Collaborative Success Significance Financial
Measures Measures Measures Measures

Round 3: Application Form
Local Government Innovation Fund

Step One: Fill out this Application Form in its entirety.

Step Two: Fill out the online submission form and submit your application materials. All supplemental

application materials should be combined into one file for submission.

LGIF: Applicant Profile

Lead Applicant | Lucas County Clerk of Courts

Project Name | Intergovernmental Imaging Lab Program

Type of Request | Grant

Funding Request

JobsOhio Region | Northwest

Number of Collaborative
Partners

Office of Redevelopment
Website: http://development.ohio.gov/Urban/LGIF.htm
Email: LGIF@development.ohio.gov
Phone: 614 | 995 2292
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Lead Applicant

Lucas County Clerk of Courts

Project Name

Intergovernmental Imaging Lab Program

|TYPC of Request i Grant \

Address Line 1

Lead Applicant

Courthouse, 700 Adams Street

Mailing Address: Address Line 2| Clerk of Courts Office
Cityl Toledo [State OH |Zip Code 43604
City, Township or Village Population (2010)
County| |_ycas Population (2010) 441,815

Did the lead applicant provide a
resolution of support?

IE' Yes (Attached) I:l No (In Process)

application.

Project Contact

Complete the section below with information for the individual to be contacted on matters involving this

Project Contact| Kevin Callag han Title County Records Manager
Address Line 1| Courthouse, 700 Adams Street
Mailing Address: Address Line 2| Clerk of Courts Office
City Toledo |State | OH |Zip Code 43604
Email Address| kcallaghan@co.lucas.oh.us Phone Number (419) 213-4892

project.

Fiscal Officer

Complete the section below with information for the entity and individual serving as the fiscal agent for the

| [ uonoag |

S1081U0))

Fiscal Officerl Connie Smith Title ExecutivelFinance Assistant
Address Line 1| Courthouse, 700 Adams Street
Mailing Address: Address Line 2| Clerk of Courts Office
Cityl Toledo | state | OH ZipCode | 43604
Email Address| CLSmith@co.lucas.oh.us Phone Number (419) 213-4405

Is your organization registered in
OAKS as a vendor?

|:| Yes

@No
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Lead Applicant| Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Grant
Single Applicant

Is your organization applying as a single entity?

Participating Entity: (1 point) for single applicants

Collaborative Partners

Does the proposal involve other entities acting as
. Yes No
collaborative partners? @ |:|

Applicants applying with a collaborative partner are required to show proof of the partnership with a partnership
agreement signed by each partner and resolutions of support from the governing entities. If the collaborative partner
does not have a governing entity, a letter of support from the partnering organization is sufficient. Include these
documents in the supporting documents section of the application.

In the section below, applicants are required to identify population information and the nature of the partnership.

Each collaborative partner should also be clearly and separately identified on pages 4-5.

Number of Collaborative Partners who signed the 5
partnership agreement, and provided resolutions of support.
Participating Entity: (5 points) allocated to projects with 5

collaborative partners.

Population

7 Uo1nodas |

SIoUlIRd SAIIBIOQR[[0))

The applicant is required to provide information from the 2010 U.S. Census information, available at:
http://factfinder2.census.gov/
| | Yes | 0 |No
Does the applicant (or collaborative partner) represent a city, List Entity
township or village with a population of less than 20,000
residents?
Municipality/Township Population
| 0 |Yes | |No
Does the applicant (or collaborative partner) represent a LLf Sy
county with a population of less than 235,000 residents? Wood County Clerk of Courts
County Population
Wood 125,488

Population: (3-5 points) determined by the smallest

population listed in the application. Applications from (or 5

collaborating with) small communities are preferred.

Page 3 of 18




Lead App]icant Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Request Grant

Nature of Partnership (2000 character limit)

As agreed upon in the partnership agreement, please identify the nature of the partnership, and explain how
the main applicant and the partners will work together on the proposed project.

Lucas and Wood Counties both developed records centers with attached imaging labs in the last
decade. The Lucas County Clerk of Courts built an imaging lab around the need to convert a
massive volume of paper records into digital images. To preserve permanent records according
to the Ohio Historical Society's recommendations the Clerk also purchased a computer output to
microfiche (COM) machine. Wood County had a somewhat lesser volume of paper records but
significant amounts of microfilm to be digitized as well. To that end Wood County built their
imaging lab's capabilities to scan paper documents, convert the digital images to microfilm with
an archive writer, and scan microfilm to digital images.

Together the two counties made a significant investment in not only equipment but developing
the expertise in the scanning operations. Lucas County and Wood county will work together to
scan paper documents, digitize microfilm/fiche, and convert digital images to microfilm/fiche. As
demand dictates the partners will store and destroy documents as directed by clients. This can
also develop into assisting counties develop enhanced disaster preparedness and business
continuance capabilities.

By utilizing the strengths of each lab the two counties will optimize efficiency in their operations.
The partners will then perform work for the Clerks of Courts in other counties in the northwest
Ohio region. Depending on the need of each client county projects will be directed to whichever
lab is best suited to deliver the final product. As demand increases the partners will increase
capabilities to better serve the needs of the region.

List of Partners

The applicant applying with collaborative partners (defined in §1.03 of the LGIF Policies) must include the
following information for each applicant:

e Name of collaborative partners
e Contact Information
e Population data (derived from the 2010 U.S. Census)

If the project involves more than 12 collaborative partners, additional forms are available on the LGIF
website.

7 Uo10ag
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Lucas County Clerk of Courts

Lead Applicant
Project Name

Grant

Type of Request

Intergovernmental Imaging Lab Program

Collaborative

Partners Wood County Clerk of Courts

Number 1

|

Address Line 1 | One Courthouse Square Popuation
Address Line2 | Courthouse, 2nd floor 1\’/[}1(1)1:;1: ;111;}’ Population
City Bowiing Green [ State | OH | Zip Code | 43402 County |\Nood Population| 125,488
Email Address | chofner@co.wood.oh.us Phone Number | (419) 354-9280
| [CTves [ N [

Collaborative
Partners

Number 2

7 U01}09g |
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Address Line 2 1\;[,}125;2:111? Population
City State Zip Code County Population
Email Address Phone Number
Resolution of Signed
Support |:| Yes |:| No Agreement |:|Yes |:| No
Collaborative
Partners
Number 3
Address Line 2 1\;[,}12‘1;;2::{? Population
City State Zip Code County Population
Email Address Phone Number
Resolution of Signed
Y N
Support |:| Yes |:| No Agreement |:| ©s |:| ©
Collaborative
Partners
Number 4
Address Line 2 hf;g;;zilgy Population
City State Zip Code County Population
Email Address Whee Nurmihe

Resolution of
Support

|:| Yes |:|N0

Signed
Agreement

|:|Yes |:| No
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Lead App]icant Lucas County Clerk of Courts
Project Name Intergovernmental Imaging Lab Program Type of Request Grant
Collaborative
Partners
Number 5
Address Line 2 Municip a1'1ty Population
/Township
City State Zip Code County Population
Email Address Phame Nirihe
Resolution of Signed
Y
Support |:| Yes |:| No Agreement |:| ©s |:|NO
Collaborative
Partners
Number 6
Address Line 2 Munlclpal.lty Population
/Township
City State Zip Code County Population
Email Address Phone Number
Resolution of Signed
Support |:| Yes |:| No Agreement |:| Yes |:| No
Collaborative
Partners
Number 7
Address Line 2 Municipa .1ty Population
/Township
City State Zip Code County Population
Email Address Phone Number
Resolution of | | Signed
Y N
Support Yes |:| No Agreement |:| ©s |:| ©
Collaborative
Partners
Number 8
Address Line 2 Munlclpal'lty Population
/Township
City State Zip Code County Population
Email Address Whee Nurmilha

Resolution of
Support

|:| Yes |:|N0

Signed
Agreement

I:l Yes I:l No
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Lead Applicant Lucas County Clerk of Courts
Proj ect Name Intergovernmental Imaging Lab Program Type Of Request Grant
Collaborative
Partners
Number 9
Address Line 2 Municip a1'1ty Population
/Township
City State Zip Code County Population
Email Address Phame Nirihe
Resolution of Signed
Y
Support I:| Yes EINO Agreement |:| cs DNO
Collaborative
Partners
Number 10
Address Line 2 Munlclpal.lty Population
[Township
City State Zip Code County Population
Email Address Phone Number
Resolution of Signed
Support I:l Yes |:| No Agreement |:| Yes DNO
Collaborative
Partners
Number 11
Address Line 2 Municipa .1ty Population
/Township
City State Zip Code County Population
Email Address Phone Number
Resolution of Signed
Y N
Support |:| Yes DNO Agreement D ©s |:| ©
Collaborative
Partners
Number 12
Address Line 2 Munlclpal'lty Population
/Township
City State Zip Code County Population
Email Address Whee Nurmiles

Resolution of
Support

|:| Yes |:|N0

Agreement

Signed

|:| Yes I:lNo
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Lead App]icant Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Request Grant

Identification of the Type of Award Feasibility Study

Targeted Approach Coproduction

Project Description (4000 character limit)

Please provide a general description of the project. The information provided will be used for council
briefings, program, and marketing materials.

