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3. Links – to other websites with relevant information 

4. A contact mechanism to reach the project team and ask questions 

5. Frequently Asked Questions – along with responses for all of the CACs to share 

6. Tabulation of commitments – which counties have committed to which option, and their 
requested implementation schedule 

7. A data upload mechanism for CAC IT staff to provide snapshots of County data (this will 
be the basis for future data exchange with counties for import or troubleshooting).  All 
data transfer is secure (counties cannot access each other’s data) 

An email feature can be enabled so that a County will receive automatic email updates when an 
item has changed or a new added to the site.   

A variety of platforms are available to meet these needs: open source “Wiki” CMS, Microsoft 
SharePoint, ENVIRON’s E-SITE, or a custom application.  We will review these options at the 
outset of the project to see which format best meets the project’s needs.   

The portal can also be the distribution mechanism for all of the training and overview materials 
that will be produced during the PPUR development and implementation.  CACs will always be 
able to access the portal for a current version, and transmitting attachments via email (to 58 
counties) will be avoided.  A common, web-based file system is easy to learn, and all project 
team members have simultaneous access to the same body of knowledge.  

Here is an example of a SharePoint portal that ENVIRON staff use to exchange information on 
spatial techniques. 

 

Deliverables for this and all other tasks have been listed, along with proposed milestone dates, 
in Section 2.3 of this proposal, and to avoid conflict are not repeated here. 
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2.8    System Installations and County Transitions 

This task will be the longest in the project (with the exception of 
Project Management) and will involve tight scheduling with all of the 
counties to transfer and/or install their data on the new system.  We 
project a transition rate of two counties going on line per week over an 
eight-month period from December 2010 to August 2011.  Counties 
using the CACASA hosting facility will be straightforward and less 
costly; the CACs that will install the PPUR system locally will require 
additional planning, coordination, and assistance.  The Implementation/ 
Transition Plan developed in the previous task will set out the schedule based on commitments 
(first-come, first-served) and local preferences.  We will plan on assisting the locally-hosted 
counties during the middle of the schedule, and will attempt to space them out to avoid 
conflicts in resources. 

Transition Steps 

All of the County installations and migrations will follow the same basic steps when using the 
CACASA facility: 

1. ENVIRON will develop standard import scripts for migrating data from the existing PPUR 
applications into the new database structure. 

2. Counties will take a snapshot of their existing database (including GIS data) and upload 
it to their secure location on the PPUR Project Portal. 

3. ENVIRON will download the data and test it locally against the import script.  Any 
discrepancies will be communicated to the County and decisions made on necessary 
adjustments. 

4. Once necessary adjustments are in place, ENVIRON will load the data into a test version 
of the application running on ENVIRON’s hosting platforms.  The County Administrator 
will be able to review the performance and functionality of the uploaded data. 

5. Each County will designate a County Application Administrator, which the Global 
Administrator will set up with permissions on the hosted application. 

6. Once sufficient training has occurred locally and County users are set up, the County will 
take another snapshot of their data and upload it to the portal.   

7. With sufficient advance notice, ENVIRON will quickly load the data onto the production 
portal, and again invite the County Application Administrator to perform an evaluation. 

8. The new production system will then go live for the County. 

Counties can do as much parallel testing as they wish to be sure that they understand how the 
new system works and the staff have learned the differences between the new and old 
systems.  At this point in the process, there is really no need to prolong use of the legacy 
systems, which can be retired.  Counties may wish to maintain their old systems for reference, 
particularly if there are data that were not migrated (historic data, or County-specific data that 
was not accommodated in the new PPUR platform). 
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Training 

ENVIRON plans to implement three modes of training for the CAC implementations, using the 
training materials developed earlier (and described in Section 2.6). 

1. Regional PPUR Training Sessions – Once per month for the eight-month implementation 
period, ENVIRON will host regional, all-day training sessions at different locations 
around the State.  Counties will be able to schedule training for their staff and 
application administrators in advance of their implementation schedule, or be able to 
travel a bit further to attend an earlier session. 

2. County-specific Training – For counties implementing a locally-hosted solution, ENVIRON 
will schedule a three day session at each County’s facilities to assist in application 
installation, conduct overview and hands-on training with County staff, and train the 
County Application Administrators on the use and maintenance of the system. 

3. Monthly Webinars – ENVIRON will host a series of 2-hr webinars throughout the 
implementation period for any staff and administrators that wish to login.  Credentials 
will be made available to access the program, which will review timely topics and 
common issues as they develop. 

