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Amanda Kastl

Countywide FOIA Officer

Fairfax County Office of Public Affairs
www.fairfaxcounty.gov/publicaffairs/foia

m linkedin.com/in/amanda-kastl/

u @AmandaKastl

* Lives, works, and plays in Fairfax County, Virginia
15+ vyears in Legal Industry

e Master’s in Public Policy

* Technology Advocate

Felicia Pickett
Enterprise Client Technology Branch Manager
Fairfax County Department of IT

www.fairfaxcounty.gov/informationtechnologyy/

e 30+ years in Fairfax County Govt

* Improved processes for Tax, FOIA,
DHR/CSC, NCS/Landlord, and more

* Power Platform and Dynamics Expert



http://www.linkedin.com/in/amanda-kastl/
http://www.fairfaxcounty.gov/publicaffairs/foia
http://www.fairfaxcounty.gov/informationtechnology/

Fairfax County, Virginia
FOIA Requests in Fairfax County

VFOIA Tracker

e Shared Goal

e |nitial Challenges

e Desire to Change

e Plan to Develop & Implement Change

New & Improved Process

5 Years Later




Virginia

Fairfax County,

» 1.2 million residents

» 406 square miles




Fairfax County Government

» 13,000+ County Employees
» 40+ County agencies
» Growing FOIA Volume

» 9,000 (FY 19)

» 16,000 (FY 22)




Fairfax County’s Countywide FOIA Office

» Established in » Goals
Office of Public Affairs » Efficiency, Transparency, and
in 2017 Compliance
» FOIA Team » Objectives
» FOIA Office » Countywide Policy & Training
» Attorneys » Standardized, decentralized,
> IT Experts and efficient process
» Agency Staff » Enterprise-wide Tracking &
Reporting

VFOIA TrACKER




Virginia Freedom of

Information Act
§ 2.2-3700 - 2.2-3715

» The affairs of government are
not intended to be conducted
in an atmosphere of secrecy
since at all times the publicis
to be the beneficiary of any
action taken at any level of
government.




Who submits

FOIA
requests?

Environmental
Assessors

Patients

County
Employees

Non-Profit
Organizations

Parents

Contractors

Service
Recipients

Law Firms

Media

Private
Companies

Engaged and
Active
Citizens

Law
Enforcement

Insurance
Companies

Students

Politicians

Nosey
Neighbors

State and
Federal Govt
Agencies

Realtors

Investigators

Emotionally
Disturbed
Individuals



What public data is requested?

Fire Incident
Reports

Building
Permits

Police Reports 911 Calls Zoning History COVID Data

Emails &
Calendars

Election
Records

Salary
Information

Complaint
Records

Community

Contracts
Input

Purchase
Orders and
Invoices

Resumes,
Interview
Notes, Scoring

Budget

. Health Records
Information

Golf Tee Times Contact Info

Internet
Browsing
History

Real Estate
Information

Policies &

Procedures Hiein2 PeiE

Audit Reports Social Media




Shared goal!

Utilizing technology to improve the way

we do business in Fairfax County while promoting

transparency, enhancing processes,
and ensuring compliance.




[nitial Challenges - Need for Change

» FOIA request volume & impact unknown

» Inefficient manual FOIA request tracking process that varied from ’msgl AD KAR M 0d€|

agency to agency—often handled through stand-alone Excel

spreadsheets.
Awareness - Of the need for change

» Inability to measure impact on county operations (performance

metrics, workforce planning, etc.).
Desire - To participate and support the change

» Inefficient process

» No centralized portal to make it easier for requesters to submit
requests

Knowledge - On how to change

» No centralized application for agencies to share information and
avoid duplication

Ability - To implement desired skills & behaviors

» Inabilty to collect and verify overdue FOIA fees Reinforcement - To sustain the change

=|>|~[o]>

» Inability to assign tasks and create workflows that drive
accountability

» No centralized oversight of compliance & increased liability
» Missed deadlines!



