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DEPARTMENT OF FINANCE 

STATE INFORMATION MANAGEMENT MANUAL 
SPECIAL PROJECT REPORT:   

SUBMISSION CHECKLIST 
 

1)   SPR Executive Approval Transmittal – All Signatures included 
 
2)   The updated Information Technology Project Summary Package must include: 

Section A:  Executive Summary 

Section B:  Project Contacts 

Section C:  Project Relevance to State and/or Dept. Plans 

Section D:  Project Schedule 

Section E:  Budget Information 

Section F:  Total Vendor Project Budget 

Section G:  Risk Assessment Information 

Section H:  Project Profile 
 

3)   Proposed Project Change Document (all sections are required) 

Project Background/Summary 

Description of Proposed Change 

Reason for Proposed Change 

Justification 

Impact of Proposed Change on the Project 

Implementation Plan 
 
4)   Updated Project Management Plan  
 
5)   Updated Risk Management Plan 
 
6)   Updated Economic Analysis Worksheets 
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2.0 UPDATED IT PROJECT SUMMARY PACKAGE 
 
This Special Project Report (SPR) provides updated information to the Department of 
Finance (DOF) for Project 890-46 and is the first SPR for this project.  The Feasibility Study 
Report (FSR) for the project is entitled VoteCal Statewide Voter Registration System 
Project (VoteCal) and has five major phases with a scheduled implementation end date of 
December 31, 2009, according to the last approved FSR. 

When the Feasibility Study Report was first submitted, the intent of the SOS was to identify 
the requirements and develop the Request for Proposal (RFP) by November 16, 2006.  As of 
the date of this SPR, the new date is September 26, 2007.  Although the RFP release date has 
changed, the final project implementation date has not.  A new project schedule has been 
completed and is attached.  This new schedule is based on the information obtained from 
visiting several states in the United States and seeing what systems are already in place and 
approved by the U.S. Department of Justice.  

Overall, total project costs are expected to decrease, however, for this SPR, costs have been 
shifted to the out years and only authorized staff resources in the initial part of the project 
have been decreased.  This will match the notification to Finance sent on June 27, 2007 that 
10 of the 12 positions authorized for FY 2007/08 will be hired in FY 2008/09.   

No additional delays are anticipated.  The new administration is supportive of the FSR 
objectives and proposed solution, and daily project meetings have resumed.  The project 
manager of VoteCal reports that there has been “good progress” over the last few months and 
she continues to update project plans and schedules.  On May 8, 2007, the VoteCal team, 
including Rhonda Smith from DGS, met with the new consultants [Independent Verification 
and Validation (IV&V), Independent Project Oversight Consultant, (IPOC) and Procurement 
Consultant] to kick-off VoteCal.  As of August 9, 2007, the RFP requirements are 95 percent 
complete and no additional delays are anticipated at this time.  

As will be discussed further in this SPR, over all the total project scope, costs and benefits 
have not deviated by more than the ten percent to require an SPR.  This SPR is being done to 
support the Budget Change Proposal required to establish positions in the FY 08/09 fiscal 
year instead of the FY 07/08 as originally approved.  
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1. Submittal Date March 20, 2006 for the FSR/August 15, 2007 for the SPR   

     

  FSR SPR PSP Only Other:   

2. Type of Document  X     

 Project Number       

     

   Estimated Project Dates 

 Project Title VoteCal Statewide Voter Registration System Project Start End 

 Project Acronym VoteCal 08/03/06 12/31/09 

     

 Submitting Department Secretary of State   

 Reporting Agency    
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  Project # 0890-46 

  Doc. Type SPR 

    

 Project Objectives   Major Milestones Est. Complete Date 

  Receive FSR Approval 04/14/06 

  Phase I: Requirements and RFP Development 09/26/07 

  Phase II: Vendor Selection and Project Planning 09/15/08 

  Phase III: HAVA Compliant Database 11/19/09 

  Phase IV: System Deployment and Training 12/31/09 

  Phase V: PIER Review 12/31/10 

  Key Deliverables 

  Key Deliverables are delivered during each VoteCal Phase above: 

  Phase I:  RFP 

  Phase II:  SPR and Vendor Contract 

  Phase III:  Fit Gap Analysis, SRS, SDD, Interfaces, Test Results, HAVA 
Compliant Database 

  Phase IV:  End User and Technical Training 

   

   

   

   

   

   

   

 

Program objectives for the VoteCal Project include: 

� Comply with 100% of HAVA voter registration system 
requirements no later than 12/31/09. 