Key Assumptions 

The details of our cost estimates are included in the Cost Proposal volume, but are summarized 
below: 

• As stated earlier, we expect the vast majority of the CACs to host their applications on 
the CACASA server, which will minimize our cost (coordination labor, field labor, and 
travel).  For the eight counties we plan on assisting locally in the installation, we have 
budgeted three days on-site for assistance in setting up the application, database, and 
maps, as well as checking the links to other sites and assisting with user setup and 
security.  All of the Operating Systems, web server, and database must be installed 
before we arrive; if the GIS Server installation is new, we will be on-site to assist with 
that as well as the data transfer.   

• Travel will be at standard per diems.  Decisions on air versus driving will be made based 
on total cost of tickets, mileage, and labor. 

• Standard import routines will be developed for RMMS, AgGIS, and RMPP.  Minor 
differences in data structure between versions can be accommodated, but the file 
structure and data format must be consistent.  We will also plan on migrating up to 
three “other” data formats, such as Access or Excel spreadsheets.   

• Software and hardware requirements are detailed in other sections of this proposal, and 
in the cost volume.  We have estimated costs only for the CACASA hosted facility.  For 
County-specific installations, their costs will be a function of existing resources and the 
option that they select.  For budgetary purposes, a County can use the CACASA 
installation as a conservative guide, the logic being that they will likely not need the 
performance or redundancy of the CACASA system, and may have some hardware and 
software components available internally. 

Deliverables for this and all other tasks have been listed, along with proposed milestone dates, 
in Section 2.3 of this proposal, and to avoid conflict are not repeated here. 
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2.9 System Maintenance and Technical Support – Planning and 
Setup 

ENVIRON has proposed a high-performance and high-availability web 
hosting system to serve the majority of California Counties.  Due to the 
volume of NOI and PUR data that will flow through the system, 
adequate monitoring and maintenance services must be planned to 
ensure that the application will be available to County staff and the 
regulated community so that work processes do not back up.  The 
monitoring and servicing of such a web site is not a trivial task, and 
specific expectations must be established up front to ensure that the 
expenditure of funds for the maintenance of the application is in line 
with reasonable performance and availability goals. 

Furthermore, the application will be accessed by a diverse group of end users including highly 
educated county agriculture staff, professional pesticide applicators, growers, and potentially a 
number of other pesticide users.  Technical support resources should be tailored for the 
application users to ensure that the system delivers the benefits of the development effort to 
both the Counties and the public. 

ENVIRON will work with CACASA and the participating Counties to develop a System 
Maintenance Procedures report that addresses the following: 

• System uptime and accessibility expectations 

• Disaster recovery restoration targets 

• Goals for response times to specific events including hardware problems, connectivity 
problems, identified software bugs, user queries, and enhancement requests. 

• Routine system monitoring 

• Regular maintenance windows for Microsoft updates and/or firmware maintenance 

• Planned hardware replacement schedule 

• Emergency maintenance events and notification procedures 

In addition to the maintenance aspect of the system, there will also be concrete expectations 
with respect to the provision of technical support both to County users and the regulated 
community.  ENVIRON will prepare a draft Technical Support Delivery report that describes: 

• Online technical support resources available at the PPUR web site 

• Technical support contact methods and expectations for response times 

• Procedures for updating the online documentation (particularly the FAQ section) 

ENVIRON will review the requirements specified in these documents with CACASA and the 
participating counties and explain any cost ramifications of the desired maintenance and/or 
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technical support goals.  Comments on both documents will be addressed and the final System 
Maintenance Procedures and Technical Support Delivery documents will be implemented during 
the Ongoing System Maintenance and Support task. 

In the event that specific monitoring devices are required to satisfy the final System 
Maintenance Procedures document, these devices will be procured and installed as part of this 
task.  No such devices have been included in our base proposal, although we have presented 
an alternative costing approach that does include active monitoring devices. 

It is important to note that in recognition of the importance of performance and availability of 
the application to the adoption of the system by all 58 counties, ENVIRON is proposing a highly 
professional, top-tier hosting provider for the application that has a strong reputation for 
excellent monitoring and hardware repair/replacement support.  While this approach costs more 
than a “home-grown” solution, we consider the additional cost to be a worthwhile investment in 
the success of the solution. 

