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Executive Summary

Virginia DMV boasts a national and international reputation as being customer-focused, efficient and professional - offering service that rivals, and often exceeds the best of the private sector. To deliver this high standard of service, DMV has capitalized on technology.

The Virginia DMV virtual customer service center at www.dmvnow.com delivers the ultimate in customer service.  This revolutionary e-government application provides service to citizens’ fingertips 24 hours a day, 7 days a week. 

Virginia DMV was the first in the nation to offer driver's license renewals over the Internet.  Our web site offers an impressive array of online services allowing customers to: 

· Request a Personal Identification Number (PIN)

· Renew vehicle registrations 

· Purchase personalized license plates

· Order souvenir license plates

· Change addresses 

· Request replacement licenses and identification cards 

· Order copies of their driver and vehicle records 

· Provide insurance verification

· Report a vehicle sold or traded
· Check wait-times in DMV customer service centers and DMV’s Customer Contact Center (telephone call center)

· Download forms

· Take an interactive sample knowledge exam

· Request an administrative hearing

· Apply for a DMV job

· Research DMV policies, safety information and Virginia’s motor vehicle-related laws 

And this is just the beginning.  The agency’s goal is to provide citizens online virtually every service available at one of DMV’s 73 bricks and mortar customer service centers.

Description of project, including length of time in operation

DMV developed a virtual customer service center as a means of delivering the ultimate in customer service.  DMV uses an e-government application to take services and information to the customer rather than making the customer come to a bricks and mortar location.

The web site debuted in 1996, and the first interactive application went live in August 1997.  DMV’s online plate look-up feature won the Computerworld Smithsonian Innovations award in 1998.  This feature gives customers the ability to search for personalized plate messages for license plates.  Customers can mix and match letters and numbers on one of 180 special plate designs, find out if the message is available, see what the plate will look like, and reserve it online.  Since then, the agency enhanced the award-winning feature.  Now customers can purchase their new license plates online using a major credit card. 

The online vehicle registration renewal service went live in May 1999.  Renewing via Internet is fast and easy. New registration cards and decals are mailed within three business days.  Reaching another milestone in e-government, Virginia DMV became the first in the nation to offer online driver’s license renewals in December 1999.  

Users access DMV's web site at www.dmvnow.com.  From the home page, they select specific online transactions, as well as link to informational pages. In order to conduct online transactions, the user must provide DMV with identifying information.  For vehicle transactions, such as renewal and plate purchase, no personal information need be provided.  Instead, the title number and last four digits of the vehicle identification number are used to search DMV's mainframe database and update the correct record with the Internet transaction information.  

For driver transactions as well as sensitive transactions such as address change and ordering a copy of a DMV record, the user must enter a customer number and date of birth as well as a Personal Identification Number (PIN).  When an online transaction is completed, the user sees a confirmation screen that he/she can print as a receipt.  The requested product is mailed to the user within three business days. 

Hundreds of Virginia DMV’s corporate customers also take advantage of the web site. Insurance companies can file and update insurance information online. Motor carrier customers are able to register their fleets and file fuels-tax returns online. 

This key technology initiative made use of the existing technology base, including Natural, Adabase, Net-Work, Broker, ALC, and new technologies including ISS, NT, HTML, XML, Javascript, ASP, Visual Basic, VB Script, Visual Studio, DCOM, and Oracle.

In-house staff used both new and existing technologies to create an innovative application architecture that allows us to utilize the power, accessibility, and ease of the web to interface to existing legacy system processing, avoiding the need to redevelop and maintain separate, complex processing in multiple environments.  This architecture not only allows us to provide customer access to a cyber customer service center through a web browser, but also enables us to front-end the same processing through interactive voice recognition (IVR), self service kiosks and touch screen technology and wireless hand held devices.   This innovative and forward thinking use of technology allows DMV to provide all customers with alternative 24X7 digital opportunities, not just those with access to the web.

Significance to the improvement of operation of government

The Virginia DMV built a web site in 1996 so customers could access DMV information anytime from any PC in the world.  Since 1999, the web site has evolved into a full-service Virtual Customer Service Center. The transactions include address changes, souvenir plate orders, PIN requests, insurance verifications, identification card purchases, license plate purchases, driver’s license renewals, vehicle registration renewals, registration card replacements, vehicle sale or trade reports, transcript requests, a sample knowledge exam and more.

The Virginia DMV Virtual Customer Service Center, hailed by major media such as the New York Times and Civic.com as revolutionary for a government service provider, serves as the e-government model for the Commonwealth of Virginia.  Other public and private organizations are beating a path to our agency’s door to learn about our application development methodology and the functionality of our web site.  Recent collaborations on customer service include North Carolina, Ohio, Oregon and Pennsylvania motor vehicle administrations, Ontario, World Bank, Aero Mexico, Inc. and a corporate Japanese delegation.  Some states, including Arizona, Arkansas and Louisiana, offer online registration renewals.  No other state, however, offers the comprehensive collection of online services that Virginia’s DMV provides.   

