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Project Narrative

The State of Michigan’s Liquor Control Commission (MLCC), by law, is the sole wholesaler of all liquor and distilled spirits
products — purchasing these products from suppliers and selling them to retailers. The wholesaling operation involved
the sale of more than 10.5 million cases of spirits sold in Michigan. Michigan is one of 17 “control states” as related to
the alcohol beverage industry. The MLCC provides a significant return on investment for the State of Michigan, as all
profits and taxes collected through this wholesaling activity are returned to the State’s General Fund for appropriation
by the state legislature to support a wide range of state programs that benefit the people of Michigan.

The legacy liquor ordering application is approximately 20 years old, and it was not meeting the needs and expectations
of the businesses in this 21°* century. The Michigan Liquor Ordering System (MILO) is a modernization of a legacy system
that offers a convenient way for approximately 14,000 MLCC licensees (businesses, retailers, and restaurants) to be able
submit liquor orders online 24/7 for a wide range of liquor products from their laptops or their mobile devices.

SOM Liquor Ordering (michigan.gov)

MLCC has three Authorized Distributor Agents (ADA) that house-the State’s liquor

inventory. The ADAs have their own inventory management system. The suppliers cf;@

and manufacturers register their products with the State of Michigan. All suppliers

are required to submit a contract with the ADA which is then approved by the MLCC Michigan Liquor
for distributing their products to the licensees. Suppliers are also required to Ordering
register their distilled spirits in the MLCC system which then goes through the Sig nin
Commission review/approval process before the products can be sold within the '

state. ermEmE o o

The MILO system interfaces with the ADA's inventory management systems to
verify the availability of the products on the order submitted by the licensees in real = F==+="=

time allowing the licensees to choose alternatives if a product is not in stock. The

MLCC sets the pricing on the distilled spirits products. MILO generates an invoice for === ==

the licensee’s order along with the order confirmation and expected delivery date “
which is emailed to the licensee. The ADAs deliver the order to the licensees in their

delivery trucks and collect the payments. ke ta Orline Liguar Ordering FAQS

The MILO system offers new features and enhanced capabilities that has led to
greater efficiency and significant improvement to the user experience for the
businesses in addition to meeting their business needs. The MILO system went live
on February 2, 2021 and is continuing to evolve based on the feedback from the
licensees. There are approximately 35,000 + orders submitted per month via MILO. ':if-l_"-:s.:'.‘_t-:;-u-: t Information

Some of the key features of the MILO system include:

e The product search allows licensees to be able to search for products by 2ME State of Michigan
brand name, code or type and sort them. Ealicie
e Quick add feature for licensees that know what products they want to
order.
e Ability to save the list for licensees who order the same products every week.
o Allow businesses to set up master accounts which can create sub accounts for their staff and to maintain them.
e Retains the licensee’s partial order that they can resume later to confirm the order.
e Retains customer order details within the State system.

NASCIO State IT Recognition Awards | State of Michigan | Michigan Liquor Ordering 2|


https://www.lara.michigan.gov/milo/auth/sign-in

IDEA

Problem Identification

The legacy liquor ordering application is approximately 20 years old, and it was not meeting the needs and expectations
of the businesses in this 21°* century. The legacy application clearly lacked some key features.

The user interface was poor making it difficult to navigate.

The legacy application cannot be accessed on mobile devices.

The licensees did not have the ability to search for products. They had to look up an online price book outside of
the application to look up the product codes and key in the codes into the system. The businesses, having a
longer list of items, would timeout frequently due to the effort/time involved to key in the items.

Many of the licensees had identical orders that were submitted every week. Since there was no ability to save
the list of items, it was a huge effort for the licensees to key in the same products every week.

The business did not have the ability to set up sub accounts for their staff and shared their credentials with them
which was a huge security concern.

There was no ability for the licensees to save a partial order and come back later to resume from where they left
off. The session would time out and the licensees had to start all over again.

The legacy liquor ordering application was not designed to persist the licensee order information in the State
system. The orders were stored on the ADA systems causing MLCC not to be self-reliant. MLCC was relying on
the ADAs to send the order information to track the State inventory for liquor products and the liquor sales.

Main goals

1. Improve user experience by expanding functionality for the 14,000+ businesses.

2. Accessibility on mobile devices.

3. Include product search/sort capability by brand name, product type etc. for approximately 12,000 liquor
products in the inventory.

4. Ability for licensees to be able to retain their partial orders so they can come back later to complete it and
submit the order.

5. Ability for licensees placing repeat orders to make a copy of their previous order to avoid having to key in the
same products repeatedly.

6. Ability to set up master accounts for businesses that can create sub accounts for their staff, bar tenders etc.
without having to share their credentials.