 

Deliverables for this and all other tasks have been listed, along with proposed milestone dates, 
in Section 2.3 of this proposal, and to avoid conflict are not repeated here. 
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2.10 Ongoing System Maintenance and Technical Support 

For the duration of the maintenance contract, ENVIRON will 
monitor and maintain the various installations of the CACASA PPUR 
system (assumed to be one central hosting facility operated by 
CACASA and eight individual county installations).  For the central 
CACASA hosted site, ENVIRON will provide: 

• Active system monitoring and oversight of equipment 
replacement by the hosting vendor (or direct installation of 
replacement equipment if a non-managed hosting solution is 
selected) 

• Installation of all required and recommended Microsoft security updates 

• Installation of any required code updates of patches for the PPUR application, either for 
bug fixes or as a result of changes required by Microsoft updates 

• Periodic monitoring and reporting of system resource and bandwidth use 

• Periodic performance monitoring and testing 

• Monitoring and management of all system backups, including offsite data backups 

For individual county installations, ENVIRON will provide technical support to internal country IT 
resources in performing the above maintenance and monitoring activities.  In addition, 
ENVIRON will provide support with the installation of any PPUR application updates. 

ENVIRON will also provide any additional services required by the final System Maintenance 
Procedures report.  Additional costs may be incurred for services not in the scope of this 
proposal. 

In addition to the monitoring and maintenance tasks described above, ENVIRON will provide 
technical support services to all system users (CACASA users, County users, and public users).  
Technical support options will include, at a minimum, email technical support for all public web 
site users with a maximum 24-hour time to initial response.  For CACASA and County users, we 
will also offer local technical support (Bay Area) via telephone during normal business hours 
with a maximum 4-hour time to initial response. 

All support issues will be logged in the Gemini issue tracking system, including the date and 
time of the request, the nature of the request, identity of the requestor (if provided), date and 
time of initial response, and date, time, and nature of final resolution.  ENVIRON will provide 
monthly technical support summaries to CACASA. 

ENVIRON also proposes to develop and send out a user satisfaction questionnaire to a 
percentage of registered system users every six months.  The questionnaire will be short and 
will focus on soliciting feedback on system performance, ease of use, suggestions for 
improvement, and suggestions for user support options.  ENVIRON will review the questionnaire 
with CACASA prior to distribution, and will provide a summary report of the responses after the 
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survey is over.  Any action items that are established from the survey results will be 
implemented either as service improvements or as proposed system enhancements. 

To support the long-term acceptance and success of the CACASA PPUR system, ENVIRON will 
also assist in establishing a Technical Users Group comprised of various system users, 
contributors, and subject matter experts.  Operation of the Users Group is not within the scope 
of this proposal, but ENVIRON recommends establishing a portal web site including discussion 
forums and a Wiki for users to share questions and answers, and a mailing list for 
announcements and notifications.  ENVIRON will participate in the Users Group, providing 
technical answers and offering presentations at group meetings on the operation and coding 
aspects of the system. 

If desired, ENVIRON can host regular group sessions both via web meetings and potentially as 
a supplement to the Golden State Computer Users Group annual meetings.  We would 
recommend periodically including a representative from CDPR to discuss any upcoming State 
regulatory changes that might affect the PPUR system, allowing the group time to plan for such 
changes in advance.  In addition, ENVIRON can host the portal site for the group using a 
common portal system such as Joomla. 

As recommendations arise from the user surveys, technical support summary reports, and user 
group meetings, ENVIRON will prepare technical scopes of work and cost estimates for CACASA 
to consider for implementation of system upgrades and enhancements.  These items will be 
prepared on an as-requested basis – no enhancement work will be undertaken without written 
authorization from CACASA. 

Monthly summary reports will be submitted to CACASA detailing the maintenance and support 
activities performed during the period, the Gemini technical support log for the month, the 
results of any surveys completed within the prior month, and the status of the maintenance 
budget.  Any specific problems encountered, resolved, or averted will also be described in the 
monthly reports, along with any recommended changes to the maintenance and support 
procedures, and a description of any known upcoming issues (e.g., scheduled maintenance 
events, upcoming Microsoft security patches, or other software or hardware upgrades that 
might affect the PPUR system and thus require advanced planning). 

 

Deliverables for this and all other tasks have been listed, along with proposed milestone dates, 
in Section 2.3 of this proposal, and to avoid conflict are not repeated here. 

