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Executive Summary

“How does a state go from a plethora of independently developed agency Web sites, all with varying degrees of usefulness and usability, to an integrated, coordinated hierarchy of sites with the same look, feel and navigability? Washington is doing it with its Washington Digital Government Plan, Its purpose is twofold: First, it enables a public dialog about the five- to ten-year prospects for digital government. Second, it focuses on the results that can be realized in the next year. This produces immediate changes in the citizens’ experience while setting the preconditions for a longer-term, deeper transformation of the way government works.”

-Gov. Gary Locke

KPMG E-Commerce Update for Business and Government Professionals, Winter 2001

The promise of digital government is for the public sector to serve real people conducting real business in real time.  In Washington, it also treats the building of digital government as a core competence of state government—not an endeavor to be packaged for total outsourcing. To deliver on this promise and to build digital government from within, Washington state needed a plan that would allow and encourage its agencies to work together, and to take advantage of technology elements that are easily shared and built upon. 

As the only government technology plan of its kind in the nation, the Washington State Digital Government Plan outlines the specific steps that Washington’s agencies must take to meet citizens’ highest expectations for convenient access to services online, and greater efficiency in government’s internal operations. The Plan treats the state, with all its various components, as a single enterprise, and follows a “build it once” strategy in which agencies avoid duplication of effort, adhere to common standards, and use a common infrastructure to serve citizens in a seamless way.

The Plan made its debut in February 2000. It is re-issued every six to nine months with a new set of deliverables and milestones. This new release cycle takes into account today’s rapidly changing technology environment. Release 1.0 lays out vision and infrastructure, setting the preconditions for application development.  Release 2.0 supports the ongoing refinement and development of those applications. The next release—3.0 in mid-2001—will build upon the first two.

The Digital Government Plan is a specific roadmap for how to:

· use the Internet to securely deliver government services and information to citizens in ways that are more accessible

· coordinate the development of infrastructure, policy and internet applications among governmental bodies that are accustomed to developing technology projects independently

· achieve a “one face” state government that delivers online information and services in a way that is easy and intuitive to use
· maximize the use of technology within government to streamline state operations and use resources wisely

So in an earlier era, a community’s foundation that might have been laid in concrete and steel, has now been cast in silicon. The means have changed, but the inspiration for Digital Washington comes from the pioneers and dreamers that have shaped the Pacific Northwest: The Boeing Company, Microsoft, Starbucks and others who saw opportunity and took it. Leading by doing: it is the way business—and government—gets things done in Washington. The state is committed to digital government that transforms tired bureaucratic processes and puts citizens in charge of their relationship with government. It is redefining public service.

A. Description of project

The Digital Government Plan, Release 1.0

The Convergence of Policy, Applications, and Infrastructure

The Internet age has created a shift in power from organizations to individuals. Now more than ever, citizens are in charge of when and how they make purchases, get services and find information. Citizens now expect their online experiences with government to mirror their best consumer experiences. If people 

can purchase a car over the Internet, they expect—and should be able to get—the title transfer, license tabs and plates for it online as well. 

Washington’s transformation to a digital government includes the efforts of policy makers, IT leaders and practitioners and executive sponsors: a “community of value” collectively dedicated to bringing digital government to Washington.  Each has its own interest in the outcome, and each is dependent on the others.  With the help of the Digital Government Plan, they are building digital government with the proven practices of executive level commitment, communication, collaboration, allocation of resources, statewide approval and support, correct sequencing and priorities and risk management.

Published in February 2000, Release 1.0 of the Digital Government Plan presents the coordinated steps necessary for Washington state to meet these expectations. It spells out the Washington state vision of digital government, introduces the concepts for its oversight, lays the blueprint of its infrastructure needs, and identifies the early applications being built at different agencies. It aggressively melds the technology groundwork Washington has laid over the previous five years with new Internet services being developed throughout state government—all under the guiding principle that citizens will be in charge of their relationships to their government. Other elements include a policy framework, an assumption that strategy determines structure, a definition of the Washington state enterprise approach, an incubator for new services in development, and the planned convergence of infrastructure, policy and applications. 

