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. PROJECT OVERVIEW

This document serves as an overview of the additional Integration and Data
Conversion requested for Axon Records

1. DEFINITIONS

PARTIES

Agency New Port Richey PD who is identified within this SOW
End-Users Specific agency groups using the system

Professional Services

The services that Axon provides within the scope of this SOW

SYSTEMS

Axon Systems

Software solutions and agency-specific interfaces developed by Axon

adis The Federal Bureau of Investigation’s criminal justice information system

MDC Mobile data computer - a device associated within a vehicle or other mobile
unit

NIBRS National Incident-Based Reporting System

DataStore The database Axon provides allowing the agency to query data

Product The software solution being implemented as part of this SOW

Production Environment

The operational environment where the product is accessed

Training Environment

The pre-production environment where all Axon-specific development,
configuration, functional acceptance testing, user acceptance testing, and
training take place

Service Portal

An online portal provided by Axon where issues identified are entered and
triaged

PROJECT & MILESTON

ES

Project

Scope of this SOW as defined by the work to be completed described herein

Project Change Order (PCO)

Change order form outlined in Attachment B to be executed between Axon
and the agency if a material change in scope Is required for this SOW

Milestone

Event that constitutes completion of work as listed in Attachment A

Milestone Completion Report

The report outlined in Attachment A to be executed at key milestones
between agency and Axon to approve completion of project phases

Discovery Phase

Requirements gathering and confirmation occurs during this phase.
Confirmed requirements feed the sprint phase, and sprints are designed
arocund what can and cannot be accomplished given time and resource
constraints on both Axon and the agency's sides.

Design|Build Phase

Project phase encompassing iterative development through sprints.
Integrations and workflows are developed and deployed during this phase.
The agency forms are also configured during this phase.
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Sprint

A period during the configuration phase of the project (typically 2-3 weeks)
where specific pieces of functionality are built, configured, and delivered.

Sprint Review

Signifies the end of the sprint where Axon showcases what was built,
configured, and delivered. These items are then deemed ready for functional
acceptance testing and user acceptance testing.

Go-Live

End-users are activated, and the agency is actively using the product

Cutover

Successful implementation of interfaces and data conversion

Third-Party Products and
Services

Software, hardware, and services that are not owned by Axon but are being
provided by Axon for this project as listed in the Third-Party Products and
Services section

ACCEPTANCE

Blocker

Issue impacting 50% or more users

Functional Acceptance Testing
(FAT)

Testing the functionality of the system as configured for the agency

Integration Acceptance
Testing

Scheduled events for testing of each integration point and associated
functionality in collaboration with the agency and the agency’s vendors

User Acceptance Testing (UAT)

Testing the functionality of the system as configured for the agency from an
end-user's perspective

2.

OUT OF PROJECT SCOPE

Axon is only responsible for performing the professional services described within
this SOW. Any additional professional services that are not defined explicitly by this
SOW shall be done so through a Project Change Order. The following are considered
outside the scope of this project:

Administration, management, or support of any internal city, county, state,
federal, or agency IT network or infrastructure

Changes made by the agency or the agency’s vendors after the Interface
Reqguirements Documentation has been accepted

Third-party products and services costs related to the vendors or agency's
side of the integration

Changes made by the agency after configuration is complete
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2. PROFESSIONAL SERVICES

2.1 READINESS

Axon works in partnership with the agency to determine readiness by
conducting functional testing and an end-to-end system review. The Axon
program manager and the agency project manager work closely together to
plan and execute readiness scenarios.

Axon conducts user acceptance testing via use cases approved by Axon and
the agency.

All issues discovered during and after training are entered into the service
portal for triage and follow-up.

2.2 CUTOVER

Axon works in partnership with the agency to build, coordinate, and execute a
cutover plan to ensure successful implementation of interfaces and data conversion.
Some of these cutover events happen in parallel with the system implementation
process, and Axon coordinates with the agency to determine the timing requirements
for each cutover.