Desire to Change

» Support from Leadership
» Elected officials — TRANSPARENCY!
» County managements — EFFICIENCY!
» County legal = COMPLIANCE!
» Information Gathering
» Current FOIA response process
» Current volume estimated
» Current FOIA workforce
» FOIA knowledge
» IT skillset
» Support from Agencies
» Improved process

» Metrics to support performance,
workforce planning




Plan to Develop and Implement Change

vV v v v VvV Yy

Project Deployment Approach
Business Goals & Objectives
Scope & Expectations
Schedule & Deliverables
“Wish List” & Priority 1s
Communication Strategy

Survey Impact
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Intake Fee Search Review & Respond &
Assessment Redact Deliver

Fairfax County’s FOIA Process




VFOIA TRACKER




Navigation- User Interface- Workplace

{ Home

Recent
57 Pinned

My Work

» Streamline Navigation oo

R Requestors

Reports

FOIA Requests
@

FOIA Requests

El Activities

» Contains Working Modules

Assignments

B, Queue ltems

» Access System Views

n Workplace

S

) VFOIA TRACKER
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VFOIA TRACKER

€

#

W

B> Save As

Agency FOIA Request Tracking v

Dashboards

Agency FOIA Request Tracking

Agency Overview

Countywide Financial Overview
Countywide Overview
Countywide Totals by Year
Department of Finance Overview
EMS FOIA Tracking

FRD-FM FOIA Request Tracking
OCA Dashboard

OPA FOIA REQUEST TRACKING

System Dashboards

=
-

Agency FOIA Request Tracking
Agency Overview
Countywide Financial Overview

Countywide Overview

VFOIA-4043  Justine Coleman

VFOIA-3904  Charles Rothermel

VFOIA-5065  Amanda Graham

S~/ Set As Default

(D Refresh Al

F New

Filter by keyword

Short Description Pay
18-FOIA-Q03 Ye
Request for records Ye

Consumer Complaint Case Nun Ye
3813 E/F 5. George Mason Dr.. Ye
18-FOIA-323 Ye
Record request Ye

PCA 82-1-030-13/PCA §7-L-03' Ye

18-FOIA-385 Ye
18-FOIA-398 e
18-FOIA-394 Ye

Follow up request related to dc Ye

Tax Delinquent Properties in Fa Ye

VFOIA-4900  MELISSA DION-CHIFOF 18-FOIA-438 Ye

VFOIA-4983  Glen Myer

VFOIA-4991  Willie McCallum

VFOIA-5208 ). Keith Holden

18-FOIA-509 Ye
My ranking for position #5200z Ye

18-FOIA-536 Ye

Agency Request Due This Week O B =i

Agency Request Due next Week O

Requests Due By Day
® Jon Moshier @ Paul Rothstein

Requests Due By Day
#® Brandon Hahn @ PAUL BOYNE
6 2

I (Requestor)

113072022 ! 12712022

Day (Respond By)

12/5/2022
Day (Respond By)

Agency Requests On Hold @] B o Agency Requests in Process t New

Requests On Hold
® CountAll (FOIA Request)  ® Sum (Total FOIA Request Fees) (§)

Filter by keyword

| RequestN.. | Requestor *+ | Short Description Department

Sum (Total FOIA Request Fees) ()
000 12000 24000 36000 48000 60000 72000

VFOIA-69...  Jon Mashier  any and all records for  Public Affairs

Re:

12




Quick Create: FOIA Request

FOIA Request Entry (Intake)

» Enter Request Info
» * Required fields

» Requestor Look Up

» Adding a new Requestor
» Adding an Organization

» Enter Request Date Info

VFOIA TRACKER

REQUEST INFORMATION

Short Description®

Request Type®

Freedom of Information Act

Requestor®

Date Received®

Date Perfected”

Department®

DETAILS

Request Details*

Scope

ADDITIOMAL INFORMATION

Delivery Method

Saveand Close |

" Quick Create: Requestor

ancel

CONTACT INFORMATION

T Scan Business Card

Last Name*

First Mame*

Requestor Category™

Organization

DETAILS

Preferred Method of Contact

Any

(® Preferred Method of Contact: Please enter at least Email OR
Phone OR Fax OR Address details.

E-mail




On Hold (Intake and Fee Assessment)

Active-One Office 6/2/2021 4:30 PM Angela Kang

» Clarifying scope with the requestor

» Awaiting requestor approval of
request estimate

» Awaiting final payment of request
from requestor

M VFOIA TRACKER

Request Status

(]

Jeliv

NFC
DUE

m4d

& Reguest Mumber

Request Status

& Request Response
Due On

FOIA Processor

Request Response Due On FOIA Processor

VFOIA-46025

Active-One Office

P

I

Active-One Office
Active-Multiple Offices
On Hold

Imperfect Request

ON HOLD DETAILS

& On Hold?