 VoteCal Acceptance 12/31/09 
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  Project # 0890-46 

  Doc. Type SPR 

    

 Proposed Solution 

  
Section 303 of the Help America Vote Act of 2002 (HAVA) (Public Law 107-22, 107th Congress), mandates that each state 
implement a uniform, centralized, interactive, computerized voter registration database that is defined, maintained and 
administered at the state level.  This database must contain the name and registration information of every legally registered 
active or inactive voter in the state.  It must serve as the single system for storing and managing the official list of registered 
voters in the state.   
 
This system must provide a functional interface for counties, which are charged with the actual conduct of elections, to access 
and update the registration data.  Additionally, HAVA mandates the voter registration system coordinate electronically with the 
Department of Motor Vehicles (DMV), the Department of Health Services (DHS) and the Department of Corrections and 
Rehabilitation (DCR) for identification and list maintenance purposes. 
 
The major factors driving the selected HAVA compliance solution were the specific compliance requirements, as understood by 
the State of California, and the need to minimize disruption to county business processes.   In particular, the requirements for a 
uniform and centralized database to serve as the official list preclude solutions where information in county systems is simply 
exported to a central database subsequent to data entry.  Likewise, the need to minimize disruption to county business processes 
discounts approaches that require replacing existing county systems.   
 
The proposed solution addresses both of these major requirements by providing a new central State database (VoteCal) and 
remediating existing county election management systems (EMSs) to serve as the “front end” for maintaining VR information in 
the central system.  The solution will permit county users to use their existing (remediated) data entry screens processes while 
ensuring that VR information is maintained the VoteCal database. 
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  Project # 0890-46 

  Doc. Type SPR 

    
Executive Contacts 

 First 
Name Last Name Area 

Code Phone # Ext. Area 
Code Fax # E-mail 

Chief Deputy 
Secretary of State Evan  Goldberg 916  653-1424  916  651-8295  egoldberg@sos.ca.gov 

Division Chief for 
Elections Cathy Mitchell 916 653-0721  916 653-3214  cmitchell@sos.ca.gov 

Manager Fiscal 
Affairs Crystal Goto 916 653-9445  916 653-8544 cgoto@sos.ca.gov 

Chief 
Information 
Officer 

Lee Kercher 916 653-7735  916 653-2151 lkercher@ss.ca.gov 

Project Sponsor Janice Lumsden 916 2328  916 653-4795  jlumsden@sos.ca.gov 

         
Direct Contacts 

 First 
Name Last Name Area 

Code Phone # Ext. Area 
Code Fax # E-mail 

Primary Contact Lee Kercher 916 653-7735  916 653-2151 lkercher@ss.ca.gov 

Project Manager Linda Wasik 916 653-0472  916 653-2151 lwasik@ss.ca.gov 

         

         

Document Prepared by Theresa Finger August 2007 
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1. What is the date of your current Operational Recovery Plan 

(ORP)? 
Date 10/2000  Project #  

2. What is the date of your current Agency Information Management 
Strategy (AIMS)? 

Date 12/2000  Date Rec’d  

3. For the proposed project, provide the page reference in your 
current AIMS and/or strategic business plan. 

Doc. n/a  Doc. Type  

  Page #     
  Yes No 
4. Is the project reportable to control agencies? 9  
 If YES, CHECK all that apply: 
 9 a) The estimated total development and acquisition cost exceeds the departmental cost threshold. 
 9 b) A new system development or acquisition that is specifically required by legislative mandate or is 

subject to special legislative review as specified in budget control language or other legislation. 
 9 c) The project involves a budget action. 
  d) Acquisition of any microcomputer commodities and the agency does not have an approved Workgroup 

Computing Policy (WCP). 
  e) Electronic access to private information concerning individuals or entities by entities or individuals 

other than the entity responsible for data ownership or other entities authorized by law. 
  f) Installation or expansion of wide area network data communication facilities or services other than 

those acquired through contracts administered by the Department of General Services, or a State 
consolidated data center as defined in SAM Section 4982.   