 

  



CACASA  ENVIRON International Corp 
Pesticide Permitting and Use Reporting  October 16, 2009 
Request for Proposal # 10 

 70 

2.11 Project Management 

Project Management Processes 

Project Management has as its universal goals the implementation of a 
quality result, on time and within budget.  Information Management 
projects are some of the most difficult to successfully implement, 
meaning that all three of these objectives are met.  Several factors 
contribute to these difficulties, but ENVIRON has found these to be 
the most important, and therefore the ones that are most important to 
understand and control: 

• Competing demands for the same people 
• Short deadlines as the result of unanticipated events 
• Failure to recognize an increase in the number and complexity of requirements over 

those that were agreed-upon early in the project 
• Technology advances during the course of the project, that will cost more to 

accommodate 

The best ways to address these factors are to implement some of the basic tools and principles 
available via quality management programs – the ones that will have the most success on 
project performance: 

1. At the outset of each task or significant component, hold a team meeting to plan out the 
activities, 

2. Establish clear written instructions for the task(s) at hand to each team member, with 
schedule and time expectations, 

3. Review, testing, and evaluation of work products prior to release for further review, and 
4. Frequent solicitation of input from the project sponsors to detect inadequacies in the 

approach or discover additional factors for success. 

ENVIRON uses a few simple tools to keep us on track as we implement our client’s projects. 

• Weekly budget and schedule evaluations, using ENVIRON official project summaries 
supplemented by local office tabulations of budget expended in comparison to a 
predicted “burndown” rate. 

• Use of the ENVIRON E-SITE project portal (or similar collaboration website), available to 
all project team members (clients, too!) regardless of organization.  E-SITE contains all 
project documents, a tabulation of assigned “Action Items,” and links to external 
resources on the web.  An example Project home page for a software development 
project looks like this: 
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Folder permissions are granted as a function of organization (ENVIRON, Client) and role 
(Manager, Staff) 

• Reliance on our Gemini issue tracking software that provides a formal tabulation of 
assigned activities as well as situations that are identified during application review and 
testing, and after an application has gone into production.  An example Issue screen 
looks like this; following implementation ENVIRON will set up a form using Gemini to 
track “bugs,” Issues, or other problems with the PPUR system.  A permanent record is 
kept of all Issues and their resolution. 

 

Quality Assurance  

Our internal quality plan includes the following components: 

i. Change Control 
ii. Requirements Validation 
iii. Product Verification 
iv. Software Standards 
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v. User Interface Standards 
vi. Documentation 
vii. Development Tools and Techniques 
viii. Configuration Management 
ix. Reviews and Audits 
x. Training 
xi. Bug Reporting and Tracking 
xii. Process Improvement 

As with any quality document, ENVIRON periodically reviews and updates its contents to 
incorporate new requirements, approaches, and experience. 

Risk and Change Management 

As presented earlier as a component of our Project Work Plan, Risk Management includes: 

• Identification of most significant software development project risks, such as*: 
o Personnel Shortfalls 
o Unrealistic Schedules and Budgets 
o Developing the Wrong Software Functions 
o Developing the Wrong User Interface 
o Gold Plating 
o Continuing Stream of Requirements Changes 
o Shortfalls in Externally Performed Tasks 
o Shortfalls in Externally Furnished Components 
o Real-time Performance Shortfalls 
o Straining Computer Science Capabilities 

• Risk Assessment 
• Risk Control 

 
* per Boehm, B.W. (1991). “Software risk management: Principles and Practices.” IEEE 
Software, 8(1) (January): 32-41. 

Project Team Coordination and Progress Review 

• Availability for review:  The project schedule has been created with the requirement that 
key CACASA staff and their representatives will be available to review submittals on an 
as-needed basis.  The length of time allowed for the review is called out on the Project 
Schedule, but generally varies from one to three weeks as a function of the complexity 
and urgency of the deliverable. 

• Authority for approval and acceptance: CACASA staff must be capable and authorized to 
review and approve submitted project documentation. 

• Conflict Resolution:  the CACASA project manager must be in a position to resolve 
internal conflicts over scope and functionality questions. 

• Technical resources for installation, configuration, testing:  This Work Plan sets out the 
necessary resources to implement the planned PPUR system in a secure hosted 
production environment, as well as in individual CAC locations. 
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• CACASA must be able to provide a reasonable degree of coordination with the California 
counties and take the lead on developing a consensus for the variety of hosting options, 
as well as involving key counties in early application testing and review. 

Monthly Progress Reporting 

ENVIRON is committed to providing regular monthly reports in an establish format to review 
progress, identify problems and barriers, and keep the project on schedule and within budget.  
We will provide this report early in the month (we have shown the 10th on the schedule in 
Section 2.2) so it can serve as a reminder of upcoming deliverables, required CACASA review 
resources, and projected milestones. 
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Attachments 
Confidential Business Information 

Annual Company Brochure 

Project Schedule 

Affidavits 

 

 

 

 




