider issues of
budget, positions/FTE, and the fees set in statute to raise money for the Highway Fund.

e TEXT OF LEGISLATION:

https://olis.leg.state.or.us/liz/2014R1/Measures/Text/HB4047/Enrolled




https://olis.leg.state.or.us/liz/2014R1/Measures/Text/HB4047/Enrolled
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e ODOT - DMV INTRODUCTION

DMV’s mission is to promote driver safety, protect financial and ownership
interests in vehicles, grant driving privileges, provide driver licenses and
identification cards for Oregon residents and collect revenue for Oregon's roads.

DMV has been part of the Oregon Department of Transportation since 1969, but its core
functions date back to the early 1900s. In 1905, the Oregon Legislature enacted the
state’s first motor vehicle registration law, six years after the first automobile was
purchased in Oregon in 1899. This legislation required owners to display the registration
number (received after paying a one-time fee) on a leather or metal plate or to paint it
on the vehicle’s bumper. By 1911, with 6,428 motor vehicles registered in Oregon, the
legislature enacted annual registration fees dedicated to road building.

DMV operates a centralized headquarters operation, two satellite call centers, and 60
field offices throughout the state. Twelve field offices have more than ten employees
and are located in the highest population areas. Other offices have only a few
employees, are in very small communities, and have a relatively small customer
volume. DMV also operates four satellite offices that are open only once per week or
even once per month, so that more remote communities have closer access to a DMV
services in a field office.

DMV

STATUTORY ORS 801-826

AUTHORITY

MAJOR Other Funds Federal Funds

;gﬁ:ig:g BY $614 million (2009/2011 Total Revenue) $1.1 million (Actual Expenditures)

BIENNIUM $673 million (2011/2013 Total Revenue) $2.4 million (Actual Expenditures)
$693 million (2013/2015 Forecast Revenue) $3.5 million (Federal Funds Limitation)

Beginning in 2001, the Oregon Legislature increased a number of DMV fees by
substantial amounts to support economic development, increase employment levels,
and provide funding to improve Oregon’s transportation system, particularly its aging
infrastructure. These initiatives, collectively known as the Oregon Transportation
Investment Act (OTIA) and the Jobs and Transportation Act (JTA), increased DMV fees
relating to driver licensing and ownership and registration of vehicles.

Driver and vehicle fees collected by DMV are relied upon to achieve four core purposes:

Generate revenue for the state highway fund
Collect revenue for local government road transportation purposes
Provide funding for transportation infrastructure debt service
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e Cover direct and other administrative costs of providing DMV services

Driver and Motor Vehicle (DMV) Revenue Summary
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The Oregon Constitution designates all taxes and fees for the ownership, operation or
use of motor vehicles must be spent on the state motor vehicle transportation system.
Each biennium, approximately $165 million is directly spent by DMV to collect revenue
and administer programs designed to enhance safety and security for the traveling
public. Additionally, $68 million is collected every two years to fund other programs
within ODOT including passenger rail, senior and disabled transit, salmon restoration,
driver education, and county registration fees.

Once DMV administrative expenditures have been paid out of the collected revenues,
the remainder is dedicated to the State Highway Trust Fund, of which a percentage (just
over 50%) is distributed to Oregon cities and counties to fund work on streets, roads,
and bridges. Additional revenues are transferred to Oregon State Parks and Recreation
Department and other state agencies as defined in statute. The remaining revenues go
to the Highway Trust Fund to support ODOT operations and to pay for bond debt
payments.

Some revenues do not fall within the guidelines of the State Highway Fund, including
DMV Business Regulation licensing fees, civil penalties, and ID card revenue. These
revenues are dedicated to specific programs not related to motor vehicle transportation.
Additionally, several DMV programs do not meet the criteria outlined in the Oregon
Constitution for Highway Fund expenditures. These programs include ID cards,
disabled placards, voter registration, expedited titles, and certain Business Regulation
functions that are paid from the Transportation Operating Fund (specific revenues not
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dedicated to motor vehicle transportation).
Fee Setting

DMV fees are primarily set in statute, which means any changes must be approved by
both chambers of the state legislature and generally signed by the Governor. Fees
designed to raise revenue beyond the cost of the goods or services provided to the
customer are considered taxes and require super-majority votes in both the House and
the Senate. Other DMV fees set in statute that are designed to only cover the cost of
the service provided to the customer are considered fees and do not require super-
majorities.

Certain DMV fees are not defined by the legislature in statute; they are set through the
Oregon Administrative Rule (OAR) process adopted through the Oregon Transportation
Commission. This can only occur after the Legislature authorizes the agency to do so.
Fees set by rule can be changed by the agency at any time, but this requires 90 days
public notice and a public hearing. DMV’s record fees are an example of fees set by
rule.

Driver and Motor Vehicle (DMV) Expenditure Summary

The ODOT Driver & Motor Vehicle Services Division performs many activities to
promote driver safety, protect financial and ownership interests in vehicles, grant driving
privileges, provide driver licenses and identification cards for Oregon residents, and
collect revenue for Oregon's roads.

DMV'’s legislatively approved operating budget for the 2013-2015 biennium is

$173 million, which includes an approximately $3.5 million authorization to spend
federal grant funding. Of this total, a budget is allocated to each of the DMV service
groups:

= $70.9 million for operating 60 field offices spanning the entire state;

= $29.9 million for the centralized processing of transactions that are received from
customers through field offices, by mail, and online processes, and processing additional
transactions, convictions, suspensions, and accident reports submitted by courts,
dealers, law enforcement and insurance companies;

= $32.1 million for operating three customer telephone contact centers, the DMV records
program, headquarters mail and facilities crews, and microfilm/ imaging;

= $30.3 million for the program services group, which includes the driver and vehicle
program sections, DMV systems and planning, fraud prevention and investigation, and
business regulation and licensing. This budget also pays for all of the forms and
inventory purchases such as license plates and registration stickers;

= $1.2 million for the DMV Administrator’s Office, which funds DMV’s portion of ODOT
wide training, special initiatives, budget coordination and ongoing office operations;

» $4.6 million for implementation and ongoing costs of Driver Card issuance (SB 833)
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currently awaiting on the outcome of a statewide referendum placed on the November
2014 General Election ballot.

DMV 2013-15 Budget Summary (millions)

$1.20 $4.60

$3.50

H Field Services

B Processing Services

M Customer Services
Program Services

B DMV Admin

H SB 833

Note: $3.5 million indicated above is the budget reduction for rightsizing within ODOT.
ODOT Budget Decline and Rightsizing

Facing a fiscal reality where ongoing expenditures would exceed revenue collection, the
Department instituted a rightsizing initiative to close the gap over declining federal
Highway Trust funds and state funds that were committed to bond repayment. This
rightsizing was planned to be implemented over several biennia while minimizing
impacts to the workforce. This effort was linked up with HB 3165 (2012 Session) which
legislatively required all state agencies over 100 FTE to reduce their manager to
employee ratio to one to eleven. ODOT has reached this legislatively mandated ratio.

The “rightsizing” initiative for DMV required a 2% cut of the Personal Services budget
for employee salaries ($2.1 million) during the 2011-2013 biennium, and an additional
3% of Personal Services budget ($3.5 million withheld in the 2013-2015 biennium).
Corresponding position elimination targets were prescribed amounting to a reduction of
17 FTE in 2011/13 and 24.5 FTE in 2013-2015 or a proposed total of 41.5 FTE.

DMV appealed to the ODOT Director’s Office to lower the number of positions expected
to be given up in the 2013-2015 biennium in order to meet increasing workload needs
and maintain service levels with the economy recovering and motor vehicle sales
increasing. The request was approved to limit the FTE reduction to eight FTE, but the
equivalent savings of $3.5 million must be withheld in other ways during the biennium.

Because approximately 70% of the DMV budget is Personal Services, most of the
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Rightsizing savings (3% cut in available funds) will need to be created by holding
positions vacant longer than usual and limiting the amount of temporary employee and
overtime hours.

Based on budget reductions, span of control organizational structure changes, and
other right-sizing adjustments, DMV is experiencing higher workloads with more
complicated licensing and vehicle requirements, and less staff available to handle this
workload than they did in the 1999/2000 biennium.

DMV Expenditures and FTE over Time

(Reflects Administrative Reductions)
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DMV Transaction Volume over Time

Transaction 2001-03 2003-05  2005-07 @ 2007-09** 2009-11 2011-13
Vehicle Titles 2,486,756 2,491,241 2,236,935 1,953,969 1,709,872 1,788,963
Vehicle Renewals (without a title) 2,706,652 2,675,576 2,603,100 2,766,944 2,848,780 2,864,021
Vehicle Other Registration (no title) 111,961 115,017 104,747 111,536 103,470 93,775
Regular Class C DL - originals 271,822 272,843 281,220 243,274 224,915 242,433
Regular Class C DL - renewals* 1,034,486 877,877 638,767 471,827 367,627 508,725
CDL - originals 20,519 19,635 16,254 13,219 10,246 11,422
CDL - renewals* 53,977 44,235 32,643 26,986 17,874 18,679
ID Card - originals 178,428 151,158 153,330 111,037 88,397 99,879
ID Card - renewals* 84,503 69,923 45,412 14,089 22,908 41,616
Instruction Permits - Class C, MC, CDL 163,750 160,203 167,429 146,056 131,260 139,027
Replacement DL, CDL, ID card, permits 349,873 359,280 396,485 339,903 300,976 294,685
Totals: 7,462,727 7,236,988 6,676,322 6,198,840 5,826,325 6,103,225

*In October 2000, DMV implemented an 8-year driver license. For the first 4 years, DMV issued 4 and 8 year
licenses as part of the conversion to keep workload as level as possible from year to year. Starting in October 2004,

only 8 year licenses were issued.

**In 2008, DMV implemented legal presence requirements. This reduced DL, ID, IP transaction volumes. Economic
conditions in 2008 resulted in lower vehicle transactions due to declining sales of new cars. DL decreased as more
people were moving out of Oregon and people weren't moving in at the normal rates.

Since 2011, transaction volumes have started to slowly increase, particularly for car sales and original licenses.

DMV Transaction Volume
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System Modernization Plans for 2015-2017

Background: DMV customers have high expectations in conducting business with both
the public and private sectors. Customers want service that is fast, efficient, easy to
use, and flexible. They also expect services to be available at times that are convenient
for them. Moreover they expect government services to be responsive, agile, adaptable,
and transparent.

In a typical day DMV employees:

Complete nearly 10,000 transactions in the 60 field offices.

Handle about 20,000 convictions and other orders from courts.

Respond to over 7,000 telephone calls in the contact centers.

Issue tens of thousands of renewal reminders, vehicle registration stickers, titles,
and suspension notices.

Problem: The existing computer systems are made up of individual software programs
and the primary software language is COBOL developed in the 1950s.! This software
programming language is no longer readily taught to today’s students and 50% of the
current Information Technology (IT) staff who oversee the software at DMV are currently
eligible to retire today. Consequently, this leaves the DMV operationally and technically
“frozen in time”. It also limits its ability to implement process improvements to more
effectively and efficiently serve our customers. Additional burdens are also placed on
employees to compensate for inherent weaknesses in the computer systems.

Solution: To meet the growing demands, DMV is planning to modernize its automated
data collection and tracking systems. DMV needs to be able to adapt quickly to legal
mandates, policy changes, customer preferences, identity theft and fraud risks,
pressures to reduce operating costs, and all opportunities to make programs more
effective. To undertake an initiative to replace the current computer systems requires
considerable investment, tough choices, laser focus, and support from many individuals,
both inside and outside the organization. However, DMV is also aware that its
leadership has a responsibility to take on this challenge and ensure that it is are able to
successfully conduct its day-to-day mission in the years to come.

1 For more information about these systems, please visit this link:
http://groups.engin.umd.umich.edu/CIS/course.des/cis400/cobol/cobol.html

12
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Alternate Hours Experience

o Late 1980s: Limited Service Field Offices and Consolidation
A few “limited service” field offices opened in the late 1980s in response to former
Governor Goldschmidt’s directive that DMV change its image by providing faster
customer service. To meet that challenge, part of the effort was to provide expanded
hours and more convenient services to its customers in metropolitan areas. Limited
service offices were created in large shopping malls with expanded hours as a
convenience to the working customer. (Operating hours were 10:00 am to 7:00 pm
Tuesday through Friday and 10:00 am to 6:00 pm on Saturdays.)

The offices established were in shopping malls:

Clackamas Towne Center (Gladstone)
Mall 205 (SE Portland)

Lloyd Center Mall (NE Portland)
Beaverton Mall (Beaverton)

Rogue Valley Mall (Medford)
Lancaster Mall (Salem)

Valley River Center (Eugene)

Services provided at these “limited service” offices were:

Renewal and duplicate driver licenses and ldentification Cards

Order driver and vehicle records

Vehicle titling, except those requiring Vehicle Identification Number (VIN)
inspections

Vehicle registration renewals

Replacement license plates and stickers

Trip permits

Disabled parking permits

Filing of accident reports

Sno-park permits

Services that were not provided at these locations were:

13

Original driver licenses and permits
Knowledge and drive testing
Vehicle inspections (VIN)
Reinstatements
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o Year 2000: Closures of “Limited Service” Offices

In 2000, facing significant budget reductions at ODOT and changes in how services
were delivered to DMV customers, a decision was made to close three of the offices:
Portland Mall 205, Rogue Valley Mall in Medford, and the Lancaster Mall in Salem.

Note: The Rogue Valley Mall office closed in 2001 when the DMV Medford field office
moved to a much larger location. It should also be noted that a study conducted after
the Lancaster Mall office closed showed that even though workload increased at both
the South and North Salem offices, wait times did not increase. They actually went
down when compared to the average wait time the year before. The report concluded
that by reassigning the Mall staff the resources were maximized and that contributed to
reduced wait times.

These closures were implemented due to a number of changes in how services were
provided to customers:

e Oregon Department of Environmental Quality began processing registration
renewals on DMV’s behalf at their testing stations for smog emissions in the
Portland and Medford areas

e DMV had remodeled several offices and offered an expanded use of drive up
windows or express lines at offices to process express type transactions

e Office greeters/receptionists were added to direct incoming customers who had all
required documentation to express windows

e There was a legislative statute change enacted that shifted the driver license to an
eight-year cycle, which required customers to visit field offices less often

e DMV began offering some services over the internet, such as vehicle registration,
address changes, and the ability to download forms

e Legislative changes also extended vehicle registration to a four-year cycle for new
vehicles

DMV opened a limited service office in Tanasbourne shortly after closing Beaverton
Mall This was an experiment with DMV services. Initially dealer work and renewals were
processed until services expanded to include VIN inspections and driver license
reinstatement transactions. This continued for about three years before the office was
closed in 2011.

Other reasons for closing the offices included:

e Business at these offices had been declining the previous three years and it was
anticipated the decline would continue

e Alarge percentage of the transactions being processed at these offices could have
been accomplished through the mail

14






Task Force on Transportation and Customer Service Efficiency (HB 4047)

e Each office had other DMV offices in very close proximity where the customer could
complete a transaction.

After these closures there were only four limited service offices:
Clackamas Mall

Lloyd Center Mall

Tanasbourne Towne Center

Valley River Center

Clackamas, Lloyd Center and Valley River were open to the public Tuesday through
Friday 9:00 am to 6:00 pm and Saturday from 9:00 am to 5:00 pm. Tanasbourne Mall
operational hours were Tuesday, Wednesday and Friday 9:00 am to 6:00 pm, Thursday
9:00 am to 5:00 pm and Saturday 8:00 am to 5:00 pm.

Transaction volumes dropped significantly over the next few years statewide.

The reduction in the volume of business was tied to current economic conditions, the
complexity of legislatively mandated legal presence requirements, and the increased
usage of the internet for vehicle registration renewals. Listed below were the transaction
volumes for the four limited service offices comparing 2006 to 2009.

Total Transactions 2006 2009 Change | % Change
Volume | Volume

Clackamas Mall 46,702 35,673 (11,029) |-23.62%

Lloyd Center Mall 41,216 31,161 (10,055) -24.40%

Tanasbourne Towne Center | 58,343 45,200 (13,143) | -22.53%

Valley River Center 38,137 30,461 (7,676) -20.13%

Total 184,398 | 142,495 | (41,903) |-22.72%

With declining transaction volumes at these remaining limited service offices, all were

closed at the expiration of leases by the end of 2011.

DMV could not justify the budget resources required to keep the offices open given

declining usage.
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1. Transaction Volumes at Nearby Offices

Transaction volumes at nearby offices also dropped significantly:

Total

Transactions 2006 2009 Change % Change
Portland DTC 82,479 61,677 (20,802) -25.22%
Gladstone 72,276 58,507 (13,769) -19.05%
W. Portland 39,306 27,394 (11,912) -30.31%
NE Portland 57,562 46,726 (10,836) -18.82%
N Portland 49,917 40,790 (9,127) -18.28%
Beaverton 61,457 46,547 (14,910) -24.26%
Hillsboro 56,590 42,068 (14,522) -25.66%
Eugene 108,571 68,719 (39,852) -36.71%
Springfield 58,179 41,219 (16,960) -29.15%

2. Staffing and Workstations at Nearby Offices

Listed below is the number of workstations that were in each of the nearby offices. The
number includes a drive-up window station if the office provided that service. Also listed
is the number of positions, not counting the manager, for each of the offices. The
number of workstations does not prevent adding FTE to an office because of the
number of personnel used for administering drive tests.

Nearby Offices Workstations | FTE Positions

Portland DTC 14 22
Gladstone 12 15
W. Portland 5 5
NE Portland 10 11
N Portland 7 9
Beaverton 12 13
Hillsboro 9 13
Eugene 10 16
Springfield 8 8

3. Services & Supplies (S&S) Expenditures for the 2007/09 Biennium

Closing the limited service offices achieved substantial budgetary savings from the S&S
budget. Some of the S&S budget was reallocated to offices where employees were
transferred for additional office supplies and travel needs. However, the direct facilities
costs and some other S&S overhead were no longer needed.
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4. Benefits of Closing Limited Service Offices

e Additional funds from facility savings for highway improvement or other DMV
needs

e Potential to increase drive lines in offices receiving employees

e Potential to offer better customer service for those with less complex
transactions by opening additional windows in offices receiving employees

e Elimination of sending relief help to limited service offices. This resulted in
overtime savings as typically Saturday relief help came from Monday through
Friday offices

e Increased ability to provide relief help for sickness and vacation coverage
from offices that received additional employees

e Fewer facility maintenance and improvement issues

Conclusion

When the limited service office concept was first introduced, it provided a convenient
and efficient method of service for customers. The types of services offered were
considered “quick” transactions — such as vehicle registrations, driver license and 1D
card renewals and trip permits. However, legislative changes and methods of obtaining
services have changed over the last few years that have had an impact on these
transactions and the value of limited service offices.

Providing only limited service in some offices hampers DMV’s ability to meet all
customer needs and expectations in a reasonable amount of time. Customers in
general expect to be able to have all their DMV needs met at whichever office they
choose to visit. Providing full service at all DMV offices maximizes the available
resources to more effectively meet the customer needs while maintaining reasonable
customer service levels.

e Present Day Operations

DMV currently has a headquarters central operation and 60 Field Offices

DMV transacts a great deal of customer business through the mail, by phone, and via
the internet. Most customers can conduct their DMV business without entering a field
office, except for renewing their driver license or ID card once every eight years.

DMV has taken many measures to improve customer service and efficiency. Many
years ago DMV proposed, and the legislature approved, increasing the time a driver
license is valid from four years to eight years. A similar change extended the initial
registration period for new vehicles to four years instead of two.
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Recently, DMV authorized a waiver of behind-the-wheel tests for teens completing an
ODOT-approved Driver Education course and its rigorous practical exam.

For many years, Oregon State University researchers have conducted monthly
customer service surveys of 400 people who recently visited a DMV field office. The
surveys are sent randomly, and the customer response rate typically exceeds 35%.
DMV asks for feedback on employee helpfulness, employee knowledge, and other
factors. The survey provides opportunity for written comments, which are collected and
sorted by topic for analysis of DMV’s performance. The rate of customers who are
satisfied or very satisfied with the DMV field office customer service routinely exceeds
80%. Customers who are prepared with information from the internet or by calling a
phone agent tend to complete their transaction in one visit, which increases satisfaction.
Telephone call wait times consistently average less than one minute before talking to a
customer service representative.

DMV recognizes that its employees represent state government because nearly every
Oregonian interacts with DMV at some point. DMV accepts that role with pride. DMV
welcomes the opportunity to broaden the scope of feedback from the communities it
serves. While DMV employees are proud of the customer service they provide, and the
survey data supports that pride in their work, DMV is constantly striving to improve. It
has prepared budget documents requesting approval by the Governor’s Office for
submittal of a major systems modernization program as part of the Governor’s
Recommended Budget for the 2015/2017 biennium.
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Section 2: Present Condition ~ Efficiencies implemented
Eight-year Driver License/ldentification Card (ID)
Four-year Vehicle Registration (new vehicles)

Driver Education Certificates In Lieu of Skills Testing
Online Vehicle Registration

Third-Party CDL Testing

Third-Party Motorcycle Testing (TEAM Oregon)
Automatic Testing Devices (ATDs)

Dealer Transactions & Electronic Vehicle Registration
Reception/Greeter Stations

Miscellaneous Employee Process Improvements
Office Hours (Standardization)

O O O O OO OO0 OO0 O0

Efficiencies Implemented

DMV operates under a continuous improvement model to improve the processing time
of customer transactions. Improvements implemented may occur at an employee unit
level or larger service group level or may come about through approval of a legislative
concept by the Legislature. A sampling of improvements follows:

o Eight-Year Driver License/ldentification (ID) Cards

Problem: Oregon state law required driver licenses and Identification cards be renewed
every four years prior to 2000. Every other renewal could by conducted by mail, if the
previous renewal had been done at a DMV field office. Even though the majority of
DMV’s customers were eligible to renew by mail each year, most of them continued to
go to a field office to renew. Below are the eligibility vs. actually renewed by mail
statistics for the three years prior to the implementation of the eight-year driver license

e 1997: 55% eligible to renew by mail — only 25 % actually renewed by mail
e 1998 — 61% eligible to renew by mail — only 32% actually renewed by mail
e 1999 — 62% eligible to renew by mail — only 32% actually renewed by mail

Solution: HB 2193 (1999 Legislative Session) was a DMV legislative concept to
eliminate the mail in renewal and convert Oregon driver licenses and ID cards to an
eight-year cycle. The bill became effective on October 1, 2000. It required a new photo
every eight years.