Ohio’s Clerk of Courts county offices have been the steward of keeping records for over one hundred and
seventy five years. Decades of mandatory record keeping, indexing and storage have outlasted natural
threats such as floods, tornadoes, heat, humidity, fire, frigid cold and even pests. These original, one of a
kind documents involved in civil cases, criminal cases, divorces etc. are irreplaceable. Ohioans find
themselves vulnerable to the consequence of damage or loss of these unique documents.

The primary goal of this feasibility study to design and evaluate an all-encompassing imaging system
between Lucas and Wood Counties that is sustainable and scalable. The long-term goal would be to
integrate 20 counties in NW Ohio.

The Intergovernmental Imaging Lab Program will evaluate the feasibility of shared processing systems,
assess the efficiency of current state of the art equipment and examine other procedures involving the
document preservation and destruction supply chain. Ultimately, we will show that county government
can individually and collectively establish an efficient sustainable record keeping system for the greater
good of the people of Ohio.

Fortunately, we are able to streamline this effort and capitalize on experience the Lucas County Clerk of
Courts has gained over the last six years. Their imaging lab has contracted with Lott Industries to
process many millions of digital images for short and long-term storage. Document preservation and
destruction has also been part of their program.

For this study, Lucas County Clerk of Courts is acting as lead agency applying for the LGIF grant to
explore the economic and logistical feasibility of expanding to its current document preparation, imaging,
indexing and destruction services to additional government counties and agencies in the northwest
region. We have three primary goals and objectives:

» Proof of Concept, Economic Feasibility and Sustainability: During the three month period of the
feasibility study, we will provide proof of concept regarding the effectiveness of policy, procedure,
profitability and logistical capabilities necessary to successfully implement shared imaging and
preservation services between Lucas and Wood counties.

* Scalability: The grant will also allow us to complete an analysis of project scalability beyond the two
counties. Inquiries and visitations will be made to eighteen additional counties in NW Ohio (see map

attachment) which includes the entire sixth district and most of district seven. We will also notate their
existing level of service and cost structures.

* Public Access: Records are not easily assessable to the public. Although available, it does require
individuals to physically visit the courthouse to obtain records in each county. A solution would be to
design and make available a website with downloadable public documents and records capabilities. This
study will determine website design and monthly maintenance costs. Allowing for free public access
(economic demand) is consistent with the need for expanded local and regional public service offerings.

Lucas County will continue to collaborate with private sector, non-profit Lott Industries for these
assessments. Their role and responsibilities can easily be expanded to provide the additional labor and
logistical requirements needed in other counties. All aspects of their shared services will also be

€ uonodag |

uonewoyuy 303foxd

Page 8 of 18




Lead Applicant| Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Request Grant

Past Success @Yes |:|No
5

Past Success (5 points)

Provide a summary of past efforts to implement a project to improve efficiency, implement shared services, coproduction, or a merger.
(1000 character limit)

Over the last six years, the Lucas County Imaging Lab contracted with Lott Industries to process millions of digital
images for short and long-term storage. Document preservation and destruction has also been part of the
process. We have reduced the reliance on paper documents resulting in reduced liabilities associated with
storage/retrieval of paper documents.

This was accomplished by establishing document preparation, imaging, and indexing services to other government
agencies within Lucas County. Services included converting paper documents to digital format and creating
microform documents from digital images for permanent retention. Specifically, documents were prepped,
scanned and then indexed either as a PDF or TIFF image. The digital images were transferred to the client via
FTP server or portable digital media. Documents were then destroyed or returned to the client per their request.

Nnriimante rantiirinn narmanant ratantinn wara trancfarrand tn minrnfilm nr minrnficha

Scalable/Replicable Proposal |:|Scalable I:lReplicable @Both

Scalable/Replicable (10 points) 10

Provide a summary of how the applicant’s proposal can be replicated by other local governments or scaled for the inclusion of other local
governments. (1000 character limit)

During the three month period of the feasibility study, we will provide proof of concept regarding the effectiveness
of policy, procedure, profitability and logistical capabilities necessary to successfully implement shared imaging
and preservation services between Lucas and Wood counties. The grant will also allow us to complete an analysis
of project scalability beyond the two counties. Inquiries and visitations will be made to eighteen additional counties
in NW Ohio (see map attachment) which includes the entire sixth district and most of district seven. We will also
notate their existing level of service and cost structures. The goal is to identify what each county needs to develop
day forward scanning. While Lucas and Wood counties are able to scan existing records (back-file) the idea is to
make sure each county is no longer adding to the records storage/access liabilities. The success of this program
will demonstrate how to establish other regional imaging labs in Ohio.

| € Uonodag |
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Probability of Success El Yes |:| No

Probability of Success (5 points) 5

Provide a summary of the likelihood of the grant study recommendations being implemented. Applicants requesting a loan should provide a
summary of the probability of savings from the loan request. (1000 character limit)

Based on years of experience where many millions of digital images for short and long-term storage were
processed, we anticipate a high probability of proposal’s success. Document preservation and destruction has
also been part of this process. It is because of this success that Lucas County is proposing a shared service with
Wood County.

Basic building blocks to share services are in place. Whereas Lucas County has greater capacity in document
image scanning, preservation and destruction, Wood County has the equipment that is better suited to produce
microfilm and microfiche imaging. Each county compliments each other well. Lott Industries would provide logistic
coordination between both partners and have the necessary certification to transport records. We expect the
feasibility study to show near term savings by decreasing or eliminating duplication of services in the two
processing areas of document imaging and microform.
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Lead Applicant| Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Request Grant

Performance Audit Implementation/Cost Benchmarking I:lYes @No
0

Performance Audit/Benchmarking (5 points)

If the project is the result of recommendations from a performance audit provided by the Auditor of State under Chapter 117 of the Ohio
Revised Code or a cost benchmarking study, please attach a copy with the supporting documents. In the section below, provide a
summary of the performance audit or cost benchmarking study. (1000 character limit)

Economic Impact @ Yes |:|No

Economic Impact (5 points) 5

Provide a summary of how the proposal will promote a business environment (through a private business relationship) and/or provide for
community attraction. (1000 character limit)

The applicants will utilize Lott Industries and Woodlane Industries to conduct logistic analysis, contract personnel,
and product transportation. These nonprofit businesses employ hundreds of employees and promote the further
employment of special needs and developmentally disabled individuals in the private community. The imaging labs
contract with these companies for employees to conduct operations as well as needing the transportation and
document destruction arms of the companies.

They are dually qualified in this collaboration as they are AAA NAID Certified (National Association for Information
Destruction). The proposed Lucas/Wood County shared service imaging program will continue using Lott’s proven
labor and skill offerings during the feasibility study. This unique collaboration validates how diverse sector partners
can provide a tremendous public service.

| € uonodag |
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Response to Economic Demand El Yes | | No

Response to Economic Demand (5 points) 5

Provide a summary of how the project responds to substantial changes in economic demand for local or regional government services.
The narrative should include a description of the current service level. (1000 character limit)

Our challenging economy has affected everyone. Government agencies experiencing lower revenue streams are
no exception. As a result, all sectors and levels of government are responding with static or even lower operating
budget projections. To accommodate this, agencies and their departments are searching for creative ways to
streamline and consolidate existing services.

Our proposed project compliments two existing imaging programs that have for several years consolidated
services internally. Lucas County was one of the first counties negatively impacted by high unemployment.
Reduced county revenue forced the need to provide shared services to several departments. These years of
combined services and successful collaborations position Lucas County to provide valuable insight for other
counties now faced with similar challenges. This is our first step in establishing an all-encompassing twenty
county collaboration of shared imaging services.
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Budget Information

General Instructions

*Both the Project Budget and Program Budgets are required to be filled out in this form.

*Consolidate budget information to fit in the form. Additional budget detail may be provided in the budget
narrative or in an attachment in Section 5: Supplemental Information.

* The Project Budget justification must be explained in the Project Budget
Narrative section of the application. This section is also used to explain the
reasoning behind any items on the budget that are not self explanatory, and
provide additonal detail about project expenses.