  



INFORMATION TECHNOLOGY PROJECT SUMMARY PACKAGE 
SECTION E:  BUDGET INFORMATION 

 

California Secretary of State VoteCal SPR                                                                                                                                                                                   11 of 32 

  Project # 0890-46 

  Doc. Type SPR 

    
   No Yes   
Budget Augmentation Required?  X   
If YES, indicate fiscal year(s) and associated amount:     
 FY 06/07 FY 07/08 FY 08/09 FY 09/10 FY 10/11  
General Fund  0 0 0 0 0  
 

 PROJECT COSTS        
1. Fiscal Year FY 06/07 FY 07/08 FY 08/09 FY 09/10 FY 10/11  TOTAL 
2. One-Time Cost $652,002 $2,104,583 $38,944,897 $522,635 $0  $42,224,117 
3. Continuing Costs    $13,757,268 $9,587,215  $23,344,483 
4. TOTAL PROJECT BUDGET $652,002 $2,104,583 $38,944,897 $14,279,903 $9,587,215  $65,568,600 

 SOURCES OF FUNDING        
5. General Fund         
6a. Redirection (Staff)        
6b. Redirection (Existing system)        
7. Reimbursements        
8. Federal Funds $652,002 $2,104,583 $38,944,897 $14,279,903 $9,587,215  $65,568,600 
9. Special Funds        
10. Grant Funds        
11. Other Funds        
12. PROJECT BUDGET $652,002 $2,104,583 $38,944,897 $14,150,618 $9,587,215  $65,568,600 

 PROJECT FINANCIAL 
BENEFITS        

13. Cost Savings/Avoidances  
14. Revenue Increase  
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PROJECT FINANCIAL BENEFITS 
  2000/2001 2001/2002 2002/2003 2003/2004 2004/2005 2005/2006 2006/2007 2007/2008 TOTAL 
13. Cost 

Savings/ 
Avoidance 

0 0 0 0 0 0 0 0 0 

14. Revenue 
Increase  

0 0 0 0 0 0 0 0 0   

15. Net (Cost) 
or Benefit 

0 0 0 0 0 0 0 0  0 

 
Note:  The totals in Item 4 and Item 12 must have the same cost estimate. 
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  Project # 0890-46 

  Doc. Type SPR 

         

 Vendor Cost for FSR Development (if 
applicable)  

$174,295       

 Vendor Name  Gartner Consulting       

         

  
VENDOR (System Integrator) PROJECT BUDGET 

    

1. Fiscal Year FY 06/07 FY 07/08 FY 08/09 FY 09/10 FY 10/11  TOTAL 

2. Primary Vendor 
Budget $0   $0        $29,414,997           $5,369,313 $0      $34,784,310 

3. Project Management 
Budget         $306,000         $306,000           $306,000             $125,440 $0    $1,043,440 

4. IV&V Budget         $61,164         $263,715           $260,918        $260,918 $0       $846,715 
5. Independent Project 

Oversight         $112,500         $225,000           $225,000          $200,400 $0          $762,900 
6. Other Contract 

Services         $104,448       $885,384         $1,360,500 2,549,539    $2,930,077  $7,829,948 
7. TOTAL VENDOR 

BUDGET $584,112 $1,680,099 $31,567,415 $8,505,610 $2,930,077  $45,267,313 
 

-------------------------------------------------(Applies to SPR only)-------------------------------------------------- 
 
PRIMARY VENDOR HISTORY SPECIFIC TO THIS PROJECT  
6. Primary 

Vendor/Organization 
Still in the RFP stage of the project – vendor not known 

7. Contract Start Date 
8. Contract End Date 

(projected) 
9. Amount 
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PRIMARY VENDOR CONTACTS 

  
Vendor 

 
First Name 

 
Last Name 

Area 
Code 

 
Phone # 

 
Ext. 