Implementation Strategy: The strategy chosen merged from evaluation of a variety of
options analyzed to determine how to best level the workload during the conversion.
Customers who were eligible to renew by mail and customers renewing ID cards
received a four-year expiration date.

Customers who were required to renew their driver license in a field office and original
issuance (expired for more than one year or no Oregon driver license or ID card)

19






Task Force on Transportation and Customer Service Efficiency (HB 4047)

received an eight year expiration date. It was estimated to remove just over 100,000
renewals per biennium from field offices and over 300,000 renewals per year from HQ
(mail in).

Savings: The savings were not fully realized until October 2004, as all customers would
renew in the first four years.

e DMV savings were six Transportation Service Representatives (TSR1) positions in
field offices, one Office Specialist 1 in HQ, and one Office Assistant 2 in HQ. These
savings were estimated at over $500,000 per biennium.

e In addition, starting October 2004, there were savings in forms, envelopes, postage
and per card fees paid to the vendor (at that time it was Polaroid — now it is Morpho
Trust). These savings were estimated at over $350,000 per biennium.

o Four-Year Vehicle Registration

Problem: Prior to 2001, Oregon law required passenger, motorcycle, light trailer and
moped vehicle registrations be renewed every two years. Customers could choose to
renew in a field office, by mail or at DEQ.

Solution: HB 2132 (2001 Legislative Session) was a DMV concept to extend the
renewal period on brand new vehicles from two years to four years, which eliminates
one renewal transaction. The bill was effective for non-DEQ counties on January 1,
2002. DEQ counties were effective on January 1, 2004.

Analysis: There was a slight drop in the number of renewals processed by DMV from
2002 through 2006, but in 2007 the numbers started to increase and have been
increasing slightly almost every year.

The number of Vehicle Registration Renewals processed in our field offices would be
higher than they currently are if we had not implemented four-year registration.
However, the online renewal option contributed more to the reduced volume of renewals
sought at the DMV field offices than the four-year registration.
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Below are the numbers of four-year registrations for new vehicles issued by DMV each
year since implementation. The economic crash in 2008 really impacted new car sales,
and has yet to return to 2004-2007 volumes.

NUMBER OF
YEAR FOUR-YEAR LEGISLATIVE ADJUSTMENTS
REGISTRATIONS
2002 70,498 Four-year registration implemented for non-DEQ counties
2003 74,649
2004 161,753 Four-year registration implemented for DEQ counties
2005 169,285
2006 160,968
2007 154,216
2008 125,144
2009 85,836
2010 81,359
2011 89,113
2012 103,907
2013 116,154

o Driver Education Certificates In Lieu of Skills Testing

Problem: Students in local high schools throughout Oregon often had access to driving
skills training. Students take a driver education class and are required to pass a skills
test in order to get a certification. Students were then required to bring the certification
to the DMV and take another driving skills test at DMV and pay the required fee. As an
operating efficiency and to reduce customers in the field, DMV developed a legislative
concept that students under 18 with certificates would no longer be required to pass the
DMV skills test.

Solution: HB 2135 (2001 Legislative Session) authorized DMV to waive skills tests in
certain circumstances. Effective January 1, 2014, DMV started waiving the skills test for
any provisional driver who submitted a plastic Driver Education Completion card issued
by the ODOT Transportation Safety Division. All schools will not be approved to
administer the skills test or provide the plastic completion card until later in 2014.

Savings: Savings will not be fully realized until all schools have been approved by
ODOT to administer the skills test. Upon full implementation, it is estimated that DMV
will reduce the number of skills tests administered by almost 10,000 per year. DMV
savings are estimated to be three Transportation Service Representatives (TSR1)
positions in field offices and one Public Services Representative (PSR3) position in
Headquarters (schedule drive tests). The savings are estimated to be over $400,000 in
increased productivity per biennium.
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o On-Line Vehicle Registration Renewals

Problem: DMV did not offer customers the ability to renew vehicle registrations online.
As a result, the agency was missing opportunities to increase efficiency and ease-of-
use for the customer.

Analysis: Evaluation done by DMV employees demonstrated that online renewal is the
least costly way for DMV to process this type of transaction; it is half the cost of
processing at a field office in person.

Solution: The ability for customers to renew vehicle registrations online was fully
implemented in 2004. The goal was to increase the use of this online service by 2%
each year. However, rather than reducing the percentage of customers who go into a
field office, it now appears that use of the mail declined as online increased. Customers
who are comfortable with mailing their documents and checks to DMV (waiting two to
seven days to receive the vehicle tags by mail) are the ones who appear to have shifted
to the online services. The following chart depicts the alternatives selected by
customers by calendar year. On-line renewals are steadily increasing and results in the
most cost-effective alternative for processing this service.

Vehicle Renewals by Source
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o Third Party CDL Testing

Background: DMV has allowed 3™ party Commercial Driver License (CDL) testers to
conduct practical skills tests for many years. Approved third party testers (private
businesses) are conducting about 80% of the CDL skills tests in Oregon with the
remainder being conducted by DMV employees.

Problem: CDL skills tests require two to three hours to administer for each customer.
The opportunity cost of requiring CDL tests for each customer meant employees were
not serving customers in the lobby, which sometimes resulted in longer wait times.

Analysis: Elimination of CDL skills tests in these offices reduced workload and
optimized staff time in an effort to offset recent budget cuts and position elimination.

Solution: DMV eliminated CDL skills tests at DMV offices in Albany, Hermiston and
Ontario effective on January 1, 2014. Three months later (April 1, 2014), DMV
eliminated CDL skills tests at the SE Portland, Bend, Roseburg, and Coos Bay offices.
CDL skills tests now are offered only at eleven DMV offices: Baker City, Burns, The
Dalles, Eugene, Klamath Falls, La Grande, Medford, Newport, Pendleton, North Salem
and Sherwood.

Savings: The total reduction in CDL skills tests conducted by DMV is estimated at just
over 400 per year. DMV position savings are estimated to be one TSR2 position in
Field Services. The savings are estimated to be over $100,000 in increased productivity
per biennium.

o Third-Party Motorcycle Testing (TEAM Oregon)

Problem: As an efficiency for DMV and upon review of data captured by the ODOT
Transportation Division on the safety of motorcycle drivers who had taken the skills test
training, a legislator introduced a bill to tie together work underway by TEAM Oregon as
part of HB 2135 (2001 session) to DMV practices. DMV accepts certifications that
motorcycle drivers have passed a skills test. Then legislation was passed to make the
TEAM Oregon motorcycle rider education course mandatory.

Solution: SB 546 (2009 Legislative Session) required a phased-in implementation, by
age, to complete a motorcycle rider education course (TEAM Oregon) for original
issuance of a motorcycle endorsement. This requirement does not affect drivers
transferring a motorcycle endorsement from out-of-state or those renewing an existing
motorcycle endorsement.
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The requirement to complete a TEAM Oregon course is as follows:
(1) January 1, 2011 — persons under 31 years of age
(2) January 1, 2012 — persons under 41 years of age
(3) January 1, 2013 — persons under 51 years of age
(4) January 1, 2014 — persons under 61 years of age
(5) January 1, 2015 — all applicants.

DMV will maintain motorcycle examiners in some field offices, since the agency still
needs to test applicants for moped restricted licenses and three-wheel motorcycles.

Savings: Not fully realized until all motorcycle endorsement applicants are required to
complete a TEAM Oregon course. It is estimated that DMV will conduct about 2,900
fewer motorcycle skills tests and about 27,000 fewer motorcycle knowledge tests per
year upon full implementation (January 2015). DMV savings are estimated to be one
TSR1 position in Field Services. The savings are estimated to be over $100,000 in
increased productivity per biennium.

o Automated Testing Devices (ATDs)

Problem: DMV has used ATDs to conduct knowledge testing since the

1980s. Previous systems required significant manual interaction by the employee in
order to conduct the test and record the test results. In addition, the tests were not
provided in multiple languages.

Solution: The current ATD system was installed in 2011. The system provides text
and audio of the test questions in six languages: English, Spanish, Russian, Korean,
Viethamese, and Japanese. At one time, the test results were manually entered into
the mainframe computer system. However, the new ATD system is integrated with the
mainframe and allows for automatic updating of the testing information on the
customer’s record. In addition, because of the improved features of the system, the
volume of paper tests has been significantly reduced. This also saves time because the
paper tests would require an employee to manually score the test and record the
information in the computer system.

Efficiency Gained: All testing results are electronically entered on drivers’ records.
There is no need to file and protect paper documents, which saves in archiving costs
and makes records tracking faster.
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o Dealer Transactions & Electronic Vehicle Registration (EVR)

Background: Over the past several years DMV has built working relationships with
auto dealers and with a third party contractor/integrator. Vehicle dealers who participate
in EVR are able to provide license plates and plate stickers at the time a customer
purchases a vehicle. In the past, DMV would enter data for the vehicle from the
paperwork submitted by the dealer and the customer would receive plates in the mail or
have to return to the dealership. Now registration documents are entered by the auto
dealers and sent electronically to DMV. DMV still receives vehicle title and registrations
documents in paper form from the dealers who do not participate in EVR.

Problem: DMV receives the paper documents to complete the final transaction, issue
plates and stickers and then enters the data into the vehicle system. Dealer work
submitted at the field offices may be sent to other offices for timely completion
depending on resources available.

Solution: In 1999, an Electronic Vehicle Registration (EVR) system was put in place to
allow auto dealers to be a voluntary point of entry for vehicle registration data and to
issue plates and stickers to auto purchasers at the time of sale.

Efficiencies Gained: This program provided the following benefits:

= Improved Customer Service with “One Stop Shopping” for all parties

» Reduced the cost and effort of mailing vehicle plates for both the dealer and
DMV

= Eliminated special measures to facilitate quick plate issuance (e.g. daily trips to
DMV field offices, etc.)

= Heightened customer service convenience of having plates and stickers when
leaving the dealership

o Receptionist/Greeter Stations
Problem: In the past DMV used a “first-in” “first served” process with customers lining
up and going to the next available counter window. Customers who had been waiting in
line were frustrated if they were told a document was missing when they arrived at the
counter.

Solution: At the larger metropolitan offices and as staff resources allow, several field
offices have instituted a receptionist/greeter to make contact with customers as soon as
they arrive. The role of this person is to speak with the customer to learn what services
are required, review the paperwork brought to ensure that it will comply with the legal
requirements, ensure that the proper forms have been filled out, answer basic
guestions, and ensure that the individual has a customer number or is waiting in the
right location.
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Efficiency Gained: This screening provides greater assurance that once customers
reach the counter windows they will be able to complete their transactions. This
screening of customer needs and whether the required documentation is on hand
speeds up transactions. DMV employees know that when a customer arrives at the
counter window area the documents have been reviewed and they should be able to
easily complete the transaction.

o Miscellaneous Employee Process Improvements

Individual field office staff have been empowered to use all techniques at their disposal
to manage incoming customer volume at each field office.

These approaches include:
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At the larger offices in the Portland area, DMV employees can arrive and find 50
to 100 customers waiting in line for the office to open. Staff schedules have been
adjusted to ensure that there are employees ready for business at 8 a.m. This
may involve two staff members talking to customers in line and directing them to
certain windows for a particular service, better distribution of the customer
numbers, and the multi-stacking of customers in front of each available counter
stall in order to expedite the morning rush.

At some locations a pre-opening information service is provided by having forms
and clipboards available to those standing in line so that the first rush of
customers is more prepared to complete their transactions. During the first half
hour of the day, before the closing shift staff arrives, employees take their own
customers’ photos from associated license and ID transactions, thus reducing
interruptions among the minimum-sized opening crew, allowing other
transactions to proceed at a normal rate.

Field office lobby areas have been reconfigured to improve customer flow. The
manual Lobby Management System (LMS) stations and the self-service counter
have been moved from back of lobby area closer to the front door to allow
customers easier access to forms. Improved signage helps customers obtain the
correct form to fill out. Designated seating areas for photos eliminate customers
travelling across the lobby when their name is called for photos.

Some offices offer “express” testing for customers who need to take a knowledge
test. They have fine-tuned the process to offer expedited testing for previous
testing applicants, and have created inflow/ outflow at specific counter
workstations to simplify testing procedures for all knowledge test applicants.

Employees are asked to take only a half-hour lunch break when an office is
extremely short-staffed due to employee medical leaves or other absences in
order to have more staff available to meet customer needs. Typically, office wait
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time increases during the hours of 10:00 am to 3:00 pm because of lunch
periods, customer volumes, and drive tests. Because of this (and when funds
are available) a part-time employee is scheduled to work during this peak time.
No behind the wheel drive tests are scheduled from 11:00 am to 1:00 pm daily,
which allows the employees to be at the counter to service the customers.

e DMV managers provide a great deal of cross-training of employees in order to
have a more confident and knowledgeable staff to perform better customer
service. Employees attend trainings during the slower times of the year (typically
in winter) whenever possible.

e The only time set aside for staff meetings to share new information, introduce
new employees, or brainstorm ways for more improvements is a one hour
meeting held every Wednesday morning. The drive test schedule is adjusted so
that on Wednesday mornings there are no drive tests until 10:00 a.m. This
provides a stronger counter team to serve the typical back-up of customers
waiting after the Wednesday staff meeting. On most Fridays, the second drive
line is morning-only, allowing for additional staffing at the counter for typically
busy Friday afternoons.

o Office Hours (Standardization)

Problem: DMV offices were operating independently across the state with inconsistent
start/end times, lunch breaks, and days of the week.

Solution: DMV employees have also worked to standardize office operating hours and
processes to provide greater consistency for customers, vehicle dealers, insurance and
bonding companies, law enforcement, local courts, and other stakeholders that depend
on DMV services or data. Standardization is also focused on providing consistency in
what customers can expect from the centralized headquarters operation or if they travel
to any field office in the state

Results: This approach allows employees to shift between offices depending upon
need for back-up. It aims to increase communication and other linkages between
headquarters, field offices, and satellite offices on the more complex transactions that
may require interface by phone and research of paper documents located at the
headquarters office. This standardization is documented through various employee
policy and training manuals that are used for orientation purposes for employees.

This standardization also helps in communicating service delivery levels required from
the DAS Enterprise Technology Services (formerly the State Data Center) that houses
DMV electronic data.
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Section 3: Concurrent Changes Enacted or Recent Requirements:
o Legal Presence

Central Issuance & Facial Recognition

Other Legislative Mandates

Fraud Prevention/Internal Controls

Right-Sizing; Span-of-Control; Hiring Freeze

0O O O O

o SB 1080 Legal Presence (2008 Legislative Session)

Report to Legislature: http://www.oregon.gov/ODOT/DMV/docs/HB 3624 Report.pdf

Legal presence means that a person is a citizen or permanent legal resident of the
United States or is otherwise legally present in the United States under federal
immigration laws. In 2008 legislation passed which required that applicants for
Oregon driver licenses, driver permits and identification cards must provide proof of
legal presence in the U.S., and a verifiable social security number. Once legal
presence status has been determined, Oregon citizens and permanent legal
residents are only required to present limited documentation to renew or replace an
existing license or ID card. Individuals issued a limited term license or ID card must
show proof of legal presence every time their card is renewed.

Each customer must physically present to a DMV employee at least one document
proving their legal presence in the United States. Acceptable documents include:

A U.S. government-issued birth certificate.

A U.S. Consular Report of Birth Abroad (FS-240).

A U.S. government-issued Certification of Birth (DS-1350 or FS-545).

A Request for Verification of Birth (DD372), which must include verification

from Vital Statistics with appropriate endorsements.

A valid U.S. Passport or Passport Card (expired no more than five years).

e Avalid U.S. Territory Passport (expired no more than five years).

e Atribal ID card from a federally recognized tribe located in Oregon or with an
Oregon-affiliated tribe approved by DMV.

o Avalid foreign passport, not expired, which must include Arrival/Departure
Record (1-94, CBP 1-94A or I-797A) with appropriate entry endorsement.

e A U.S. Department of Homeland Security document showing legal presence
in the U.S., such as:

A Temporary Resident ID Card (I-688)

An Employment Authorization Card (1-688A, 1-688B, and I-766)

A Certificate of Citizenship (N560 and N561)

A Resident Alien Card or Permanent Resident Card (I-551)

A Certificate of Naturalization (N550, N570, and N578)

A Permit to Re-enter (1-327)

A Refugee Travel Document (1-571).

O O O 0O O O O
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The requirement to verify and interpret these documents has added additional
training time for field employees. Review of these documents has added to the
time required with each customer. If customers do not bring the correct
documents, they are told they will need to come back another time. These
materials cannot be accepted by mail. DMV does not have the budget, or the
legal authority to scan and keep copies of these materials.

o Central Issuance and Facial Recognition Senate Bill 640 (2005 Oregon
Legislature) made significant changes in how driver licenses, driver permits, and
ID cards are issued.

What does "Central Issuance" mean?

Due to increased processing and verification requirements, DMV stopped issuing
driver licenses, instruction permits, and identification cards over-the-counter from
DMV offices and moved to a centralized issuance-based solution. A paper interim
driver license, permit, or identification card is provided to the applicant in the DMV
office, then later, after processing and verification has been completed, a plastic or
permanent card is mailed to the customer from a centralized location.

Why did DMV make this change?

This allowed DMV to comply with the part of the bill which mandated that all photos
taken each day be run through an electronic facial recognition process, (i.e.
biometric check). Facial recognition is a tool for validating and comparing digital
photos. The benefit of implementing this bill is to prevent fraud.

Does Central Issuance affect both driver licenses and identification cards?
Yes, it affects all driver licenses, permits, and identification cards issued by DMV.

How does DMV ensure the envelope’s contents are secure?

Driver licenses, instruction permits, and identification cards are mailed in a plain
white window envelope. There is no indication on the envelope that a driver license,
permit, or identification card is inside.

Why does DMV use facial recognition software when issuing driver licenses,
instruction permits and identification cards?

Oregon law requires DMV to use facial recognition software as a tool in the
prevention of fraud. The law is designed to prevent someone from obtaining a driver
license or ID card under a false name or stealing the identity of someone else.

How does facial recognition software work?
Facial recognition software electronically compares photos after measuring key
features in faces.
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How is facial recognition used at DMV?

Two different comparisons are done — "one to one" and "one to many." DMV
conducts both of these comparisons before issuing a driver license, instruction
permit or ID card.

How does a "one-to-one" comparison work?

After all requirements for a driver license, permit or identification card are met, DMV
takes a new photograph of the customer. When the photo is taken, facial recognition
software verifies the customer’s identity by comparing the new photo taken with the
previous photo on file. The "one-to-one" comparison occurs in the office before the
interim card is produced.

How is a "one to many" comparison performed?

After DMV business hours, the facial recognition software compares the photos of
each day's applicants with each other and with all the other customers on file at
DMV. The software alerts DMV staff of possible matches between customers under
different names. DMV staff examine the possible matches to determine whether the
matches are simply very similar looking individuals or possibly the same individual
under different names.

What happens if DMV finds a customer’s face under different names?
DMV will not issue a permanent card to the customer and will provide the
information for police to investigate as a potential case of fraud.

What happens if DMV cannot tell whether two photos are the same or different
individuals?

DMV will ask the customer or customers to bring additional proof of identity before
issuing a permanent card.

o Other Legislative Mandates

The National Voter Registration Act requires DMV to offer applicants the opportunity to
register to vote while conducting business with DMV. DMV does not give advice about
registering to vote or highlight any information on the voter registration card as it may
appear that DMV is attempting to influence the customer’s decision. ORS 247.012
outlined the method of registering or updating an address. DMV offices provide blank
voter registration cards supplied by the Oregon Secretary of State. A person may take
the card home and mail it to the elections office in the county of their residence, or the
person may leave the completed and signed card with DMV to be forwarded to election
officials. DMV provides an avenue to record voter registration information as a part of an
original, replacement or renewal transaction of a driver license, instruction permit or
identification card. DMV also requests a Change of Address Notice, which when
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complete with the person’s signature, may be used to update that person’s voter
registration address.

Organ/Tissue Donor Designations. All applications for driver licenses, instruction
permits and identification cards include the question, “Do you want your license/ID card
to show that you are an anatomical donor?” DMV adds or removes information based
on the answer given. Donate Life Northwest provides DMV with brochures that provide
information concerning organ, eye, and tissue donations, transplantations and the donor
registry. DMV also makes the Donate Life Northwest brochure available for those
customers who want them. A person may register to be a donor regardless of whether
or not he/she has a driver license, instruction permit or identification card. Customers
may also sign up on the donor registry at: www.donatelifenw.org

Voluntary Contributions for Veterans Suicide Prevention and Outreach Program

Senate Bill 762 (2013 Legislative Session). This legislation created a Veterans Suicide
Prevention and Outreach Program within the Oregon Department of Veterans’ Affairs
(ODVA). The bill requires public agencies to assist ODVA with its public information
campaign about suicide prevention. SB 762 allows a person who is renewing a vehicle’s
registration online to contribute $1 or more to the Veterans Suicide Prevention and
Outreach Program. DMV revised its E-Government online vehicle registration forms to
offer customers the opportunity to donate money to the Veterans Suicide Prevention
and Outreach Program as part of the online vehicle registration transaction. DMV'’s site
allows a pass-through to an electronic transaction site operated by ODVA.

Release of Service Members’ and Veterans’ Name and Address Information

House Bill 2421(2013 Legislative Session) requires ODOT to notify the Department of
Veterans Affairs (ODVA) of a customer’'s name and address if the person is a member
or a veteran of the uniformed services and has authorized the release of that personal
information. The person may submit the name and address information in connection
with an application for a driver license, ID card, and vehicle title or vehicle registration.
The only information that ODOT may transfer to ODVA is the name and address of the
person. Existing federal and state laws on confidentiality, as well as the terms of HB
2421 itself, require that the person authorize the transfer of the information. The goal of
the legislation is for ODVA to identify Oregonians who are veterans and eligible for
particular federal benefits. The process of collecting name and address information as
required by HB 2421 is not an eligible use of State Highway Funds under Oregon’s
Constitution. Therefore, the bill contains a General Fund appropriation of $100,000 for
the bill’'s implementation.