* The Project Budget should be for the period that covers the entire project. The
look-back period for in-kind contributions is two (2) years. These contributions are
considered a part of the total project costs.

* For the Project Budget, indicate which entity and revenue source will be used to
fund each expense. This information will be used to help determine eligible
project expenses.

* Please provide documentation of all in-kind match contributions in the supporting
documents section. For future in-kind match contributions, supporting
documentation will be provided at a later date.

mammi Program Budget:

* Six (6) years of Program Budgets should be provided. The standard submission
should include three years previous budgets (actual), and three years of
projections including implementation of the proposed project. A second set of
three years of projections (one set including implementation of this program, and
one set where no shared services occurred) may be provided in lieu of three years
previous if this does not apply to the proposed project.

* Please use the Program Budget Narrative section to explain any unusual activities
or expenses, and to defend the budget projections. If the budget requires the
combining of costs on the budget template, please explain this in the narrative.

=l Return on Investment:

* A Return on Investment calculation is required, and should reference cost savings,
cost avoidance and/or increased revenues indicated in the budget projection
sections of the application. Use the space designated for narrative to justify this
calculation, using references when appropriate.

 U01}09g |
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mad For Loan Applications only:

» Using the space provided, outline a loan repayment structure.

* Attach three years prior financial documents related to the financial health of the
lead applicant (balance sheet, income statement, and a statement of cash flows).
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Lead Applicant Lucas County Clerk of Courts
Pl‘OjeCt Name Intergovernmental Imaging Lab Program Type of Request Grant
Project Budget

Sources of Funds
LGIF Request:| $90,000 |
Cash Match (List Sources Below):

Source:
Source:
Source:
Source:
In-Kind Match (List Sources Below):
Source: Lucas County $64,000
Source: Wood County $7,735
Source:
Total Match:|$71,735
Total Sources: |[$161,735
Uses of Funds
Amount Revenue Source
Consultant Fees: | $60,850 StateGrant
Legal Fees:
Other: Lucas Salary & Benefits $18,000 LucasCounty
Other: Training $6,000 LucasCounty
Other: Site Visits $11,500 StateGrant
Other; Equipment & Software $40,000 LucasCounty
Other: Supplies $6,000 StateGrant
Other: Miscellaneous Expense $2,900 StateGrant
Other: Conferences $8,750 StateGrant
Other; Wood Salary & Benefits $7,735 Wood County
Total Uses:| $161,735 * Please note that this match percentage will be included in your
grant/loan agreement and cannot be changed after awards are
Local Match Percentage: | 44.35% made.
Local Match Percentage = (Match Amount/Project Cost) * 100 (10% match required)
10-39.99% (1 point) 40-69.99% (3 points) 70% or greater (5 points)

Project Budget Narrative: Use this space to justify expenses (1200 character max).

The project plan is to study the feasibility and cost effectiveness of an intergovernmental imaging lab. The plan is
to develop and expand shared digitization capabilities between Lucas and Wood County and then to expand these
services to the Clerks of Courts in the northwest Ohio region. To this end there are several key tasks to
accomplish.

1. Outside consultants will be brought in to review the project concept, identify potential strengths and difficulties.
They will review the equipment & software utilized and recommend new equipment or upgrades.

2. County staff will meet to coordinate the shared services between the two counties as well as conduct site visits
of the other eighteen client counties. The site visits will identify the needs of each county, current operating
systems, and potential costs for each county.

3. Allowances have been made to attend conferences and educational courses on electronic records and
digitization for county staff. While experienced current county staff may need to expand their training.

4. Lucas and Wood county will purchase new equipment as needed for program success.

 UO109S |

UOT}BWIOJU] [BIOURUI]

Page 12 of 18




Lead Applicant Lucas County Clerk of Courts
Project Name | Intergovernmental Imaging Lab Program Type of Request Grant

Program Budget
Actual Projected FY 2010 FY 2011 FY 2012
Expenses Amount Amount Amount
Salary and Benefits $270,311 $271,833 $272,935
Contract Services $214,465 $150,139 $189,000
Occupancy (rent, utilities, maintenance)
Training and Professional Development $280 $1,831 $3,000
Insurance
Travel $324 $230 $2,500
Capital and Equipment Expenses $7,780
Supplies, Printing, Copying, and Postage $18,539 $17,711 $26,500
Evaluation
Marketing $250
Conferences, meetings, etc. $2,200
Administration
*Qther - Contract Repairs $24,805 $19,779 $29,969
*Qther - Miscellaneous $412 $1,892 $6,000
*Qther - Telecommunications $1,108 $1,101 $1’500
TOTAL EXPENSES $530.242 $472.295 $533.854
Revenues Revenues Revenues
Local Government: Lucas County $277,447 $250,497 $270,150
Local Government: Wood County $252,795 $221,798 $263,704
Local Government:
State Government
Federal Government
*Other -
*Other -
*Other -
Membership Income
Program Service Fees
Investment Income
TOTAL REVENUES $530,242 $472,295 $533,854
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Lead Applicant Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Request Grant

Program Budget
Actual Projected FY 2013 FY 2014 FY 2015
Expenses Amount Amount Amount
Salary and Benefits $285,000 $293,000 $301,000
Contract Services $205,000 $240,000 $260,000
Occupancy (rent, utilities, maintenance)
Training and Professional Development $6,000 $8,000 $8,000
Insurance
Travel $14,000 $12,000 $12,000
Capital and Equipment Expenses $105,000 $60,000 $25,000
Supplies, Printing, Copying, and Postage $34,000 $45,000 $55,000
Evaluation
Marketing
Conferences, meetings, etc. $12,000 $20,000 $22,000
Administration
*Other - CONtract Repairs $48,000 $55,000 $64,000
*Other - Miscellaneous $5,000 $7,000 $9,000
*Qther - Telecommunications $4,000 $5,000 $6,000
TOTAL EXPENSES $718.000 $745.000 $762.000
Revenues Revenues Revenues
Local Government: Lucas County $280,000 $300,000 $305,000
Local Government; Wood County $265,000 $270,000 $275,000
Local Government:
State Government $90,000
Federal Government
*Other - Document Scanning $360,000 $480,000 $600,000
*Qther - Microfilm to Imaging $37,500 $75,000 $150,000
*Qther - Storage and Destruction $30'000 $50’000 $70’000
Membership Income
Program Service Fees
Investment Income
TOTAL REVENUES $1.062,500 $1.175.000 $1.400.000
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Lead Applicant| Lucas County Clerk of Courts
Project Name| intergovernmental Imaging Lab Program Type of Request Grant

Program Budget

Use this space to justify the program budget and/or explain any unusual revenues or expenses (6000 characters max).

The project plan is to study the feasibility and cost effectiveness of an intergovernmental imaging lab. The plan is to develop and expand shared
digitization capabilities between Lucas and Wood County and then to expand these services to the Clerks of Courts in the northwest Ohio region. To this
end there are several key tasks to accomplish.

Outside consultants will be brought in to review the project concept identify potential strengths and difficulties. The consultants will review the equipment
and software being utilized and recommend any new equipment or upgrades necessary for the success of the program. County staff will meet to
coordinate the shared services between the two counties as well as conduct site visits of the other eighteen potential partner/client counties. The site
visits will identify the needs of each county, current operating systems, and potential costs for each client partner. Thus the site visits will gather data to
share with the consultants in the analysis portion of the project. Allowances have been made to attend conferences and educational courses on
electronic records and digitization for county staff. Such training will enhance the partners' capabilities in meeting the document management needs of
the region.

The program budget reflects the combined costs of Lucas and Wood counties' records centers/imaging labs. The main cost of establishing the imaging
capabilities of the imaging labs was incurred prior to 2009 but the actual budget numbers for the last three years demonstrate the significant effort both
counties have invested in their records management programs. The three years of projected budgets represent the anticipated costs going forward in
providing these services to the regional government agencies. We are anticipating the need to purchase additional equipment to meet the challenges of
the increased work load. It is important to note that this will still result in savings as the other counties will not have to make the significant investment of
establishing their own imaging labs or contracting with more expensive vendors.

The anticipated new revenues are each listed in their own heading. The revenue is determined by the anticipated volume from clients above and beyond
the normal work load each of the partners already conducts in digitizing their own records. The services fall under three categories: document scanning,
microfilm to imaging, and storage/destruction. Document scanning entails converting paper documents to electronic records and to microfilm/fiche for
permanent records. At this time we are conservatively planning on an increased volume of three million the first year, four million the second and five
million in the third. These numbers represent a slow increase in expanding operations and such volumes are well within the capabilities of the combined
labs.