2.3 GO-LIVE

Axon works in partnership with the agency to build, coordinate, and execute a Go-
Live plan to ensure successful system acceptance. Axon coordinates the Go-Live
event.
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3 INTERFACES

The agency tasks related to interface setup start immediately after project kick-off. It
is critical for the agency interface subject-matter experts (SME) and Axon project
interface resources to work closely together to scope, set-up, and test all interfaces.

The agency must provide any relevant technical documentation per interface to Axon.

Axon recommends the agency contact all third-party system vendors prior to project
kick-off to identify any associated integration costs from vendors.

The agency facilitates any necessary meetings with all third-party system vendors
where integration is required.

The agency is responsible for maintaining a partnership with all third-party system
vendors, including other state and municipal agencies.

Axon provides any relevant Axon APl documentation to the agency.

Axon conducts integration acceptance testing demonstrating the functionality of each
integration to the agency.

The agency must notify Axon of any changes to the agency’s side of the integration
that are beyond Axon's control and may impact the integration.

3.1 AGENCY INTERFACES

3.1.1 Records | FileOnQ | Property and Evidence: Axon will export Property
and Evidence data to the FileOnQ Property and Evidence management
platform, eliminating the need for duplicate entry into two systems.
The data exported may include: property item details (type, brand,
manufacturer, serial #, qty, value, color, make, model, barrel, etc),
associated persons, locations of collection/recovery, photos, and
related offenses/charges. Specific data points, cadence and export
triggers, along with method of transfer, will be determined during the
Requirements Phase of the project.
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4 DATA CONVERSION

Axon implements a structured methodology for converting data from the agency’s legacy
system to the product. The agency is responsible for providing Axon with extracted data in a
format that can be used by Axon for import. The preferred method for delivering legacy
data to Axon is by using the Microsoft Data Migration Assistant. The next best method is for
the agency to send the data in .bacpac file format to Axon. If neither method is available, a
direct query through the Microsoft Self Hosted Integration Runtime (SHIRt) can be used.

Axon queries the data to identify completeness, missing values, and other measures of data
integrity across records and provides the agency with detailed findings. The agency may or
may not elect to process the data further to address completeness or may have Axon move
forward with the conversion process. The agency is responsible for ensuring data quality.
Axon cannot modify or manipulate the data being converted.

The data and operational expertise of the agency's staff are necessary for questions that
arise. Thus, it is critical that a member of the agency’s team be available to support the data
conversion portion of the project.

This process is considered complete once the last set of data has been converted and
available within the product and the agency has confirmed validation of the converted data.
Axon does not provide ongoing maintenance of the converted data.

4.1 DESCRIPTION OF ROLES AND RESPONSIBILITES
BETWEEN THE AGENCY AND AXON:

The agency should be prepared to:

Provide a subject-matter expert (SME) and provide availability for
consultation throughout the project.

Facilitate meetings with all third-party system vendors where data conversion
is necessary, as required by Axon.

Extract and provide the data to Axon in an agreed-upon format.

Address data quality by the agency prior to provisioning to Axon.

Minimize the amount of business logic and file processing prior to
conversion where possible.

Provide a data dictionary to define all elements of the legacy data.

Provide an entity relationship diagram of the legacy database, if available.
Collaborate with Axon to map the data from the legacy data structures and
formats into the product.

Data conversion and data conversion reviews are critical to success.
Throughout the data conversion, requirements planning, and review process,
the agency project team and Axon data conversion project resource work
closely together to ensure success.

4.2 AGENCY DATA CONVERSIONS

4.2.1 Central Square - One Solution | Records Data Conversion: Axon will
convert all Incidents, Cases, Supplements, and Physical Property &
Evidence from One Solution to Axon Records
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The conversion process imports master index records as part of the incidents,
supplements, or use of force reports that are being converted into the Axon system.

4.3 LEGACY SOFTWARE UPDATES

During the data conversion process, Axon builds rules to govern the mapping of data
from your legacy database into the Axon Records and Axon Standards databases. If
your legacy vendor changes your legacy database structure during the data
conversion project, the accuracy of the data conversion could be compromised.
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5 THIRD-PARTY PRODUCTS AND SERVICES

To deliver a complete solution to the agency, Axon employs third-party products and
services providers.

