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eBusiness Center

State Planning and Management Initiatives Category

Executive Summary

Description of Project

In July 2000, under the leadership of Governor Gray Davis and support by the State Legislature, eGovernment studies for the Government to Business (G2B) area were undertaken to create an enterprise plan to develop a state business portal, further known as the eBusiness Center.  These studies provide a comprehensive understanding of what the customer wants, the state government’s readiness to meet the customer’s demands, and the technological infrastructure necessary to provide these services.  The studies were conducted concurrently beginning in Fall/Winter 2000 with reports available in Spring 2001.  This planning endeavor was composed of three studies led by different consultant teams:  the California Business Needs Assessment, the California State Government Business Process Review and the Portal Architecture Study.  The following objectives were achieved: 

· conducted a stratified, random sample survey of California businesses determining interest in interacting online with state government, what information, services, and transactions they were interested in doing online and their Internet readiness;

· reviewed 20 state agencies’ processes, analyzed the criticality of their processes and feasibility of bringing their processes online, which included an assessment of their Internet readiness to provide services online, and

· evaluated the infrastructure and architecture issues and determined the appropriate solutions to deliver the services to the business community efficiently and effectively.

Significance To The Improvement Of The Operation Of Government

Each state agency having G2B interaction benefits from the eBusiness Center planning effort by having comprehensive knowledge to use in their eGovernment planning efforts.  Planning benefits include having comprehensive studies, a single base of knowledge to work from, customer baseline information, individual state agency and cross-agency process review, and a portal architecture issues and solution discussion paper.  All studies support California’s eGovernment concept of One Government, One Customer. 

Benefits Realized By Service Recipients

The eBusiness Center service recipients are the business community.  The benefit of these efforts will occur as the state offers more information, services, and transactions online in response to business community needs.  These studies let the business community serve as the driver by asking them what they want and using that information for steering the project.

These studies focus on the tools of the Internet as another service delivery channel.  A guiding principle for service delivery to the business community is to continue to support a multi-modal solution including contact via phone, in-person, mail, fax, and electronic devices (e.g., PC’s, PDA’s, etc.).  Businesses benefit as they can use online services as another channel to meet their state requirements at their convenience.  

Return On Investment and Payback

Planning studies do not lend themselves to traditional ROI and Payback schedules.  An analytical approach indicates that this single planning effort has reduced the costs as much as 60 fold due to the comprehensive effort undertaken in this project. The total cost for these studies was $1.14 million.  If these studies were conducted individually among the various state agencies, the cost could have been well over $68 million for multiple planning efforts aimed at the same customer, the business community, and would have excluded the comprehensive statewide perspective.  The short time frame also brings extreme value.  This was a unique, outstanding effort and the most comprehensive planning effort taken throughout state government.
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Narrative Section (A-D)

A. Description of project, including length of time in operation.

In June 2000, the Governor’s Budget was passed and provided funding for several eGovernment studies and online services to be delivered by state government.  Under the leadership of Governor Gray Davis and support by the State Legislature, one such study area encompasses the Government to Business (G2B) realm and the associated enterprise planning required to develop a state business portal, further known as the eBusiness Center.  Instead of relying on existing state government’s knowledge of its customers and proceeding on with this anecdotal knowledge, a momentous planning effort was instituted.  The results from the three studies have created the appropriate data and knowledge required to understand the information, services, and transactions the business community is interested in, the state’s readiness including a roadmap to provide these services, and the technological infrastructure that will be required.  The planning efforts were done in a timely manner so that the information from these studies can be utilized immediately, unlike other long term planning efforts.  The studies all began in the Fall/Winter 2000 and completed in the Spring 2001.  The short time frame for deliverables is a consistent theme of California’s new eGovernment efforts.  