Microfilm to imaging services are required to take existing documents on microfilm and convert them to electronic records. The volumes projected begin
with a modest two hundred and fifty thousand images in the first year and increase to five hundred thousand and then a million in subsequent years. The
first year indicates converting an additional one hundred rolls of microfilm by Wood County, which is within their capabilities. The increases of the
following years would represent Lucas or Wood purchasing additional microfilm scanners as demand indicates.

The final category represents facilitating the storage and destruction of documents for counties which need such services. This will be the for destruction
of paper records following digitization. Some counties may want to retain some historical documents after conversion but lack the safe storage facilities
conducwe to Iong term preservation. There may also be a need to provide data storage for business contlnuance purposes and disaster recovery. The

—a_ef v o U [ S T S [ U AU (S R el _ o __2a_n2a

Section 4: Financial Information Scoring
[0 |(5 points) Applicant provided complete and accurate budget information and narrative justification for a total of six fiscal years.

| |(3 points) Applicant provided complete and accurate budget information and for at least three fiscal years.
| |(1 point) Applicant provided complete and accurate budget information for less than three fiscal years.

Page 15 of 18



Lead Applicant| Lucas County Clerk of Courts
Project Name| Intergovernmental Imaging Lab Program Type of Request Grant

Return on Investment is a performance measure used to evaluate the efficiency of an investment. To
derive the expected return on investment, divide the net gains of the project by the net costs. For these
calculations, please use the implementation gains and costs, NOT the project costs (the cost of the
feasibility, planning, or management study)--unless the results of this study will lead to direct savings
without additional implementation costs. The gains from this project should be derived from the prior and
future program budgets provided, and should be justified in the return on investment narrative.

Return on Investment Formulas:

Consider the following questions when determining the appropriate ROI formula for the project. Check
the box of the formula used to determine the ROI for the project. These numbers should refer to
savings/revenues illustrated in projected budgets.

Do you expect cost savings from efficiency from the project?

Total $ Saved
Use this formula: otal § Save * 100=ROI
Total Program Costs

Do you expect cost avoidance from the implementation of the project/program?

Total Cost Avoided
Use this formula: oa ~ Ot AVOIde * 100 =ROI
Total Program Costs

Do you expect increased revenues as a result of the project/program?

[]| Use this formula: Total New Revenue 100 =ROI
Total Program Costs

$1,852,500
Expected Return on Investment = * 100= 83.26%
$2,225,000

Return on Investment Justification Narrative: In the space below, briefly describe the nature of the expected return

on investment, using references when appropriate. (1300 character limit)

The return on investment is based upon the services being offered to the client county governments. These funds
gathered would be used to offset the costs of new equipment and increased personnel. As efficiencies are
identified and the economies of scale reduce costs the goal would be to reduce the fees charged to the clients.
The service fees are based upon the current costs for Lucas and Wood counties per image. As we see the return
on investment reducing the cost per image the savings would also be passed on to the clients. For purposes of
the grant application it is important to show the savings that can be accomplished at the current costs if volume is
increased.

Expected Return on Investment is:
[CJLess than 25% (10 points) [125%-74.99% (20 points) [T]Greater than 75% (30 points)

Questions about how to calculate ROI? Please contact the Office of Redevelopment at 614-995-2292 or
lgif@development.ohio.gov
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Lead Applicant| Lucas County Clerk of Courts

Project Name| Intergovernmental Imaging Lab Program ‘ Type of Request ’ Grant \

Please outline the preferred loan repayment structure. At a minimum, please include the following: the
entities responsible for repayment of the loan, all parties responsible for providing match amounts, and
an alternative funding source (in lieu of collateral). Applicants will have two years to complete the
project upon execution of the loan agreement, and the repayment period will begin upon the final
disbursement of the loan funds. A description of expected savings over the term of the loan may be used
as a repayment source.

| PAIREN |

UOI}EWLIOJU] [BIOURUL]

Applicant demonstrates a viable repayment source to support loan award. Secondary source can be in the form of a

debt reserve, bank participation, a guarantee from a local entity, or other collateral (i.e. emergency, rainy day, or
contingency fund, etc).
Applicant clearly demonstrates a Applicant does not have a secondary
secondary repayment source (5 points) repayment source (0 points)
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Lead Applicant

Lucas County Clerk of Courts

Project Name

Intergovernmental Imaging Lab Program

‘Type of Request ‘ Grant |

Collaborative Measures

Population

Scoring Overview
Section 1: Collaborative Measures

Description

Applicant's population (or the population of the area(s) served) falls within
one of the listed categories as determined by the U.S. Census Bureau.
Population scoring will be determined by the smallest population listed in the
application. Applications from (or collaborating with) small communities are
preferred.

Applicant

B ER ST Self Score

Participating Entities

Applicant has executed partnership agreements outlining all collaborative
partners and participation agreements and has resolutions of support. (Note:
Sole applicants only need to provide a resolution of support from its
governing entity.

Section 2: Success Measures

Applicant has successfully implemented, or is following project guidance

Past Success from a shared services model, for an efficiency, shared service, coproduction 5 5
or merger project in the past.
Scalable/Replicable |Applicant’s proposal can be replicated by other local governments or scaled 10 10
Proposal for the inclusion of other local governments.

Probability of Success

Performance Audit
Implementation/Cost
Benchmarking

Applicant provides a documented need for the project and clearly outlines the
likelihood of the need being met.

Section 3: Significance Measures

The project implements a single recommendation from a performance audit
provided by the Auditor of State under Chapter 117 of the Ohio Revised Code
or is informed by cost benchmarking.

Economic Impact

Applicant demonstrates the project will a promote business environment (i.e.,
demonstrates a business relationship resulting from the project) and will
provide for community attraction (i.e., cost avoidance with respect to taxes)

Response to Economic
Demand

Financial Information

The project responds to current substantial changes in economic demand for
local or regional government services.

Section 4: Financial Measures

Applicant includes financial information (i.e., service related operating
budgets) for the most recent three years and the three year period following
the project. The financial information must be directly related to the scope of
the project and will be used as the cost basis for determining any savings
resulting from the project.

Local Match

Percentage of local matching funds being contributed to the project. This
may include in-kind contributions.

Expected Return

Applicant demonstrates as a percentage of savings (i.e., actual savings,
increased revenue, or cost avoidance ) an expected return. The return must be
derived from the applicant's cost basis.

30

Repayment Structure
(Loan Only)

Applicant demonstrates a viable repayment source to support loan award.
Secondary source can be in the form of a debt reserve, bank participation, a
guarantee from a local entity, or other collateral (i.e., emergency fund, rainy
day fund, contingency fund, etc.).
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PARTNERSHIP AGREEMENT
BETWEEN
LUCAS COUNTY CLERK OF COURTS
AND
WOOD COUNTY BOARD OF COUNTY COMMISSIONERS

This Partnership Agreement (‘“Agreement”) is made and entered into by and between the Lucas
County Clerk of Courts, (“LCCC"), and the Wood County Board of County Commissioners
("WCBC”).

Purpose

The Lucas County Clerk of Courts possesses digital imaging and microfiche equipment for the
conversion of paper documents. The Wood County Board of County Commissioners possesses
microfilm to digital and digital to microfilm processing equipment. This Partnership Agreement is to
collaborate in sharing the resources of each entity.

Terms of Agreement

1. Agreement: This Agreement will be effective from March 1, 2012 through March 1,
2013, inclusive, unless otherwise terminated. Upon mutual consent of the parties,
this Agreement may be extended for a period of equal length as the original period
with all other terms and conditions remaining the same.

Amendments: This Agreement may be modified or amended provided that any
such modification or amendment is agreed to in writing by both Parties and is signed
by persons so authorized by the Parties. It is agreed, however, that any amendment
to laws, rules, or regulations cited herein will result in the correlative modification of
this Agreement, without the necessity for executing a written amendment.

Termination: This Agreement may be terminated at any time for any reason or no
reason upon thirty (30) days written notice by either Party. Notice of termination shall
be sent by standard U.S. Mail, commercial express delivery, facsimile or otherwise
delivered to the signing Parties.

Monitoring and Evaluation: The Parties will monitor the manner in which the terms
of this Agreement are being carried out. Compliance with any established objectives
hereunder shall be monitored in order to evaluate the extent to which such objectives
are being achieved.

Independent Contractors: LCCC and WCBC and their agents and employees, will
act in accordance with this Agreement in an independent capacity, and not as
officers, employees or agents of the other Party.

Confidentiality: The Parties agree that they shall not use any information, systems,
or records made available to either Party for any purpose other than to fulfill the
obligations specified herein. The Parties agree to be bound by the same standards
of confidentiality that apply to their employees and the State of Ohio.