@ o

Date on Hold

& Number of Days on Hold (Current)

0

Hold Justification

--5Select--

--Select--

Fee Related

& Scope Related

Other




FOIA Response (Review and Response)

Click here
FOIA Request Detail

General Notes & Activities  Related

o
E-]
S o
o
o

» Enter response information

\

» Use Notes and Activities to attach Click here
FOIA Request Detail
response and documentatio

- Related

® Request Details (Per Requestor): Required fields must be filled in.

» Delivery Methods

RE' Delivery Methods

E-Mail

In Person

‘8% Change View

Look for Delivery Method D

M) VFOILA TRACKER



Fee Information (Response and Delivery)

» Assess fees or waive?

» Enter final Fees assessed

» Enter Payment Requested on
and Received Information

3 VFOILA TRACKER

General  Notes, Activities and Sub...

Regquest Intake

Actions and Fees Disclosure  Related

..

FEE INFORMATIOMN

Fee Waiver
@D v

Fee Wasver Details

PAYMENTS

Payment Requested
O

5/14/2019
Payment Method
Cash

G Payment Due By

6/14/2019

& Payment Cverdue
@D e

Payment Received
Om

5/14/2019|

FEE TOTALS

& Total FOIA Request
Fees

£28.00
A Total Copying Fees

£0.00

Total Labor Fee
£23.00

Other Fees

£5.00




FOIA Request Closure

» Close Request

» Choose Appropriate Closure
Status

VFOIA TRACKER

EJ Save & Close { New

;l:] FOIA REQUEST
=1 testing

Request: Standard FOIA...

Active for 23 minutes

General Notes, Activities and Sub...

[* CLOSE REQUEST

Reguest Intake

Actions and Fees

g Assign Task

Dis

Confirm Deactivation

Do you want to deactivate the selected 1 FOIA Request? You can reactivate it later,

if you wish. q
.| --Select--
Closed-Full Grant

This action will change

Status Closed-Full Denial

Closed-Partial Grant/Partial Denial

Closed-Other
Closed-Withdrawn

Closed-Mo Responsive Records




User Interface-Dashboards

» Default Dashboard "Daily FOIA Reques

Tracking”

» County Standard Landing Page

» Live Snapshot of VFOIAs Countywide

» Access to Views
Quick Access to Chart Views

» Customizable

» “My Views”

VFOIA TRACKER

{x Home
(©) Recent

57 Pinned

My Work

% Dashboards
Organizations
R Requestors

Reports

FOIA Requests
=

FOIA Requests

Activities

Assignments

B Queue ltems

VFOIA TRACKER

¢

B> save As

= New '/ Set As Default ORefreshAII

Countywide Overview v

#*

Department of Finance Overview

#

EMS FOIA Tracking

H

FRD-FM FOIA Request Tracking

H

OCA Dashboard

H

OPA FOIA REQUEST TRACKING

System Dashboards

#*

Agency FOIA Request Tracking

e

Agency Overview

H

Countywide Financial Qverview

H

Countywide Overview

H

Countywide Totals by Year

H

Daily FOIA Request Tracking

H

FOIA Mobile Dashboard

#*

FOIA Social Dashboard

#*

Public Records Tracker Dashboard

H

Staff Dashboard

-

= Expand Chart

I 17
"ﬂﬂ”‘

b@ Lc:)’\"@'z"

5
j'lf‘l'd , 1.3
e @‘?@‘P@ &S

\o{‘

Department




User Interface- Additional Features

» Search Tracker data

_ Activities

» Create Requests —

(8 ) VFOIA TRACKER

Copying Job

B FOIA Request

Agency Request [& FOIA Request Detail

O izati
Requests Due By : rganization

® Adam Deno @ Q  pequestor

FOIA Request

]




5 Years Post Implementation

» Utilize FOIA Data
» At-a-glance view
» Performance metrics
» Workforce planning
» Annual reports on requests and fees
» Transparency accountability to public/media
» Improve Process
» Workflows - assign and route FOIA requests to agency staff.