7. The MLCC’s legacy financial system is the next system to be modernized. The legacy financial system was relying
on the order information sent from the ADAs for their inventory balancing and there were some discrepancies
identified. The MLCC identified that they can overcome these discrepancies by storing the licensee order
information within MILO, thus setting a platform to build on for the future modernization effort for the MLCC's
financial system which was on the MLCC’s roadmap for their Legacy Application Modernization efforts.

8. Avoid duplication of product data within multiple MLCC systems, thereby eliminating the need for interfaces and
any additional resources to keep them in sync.

9. Allow MLCC to be self-reliant and NOT rely on the ADA systems for the order information which is key to MLCC's

daily balancing of the State inventory for liquor products and the liquor sales in general. The daily liquor sales is
approximately 4-5 million dollars on an average with last year’s annual sales hitting an all-time high of 1.8 billion
dollars.
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Implementation

Project Team

The Project Team consisted of a project manager, business analyst, product sponsor, product owner, the MLCC subject
matter experts (SMEs), developers, solution architect, database administrator, and configuration manager. There were
ongoing discussions with the ADAs and the several retail groups to obtain input from licensees.

Research and Project Approach

The high-level business requirements were captured and the request for information (RFl) process kicked off in 2018,
followed by the request for proposal (RFP). The MLCC's business is unique compared to other control states. The
Commercial off the Shelf (COTS) products did not meet the MLCC’s requirements and customizing them seemed like
trying to fit a square peg in a round hole. The decision was finally made to build this application in-house. The project
team was formed. All the IT projects in SOM follow the State of Michigan Project Management Methodology (PMM)
which is consistent with industry standard best practices and relies on the Project Management Book of Knowledge
(PMBOK) as its authoritative source. The PMM is a key component of the State Unified Information Technology
Environment (SUITE).

It was decided to follow the agile approach since agile is all about collaboration, communication, and continuous quality
improvement. This approach allowed the MLCC to be able to see the progress with frequent, smaller releases to the test
environment and allow flexibility for the MLCC to request any changes. The team decided this was critical for the success
of this project since this was a public-facing application accessible to more than14,000 licensees having multiple sub
accounts. The input from the MLCC, the ADAs and the retail groups were key to the success of the project.

Design & Technology

The Michigan Liquor ordering system (MILO) had to be designed to have multiple interfaces to other MLCC applications
to obtain product master data and to verify the licensee’s status. The licensee data resides in the Salesforce cloud.
Licensees must have a valid status to be able to submit order online. MLCC has 3 Authorized Distributor Agents (ADA)
that distributed the order to the licensees from their warehouse. The ADAs maintained the inventory information in
their own databases. MILO had to be designed to interface with the ADA systems to be able to obtain real time
inventory information for various products when the licensee submitted an order online.

The project team decided on the technology stack as described below after considering all the above requirements.

The design approach was to keep the service layer separate to serve as a base platform for additional functionalities to
build upon in the future when the MLCC'’s legacy financial system was modernized. Service layer was designed to hold
the business logic. The service layer was also designed to interact with the database to store information related to
product details, orders, etc. This was planned to be developed using Spring Boot framework.

To provide a better user interface, Angular framework was identified as the best choice. This approach allowed the
separation of the front-end logic from the service layer enabling developers to work independently when modifying and
testing the components.

The shopping cart had to be designed to allow the licensee to add items to the cart and be able to come back later to
confirm the order. When the licensee confirmed their order, copy of the invoice along with the order details, delivery
dates, and the confirmation was required to be emailed to the email account of the user.
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Role based access allowed business owners to set up sub accounts for their staff and manage them without having to
reach out to MLCC. MLCC staff also had user accounts set up with admin functions to be able to help the licensee in
troubleshooting any issues when placing an order.
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Implementation

The project used the Agile approach. MLCC prioritized the user stories for the sprints. Daily stand ups, Sprint planning
and Sprint Retrospective meetings were conducted.

The industry best practices were followed in implementing security using multi-factor authentication (MFA) and
encryption technology (TLS 1.2). When a new account is set up or a password reset is requested, the user gets a
temporary token emailed to his/her email account in the system which is used to set up the permanent password.

User interfaces were developed using Angular which is a TypeScript-based open-source web application framework led
by the Angular Team at Google. Oracle Database is used for storing the data and Spring boot provided the libraries for
the service layer to interact with the database.

A utility batch was developed to migrate product information using Spring Boot batch to load product data seamlessly
monthly from a legacy MLCC system. This will be dropped after the MLCC legacy modernization efforts were completed
so the product data is housed in one system and there will be no need for duplication of product data.

