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Florida Fish and Wildlife Conservation Commission
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FWC has been using the Total Licensing System (TLS) to sell all of its recreational
hunting and fishing licenses and permits since October 1, 2003.




The TLS contract is a complete recreational licensing fulfillment services contract
with an outside vendor including 24/7 phone, internet, and retail agent sales; point

of sale terminals and printers; supporting computer systems, equipment and
networks; accounting and banking .



Four Ways to Buy Licenses

Telephone sales call center
(24/7)

Internet sales (24/7) £
County Tax Collectors’ Offices

Retailers

- Internet point of sale system (POS) -
Wal-Mart '

- Telephone Dialup POS - All other
retailers

The TLS has four ways that the customer can interface with the system to obtain most licenses or

permits by:

1) calling the vendoro6s telephone sales center (the
2417,

2) using the Internet to complete the transaction by themselves (the license/permit is mailed by
vendor) available 24/7;

3) going to a Tax Collectors office (221 locations) and having a clerk complete the transaction using
the Internet based point of sale (POS) vendor interface (the license/permit is printed on vendor
supplied printer and paper); or

4) going to a retail sales location and having the clerk complete the transaction (the license/permit
is printed on vendor supplied printer and paper)

1) Wa“—Mart (203 locations) use the same internet based equipment configuration as Tax
Collectors

2) non WalMart retail sales location (467 locations) uses a vendor supplied telephone dial
up point of sale (POS) terminal

The following shows the percentage of customers that choose each type of location to purchase their
hunting and/or fishing license and that they tend to use a different location when obtaining Limited
Entry Hunt permits, as represented by the General Gun Quota Hunt permit.

Location Type license % General Gun %

WakMart (203locations) 38% 3%

Other Retailers (467 locations) 22% 1%

County Tax Collectorsdo9wwfficesl3%221 | ocations)
Internet Sales (24/7) 22% 84%

Telephone Sales Call Center (24/7) 8% 0%*

*In most cases Limited Entry permits are not processed thru the telephone sales center due to the

inability of the center to handle the volume of calls and because there is no way for the customer to
pay the contractually required convenience (processing and handling) fee since most Limited Entry
Hunts are at no cost to the customer.

All sales figures above are for Fiscal Year (FY) 2008, and the percentages are rounded.



The contract vendor supplies point of sale (POS) equipment, printing supplies,
maintenance and support to approximately 891 sales locations statewide.
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The TLS contracted vendor supplies all the necessary underlying data processing
infrastructure needed to support issuing recreational hunting and fishing licenses.



The TLS provides FWC with the tools to:
of the system; set up the types of and business rules for licenses, permits, and

hunts; monitor who is legally eligible to purchase a license; and support other
administrative functions.



TLS Contract and Contractor

= 5 year contract with up to 5 one-year extensions allowed
without rebidding
» Start date - October 1, 2003 - Central Governmental

System (CGS) with Automated Licensing Systems (ALS) as
sub-contractor

= September, 2008 - CGS purchases Great Lodge
becoming Outdoor Central (ALS is still the sub-contractor)

= April, 2009 - Active Outdoors purchases Outdoor Central
and Automated Licensing Systems (ALS)

The contract is with Active Outdoors a division of Active Network, Inc., . The contract
started October 1, 2003. The current contract is in the™ of the 5 allowed oneyear
extensions expiring September 30, 2010. This contract can be extended for up to 3
additional years until September 30, 2013

The contract was originally with Central Government Systems, Inc. of Jefferson City,
Missouri and their prime contractor Automated License Systems (ALS) of Nashville,
TN, both of which were purchased, along with other companies that provide hunting
and fishing licensing and park reservation services, by Active Network, Inc. creating
Active Outdoors..

Active Network created Active Outdoors by purchasing Outdoor Central (hunting and
fishing |licenses), ALS (hunting and fishi
Conservation Licensing Division (hunting and fishing licenses),

InfoSperix (park and camping reservations), and Reserve America (park and

camping reservations).



Active Outdoors provides the system for hunting and fishing licenses in 23 states
and park reservation systems in 32 states. Currently, over 50% of all recreational

hunting and fishing |license sold in the U
systems.



Licenses Processed thru TLS

= 2.3 million hunting and fishing licenses
and permits annually
= 167,000 are limited entry permits
- 158,823 selected by random drawing

- 8,177 selected by first-come, first-served
(FCFS)

» Most problems manifest when processing
FCFES limited entry permits

The TLS processes approximately 2.3 million licenses and permits annually. Of
those, about 167,000 or 7.3% are attributed to limited entry hunt permits. The first
come, firstserved (FCFS) limited entry hunts consist of 8,177 permits or 0.36% of
the total licenses and permits.