Civil Rights: LCCC and WCBC agree that as a condition of this Agreement, there
shall be no discrimination against any eligible individual or any employee because of
race, color, sex, religion, national origin, handicap, age, or any other factor as
specified in Title VI of the Civil Rights Act of 1963, Rehabilitation Act of 1973,
Chapter 125.111 of the Ohio Revised Code, and any subsequent amendments
thereto.

Compliance with All Laws: It is further agreed that LCCC and WCBC will
comply with all appropriate federal and state laws in the performance of this
Agreement.

Liability: Each party shall be responsible for its own acts and omissions and those
of its employees and agents. No party shall be responsible for the acts or omissions
of entities not a party to this Agreement.

Severability Clause: If any section, subsection, sentence, clause, phrase, or portion
of this Agreement shall for any reason be held invalid, unenforceable, or
unconstitutional by a court of competent jurisdiction, such portion shall be deemed a
separate, distinct and independent provision and such holding shall not affect the
validity of the remaining portions hereof.

Entire Agreement: This Agreement shall constitute the entire agreement of the
parties and shall supersede all prior negotiations, proposals, and representations,
whether written or oral.

FOR LUCAS COUNTY: FOR WOOD COUNTY:

e ﬁmm |

&J. Bernie Quilter ~ es F. Carter
Lucas County Clerk of Courts ood County Commissioner
Lucas County Courthouse Date,__ 2 /2§ /2
Toledo, Ohio, 43604 7

Date:

Z-<

= fﬁ/&c

Tim W. Brown
Wood Coun C/nmissuoner

Date: __g

;./\—-\Q/Q/\

Jo uhlman

Wood County Commissioner
Date: L] Laf ol




APPROVED AS TO FORM:

LSl -2 sz

Assistant Mdcast@éuhty Prosecutor Date
For Lucas County Clerk of Courts

Wﬁ% [ Z/M//z

Paul A. Dobson Date
Wood County Prosecuting Attorney
For Wood County Board of County Commissioners




Date: February 21, 2012 Resolution No. 12-194

Title: Approval of Grant Application to the State of Ohio Local Government Innovation Fund
made by Lucas County Clerk of Courts in cooperation with Wood County Clerk of Courts

Department: Clerk of Courts
Contact: Kevin Callaghan, Records Manager

Summary/Background: The Clerk of Courts is seeking approval and support for a grant
application to the State of Ohio Local Government Innovation Fund to receive state grant funds
for the feasibility study of intergovernmental imaging services. The Clerk of Courts is requesting
up to $100,000.00 for 2012. If awarded the grant to conduct this study could extend for the period
of June 1, 2012 through December 31, 2012,

Budget Impact: If awarded, the grant will matched from the Clerk of Courts in no less than 10%
of the grant amount. These matching contributions may be through in-kind labor or fiscal
expenses.

Statutory Authority/ORC: The Board of County Commissioners is the contracting authority for
Lucas County according to the provisions of ORC 307.92.

Commissioner Skeldon Wozniak offered the following resolution:

Whereas. In consideration of the above, NOW, THEREFORE BE IT RESOLVED by the Board of
County Commissioners, Lucas County, Ohio, that:

Section 1. This Board hereby approves Lucas County Clerk of Courts’ application for grant funds
from the State of Ohio Local Government Innovation Fund to receive state grant funds for the
feasibility study of intergovernmental imaging services.

Section 2. This Board finds and determines that all formal actions of this Board concerning and
relating to the adoption of this resolution were taken in an open meeting of this Board and that all
deliberations of this Board that resulted in those formal actions were in a meeting open to the
public in compliance with the law.

Section 3. This resolution shall be in full force and effect from and immediately upon its adoption.

Action Taken:

Commissioner Skeldon Wozniak voted yes 1 hereby certify that the foregoing is
Commissioner Contrada voted yes a true and copy of Resolution

ommigsioner Gerken voted yes No.L2- duly passed by the
{)WWW Board of County Commissioneq,
' Lucas County, Ohio, at its meeting

- on vuavy 21, 201
Clerk of County Commissioners

OMW()@}”\

Jody‘L. ﬁalogh, Clerk(_)




RESOLUTION NO. 12-315

County Commissioners’ Office
Wood County, Ohio
February 21, 2012

In the matter of the Approval of the )
Grant Application to the State of Ohio )
Government Innovation Fund made by )
the Wood County Commissioners and )
Clerk of Courts in cooperation with the )
Lucas County Clerk of Courts. )

)

WHEREAS, the Wood County Commissioners and the Wood County Clerk of Courts in
coordination with Lucas County Clerk of Courts is seeking approval and support for a grant
application to the State of Ohio Local Government Innovation Fund to receive state grant funds
for the feasibility study of intergovernmental imaging services. If awarded the grant, the study is
expected to be conducted during the period of June 1, 2012, through December 31, 2012; and

WHEREAS, the primary goal of this feasibility study is to design and evaluate an all-
encompassing joint facility’s Retention Services by Wood and Lucas Counties to other
governmental entities that is sustainable and scalable. The long-term goal would be to integrate
21 counties in Northwestern Ohio into this program; and

WHEREAS, the grant amount being sought is up to $100,000.00. If awarded, a grant maich
from Wood County and Lucas County for no less than 10% of the grant amount is required.
These matching contributions may be “in-kind™ or through funds already appropriated for the
budget year; and

WHEREAS, the Wood County Commissioners and Clerk of Courts and Lucas County Clerk of
Courts are working together to seek a grant up to $100,000.00 in loan assistance for the
intergovernmental imaging services project as a collaborative effort between Wood County and
Lucas County, therclore be it

RESOLVED, that the Board of County Commissioners of Wood County, Ohio, hereby approves
the application in cooperation with Lucas County Clerk of Courts for grant funds from the State
of Ohio Local Government Innovation Fund to reccive state grant funds for the feasibility study
of intergovernmental hmaging services.

Commissioner Z))j gL/ moved and Coxunnxissioncr{MWMconded the foregoing

resolution, and the roll being called on its adoption, the vote resulied as follows:

JOEL M, KUHLMAN | TIM W. BROWN [_}¢_{__JAMES F. CARTER _L,gz A
s . ‘

XK

Clerk of sald Board

Wood County Clerk of Courts
Lucas County Clerk of Courts
Records Center




In-Kind Summaries
Equipment & Software: $40,000.00
Laptop computer, Printer, Quickbook software, Scanner (testing purposes)

Labor: $18,000.00

Kevin Callaghan — County Records Manager

711 Adams Street, Suite 300 Toledo, OH 43604

Phone: 419-213-4892

E-mail: keallaghan@co.lucas.oh.us

Proposed Dates of Service: June 1, 2012 to August 31, 2012

Percentage of Annual Society: 12.5% or $10,000.00

Description of Grant Project Duties and Responsibilities:

Mr. Callaghan will be part of the team conducting the site visits to the twenty Clerk of Courts offices. Mr.
Callaghan will assess the records volumes, condition of the documents, current scanning capabilities, and
records retention/public access policies. Mr. Callaghan will also assist in developing the business plan for
extending services to the various offices,

Mr. Callaghan has managed the operation of the Lucas County records center for over eleven years,
overseeing a complete overhaul and modernization of the center in 2002. He acted as the project manager
for the installation of the county’s enterprise document imaging system in 2003. He oversaw the
establishment of the county’s digital imaging lab in 2006 and continues to direct its operations.

CJ Holley - Clerk of Courts Technology Project Manager —

Courthouse, 700 Adams Street Toledo, OH 43604

Phone: 419-213-4415

E-mail: cjholley@co.lucas.oh.us

Proposed Dates of Service: June 1, 2012 to August 31, 2012

Percentage of Annual Society: 12.5% or $8,000.00

Description of Grant Project Duties and Responsibilities:

Mr. Holley will be part of the team conducting the site visits to the twenty Clerk of Courts offices. Mr.
Holley will investigate the various information technology environments and capabilities. Mr. Holley will
also assist in developing the business plan for extending services to the various offices.

Mr. Holley has a long and distinguished career in information technology, having served as the county’s
network manager and then chief information officer. Currently his expertise is being utilized to modemnize
the court system’s technology capabilities. Mr. Holley has managed the installation/upgrade of the
county’s wide area fiber network, numerous major technology projects and served as the project manager
for the construction of the Huntington Arena.