» Limit duplication and ensure appropriate coordination.

» Determine status of any FOIA request.

» Respond on time to FOIAs with auto alerts, dashboards, status updates.

» During pandemic, this tool was critical!
» Continue to Enhance and Evaluate

» Data drives change

» User surveys

» Changing laws




Citizens Services
(BOS)

Grievance Tracker
(HR/CSC)

Capital Facilities Case
Tracking (DPWES)

Fairfax County Solutions

VFOIA (OPA)

Purchasing Approvals
(DPMM)

Public Safety Branch

Front Desk (HOA)

Consumer Affairs
(DCCS)

Public Library

Juvenile Complaint
Case Mgt. (JDRDC)

Target — Tax Evaders
(DTA)

Fire & Rescue

Consumer Affairs
(DCCS)

Tax Audit Case
Management (DTA)

Health Dept.




Implementation Approach

= Add Features & Identify Sprint Pl nndlinE

© Requirements to Scope from Test

}q__) Product Backlog Backlog

e

8]

=

(@]

L5

[a 1

Process
Workshops & Conduct Sprint
Requirements Visioning
Gathering

print UAT feedback will be expected
within 2 business days from Sprint

£ Review Meeting

© Provide

& Feedback

n

0

Q

[=

‘B

>

[aa]

Repeat Sprint Cycles until minimum
required functionality is completed for a

meaningful Production Release

Sprint Cycle !

Deploy
Application
Release

Conduct Feature Conduct End to
Testing End Testing

Conduct Sprint Conduct Release
Review : UAT Kickoff

Perform Sprint Perform Release
User Acceptance User Acceptance
Testing Testing

l-| Key Milestone Meetings




Change Control Process

epeat Sprint Cycles until minimum
required functionality is completed for a
/ meaningful Production Release

>

o=
©

5

S Do et Prioritize / Design SoIAu.tlon A Sl S Bl_JlId : _ : _
o Approve for Identified Conduct Sprint X Functionality Conduct Conduct Sprint Signoff Sprint
(= Process / i i S Stories & Use s q & N
= P e nts Requirements Sprint Visioning Case Design Identified for Systems Test Review Functionality
e q on Backlog Requirements g Sprint
~

i.)

>

e

o

= Conduct User

q;J Conduct End to End Ai/ciiEtBal:‘;iJ:t Sighoff Application Deploy Application

Testing ctikaholderaard Functionality Functionality
End Users
Il requests will be
Nl deployed during the
maintenance window
after UAT is complete
Add Change
Complete Change Confirm Receipt Enh:r?g::\:t;lt o e uﬁ'r;?rlr\gf\t o Conduct Initial Finalize Scope of
Request Form (within 24 hours by : > gLl sz Meeting with Enhancement and
i) New Functionality to Determine Initial Busi LOE
el Requirements Level of Effort (LOE) Hefiess

k) Backlog

[}

=y

DG:J evelopment Project Project

o eam, Project Managers Managers

tén Managers Business Business

© takeholder Stakeholder

o o=

() Disposition

Enhancement for Prioritize, Approve
Appropriate and Sign Off Request
Release Window

Executive Sponsor, Business
SMEs, CRM Champions

I I Project Team




=- Microsoft Microsoft Security ~ Azure Dy 365  Microsoft 365

Customer Stories

Fairfax County creates
transparency, efficiency,
accountability with Dynamics
365 'VFOIA' Tracker

Share knowledge and celebrate success!




Let’s connect!

Felicia Pickett
Enterprise Client Technology Branch Manager

Amanda Kastl Fairfax County Department of IT
Countywide FOIA Officer www.fairfaxcounty.gov/informationtechnology
Fairfax County Office of Public Affairs Felicia.Pickett@fairfaxcounty.gov

www.fairfaxcounty.gov/publicaffairs/foia
Amanda.Kastl@fairfaxcounty.gov
703-517-3066 Maura Power

Division Director

Fairfax County Department of IT
g @AmandaKastl www.fairfaxcounty.gov/informationtechnology/
Maura.Powers@fairfaxcounty.gov

m linkedin.com/in/amanda-kastl/

D bucacov
VFOIA TRACKER



http://www.fairfaxcounty.gov/publicaffairs/foia
mailto:Amanda.Kastl@fairfaxcounty.gov
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