Most system problems manifest themselves during firsbme, firstserved (FCFS)
limited entry hunts when a spike in the volume of transactions exposes any
weaknesses in the software, system settings, network, or computer equipment.
Problems that happen during a firstome, firstserved (FCFS) limited entry hunt
result in the inequitable distribution of permits and customer dissatisfaction.
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Limited Entry Hunts

= 48 different limited entry hunt types

= 25 start with a random drawing issuing
95% of the permits

= 23 start with first-come, first-served (FCFS)
issuing 5% of the

permits

While Limited Entry Hunts represent only 7.3% of the license and permits issued, because of the
number of limited entry hunt types (48), their complex and varied qualifying requirements, and the
addition of new hunt types or modifications to existing hunt types annually; limited entry hunts
(most of which are free to the customer) represent about 80% of the complexity of the licensing

system. Limited entry hunts consume over 80%
staff time and about 50% of the Office of Licel
and Permitting Sectionbds staff time annually.

There are currently 23 limited entry permits that are awarded on a strictly fieime, firstserved
(FCFS) basis. They are:

Recreational Use

Dove Club

Daily Dove

Green Swamp Camping (5)

WaterfowtSTA (5)

WaterfowlSt. Johns Water Management District (3)
WaterfowlGoodwin/Broadmoor (2)

SnipeSt. Johns Water Management District

Dove Quota (4)

These firstcomefirst-served (FCFS) limited entry hunts account for only 5% of the limited entry
permits issued.

The Statewide Public Alligator hunt was changed to a random drawing starting in 2009, due to
problems during 4 of the 5 years that it was processed on a firsbmedfirst-served (FCFS) basis.
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Problems with Limited Entry
Hunts

Dates Permit Type and Problem

June 2008 | FCFS statewide public alligator hunt, some
transactions timed out

June 2007 | FCFS statewide public alligator hunt, some
transactions timed out

June 2006 | FCFS statewide public alligator hunt, some
transactions timed out

June 2005 | FCFS Recreational Use, some transactions
timed out

July 2004 FCFS statewide public alligator hunt, could
not access web screens and/or transactions
i' ‘timed out

Every year, the Total License System (TLS) has had problems with issuingcinste, firstserved (FCFS)
permits for limited entry hunts. When these problems occurred, all available permits were issued, but
the individuals affected by the problem were unable to acquire a permit.

These problems have averaged one per year until this current hunting season.

An overview of each problem is provided below in chronological order from the most recent to the oldest
problems.

June 3, 2008 8 When the volume of FCFS Statewide Public Alligator hunt permit applications reached a
certain threshold, an incorrect system setting caused processing to stop and restart. This caused
transactions in progress at those times to time out and fail. Problems occurred for the first 33 minutes of
the FCFS drawing.

June 2007 & During the FCFS Statewide Public Alligator hunt application period, the system was
incorrectly set to handle too few concurrent transactions at one time, causing transactions to time out
from 10:02 until 11:17 a.m. ET.

June 2006 8 During the FCFS Statewide Public Alligator hunt application period, the system should have
been able to process multiple Internet transactions at the same time, but was incorrectly set not to do
this, causing some transactions to time out and fail.

June 20058 FCFS Recreational Use permit processing was slowed down due to interference of other
mainframe processes running at the same time. This resulted in some applications timing out and
failing.

July 2004 6 During the FCFS Statewide Public Alligator hunt application period, the Web bandwidth

(capacity) was insufficient for demand. Most, but not all users were unable to start or complete
transactions.
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Problems with Limited Entry
Hunts This Hunt Season

Dates Permit Type and Problem

Dec. 9, 2009 FCFS Green Swamp camping, asked unrelated
gualifying guestions

Dec. & 2009 FCFS Goodwin/Broadmoor waterfowl hunt, not
available at 10:00 ]

Dec. 3, 2008 FCFS Goodwin/Broadmoor waterfow! hunt, system
not available postponed to 12/03

Aug. 25, 2009 FCFS STA waterfow| hunts, some transactions
timed out

June 19, 2009 Statewide public alligator hunt, displaved erroneous
awards

June 4, 2009 FCFS Recreational Use, credit card processing
failed

This current hunting season when we have had six (6) problems effecting limited entry hunts. Five of those
problems were with firsicome, firstserved (FCFS) hunts.

An overview of each problem is provided below in chronological order from the most recent to the oldest problems.

Wednesday, December 9, 2009 Firstcome, firstserved (FCFS) Green Swamp Camping permits were due to go on
sale at 10 a.m. EDT. Active Outdoors staff confirmed that morning that the data FWC tested and approved had

indeed been moved into production and that everything was set and ready to go for 10:00. At 10:00, however,

when the permits displayed for the public, it was clear that the data had NOT been moved from test to production.
Because the correct data was not moved, the selection screens were littered with irrelevant questions pertaining to
tarpon tag numbers, crocodilian violations, birth certificates, etc.. The data were not correctly loaded and permits
were not issued until 10:05:42.