At the core of Digital Government Plan Release 1.0 is a set of deliverable technology architecture pieces—the foundation on which agencies can easily offer more services online. State government achieved these ambitious goals and deliverables of Release 1.0 by the target date of June 30, 2000:

Enterprise Security Architecture

· Implementation Plan

· Prototype Lab for Shared Security Requirements

· Architecture Roadmap

Portals

· Access Washington state Internet portal

· Transact Washington business-to-government gateway, Release 1.0

· Inside Washington state intranet

Trust

· RFP for Certification Authority

· Digital Certificate vendor secured

· Digital Certificate Early Adopter Program

· Test Certificates implemented


Payments

· Statewide merchant bank contract for online credit card transactions

· First credit card payment acceptance in state-built “storefront”

Applications, Tools and Support

· Adabas Middleware tool available

· RFP for 24 x 7 support of online government services

· CD-based e-storage solution

Policy

· State IT Investment Policy

· State Internet Standards & Protocol directions

· State Security Policy

· User Interface Guidelines 

· Digital Government Web Privacy Guidelines

· Model Privacy Statement to fulfill Governor’s executive order

Helping agencies follow an enterprise approach 

At the time that Release 1.0 was introduced, state agencies were working cooperatively, yet independently to realize the vision of digital government. No agency can successfully deliver digital government services alone. Mutual, interdependent application development and service delivery are necessary for citizens to experience online services through a “one-face” government.

The deliverables above came together in a very deliberate fashion. In order to achieve optimal development of digital government, the Internet applications, infrastructure and all of the governing policies were timed to intercept and exert their influence on one another. Ultimately, these three components rested upon each other in an interlocking hierarchy that provides the bedrock for the state’s ongoing digital government efforts.

The Digital Government Plan, Release 2.0

Shaping the Citizen Experience in the Digital Washington Community

Release 2.0 moves past the nuts and bolts of infrastructure and sets specific targets for the citizen’s experience in a Digital Washington community. Digital Washington is the place on the Internet where citizens manage their relationships with their government, where businesses and government meet as trading partners, and where governments themselves transform the way they do business. Coming together in a common electronic environment, these diverse interests have pioneered a community bonded by the promise of a better way to get things done. 

As in Release 1.0, Release 2.0 has a deliverables list of more than 20 measurable projects. The Release 2.0 deliverables center on the principle that portals are the place where “government is turned to face the people.” Release 2.0 is largely focused on the enhancement and growth of the state’s three portals: Access Washington, the state’s Internet Web site; Inside Washington, the statewide intranet; and Transact Washington, a new business-to-government gateway that uses digital certificates for single sign-on to multiple transactional services. 

Release 2.0 also spells out twelve principles for building enterprise digital government. These principles mesh with the values of Washington’s citizenry: open and accessible government, respect for privacy, and a bias for leading by doing. These twelve principles serve as guideposts for agencies as they plan their new methods of service delivery in the Digital Washington Community. 

Agencies have used these principles in setting priorities internally and for justifying budget proposals with the Governor’s Office and Legislature. They are:
1. Citizen-centrism: The citizen is an owner of government, not just a customer of its services

2. Convenience and ease of use: Online applications are designed to improve citizen convenience and ease of use by improving service delivery and reducing waiting periods.

3. Business transformation: Web-enablement is necessary, but by itself, insufficient outcome of digital government. In the design of applications, architecture and infrastructure, and in the development of the policy framework, it is vital to extract time, cost and effort from business processes.

4. Cost and Complexity: it should be no more costly and should be less complex for citizens to do business with government online than by conventional means

5. Capacity: The new investment required to expand capacity through digital government should be amortized across applications and agencies, not borne solely by the first application in a cost benefit analysis. Once established, the new channel should drive down the cost of delivering a unit of service.

6. Consistency: The design of online applications should adhere to common architectures for security, authentication, electronic payments and universal user interface design.

7. Enterprise-wide Solutions: The design of online applications should lend itself to the coordination of services between and among agencies. The use of shared infrastructure and design templates lends itself to transferable solutions across agencies.

8. Performance: The design of online application should improve performance of the business transaction cycle by reducing time, effort and complexity.

9. Accountability: The design of online applications should improve data accuracy and transaction auditing, archiving, and retrieval.

10. Time to Market: Online applications should be scoped such that releases are developed in three to nine months.

11. Bias for Action: Agencies should be willing to be a first mover with the confidence to “launch and learn.” In taking appropriate risks, first movers should use sound practices, exercise common sense, and act in good faith.

12. Core Competence: Digial government is a core competence of public service in a network-connected world—a new model of governance in the 21st century.

Digital government should and does mean something deeper than providing a given service on the Internet. Both releases of the Digital Government Plan describe a long-term outlook that fundamentally changes the way 

governments respond to and think about their constituents. It transforms organizations on the inside and makes them more outward-facing. It blurs the lines that separate departments and agencies. It lets us do business in new ways within government—with powerful elements such as digital signatures and electronic forms. Most importantly, digital government provides a way to re-establish trust in government and to improve a set of relationships between those who govern and those who ultimately own government—the people.
B. Significance to the improvement of the operation of government

The Digital Government Plan is the common reference point on the state’s Internet activities: between industry and government; across all three branches and the constitutional offices of state government; and among state and local jurisdictions.