Electronic Voter Registration House Bill 2386 (2009 Legislative Session) directs the
Secretary of State to adopt administrative rules to provide an electronic voter
registration system to be used by those who have a valid Oregon driver license, driver
permit, or state identification card. The system provides a means for registering to vote
electronically.
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Those who register electronically consent to the use of the signature on their driver
license, driver permit, or ID card for voter registration purposes. The bill requires DMV
to provide digital copies of the signatures of each person who completes an electronic
voter registration card to the Secretary of State.

Issue Inmate Driver License or ID Card Prior to Release House Bill 2489 (2009
Legislative Session) requires ODOT to work jointly with the Department of Corrections
(DOC) to adopt rules and enter into agreements to assist inmates in obtaining a driver
license or identification card prior to being released from a correctional facility. An ID
card provides the state-issued identification document that inmates need to re-enter
communities successfully.

Transfer Determination of Medical Eligibility for Driver License to DMV House Bill 2176
(2007 Legislative Session) moves the responsibility for determining medical eligibility for
driver licensing from the State Health Officer to a medical determination officer at the
Department of Transportation. Under previous law, the State Health Officer at
Department of Human Services reviewed ODOT'’s determinations that a person is not
eligible for a driver license because of a medical or physical impairment or approves
medical waivers for Commercial Driver Licenses. Under HB 2176, these reviews are
now conducted by a medical determination officer employed by ODOT. HB 2176
entitled a person who is denied a license by reason of impairment to a contested case
hearing to ensure that applicants for driver licenses have due process.

Multnomah County Registration Fee - Local Vehicle Registration Fees to Pay Bond
Debt Service House Bill 2179 (2011 Legislative Session) amends the local vehicle
registration fee provisions of the 2009 Jobs and Transportation Act (JTA) by allowing
the revenue raised by a local vehicle registration fee enacted to finance the replacement
of a specific bridge called Sellwood Bridge to be used for debt service and other costs
related to bonds or other obligations.

The 2009 JTA authorized the county commissions of the Portland metro area counties
(counties with populations of over 350,000) to enact a vehicle registration fee to fund
replacement of the Sellwood Bridge. While the 2009 provision allowed the revenue to
be used for design, property acquisition, and construction cost of a replacement bridge,
it did not include debt service and other bond-related costs as permissible uses.

Multnomah County enacted a vehicle registration fee to finance replacement of the
Sellwood Bridge under the provisions of the 2009 JTA. The revenue from these
registration fees may be used for any road-related purpose. In addition, a county that
enacts a registration fee must distribute 40 percent of the revenue to incorporated cities
within its boundaries. Registration fees for most motor vehicles required to establish a
registration weight are based on this fee schedule and a plate fee also is required.
Vehicles registered in Multnomah County must also pay an additional $4.75 per quarter
for county registration fees collected by DMV.
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o Fraud Prevention/Internal Controls

Problem: Fraudulently-obtained ID cards and driver licenses can be used to commit a
number of serious criminal acts against individuals, businesses and governments.
Driver license fraud can also impact public safety. People rely on DMV to protect their
financial and ownership interests in vehicles. Fraud, whether internal or external, can
result in loss of revenues to the state. Prior to the creation of the Fraud Prevention
Section, DMV didn’t have dedicated staff that had the skillset or technical resources to
fully investigate fraud allegations. DMV also lacked staff that was charged with taking an
agency-wide approach to identifying ways to prevent and detect fraud in different parts
of the organization.

Solution: Leadership at DMV authorized the creation of a Fraud Prevention Program in
2004 to support division efforts to prevent, detect, and investigate incidents of DMV-
related fraud. DMV now has two full-time fraud investigators, a fraud examiner who
conducts risk assessments and supports fraud investigations by doing data analysis, a
program coordinator who provides fraud-related input into agency policies and
procedures, projects and legislative analysis, and support staff.

Results: In recent years, DMV has conducted numerous risk assessments on such
topics as cash handling, risks unique to small field offices, the agency’s use of and
access to Social Security numbers, and risks associated with Third Party CDL
Examiners. Based on risk assessments like these, the agency has tightened numerous
internal controls and changed procedures to minimize the risk of fraud.

Nearly 1,700 individuals have been identified through our Facial Recognition System as
having multiple identities. DMV has investigated over 1,500 fraud allegations, including
550 vehicle cases and over 350 cases of DL/ID or CDL fraud. DMV now has an Anti-
Fraud Policy as well as policies related to responding to incidents of suspected internal
fraud, reporting losses of state assets and reporting suspected DMV fraud.

Objectives of Program:

e Provide internal controls around people, processes, data and systems to prevent
and detect incidents of DMV-related fraud.

e Greater protection of vehicle ownership and financial interests (e.g., recording
vehicle brands and odometer readings) to prevent incidents of vehicle fraud.

e Improved quality and security of processes involved with the issuance of driver
license and identification cards to prevent incidents of identity theft and fraud.

e Enhanced ability of DMV managers to prevent, detect and investigate incidents
of DMV-related fraud.

e Improved inter-agency cooperation between law enforcement and other key
stakeholders to identify opportunities for strengthening the prevention and
detection of DMV-related fraud.
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e Partner with law enforcement and other organizations to prevent the
counterfeiting or alteration of vehicle titles, driver licenses and identification
cards.
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Section 4: Future Forecast

e External Challenges

o Driver Cards (SB 833/Ballot Measure ~ November 2014)

o Satellite Call Centers & Span of Control House Bill 3165 (2013 Session)
e Studied Efficiencies

o Modernization Project

o Acceptance of Debit & Credit Cards

o DMV Cost of Services — September 2013

e External Challenges

o Driver Cards ~SB 833 (2013 Legislative Session)

Problem: Senate Bill 1080 (Legislative Session 2008) codifies in statute a requirement
created by Governor Kulongoski’'s Executive Order 07-22 requiring verification of Social
Security Numbers of applicants for driver licenses, driving permits and identification
cards issued by DMV. This bill required that applicants provide proof of U.S. citizenship
or lawful presence in the United States, and a Social Security Number or proof of
eligibility for a Social Security Number, in order to be licensed or permitted to operate a
motor vehicle on state highways. Since that time there was considerable discussion on
the importance of being able to drive for people with jobs and families, the need for
insurance, and the safety of all travelers.

Solution: SB 833 (2013) authorized DMV to issue a short-term driver card to applicants
who meet all criteria for a driver license, except for documentation of legal presence in
the U.S. Applicants must:
* Provide proof of identity and date of birth by submitting an unexpired passport,
consular identification, or other identity documents
» Show Oregon residency for more than one year
» Submit their Social Security Number or, if applicant has not been assigned one, a
written statement that the applicant has not been assigned a Social Security Number
* Pay the fees established in the bill for a driver card

The driver card was to be valid for four years, rather than eight years for a driver
license. The department may not issue a commercial driver license to a person who
has a driver card. However, driver card applicants may obtain a farm endorsement
which allows them to drive large vehicles carrying farm produce to market. SB 833
specifies the driver card document may not contain phrases “driver license” or “driver
permit,” must contain the phrase “driver card,” and must contain a feature distinguishing
it from a driver license or driver permit.
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The bill limits the uses of the driver card to:
e Evidence of driving privilege
e Identification as an anatomical donor
e |dentification as a veteran or emancipated minor
e Enforcement of child support, civil judgment, or lien
e Use by law enforcement for a missing person investigation

Beyond the specific limits on use of a driver card, all statutes and procedures that
govern driver licenses and driver permits apply to driver cards (for example: mandatory
insurance to operate a motor vehicle, reasons for suspension/ revocation/cancellation of
driving privileges, applicants subject to biometric check of photograph to combat fraud).
The legislation grants rule-making authority to the department to determine which
identity documents may be used in addition to valid passports and valid consular
identification documents to determine how applicants must prove Oregon residency of
at least one year.

Preparations:
From May 2013 to October 2013 DMV began making preparations such as:

Formulating administrative rules to define card issuance standards

Finalizing design features of the new cards and updating computer systems
Training existing DMV employees on new business processes

Hiring additional staff and training them for an expected increase in customers

Next Steps:

The Oregon Secretary of State’s Office announced on Friday October 18, 2013, that a
referendum has qualified for the November 2014 ballot, so the law will not go into effect.
Preparation work has now been delayed until after the November election. If the
election upholds SB 833, the law takes effect 30 days after the results of the election
are official. Some initial changes have been made to the DMV system, administrative
rules, procedures, policies, forms and manuals; however, these changes will not
become effective or be distributed until the results of the election are official.
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o Satellite Telephone Call Centers & Span of Control

Statewide Mandate: HB Bill 3165 (2013 Legislative Session) requires the Director of
the Department of Administrative Services (DAS) to grant exceptions to the rule that
state agencies have a ratio of eleven employees to one supervisor.

The director may grant an exception when:
e The exception is necessary to maintain public and employee safety
e The exception is necessary due to the geographic location of agency offices
e Agency employees supervise personnel who are not employees of the agency,
the agency has a significant number of part-time or seasonal employees, or the
agency has other unique personnel.

Response: DMV contracts with Oregon Corrections Enterprises for the services of 50-
60 inmates. These inmates work from their prison location answering general customer
telephone calls Monday through Friday. They are not given access to any personal
information of the public. They are focused on answering questions about DMV
process, forms, and scheduling driving tests. DMV is required to provide management
personnel to supervise the contracted inmates when inmates are responding to DMV
customer telephone calls. The inmates are not included in the employee to manager
ratio; however, the managers are.

Result: ODOT on behalf of DMV requested that DAS grant an exception to the 11:1
ratio based on this unique management requirement. DMV is maintaining the one
manager to eleven employee ratio throughout its geographically dispersed
organizational structure. This is expanding the workloads of existing managers and the
number of field offices that several managers must oversee. This exception was
approved.

e Studied Efficiencies

o System Modernization Program

Over the past several months, DMV has embarked upon a review of its current
computer systems to envision what a new business process could or should be. A
consultant was hired to perform the analysis, gather information from employees, and a
report was prepared. This report was presented to the Oregon Transportation
Commission in July 2013.

A copy of the consultant report [MathTech] and a Power Point summary is available
from the Oregon Transportation Web Site:

ftp://ftp.odot.state.or.us/outgoing/OTC/11 November/November 20 2013 OTC Meeting Packet.pdf

Based upon this work, DMV has prepared a budget request for a Program Option
Package to seek funding authorization to begin the undertaking of this program during
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the 2015/17 biennium. DMV anticipates that this request will be included in the
Governor's Recommended Budget released to the Legislature in January 2015.

o Acceptance of Debit & Credit Cards

One component of the modernization effort is to enable field offices to accept debit and
credit cards for payments. A project proposal was recently prepared and approved to
move forward with the project. The DMV budget request includes spending authority for
the merchant fees — required for processing debit and credit card payments.

Steps taken or underway are:

Meetings and consultation with Oregon Treasury Department staff
Demonstrations by the two designated payment processing vendors
Evaluation of card reader devices and future industry changes in U.S.
Credit/Debit Project added to DMV IT Tactical Plan

Program Option Package (POP) submitted for 2015-17 budget request
(merchant fees)

Preparation and approval of Project Proposal deliverable

e Preparation of IT Options deliverable

e Project Launch (late June 2014 ) — anticipate 12-14 month project depending
upon resource availability

o DMV Cost of Services Study

An analysis was undertaken of the DMV fees with assistance from an appointed
Advisory Committee of citizens. It is available on-line at:

e http://www.oregon.gov/ODOT/DMV/docs/DMV_Cost of Services Study.pdf
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Customer Service Survey Results 2009-2013
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DMV Customer
Service in the U.S.

presented to

Oregon Customer Service Task Force

August 22, 2014

* American Association of Motor Vehicle
Administrators
e Our members
o DMV and state police agencies in the U.S. and Canada
e Our mission

o to support North American motor vehicle and law
enforcement agencies in achieving their mission
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For Our Members

Best practices

Standards

Training

IT systems and support
Networking

Weekly newsletters

Legislative alerts

Subject matter experts

Survey capabilities for members
Webinars, conferences, workshops
And more . . .

AAMVA Official Use Only
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DL & MV in separate agencies

AAMVA Official Use Only

‘ I \
County based ‘ 5 Z’V
RFP / appointment
Tag agents/others
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9 A Snapshot of Third Party

LA AR

=====. Providers

I S I S

Colorado County Clerks Some MVD Offices
Florida Co. Tax Collectors Some DHSMV offices
Private Tag Agents
Idaho County Assessors County Sheriffs
lowa 99 County Treasurers 88 County Treasurers 19 DOT offices
Maine Town Offices SOS only
Ohio Deputy Registrars BMV only
Clerk of the Courts
Pennsylvania Messengers Messengers — DL PennDOT
Tag Agents renewals only offices
South Dakota County treasurers DMV only
West Virginia County Sheriffs — reg DMV only

renewals only

Wisconsin Grocery stores, etc. -reg DMV only
renewal only

AAMVA Official Use Only

 Later in the morning and evening
o e.g., 9:00 a.m. to 6:00 p.m.

* Later in the evening
» Saturday hours - weekly or monthly

» Split schedule — some Monday thru Friday,
others Tuesday through Saturday

» Saturday morning, closed Wednesday afternoon

AAMVA Official Use Only
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Extended Hours

Extended hours offered
Piloting extended hours
@ Discontinued due to budget issues

Saturday hours offered

AAMVA Official Use Only
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2  Scheduling Systems

* Customers can schedule:
o knowledge tests
o skills tests
o office appointments

* Available
o by phone
o on-line
o via app

AAMVA Official Use Only

8/20/2014





8/20/2014

|
I |
In-Use
Future plan
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Queuing Systems

* First stop . . . information desk
* Provides efficiencies in customer flows
* Lets customers track their wait times

* Some systems now provide virtual waiting, with
text updates as they move up in line

AAMVA Official Use Only






some |
( ~__counties /\/

large metro
offices

In use

Take a number

Digital numbering
system

AAMVA Official Use Only

) Wait Times on the Web

» Set customers expectations prior to arrival
o allow them to shop around or rethink time of visit
o allows for improved customer service experience

* Helps manage flow in offices

AAMVA Official Use Only
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Wait Time Information Provided

Info provided on the web
Tweets several times daily

AAMVA Official Use Only

California Wait Time via Web

Calfomia Department of

Motor Vehicles
HOME DFF}CES_ OMLINE SERVICES | DRIVER LICENSE | VEHICLE REGISTRATION

1810 E. Avenida De Los Directions ta this Offica
Arboles Nearby Offices

= Thousand QOaks, CA Make an Appointment
91362

(800)777-0133

Current Customer Wait Times

Appointment Non-Appointment
012 1:55

i - 500 PM Hearby Office Wait Times
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owa Department of

(¥) Mator Vehicle
Division home

(») Office of Driver
Services home

(%) Driver's licenses
and IDs

(¥) Under age 18

(%) Manuals and study
guides

(¥) Driver records,
appeals, OWI and
accidents

() MyMVD online
services

(%) Safety and education
(») National Registry of

Certified Medical
Fyaminars

Iowa Wait Time via Pictures

INDEX'ABCDEFGHIJKLMNOPQRSTUVWXYZ

DOT Home | About | Phone Book | Contact

.‘,‘,‘, A ¥

Driver Services

Custom Search 8]

Renewal only driver's license

station - Des Moines

Ankeny driver's license station

Camera images are provided to give customers a sense of trafficvolumes.
Here's a look at what's happening in the Ankeny station right now.

Hallway in Ankeny Ankeny station
T

Image will refresh every three minutes.

Image will refresh every three minutes.

AANIVA UGG UST Uity

ONLINE
— SERVICES

Renew online
Renew your drivers
license or 1D card
online, anytime

Required
documents

Build a personal
checklist of required
documents to obtain
a driver's license or
1o}

b
AR

* Delaware provides wi-fi in their field offices
o requested through focus groups
o monthly cost of $200 / office
o customer experience and satisfaction levels increased

o customers can pay fines instantly via wi-fi who would
have otherwise prevented them from completing their
DMV service (ie. pay traffic fine)

* New York and DC are considering

AAMVA Official Use Only
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TV screens promote highway safety / DMV
messages, news, entertainment, sports, etc.

Keeps waiting customers occupied
Free to the DMV
* Advertising pays for system

AAMVA Official Use Only

» Convenient
o the pajama factor

» Reduces office congestion / wait times
* Reduces staffing needs / costs

W

AAMVA Official Use Only
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Types of Transactions Offered

* Renewal / duplicate * Notice of Lease Termination
e DL/MV records » Salvage Yard Auto Hulk
 Status check Notification

« Personalized plate inquiry  Vehicle Statement of Non-Use
« Oversize/weight permit * Notice of Vehicle Transfer
 Emergency contact registry ¢ Special Plate Request

« Address change * PIN management

 Pay fine / fee » Material ordering

+ Replacement title * IFTA/IRP filing

- Dealer sales reporting * Reinstatement

e Lien filings * Insurance verification

- Disabled parking permit app ~ * Refund application

AAMVA Official Use Only

J

Availability of On-Line Transactions

:\ﬁ e A
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)
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MV and/or DL transactions

Check status / request record only

AAMVA Official Use Only
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* Virginia charges a $5 fee for transactions
available via the web and done in the field

AAMVA Official Use Only

E-Mail Communications

* Used to:
o advise of credential renewal
o send agency information / alerts
o answer customer inquiries

o receive customer feedback

AAMVA Official Use Only
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customer inquiries
renewals & other info

AAMVA Official Use Only

™ -
2 Mobile Apps

* Practice questions In use by
* General road safety « California
« Road test information * Georgia

. . . » Indiana
* Links to service providers . Michigan
* DL & MV renewal transactions » Nebraska
« Driver handbook © rennsylvania

o « South
* Application forms Carolina
- Office finder * Virginia
» Wisconsin
* DMV only app - record test results
AAMVA Official Use Only
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Alternative Payment Methods

» Credit cards
o accepted via web, office, or both

o fees absorbed by DMV or passed on to customer
= flat fee, percentage of transaction, or both

* E checks
» Debit cards

AAMVA Official Use Only

_ Credit Card Acceptance & Fees

Fees absorbed by agency

Fees passed on to customer

AAMVA Official Use Only
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In use
Future plan

In pilot
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) Kiosks - Nevad

e 45 kiosks in use

o located at DMVs, grocery stores, AAA locations
= yse in field offices is high

= yse at grocery store and partner locations has been
increasing

o 18 located in 12 DMV offices, 27 in partner locations
* 5 transactions available
» 3,158,389 transactions completed since 2004

* legislation enacted in 2012 to pass transaction
fee to the customer and usage has continued to
grow at no cost to the state

AAMVA Official Use Only
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Kiosks - Maryland

* 49 deployed

« 12 transactions available today

¢ 2011 - mandated clean registration
renewals be completed via alternative service
o registration stickers available through the kiosks
o cash payments available

e January 2014 - mandated DL renewals under 40
years of age who are eligible and who come to
the branch to renew at the kiosk

* Duplicate and corrected DL/IDs mandated to the
kiosk in April 2014

AAMVA Official Use Only

Electronic Registration and

=====. Titling (ERT)

* auto dealers process title and registration
transactions
* third party partner responsibilities
o sells system to dealers, provides training
o builds interface to DMV and EFTs fees to DMV
» dealer responsibilities
o transactions usually handled in F&I
o inventory on hand
o paperwork sent to state within X days
* customer pays transaction fee, avoids DMV visit
» dealer customer satisfaction surveys

AAMVA Official Use Only

8/20/2014
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@ Motor Vehicle Software Corp.

[
| -
|
|
I |
CVR
@ DealerTrack
® Title Tech

AAMVA Official Use Only

Customer Service Feedback

* Written surveys
* Postcards

e Phone

* Web

 Emalil

» After transaction questions (electronic)

* Some request feedback on a regular basis,
others only occasionally

AAMVA Official Use Only

@

8/20/2014
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Feedback

paper
©® web / electronic
@® phone
direct mail
® Email / mail

AAMVA Official Use Only

ate Agencies Search all of NY.ge

At
L Espariol (Disclaimer) Languages oo@c Loginto mydmv  Contas

Welcome to the NYS DMV. What can we help you with today?

TOP ONLINE SERVICES DRIVER LICENSE & ID CARD FOR NON- COMMERCIAL DRIVER REGISTRATIONS & TITLES CUSTOM PLATES
LEARNER PERMIT DRIVERS LICENSE (CDL)

> -
a,
“Han 5030

INSURANCE DMV RECORDS TICKETS, POINTS & FORMS DMV OFFICES MORE INFO
PENALTIES

MORE INFO/ INFORMATION AND SERVICES/ CONTACT US +
Printer-friendly version

» Check your order status
» Ask a question
(RSP —— - » Call the DMV
y
Welcome to the NYS DMV. » Motk the DMV
What can we help you with today? + Provide feedback

o Praisea DMV office or representative

« Submit a comment or suggestion about the
DMV website

» Repoii = problem with

AAMVA Official Use Only

8/20/2014
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INE SERVICES

DRIVER LICENSE &
LEARNER PERMIT

DMV RECORDS
PENALTIES

INFORMATION AND SERVICES/ CONTACT US +
dly version

1D CARD FOR NON-
DRIVERS

COMMERCIAL DRIVER
LICENSE (€DL)

TICKETS, POINTS & FORMS

REGISTRATIONS & CUSTOM PLATES
TITLES

DMV OFFICES MORE INFO

-~

Y Y 1o mm—

Welcome to the NYS DMV.
What can we help you with today?

» Check your order status
» Ask a question

» Call the DMV

» Visit the DMV

» Providz feedback

- Report a problem with
= a DMV oflice or represenlalive

= Lhe DMV websile

Other ways to communicate with your customers
and get your message / information out there

Twitter ¥
Facebook [i

You Tube  Youllll

AAMVA Official Use Only

8/20/2014
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Colorado’s Guy Vroom

=

Is that you?..Kenew

It may be time to renew your
Driver’s License or State ID.

Please say YES to the GIFT OF LIFE

There are no age or health
restrictions to be an organ
and tissue donor.

(oloude &) S Saalg

SAVE TIME. RENEW ON

www.Colorado.gov/vroom/renewlicense

AAMVA Official Use Only

_‘ (] [ ]
B California

AAMVA Official Use Only
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9 Other Customer Service

LA AR

===:_ [nitiatives

Virtual hold

Live Chat

Driver license handbook ebook for iPad
Customer focus groups

Older driver programs

Outreach events
o state fair, auto shows, etc.

