RFP# 16-031(Document Center Services): Scope of Work

A. Introduction:
The Indiana Family and Social Services Administration (FSSA), Division of Family Resources (DFR) requests responses from potential contractors experienced in providing Document Center Services for organizations similar in size and scope to DFR.  
B. Background:
DFR is the division responsible for establishing eligibility for delivering benefits to Medicaid, Healthy Indiana Plan (HIP), SNAP, TANF, and other applicants. Currently, a client may submit his/her application online, by mail, via fax, or over the phone. 
DFR local offices vary in size and certain protocols, but they perform functions that include facilitating and executing interviews, scanning and processing eligibility supporting documentation, answering applicant questions, and determining eligibility. 
DFR regional change centers (RCCs) perform functions in support of local offices and the eligibility process.  Their functions include the processing of non-indexed eligibility supporting documentation, hearings and appeals documentation preparation, applicant questions received via phone, and other related activities.
The Document Center is an integral part of eligibility operations. It is located in the City of Marion, Indiana and is a shared space that houses the Document Center Services contractor and other contractors’ staff. The incumbent Contractor handles the intake of mailed applications as well as the scanning, classification, and optical character recognition (OCR) quality checks of documents using a hardware and software solution (primarily OPEX scanners and EMC Captiva currently). To incorporate documents into the electronic case file and supporting eligibility functions, all inbound client-related documents received by mail, overnight courier, or fax must be converted to electronic images and routed through state systems. These electronic case files along with supporting documentation enable DFR and its contractors to electronically task eligibility work to staff around the State.  The documentation included with the electronic case files contains case-related information that supports eligibility determination and other related processes. Please note that the State is exploring electronic upload capabilities. If such capabilities are implemented in the future, there is likely to be a decrease in inbound documentation that needs to be processed but the State also anticipates that some of the uploaded documents will need to be scanned with OCR. The impact of such additional capabilities will be discussed with the Contractor when more details are finalized.
The Document Center Services Contractor will become part of a larger system of eligibility operations managed by DFR. The State contracts for an eligibility determination system as well as services/staff for eligibility determination support operations, including: initial processing of applications and responding to client calls and inquiries, electronic data capture, handling non-indexed documents, and printing and mailing notices to clients.  In addition to Indiana Office of Technology (IOT) and DFR staff, the selected Document Center Services Contractor should anticipate having touchpoints with some or all of the above named entities, as needed and directed by the State, in addition to performing the core Document Center Services listed in Section C below.
Recent volume data is being provided here for Respondents’ reference. (Note: State Fiscal Years run from July through June)
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C. Document Center Services

This Section C describes the selected Contractor’s scope of services.  

Requirements for assumptions of leases, contracts or licenses applicable to the infrastructure operations (i.e. Facility Management) as stated in the Contract and/or this Section, will be the responsibility of the Contractor, unless explicitly identified as a State responsibility in item #11 below.    

The Contractor will be expected to provide the requisite equipment in item #12 below, and provide sufficiently trained staffing levels to maintain and operate the equipment and to meet DFR requirements, FSSA Security Policy requirements (see http://www.in.gov/fssa/4979.htm), and requirements related to MARS-E (Minimum Acceptable Risk Standards for Exchanges).

The Contractor will provide an established Document Center per this agreement which requires the following:

1. Inbound Mail Handling

a. Operate and maintain existing DFR managed post office boxes for receipt of mail
b. Pick up mail in a manner approved by DFR from the designated United States Postal Service (USPS) facility or other locations as required
· Currently mail is picked up twice a day from the City of Marion Post Office
c. Accept delivery from other delivery services/carriers including Fed Ex, UPS, DHL and local operators
d. Accept scanned documentation from DFR offices and staff in accordance with defined procedures for eligibility offices

2. Document Handling
a. Document Preparation, Opening, Scanning and Separation - All mail functions including document preparation (Prep, Open, Scan, and Separate) - machine operated where appropriate.  Route exceptions (protected information i.e. PHI or PII, payments etc.) to special bin for human intervention.  Time stamp application with date and time received.
b. Conduct OCR quality assurance (QA)
c. Mail room staffing
d. Operation of mail room equipment