Axon is responsible for the management of third parties identified below for the
purposes of this project. All communications between those third parties, the agency,
and Axon is managed by Axon including any supporting requirements, integration
acceptance testing, functional acceptance testing, or the processing of PCO or MCR
documentation.

The following third-party products and services are included within the scope of this
SOW:

5.1 MICROSOFT SELF HOSTED INTEGRATION RUNTIME
(“SHIRT")

If this software was already installed during the initial Axon Records project,
it does not need to be installed again, though it may need to be pointed at
additional databases.
Included within this project is software that allows integrations within the
agency's local environment to communicate with Axon’s cloud hosted
environment.
The agency agrees to provide a CJIS server and operating environment for
hosting the Self Hosted Integration Runtime. The minimum technical
requirements are:
Windows 8.1, 10, 11 or Server 2012, 2012 R2, 2016, 2019, 2022
64-bit Operating System with .NET Framework 4.7.2 or above
2 GHz, 4 core CPU, 8 GB Memory and 80 GB disk
A virtual machine installed on a CJIS server will also suffice. It does
not need to be a standalone, dedicated CJIS server.
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6 GO-LIVE CONTINGENCY

|»>~

At the agency's discretion, they may elect to go-live before all project deliverables are complete,
Upon completion of all project deliverables, exclusive of the deliverables identified below, the
Final Acceptance MCR will be submitted to the agency for review and signature. Upon acceptance
of the Final MCR, the agency will be invoiced for full payment as quoted. This does not relieve
Axon from completing the applicable deliverables, and Axon will continue supporting the agency
with the completion of these deliverables as the availability of functionality allows.

1. Integrations

2. Data Conversions
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7 PROJECT MANAGEMENT

7.1 MANAGEMENT RESOURCES

7.1.1 Axon Team

Executive Sponsor: An Axon executive overseeing the implementation process
and communicating progress to Axon Leadership.

Program Manager: The dedicated point of contact and person responsible for
successful deployment.

Business Analyst: One of the main executors of the agency’s and PM’s
deployment plan. Holds responsibility for ensuring the project accounts for all
specific data elements, and that internal systems are set up and maintained
throughout deployment.

Solution Architect: the technical lead on the project. Holds responsibility for
the development and execution of technical initiatives affecting other teams.
Customer Success Manager: Holds responsibility for post-implementation and
ongoing support.

Training Specialist: Provides training to the agency on the applications being
deployed.

7.1.2 Agency Team

Executive Sponsor: This role is a career police department leadership role with
deep understanding of the agency. Business sponsor responsible for the
success of the project.

Project Manager: This role requires experience managing enterprise cloud-
based software project delivery experience and strong foundational technical
experience.

Integrations Manager: This role requires strong foundational experience in
technology solutions and application integration. This role also requires fluency
in all agency project-relevant data sources, application integrations, and
existing custom-developed applications, queries, and reports.

IT Administrator: This role requires strong foundational experience in systems
administration and network management, fluency in all agency network-related
processes, sequence and timing of recurring process jobs, reconciliation, etc.
This role also requires fluency in the overlap, vulnerabilities, and disaster
recovery protocols associated with agency IT infrastructure.

Records Supervisor: This role provides strong foundational experience in
records management, agency policies, compliance activity, and standard
operating procedures. This role also provides fluency in all processes
associated with close activity, special processes, and queries to manage bulk
actions, as well as a detailed understanding of data elements that support
special compliance obligations.

Patrol Lead: This role requires strong foundational experience in field policies
related to data collection, records initiation, and categorization of the
numerous forms of citizen interaction. This role also requires fluency in the
policies associated with records creation, supplements, amendments,
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checkpoints, routing, case management, and determination of records
outcomes.

Reporting Analyst/Lead: This role requires strong foundational experience in
ad-hoc, daily, weekly, and monthly reporting policies and compliance across
local, state, and federa! entities. This role also requires fluency in all agency
reporting processes, including queries, scripts, and custom applications utilized
for all bulk processing to support reporting requirements.