Tuesday, December 8, 2009 The firstcome, firstserved (FCFSEBoodwinBroadmoorWaterfowl hunt application
period, originally scheduled for Thursday, December 3, 2009, was rescheduled due to system problems. The
rescheduled hunt did not come online at 10:00 a.m. on the8because Active Outdoors staff failed to update the

osel |l

thrudéd date

to reflect the reschedul e

thus, the system would not display the privileges. Corrected by 10:03.

Whil e the

Thursday, December 3, 2009 Florida had a FCF&oodwin/BroadmoorWaterfowl hunt application period

scheduled for 10:00 a.m. Eastern Time that had to be canceled and rescheduled because there were two (2)
outages from 6:30 a.m. to 10:32 a.m. and 2:12 to 2:24 p.m. Eastern Time. No sales could occur during these

outages.

August 25, 20090 During the FCFS STA Waterfowl hunt application period, the system routed application traffic

incorrectly between two data centers, causing transactions processed through one data center to time out for

approximately 11 minutes after the hunt opening. Applications for the STA hunt were processed or failed depending
on which data center the application was routed to.

June 19, 2009 6 Both successful and unsuccessful customers from the Statewide Public Alljgator hunt random

drawing showed alligator permits in the 0p

ay

for

awar de

customers could complete the purchase. This caused an uproar amongst the unsuccessful applicants when they
found out they were not awarded a permit even though the licensing system made it appear as though they had.
This issue was corrected after 5 p.m. on June 19.

June 4, 20096 During the FCFS Recreational Use permit application period, the credit card processing failed and
some payments were not processed. FWC was not informed of this problem until June 9. The vendor had to contact
customers whose credit cards were not charged and reprocess the payment.
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Alternatives and Remedies

Have had 6 system problems with limited entry
hunts this year, 5 of the 6 with FCFS hunts
= Evaluated 6 different options to solve problem

» Received customer support to both continue to have
FCFS and to eliminate FCFS

= Met with Active Outdoors management in Tallahassee
October 20, 2009

= Determined that we must act now to minimize risk of
problems affecting customers

TLS has failed several times this year while issuing FCFS permits, resulting in
unacceptable customer service. Staff has concluded that the risk of future failures has
increased to an unacceptable level and is beyond the limits of tolerance to stag-
course for another year.

Potential solutions looked at by FWC staff:

1. Have all limited entry hunts done locally, i.e. at the Management Area or local office
2. Make it work (trust the vendor to get it right)

3. Separate systemsd Use a different system for limited entry hunts (remove from the
TLS)

4. Get a new vendor

5. Break hunt permit distribution by time, geographic location, or distribution method to
reduce the volume.

6. Change all firstcome, firstserved (FCFS) hunts to random drawing.

After carefully evaluating these six (6) alternatives and reviewing the customer input

received via email, telephone, web forums and personal contact; staff has concluded that

the only way to reduce the risk of having an unacceptable level of problems resulting in
unfair and/or incorrect distribution of hunt opportunities in the short ternis to
recommend changing all of the hunts where permits are issued fisbme, firstserved
(FCES) to a random drawing. And for the long term start the contract rebid process.
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Some Complaints about FCFEFS
Limited Entry Hunts

= Have to take off work to participate

= Do not have access to a computer

= Those that have employees, friends or
family also applying for them have an
unfair advantage

= Dependent on the skill and speed of the
clerk

Firstcome, firstserved (FCFS) permits sellout within a short time of becoming

available. Anyone applying for a permit must have access to a computer or be able

to get to a Tax Collectorbés office or 1|lic
create a disadvantage for someone who is unable to access the TLS system at that

time because of their work schedule or other obligations.

When applying at a Tax Collectords offic
applicantds success can be affected by t
other customers waiting to be served.

e
h

Computer skills, familiarity with the TLS, and the speed of the computer system and
Internet connection can also influence the likelihood of success in obtaining a FCFS
permit. Some applicants increase their odds of getting a permit by having
employees, friends or family also apply for them. Therefore, some customers believe
that FCFS does not allow equal access to the limited entry hunt permits.
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Do Other States Use FCFS?

= Only 12 of the 23 states that use Active
Outdoors have any FCFS hunts

= Only 8 states have hunts that start
(Phase I) with FCFS

= 3 states have high demand hunts that
start with FCFS
= All 3 have had problems with FCFS hunts

Most states using Active Outdoors systems do not have high demand fasine,
first-served limited entry permitsOnly Tennessee and Wisconsin, in addition to
Florida, do and they report having problems with that method. lllinois reported that
they have moved all of their limited Entry hunts to start with a random drawing due
to problems with FCFS.