3. Return Mail Handling
a. Sort and package documents for return
b. Log return mail handling activities
c. Outbound postage (Contractor pays for the postage)

4. Organization, Retention & Destruction of client non original documents
a. Mailroom staff ensure that non original documents are captured, processed, and indexed as appropriate 
b. With quality assurance (QA) activities conducted to ensure that non original documents have been captured electronically, support process of retention for thirty (30) days and subsequent destruction (the actual document destruction is facilitated by a different state vendor than the awardee of this RFP)
c. Document handling and retention must be conducted according to FSSA, DFR, and Office of Hearings and Appeal requirements. See Section F for additional information on client document retention

5. Processing Electronic Data Input
a. Receipt of electronic data formats
b. Document classification (see item 8 below for manual Document classification expectations)
c. Facilitate the transition of application images to Eligibility Specialists’ electronic queue via DFR and IOT provided systems
d. Conduct OCR quality assurance (QA) as appropriate

6. Management
a. Document Center Manager - Specific location management responsibility, hiring and retention of Contractor’s employees, interaction with vendors, the State and its contractors.  Attend planning and status meetings as necessary to provide input on any document center activities as needed.  Attend requirements and design sessions to provide input on any document center supporting system changes that may happen.
b. Overtime – During periods of high volume, DFR and the Contractor may mutually determine the need for staff overtime. As the resulting contract from this RFP is anticipated to be volume based with associated KPIs, no additional compensation shall be offered to the Contractor for any required overtime. The Document Center Manager shall specifically outline the need for staff overtime and submit a request in writing to the DFR Director or designee to seek approval.

7. Responsibilities of the Document Center 
a. Open mail, organize and purge files, place materials to be shredded in the All Shred (or other designated state shredding contractor) bins, filing
b. Receive Application via mail/fax
c. Receive Application via web
d. Date stamp application same day it is received - Document Center
e. Forward electronic version of the application to Eligibility Specialist (initiates involvement for new or re-applying cases only)
f. Team activities – Contractor conducts team building activities for its employees
g. Ongoing professional development/policy awareness
h. Process mail – inbound/outbound
i. Scan, verify, and assist indexing for reporting of voter registration sign-in forms
· Pages classified by Contractor’s operators and routed by the eligibility system based on barcodes received within their transaction; no data capture is provided.
· Identify “original” Voter Registration pages and forward them to a County office based on an address listing that has been provided
j. Attend requirements and design sessions to provide input on any document center supporting system changes that may happen

8. The Document Center will provide manual document classification (typing) for any documents that are not automatically classified by the Captiva software product.  The Document Center will strive for a high level of accuracy in performing this activity.  The “Master Criteria Listing” document will be used as the reference for determining the correct classification to be applied to all documents. Please see Section F for the associated KPI.

9. Quality Assurance
a. The Document Center will perform a 100% manual Key From Image quality assurance (KFI QA) on defined critical fields on application pages and forms.  These fields will be viewed by the operator to verify if the information has been recorded and confirm that it was correctly captured.  The following pages/critical fields are reviewed:

i. The following pages/critical fields are reviewed for SNAP and TANF applications:
· Page 1 : ICP First Name, Middle Initial, Last Name, Suffix, 3 Program selection checkboxes, Member First Name, Middle Initial, Last Name, Suffix, Home Address Number and Street, Apt Number, City, State, Zip, County, Receipt Date, Applicant Signature, Signature Date
· Page 2 : Mailing Address Number and Street, City, State, Zip, ICP Street Address, City, State, Zip
ii. The following pages/critical fields are reviewed for Health Coverage applications:
· Page 1 : ICP First Name, Middle Initial, Last Name, Suffix, 2 Program selection checkboxes, Family Planning Services Yes/No checkboxes, Member First Name, Middle Initial, Last Name, Suffix, SSN, Home Address Number and Street, Apt Number, City, State, Zip, Receipt Date, Mailing Address Number and Street, City, State, Zip, Applicant Signature, Signature Date

It is estimated that a small portion (estimated at 10%) of pages received are require manual KFI QA. Any characters within the critical fields that were misread or incompletely read either by the Data Capture Operator or the Captiva system will be re-keyed at this time. Please see Section F for the associated KPI.

b. The Contractor shall conduct quality assurance checks on a representative sample (using Six Sigma approach or other statistically sound sampling methodology) reviewing barcoding, verifying readability, validating page count, and validating compliance with document retention requirements.