AAMVA Official Use Only

P _ Things to Consider

Technology is transforming society, and new
generations grow up using digital devices before
they can walk or talk

78%0 of teens
have cell phones

P 8120 of teens use social
networking sites

You LT

25%b of smartphone users
cannot recall the last time their YouTube reaches more
device was not next to them U.S. adults than any cable network

AAMVA Official Use Only

8/20/2014
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DMV Systems Modernization

Agenda

DMV Legacy Systems

The Planning Approach

Peer Review

Recent and Next Steps

Application/Screens Demonstration
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This iIs a shot of an actual screen used by the DMV

Processing Services Group
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DMV Current Reality — Frozen in Time

Current systems keep DMV “Frozen in Time” and prevent
addressing substantial operational needs:

Title & Registration Not Real time - Sent to headquarters and
checks not performed in field offices

User Interfaces — Outdated and very difficult to use
Website — Need to offer more services

Mail-In Transactions — Many errors and re-work required
Work Processes - Very paper-centric and cumbersome
Financial Reconciliation — Inadequate tools for field offices
Permits, Receipts, etc. — Too many hand-written products
Document Management - Limited tracking of documents
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DMV Current Reality —
Everything is Difficult

Expanded Customer Number Project — 3 Years & 8 FTE

— Should have been one database update and revisions to some
screens and document layouts

New Plate Types — 300+ development hours required for
each new license plate

— Substantial Custom Programming

New Fee & Suspension Types

— Running out of capacity to add more (problems similar to Y2K)
Limited Ability to Interface/Support Business Partners

— Electronic Vehicle Registration (EVR) providers, Courts, record
users, e-Government services, LEDS
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Remembering the Past
What went wrong in the 1990s?

Customer Records were not properly prepared for the data migration, poor
data management planning

Project did not take a comprehensive approach to business work flows

Lack of sufficient testing of the new system, no load, stress or performance
tests run prior to implementation

Staff not properly trained

Size and scope of project underestimated, project was too big, scope creep
Project staff segregated between new and old systems

Project Management roles between vendor and agency unclear

Inadequate Quality Assurance

Unclear priorities from agency management, emphasis was on cost reduction
not customer service

Poor project communication, roles and responsibilities were unclear
Organization was not prepared for change.

Source: Reengineering Reexamined — A Review of Recent Management Practices at the Oregon Department of
Transportation and its Driver and Motor Vehicle Services Branch. April 1996
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Planning Approach
 Strategy and consulting services firm %MATHTECH

— Executive Vision—s V1SION Sesglons _, Business Needs
(By Function) Document
Deliverable ‘L
i . Modernization
gtrzgf o | Gap Analysis St?ategic Plgn
u
P Deliverable Deliverable
—> Technology Assessment —
N Resea_rch + State Research Peer Review
Planning Document
Deliverable
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DMV Modernization Projects

Mathtech identified a Program of Manageable Projects as part
of an overall modernization strategy:

e Business Process Improvement / Redesign - 360° customer view
e Core System Replacement

— Vehicle Title & Registration

— Driver Licensing & Driver Records

— Dealer Licensing

— Record Requests
 Next Generation Database

— Data Quality

— Reporting

— Sharing
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DMV Modernization Projects (continued)

* Point of Sale Capability
« Document Imaging
« MyDMV
— Personal DMV accounts offering more services via the internet
. Customer Portal — Transaction Based
Personal driver/vehicle record lookups
- Online transactions — Online not In-Line
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DMV Modernization Projects

The modernization effort is designed to execute:
« Within a nine to ten-year period
« With a cost estimate of $90 million
« With a dedicated staffing level of approximately 60 but peaking to 70 in Year 5
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A Program of Manageable Projects

Approach Benefits:

Break the Project Down into Manageable Pieces

— Smaller, Obtainable Objectives

— Converts into ongoing Planning, Maintenance, & Evolution
Responsive & Flexible

— Adapt to changing needs, conditions, and progress while achieving goals

— Blueprint and schedule evolve over time
Move at a Pace That Is Realistic

— DMV can speed up or slow down as necessary
Minimize Risk

— Avoid locking into an inflexible, prescribed, multi-year contract

— Avoid over-committing
Show Results Incrementally

— Obtainable objectives which support the long term vision and blueprint
Address High Priority Business Needs

10
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What Are Other States Doing?

Modernization ~ A challenging task for all states

e Other States’ Experiences

— Many are engaged in similar planning and analysis

— Many are gathering requirements and looking toward the future

— Many are preparing project budgets of $70M to $100M

— Many have had failed projects resulting in no new system

— A new generation of products are being marketed with improved outcomes
« Best Practices

— Strong Project Management is Critical

— Business Process Improvement is a Necessity

— Address Data Issues/Quality Early

— Avoid Overly Aggressive Schedules

— Be Cautious of Vendor Promises and Performance

List of States interviewed with Mathtech: Idaho, Indiana, Kansas, Montana, New Jersey, Utah, Virginia

11
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Steps Taken Since August 2013
OTC Presentation

Engaged Department of Administrative Services (CIO & CFO)

Engaged Legislative Fiscal Office (IT & Fiscal Analyst)

Engaged ODOT Procurement Office (contracting options)

Requesting information from vendors (RFI):

v

AN NN

Data Cleansing/Warehousing

Point of Sale

Core System Replacement Options
Document Imaging and Workflow
Online Customer Portal

Policy Option Package (POP) approved by Commission (OTC)
in July 2014.

12
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Steps Taken Since August 2013
OTC Presentation

17 RFI vendor presentations & SAFRAN
T MorphoTrust USA

S® Microsoft I=n: Fuﬁ’rsu shaping tomorrow with you

¢

Fairfax Imaging, Inc. ﬂ R/I_

One Solution - One Workflow - One Provider ENTER?P

O// ’ NCR Deloitte. & CLERUS
- SOLUTIONS
- Tech
EXETER Infosys rn-=I-|Ir||:Ir||
Public Services

13
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Next Steps

2013-15 Planning & Analysis

v Business Processes; Credit/Debit Payments; Data
Cleansing/Warehouse; More Vendor Research

2015-17 Budget Package Submission

v Increase expenditure authority & establish positions

2015 Legislative Session
v Approve Policy Option Package
v Establish Technology Fund Surcharge/Fee?

14
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DMV Systems Modernization

Questions?

Tom McClellan

DMV Administrator
Thomas.L.MCCLELLAN@odot.state.or.us
503-945-5100

Dave Franks

DMV IS Service Group Manager
david.a.franks@odot.state.or.us
503-945-5593

Application Demonstration
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The purpose of this initiative is to allow customers
to pay for DMV products and services with credit
or debit cards at any DMV field office.

?ﬂ Oregon 1
Department
of Transportation
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Agenda

* Background

e Benefits

* Challenges

* Project Strategy
* Questions

10/15/2014 2
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Background

e DMV customers have been requesting the
ability to use credit/debit cards in field offices
for years.

e Realized customer service improvements
would result

 Challenges
— Impact on Highway Fund
— Resources with experience
— Competing priorities
— Technical issues

10/15/2014 3
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Challenges

e Highway Fund

— Merchant Fees (How to fund)

— Reduction to Highway Fund (approximately S6M/biennium)
* Competing priorities

— State Legislation

— Federally mandated projects

— Other stay-in-business efforts

e Resources with experience

— New Developers require significant training (1 year) on our system to become
proficient

— Retaining Developers (due to age of system, 6 months for contractors, limited
duration positions)

e Technical issues
— Integration between card terminal and system; avoid manual entries
— Modify screens and reports
— 40 year old system uses outdated coding techniques which adds complexity
— Network infrastructure (bandwidth and data drops)

10/15/2014
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Challenges

e Credit cards via Internet (2002 - 2004)
— Four systems (Vehicles, Drivers, DRIVE, CIS)
— No integration of systems

— Initial project focus was use of Internet to process
transactions

— Complex programming for Internet
— Resource for only one system (Vehicles)

— Type of transaction does not require proof of
identity

— Mail product without face-to-face interaction

10/15/2014 5
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Benefits

e Improved customer comments and satisfaction

* Improved customer service
— Reduced 2M visits, reduced wait times

 Improved employee comments and morale
e Support from community officials
e Reduces risk (non-sufficient fund checks)

 May reduce merchant fee rate overall for State
— Multiple agencies; DMVs high volume

10/15/2014 6
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Project Strategy

e Special initiative vs full project methodology

e Add to existing agreement with US Bank/Treasury vs
full procurement

* |ntegrated vs non-integrated
e Purchase card terminals vs lease
e Salem field offices first

e Estimated Cost

— One-time project: S1M (Terminals, labor, professional services)

— On-going: Currently being negotiated (Includes yearly terminal
maintenance & software based on transactions, excludes
merchant fees)

10/15/2014
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In Scope

 Implement a credit/debit card payment
solution for DMV field offices including
software and hardware

* Deploy the solution at all 60 field offices

e |dentify on-going funding source for increased
merchant fees

* Provide user training and training materials

 Modify Refunds, Audits, and Reconciliation
processes

10/15/2014 8
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Out of Scope

 Modify the current on-line payment
management solution

* Integration with ATMs currently available in
field offices

 Set up DMV headquarters to accept credit and
debit cards

* Implementing a full point-of-sale (POS) system

10/15/2014





8% Oregon Department of Transportation: A Century of Service

Timeline

Initiative launched July 1, 2014

Salem by June 30, 2015

Remaining offices by June 30, 2016
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Extended Hours Evaluation
Mt. Hood Region
Nov. 15, 2010 — Aug 8, 2011

Purpose

For the Mt. Hood Region to evaluate the effectiveness of offering extended customer
service hours to 6:00 p.m. on Mondays and Fridays.

Background

DMV changed the hours of operation for the SE Portland, Gresham, Gladstone, North
Portland, and NE Portland field offices to be open to the public from 8:00 a.m. to 6:00
p.m. on Mondays and Fridays. This change took effect on November 15, 2010, in
conjunction with the permanent closure of the Clackamas Promenade field office, and the
change of days and hours of operation for the SE Portland and Lloyd Center field offices
from Tuesday through Saturday to Monday through Friday.

The plan for these changes called for an evaluation in which Field Services would track
the volume of transactions processed and customers visiting these field offices between
5:00 to 6:00 p.m., to determine the effectiveness of these changes. An assumption was
made that DMV would continue the extended hours at these offices if customer
transaction levels warranted them.

Transaction Counts

The spreadsheet “Transaction Counts for Mondays and Fridays” (see Attachment A)
shows the number of completed transactions processed through the DRIVE point-of-sale
system. [Note: These numbers were derived from special reports that were requested for
the months of December through April. The reports were not generated for the later
months.] This chart includes the total number of transactions that were processed in the 5
offices for each month, and then calculates the average number of transactions that were
processed per hour. It then shows, in hourly increments, when those transactions were
processed. This data shows that the lowest volume of transactions was processed after
5:00 p.m. This peaked in April 2011, at 3.5% of daily transaction totals. The offices are
open to the public for 10 hours on Mondays and Fridays. If the transactions were equally
dispersed throughout the day, each hour block would see 10% of the total. The “After
5:00 p.m.” block ranged from 1.9% to a high of only 3.5%. In addition, the numbers
included in the “After 5:00 p.m.” column represent customers who arrived in that hour,
and those who arrived earlier and were still waiting in the queue at or after 5:00 p.m. So
these numbers over-report the actual number of transactions for customers that came in
after 5:00 p.m. Even though these numbers are over-reported they still are significantly
lower than any other hour of the day. By comparison, customers with transactions
processed from 8:00 to 9:00 a.m. only include transactions that were completed by 9:00





a.m. So these numbers under-report the actual number of transactions because they do
not include the customers who came in prior to 9:00 a.m. whose transactions were not yet
processed.

Vehicle transactions accounted for 52% of transactions processed between 5:00 to 6:00
p.m. Today, two-thirds of vehicle registration renewals are done by mail, online, and at
DEQ Emissions Testing Stations. With the availability of these service delivery options,
and with 4-year registration and limiting trip permits to two per year, there is less need
for people to visit field offices for vehicle business.

Customer Counts and Wait Times

The chart titled “Customer Counts and Wait Times for Mondays and Fridays” (see
Attachment A) is derived from the “Automatic Wait Time System” that captures when
every number is pulled and how long each customer waits for that number to be called.
This chart identifies the total number of customers served on Mondays and Fridays by
month in the 5 affected offices. It then compares and contrasts the customer volumes for
the first hour of the day (8:00 to 9:00 a.m.) with the last hour of the day (5:00 to 6:00
p.m.) This chart shows that the customer counts after 5:00 p.m. represent only 2.2 to
3.8% of the daily total.

Resource Allocation

Mt. Hood Region has a current base of 87.5 FTE.

Enough staff must be assigned to end-of-day shifts to complete customer service
delivery, carry out internal controls, maintain facility and personal security, complete
closing office duties after all the customers have been served, and minimize overtime.
On Mondays and Fridays, these shifts range from ending at 5:15 p.m. to as late as 6:30
p.m. The number of resources assigned and the range of shifts varies between offices
depending on the number of FTE, customer volumes, and customer arrival patterns.

Across the 5 affected offices, 33 individuals are scheduled to work a total of 34.91 hours
after 5:00 p.m. each Monday and Friday. The resources staffing these shifts range from
Transportation Services Representative 1, to Transportation Services Office Leader (lead
worker), to Customer Service Manager.

Recommendation

During the 8 month time frame of December 1, 2010 through August 8, 2011, there was
only a small percentage of customers who took advantage of the extended hours offered
in the 5 offices, in order to complete their DMV business.





At the end of the 8 month evaluation period for the hours between 5:00 and 6:00 pm, the
33 staff members in the 5 offices had processed only 1.9 to 3.5% of the total transactions
completed for the business day; and they served only 2.2 to 3.8% of the total customers.

By reverting back to the 8:00 a.m. to 5:00 p.m. business hours, the 5 affected offices can
devote more resources to serving the 96.2 to 97.8% of the customers who came in earlier
in the day.

DMV Field Services recommends ending Extended Hours (Mondays and Fridays) on
August 31, 2011. Effective September 1, 2011, business hours will be 8:00am to 5:00pm
on Monday through Friday at these five offices.





Mt Hood Region Extended Office Hours

Transaction Counts for Mondays and Fridays Only in Five Mt Hood Region Offices

"Month/ Total Trans Ava Trans At Aﬂ;r Sfm
ont Mon & Fri 9 8-9am 9-10am 10-11am | 11-12am 12-1pm 1-2pm 2-3pm 3-4pm | 4-5pm er 00
Year per/hour 5pm Trans
Only per/day
Dec-10 38932 3893 2061 4017 4355 4665 4165 4550 5046 4917 4423 733 1.9%
Jan-11 38813 3881 2198 3776 4061 4524 4035 4269 5128 5074 4832 916 2.4%
Feb-11 38987 3899 2077 3870 4212 4440 4076 4407 5055 4927 4810 1113 2.9%
Mar-11 47656 4766 2578 4698 4964 5587 4857 5230 6239 5981 6239 1283 2.7%
Apr-11 43,701 4370 2575 4539 4583 5079 4455 4578 5533 5306 5526 1527 3.5%

Customer Counts for Mondays and Fridays Only in Five Mt Hood Region Offices

1 2 3 4 5 6 7 8 9
3Total Number of Avg Monthly E)A\e\lli?y % of Monthly E)A\e\lli?y % of
"Month/ Customers [ Days in Daily Total Customer 8-9am Total Customer 5-6pm Computation Methodology for
for Month Month | Customer| Customer Customers| Customer Customers
Year . . Counts . Counts . Chart at left by Column #
Mon & Fri | Mon & Fri | Counts Counts to Daily Counts to Daily
Onl Only per/hour 8-9am per/hour Total 5-6pm per/hour Total
y 8-9am 5-6pm
Dec-10 13005 7 186 1156 165 8.9% 284 41 2.2% 1 - From AWTM Report
Jan-11 16855 8 211 1277 160 7.6% 436 55 2.6% 2 - Self Explanatory
Feb'll 14736 7 211 1004 143 68% 476 68 32% 3 - Tota| Customers N open hOUrS
Apr-11 19329 9 215 1754 195 9.1% 660 73 3.4% 5 - Column 4 = Column 2
May-11 15042 7 215 1511 216 10.0% 500 71 3.3% 6 - % of Column 5 to Column 1
Jul-11 18300 8 229 1717 215 9.4% 696 87 3.8% 3 - Column 7 = Column 2
4Aug—11 6651 3 222 718 239 10.8% 242 81 3.6% 9 - % of Column 8 to Column 1

Footnotes:
1 Monday and Friday extended hours began November 15, 2010. For proper comparison purposes, November's partial month numbers are not included.

2 "After 5pm" includes all transactions processed after 5pm, some of which were processed after 6pm. Though the doors are locked at 6pm customers waiting in

the lobby are still served.
3 Total customer counts do not include drive tests conducted.
4 August statistics are for August 1, 5 and 8 Only







Legislative Members: Non-Legislative Members:

Sen. Chris Edwards Judith Gray

Rep. Chris Gorsek Tim Hendrix

Rep. Kim Thatcher Nick Hopper
David Jostad

Staff: Tom McClellan

Nathan Rix, Project Manager, DAS Margaret Stephens

Robert Underwood, Project Coordinator, DAS Susan Thayer

Catherine Webber

TASK FORCE on TRANSPORTATION and CUSTOMER SERVICE EFFICIENCY
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To: Task Force on Transportation and Customer Service Efficiency
From: Nathan Rix, Strategic Initiatives Project Manager, DAS-COO
Date: 9-24-14

Re: DMV Field office employee survey results

Background

In September 2014, the Task Force on Transportation and Customer Service Efficiency issued a survey of DMV field office
employees. The purpose was to collect feedback on field office customer service that would be used by task force members in
forming their recommendations for a report to the Director of Transportation and the 2015 Legislature.

Results and analysis
The survey gathered over 280 responses for each of the five questions asked. A complete inventory of responses is available
upon request, but is subject to strict employee privacy restrictions. Themes in responses emerged for each question.

1. What problems do you think need to be addressed to improve field office customer service?
Most responses mentioned increasing staffing levels, accepting credit/debit cards, modernizing existing systems or adding

functionality, and improving employee recruitment/training. There were over 50 references to Credit/Debit cards and over 30
specific mentions of “modernized” computer systems and newer technologies.

System modernization

Increase staffing levels (e.g. digital imaging, online services, kiosks, Credit/debit payments
data entry screens)

Customer readiness before they Simpler paperwork Staff training on dealing with
arrive at a field office difficult customers

2. How important is the acceptance of Credit and Debit cards to improving customer service?

How important is the acceptance of Credit and Debit Cards to improving
customer service?

2.1%
2.1%
4.3% 2

@ Extremely important
BVery important
OMederately important
OSlightly important
mNoet at all important
ONot at all
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3. The task force has heard that the modernization of the computer system will improve customer service. Do you agree?
How do you think a new system will change customer service?

A large majority of respondents agree that modernization is needed and will improve customer service. The following themes
emerged as reasons in favor of modernization.

Helps staff work faster Helps staff work more accurately Reduces paperwork for customer
Better for on-boarding new Less paper exchanging hands Less wait time for customers
employees

The following themes emerged as reasons against modernization.

Existing system is adequate Concern about learning curve/what Modernization may not directly
modernization will entail impact customer service

4. A number of changes have already been implemented to improve customer service, such as lobby management
techniques. Are there any recent improvements that have had a big impact on customer service/wait time in your field
office?

A large majority of respondents agreed that recent improvements had a big impact on improving customer service. The
following types of changes were attributed with a positive effect. A majority of those respondents who agreed that recent
improvements made a positive change attributed express lines and lobby sweeps with the majority of the credit.

Lobby management Additional staff during the lunch
(specifically: express lines, LMS station, and hour Hiring customer service oriented
re-testing line) employees

5.  What other changes could be made to improve the customer experience? The Taskforce would like to hear suggestions
about any part of DMV operations or policy that would improve customer service; in person, on the phone, online or by
mail.

Nearly all respondents submitted a recommendation that fits within one of the following themes.

Increase staffing levels System modernization Visual/verbal lobby updates
(e.g. Credit/Debit cards, screen prints in lieu
of paper forms)

Coaching employees on customer Lobby kiosk for customer Offer more services online
service







77th OREGON LEGISLATIVE ASSEMBLY--2014 Regular Session

Enrolled
House Bill 4047

Sponsored by Representative CAMERON; Representatives DAVIS, DOHERTY, READ (Presession
filed.)

CHAPTER ..o
AN ACT

Relating to the Task Force on Transportation and Customer Service Efficiency; and declaring an
emergency.

Be It Enacted by the People of the State of Oregon:

SECTION 1. (1) The Task Force on Transportation and Customer Service Efficiency is
established, consisting of 11 members appointed as follows:

(a) The President of the Senate shall appoint:

(A) One member from among members of the Senate.

(B) One member who is a resident of this state and who, in the past 12 months, has been
a customer of a Department of Transportation field office that provides driver and motor
vehicle services.

(C) One member who is the owner, or the designee of the owner, of a business in the
freight trucking industry in Marion County.

(b) The Speaker of the House of Representatives shall appoint:

(A) Two members from among members of the House of Representatives.

(B) One member who is a resident of this state and who, in the past 12 months, has been
a customer of a Department of Transportation field office that provides driver and motor
vehicle services.

(C) One member who is the owner, or the designee of the owner, of a business in the
vehicle sales industry in this state.

(c¢) The Director of the Oregon Department of Administrative Services shall appoint one
member from the Oregon Department of Administrative Services.

(d) The Director of Transportation shall appoint one member who is a represented em-
ployee of a Department of Transportation field office that provides driver and motor vehicle
services in Marion County.

(e) The administrator of the Department of Transportation field offices that provide
driver and motor vehicle services, or the designee of the administrator, shall serve as an ex
officio member of the task force.

(f) The Governor shall appoint one member who is a representative of a city or other
local government in this state.