7.2 REQUIREMENTS PLANNING

All project requirements are documented during the kick-off and discovery phases of
the project.

Once the agency and Axon agree on all requirements, Axon's project manager works
with the agency’s project manager to develop a project plan for Axon’s
implementation.

7.3 CHANGE CONTROL

If any changes in the project cause a material increase or decrease in fees, as
determined by Axon, an adjustment in the fees will be agreed upon between the
agency and Axon. All PCO forms must be approved and signed by the agency
authority (Attachment B).

The agency acknowledges a proposed change request might have an impact on both
scheduling and cost for the project that will be outlined in the PCO form.

7.4 PROJECT METHODOLOGY

Axon utilizes a hybrid approach to project management, utilizing aspects of both
Agile and Waterfall methodologies. We use Waterfall for the overall project, with
respect to major milestones. We utilize Agile during the configuration and build

phases of the project.

7.5 MILESTONE COMPLETION REPORT (MCR)

Axon will submit an MCR to the agency for approval upon completion of a milestone.
Milestone Completion Report included (Attachment A).

Upon receiving an MCR, the agency has 7 calendar days to approve the milestone
completion. If the agency reasonably believes Axon did not complete the milestone in
substantial conformance with this SoW, the agency must notify Axon in writing of the

specific reasons for rejection within seven (7) calendar days from delivery of the MCR.

Axon will address the issues and re-present the MCR for signature. If Axon does not
receive the signed MCR or written notification of reasons for rejection within seven
(7) calendar days of delivery of the MCR, Axon will deem the agency to have accepted
the milestone.
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8 AGENCY COMMITMENTS

Ensure the reasonable availability for meetings, phone or email of
knowledgeable staff and personnel to provide timely and accurate
documentation and information to Axon.

Identify holidays, non-workdays, or major events that may impact the project
Ensure agency desktop, mobile systems, and devices can access the product.
Make available relevant systems if needed for assessment by Axon (including
making these systems available to Axon via remote access, if possible).
Provide Axon with remote access to the agency’'s Axon Evidence account when
required.

Provide Axon with all CJIS background check requirements at project initiation

Version 6.24
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9 SUPPORT

The support structure detailed in the initial SOW does not change with the
addition of or agreement to this SOW.

Axon provides ongoing support for active interfaces and NIBRS troubleshooting.
Axon provides updates and enhancements to the product, which the agency
automatically receives. Some features require the agency to notify support, so
please review our monthly release notes.

Axon provides the agency's end users with access to the help.axon.com support
portal for self-service support.

Following final acceptance, the agency utilizes Axon support via my.axon.com
and the support portal for any further modifications to the product.

For urgent technical support assistance, the agency may contact a technical
support representative at 800-978-2737. Phone support is available 24/7.
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10 TERMS AND CONDITIONS

This SOW is governed by the master services and purchasing agreement executed by
the parties:

AXON ENTERPRISE, INC. ’AGENCY

Signature: Signature:
Name: Name:
Title: Title:
Date: Date:

Agency Name:

L ——————— — e = - — e =
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ATTACHMENT A — MILESTONE COMPLETION REPORT
(MCR)

By signing for the items in this Milestone Completion Report, | agree that Axon’s Professional
Services Organization has reached the following milestone(s) for the project agreed upon in the
SOW between Axon and New Port Richey PD:

0 Integrations
O Data conversions
[0 Go-Live
O

Final acceptance

Date services were completed on: day of , 20_

Signature:

Signature Date:

Printed name:

Title:

Email:

Agency Name:
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ATTACHMENT B — PROJECT CHANGE ORDER

Date:
Description of change to Axon product or service:

Justification for change:

Effects on schedule:

Effect on project pricing (attach quote for reduction or increase in

costs):
AXON ENTERPRISE, INC. AGENCY
Signature: Signature:
Name: Name:
Title: Title:
Date: Date:

Agency Name:
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