10. The Document Center will review Captiva transactions routed to the Index QA queue to identify and manually handle any of the following conditions:
a. Foreign Page
b. Repeater Page
c. Multiple Applications
d. Multiple HIP power account status documents
e. Multiple Authorized Representative documents
f. Multiple Third Party Liability documents
g. Multiple Document Transfer Cover Sheets
h. Confirm the accuracy of all prior blank page classifications
i. Correct any bar code misreads

11. Facilities and infrastructure – State responsibility
a. Servers, scanners, network connectivity, file storage, desktop systems (PCs), printers - provided by IOT and DFR
b. Supplies and consumables 
c. Licensing and management of software (currently EMC Captiva) – IOT and DFR
d. Licensing and management of OPEX scanners – IOT and DFR
e. Facility/space, desks and furniture, utilities, cleaning, and maintenance – third party Contractor on behalf of the State (in City of Marion, managed by another state vendor)
·  Note: While the City of Marion is the intended location for the Document Center, a question has been included in the technical proposal to allow the Respondent to propose, for the State’s consideration, an alternate location for the performance of services. 

12. Facilities and infrastructure – Contractor responsibility
a. Letter opener(s) and high resolution scanner (for instances where the OPEX scanners are insufficient for specific materials) – equipment and ongoing maintenance
b. Insurance/liability coverage
c. A question has been included in the technical proposal to allow the Respondent to propose any additional equipment they feel is needed to execute the scope of services. The cost proposal also includes a worksheet to capture the costs of this equipment.

13. Miscellaneous
a. Monitor all Quality Assurance, Productivity and General Management Reports
b. Actively participate in Team Building Activities, with all staff and management members
c. Communicate with Other Agencies, with participation by all staff and management as needed.
d. Perform Ongoing Professional Development / Policy Awareness (All staff and management)
e. Comply with all security requirements as noted in FSSA Security Policy (please see: http://www.in.gov/fssa/4979.htm)
f. Quality Reporting
D. Initial Transition Requirements

The Contractor, in conjunction with DFR, will ensure that the process of transition from the existing vendor upon contract award, results in predictable, seamless transition where services to clients continue to be delivered in a timely and accurate manner without degradation in service levels. 

The Respondent’s Transition plan must incorporate, at a minimum, the following elements.
 
a. Transition Phase Work Plan (with schedule and resource allocations) 
b. Project Management Approach
c. Facility and Business Structure Transition 
d. Staffing
e. Training
f. Equipment installation and testing
g. Development of operational documentation
h. Systems and operations readiness assessment 
i. Coordination and communication
j. Risk management and issue resolution
k. Security management
l. Disaster recovery and business continuity
m. Integration and implementation of business operations, in order to achieve full operational capabilities at or before the expiration date of the current contract (December 26, 2016)

E. Key Staff
Based on the experiences of the State, there are a few key staff positions that are recommended for the successful delivery of these services.  These positions include, but are not limited to, the following:
· Document Center Manager: Has overall responsibility for management of the Contractor’s team, staff allocation, management, hiring and training while serving as the primary point of contact for DFR and other DFR contractors and partners
· Human Resources Manager: Is responsible for search, hire, and training of the Contractor’s staff serving this contract.
· Quality Analyst: Is responsible for overseeing the design and execution of quality assurance activities, including any training and management of staff supporting QA activities.
The Respondent must attach a resume for these and/or any other key positions they feel should be included.  Respondents may make modifications or additions to this list based on the specifics of their proposal and positions that they feel are key to the Respondent’s success; however, at a minimum, the Document Center Manager must be part of the list.  For the Document Center Manager, please provide at least two (2) professional references.  