(2) The task force shall study the efficiency of customer services provided by Department
of Transportation field offices that provide driver and motor vehicle services and shall make
recommendations to the Director of Transportation on changes and improvements to exist-
ing customer service delivery methods.
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(3) The task force may request data from the Department of Transportation regarding
customer service functions performed by Department of Transportation field offices that
provide driver and motor vehicle services and may gather public comment on current cus-
tomer service delivery methods and on alternatives to current methods. When the task force
is studying the current systems and developing recommendations for change and improve-
ment, the task force shall:

(a) Examine the types and frequencies of customer service needs and interactions at the
Department of Transportation field offices that provide driver and motor vehicle services;

(b) Study the Department of Transportation field offices that provide driver and motor
vehicle services using a sample group; and

(c) Propose benchmarks to effectively measure success in achieving desired customer
service delivery outcomes.

(4) Members of the Legislative Assembly appointed to the task force are nonvoting
members of the task force and may act in an advisory capacity only.

(5) A majority of the voting members of the task force constitutes a quorum for the
transaction of business.

(6) Official action by the task force requires the approval of a majority of the voting
members of the task force.

(7) The task force shall elect one of its members to serve as chairperson.

(8) If there is a vacancy for any cause, the appointing authority shall make an appoint-
ment to become immediately effective.

(9) The task force shall meet at times and places specified by the call of the chairperson
or of a majority of the voting members of the task force.

(10) The task force may adopt rules necessary for the operation of the task force.

(11) The task force shall submit a report in the manner provided by ORS 192.245, and
may include recommendations for legislation, to an interim committee of the Legislative
Assembly related to transportation no later than November 1, 2014.

(12) The Oregon Department of Administrative Services shall provide staff support to the
task force.

(13) Members of the task force who are not members of the Legislative Assembly are not
entitled to compensation, but may be reimbursed for actual and necessary travel and other
expenses incurred by them in the performance of their official duties in the manner and
amounts provided for in ORS 292.495. Claims for expenses incurred in performing functions
of the task force shall be paid out of funds appropriated to the Department of Transportation
for purposes of the task force.

(14) All agencies of state government, as defined in ORS 174.111, are directed to assist
the task force in the performance of its duties and, to the extent permitted by laws relating
to confidentiality, to furnish such information and advice as the members of the task force
consider necessary to perform their duties.

SECTION 2. Section 1 of this 2014 Act is repealed on the date of the convening of the 2015
regular session of the Legislative Assembly as specified in ORS 171.010.

SECTION 3. This 2014 Act being necessary for the immediate preservation of the public
peace, health and safety, an emergency is declared to exist, and this 2014 Act takes effect
on its passage.
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Passed by House March 3, 2014 Received by Governor:

........................ M. ittt seeseseeenens, 2014
e s Approved:
Ramona J. Line, Chief Clerk of House
........................ M. it sesneseennens, 2014
Tina Kotek, Speaker of House
Passed by Senate March 6, 2014 John Kitzhaber, Governor

Filed in Office of Secretary of State:

Peter Courtney, President of Senate

Kate Brown, Secretary of State
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DY

Program Services
Driver and Motor Vehicle Services

Issue

Will law enforcement officials accept a printed DMV receipt as proof of completing an
online registration renewal and not issue a traffic citation for operating a vehicle with
expired tags?

Background

As DMV prepares for systems modernization and employee right-sizing, a workgroup
was convened to look at ways of shifting registration renewals from field office foot
traffic to doing business online. This would be a substantial savings for DMV—the cost
of an online renewal is half that of a comparable field office transaction—and would
save time, money, and potential frustration for a customer waiting in line at a field office.

One of the major reasons keeping people from renewing online, as identified by a
comprehensive 2006 customer survey (and validated by a recent survey of field office
transactions), is that people wait until too close to the renewal deadline. Another
potentially overlapping reason is that people want to get renewal stickers in person and
be done with their transaction.

DMV does not charge any additional fees for renewing online. Receipts can be printed
and tags arrive in the mail within three to four days. The online renewal service is open
24 hours a day, seven days a week. Online renewals are processed in DMV’s overnight
batch process and will show on the record, and can be viewed by law enforcement
officials, within 1-4 days of renewing online, depending on the date/time a person
completes the online renewal.

A large number of people continue to renew in DMV field offices when they could renew
online. Rather than penalize customers with a transaction fee to cover the difference in
the cost of doing business in a field office, DMV is seeking alternative methods to
encourage customers who have waited until close to expiration to renew online rather
than in person.

Trends

Over the past few years, customers have begun to ask for the kind of convenient online
options from government that they have been able to rely on with private businesses.
For example, the recent passage of HB 2107 in Oregon allows drivers to provide proof
of insurance through electronic means, such as a smartphone device. DMV’s Vehicle
Policy Unit has received inquiries on whether an electronic means to display vehicle
registration is available, and discussions at the national level indicate this is a direction
some jurisdictions are considering.

Online Registration Renewal Receipt Page 1
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Along similar lines, lllinois recently passed SB 2802, which will allow lllinois drivers to
renew and display an online renewal receipt from the Secretary of State’s office as proof
of valid registration until their stickers are received. SB 2802 is intended to encourage
customers to renew online, rather than go into an lllinois Driver Services office to obtain
new stickers immediately. The online renewal receipt is good for thirty days from the
expiration date of the previous registration sticker’s date. Although SB 2802 is not yet
signed by the lllinois governor, the Secretary of State’s office expects to begin
implementation soon with a target launch date of January 2015 for this initiative.

Though aimed at driver rather than vehicle renewal services, the Georgia Department of
Driver Services (DDS) began using a Georgia DDS Online Services receipt as proof of
valid driving privileges until the driver receives their permanent license or permit in the
mail. Their initiative began July 1, 2014.

Solution

DMV seeks to provide flexible, responsive customer service options, and the growing
pool of motor vehicle drivers are increasingly accustomed to multiple online methods of
doing business. In keeping with providing convenient options to customers as well as
promoting increased use of the online vehicle renewal option, DMV is considering use
of the online receipt as proof of registration until the vehicle owner receives their new
stickers in the mail. The online receipt is equivalent to the yellow “Notice of Transaction
Submitted” that drivers keep in their vehicle until their new registration card is received.

Customers are aware of the consequences of displaying expired stickers. ORS 803.560
makes driving with expired registration stickers a Class D traffic offense. In order to
allow a renewal receipt to serve as proof of registration until new stickers are received,
ORS 803.560 may need to be revised or repealed.

DMV is seeking law enforcement’s feedback and support on this potential change
before considering any legislative action to amend ORS 803.560 to allow proof of the
online receipt as proof of valid registration.
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1. Introduction & Executive Summary

1.1 About This Report

Mathtech, Inc. was engaged by the ODOT DMV to assist in creating a vision for future
DMV operations and a plan for moving forward. This included:

B Review and Evaluation of Current and Future Business Needs
B Assessment of Current Environment and Gap Analysis

B Peer Analysis and Identification of Best Practices

B Development of a Strategic Plan for DMV Modernization

This document is the final Strategic Plan for DMV Modernization and it was developed in
collaboration with senior leadership and user groups representing the following business
functions:

B Driver Licensing

B Vehicle Title & Registration

B Driver Record Management

B Driver & Vehicle Record Information Sharing

1.2 Executive Summary

1.2.1 Project Background

DMV Modernization Goal

The DMV operates with substantially antiquated computer systems and sought to begin
the planning process to modernize its systems. Modernization processes are complex

and include enterprise technology planning, business process modernization, and large
scale system development. In short, a large modernization project is an opportunity to

transform the organization.

Mathtech, Inc. — Planning Vendor

The DMV engaged Mathtech, Inc. to conduct the planning engagement. Mathtech has a
50-year history serving clients with complex projects. Mathtech is active in the AAMVA
(American Association of Motor Vehicle Administrators) community and has experience
planning and implementing motor vehicle system modernization projects working with
jurisdictions including NJ, MN, WA, WI, MD, and others. Mathtech started work with the
DMV in March 2013 and delivered this final report in August 2013.

The project included working with the DMV on-site and off-site to complete the following
deliverables:

B Business Needs Analysis

B Gap Analysis Comparing Current Systems to Business Needs

B Peer Analysis of DMV modernization project in other Jurisdictions
B Strategic Plan for System Modernization (this document)
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1.2.2 Status of the Current System

An agency’s primary computer systems must evolve to meet ever changing needs which
include:

B Legislative changes

Improvements in operational effectiveness

Expanding customer service requirements

Increased security requirements

Need to identify and prevent fraud

Staff Changes

Improvements to available technology over the past 60 years

The DMV’s systems are completely out-of-date and rely on 40+year old technology,
often referred to as “Legacy Systems”. The effort required to enhance or expand the
current system is substantial and the system’s lack of flexibility effectively keeps the
agency “frozen in time” and unable to meet evolving expectations.

Using the Federal Highway Administration National Bridge Inspection Standards that the
ODOT Highway Division uses for evaluating conditions of its bridges, the DMV IT
systems would be considered STRUCTURALLY DEFICIENT based on the following
appraisal rating: “2 — Basically intolerable requiring high priority of replacement.”

Problems to Be Solved

The following is an abbreviated list of operational challenges which remain continually
unaddressed and are basically unobtainable given the status of the current systems.
These are significant deficiencies in the systems which prevent the DMV from improving
operations, customer service, fraud detection, and general efficiency.

B Vehicle title & registration transactions are not handled in real time — they are
sent to the headquarters office for processing, rather than being handled in a
field office

User interfaces of current systems are out-dated and very difficult to use
Web site needs to offer more online services

Mail-in transactions are very error prone

Operations are very paper-centric

Holes in financial reconciliation and cash handling systems, especially in Field
Offices

Too many hand-written products (permits, receipts, etc.)

Limited tracking of received documents

Business rules not sufficiently enforced in system

Reporting and analysis limited due to lack of data and reporting tools
Staff need to access multiple systems to complete tasks

Insufficient transaction auditing tools

No complete customer interaction or correspondence log
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1.2.3 Vision for the Future

Mathtech worked with all levels of employees in the DMV to develop a vision for future
operations and expectations of a modernized computer system. The following are
highlights of the future vision for operations and technology.

Vision of Future Operations
B 360 Degree View of Customer Information — Future DMV systems will provide
staff with a consolidated view of all customer information allowing for better
customer service as well as fraud detection.

B Single Voice — Future DMV systems must sufficiently support the staff so that they
can provide consistent guidance and answers to the customers. This includes
features ranging from automated assessments of driving records to comprehensive
customer interaction logs.

B On-line DMV and Full Featured Web Site — Future systems must provide new
tools and capabilities for our customers that will let them serve themselves, answer
questions, and better understand DMV processes.

B Consistent, Integrated Systems — Future DMV systems will be integrated and
eliminate the need to re-enter data. The systems will use a consistent technology
and user interface that will make them easier to use and easier to train new staff.

B DMV “Wikipedia" — Staff will be supported by a comprehensive knowledge
repository. It will track policy, procedures, forms, training information, and historical
information.

B Real Time DMV - Future DMV systems must operate in real time. Real time
information is critical for timely and accurate transaction processing and customer
support.

B Simple DMV - Complex business processes, codes, fee structures, and rules
create an unnecessary burden on customer and staff and they must be simplified.

B Smart Systems That Enforce Business Rules — Future DMV systems must
enforce business rules, check data entry, insure complete transactions and provide
appropriate security.

B Effective Reporting & Analysis Capabilities — Future DMV systems will provide
staff with a suite of tools to access clean and well-defined data to create reports
and perform analysis.

B Flexible Systems — Future DMV systems must be built to adapt to changes in
business rules and allow for new services to be added.

B Better Financial Reporting (and More Payment Options) — Future DMV
systems must fully track transactions and payments received at the detail level for
reconciliation.

B Eliminate Paper —Reduce or eliminate the reliance on paper documents for
transactions as they negatively impact efficiency and security.

B Engage Partners and Customers for Self Service — Future DMV systems must
allow partners and customers to complete transactions and perform self service
functions to meet their needs.

Future System Blueprint
Mathtech and the DMV created a Future System Blueprint which identifies the
architecture and capabilities of the modernized systems.
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B The blueprint describes a modern, flexible system that can expand over time and
adapt to the needs of the agency.

B The blueprint combines pre-built commercial software packages with custom
software to meet the needs of the agency. When available, commercial software
packages are easier to implement than building custom software and allow for
easier upgrades.

B The blueprint describes an “enterprise approach” for building the DMV systems.
This approach emphasizes the need to create common components that support
and link all business areas. Three examples of common components are

=  Common Customer Information Management — All business operations
and customer related activities are supported by a central customer
management system.

] Common Web Transactions Site — Customers access one common,
consistent web site for all online transactions and access to their account
information regardless of whether they are performing vehicle or driver
transactions and regardless of access device.

= Common Revenue Management Functions — All systems that generate
and collect revenue will use a common financial component so the DMV can
collect and track revenue.

The blueprint is used as a planning tool to decompose the modernization effort into
smaller, manageable projects.

1.2.4 Strategic Planning Considerations
The planning effort considered many factors in the analysis including

B Business Needs and Priorities — Business needs were identified through Vision
Sessions and other collaborative meetings with DMV operations and technology
staff

B Technology Refresh Needs — The DMV'’s aging technology has a number of
“ticking time bombs” which must be addressed before the system literally runs
out of codes and configurations for new fees, suspension types, and other
expansion needs.

B Guiding Principles — The process considered a number of ideas that kept the
planning on target including:

= Improve customer service

= Avoid an “all at once”, “ Big-bang” approach

=  Provide quick and incremental business value

=  Build toward long term vision/blueprint

=  Address high priority needs sooner

=  Plans must be realistic and achievable

= Leverage commercial software products where available
=  Adopt modern programming environments

= Solution must be flexible to support future requirements and processes
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» Leverage/remain consistent with State standards and technology
investments

1.2.5 Peer Analysis Findings

Other states have found modernization of their DMV Systems very challenging and
some have failed. Typical problems include attempting projects that are too large and
complex for the agency to handle. Poor performance by implementation vendors was
also a problem. Recommendations include having strong project management,
thorough planning, attention to business process changes, and complete participation by
Business Operations staff.

1.2.6 Options for Moving Forward

The following four options were developed to guide the planning process.

B No Action — A “wait and see” approach will not address the DMV’s
modernization needs and better options are available.

B All Custom Software Development — This approach is time consuming and
high risk. It best describes the approach used so far.

B Whole Solution COTS Vendor — There are vendors in the market who propose
to offer a “Commercial Off-The-Shelf” package. These offerings are typically the
remarketing of custom built solutions and they have had a very mixed success
record. Moving forward additional vendors are entering the market and their
solutions may need to be evaluated.

B COTS + Custom Software Hybrid Approach — This approach combines
smaller software packages with custom software to meet the DMV’s specific
needs incrementally over time. This approach offers the most flexibility to the
DMV.

Mathtech and the DMV believe that the COTS + Custom Software approach is the
desired solution for moving forward. This approach allows the DMV to begin making
progress and leaves open the option to later consider a Whole Solution product.

1.2.7 Program of Manageable Projects

The DMV needs to move forward at a pace that is manageable by the agency. Others
have failed because they have contractually over-committed the agency and vendors to
an aggressive schedule.

Mathtech and the DMV propose “A Program of Manageable Projects” to accomplish the
full modernization. The projects are grouped into three categories.

B Business Process Improvement — All business areas must review existing
processes and identify business rules, legislative changes, system requirements,
and opportunities for improvement.

B Core Systems — The core systems will be replaced including DRIVE, back-office
systems, and other supporting systems. Replacement would occur in the
following order:

=  Vehicle Title & Registration
= Dealers Licensing & External Interfaces
=  Driver Licensing & Driver Records
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= Record Requests
B Priority Projects — The following projects supplement the core system and
address critical operational needs.
= Point of Sale System
= Data Warehouse/Next Generation Database
*  Document Imaging & Workflow
=  MyDMV Online Service (Customer Portal)

1.2.8 Approach

Implementing the Program of Manageable Projects is a substantial undertaking that is
complex in nature and requires significant resources and funding. The plan developed
leverages Mathtech’s and the DMV’s experience with other projects, learns from the
challenges of other jurisdictions, and addresses the priorities of the DMV.

Schedule

The work effort is scheduled over a 9 year period. Projects have been planned over
time so as to consistently deliver business functionality while not creating an
overwhelming work effort for the DMV or any contractors.

Project Delivers Results in Year
Business Process Improvement Years 1 & 2
Priority Projects

Point of Sale System Year 2

Data Warehouse/Next Generation Database Years2 & 3

Document Imaging Il Years3 &4

MyDMV (customer portal) Years 2 through 9
Core Systems

Vehicle Title & Registration Year 5

Dealers Year 3

Driver Licensing & Driver Records Year 7

Record Requests Year 8
Staffing

This project will require a significant, sustained effort by both the DMV business
operations and IT staff. Total FTE headcount for the project ranges from 40 to 70 and
peaks in year 5. A large portion of the work is expected to be performed by contracted
vendor staff but participation by internal staff is critical and the estimated headcount
ranges from 20 to 30 FTEs.

Costs

The cost for the project includes vendor staff, internal staff, as well as hardware &
software. The total cost for the project including all of these components is
approximately $90M over a 9 to 10 year period. This cost is consistent with the
experiences of other states.

The existing DMV operations have considerable costs associated with them in part due
to inefficiencies imposed by the current systems. One example of cost savings showed
over $4M annually which could be saved if more modern systems were used. Other
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costs are seen continually because even modest changes to the existing systems are
very time consuming.

Status of Current ODOT DMV Systems - Structurally

Deficient

An agency’s primary computer system must evolve to meet ever changing needs which
include:

B |egislative changes,
B Improvements in operational effectiveness,
B Expanding customer service requirements,
B Increased security requirements, and the
B Need to identify and prevent fraud.

Systems which cannot continually evolve to meet new requirements keep an agency
operationally and technically “frozen in time.”

The DMV’s systems are substantially outdated and limit the DMV’s ability to evolve and
meet ever changing needs. Taking a page from the Federal Highway Administration
Nation Bridge Inspection Standards (NBIS), the DMV systems would be considered:

Structurally Deficient (SD) — A highway bridge is classified as structurally deficient if
the deck, superstructure, substructure, or culvert is rated in "poor" condition (0 to 4 on
the NBI rating scale). A bridge can also be classified as structurally deficient if its load
carrying capacity is significantly below current design standards or if a waterway below
frequently overtops the bridge during floods.

This status is determined for the DMV systems because the Appraisal Rating would be a
“2 — Basically intolerable requiring high priority of replacement.”

This rating is selected because the current systems cannot be salvaged or sufficiently
repaired to allow the agency to properly perform its mission in an efficient manner or to
evolve to meet modern expectations. Substantial staff effort is required to work around
the deficiencies of the system.

Appraisal Rating

Code | Description Comment

Not applicable

Superior to present desirable criteria

Equal to present desirable criteria

Better than present minimum criteria

Equal to present minimum criteria

ol o ~N| o ©o =

Somewhat better than minimum
adequacy to tolerate being left in place
as is

4 Meets minimum tolerable limits to be left | The current system cannot be left “as
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in place as is is” because it does not support
modern business practices, is difficult
to maintain, and uses obsolete
technologies.

3 Basically intolerable requiring high “Corrective action” implies that there
priority of corrective action are existing components of the
system which can be upgraded or
corrected. The age of the system
and its overall design do not indicate
that this is an option.

2 Basically intolerable requiring high The systems are intolerable and
priority of replacement must be replaced.

1 This value of rating code not used

0 Bridge closed

Strategic Planning Considerations

Developing the strategic modernization plan has many inputs as described in this
section. The planning process must balance all inputs.

B Business Needs, Future System Blueprint, and Priorities — Over the course
of the planning project, Mathtech has worked with DMV staff and leadership to
develop a vision for future operations and a Blueprint for the future systems.
These functional needs and goals are the basis for the planning process because
they represent “what” needs to be built.

B Technology Needs —The future vision includes expectations for flexible, modern
technology. The planning process must address this need and also address
current technology conditions and system weaknesses.
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3.1

B Guiding Principles — There are many ways to implement systems and enhance
business processes. Guiding principles were developed to guide and help
describe the planning approach and resulting strategy.

B Peer Analysis and Best Practices — Lessons learned and best practices from
other States, the DMV, and Mathtech are important in guiding the planning
process and avoiding the mistakes of other projects.

Business Needs, Future System Blueprint, and Priorities
The scope of the DMV system modernization effort touches all aspects of the agency’s
operations including:

B Driver Licensing

B Driver Record Management

B Vehicle Title & Registration

B Driver & Vehicle Record Information Sharing

DMV must...

B Improve Efficiency

B Provide New Services

B Improve Quality

B Provide 21% Century Tools in order to recruit and retain employees

3.1.1  Future System Blueprint

Mathtech worked with the DMV to identify future business needs which were organized
into a Future System “Blueprint” describing the expected functions of a new DMV
system. The Future System Blueprint consists of conceptual subsystems and serves as
a planning tool for the project. It allows the project to define the overall scope of the
modernization effort. The blueprint describes a modern, modular approach to building
the system. It also describes how the system can be built incrementally and how all
functions, over time can be integrated.

The Blueprint is comprised of three layers. Each layer is a logical grouping of
subsystems and functions. The three Blueprint layers are:

B Business Layer — This layer contains subsystems and functionality which are
specific and fairly unique to each business area.

B Base Layer — This layer contains subsystems and functionality which are commonly
required by most business areas. This includes customer management and offering
services on the internet. Subsystems in this layer might be purchased as “off-the-
shelf’ products or custom developed for the DMV.

B Foundation — This layer contains technologies and tools that could be used to
consistently build common systems and functions. The creation of a common toolset
for system modernization allows IT staff to maximize effort and create a system that
is easier to maintain and naturally more integrated.

The following diagram is the initial version of the Blueprint for the DMV. It contains the
three layers as described above. Each layer contains a number of subsystems.
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Driver Driver V?hlde Record Dealer
. . Title &
Licensing Records Reg Requests Mgmt.

Customer Manager
«Customer Interaction &
Call Center

Case Manager

Web Based Transaction Center
+ Customer Profile Manager

+Online Transaction Forms

*Online Transaction Wizards

+ Upload/Download of Documents

« Transaction Status tracking

Licensing Manager

Transaction Processing

Financial Management

Inventory Management

Web Based Public Info. Center Knowledge M
Tests Schedulin Knowledge Management
Vehicle Manager Web Based Query Center
Point of Sale Cash Image Capture &
Image CLapture &
SmartPhone App Management Facial Recognition
A sloals External Business
Correspond- Reporting & Document Electronic Workflow Access
Interfaces & ) o Rules
ence Analysis Composition Forms Management Control
ETL Manager
Exchange
NFAETEN] Data Warehouse DocumentMgmt.