Area 
Code 

 
Fax # 

 
E-mail 

10.          
11.          
12.          
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  Project # 0890-46 

  Doc. Type SPR 

    

 Yes No 

Has a Risk Management Plan been developed for this project? X  

   

General Comment(s) 
The VoteCal Project Management Team has developed a Risk Management Plan that is detailed in Section VII of this Feasibility Study Report. The Risk 
Management Plan is based on State Information Management Manual (SIMM) guidelines. Key components include: 
� Identification of roles and responsibilities for the various parties involved in Risk Management, including the Executive Steering Committee, Project 

Management Team, and Independent Project Oversight and IV&V vendors. 
� The Risk Management Plan will be used on an ongoing basis to identify risks, quantify the potential impact of each identified risk, present mitigation 

plans and enact appropriate risk responses. Mitigation measures and contingency plans will be developed and implemented as high-priority risks are 
identified and monitored. 

� Initial identification of a risk management process, to be supplemented by the System Integration vendor who will be required to develop a Risk 
Management Plan within 30 days of contract execution. It is expected that the State will work with the System Integration vendor to develop a single 
risk management process that will cover all areas of project risk. 

� Preliminary development of a Risk Management Worksheet identifying risks identified by SOS to date. The Risk Management Worksheet was 
completed to provide a risk assessment based on the identification, analysis, quantification, and prioritization of key project risks. 
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3.0 PROPOSED PROJECT CHANGE 
 
3.1 PROJECT BACKGROUND 
 
The program to be supported is the registration of voters, administered jointly by the 
Secretary of State Elections Division and county election officials.  The Elections Division’s 
primary mandate is to ensure that state and federal elections laws are fairly and uniformly 
administered; that every eligible citizen has barrier-free access to participate in the electoral 
process; and that the process remains open and free from fraud.   California’s voter 
registration program is fundamental to that effort:  voter registration is the mandatory first 
step to participation.  Maintaining accurate records of all legally registered citizens is critical 
to ensuring the integrity of all official elections conducted in this state.  To fulfill the 
purposes of the voter registration program the state and local elections officials:  

� Distribute voter registration cards through many channels including local advocacy 
groups, online access, and other state agencies 

� Process voter registration cards 

� Verify voter eligibility 

� Notify voters of their voter registration status 

� Update voter registration records with data received from multiple sources, including 
returned voter registration cards, direct communication from registrants, and 
electronic data received from other agencies 

 
The information collected and maintained through the voter registration program supports a 
wide range of election management activities including: 

� Determining precinct boundaries,  

� Establishing polling places,  

� Verifying petition signatures,  

� Mailing election information to registered voters,  

� Providing voter information to courts for jury pools,  

� Qualifying candidates for the ballot, and myriad others. 
 
Currently the official voter file is maintained by the elections official of each of the 58 
counties.  The Secretary of State (SOS) maintains a statewide database of all active voters, 
supported by the Calvoter statewide voter registration and election management system.  The 
Calvoter registration database is primarily used to aid county officials in their list 
maintenance activities.  It contains a mirror image of the county voter records, kept current by 
daily updates from the counties.  New voter records cannot be entered directly into Calvoter. 
Adds, changes, and deletes of voter information identified by the Calvoter system cannot be 
applied to that database.  Calvoter is updated once the counties have researched the changes, 
applied them to their databases and then sent them to the Calvoter system in an update.  
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County data cannot be directly updated from state data; any changes or corrections made to 
state data will be overwritten by county updates.  
 
Section 303 of the Help America Vote Act of 2002 (HAVA) (Public Law 107-22, 107th 
Congress) mandates that each state implement a uniform, centralized, interactive, 
computerized voter registration database that is defined, maintained and administered at the 
state level.  This database must contain the name and registration information of every legally 
registered active or inactive voter in the state. This system will constitute the official record 
of all registered voters.  Unlike the state’s current system, the state database must serve as the 
single system for storing and managing the official list of registered voters in the state.   
 
This system must provide a functional interface for counties, which are charged with the 
actual conduct of elections, to access and update the registration data.  Additionally, HAVA 
mandates the voter registration system coordinate electronically with the DMV, DHS and 
CDCR for identification and list maintenance purposes. 

 
3.2 PROJECT STATUS 
 
Total project scope, costs, schedule and benefits do not deviate by more than the 10 percent.  
However, this SPR is being done at the request of Finance to document the reduction of 
authorized staffing needs in FY 07/08 from 12 positions to 2 and will match the notification 
to Finance sent on June 27, 2007 that the remaining 10 of the 12 positions will be hired in FY 
2008/09. 
 