F. Service Levels and KPIs

Metric Descriptions

Document Scanning and Processing – The purpose of this metric is to measure compliance with the State requirements to electronically process all documents on the same business day of receipt if documents are received prior to 5:30 PM EST, and by Noon EST of the following business day if documents are received after 5:30 PM EST.  

The measurement for document delivery, faxing and scanning shall be measured as the Monthly Percentage attainment calculated by summing the number of documents processed on-time (or queued for Service Centers, Change Centers and Hybrid Local Offices) during the business days of a month divided by the total number of documents received during the business days of that month (For example, during one month 1,813,900 documents were processed on-time (i.e., forwarded to Service Centers, Change Centers and Local Offices) out of a total of 1,870,000 documents received during that month: 1,813,900 / 1,870,000 = 97%).  The measurement will be calculated separately for documents received prior to 5:30 PM EST and for those received after 5:30 PM EST.  Scanned, faxed and imaged documents must be turned around on the same business day of receipt if documents are received prior to 5:30 PM EST, and by Noon EST of the following business day if received after 5:30 PM EST, and documents provided in a legible and clearly visible manner.   Contractor shall provide monthly percentage attainment reports for the duration of the contract. If directed by the State during periods of enhanced operational risk, these reports shall be provided on a bi-weekly basis.

Document Classification Quality - The purpose of this metric is to measure compliance with the State requirements for a high level of accuracy in document classification. The “Master Criteria Listing” document will be used as the reference for determining the correct classification to be applied to all documents.

Scanning Quality - The purpose of this metric is to measure compliance with the State requirements for scanning to be done at a minimum resolution of 300dpi with standard commercial image quality enhancement.

Document Retention Compliance – Retention of documents for a minimum of thirty (30) days is critical to ensure documents are available as needed for a period of time after they are processed. The purpose of the retention metric is to measure the percentage of documents processed that are retained for the minimum required thirty (30) days. Monthly Percentage attainment will be calculated by summing the number of documents received during the business days of the month minus the sum of the documents that were not retained for thirty (30) days during the month, this difference is divided by the sum of the number of documents received during the business days of that month. 

Manual Keying Quality - The purpose of this metric is to measure the accuracy of materials for which the Document Center is supposed to perform 100% manual Key From Image quality assurance on defined critical fields on application pages and forms.

Returned Mail Handling – The purpose of this metric is to measure compliance with the State requirement to return documents, originals, etc. within 72 hours after processing . Monthly percentage attainment will be calculated by summing the number of documents received during the business days of a month minus the sum of documents not returned within the 72 hour metric, this difference is divided by the sum of the number of documents received during the business days of the month.

Key Performance Indicators

a. All performance against the established key performance indicators (KPI) standard below will be determined from Contractor reporting.
b. All percentages shall be calculated as monthly averages.  
c. Each KPI will be evaluated independently by the Operational Verification and Validation (OV&V) entity for compliance with the agreed level of KPI performance below, on a pass-fail basis.  
d. Contractor shall report on its monthly performance against the KPIs within 30 days after the close of each calendar month. 
e. See Section  G for the approaches the State will take for the Contractor’s failure to meet these standards.


	KPI
	Performance Standard Metric

	1. Document Scanning and Processing
	 (a) 90% of documents are scanned, indexed and entered into the database on the same business day of receipt by the Document Center if documents are received prior to 5:30 PM EST.

*******************
 (b) 90% of documents are scanned, indexed and entered into the database by Noon EST of the following business day if received after 5:30 PM EST.

*******************
(c) 100% of documents are scanned within two business days of receipt by the Document Center. 

	2. Document Classification Quality
	At least 98% of all manually classified documents shall be classified correctly.

	3. Scanning Quality
	100% of scanned documents shall be scanned at a minimum resolution of 300dpi with standard commercial image quality enhancement.

	4. Document Retention Compliance
	100% of documents processed are retained for the minimum required (thirty) 30 days.

	5. Manual Keying Quality
	100% of data which is entered by manual keying from images and which should have gone through quality assurance (KFI QA) will be error free (accuracy of data entries, readability and page count). 