From our survey of all 50 states only
reported having hunts that start (Phase 1) with FCFS.

OHi gh Demanddé hunts sell o
oOLow Demando hunts either
months.

qgui ckl vy,
nét sell

oy C

ut
do

Active Outdoors states that have any (start with or leftovers) fiime, firstserved
(FCFS) hunts are: Florida, Colorado, Idaho, lllinois, lowa, Kansas, Minnesota, New
Jersey, Oregon, Tennessee, Washington and Wisconsin.

bef
out
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How has FCW Responded to
these Problems?

= Made Active Outdoors document problems and
proposed resolution

= Required system checklist and volume testing

= Met with Active Outdoors management staff in
Tallahassee
- July 21, 2006

- lanuary 14, 2009 h.\
- October 20, 2009 65

Besides daily contact with Active Outdoor
required the contractords management to d
proposed preventative measures for each major system problem. FWC has also

required that they develop system checklists and conduct system capacity testing.

At each meeting with the contractords man
the problems with processing firstome, firstserved (FCFS) limited entry permits,

but we have experienced three (3) problems since the last meeting in October of

20009.
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Response to Problems -Alligator Hunt
Changed to Random Drawing

= Changed Statewide Public Alligator Hunt from
FCFS to random drawing starting with the 2009
hunt

= Applicants surveyed after the change to random
drawing issuance method
- 59% liked change
- 14% neutral
- 26% disliked change

Due to the continuing problems with the firstome, firstserved (FCFS) Statewide
Public Alligator Hunts, the issuance method was changed to a random drawing
method starting with the 2009 hunt.

Over the period of November 1030, 2009, FWC conducted an online survey of
persons who applied for a 2009 Statewide Public Alligator Harvest Permit to assess
satisfaction with the new random drawing permit issuance method. We received
responses from 1,666 persons.

Fifty-nine percent of respondents indicated either being satisfied or very satisfied
with the new method compared to 26 percent who reported either being dissatisfied
or very dissatisfied. Fourteen percent of respondents indicated they were neither
satisfied nor dissatisfied.
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TLS Contract Rebid Timeline

» Qctober, 2009 - Surveyed other state’s licensing offices
= November, 2009 - Created a TLS rebid project team
* March, 2010 - Do a Request for Information (RFI)

= May, 2010 - Complete business rules requirements
document

= August, 2010 - Send out Invitation to Negotiate (ITN)
= January, 2011 - Have signed contract

® QOctober, 2012 - Implement TLS system resulting from the
ITN

Due to the time it takes to rebid a state contract of this size and the problems
encountered with the limited entry hunt portion of the system, FWC has decided to
start the rebid process now, while three (3) ongear extensions are still available.

Request for Information (RFI a request for information from prospective vendors
so that FWC learns enough about the products, capabilities, etc. now available in
the market place to develop bid specifications.

Invitation to Negotiate (ITN$ a state purchasing method which allows the agency to
negotiate for the best product and price for services required.
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In talking with stakeholders, a number of their concerns about going from a fitsime, firstserved (FCFS)

issuance method to a random drawing method are not really a function of changing the issuance method,

but are a function of how the hunts are structured,
STA waterfowl hunts has an example.

Currently as firstcome, firstserved:

Drawing held Tuesday, August 25, 2009 at 10:00 a.m. (Eastern Time)

Can get one permit per area (STAY, STA3/4, and STA 5), September hunts and youth hunt.
Separate hunts morning and afternoon per day and per area

Each permit allows up to two hunters and one ndmnting guest

No exemptions-all hunters must have a permit or be the guest of a permitted hunter

Permits are nontransferable.

As random drawing:

Applications taken Friday, August 21, 2009 through Monday, August 31, 2009

Drawing and award completed and posted Friday, September 4

Can get one permit per area (STAY, STA3/4, and STA 5), September hunts and youth hunt.
Separate hunts morning and afternoon per day per area

Each permit allows up to two hunters and one ndmnting guest

No exemptions-all hunters must have a permit or be the guest of a permitted hunter

Permits are nontransferable.

Some concerns that we have heard about the STA hunts that are not related to the issuance method are:

1) o0l ssuance is done too early. o I't is done in Aug
method, the September hunts could be separated out and held in August and the issuance phase for the

other hunts held later.

2) ol want to hunt both the morning and afternoon h
one permit per area. o0 Under either issuance met hod,
majority want. The same goes for multiple day hunts, number of hunters per permit or the number of permits.

Staff will work with stakeholders on these issues and consider changes to procedures to meet hunter

references
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