Conferences & Training: $6,000.00
National Association of Government Archives and Records Administrators INAGARA) Electronic Records

Forum April 25-26, 2012 in Austin, Texas
Estimated cost per attendee $2,000.00
Three attendees totals to $6,000.00

Soila R d b R (faony

Signature of Supervisor, Chief Deputy Clerk Notary Signature

Date Signed Date Notarized




Board of County Commissioners

James F, Carter Tim W. Brown Joel M. Kuhiman

5
B

i Yk
Woop countt

August 24, 2012
Cindy Hoffner
Wood County Clerk of Courts

One Courthouse Square
Bowling Green, Ohio 43402

Mrs. Hoffner:

Listed below is the data that you requested for use in preparing the grant for scanning services.
Employee: Brenda Ransom

Title: Records Manager

Department: Wood County Records Center

12.5% of Salary/Benefits:  $7,735.31

Piease advise if we can provide any additional documentation.

Sincerely,

BY ORDER OF THE BOARD OF COUNTY
SIONERS, WOOD COUNTY, OHIO.

Andrew S, Kaimar
County Administrator

cc: Ransom’s personnel file

One Courthouse Square ® Bowling Green, Ohio 43402 e phone 419-354-9100 @ fax 419-354-1522
www.co.wood.oh.us @ commissioners@co.wood.oh.us




August 27, 2012

Mr. Kevin Callaghan

Lucas County Clerk Of Courts-Imaging Lab
700 Adams St.

Toledo. Ohio 43604

Dear Mr. Callaghan:

As the Operations Manager of Lott I would like to provide a letter of support in
reference to your application to the Ohio Department of redevelopment for the Local
Government Innovation Fund Grant. Lott has had a history of collaboration with the
imaging lab and looks forward to the positive economic impact that an expansion of
additional counties would provide.

An increase in collaborating counties would result in an increase in Lott workers
having the opportunity to work in the community. This opportunity falls in line with the
Governor’s Employment First Initiative, promoting individuals with disabilities
opportunities for employment in the community.

We are committed to continued collaboration with the Lucas County Clerk of Courts —
Imaging Lab and fully support the Local Government Innovation Fund grant proposal.

Sincerely,

Gary Floor

Operations Manager
419-381-5309

LOTT INDUSTRIES, INC. 3350 Hill Avenue ® Toledo, OH 43607 ® 419-536-5564 © Fax 419-536-5598

A non-profit corporation affiliated with the Lucas County Board of Developmental Disabilities, Accredited by the Commission on Accreditation of Rehabilitation Facilities




Lucas County
Board of

ADMINISTRATIVE SERVICES OFFICES
1154 LARC LANE « TOLEDO, OHIO 43614
(419) 380-4000 « FAX (419) 380-5136

creating connections, inspiring possibilities
John J. Trunk, Superintendent

I
August 24, 2012 Roderick A. Standiford, President
Erc F. Henzler, Vice-President
Mark R. Frye, Recording Secretary
Roger M. Bresnahan
Jeanne H. Brockmyer, Ph D.
John O'Neif

Mr. Kevin Callaghan Cecelia S. Peters, M.D.
Lucas County Clerk of Courts - Imaging Lab

700 Adams St.

Toledo, OH 43604

Dear Mr. Callaghan:

As the Superintendent of the Lucas County Board of Developmental Disabilities
(LCBDD), I am pleased to provide this letter in support of your application to the Ohio
Department of Redevelopment for the Local Government Innovation Fund Grant. The LCBDD
has had a history of successful collaboration with the Lucas County Imaging Lab (LCIL). LCIL
was the first in the state of Ohio to create an imaging lab and became a model for other counties
to emulate as more and more government agencies moved into a paperless society,

A priority for the LCBDD is to increase community employment placements and this
project would further enhance employment opportunities for individuals with developmental
disabilities.

The Lucas County Board of DD is committed to collaborating with the Lucas County
Clerk of Courts-Imaging Lab and neighboring counties to build partnerships and promote
efficiencies amongst government agencies. Therefore, we fully support the Local Government
Innovation Fund grant proposal. [ wish you much success in your endeavors.

Sincerely,

Bl ANk —

John J. Trunk
Superintendent

The Lucas County Board of Developmental Disabilities
is an Equal Opportunity Employer and Provider of Services.
www. lucasdd,org




1st Network Solutions
7145 regents park
Toledo, OH 43617
(419)346-4390

February 15, 2012

Lucas County Clerk of Courts
Attn: Kevin Callaghan

700 Adams St.

Toledo, OH 43604

Dear Mr. Callaghan:

Re: 1T Business Feasibility Study — Regional Digital Imaging Lab

Please find below an estimate of services for developing a functional specification for a web site serving
the above project.

Description s Vendor Quote
Unit Price

RN el

Web site functional design 10.000.00

TOTAL 10,000.00

Services estimate: @ $250/hour.




FIORITTO'S

‘ ACCOUNTING & TAX SERVICE
860 Ansonia Street ¢ Suite 7 ¢ Oregon, OH 43616

Michael A. Fioritto Phone (419) 693-1941
¢ Certified Public Accountant Fax (419) 693-0704
4 Enrolled Agent ‘ E-Mail: MFior85505 @ aol.com

February 16, 2012

Lucas County Clerk of Courts
Attention: Kevin Callaghan
700 Adams Street

Toledo, OH 43604

RE:  Grant Assessment (3' Party)

Dear Mr. Callaghan:
Fioritto’s Accounting & Tax Service has assisted thousands of individuals and
business clients in the Northwest Ohio region for over 25 years. We also conduct

compilation audits for non-profit organizations within our region.

Our firm will provide a third party grant assessment (audit) for the
Intergovernmental Imaging Lab Project in Northwest Ohio.

We will verily performance measures of each item addressed in the audit section
of the grant:

Proof of Concept, Economic Feasibility, and Sustainability
Scalability

Public Access

We anticipatc 12 hours of time ($175.00 per hour) needed to complete the
assessment at a cost of $2,100.00 including a summary statement detailing our {indings.

Sincerely,

o [
Michael A. Fioritlo, , EA
Fioritto’s Accounting & Tax Service

Confidential and Personalized Arrention




Date: February 15, 2012

To: Lucas County Clerk of Courts
711 Adams Street, Suite 300
Toledo, Ohio 43604
Attn: Kevin Callaghan

From: Lott Industries
3350 Hill Ave.
Toledo, Ohio 43607

Reference: Logistical Consuiting Quote

Lott Industries is happy to extend a quote to provide the Lucas County Clerk of
Courts the service of Logistical Consulting for an annual rate of $10,000. Logistical
Consulting will be provided on an as needed basis to maximize potential logistical needs
while managing cost to the most efficient level.

This contract is for a 1 year period and will be reviewed at the end of the 1 year period
for extension of this contract or any modifications needed or desired,

If you have any questions concerning this quote feel free to contact the me.

Sincerely,
Gary Floor

Operations Manager

Lott Industries
419.381.5309

LOTT INDUSTRIES, INC. 3350 Hill Avenue * Toledo, OH 43607 » 419-536-5564  Fax 419-536-5598
A non-profit corporation affitiated with the Lucas County Board of Developmental Disabilitles, Accredited by the Commission on Accreditation of Rehabilitation Facilities




Richard Schmitz

6268 Brookhaven Blvd
Perrysburg, OH 43551
{419)346-4390

February 9, 2012

Lucas County Clerk of Courts
Attn: Kevin Callaghan

700 Adams St.

Toledo, OH 43604

Dear Mr. Callaghan:

Re. IT Business Feasibility Study — Regional Digital imaging Lab

Please find below an estimate of services pertaining to the feasibility study for a regional digital imaging
lab in Northwest Ohio. | have every confidence my experience with the Lucas and Wood County imaging

centers and developing glohal shared imaging centers for companies such as Apple and the Federal
Reserve System would be a great resource for the study.