3.3 REASONS FOR THE PROPOSED CHANGE 
 
This SPR identifies the reduction of new authorized staff needs in FY 07/08, which is 
associated with the delay of releasing the RFP.  In BCP #3, submitted 09/13/2006, 10 of the 
12 positions authorized for the project were tied to the award of the primary systems 
integration vendor’s contract.  Because the RFP has not yet been released, this has caused all 
subsequent major milestones to change and this SPR is providing revised dates for the five 
major milestones as listed in the FSR.  Other minor updates to contract staff have been 
updated where applicable.  Otherwise, no major changes have occurred that meet the 10 
percent threshold to warrant a full SPR and most sections will be noted as “No Change.  
Refer to the last approved FSR.”  This method was approved by the Department of Finance 
for this report.  

 
3.4 PROPOSED PROJECT CHANGE 
 
Other than the change in timeline to hire the 12 new positions that had been planned for FY 
07/08, which are subject to the approval of the SPR that will include updated system 
integration vendor solution and costs, no other major changes have been proposed.   
Timelines for major milestones have been realigned but the total end date for implementation 
remains unchanged.  Updated contract costs, based on the actual contracts, have been 
included in this SPR for independent project oversight consultant, independent verification 
and validation consultant, procurement consultant and IT project manager consultant.   
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3.5 IMPACT OF PROPOSED CHANGE ON THE PROJECT 
 
As a result of the proposed changes listed above, total project costs have been reduced by 
$3.6 million, from $69,178,975 to $65,568,600.  Of the $3.6 million reduction, over $2.7 
million is a result of lower than expected consultant contracts awarded to date.  No other 
changes can be considered until more information is received from the solutions 
recommended by the system integration vendors.    

 
3.6 FEASIBLE ALTERNATIVES CONSIDERED  
 
No Change.  See latest approved FSR. 
 
3.7 IMPLEMENTATION PLAN 
 
 No Change.  See latest approved FSR. 
 
4.0 UPDATED PROJECT MANAGEMENT PLAN 
 
The SOS recognizes that a structured approach to project management is required to ensure 
the successful implementation of the VoteCal proposed solution.  Since overall the project is 
not delayed, and there is not a change in scope or benefits, there is merely a change in the 
schedule within the project for hiring new staff, only the areas of project management that are 
affected will be updated with this SPR. All other areas will reflect a statement of “no 
change”. 
 
4.1 PROJECT MANAGER QUALIFICATIONS 
 
Linda Wasik has filled the SOS IT Project Manager position.  She provides the depth of 
knowledge required to successfully manage the VoteCal Project.  Linda has worked on 
Calvoter projects since 2004 and her skills and experience include over 25 years in IT 
technical expertise, including Program/Project Management, Business Development and 
Consulting.  She will be responsible for the project management of VoteCal until project 
implementation. 
 
Linda Wasik will work with the SOS Elections Project Lead and the SOS IT Project Lead.  
The SOS Elections Project Lead will represent Elections Division program concerns and 
provide technical, functional and program knowledge.  The SOS Elections Project Lead will 
also oversee specific VoteCal quality assurance activities, training and deployment, and serve 
as the main contact with county liaisons.  The SOS IT Project Lead will provide the IT 
Division with project leadership and will coordinate activities that involve SOS IT staff. 
 
Together, this team will act as the VoteCal Project Management Team, responsible for 
managing the day-to-day activities of State project responsibilities, as well as working with 
and overseeing the selected System Integration vendor’s project manager(s). 
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No other areas have changed.  Please refer to the last approved FSR. 

 
4.2 PROJECT MANAGEMENT METHODOLOGY 
 
SOS will comply with the State’s Project Management Methodology as defined in SIMM 
Section 200, or a comparable standard. This will be a requirement in the RFP.  This has not 
changed.  Please refer to the last approved FSR. 
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4.3 PROJECT ORGANIZATION 
 
VoteCal has hired the support consultants for Project Manager, IV&V, Procurement and 
IPOC.  A few staff changes have been made as well.  An updated chart is listed below. 

 

 
 

Figure 1.  VoteCal Project Organization 
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4.4 PROJECT PRIORITIES 
 
No Change.  See latest approved FSR.  
 