The Service layer was developed using Spring Boot framework that contained the business logic and the interactions
with the database to store information like products, orders, etc. is. It provided services to the Angular application and
housed the logic to consume services from the ADAs to perform the Inventory checks real time and order placement.

MILO leverages Azure DevOps to perform Continuous Integration/Continuous Deployment (CI/CD) for its feature
releases.
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Quality Assurance (QA) and User Acceptance Tests (UAT) was completed for every sprint. ADA compliance was met and
the application went through multiple sessions of load testing with the ADAs to ensure there were no performance
issues.

Below is the application workflow:

1. Licensee logs
into MILO

5. Confirm
order/log out

4. Go to step 2 if
substitutions are
needed based on
product
unavailability

3. Verify
Inventory with
the ADA systems
for availability

Communications

Prior to launching MILO, the MLCC and DTMB put together a comprehensive, coordinated and strategic communications
plan. The main goal was to educate and inform every individual licensee about MILO, regardless if they had an existing
account in the legacy system or if they were a brand-new licensee. The MLCC provided advance notification to 11,000
licensees via the State’s GovDelivery direct email system, that included registration instructions prior to MILO going live
— which was key to the seamless transition to the greatly modernized system.

Training videos and FAQs were put together and posted on the MLCC website to ease and facilitate the licensee’s
transition into the new MILO system. The MLCC also set up demo sessions for the ADAs and several licensee, retail and
educational groups the These collective efforts greatly paid off as the vast majority of licensees registered easily and
quickly began using MILO.

LARA - Online Spirits Ordering for Retailer Licensees (michigan.gov)

Future Improvements Planned

Additional features are planned in the future for Phase 2 and 3 that will provide new capabilities such as:

e Allowing licensees to submit requests for price reduction online to move slow selling products off their shelves.
e Allowing licensees to make payments online for their order

e Digital advertising of liquor products by suppliers resulting in increased sales and revenue to the State.

e Allowing the public to view the MLCC product list
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Impact

The MLCC had an extraordinary year, reporting a record of almost $1.8 billion in sales of distilled spirits in FY 2020.
Liquor sales skyrocketed during the COVID-19 pandemic as the MLCC realized a 17 percent increase over the previous
fiscal year. Article from msn.com This is a huge revenue generating system for the State of Michigan. The launch of the
MILO application could not have been timed any better to help licensees financially recover from the impact of the
pandemic. The MLCC has received positive feedback from the ADAs and the retail businesses after the launch of the
application.

Midwest Independent Retailers Association Retail Vice Chair (Markham Qil) Michael Mitchell was impressed with the
MLCC implementing such a major change to a new system, especially during the COVID-19 pandemic.

“In a non-COVID time this new system would be a massive undertaking. The fact that the MLCC pulled this off during
COVID is remarkable,” said Mitchell. “We have many issues every time we change a system or upgrade a program. The
MLCC has done a great job of listening to the wants and needs of all of us. Change is never easy, but this was managed
very well.”

Licensee Rishi Makkar, store manager at International Beverage in Grand Rapids, Ml has already offered his
recommendations and commented, “it’s so wonderful to have an administration and a development team that truly
cares about the end-user experience and is willing to take input to further improve on the already cemented
improvements. It’s nice to know that we are truly treated as partners instead of just a license number.”

The enhanced capabilities through MILO brings the MLCC’s liquor ordering system into the 21° century for retailers and
will better meet their business needs. MILO also provides the MLCC with a platform to build on that will give the MLCC
the ability to add other functions that will serve the State of Michigan and liquor licensees well into the future.

Below are references to published articles reporting feedback from the businesses after the launch.

o Article from mibiz.com
o WIJMN - UPMatters.com
e Moody on the Market
e WPBN (upnorthlive.com)

Metrics

The number of online orders per month has increased significantly within the first 3 months since the launch in February
2021. MILO orders increased from 41,000 in February to over 55,000 orders in March and April. The total number of
licensees registered as of March 2021 is 13,114.

# OF ONLINE ORDERS
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https://www.msn.com/en-us/foodanddrink/foodnews/michigans-retail-liquor-sales-a-bright-spot-amid-coronavirus-economy-slump/ar-BB170SNn
https://mibiz.com/sections/food-agribusiness/mlcc-launches-new-online-liquor-ordering-system-for-licensees
https://www.upmatters.com/news/michigan-news/online-liquor-ordering-system-implemented-for-michigans-liquor-licensees/
https://www.moodyonthemarket.com/michigan-liquor-control-streamlines-new-online-order-process-for-restaurants-bars/
https://upnorthlive.com/news/local/michigan-liquor-control-commission-launches-online-ordering-system