Description . Vendor Quote
Unit Price

XN YR

Data gathering tools and documentation 2,000.00

Data Analysis and preliminary findings 2,500 00

Creation of preliminary business plan and potential 2 500.00
operational budget T

Follow-up data gathering and analysis 2,500.00

Final business plan generation 8,750.00

Final analysis of finding business plan and operational

budget development 6,250.00

TOTAL 24,500 00

Services estimate: @ $250/hour.
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	Funding Request: 
	JobsOhio: [Northwest]
	Number of Collaborative Partners: 2
	Lead Applicant: Lucas County Clerk of Courts
	Project Name: Intergovernmental Imaging Lab Program
	TypeofRequest: [Grant ]
	Lead Applicant Address Line 1: Courthouse, 700 Adams Street
	Lead Applicant Address Line 2: Clerk of Courts Office
	Lead Applicant (City, Township or Village): 
	Lead Applicant County: Lucas
	Lead Applicant State: OH
	Lead Applicant Zipcode: 43604
	Lead Applicant City: Toledo
	Lead Applicant County Population 2010: 
	Lead Applicant City Population: 441815
	Lead Applicant Resolution of Support: Yes
	Project Contact: Kevin Callaghan
	Project Contact Title: County Records Manager
	Project Contact  Address Line 1: Courthouse, 700 Adams Street
	Project Contact  Address Line 2: Clerk of Courts Office
	Project Contact County: Toledo
	Project Contact State: OH
	Project Contact ZipCode: 43604
	Project Contact  Email Address: kcallaghan@co.lucas.oh.us
	Project Contact Phone Number: 419-213-4892
	Fiscal Officer Contact: Connie Smith
	Fiscal Officer Title: Executive/Finance Assistant
	Fiscal Officer Address Line 1: Courthouse, 700 Adams Street
	Fiscal Officer Address Line 2: Clerk of Courts Office
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	Fiscal Officer  ZipCode: 43604
	Fiscal Officer Email Address: CLSmith@co.lucas.oh.us 
	Fiscal Officer Phone Number: 419-213-4405
	OAKS: No
	Single Applicant: 0
	Yes NoParticipating Entity  1 point for single applicants: 0
	Collaborative Partners: 5
	Number of Collaborative Partners who signed the partnership agreement and provided resolutions of support: 2
	Participating Entity 5 points allocated to  projects with collaborative partners: 5
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	List Entitytownship or village with a population of less than 20000: 
	MunicipalityTownshipRow1: 
	PopulationRow1: 
	Population 2: 5
	List Entitytownship or village with a population of less than 20000 residents: Wood County Clerk of Courts
	CountyRow1: Wood
	PopulationRow1_2: 125488
	Population  35 points determined by the smallest population listed in the application  Applications from or collaborating with small communities are preferred: 5
	Nature of the Partnership: Lucas and Wood Counties both developed records centers with attached imaging labs in the last decade.  The Lucas County Clerk of Courts built an imaging lab around the need to convert a massive volume of paper records into digital images.  To preserve permanent records according to the Ohio Historical Society's recommendations the Clerk also purchased a computer output to microfiche (COM) machine.  Wood County had a somewhat lesser volume of paper records but significant amounts of microfilm to be digitized as well.  To that end Wood County built their imaging lab's capabilities to scan paper documents, convert the digital images to microfilm with an archive writer, and scan microfilm to digital images.  

Together the two counties made a significant investment in not only equipment but developing the expertise in the scanning operations.  Lucas County and Wood county will work together to scan paper documents, digitize microfilm/fiche, and convert digital images to microfilm/fiche.  As demand dictates the partners will store and destroy documents as directed by clients.  This can also develop into assisting counties develop enhanced disaster preparedness and business continuance capabilities.  

By utilizing the strengths of each lab the two counties will optimize efficiency in their operations.  The partners will then perform work for the Clerks of Courts in other counties in the northwest Ohio region.  Depending on the need of each client county projects will be directed to whichever lab is best suited to deliver the final product.  As demand increases the partners will increase capabilities to better serve the needs of the region.  
	Partner 1: Wood County Clerk of Courts
	Address Line 1: One Courthouse Square
	Address Line 2: Courthouse, 2nd floor
	Municipality Township: 
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	City 1: Bowling Green
	State: OH
	Zip Code: 43402
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	State Zip CodeEmail Address 1: chofner@co.wood.oh.us
	Phone Number: 419-354-9280
	Partner Resolution 1: Yes
	Partner Agreement: Yes
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	Address Line 1_2: 
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	State 2: 
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	Phone Number_3: 
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	Phone Number_4: 
	Partner Resolution 4: Off
	Partner Agreement 4: Off
	Partners 5: 
	Address Line 1_5: 
	Address Line 2_5: 
	Municipality Township_4: 
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	City_5: 
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	Zip Code_5: 
	County_5: 
	Population_11: 
	State Zip CodeEmail Address_5: 
	Phone Number_5: 
	Partner Agreement  5: Off
	Partners 6: 
	Address Line 1_6: 
	Address Line 2_6: 
	City_6: 
	Partner Resolution 5: Off
	Municipality Township_5: 
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	State_6: 
	Zip Code_6: 
	County_6: 
	Population_13: 
	Email Address_6: 
	Phone Number_6: 
	Partners 7: 
	Address Line 1_7: 
	Address Line 2_7: 
	Township_2: 
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	City_7: 
	State_7: 
	Zip Code_7: 
	County_7: 
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	State Zip CodeEmail Address_7: 
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	Partner Resolution 7: Off
	Partner Agreement  7: Off
	Partners 8: 
	Address Line 1_8: 
	Address Line 2_8: 
	Municipality Township_6: 
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	City_8: 
	State_8: 
	Zip Code_8: 
	County_8: 
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	State Zip CodeEmail Address_8: 
	Phone Number_8: 
	Partner Resolution 8: Off
	Partner Agreement 8: Off
	Partners 9: 
	Address Line 1_9: 
	Address Line 2_9: 
	Municipality Township_7: 
	Population_18: 
	City_9: 
	State_9: 
	Zip Code_9: 
	County_9: 
	Population_19: 
	State Zip CodeEmail Address_9: 
	Phone Number_9: 
	Partner Resolution 9: Off
	Partner Agreement  9: Off
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	Type of Study: [Feasibility Study]
	Targeted Approach: [Coproduction]
	Project Description: Ohio’s Clerk of Courts county offices have been the steward of keeping records for over one hundred and seventy five years.  Decades of mandatory record keeping, indexing and storage have outlasted natural threats such as floods, tornadoes, heat, humidity, fire, frigid cold and even pests.  These original, one of a kind documents involved in civil cases, criminal cases, divorces etc. are irreplaceable.  Ohioans find themselves vulnerable to the consequence of damage or loss of these unique documents. 

The primary goal of this feasibility study to design and evaluate an all-encompassing imaging system between Lucas and Wood Counties that is sustainable and scalable. The long-term goal would be to integrate 20 counties in NW Ohio.  

The Intergovernmental Imaging Lab Program will evaluate the feasibility of shared processing systems, assess the efficiency of current state of the art equipment and examine other procedures involving the document preservation and destruction supply chain.  Ultimately, we will show that county government can individually and collectively establish an efficient sustainable record keeping system for the greater good of the people of Ohio.     

Fortunately, we are able to streamline this effort and capitalize on experience the Lucas County Clerk of Courts has gained over the last six years.  Their imaging lab has contracted with Lott Industries to process many millions of digital images for short and long-term storage.  Document preservation and destruction has also been part of their program.

For this study, Lucas County Clerk of Courts is acting as lead agency applying for the LGIF grant to explore the economic and logistical feasibility of expanding to its current document preparation, imaging, indexing and destruction services to additional government counties and agencies in the northwest region.  We have three primary goals and objectives:

• Proof of Concept, Economic Feasibility and Sustainability:  During the three month period of the feasibility study, we will provide proof of concept regarding the effectiveness of policy, procedure, profitability and logistical capabilities necessary to successfully implement shared imaging and preservation services between Lucas and Wood counties.  

• Scalability: The grant will also allow us to complete an analysis of project scalability beyond the two counties.  Inquiries and visitations will be made to eighteen additional counties in NW Ohio (see map attachment) which includes the entire sixth district and most of district seven. We will also notate their existing level of service and cost structures.  

• Public Access:  Records are not easily assessable to the public.  Although available, it does require individuals to physically visit the courthouse to obtain records in each county.  A solution would be to design and make available a website with downloadable public documents and records capabilities. This study will determine website design and monthly maintenance costs.  Allowing for free public access (economic demand) is consistent with the need for expanded local and regional public service offerings.   

Lucas County will continue to collaborate with private sector, non-profit Lott Industries for these assessments.  Their role and responsibilities can easily be expanded to provide the additional labor and logistical requirements needed in other counties.  All aspects of their shared services will also be evaluated.  This has been an effective partnership and will continue to be fine-tuned throughout the grant period.  Previous years of expenses will provide an invaluable cost basis when accessing the economic scalability of multi-county shared imaging services.  

	Past Success Points: 5
	Yes NoPast Success 5 points: 5
	Please provide a general description of the project The information provided will be used for council briefings program and marketing materials  1000 charcter limitRow1: Over the last six years, the Lucas County Imaging Lab contracted with Lott Industries to process millions of digital images for short and long-term storage.  Document preservation and destruction has also been part of the process.  We have reduced the reliance on paper documents resulting in reduced liabilities associated with storage/retrieval of paper documents.