Operational Database

From the strategic planning perspective, the project team must determine how

to build

these components and in what order. Some of these components can be implemented

with “off the shelf” commercial products and some must be custom developed.

The Future System Blueprint describes a modern, modular system

that has many benefits.

e G e _/_ Best suited for custom DMV

Vehicles, Dealers, etc.

business processes - Licensing,

* Flexible to meet future needs

« Creates enterprise capabilities

* Allows modules to be upgraded individually
* Can be builtincrementally

* Modern software technologies are complex
and require the latest skills to design, build,
and maintain

Commercial Best suited standard business
Software Products processes - Financials, Cash
Mgmt, Document Management, etc.
* Modern Technologies
* Modern Architecture
* ModularDesign
Benefits: Weakness:
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3.1.2 High Priority System Enhancements

In addition to replacing the core systems, the planning process identified ten high priority
system enhancements to existing system capabilities. If planned properly, these priority
enhancements can be part of the larger modernization effort.

Priority Project

Description

1. | Data Create a data warehouse for reporting and analysis that consolidates
Warehouse/ important DMV information. Begin to analyze and cleanse the current DMV
Next Generation | data in preparation for system modernization.

Database

2. | Point of Sale Implement a point of sale system at all locations to support electronic

System payments such as credit and debit cards. The system would allow
automate printing of receipts, tracking of funds collected, and end of day
reconciliation.

3. | Customer Implement a customer information management system that consolidates all
Management customer information and provides a “360 degree view” of all customer

information to staff. The system would support tracking of all interactions
and correspondence.

4. | Document Implement document imaging and retrieval at all locations along with
Imaging Phase Il | automated workflow to route documents to staff for processing. This will
& Workflow significant decrease the amount of physical paper being processed and

improve the security and tracking of documents.

5. | Correspondence | Implement a system to consistently design and produce correspondence
Management and notices. The system would support both individual and bulk documents

and support automatic storage of documents in the document imaging
system prior to printing or electronic distribution.
All documents would then be available for access via the Customer
Management system.

6. | MyDMV Implement a framework of tools that allows the DMV to continually offer
more services via the internet. This includes allowing customers to check

(Customer Portal) . . Co ; . .

driver license and vehicle information, start and submit transactions, and
make payments.

7. | DMV Knowledge | Implement a knowledge management system that organizes and
Base (DMV consolidates policy, procedures, training information, and other institutional
“Wikipedia”) knowledge into one accessible, searchable system for all staff.

8. | Record Implement an online system for customer to submit and pay for record
Requests request and have most requests automatically prepared and delivered to the

customer electronically rather than manually via paper.

9. | Interfaces to Upgrade external interfaces between the DMV and third parties to collect
External more information in an automated, real-time manner. New interfaces would
Systems include advanced error correction and rejection of incomplete records back

to the source organization for correction.

10. | DMV Website Simplify and reorganize the DMV website to provide better access to the

most commonly needed information. The website could provide tutorials
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and other information needed by new drivers, those interested in
commercial driving privileges, and others.

3.2

3.3

Technology Needs

This section describes weaknesses in the current DMV Systems which must be
addressed. While none of these issues are fully critical the need to address them
impacts the overall planning process.

Billing System

There are a limited number of record inquiry types remaining in the billing system. The
DMV will soon will be unable to accommodate any legislative or federal mandates which
require new types.

Unsupported MS Access Systems

There are a variety of systems using obsolete technology to which no changes can be
made, knowledgeable staff is gone, and/or the system is undocumented and
unsupportable.

Configuration of Plate Numbers

The current Information Technology team continues to modify and rework the existing
system to accommodate additional sequences of License Plates to meet growing
demands.

Field Sizes
The systems have many data limitations that continually prevent normal business
operations or the proper accommodation of new procedures. This includes:

B Suspension/Revocation/Cancellation Type Codes
B Field size for fees
B Expansion of the types of fees collected (sales tax, donations)

Space for New Fields on Screens
The current screens are overcrowded with data fields and provide no opportunity to
adapt with new operational needs.

Mainframe Memory and Transaction Configuration
The current mainframe software uses antiquated programming techniques which inhibit
it from taking advantage of newer mainframe technology.

Age of Microfilm Readers
Existing support systems are aging with limited ability for replacement or
supplementation.

Guiding Principles

Over the course of the planning process, these principles have been developed to guide
the DMV effort.

3.3.1 Improve Customer Service and Staff Efficiency

Without a doubt, the modernization effort must improve customer service and allow the
DMV to offer new services. New services which are web based will allow for increases
in staff efficiency and reduce errors when communicating with the public.
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3.3.2 Planning

No “Big-Bang” or Whole Program Contract — The project will avoid bundling all tasks
into one large project and awarding the contract to one vendor for a long term
implementation period. This type of approach requires the creation of a very detailed
and large RFP. It also requires the vendor to create a clear multiyear proposal. As the
work effort becomes larger and longer in duration unknown events make the original
commitments difficult or impossible to uphold resulting in contract challenges and
potential project failures. Additionally, fixed price contracts incent the vendor to move
quickly, often at a pace that is unreasonable for the state.

Provide Quick and Incremental Business Value — This principle is critical to
addressing DMV business needs and to maintain long term support for the project.

Build Toward Long Term Vision/Blueprint — Disparate, siloed systems are the result
of insufficient long-term planning. The blueprint will be used to ensure that all systems
are built in an integrated manner that helps to achieve the long term system goal.

Address High Priority Needs Sooner — Some business needs have urgent
requirements and will have quick benefit to the business. These projects should be
prioritized and implement consistent with the Blueprint.

Plans Must Be Realistic and Achievable — Many states have created elaborate plans
on paper and have suffered because, after contracting a vendor, they have found the
required effort overwhelming.

Link to Legislative Schedule — Project planning and funding must be coordinate with
the legislative schedule and the two year budget cycle. This requires executing and
evaluating existing projects while preparing funding requests for the next cycle.

3.3.3 Architecture & Solution

When planning for a modern system, the following will be included in the implementation
approach.

Leverage COTS Products Where Available — It is easier to implement a pre-built
system component rather than building a custom component from scratch. Where
possible, pre-built components will be used.

Adopt Modern Programming Environments —The current technical environment at the
DMV is consistent with the existing technologies. The modernization effort must plan to
modernize the systems and the programming environments.

Solution Must Be Flexible To Support Future Requirements and Processes —
Legislative requirements and DMV business needs are constantly changing. New
systems must be developed to be flexible and allow for changes in processes and
business rules without the need for extensive custom programming or long
implementation periods.

Leverage/Remain Consistent With State Standards And Technology Investments —
The State has considerable investments in many technologies. These investments
represent available technology resources and skill sets. As possible, the modernization
effort will leverage these resources to move forward.

Service Oriented Architecture (SOA) — SOA is a modern programming technique and
architecture approach for building modern computer systems. Conceptually, it is very
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3.4

similar to the components of the blueprint presented above in that it organizes the
system software into functions or services.

Data Access Services (DAS) — DAS is another programming technique and
architecture approach which is used to separate data from system software. This
separation allows for the long term maintenance and upgrade of software without always
impacting the data. It also allows new system software to access existing data.

3.3.4 Design

As the project moves forward to implement each subsystem, the design and approach
will continue to focus on the following.

Simplify User Experience — Current DMV systems use 40-50 year old/outdated “user
interface” technologies that are not comparable to today’s window and web based
systems. This results in increased training, adoption, and productivity issues for staff.
Likewise, as more functions are made available directly to the customer, the system
must be as easy to use as possible.

Push Data Entry To Customers And Business Partners As Much As Possible —
Most DMV business processes are based on paper forms requiring manual processing
by DMV staff. New processes and web-based system functions will push the data entry
task to the customer and allow the DMV staff to focus on higher value activities.

Move Toward Web-Based Transactions — User groups determined that almost every
business transaction can be partially or fully completed using web based solutions.

Peer Analysis & Best Practices

Modernization projects are complex efforts that are significantly more challenging than a
typical IT project. The project team assembled best practices and advice from other
states, internally, and from Mathtech.

3.4.1 Strong Project Management is Critical

Modernization projects require coordination across many participants and project
management is critical to understanding the interdependencies of many efforts as well
as the resources requirements necessary. As the project executes there will be many
challenges requiring coordination and planning.

Independent Third Party Assistance — Mathtech and other States suggested that
getting assistance from a third party project management/oversight vendor proved
helpful in managing the project. This is consistent with the DMV’s requirement to have
some level of third party oversight involved in the project.

3.4.2 Business Process Improvement is a Requirement

Current DMV business processes are tied to the current computer systems. Business
processes must also be modernized along with the systems and they must be assessed
and improved prior to implementing new systems.

Other States have recommended starting this process early and using knowledgeable
facilitators to assist with the work.

There are many examples of business process improvements that will impact external
stakeholders and partners or that may require legislative changes to implement. These
“details” must be resolved prior to starting work on new systems.
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3.4.3 Address Data Early

Legacy systems often contain data which is substantially disorganized and in need of
“cleaning” prior to converting and loading it into a new system.

Mathtech and other States recommend starting a data assessment and clean-up project
as early as possible and this is consistent with the DMV’s internal planning.

3.4.4 Overly Aggressive Schedules

Mathtech and other States have advised that it is easy to develop aggressive
modernization schedules and vendors will often support and encourage them. Plans
must be reasonable in effort and each jurisdiction is different in terms of business and
technical staffing capacity.

3.4.5 Be Cautious of Vendor Promises and Performance

The DMV modernization market is fraught with fully and partially unsuccessful
modernization projects. Challenges are often due to poor vendor performance. Large
complex projects are not only challenging for the State but will likely also be challenging
for the vendor.

Options for System Modernization

The following section describes four fundamental options for modernization that must be
considered.

B All Custom Development

B Engage “Whole Solution” COTS Vendor
B Custom + COTS Approach

B Do Nothing

The following diagram shows these four options.
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4.1

4.2

All Custom
Development
Whole Solution
COTS Vendor

——> Custom+COTS

—> Do Nothing

All Custom Development

Custom development best describes the software approach currently used at the DMV
and many others around the country. All functionality is custom coded. Custom
development takes a long time to construct and test new systems. Custom software
must be designed “from scratch” and it never gets an upgrade of functionality as would a
commercial software product. Many standard functions such as inventory or financial
management, reporting, and other functions can be better and more easily implemented
by using commercial off the Shelf (COTS) products. These products have been built,
refined, and used by many customers.

“All Custom Development” is generally not considered an effective approach for large,
complex systems.

Engage “Whole Solution” COTS Vendor

While it would appear to be generally desirable to buy a pre-built DMV software system,
they are not clearly available in the market. Some vendors have custom built unique
solutions for a specific jurisdiction and will transfer that solution to a new state and re-
customize the system into a new custom solution. Such efforts require the system to be
re-customized as much as 50% to meet the needs of the new State. This approach
suffers from two perspectives. First, the original system built for the prior State may in
fact work, but was likely not developed to the highest software standards and may not
have been designed to be flexible enough to accommodate the needs of other States.
Second, the process of “ripping apart” and reworking up to 50% of an existing system
contains many risks that impact the quality of the project and the resulting system.

A new set of products have begun to emerge and have had general success with the
first installations. These products can be reviewed for potential viability and suitability
as an enterprise solution for the DMV.

In general, these “complete package” solutions have been marginally successful and are
typically large, complex, overwhelming projects for the vendor and the state.
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4.3

4.4

4.5

Custom + COTS Approach

This approach combines COTS components with custom development. COTS
packages are used for a variety of technical functionality including document imaging,
financial management, business rules management, and reporting. The use of
commercial software components will reduce the implementation and testing time and
naturally result in a more error-free product. Custom software would be developed for
many functions where a commercial solution is not available. In these cases, powerful
software tools are used to assist in the development.

The blueprint developed by the team describes a modular environment that can be built
using this hybrid approach. This approach allows the DMV to move at an appropriate
pace over time and achieve quick wins.

Do Nothing

A “wait and see” approach is always an option. However, the DMV has a variety of
technologies which must be replaced. Any movement forward to replace technologies or
implement new functions should be done in the context of a larger improvement plan
and system blueprint as has been developed by the project.

Strategy Variations and Combinations

Within the Custom + COTS approach there are multiple strategies for deciding where to
start and in what order to implement functionality. This strategy leverages the future
DMV system blueprint to identify potential projects and software components for moving
forward

Perimeter Approach — This approach focuses on the DMV’s interactions with external
groups including other government agencies, third party partners, customers, and
businesses. The goal is to begin automating and enhancing our interactions with the
groups. For example, by providing additional on-line services to customer the DMV can
reduce the amount of paper and manual transactions performed. Also, by automating
interfaces with third parties manual work and work associated with returning bad data
can be reduced.

Hub & Spoke Approach — This approach focuses on building a new customer
information system and database that can serve as the hub for all new functionality.
This central customer management function would support all business areas.

High Priority Approach — This approach focuses on specific, critical needs of the DMV
and develops an approach for meeting those needs by building components that are part
of the larger modernization effort.

The DMV leadership and Mathtech have reviewed these options and developed a hybrid
approach that combines aspects from each.
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4.6
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Moving forward with a Custom + COTS approach does not eliminate the possibility of
engaging a whole solution COTS vendor at a later date in time. Engaging a whole
solution vendor would take time to complete business process analysis along with the
development of an RFP and an implementation support team. During that time, the
DMV could accomplish significant projects that address important modernization needs

and help prepare for a new system.

The following diagram shows how a Whole Solution COTS product could become one of

the major COTS components of a future solution.
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5.1

5.2

Strengths, Weaknesses, Opportunities, and Challenges

This section presents a discussion of issues and considerations which guided the
planning process and will need to remain a focus throughout the project.

Strengths

5.1.1 Project & Portfolio Management Processes

The DMV has mature project management processes compared to many other
agencies. Processes are documented and implemented for the entire project
management life cycle which helps to address consistency in delivery and it supports the
creation of necessary documentation.

The current set of DMV projects is similar to the small to medium projects that this
modernization plan proposes. Moving forward, a continued effort on project
management will be necessary.

As the modernization effort is planned, the DMV must continue to monitor whether its
processes are mature enough to manage a large scale program. Options include
engaging a third party vendor to assist with project management as well as hiring
contract resources to support the effort.

5.1.2 Process Improvement Maturity

The DMV has used business process mapping in support of various process
improvement efforts. This modernization effort will require that all areas are reviewed
and that business processes are assessed to understand how they will be modernized.
This scale of process mapping and improvement will likely require assistance from
external resources.

Weaknesses

5.2.1 SDLC and PM Processes

The DMV has developed and implemented a variety of processes for project
management and the system development life cycle. While these processes support a
variety of small to medium projects, they may need to be adapted to support a large
scale modernization program.

5.2.2 Experience with Modern Technology Architecture & Planning

The current DVM technology staff has spent considerable time supporting the current
mainframe environment and the related systems. As such, no significant time has been
spend reviewing new technologies, planning for new technologies, or gaining experience
by developing more modern systems. This focus leaves the team insufficiently prepared
to evaluate options and plan the overall modernization effort. Moving forward, a
component of the modernization effort will need to include the addition of some staff with
modern technical skills and the training of existing staff.

5.2.3 Existing Technology Foundation Base

Almost every component of the DMV’s technology base is outdated. Notable exceptions
include the automated testing system and a document imaging system which is currently
being implemented. Other than these, the current environment leaves little upon which
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5.3

to build. This increases the scope of the modernization project which will require new
servers, new development tools, new databases, new interfaces, new web based
systems, and new application software.

5.2.4 Reliance on Paper

The DMV’s operations are substantially dependent upon paper. Paper is used to collect
data, to transfer transactions from the front office to the back office, for auditing, and for
storage. This approach is very time consuming and means that any modernization effort
must begin with basic, paper-based transactions and improve both business processes
and technology. Paper is also generally a security risk as the information on paper
documents can easily be accessed by staff and such access is not tracked.

5.2.5 Procurement Processes

The State of Oregon’s procurement processes are cumbersome and will need to be
managed carefully to support DMV’s large modernization effort. The modernization
program will need to procure a wide range of consulting services, staff support, software,
hardware, and other services. These cannot be combined into one Request for
Proposal procurement. The procurement process will be a critical task in every project
so effort should be invested to ensure that it is as consistent and efficient as possible.

5.2.6 Process Improvement Staffing

Process mapping and improvement efforts will require a substantial effort to cover all
business areas. The existing process improvement staff will need to be supplemented in
order to complete all of the work in a reasonable time period.

5.2.7 Aging Workforce

The current workforce has knowledge of the existing systems and operations that is not
sufficiently documented. This workforce is aging and institutional knowledge will be lost
as these staff members retire. This can create gaps in knowledge of operations, data,
and business rules that will be necessary for the modernization effort.

Opportunities

5.3.1 Vehicle Transactions

Vehicle transactions are collected and paid for in field offices but they are not really
evaluated or otherwise processed until they are sent to the headquarters for processing.
This results in a significant number of errors and misprocessed transactions. In some
cases, vehicle owners have been given a license plate and stickers when their
transaction was not complete. The goal is that transactions started in the field will be
completed in the field. These field transactions are completed even if the actual title
document is produced and issued from a secure central facility.

This process represents a significant opportunity for the DMV to improve the accuracy,
efficiency, and customer service of these transactions. A focus of the modernization
effort must focus on the improvement of the systems and business processes for
vehicles so that all transactions are started and fully processed in the field office to
ensure that the transaction is completed with the customer and that an accurate
payment is collected.
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5.3.2 Web Transactions

The DMV does not offer a sufficient number of on-line transactions to customers and
businesses. The staff identified a wide range of transactions that could be offered.
These transactions will reduce the amount of paper transactions needing to be
processed and are inherently easier to automate.

5.3.3 Document Imaging

An enterprise wide document imaging, storage, and retrieval system will greatly
automate the core of many transactions and provide necessary flexibility to all
operations.

Current document imaging capabilities are insufficient to support the DMV’s operations.
Employees are not able to scan and store documents from the field offices or the
headquarters. This results in all transactions being processed manually using paper
forms and manual routing. Additionally, the storage of documents consumes
considerable time and space. Documents which are needed remotely in a field office
are no longer accessible once they have been stored at the headquarters without
manual retrieval and delivery. Some documents are stored on microfiche, a technology
that is also obsolete.

5.3.4 Point of Sale Capabilities

An automated Point of Sale system would provide needed support to field office
operations and allow for better tracking and reconciliation of funds collected each day.
The system would also provide the capabilities to print receipts and more easily accept
credit and debit card payments and other payment options.

5.3.5 Data Management — Quality/Organization/ Accessibility

System modernization and an improved database would provide many necessary data
management capabilities to the DMV that includes expanded data collection for
transactions as well as expanded reporting and analysis.

Any modernization effort must look at how data is used across the organization and
ensure that all needs are built into a new “Next Generation” database. The DMV must
improve the data management effort that accompanies a new database to ensure that
data needs are properly understood, designed and implemented consistently.

5.3.6 Data Exchange

The DMV exchanges data with a variety of partners in both the public and private sector.
All data exchanges need to be automated and implemented so that only valid data is
accepted from the source. Rather than accepting and manually processing invalid data
it should be rejected back to the source for correction.

5.3.7 Operational Efficiencies

Many of the DMV’s operations are “frozen in time” and not able to evolve or become
more efficient because the systems are not capable of supporting modern processes.
This has resulted in a variety of inefficiencies that cost the DMV millions of dollars each
year.

New systems would allow new business processes to be implemented and would
automate many currently manual tasks.
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5.4

5.3.8 System Flexibility and Technical Efficiencies

The current systems are not flexible and use substantially out-of-date technologies.
Modernization would introduce new systems and technologies that should improve the
DMV’s ability to respond to business needs and legislative changes more quickly and
efficiently.

5.3.9 Improved Customer Service

Improved customer service is a significant opportunity for the DMV. Many services are
not available on-line and therefore require an on-site visit. Additionally many services
are performed with hand written products and manually calculated fee amounts — which
is time consuming and error prone. This is inconvenient for the customer if the
transaction is performed incorrectly and needs to be reconciled at a later date. Also,
payment options are very limited.

Challenges/Risks

5.4.1 Limited Subject Matter Resources to Support Existing and
New Projects

Every jurisdiction planning for a large modernization project must address the staffing
needs of the project. Business operation staff must participate in these projects as they
are the subject matter experts and end-users of the new systems. The DMV will need to
balance the efforts of existing and new projects to ensure that all projects receive
sufficient participation. Partial solutions may include limiting unnecessary projects in
favor of the modernization effort. Critical business operations staff may be able to be
backfilled with new staff to allow them to participate on the modernization project.

5.4.2 Balancing Maintenance with New System Development

As with the limited supply of subject matter staff, technical staff will also be stretched to
support existing projects and system maintenance as well as participate on the system
modernization effort. Again, partial solutions may include limiting unnecessary projects
in favor of the modernization effort. Critical technical staff may be able to be backfilled

with new staff to allow them to participate on the modernization project.

5.4.3 Documentation of Business Rules

The DMV has substantial business documentation that should assist in planning and
executing the modernization effort. However, no jurisdiction ever has all of its
processes, rules, and calculations fully documented and this effort will be a challenge for
staff as the new system will require such information to be documented and explained
for implementation. The collection and updating of business rules can be part of an
early business process improvement effort.

5.4.4 Managing Vendor Performance and Deliverable Quality

Other States and Mathtech have advised that vendor performance on large
modernization projects can be a concern. A wide variety of skills are needed to oversee
and evaluate the quality of vendor work during a complex system project. Some States
have used Oversight or IV&V (Independent Verification and Validation) vendors to
support the vendor oversight process.
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5.4.5 Architectural Design & Coordination

The current DMV technical staff is very focused on supporting the existing technologies
and systems. As such, their experience does not include modern system development
practices. This will leave the DMV at a disadvantage when moving forward in the
planning process as all new projects should implement modern technologies and be
consistent with the Future System Blueprint. Training, new hires, staff supplementation,
and external support will be necessary to being the necessary skills to the project.