Virginia DMV has been nationally recognized for our electronic innovations.  For the second consecutive year, the agency will receive the national e-Government Pioneer Award.  Honors in 2000 include the MIT e-Citizen award, the Government Technology Best of the Web Award and the Customer Service Excellence Award of the American Association of Motor Vehicle Administrators.  DMV was the recipient of the Virginia’s first Governor’s Technology Award in 1999. 

The online driver's license renewal program, implemented in December 1999, is growing by leaps and bounds.  Even before the feature was publicly announced in January 2000, more than 300 drivers renewed their licenses online.  In February 2000, one percent of driver's license renewals were conducted online.  Usage climbed to seven percent in April 2000, 10 percent in May 2000, 13 percent in June 2000 and 16 percent in July 2000. Since August 2000, our online drivers’ license renewals average around 15 percent. 

The agency’s first online real-time transaction, vehicle registration renewals, went live in May 1999.  Since then, 5.5 percent of six million vehicle registrations have been renewed through the web site.

Web development is an endless cycle, with constant change.  Our philosophy is to be successful, we will build, implement and adjust, then build, implement and adjust again - over and over and over. Approximately 7,500 people use the agency’s web site each day.  Since Virginia DMV began offering real-time, online transactions in May 1999, customers have conducted more than a half-million transactions, including driver’s license renewals, vehicle registration renewals, address changes, transcript requests, special and personalized license plate purchases.  Customer usage and feedback indicates the services are user-friendly, convenient and efficient. 


Virginia DMV actively seeks and uses customer feedback to continually modify and improve our web site.  In April 2000, we developed surveys to get feedback about the web site, specifically online transactions.  The statistical data and customer comments are kept in a database.  Managers have Intranet access to the information and use it to determine enhancements to existing applications.

Based on the agency’s web survey, 99 percent of customers renewing driver’s licenses by Internet rate this service as excellent or good.  More importantly, 100 percent of these customers indicated they would recommend use of this alternative renewal option to a friend or family member and 99 percent indicated they would use this service option again in the future.

Here is a sample of comments from the experts, our customers, about Virginia DMV’s award winning web site:

“Great Site! More Government agencies should catch up with VA DMV! THANK YOU FOR THIS OPTION!”

“VA DMV has substantially improved customer access to various services by adding several online features. Our state has become the hotbed for the technology industry and it is only fitting that our state government and the DMV reflect that by employing the latest means available to serve the citizens of Virginia.”

“Excellent web site design and layout. Easy to use and very functional. Thanks for allowing the people of VA the use of this wonderful tool!”

In order to get so many things done in the fast-paced web development world, teamwork was crucial. DMV created a new organizational structure and a new process structure to support a fast-paced, inclusive and coordinated pursuit of e-government initiatives. The agency structure has six major components which operate horizontally and vertically formed primarily by reassigning existing staff and redefining duties. All of the players, including the operations staff, the developers, the graphics designer, the business analysts, public relations staff and executive managers worked together and communicated effectively.

The agency sought legislative changes to remove obstacles and pace the way for e-government.

There was an existing statutory provision that was expanded in 1996 to allow for payment of fees owed to DMV by “payment devices.”  Virginia Code § 46.2-212.1 allows the agency to accept debit cards as well as credit cards.  Rather than specify each new type of card, we went with "payment device" as a catchall phrase.  Several years ago DMV initiated a statutory change to permit driver’s license renewal without a visit to a customer service center.  Virginia Code §46.2-330(d) stipulates that applicants for renewal are to appear in person, unless notified via the renewal notice that the renewal may be accomplished in another manner, such as through the Internet, mail-in, or touch-tone services.
Others can use the DMV project as a benchmark to develop their Internet infrastructure, security design, site organization, and transaction processing to provide e-government services to citizens worldwide in a real-time environment using records maintained in a mainframe database.
Benefits realized by service recipients, taxpayers, agency or state

The Virginia Department of Motor Vehicles Virtual Customer Service Center is designed to provide customers convenient, timesaving government services and information on demand.  Citizens have grown accustomed to shopping, banking and receiving other services through the Internet.  Our customers now, as a matter of course, demand this level of service delivery because they know it is possible. As a result, government service providers must meet citizens’ expectations.  Virginia DMV has done that.  Approximately 7,500 people use the agency’s web site each day. 

By using web-based service options, customers no longer have to drive to a bricks and mortar facility.  Citizens, wherever they are, conduct their transactions any time of day, any day of the week and not just during normal business hours.  Customers’ records are updated immediately without manual intervention. And, the customers’ transactions are private and secure.   

The first individual to use the driver’s license renewal feature was a soldier stationed at Fort Benning, Georgia.  At 6:30 AM on December 7, 1999, instead of waiting until his next visit to Virginia, 550 miles away, to conduct a face-to-face transaction, the soldier conducted his own transaction. In seconds, his driving record was updated automatically, his new driver’s license produced overnight and mailed to him in Georgia within three business days.

Customers visiting the Virginia DMV web site enjoy easy navigation, fast response time and a search feature.  The entire site is designed to help customers get where they want quickly. Customer feedback to the project has been tremendous.  Since April 2000, more than 45,000 customers have completed an online survey and 99% of them rated our transactions and our site as excellent or good. 