The planning endeavor was composed of three concurrent components:  the California Business Needs Assessment, the California State Government Business Process Review and the Portal Architecture Study.   All studies were conducted by professionals with expertise in the appropriate study areas such as survey and analysis, business process reengineering and information technology infrastructure planning.  State personnel and businesses were involved at various levels depending on the target population and objective of each study.  These studies provide a comprehensive understanding of what the customer wants, the state government’s readiness to meet the customer’s demands, and the technological infrastructure necessary to provide these services.  

California Business Needs Assessment:  The state contracted with the University of California, Los Angeles, Institute for Social Science Research (ISSR), a world-class survey organization, to conduct a comprehensive needs assessment of the California business community.  The ISSR conducted a stratified, random sample survey of California businesses to determine their interest in interacting online with state government, what information, services, and transactions they were interested in doing online and their Internet readiness.  This study surveyed 1,205 businesses covering various business sectors, business sizes (small, medium, and large), and geographical areas to seek the baseline information for “what the customer wants” to do online.  This survey was conducted November 2000 through February 2001 with the report available in Spring 2001.

California State Government Business Process Review:  Twenty state departments, agencies, boards, and commissions, further referred to as agencies, were brought together to review their processes, analyze the criticality of their processes, and assess their Internet readiness to provide services online.  The state contracted with PricewaterhouseCoopers to conduct a Business Process Review of 20 key state agencies that provide information, services and transactions to the business community.  Overall, 178 individual processes were  analyzed and an assessment was made of their criticality and feasibility including cross-agency functionality.  The processes were categorized into the business life cycle and the report provides a roadmap of project priorities across these state agencies.  Projects were categorized into four areas, those to: Target, Pursue, Permit and Defer.  Processes categorized as Target and Pursue were the processes most critical, or likely to provide the greatest value to business customers, whereas Permit and Defer were those least critical.  The study was conducted October 2000 through February 2001 with the report available in Spring 2001.

Portal Architecture Study:  Information from the leading eCommerce technology companies and data examined from extensive research were used in developing the portal architecture for the future of California’s eGovernment.  The state contracted with Deloitte Consulting to undertake a study to identify the infrastructure and architecture issues and solutions to deliver the services to the business community efficiently and effectively.  The study recognizes the needs of the business community, the condition of the existing state information technology operations and the need for providing premiere G2B solutions.  The study identifies a comprehensive solution utilizing “best of breed” technologies to deliver the information, services, and transactions.  The report also covers the areas of authentication and security that are major commitments of the state portal.  The study was conducted from October 2000 through March 2001 with the report available in Spring 2001.
B. Significance to the Improvement of the Operation of Government.

Typically due to the size and complexity of state government, studies are undertaken at the state agency level and focused on their particular customer.  Realizing that state customers have many needs from many different state agencies, it is difficult to develop a comprehensive set of studies that provide useful knowledge to multiple agencies for future planning.  Nevertheless, the state has accomplished this remarkable goal and developed a set of studies aimed at improving government service delivery consistently and universally across multiple agencies..  These studies provide a wealth of information that can be relied on and shared by multiple state agencies.

The planning effort for the eBusiness Center has provided a comprehensive base of knowledge for all individual state agencies to use in their eGovernment planning efforts.  It supports the concept of One Government, One Customer; in this case the focus is on the business community.  The studies show, from both the business and state perspective, cross-agency functions that are aimed at the same customer.  One component has an analytical basis for what areas that all state agencies should look at first in working toward G2B online services.  Another component provides a business life cycle analysis of how state functions fit in the process and their relative criticality and feasibility to move forward.  A third component lays out the architectural issues and solutions for moving into eGovernment.  Each state agency benefits from this common knowledge and the set of studies.  Below are the highlights of the studies improvement to state service.  They include comprehensive planning, a single base of knowledge to work from, baseline information from the customer, individual state agency and cross-agency process reviews, and a portal architecture issues and solution discussion paper.