4.5 PROJECT PLAN 
 
4.5.1 Project Scope 
 
This has not changed.  The scope of the VoteCal project is the development, testing, and 
implementation of a California statewide voter registration system that will meet federal 
HAVA mandates and functionality requirements defined by SOS.    See the latest approved 
FSR.  
 
4.5.2 Project Assumptions 
 
The only assumption that changed as previously listed in the latest approved FSR is the 
selection of an SI vendor and subsequent contract signing.  It will not be completed by 
September 12, 2007 but rather September 15, 2008.  Overall the project implementation date 
is still targeted for December 31, 2009. See the chart below: 
 

 

Milestones 

FSR 
submitted 
03/20/2006 

and 
approved 
04/14/2006 

Revised 
Completion 

Date  

Actual 
Completion 

Date 
(if 

applicable) 

Notes/Description 

Receive FSR 
Approval 

04/04/06 04/14/06 04/14/06 Acceptance Letter by 
DOF 

Phase I:  
Requirements 
and RFP 
Development 

11/16/06 09/26/07 Not 
Applicable 

DGS review & release 

Phase II: Vendor 
Selection and 
Project Planning 

09/12/07 09/15/08 Not 
Applicable 

Assuming no protests 
 

05/13/09 11/19/09 Not 
Applicable 

Pilot Counties Phase III: HAVA 
Compliant 
Database 
Phase IV: System 
Deployment and 
Training 

12/31/09 12/31/09 Not 
Applicable 

Ongoing since 09/09/09 

Phase V: PIER 
Review 

12/31/10 12/31/10 Not 
Applicable 
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4.5.3 Project Phasing 
 
No Change.  See latest approved FSR. 
 
4.5.4 Project Roles and Responsibilities 
 
No Change.  See latest approved FSR. 

 
4.5.5 Project Schedule 
 
In addition to the high level milestone comparison listed above, a revised project plan for 
VoteCal has been prepared as of August 9, 2007 detailing project tasks, duration days, start 
and finish time frames, as well as staff resources.  The primary driver for the change to the 
project schedule is to reflect the new Phase I: Requirements and RFP Development release 
date and the dependent phases thereafter.
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 Figure 2.  VoteCal Updated Project Schedule (pg 1 of 3) 
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Figure 3.  VoteCal Updated Project Schedule (pg 2 of 3) 
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Figure 4.  VoteCal Updated Project Schedule (pg 3 of 3) 

California Secretary of State VoteCal SPR                                                                                                   25 of 32 



State of California Secretary of State 
VoteCal Special Project Report 

 

 
4.6 PROJECT MONITORING 
 
No Change.  See latest approved FSR. 

 
4.7 PROJECT QUALITY 
 
No Change.  See latest approved FSR. 
 
4.8 CHANGE MANAGEMENT/CHANGE CONTROL 
 
No Change.  See latest approved FSR. 
 
4.9 AUTHORIZATION REQUIRED 
 
Other than the SPR administrative process imposed by DOF before the system integration 
vendor’s contract can be awarded, no special authorization must be obtained from the Federal 
agencies.  
 
5.0 UPDATED RISK MANAGEMENT PLAN 
 
In order to reduce the overall risk of the VoteCal project, the SOS has developed a risk 
management approach.  The approach is based on State Information Management Manual 
(SIMM) guidelines and as not changed.  Please refer to the latest approved FSR. 
 
5.1 RISK MANAGEMENT APPROACH 
 
The SOS risk management process includes further development of its Risk Management 
approach in accordance with the State’s Project Management Methodology within 30 days of 
System Integration Vendor project initiation.  This has not changed.  Please refer to the latest 
approved FSR.   
 
5.2 RISK MANAGEMENT WORKSHEET 
 

There is no change.  Please refer to Section 7.2 the latest approved FSR.
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6.0 UPDATED ECONOMIC ANALYSIS WORKSHEETS (EAWS) 
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6.1 ECONOMIC ANALYSIS SUMMARY  
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6.2 ECONOMIC ANALYSIS PROPOSED ALTERNATIVE WORKSHEET 
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6.3 ECONOMIC ANALYSIS ALTERNATIVE 
 
 

California Secretary of State VoteCal SPR                                                                                                                                                                                30 of 32 



State of California Secretary of State 
VoteCal Special Project Report 

 

6.4 PROJECT FUNDING PLAN  
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