5.4.6 Aging Workforce

The DMV’s aging workforce means that institutional knowledge could leave the agency
in the next few years. This includes technical system information as well as business
process information. These gaps in knowledge could impact the modernization effort
which may struggle to understand how certain systems work and why certain process
steps exist. Succession planning, knowledge capture, and knowledge transfer plans are
the most typical solutions.

5.4.7 Existing System Age & Lack of Flexibility, Years of Patchwork

New systems must co-exist and interact with existing systems. Older systems that lack
flexibility may be difficult to work with during transition years. Experienced staff with
knowledge of the existing systems will be critical for all migration, data conversion, and
interfacing activities.

5.4.8 Redesign of Business Processes

Business processes must be modernized along with the systems and they must be
assessed and improved prior to implementing new systems. This effort will touch all
business areas and require coordination and a structured approach. The vision session
process performed by Mathtech should be a starting point for this effort as it identified
many opportunities for improvement. Governance and active decision making will be
critical if the process is to be efficient and effective.

Approach

This section describes the overall approach for the DMV Modernization Plan and its
components.

ODOT DMV Strategic Plan Version 3 Final.docx Page 27 of 61






Strategic Information System Plan — Strategic Plan for DMV Modernization

6.1

DMV System Modernization
Program of Manageable Projects
| —

| =
Core System Pr|or|-ty
_— ) —_| Function
— Projects —_| .
— — Projects
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anning & Vendor
Governance > RFP 2 Procurement > .
Oversight

Development

Program of Manageable Projects

6.1.1 Break the Project Down into Manageable Pieces

Modernization is a complex undertaking involving all aspects of the organization.
Modernization is not accomplished with one new piece of software, one contract, one
vendor, or a small project team. Modernization will require many different activities and
many decisions over multiple years.

The Future System Blueprint outlined in this document defines the functionality of the

complete systems and further organizes functions into common layers and subsystems.
This allows the DMV to build the new system incrementally in manageable pieces. This
approach is different from many other States that have attempted one very large project.

6.1.2 Responsive & Flexible

An incremental approach allows the DMV to be responsive to changing needs and
priorities. It also eliminates the need to develop a single, comprehensive RFP with one
vendor which locks all parties into a pre-defined multi-year commitment with too many
unknowns.

The Program of Manageable Projects allows the DMV to build the future system in a
flexible manner that adapts to changing needs, conditions, and progress while still
achieving the final goal.

6.1.3 Move at a Pace That Is Realistic

Flexibility in the approach allows the DMV to speed up or slow down as the project
progresses. This allows DMV to also respond to external changes that may also occur in
the midst of the project. E.g. new legislative mandates. Many States have contracted
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6.2

and committed to a predefined pace with a vendor only to find that either or both the
State and the vendor cannot keep up.

The Program of Manageable Projects allows the DMV to develop a plan and
incrementally achieve milestones. Once reaching a milestone and delivering business
value, the state can assess the pace and adjust the schedule accordingly for the next

milestones. This can be done in collaboration with vendors on a milestone and project
basis but does not need to be locked in for the entire program.

6.1.4

Minimize Risk

The Program of Manageable Projects is intentionally risk averse and places a high
degree of control with the State. The Future System Blueprint, project definitions, and
schedule are able to evolve over time.

6.1.5

Show Results Incrementally

The Program of Manageable Projects is designed to deliver incremental business value
by sequencing larger and smaller projects that provide new business functionality and
incrementally build the future system.

6.1.6

Address High Priority Business Needs

The Program of Manageable Projects allows the DMV to evaluate business needs and
prioritize projects. Out of ten specific projects, four have been prioritized to address
current needs:

Point of Sale System

Data Warehouse/Next Generation Data Base Options
Document Imaging Il

MyDMV (Customer Portal)

Over time, projects can be reprioritized as necessary to meet changing needs.

6.1.7

Impact on Other Plans — Code Freeze

The modernization project will require the full dedication of all DMV business and
technical resources. DMV should minimize enhancements to the legacy system during
the modernization process unless necessitated by audit requirements, or changes in
Federal or State laws.

Ten Priority Projects

Ten priority projects were developed during the planning process. Based on the current
prioritization, they will be implemented as follows:

Separate, High Priority Project

Incorporated into Core System

Replacement
Point of Sale System B Customer Management
Data Warehouse/Next Generation m Correspondence Management
Database Document Imaging Il ®m DMV Knowledge Base (DMV
MyDMV (Customer portal) “Wikipedia®)
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B Record Requests
B [nterfaces to External Systems
H DMV Website

6.2.1 Data Warehouse/Next Generation Database

Project Description

Design and Implement a Data Warehouse/Next Generation Database populated from
the existing DMV databases to serve operational reporting, data analytics, and other
data access needs. A data warehouse allows transaction level information to be
analyzed in an efficient manner without impacting the performance of the operational
database. The data warehouse would also be used to provide improved audit data.
Business areas will have direct access to the Data Warehouse to meet their reporting
needs.

Reporting and analysis tools used with the data warehouse would have the following
features:

Standard Reporting — These reports are designed to meet the regular needs of DMV
operations. The reports are run and distributed on a regular basis and used to manage
DMV operations. Future systems must have tools that will allow these reports to be
developed using primarily graphically means and scheduled to process automatically.

Ad-hoc Report — These reports are designed to meet special purpose needs. While
similar to standard reports, they may not be scheduled or run repeatedly. Future
systems should allow analysts to copy logic and designs from other reports to create
new ones quickly.

Analysis — Analytical “humber crunching” focuses on accessing and performing unique
calculations. Future systems must provide reporting tools that manipulate data and
allow it to be extracted for reporting.

Data Dictionary — A comprehensive data dictionary must be available that allows
analysts to quickly understand and use the data that is in the system. The future
system’s database will contain many tables and fields with complex definitions.

Report Library — The Reporting and Analysis tools must have a function for
documenting the library of reports, their purpose and current usage statistics.

Scheduler and Distribution — The future system must be capable of scheduling reports
to be run either one time or on a regular basis. In addition, it must have a facility for
storing, managing and distributing completed reports electronically for access by
authorized staff around the state.

Developing a Next Generation Database for Future Systems

The data warehouse could also serve as a guideline for the next generation database
that would support future system development. The data warehouse project would
support data cleanup activities and the creation of a data dictionary.

Rollout Approach

The data warehouse could be rolled out by business areas with the customer information
being the logical starting point. The rest of the business areas would follow in some
order. Those are Drivers, Vehicles, Records and Business Regulations.
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6.2.2 Point of Sale System

Project Description

The DMV operates many field offices and central groups that collect payments on a daily
basis. The DMV field office operations include complete retail functions. The DMV
system must support a complete “cash register” function that allows staff to offer and
process services and collect appropriate payments for those services. The system must
support multiple payment types and mixed types for a single transaction.

The system must interface with the other DMV functions that actually process the
transactions and with the financial system that records and allocates all funds.

This project would implement a Point of Sale system to capture the financial portion of
transactions performed in the field and headquarters. The system would include a cash
drawer and receipt printer.

The system needs to support field and headquarter operations.

The system must provide reconciliation functions and produce receipts that match to
the transactions performed.

The system should accept all forms of payment including credit/debit card. It should
also support electronic check deposit.

One payment can be made for multiple transactions and multiple forms of payment
are accepted for a single transaction.

The system would need to interface to the core transaction systems (currently
referred to as DRIVE) to associate payments to base transactions.

The system should support end of day reconciliation and bank deposits

The system should provide an export of financial data to the central financial systems
for further reconciliation.

Rollout Approach

The system should be implemented in a limited number of field offices (3 to 5) and
headquarters as a pilot. The remaining field offices would be implemented weekly (5 to
7 per week) until all offices are using the system.

6.2.3 Customer Management

Project Description

Implement a centralized, comprehensive Customer Management (CM) system that
would support all business functions. The system would be capable of accessing
existing DMV databases and presenting a unified (360 degree) view of all DMV
information and interactions with each customer. The system will manage an expanded
set of customer information including the ability to collect and retain:

Longer names

Multiple addresses

Additional contact information

Identity information

Customer Interactions

Correspondence log linked to document imaging
Driver license and vehicle information

Alerts for pending/upcoming transactions or expirations

ODOT DMV Strategic Plan Version 3 Final.docx Page 31 of 61






Strategic Information System Plan — Strategic Plan for DMV Modernization

The Customer Management system would allow staff in the field and headquarters to
better support the customer and identify potential fraud. The system must have role
based security so that staff sees only appropriate information for their position.

Each customer in the DMV system needs to be assigned a unique customer number and
the system must assist in managing unique numbers and not issuing duplicates to the
same entity. This will allow the DMV to properly track and serve each unique business
and individual.

DMV customers will be divided into two distinct but similarly managed categories,
businesses and individuals. While specific information will be managed for each type of
customer, the same basic functions and services will apply consistently to both.
Customer data will be cleansed and organized to eliminate duplicates and other errors.

The system must also support the DMV’s identity verification process and similar
functions where identifying documents are collected and tracked. Such documents and
other related documents should be scanned and stored in a document management
system when that function is available.

Rollout Approach

The system would be incrementally rolled out to each functional area. Later phases
could add functionality such as the tracking of customer correspondence, tracking of
customer interaction and providing alerts to customers and staff for pending actions.

6.2.4 Document Imaging Phase Il & Workflow

Project Description

Provide for up front capture of paper and electronic documents, tracking of documents,
routing of documents to staff, and storage of documents for later use. Image capture
includes paper documents (mail, fax, hard copy), system generated images, and other
related electronic correspondence both in the field and central office. Document
management requirements such as retention schedules also will be addressed in this
project.

Electronic workflow improves efficiency by routing transactions and documents directly
to staff that need to perform a process. This reduces the chance that a transaction
might be lost. Workflow also provides a better method of tracking documents received
and transaction status along with a transaction’s elapsed processing time. In addition, it
allows tasks to be automatically distributed to staff based on their changing availability to
support the function.

This project would be considered Phase Il of the current document imaging project to
replace the microfilm archive system.

B When documents are scanned, some amount of data entry will be necessary to
identify and index the documents.

B This project could include the redesign of existing paper forms for better scanning
and data capture. This could result in forms being bar-coded to include Form
Numbers, Driver License Numbers, and Transaction Numbers

B OCR (Optical Character Recognition) and bar-coded data may be used to
automatically capture document data.
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Rollout Approach

The system would be implemented and rolled out incrementally to the business areas.
The Vehicles business area would be a logical starting point to improve transaction
processing between the field and central offices.

6.2.5 Correspondence Management

Project Description

The DMV generates a significant amount of documents and notices which are used for
both in-person and batch transactions. These print requests include many legal
documents such as Vehicle Titles, Registrations, License Records, and notifications.

This project should build a Correspondence Management system that will merge
document templates with appropriate data to produce a finished document. This system
will allow the DMV to better manage the layout and consistency of documents and
correspondence. It will also allow the DMV to manage production of documents to
multiple media including paper, PDF, HTML, email, SMS Text, and fax.

This system will support all future DMV systems that generate documents and will
thereby provide a common infrastructure for printing.

The system will enable users to directly modify templates and text. It will include
templates to provide consistent correspondence to customers.

As the system becomes further integrated with existing and future systems,
correspondence should automatically be generated from the transaction processing
screens, and data will pre-fill, based on the application logic and data. Correspondence
content could be automatically generated based on checklist and business conditions.

All correspondence will be saved to the document imaging system and linked to the
customer. The system will need appropriate controls on edits and tracking for auditing.

Rollout Approach
The approach for this project would be to provide Correspondence Management by
business area.

6.2.6 MyDMV (Customer Portal)

Project Description

Design and implement a MyDMV Transaction Center where customers can perform
online transactions, maintain their profile, check status, and track their transactions. The
system could provide alerts to customers electronically for upcoming renewals or
reminders for pending transactions. MyDMV will provide the capability to upload and
download documents so that customers can attach documents to transactions.
Customers will have a single logon credential and this will be the point of entry for the
customer. Transactions will have business rules and data edits applied prior to
submission so that applications and forms are submitted accurately and completely.

Implementation of a MyDMV Transaction Center should substantially reduce mail in
transactions and potentially provide the opportunity to remove mail in transactions as an
option.

A web-based transaction center will allow customers to securely identify themselves and
process transactions. These may include:

B Create a customer account (that may need to be confirmed with an in-person visit)
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Apply for or change driving privileges

Title or register a vehicle

Request driver or vehicle records

View the status of driving privileges and vehicle information
Submit required documents & information
Check the status of a transaction or application
Submit payments for existing transactions
Schedule appointments or transactions
Request & schedule hearings

File a complaint

Provide proof of insurance

A similar partner-focused MyDMV could also be used for partners to access or provide
information to the DMV. Potential partners and third parties include:
B Courts

Insurance Companies

Law Enforcement

Vehicle Dealers

Ignition Interlock Device Installers

DEQ

Medical Professionals

Other State Agencies

Financial Institutions

Instructors (Drivers’ Education, CDL, Motorcycle)
Dismantlers/Salvage

Rollout Approach

The system would be developed and rolled out incrementally. An initial framework
would be developed with a first set of transactions and additional transactions and
features would be added over time.

6.2.7 DMV Knowledge Base (DMV “Wikipedia”)

Project Description

Create and populate a DMV knowledge base to contain and cross reference manuals,
procedures, and policy documentation. The information must be searchable and
organized so that it is easy to navigate and supports the processing of transactions. The
system should also allow staff to capture institutional and historical knowledge of
procedures. Training materials could be stored and accessible and linked to manuals.
This knowledge base would be used by DMV staff and limited access could be provided
to external areas and customers as appropriate.

Features should include:

B Robust searchable knowledgebase for processes and system instructions
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B Framework for creating policies and procedure manuals that are consistent, up-to-
date, and searchable

B Consolidation of disparate manuals and sources of information including:

W Policy and procedures

M Best practices

M nstitutional knowledge and process history
M Training and tutorial information

The approach to knowledge management must include staffing and support for
collecting and maintaining information. The system could also be used to collect
suggestions and process improvements and to disseminate process updates.

Rollout Approach
After the framework is developed, each business area could migrate information on its
own schedule.

6.2.8 Record Requests

Project Description

Implement a system to provide electronic records to low volume account holders. The
records provided need to be easily understood and an explanation should be provided
with the records. The requestor should be able to request and receive the records
electronically using the DMV website. Records could also be provided overnight via mail
if requested.

This project would automate the request, payment, and fulfillment of the records request
transaction.

Account holders would be those not currently using the NIC website to order records.
This process would replace or be used in addition to Interactive Voice Response.
Account holders would order records directly instead of DMV needing to manually enter
the order.

Rollout Approach
A phased approach could be developed that would incrementally support new request
types and customer groups.

6.2.9 Interfaces to External Systems

Project Description

Create improved (and possibly real-time) data interfaces between the DMV and external
partners or third parties (Courts, Insurance Companies, Municipalities, etc.). The
interfaces would include, as possible, enhanced validation of the data received. Any data
that did not pass validation would be returned for error correction and resubmission.

This project would also begin the implementation of a new, standardized approach for
building interfaces which are more consistent, easier to maintain, and easier to
implement. This approach would allow the DMV to consistently support flat file, XML,
web services and other interface approaches.

The Interface/Data ETL (Extraction/Transformation/Load) function must also manage a
data dictionary that is used to support the definition of the fields and tables in the DMV
data model.
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6.3

As possible, the new interfaces which read and provide DMV data could be built to
access a new “Next Generation Database”. Once partners are accessing information
from the new database it will allow the DMV to implement substantial changes to the
core systems without impacting the external parties.

Interfaces with stronger validation prevent partners from submitting incomplete data or
data with errors. Such data would come into DMV systems and then need to be
reviewed by DMV staff.

Rollout Approach
As the new interface approach is built interfaces could be identified, prioritized,
implemented and rolled out incrementally.

6.2.10 DMV Website

Project Description

The DMV'’s effectiveness depends upon getting proper information to its customers. A
web-based information center will allow anyone to view a variety of important information
that is publicly available. No User ID or authentication will be required for this system.
The information available will include the following.

B License Requirements — The public will be able to view the requirements and
process for obtaining various personal and commercial driving privileges.

B Consumer Reference Materials — Driving manuals, tutorials and other references
will be available for viewing and downloading.

B Business Reference Materials — Information for businesses that will allow them to
more easily reference procedure guides, understand their responsibilities and easily
conduct business with the DMV.

B How-To Guide — Simple guides including video for completing transactions and
conducting business with the DMV.

Obviously, the DMV has an existing public web site. Feedback from the user groups
indicated that the web site either contained too much information or did not have
sufficient search capabilities. The objective of this project is to create a “new and
improved” version.

An example of new content would be a “So You Want to Be a Truck Driver — CDL
Tutorial.” This type of online tool could provide extensive information that may reduce
customer calls and questions.

Rollout Approach
An initial review of existing web site content would be used to develop a new structure
and a plan to incrementally develop and deploy or remove content.

Governance

Governance is critical for guiding the portfolio of projects and maintaining consistency.
In addition, governance must be used to ensure that all projects and systems are part of
a greater vision and that each is planned and designed to fit together.

Oversight Governance — Must coordinate with all business areas both operational and
administrative to ensure that the impact of each project on each area is addressed.
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Project Management — Must ensure that each project is properly planned and
organized. Each project will require participation from many groups and tasks must be
assigned and progress tracked.

Functional/Change Management Governance — Must ensure that there is functional
consistency among all of the systems being developed. It is too easy for one project to
design screens or process steps that are not consistent with those of another project.
Governance must coordinate and enforce across projects so that common designs and
ideas are used consistently. This governance will also coordinate how change is
introduced into each area.

Architectural Governance — Must ensure that technical approaches and tools are used
in a consistent and maintainable approach and that all systems will “fit together”.

Quality Management — Must ensure that processes are being followed and that quality
deliverables are being prepared.

6.3.1 Oversight Governance

Oversight Governance must coordinate with all operational and administrative areas and
must coordinate the Project Management, Functional, and Architectural Governance.

Oversight Governance

All Operational & Admin Areas

T

Project Mgmt.
PMO
| 4 |
Functional /Change Quality Architecture
Governance Management Governance

1 1 1
| | | | | |

P1 P2 P3 P4 PS5 P6

A strong governance structure is a forum for ...
B Reviewing,
B Assessing,
B Coordinating,
B Communicating and
B Approving changes
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Governance must evaluate how current projects are being run and identify current
strengths and weaknesses in delivery. Project management and delivery must be
effective and focused and it must be scaled to address the proposed projects.

6.3.2 Project Management
Project management tasks must be consistent across all projects.
A Project Director or Project Management Office (PMO) must be able to consolidate

project status and information for overall reporting and management. Responsibilities
include:

Evaluate DMV priorities and evolve the project strategy

Develop metrics that measure projects and link to operational goals
Develop and deploy project management standards

Coordinate internal resources

Collect status, report, and assess project progress

Review the reasonability of project schedules

Mentor project managers

Serve as change agent to overcome resistance

Keep project teams focused

Develop procurement documents, such as Statements of Work

6.3.3 Functional Governance/Change Management

Functional Governance must ensure consistency across the design of all projects and
ensure that the DMV'’s functional goals are being met. Responsibilities include:

B Develop consistent models for business transactions

B Standardize the approach for business requirements & business rule
documentation

B Coordinate operational process changes and the development of new business
requirements

B Oversee consistent user interface designs across projects

B Coordinate the development of help files, procedure manuals, and training
documents across multiple projects

B Assist and mentor operational staff in project participation

B Coordinate with and guide operational areas to incorporate and implement
process changes

6.3.4 Architecture Governance

Architecture Governance oversees the Future System Blueprint and the technology of
the project. Responsibilities include:

B Oversee and coordinate technology and approach
B Ensure all projects are consistent with Blueprint
B Continue to interpret and evolve Blueprint
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6.4

Provide and ensure that consistent architecture guidelines, design, and
development standards are followed on all IT projects

Provide technology direction for the entire division

Evaluate new technologies and how they can be applied to the on-going projects
or future projects

Guide the projects on use of the new technology, if applicable
Quality assurance on the code and design re-usability

6.3.5 Quality Management

Quality Management includes both Quality Control (Testing) and Quality Assurance
(Process Monitoring). All project work performed by vendors or State staff should be
part of a Quality Management process.

Develop Test Plans & Tools

Coordinate Testing Efforts

Oversee and coordinate reviews of vendor deliverables
Reporting and analysis of quality metrics

Procurement Document Development

It is not possible for the DMV staff to internally implement all of the projects needed to
accomplish the modernization goals. Even if some level of new staff are hired, the
projects will still require specialized skills and additional staffing levels to complete.

The DMV will need to procure services from various vendors to complete the
modernization program. These services could include:

Business Process Mapping & Improvement
Project Management & Technical Oversight
Development of procurement materials, (RFI, RFQ, RFP, etc)

Implementation of COTS products such as Document Imaging & Point of Sale
systems

Custom Software Development
Whole Solution COTS products
Data Architect

System Architect

The modernization program depends upon the State of Oregon’s procurement
processes to finalize required documents, such as RFPs which are clear and thorough.
The program could easily require the development of a range of Statements of Work
(SOW) to be used in a variety of procurement bidding documents.

All procurement materials must be clear in terms of:

What
=  Functional & Technical Requirements
= Deliverables
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6.5

6.6

7.1

B How
= Delivery Approach, Process Steps, and Milestones
*  Project Management

= Testing

=  Training

=  Support
® Who

= Bidder Qualifications
B Process

=  Bidding Process
= Response Format
=  Evaluation Process

Procurement

In addition to design and development services, the project may require hardware,
software, quality assurance, as well as staff supplementation. Whether these are
available on existing state price agreements or require an RFP, the procurement
process must be:

Efficient: Procurements move quickly and all parties know the process and their role.

Effective: Procurements result in unprotestable awards, without rebidding, including a
fair number of qualified bidders.

Vendor Management

As multiple vendors are engaged to participate in the modernization effort, the DMV
must organize the skills, staff, and resources necessary to oversee and coordinate them.

The DMV has organized, capable project management and portfolio management
processes which must be supported and applied to each vendor.

Data Management Approach to Incremental Expansion

As the DMV continues to build new functionality using modern technology, old and new
systems must be bridged, able to share data, and co-exist. A preliminary approach has
been identified that will allow new systems to exchange data with old systems. This
approach is important because it allows the DMV to modernize incrementally, rather
than with one giant replacement of all systems.