Comprehensive Planning: The eBusiness Center planning studies were the first comprehensive set of studies to look at the customer, government and technology.  This was a significant advancement in state agencies working cooperatively and focusing on the business community as One Customer.  Government is often not able to study and plan for the best possible delivery of services to its customers.  Legal requirements, urgency measures and other demands lead the way of how information and services are available.  Little time is typically available to learn about what the customer needs and is able to receive.  The state also has minimal or no opportunity for cross-agency participation and analysis of services that traverse agency boundaries but are delivered to the same customer.  Most often planning efforts are briefly undertaken due to the demand for services that takes priority.  

Single Base of Knowledge for All State Agencies: An overriding benefit of this planning effort is that it provides one basis of information and knowledge for all state government to use.  It allows all agencies to have the same knowledge and information to apply towards their future planning.   The planning studies for the eBusiness Center offer an extensive base of information from which state government can proceed.  Each study provides an important piece that serves as the foundation of a true portal solution.  The unique quality of these planning efforts is that it provides knowledge and information that can be used by all state agencies that are involved with the business community.  

Baseline Information from the Customer: The California Business Needs Assessment Study serves as a baseline of information about the desires of the California business community.  The study compiles information about the current Internet readiness of the business community, their priorities for information, services and transactions.  It examines the content and measures the customers’ willingness to interact online while prioritizing their interests.  This comprehensive snapshot of the customers’ requirements is a tool all state agencies that provide G2B information, services, and transactions can use and rely on.  Although California state government repeatedly surveys citizens, there has never been a statistically valid study of the business community at this level.  All state agencies benefit from this information.

Individual State Agency and Cross-Agency Business Process Review:  The California State Government Business Process Review is another major effort never embarked upon in state government.  The 20 state agencies that provide the bulk of government information, services, and transactions were brought together to review their processes and look for a strategic approach to move appropriate services online.  It was the first endeavor to bring such diverse agencies to one planning approach.  


List of 20 State Agency Participants:

· Department of Alcoholic Beverage Control







· Board of Equalization

· California Department of Insurance

· California Integrated Waste Management Board

· Department of Consumer Affairs

· Department of Corporations

· Department of Fair Employment and Housing

· Department of Financial Institutions

· Department of General Services

· Department of Housing and Community Development

· Department of Industrial Relations

· Department of Motor Vehicles

· Department of Social Services

· Department of Toxic Substances Control

· Department of Transportation

· Employment Development Department

· Franchise Tax Board

· Secretary of State

· State Water Resources Regional Control Board

· Technology, Trade and Commerce Agency

The consultants provided individual analysis to each state agency and provided results to them as well as comprehensive findings for statewide use.  This diverse group worked together and learned of each other’s processes as well as cross-agency information.  Each agency benefited from reviewing their own processes and understanding how they fit in the larger business life cycle.  Each agency gathered its staff to conduct a business process review internally.  Each agency received a deliverable of their processes including Uniform Mapping Language (UML) process maps, a criticality and functionality analysis and a prioritization list.  The consultants provided each agency with an independent analysis of projects to Target, Pursue, Permit or Defer as described earlier under Description of Project - California Business Process Review.   

Portal Architecture Issues and Solutions:  Although the state has an open architecture to support all technologies, certain functions can be supported through a portal solution.  Based on the needs of the customer, the business community, and the state information technology in place, the study identifies and describes the next steps.  It highlights the variety of “best of breed” components that are required for information, services and transactional delivery systems.  It addresses the issues of authentication and security and provides recommendations.  Again, this offers every state agency insight and valuable information for proceeding in eGovernment.  Individual state agencies can rely on this study as they continue to develop their own eGovernment plans.

C. Benefits Realized by Service Recipients, Taxpayers, Agency or State

The benefits to state agencies are highlighted in the above section on significance to the operation of state government.  The following remarks focus on the benefits to be realized by the service recipients.  The service recipients of the eBusiness Center are the business community.  For the G2B area, the current delivery system of services is fragmented, inefficient and costly to the business community.  Moreover, the onus is placed on the business to navigate the maze of bureaucratic red tape, meet the multitude of the government regulations and resolve any issues related to them.  These studies focus on the tools of the Internet as another service delivery model.  A guiding principle for service delivery to the business community is to continue to support a multi-modal solution including contact via phone, in-person, mail, fax, and electronic devices (e.g., PC’s, PDA’s, etc.).  The online services offered through the Internet are another channel that the business community will be able to use to interact with the state.  