In July 2000, the agency began offering a discount to customers who choose to use e-services in addition to other alternative service options, such as fax, mail-in and touch-tone telephone for driver’s license and vehicle registration renewals.  Customers receive a one-dollar discount for renewing driver’s licenses online.  For vehicle registration renewals, customers receive a discount of one dollar for one year and three dollars for two year renewals.

Customers also use the agency’s web site to check current average wait times at local DMV customer service centers.  To our knowledge, no other public or private sector organization offers this service.  In addition, customers can go a step further and factor in wait time from the previous year when deciding when to visit one of our offices. Historic wait-time information is graphed on the web site indicating that, typically, the least busy times to visit are in the middle of the morning or afternoon, in the middle of the week and in the middle of the month. 

The web site lists all 73 office locations, including helpful information such as office hours, directions and picture of the facilities.  In the upper right corner of the screen, a gray box highlights the actual current service delivery time at that customer service center.  For historical wait time information, two charts illustrate the wait time by month and day for the current month of the previous year.

DMV’s telephone customers can even check the Internet to determine how long before a contact center agent will be available to handle their call.  If the wait time is too long, the customer can send an e-mail requesting a return call as soon as possible or the customer can specify an exact time for a call-back.  Additionally, the e-mail form queries the customer about the nature of his call so that the DMV agent can have the customer’s record available when he returns the call.

Virginia DMV, however, has not stopped by simply using the Internet to provide convenient service to the citizens of the Commonwealth.  We also provide our commercial customers and even our employees with expanded service options.  Our agency currently has an extranet application which allows insurance companies to file insurance verifications online. In August, DMV initiated a pilot program called WebCat for our motor carrier customers.  This application provides an automated transaction system to electronically process credentials and file fuels tax returns. WebCat allows motor carrier customers with log-on IDs and passwords to enter the required data to update DMV legacy databases via the Internet. Transactions can be processed whenever it is convenient for the carrier, 24 hours a day, 7 days a week. This service eliminates paperwork and reduces the need for customers to visit a customer service center. In January 2001, the agency added three extranet applications that allow business customers to submit required data to DMV electronically or obtain needed records from DMV in a web-based environment. The agency is also expanding the Intranet to create a cyber resource center for all DMV employees. 

Using a similar web-centric approach, we developed automated teller technology that will provide citizens without Internet access the ability to renew vehicle registrations, renew driver’s licenses, and change addresses at through-the-wall or free standing kiosks around the Commonwealth.  Each kiosk, called extraTeller, will have touch screens, credit card readers, receipt printers, and barcode scanners.

DMV is also partnering with Fairfax County to pilot the addition of extra Teller functionality to their automated teller machines.  In addition, we are part of a team under the Commonwealth’s Digital Opportunities Task Force working to develop architectural standards for a Commonwealth kiosk initiative.  

The Internet’s open architecture allows us to capitalize on the investments we have already made in web development.  Our agency is using our web site applications across multiple service delivery platforms. Building web-centric service options, like ATMs or touch-tone services, enables us to ensure consistent customer services across service options.  

Return on investment

While developing web applications is costly, the pay-off is the benefit our project can bring to individuals… the citizen taxpayers of the Commonwealth of Virginia.

The initial foundation for the site was built in 1996 using existing public relations and information technology personnel.  The agency created a “Web Services” work unit in 1999 consisting of six full-time employees who were transferred from existing work units within DMV.  No new positions were created to establish Web Services. One additional staff member was hired in 1999.  The start-up costs for this program include approximately $1.5 for hardware/software and maintenance, and $2.8 million for staffing, including developmental, contractual and training costs.  Over the four-year period from FY97 through the current fiscal year, development costs have totaled $4.3 million. 

Annual personnel costs for the seven full-time web services employees totaled approximately $245,000 for FY2000.  Recurring non-personnel costs are estimated at $5,200 for other expenses including travel, training, supplies and telecommunication costs.  Staff levels and associated costs should remain stable over the next two to three year period.  Recurring software/hardware maintenance costs are estimated at $300,000 annually.  Future annual operational costs will depend on the type and number of enhancements that will be added to the virtual customer service center each year.

Fourteen information technology state employees are dedicated full-time to the maintenance of the current web site and the development of new applications.  Annual personnel costs for IT personnel and contractors is approximately $2 million.  Employees throughout the agency are involved intermittently in revising or enhancing the existing content or assisting with launching new applications.

Virginia DMV is leveraging Internet technology and the web site to provide citizens with service options which help bridge the digital divide.  We have revamped our touch-tone telephone services to maximize the return on our investment in our web site.  Utilizing software products that allow us to use our existing set of web-based transactions by adding a voice response front end, we developed the Interactive Voice Response (IVR) scripts and system processing for touch-tone applications for vehicle renewal, driver’s license renewal, and address change services. Using this approach to IVR services will save us approximately $209,000 per year over outsourcing our touch-tone services and will enable us to enhance and expand our services over time without paying a third party to develop future functionality. 
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