The opportunity to build incrementally allows the DMV to consider a broader array of
strategies when planning the modernization.

The Role of the Next Generation Database

Currently, DMV data is stored in the mainframe DB2 legacy database as well as other
systems. These databases and data structures are not consolidated and not properly
organized for expandability. Moving forward, all DMV data will be combined into a “Next
Generation” relational database capable of expansion while better supporting
operational and reporting needs.
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7.2

The following diagram shows how multiple existing data sources would be linked to a
Next Generation Database. Data could continually flow from existing systems to the
New System and both would have up-to-date data.

As this system is architected and implemented, disaster recovery capabilities will be
enhanced for both current and future operations. This includes maintaining a separate
full copy of customer data and the creation of a database that is designed to be more
resilient.

» Customer Information
* Vehicle

* Driver License

* More...

Forward flow of
data from existing

Other Data Source systems to the new
system allows both

systems to stay
current and
operational

Linking Existing and New Systems

In the following diagram, existing systems update the existing databases and that
information is forwarded to the new database. Also, new systems update the new
database. The new systems also update the existing systems so that they stay up-to-
date and operational.
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Data Management
Layer

Transactions and
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legacy systems

Legacy Database

Customer Information
Vehicle
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systems to the new
system allows both
systems to stay
current and
operational

Other Data Source

This approach allows the DMV to build new systems on the new database while allowing
existing systems to operate. This allows the DMV to manage the pace of modernization
and incrementally build new functions.
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8.

Project Phases & Time Requirements
The following 10 project comprise the Program of Manageable Projects.

Project Description

Business Process
Improvement &
Requirements
Analysis

Process Mapping - Map and plan improvements for current business
processes. Collect business rules and system requirements. Address
legislative, policy, and process changes in preparation for modernization.

Data Warehouse and
Reporting

Priority Project/Foundation System - Create a data warehouse for
reporting and analysis that consolidates important DMV information.
Begin to analyze and cleanse the current DMV data in preparation for
system modernization.

Point of Sale

Priority Project/Foundation System - Implement a point of sale system
at all locations to support electronic payments such as credit and debit
cards. The system would allow automate printing of receipts, tracking of
funds collected, and end of day reconciliation.

Document Imaging
Phase ll

Priority Project/Foundation System - Implement document imaging and
retrieval at all locations along with automated workflow to route documents
to staff for processing. This will significant decrease the amount of
physical paper being processed and improve the security and tracking of
documents.

MyDMV

Priority Project/Foundation System - Implement a framework of tools
that allows the DMV to continually offer more services via the internet.
This includes allowing customers to check driver license and vehicle
information, start and submit transactions, and make payments.

Core System RFP
Development

Procurement — Collect system and delivery requirements to develop a
Statement of Work for an RFP or other procurement method Custom+
COTS software implementation.

Vehicle Title &
Registration

Core System & Foundation — Implement Title & Registration along with
many other foundation components. This system will bring substantial
change to the current Title & Registration business processes.

Dealers (Business
Regulation)

Core System — Implement additional functionality to track Dealers and
other Business and to implement Electronic Vehicle Registrations for
Dealers through multiple service providers

Driver Licensing &
Driver Records

Core System — Build upon the foundation to implement all Driver
Licensing functions. The shared foundation results in an integrated DMV
system that provides a 360 degree view of customer information and
common processes and tools across the DMV.

Record Requests

Core System — Build upon the foundation to implement all Record
Request functions.
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The following diagram shows how the project incrementally builds different subsystems

in the Future System Blueprint.
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8.1 Schedule Overview

8.2

Business Process Improvement & Requirements Analysis

The DMV has already begun the effort of business process improvement through its
work with Mathtech to create a vision for each business area. These documents
describe current challenges and opportunities for improvement. They also describe a
general plan for modernizing services. This completed work will guide and structure this

project.

This project is expected to be 18 months or less in duration depending upon the
availability of staff to participate, the number of facilitators, the experience of the team,
and availability of current business rule and process documentation.

Key tasks include:

Review of business processes that have been “frozen in time” due to system
inflexibility
Identify opportunities for improvement needed to achieve the operational vision

Review and document business rules and process steps for implementation in
new systems

Identify operational improvements that may require legislative changes

Collect functional requirements for the core system to use in procurement
document development

Identify technical requirements that may impact procurement document
development
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B Consider release of Request for Information (RFI) of existing systems to evaluate
potential partial or whole solution COTS products that can support the
modernization.

8.3 Priority Projects

Ten priority projects were identified in the earlier planning steps that resulted in this
strategy. Each of these projects was described in Section 6.2 of this document. Four
projects were prioritized by DMV leadership for early implementation and the others
were schedule to be implemented as part of the core systems. The four projects are:
B Point of Sale System
B Data Warehouse/Next Generation Database
B Document Imaging Il
[ |

MyDMV (Customer Portal)

8.3.1 Point of Sale System

The Point of Sale system implementation will begin in Year 1. This project includes
requirements analysis and RFP development. It is expected that a Commercial Off-The-
Shelf (COTS) package will support many necessary functions and will be part of the
foundation for the modernization.

This effort could leverage vendor resources to perform the implementation.

8.3.2 Data Warehouse/Next Generation Database . Database

The DMV will begin design and construction of a next generation data warehouse in
Year 1 of the project. The new database will serve as a staging and cleansing tool for
existing data and a base for new system functionality. This project
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This effort will be competed using internal resources for the database design but could
leverage vendor resources to install and configure data transformation and interface
tools and report writers.

8.3.3 Document Imaging & Workflow - Phase Il

Document Imaging and workflow is a critical component for modernization. The
scheduling should be consistent with the ongoing document imaging project but must be
completed timely in order to support the Vehicle Title & Registration project.

The system will include workflow management to link them to customer transactions and
route documents between staff.

Currently, this project is scheduled to start in year 1 with planning, the actual
implementation proceeds after the development of an RFP and procurement which
should align it with the current document imaging project.

8.3.4 MyDMV

Web based transactions are a critical element of the future vision. This project begins in
Year 1 to develop additional services that will interact with the current systems. The
approach includes continual iterations that will add new web services supporting the
existing systems and then the new core systems.

The DMV will likely leverage external resources to develop the MyDMV framework and
build new services. The architecture must be designed so that services can be provided
using existing systems and then later, the new systems, once they are implemented.
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8.4

8.5

DMV IS resources familiar with the current systems will be critical in interfacing MyDMV
to current systems.

This project will continue iteratively for years as new services are created and deployed.

Core System RFP Development

As described in Section 6.4, the development of procurement documents will be an
important task supporting modernization. This project focuses on the develop of one or
more solicitations to implement the core Vehicle Title & Registration and Driver
Licensing & Records systems as well as support for Dealers and Record Requests.

The DMV could engage external support to organize the procurement process, facilitate
collection of information, draft the RFP, and even assist with the evaluation of proposals.

This schedule includes
4 months for the RFP
to be “on the street”
and 4 months to
evaluate and award.

Core System

The Business Process Improvement project will collect requirements for the core
systems and determine what COTS products are available to be part of the solution.
This could result in the identification of a Whole Solution COTS product or smaller
components. These findings will shape the implementation of the core systems.

Vehicle Title & Registration will be the first systems to be replaced. In conjunction with
this, support for Dealers and Electronic Vehicle Records will be implemented.

Driver Licensing & Driver Records would precede only after successful completion of the
vehicle systems is nearing completion.
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8.5.1 Vehicle Title & Registration

Beginning in year 3, the DMV will commence development of the Vehicle Title &
Registration System. This project will implement all vehicle related functionality and
implement a broad range of foundation technologies including Customer Manager, the
Rules Engine, and Correspondence Management.

B This project begins after two years of preparation including business process
improvement, requirements analysis, review of solutions, and the development of
an RFP and the award to a vendor.

B Overall duration is three years to implement the system.

B |everage ODOT system development methodology or a vendor’'s methodology
as appropriate

B Includes substantial reengineering of title & registration processes.

B Builds on the Point of Sale, Next Generation Database, Document Imaging, and
MyDMV efforts

8.5.2 Dealers

There are a number of support functions and smaller systems that must be migrated
from the DMV mainframe and client/server environments and integrated into the
modernized system. This includes:

B Business Regulations System

B Dealer Business Regulations

B Dealers License Lookup Internet

B Dealer Notices

B EVR - Electronic Vehicle Registration Interface

EVR functionality to support external dealer service providers needs to be developed by
September 2016. This requires a new interface that can support both the current system
and the future system.

In addition, an RFP must be developed to procure external dealer services. These tasks
are scheduled to begin in Year 2 of the project. Year 1 activities will guide the technical
approach and help to determine if an RFP is needed for implementation services.

ODOT DMV Strategic Plan Version 3 Final.docx Page 49 of 61






Strategic Information System Plan — Strategic Plan for DMV Modernization

8.5.3 Driver Licensing & Driver Records

Beginning in Year 4, the DMV will commence with the design and development of the
Driver Licensing & Driver Records systems. This system will build upon the foundation
already implemented. Customer management, MyDMV, document imaging, workflow,
and many other technologies will have been implemented and will reduce the complexity
of this development effort.

From a planning perspective, this project includes both the driver licensing functions and
the driver records management functions that perform suspension and restoration of
driving privileges along with significant driver correspondence.

B This project begins after the vehicle title & registration is significantly underway
and entering the testing phases.

B Overall duration is three years to implement

B Includes substantial improvements and automation of the driver licensing
process

8.5.4 Record Requests

This project would begin in Year 6 of the modernization program. The goal is to
automate all record request functions including request submission, request review,
payment, record retrieval, and delivery. This project is scheduled to begin as the driver
licensing functions are nearing the end of testing a rollout.

This project has a two year duration for implementation.

ODOT DMV Strategic Plan Version 3 Final.docx Page 50 of 61






Strategic Information System Plan — Strategic Plan for DMV Modernization

As the modernization effort progresses, these functions may be implement through third
party vendors or through the MyDMV project.

Staffing Requirements

FTE Staffing Estimates

The work effort required for the modernization projects was based on models developed
by Mathtech. The models used input from general software development models as well
as specific models used for DMV system development. The following staff levels were

used for each project.

IT Business
Starts in Duration FTEs FTEs
Project Name Year (Years) Required Required
Business Process Improvement 1 1.5 2.00 8.00
Data Warehouse and Reporting 1 1.5 4.00 2.00
Point of Sale 1 1.7 3.00 2.50
Document Imaging 1 4 6.00 3.00
MyDMV 1 9 5.00 2.25
Core System RFP Development 2 1 1.00 2.00
Dealers 3 2 9.00 2.00
Vehicle Title & Registration 3 3.1 18.00 5.50
Driver Licensing & Driver Records 5 3.1 25.00 6.00
Record Requests 6 2.1 8.00 2.00
The following table shows the staffing required for governance.
Starts in Duration
Governance FTEs Year (Years) Gov. FTEs
Project Management 1 9.5 2
Functional Governance 1 9.5 2
Architecture Governance 1 9 2
Quality Management 1 9 2

Staffing levels are dependent upon many factors including skill sets, experience, work
quality, definition of scope of work, support tools, and management.

This chart shows the results of totaling the staffing levels for each project and for
governance across all active project years. These staffing levels would be difficult to
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sustain for the DMV if all resources were filled with internal State employees, especially
without substantial new hires.

80
Staff Levels Based on Generic/Internal Staffing

M Total IT Staff B
M Total Business Staff -
48 1 Total Governance Staff
:10) 38
14 11 11 a E
T T T T T T "_\

Year1 Year 2 Year 3 Year 4 Year 5 Year 6 Year 7 Year 8 Year9 Year10

70

60

50

40 A

30 -

20 A
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Most of the projects have been described with some level of vendor support. Vendor
staff would replace a portion of the State staff participation in the above model.

The following chart is developed by using the following parameters:

B 75% of the IT staffing is replaced by vendor staff
B 0% of the Business staffing is replaced by vendor staff
B 60% of the Governance staffing is replaced by vendor staff

When this substitution is made, the total count for State staff participation peaks at 29
FTEs.
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9.2

9.3

80
Staff Levels with Vendor Support
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Staffing Skill Sets

Another aspect of the staffing challenge is developing the proper skill sets for the project
where State staff are participating.

IT Staff — IT staff will require retraining and supplementation to participate on parts of
the project using new technologies. Some aspects of the modernization will focus on
interfacing new systems with existing systems. In these cases, the existing staff will
have the required expertise.

Business Staff — Business staff generally have the expertise required to describe
current and future business operations. Vendors cannot substitute for this role.

Governance Staff — State staff may not have the skills or experience necessary to
manage such a large project or to oversee vendors. Training in project management,
quality management and other skills may be necessary but may not substitute for large
project experience.

Staffing - Dual Burden

An additional burden on staffing is the need to focus on the planning and development of
the new systems while also maintaining the existing systems and, in some cases,
expand the existing systems to meet legislative and other functional needs.

This issue must always be a consideration when planning and funding the modernization
effort and every state deals with this challenge. Some states leverage vendors and staff
supplementation, some hire new project staff, and some hire new staff to make existing
staff available. In all cases, staffing must be attended to early in the project and it is
critical to minimize or completely freeze changes to the existing system. See Section
6.1.7 Impact on Other Plans — Code Freeze.
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10. Cost Estimates
10.1 Staffing Costs

The following cost estimates have been developed using the staffing models presented
in Section 9. The following parameters were used:

Staff Hourly Rate
State IT Staff S 70.00
State Business Staff S 45.00
State Governance Staff S 70.00
$
$

Vendor IT Staff 110.00
Vendor Governance Staff 130.00

Annual Inflation Rate: 2.00%

Though not realistic, the following chart shows the staffing costs if only State staff were
used. The annual cost peaks at approximately $10M per year.

12.0
Annual Cost based on Internal Staffing ($1,000,000)
10.0 M Total IT Staff Costs
M Total Business Staff Costs
8.0 !l Total Governance Staff Costs
6.0
4.0 A 2.6
i 1.4
2.0 1.3 . 0.8
- 0.3 .
1.1 1.3 1.0 [ﬂ
00 B T T T T T T T
Yearl Year 2 Year 3 Year4 Year5 Year 6 Year7 Year 8 Year9 YearlO

The following chart shows staffing costs when vendor participation is included. Annual
cost peaks at under $14M in Year 5.

ODOT DMV Strategic Plan Version 3 Final.docx Page 54 of 61






Strategic Information System Plan — Strategic Plan for DMV Modernization

16.0

14.0

Annual Cost with Vendor Support ($1,000,000)

12.0

Total Vendor Costs

M Total IT Staff Costs

M Total Business Staff Costs

10.0

8.0

Total Governance Staff Costs
9.9

6.0 T—

40 1—

7.8 8.0 8.7 8.5

4.5
4.3

3.1
0.6 m E E 2.1
m E m ¥ pr  [oo

Year 1 Year 2 Year 3 Year4 Year5 Year 6 Year7 Year 8 Year9 Year1O

10.2 New Software Costs

The project budget estimates a core amount of COTS software products that will be
used to implement some foundation and base subsystems. The overall solution will
evolve over the course of the project but these components will need to be satisfied.

The current solution assumes that the mainframe will continue to be the primary
database platform.

Project Software Package | Annual Maintenance
# Project Name Costs Costs (20%)
1 | Data Warehouse and Reporting 500,000 100,000

2 | Point of Sale 450,000 90,000

3 | Document Imaging 1,020,000 204,000

4 | MyDMV - Electronic Forms 900,000 180,000

Core | Customer Information Management 1,400,000 280,000
Core | Financial Management 1,000,000 200,000
Core | Inventory Management 300,000 60,000
Core | Access Control 350,000 70,000
Core | Rules Engine 500,000 100,000
Core | ETL & Integration Engine 500,000 100,000
Priority Project Software Package Total $ 2,870,000 S 574,000

Core System Software Package Total S 4,050,000 S 810,000

Total Software Package Total | $ 6,920,000.00 | $ 1,384,000.00
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10.3 Cost by Project

The following shows estimated staff costs along with hardware and software for each
project. These are approximations only. Some projects do not have software and
hardware costs because they are not implementation projects or they leverage hardware

and software from earlier projects.

Staffing &
Project Services Software Hardware
Business Process Improvement $ 1,982,843 -
Data Warehouse and Reporting 2,045,339 $500,000 $75,000
Point of Sale 1,906,613 450,000 420,000
Document Imaging 7,816,692 1,020,000 950,000
MyDMV 18,174,159 900,000 300,000
Core System RFP Development 499,502
Dealers 5,012,784
Vehicle Title & Registration 15,985,394 4,050,000 900,000
Driver Licensing & Driver Records 23,125,972
Record Requests 5,189,890
| Totals | $81,739,187 |  $6,920,000|  $ 2,645,000 |
| Grand Total | $ 91,304,187 |

10.4 Cost Component Breakdown & Comparison

The following chart totals the various cost components over the duration of the project.
While the “Internal Only” model is shown for comparison, it is not a realistic
implementation approach. Other states have used an internal model but the approach is
very dependent upon the State’s particular situation.
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The following chart shows a comparison with other state plans. These plans vary greatly
in approach but have similar total costs in the end.

B |daho did not implement the full system proposed by other States.

B Some States planned to base their modernization on a conversion of existing
code using internal and vendor staff.
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11.

B Some States do not formally budget the cost of internal staff
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Cost Benefit Analysis

Existing costs have many components.

Business Operational Costs — Cost for current operations and inefficiencies

that result from outdated systems

IT Existing Technology Costs — Costs for system hardware and software

IT Existing Staffing Costs / Maintenance — Costs to maintain the existing

systems

IT Existing Staffing Costs / Enhancements — Costs to modify and enhance the

existing systems
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11.1 Business Operations Cost Savings Example

The following table shows error volumes and related activities for one aspect of the Title
and Registration operations. The new system would substantially, if not totally, eliminate
these activities estimated to reduce costs over $3.6M annually. Other such situations

exist at the DMV due to the use of outdated systems.

COST SAVING OPPORTUNITIES

Daily Errors with Title & Registration Transactions

SAVINGS
Hourly Cost for FTE $45
Annual Cost for FTE (2000 hrs/year) $90,000
FTE Work Hours/Day 6 hours
Operational Work Days per Year 245
Bulk Rate postage per letter $0.20
Daily Error Rate From Field 430 errors
Letter Generation
Daily Letters Generated 350 letters
Minutes per Letter 12 minutes
Letter Minutes/Day 4,200 minutes
Letter Hours/Day 70 hours
FTE/Day for Letter Generation 11.67 FTE
Annual FTE Cost for Letter Generation $ 1,050,000 > 1,050,000
Annual postage for Letters $17,150 > 17,150
Refund Processing
Error Rate for Other Error 28%
Error Rate for Incorrect Fees 72%
Error Rate for Insufficient Fees (62% of 72%) 45%
Error Rate for Overpaid Fees (38% of 72%) 27%
Cost of Refund Processing S30
Refunds per year due to Overpaid Fees 28,824
Annual Cost for Refund Processing S 864,713 > 864,713
Cancellation Processing
Error Rate of Issuance to Ineligible Customers 40%
Annual Customers who should not have received plates/stickers 42,140
No Response to Letters 30%
Annual Customers who keep illegal plates/stickers 12,642
Average Underpayment Uncollected $10
Annual Underpayment Uncollected S 126,420 > 126,420
Cost to Cancel Plate $125
Annual Cost to Cancel Improperly Issued Plates $ 1,580,250 > 1,580,250
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11.2 Technology Costs

The current DMV systems are primarily based on the State’s Mainframe environment for
which the DMV pays associated costs. While there are Client/Server based systems
they are smaller and have fewer costs associated with them.

Moving forward, the new environment will still leverage the State’s Mainframe for
database management but less so for business applications. The new environment will
also include a substantial amount of new COTS software that will require annual
licensing fees.

The following table includes estimates that show that the transition from the existing
systems to the new system environment will not significantly change the annual
technology costs.

Current Estimated
Initial Annual New Annual
Cost Purchase for Technology Technology
Component Modernization | Costs Costs Note
Estimated 50% Reduction in
Mainframe Costs as transaction
processing is moved to new
platforms and data storage
Mainframe - $3,960,000 $1,980,000 | remains on the mainframe
Non M/F Server Initial Purchase Amortized Over
Infrastructure 2,645,000 529,000 | 5 Years
20% Licensing & Support of
Software 6,920,000 120,000 1,384,000 | Software
Total $ 9,565,000 $ 4,080,000 $ 3,893,000 | Negligible Reduction in Costs

11.3 IS Staffing Costs for Maintenance and Enhancements

The current DMV IT team consists of 55 staff. The most significant change that will
occur in the staffing is that substantially new skill sets will be needed. Over the course
of the modernization project, the systems will migrate from the legacy COBOL
environment to new programming languages and COTS tools. This will require the IT
staff to be retrained in these products. This transition will occur over a ten-year period
during which some staff will naturally turn-over and need to be replaced.

The actual skill sets needed in the future cannot fully be determined until particular
solutions are selected.
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The following table documents current IS staff expenditures. Aside from training costs, a
substantial increase or decrease in staffing is not predicted.

Current Estimated New
Annual Staff Annual Staff
Cost Component Costs Costs Note
No Substantial
Change in
Personnel Services S 3,800,000 S 3,800,000 Headcount
FTEs 55 55
Cost per FTE $ 69,091 S 69,091
Maintenance & Operations Effort 44%
Maintenance & Operations Costs S 1,672,000
Modernization & Upgrade Effort 56%
Modernization & Upgrade Costs S 2,128,000

11.4 New Services & Mission Failure

This document and the preceding work have described significant operational
impediments caused by the current systems. In addition, they describe a vision for
future operations which is modern, but not groundbreaking relative to private sector

business standards.

As the DMV moves forward with its existing system it will continue to face:

B | egislative revisions and additions

New revenue opportunities,
Increased attempts at fraud,

Continued pressure to reduce operating costs.

Demands for modern service delivery by residents and businesses, and

None of these challenges can be practically addressed with the DMV’s current, outdated
systems. Conversely, as time moves on without new systems, the DMV faces an
increasing likelihood of failure to successfully conduct its day-to-day mission.

ODOT DMV Strategic Plan Version 3 Final.docx

Page 61 of 61