The vision is to support all these modes including the Internet through a One Customer approach where the information collected from all modes will be integrated into a comprehensive information base.  Thus leaving the customer the choice of “how” to communicate and interact with the state and leaving all options available to them.  The major emphasis is that convenience is for the customer.  The California Business Needs Assessment focused on what the customer wants to do online, its frequency, and the readiness for Internet usage.  Based on the results, the California business community is interested and able to receive information online, conduct certain types of transactions and would like the Internet option available.  It is evident that as more useful services are presented online, the business community will receive even greater benefits.  A planning document that provides this information for all state agencies can help the state view the business community as One Customer.  The study lays the foundation as it indicates what the customer wants to do online and provides a single base of knowledge for all state agencies to work from.  The benefits to the business community will grow as these online services are developed and focused on their interests.   
D. Return on Investment, Short-Term/Long-Term Payback

Return on Investment (ROI) and Payback formulas are aimed at specific projects.  This critical planning effort is going to be used as a single base of knowledge throughout state government.  It does not lend itself to the traditional ROI and payback methods.  An analysis of the figures however, indicates that this single planning effort has reduced the costs for baseline and planning information as much as 60 fold due to the comprehensive effort undertaken in this project.  This universal approach is a major cost savings and benefit over individual state agency efforts toward state government business planning as well as information technology planning.  Small, medium and large state agencies benefit from these efforts.  Planning for the eBusiness Center has been described throughout this paper should be used when feasible in looking at the One Customer approach.  This effort focused on the customer, state government and technology.

Unlike feasibility study approaches, there are no cost worksheets to indicate the tremendous savings derived from comprehensive planning.  Instead we can look toward an analytical review of the studies to determine its cost effectiveness.  The 20 state agencies that have the bulk of G2B information, services, and transactions were identified and brought together.  They benefited from having one consultant team look at their business processes and view them under the same criteria.  Participating state agencies range in size and staffing.  They all focus on the business community as their customer.  Agencies also need the same baseline information of what the customer wants and the high-level information technology architecture on how to proceed.  A comprehensive approach has delivered these results in a cost efficient manner.  

The eBusiness Center planning effort conducted three major studies:  the California Business Needs Assessment, the California State Government Business Process Review and the Portal Architecture Study.  The total cost for these studies was $1.14 million.  At the simplest level, if 20 different studies were conducted for each state agency on each of the three focus areas that would result in a cost of up to 60 times higher than the original cost.  This could raise the cost from $1.14 million to well over $68 million for multiple planning efforts aimed at the same customer, the business community, and would exclude the comprehensive statewide perspective.  This sounds dramatic but if you think of the complexity in California government this could have occurred.  This is clearly a project that benefits from the scale and focus of these studies.  The direction of eGovernment focusing on One Customer has allowed a consistent and universal approach to improving G2B services and the state agencies have found the studies extremely useful.  The analytic efforts can and are being used as the basis for future project development and prioritization.   

The second major issue is the time taken for major planning efforts and the ability to get information in a timely fashion.  Due to the eGovernment initiatives, there was an effort to look at different time frames.  In California, we are operating under a new paradigm for eGovernment projects.  Deliverables should be available in 90-180 day time frames and done concurrently.  This planning effort was conducted based on these guidelines.  It is extremely unlikely that individual planning studies conducted by various agencies would have been concurrently carried out as efficiently and timely.  There is a cost for having the current information at your fingertips in determining what and when future information technology projects should occur.  There is no proven payback formula for having these planning efforts done in a timely fashion and that universal information is available to all state agencies.  This was a unique, outstanding effort and the most comprehensive planning project throughout state government.
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