	Returned Mail Handling
	95% of documents are returned within 72 hours after processing



G. Corrective Actions and Payment Withholds
It is the State’s primary goal to ensure that the Contractor is accountable for delivering services as defined and agreed to in the Contract. This includes, but is not limited to, performing all items described in the Scope of Work, completing all deliverables in a timely manner described in the Scope of Work, and generally performing to the satisfaction of the State.  Failure to perform in a satisfactory manner may result in corrective actions and withholds described below.  
It is the intent of FSSA to remedy any non-performance through specific remedies at no additional cost to the State.  In the event that the Contractor fails to meet requirements set forth in the Contract, the State will provide the Contractor with a written notice of non-compliance and may require any of the corrective actions or remedies discussed below.  

1. Corrective Actions: If the State determines that the Contractor is not performing to the satisfaction of the State, has missed Service Levels and/or KPIs, has not completed any deliverable in a satisfactory or timely manner, or upon written request by the State for any reason, the Contractor shall then submit, within ten (10) business days of the occurrence or State request, a Corrective Action Plan (CAP).  The nature of the corrective action(s) will depend upon the nature, severity and duration of the deficiency, and repeated nature of the non-compliance.  Note: Severity shall be determined by the State, in its sole discretion. 

At a minimum, the CAP shall address the causes of the deficiency, the impacts, and the measures being taken and/or recommended to remedy the deficiency, and indicate whether the solution is permanent or temporary. It must also include a schedule showing when the deficiency will be remedied, and for when the permanent solution will be implemented, if appropriate. 

2. Remedies at cost to vendor: Beginning the month in which a CAP is required per the Corrective Action paragraph above, the State may at its discretion withhold 10% of payment of that month’s invoice and all subsequent billing until the CAP is implemented.  When the CAP is completed, and the proposed remedy is implemented to the State’s satisfaction as confirmed in writing by the DFR Director or their designee, all monies withheld shall be released to the Contractor within 30 days.  Should the CAP not be submitted as required, or should the remedy not be implemented within the timeframe specified by the CAP, the withheld monies may be forfeited.   

The Contractor and the State shall schedule, at a minimum, monthly meetings to discuss Contractor’s performance. The Contractor is required to show satisfactory progress against Service Levels, KPIs and general contract responsibilities and provide information that can be used to show that performance is satisfactory.  Scheduling of review meetings shall be agreed upon mutually between Contractor and the State.
H. Reporting Requirements

The Contractor shall be responsible for producing the following types of reports:

· KPI and Service Level reports detailed in Section F above
· [bookmark: _GoBack]Staffing reports (including overtime, if applicable and authorized) upon request by the State
· Additional ad hoc operational and performance reports as requested by the State or its Federal partners

KPI and Service Level reports for each month must be submitted before or with the invoice for the month. 

I. Billing and Invoicing

Contractor shall submit a monthly invoice clearly documenting the volume of pages processed, applicable base fee, number of pages over base volume (if relevant) and fee charged for additional volume. 

Contractor shall also be expected to document avoided costs, which may include not processing duplicates, not scanning blank pages, etc.

As noted in Section H, KPI and Service Level reports for each month must be submitted before or with the invoice for the month. Invoices will not be processed if a KPI and Service Level report is not submitted in the correct format and with the required content.
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State Fiscal Year 2014 (July 2013 - June 2014)

Month Page Count

July-13 3,335,484

August-13 3,173,141

September-13 2,923,778

October-13 3,011,402

November-13 2,877,584

December-13 2,616,209

January-14 2,894,267

February-14 2,594,420

March-14 2,994,696

April-14 2,812,264

May-14 2,695,895

June-14 2,830,674

State Fiscal Year 2015 (July 2014 - June 2015)

Month Page Count

July-14 2,725,114

August-14 2,263,679

September-14 2,398,833

October-14 2,628,260

November-14 1,795,253

December-14 2,121,632

January-15 2,482,974

February-15 1,644,120

March-15 2,325,100

April-15 2,025,800

May-15 1,835,173

June-15 1,972,976

State Fiscal Year 2016 (July 2015 - June 2016)

Month Page Count

July-15 2,113,252

August-15 2,192,302