This was accomplished by establishing document preparation, imaging, and indexing services to other government agencies within Lucas County.  Services included converting paper documents to digital format and creating microform documents from digital images for permanent retention.  Specifically, documents were prepped, scanned and then indexed either as a PDF or TIFF image.  The digital images were transferred to the client via FTP server or portable digital media.  Documents were then destroyed or returned to the client per their request.  Documents requiring permanent retention were transferred to microfilm or microfiche.
	Scalable/Replicable Points: 10
	ScalableReplicable 35 points: 10
	Provide a summary of how the applicants proposal can be replicated by other local governments or scaled for the inclusion of other local governmentsRow1: During the three month period of the feasibility study, we will provide proof of concept regarding the effectiveness of policy, procedure, profitability and logistical capabilities necessary to successfully implement shared imaging and preservation services between Lucas and Wood counties.  The grant will also allow us to complete an analysis of project scalability beyond the two counties.  Inquiries and visitations will be made to eighteen additional counties in NW Ohio (see map attachment) which includes the entire sixth district and most of district seven. We will also notate their existing level of service and cost structures.  The goal is to identify what each county needs to develop day forward scanning.  While Lucas and Wood counties are able to scan existing records (back-file) the idea is to make sure each county is no longer adding to the records storage/access liabilities.  The success of this program will demonstrate how to establish other regional imaging labs in Ohio.
	Probability of Success Points: 5
	Probability of Success  5 points: 5
	Provide a summary of the likelihood of the grant study recommendations being implemented Applicants requesting a loan should provide a summary of the probability of savings from the loan requestRow1: Based on years of experience where many millions of digital images for short and long-term storage were processed, we anticipate a high probability of proposal’s success.  Document preservation and destruction has also been part of this process.  It is because of this success that Lucas County is proposing a shared service with Wood County.  

Basic building blocks to share services are in place.  Whereas Lucas County has greater capacity in document image scanning, preservation and destruction, Wood County has the equipment that is better suited to produce microfilm and microfiche imaging.  Each county compliments each other well.  Lott Industries would provide logistic coordination between both partners and have the necessary certification to transport records. We expect the feasibility study to show near term savings by decreasing or eliminating duplication of services in the two processing areas of document imaging and microform.

	Performance Audit Points: 0
	Yes NoPerformanc AuditCost 5 points: 0
	If the project is the result of recommendations from a performance audit provided by the Auditor of State under Chapter 117 of the Ohio Revised Code or a cost benchmarking study please attached a copy with the supporting documents  In the section below provide a summary of the performance audit or cost bench tudyRow1: 
	Econonic Impact Points: 5
	Economic Impact 5 points: 5
	Provide a summary of how the applicants proposal can be replicated by other local governments or scaled for the inclusion of other local governmentsRow1_2: The applicants will utilize Lott Industries and Woodlane Industries to conduct logistic analysis, contract personnel, and product transportation.  These nonprofit businesses employ hundreds of employees and promote the further employment of special needs and developmentally disabled individuals in the private community. The imaging labs contract with these companies for employees to conduct operations as well as needing the transportation and document destruction arms of the companies.  

They are dually qualified in this collaboration as they are AAA NAID Certified (National Association for Information Destruction). The proposed Lucas/Wood County shared service imaging program will continue using Lott’s proven labor and skill offerings during the feasibility study.  This unique collaboration validates how diverse sector partners can provide a tremendous public service.
	Response Econonic Demand Points: 5
	Response Economic Demand  5 points: 5
	Provide a summary of the likelihood of the grant study recommendations being implemented Applicants requesting a loan should provide a summary of the probability of savings from the loan requestRow1_2: Our challenging economy has affected everyone.  Government agencies experiencing lower revenue streams are no exception.  As a result, all sectors and levels of government are responding with static or even lower operating budget projections.  To accommodate this, agencies and their departments are searching for creative ways to streamline and consolidate existing services.  
Our proposed project compliments two existing imaging programs that have for several years consolidated services internally.  Lucas County was one of the first counties negatively impacted by high unemployment.  Reduced county revenue forced the need to provide shared services to several departments.  These years of combined services and successful collaborations position Lucas County to provide valuable insight for other counties now faced with similar challenges.  This is our first step in establishing an all-encompassing twenty county collaboration of shared imaging services.
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	Project Budget Narrative: The project plan is to study the feasibility and cost effectiveness of an intergovernmental imaging lab.  The plan is to develop and expand shared digitization capabilities between Lucas and Wood County and then to expand these services to the Clerks of Courts in the northwest Ohio region.  To this end there are several key tasks to accomplish.  
1. Outside consultants will be brought in to review the project concept, identify potential strengths and difficulties.  They will review the equipment & software utilized and recommend new equipment or upgrades.
2. County staff will meet to coordinate the shared services between the two counties as well as conduct site visits of the other eighteen client counties.  The site visits will identify the needs of each county, current operating systems, and potential costs for each county.  
3. Allowances have been made to attend conferences and educational courses on electronic records and digitization for county staff.  While experienced current county staff may need to expand their training.
4. Lucas and Wood county will purchase new equipment as needed for program success.
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	Program Budget Justification: The project plan is to study the feasibility and cost effectiveness of an intergovernmental imaging lab.  The plan is to develop and expand shared digitization capabilities between Lucas and Wood County and then to expand these services to the Clerks of Courts in the northwest Ohio region.  To this end there are several key tasks to accomplish.  

Outside consultants will be brought in to review the project concept identify potential strengths and difficulties.  The consultants will review the equipment and software being utilized and recommend any new equipment or upgrades necessary for the success of the program.  County staff will meet to coordinate the shared services between the two counties as well as conduct site visits of the other eighteen potential partner/client counties.  The site visits will identify the needs of each county, current operating systems, and potential costs for each client partner.  Thus the site visits will gather data to share with the consultants in the analysis portion of the project. Allowances have been made to attend conferences and educational courses on electronic records and digitization for county staff.  Such training will enhance the partners' capabilities in meeting the document management needs of the region.

The program budget reflects the combined costs of Lucas and Wood counties' records centers/imaging labs.  The main cost of establishing the imaging capabilities of the imaging labs was incurred prior to 2009 but the actual budget numbers for the last three years demonstrate the significant effort both counties have invested in their records management programs.  The three years of projected budgets represent the anticipated costs going forward in providing these services to the regional government agencies.  We are anticipating the need to purchase additional equipment to meet the challenges of the increased work load.  It is important to note that this will still result in savings as the other counties will not have to make the significant investment of establishing their own imaging labs or contracting with more expensive vendors.

The anticipated new revenues are each listed in their own heading.  The revenue is determined by the anticipated volume from clients above and beyond the normal work load each of the partners already conducts in digitizing their own records.  The services fall under three categories: document scanning, microfilm to imaging, and storage/destruction.  Document scanning entails converting paper documents to electronic records and to microfilm/fiche for permanent records.  At this time we are conservatively planning on an increased volume of three million the first year, four million the second and five million in the third.   These numbers represent a slow increase in expanding operations and such volumes are well within the capabilities of the combined labs.  

Microfilm to imaging services are required to take existing documents on microfilm and convert them to electronic records.  The volumes projected begin with a modest two hundred and fifty thousand images in the first year and increase to five hundred thousand and then a million in subsequent years.  The first year indicates converting an additional one hundred rolls of microfilm by Wood County, which is within their capabilities.  The increases of the following years would represent Lucas or Wood purchasing additional microfilm scanners as demand indicates.  

The final category represents facilitating the storage and destruction of documents for counties which need such services.  This will be the for destruction of paper records following digitization.  Some counties may want to retain some historical documents after conversion but lack the safe storage facilities conducive to long term preservation.  There may also be a need to provide data storage for business continuance purposes and disaster recovery.  The staff at Lucas and Wood counties are trained to provide such services and can advise clients on how to develop such plans as needed.

The program budget anticipates purchasing new equipment, the cost of supplies to operate such facilities and equipment, and the need for further training of program staff.  Lucas and Wood counties have experience in records management operations and special projects.  We understand the nature of the programs and the budgetary demands it places on an organization.  By offering regional services we believe we can increase the efficiency of records management operations, increase public access, and accomplish these goals at a lower overall cost.
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	Return on Investment Justification Narrative: The return on investment is based upon the services being offered to the client county governments.  These funds gathered would be used to offset the costs of new equipment and increased personnel.  As efficiencies are identified and the economies of scale reduce costs the goal would be to reduce the fees charged to the clients.  The service fees are based upon the current costs for Lucas and Wood counties per image.  As we see the return on investment reducing the cost per image the savings would also be passed on to the clients.  For purposes of the grant application it is important to show the savings that can be accomplished at the current costs if volume is increased.
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