The enterprise approach: work together, build it once and replicate 

At the heart of the Digital Government Plan is the tight coordination of policy, infrastructure and applications across agencies. Independent development is too costly to sustain and too disjointed for citizens to tolerate. So agencies are using the outcomes of the Digital Government Plan to move beyond the conventional approach of building stand-alone applications. 

One of the deliverables of Release 1.0 was to create an environment in which agencies can build technology solutions collaboratively and replicate them rapidly across the state government enterprise. The Washington State Digital Government Academy was created to do just that. The Academy brings agencies together with industry experts to build real projects and share business challenges. They follow the twelve principles of the digital government plan as they go. 

Outcomes of Academy courses—which are attended by state technology managers who have real projects in process— include new services for citizens, and free tools such as code templates and project plans that can be used by any state agency to quickly build a similar online service in less time. The components are so off-the-shelf and transferable for government business that organizations outside Washington have even begun using them. For example, the state of Pennsylvania used Washington’s e-Permit template to build a new online boating permit in just over 60 hours.
Building online services becomes turnkey

ATOM, the Applications Template and Outfitting Model, was a major deliverable under Release 2.0 of the Digital Government Plan. It provides a step-by-step guide to building and implementing new Internet applications. This rich Web-based tool provides integrated information on policies, business, technical, project management, and authorizing requirements for government e-commerce applications. It gives agencies a proven, step-by-step project plan to follow, so they can focus on the programmatic nature of the services that they want to deliver online without reinventing the wheel on the technical aspects

ATOM, which is free and available on the Department of Information Services Web site, builds on a half decade of experience with emerging technologies and helps builders of digital government to: 

· Learn how to define an Internet-based applications project, identify business needs and objectives, create the right project team and minimize risks; 

· Navigate through the authorizing environment in sequence and easily locate the appropriate policies, standards and guidelines (payments, privacy, security, archiving, auditing architecture, web presentation) 

· Connect with new technologies (digital signatures, web server hosting, e-forms, online applications support) 

· Download the latest templates, code and script to speed development.

Cultural transformation within government

The increasing number of agencies that choose to develop their applications following the guidelines of the Digital Government Plan demonstrates that a cultural transformation is underway. Agencies recognize the importance of working together to give all online services a similar look and feel, while still maintaining their own control and 

responsibility for their applications.  The benefits of using cost- and time-saving devices such as application development templates, a shared e-commerce infrastructure, and shared databases are evident to all members of the digital government community. The result: agencies are voluntarily moving from traditionally independent, “stovepipe” application development and old barriers are coming down between agencies.

C. Benefits realized by service recipients, taxpayers, agency or state

Digital government is always open

Many citizens don’t know—nor do they want to know—which agency, commission or office provides the service they need. The Digital Government Plan calls for multiple government agencies and offices—and their Internet applications—to be assembled at a single point of contact that is always open. 

The state’s Internet portal, Access Washington, is the state’s virtual front office: an organized gateway to 130 state agencies, boards and commissions. The Access Washington portal now provides a gateway to more than 240 different online resources and services for citizens and businesses.

And thanks to the Digital Government Plan, together with the replicable by-products of the Academy and ATOM, citizens get more online services with familiar user interface and secure performance-- no matter what agency is operating the service behind the scenes. Predictable, trustworthy online services with easy-to-use designs will encourage repeat use, brings convenience to citizens and higher return on investment for the agencies offering them.

Privacy measures increase to protect citizen information

Government—at all levels—has a stewardship responsibility in handling citizen information. Washington state is now at the forefront in this country in protecting the personal information of its citizens. In 2000 Governor Gary Locke issued an executive order to minimize the collection, retention, and release of personal information by the state of Washington. The order also prohibits the unauthorized sale of citizens’ personal information by our state government.  A model privacy statement that was a direct byproduct of the digital government plan is now in use by over 50 state agencies that operate Web sites and data-collecting applications. This privacy statement spells out to consumers what data is collected and exactly how it is used.  In Washington state, more than 50 state agencies have adopted the model privacy statement created under the Digital Government Plan.
All citizens benefit—wired or not

Digital government benefits everyone, even those who are unable to use computers. If citizens can do more routine business with the state over the Internet, they can expect shorter lines at agency offices or less hold time on the phone. Service providers can focus more time and staff resources on citizens who require individualized attention. Not only does this allow government to be more efficient, it allows government to be more attentive to citizens—both online and offline.

Boosting business efficiency in government

The Digital Government Plan keeps the state on course to fulfill the cost-saving potential of doing more business using the power of automation and technology. Ultimately, cost savings are based on sound business practices—and a purposeful transformation of the way the state’s work gets done. We are producing real results now, as part of a long-term commitment to re-developing government business practices around the Internet. Washington is using technology tools to streamline state business and reduce the cost of many routine processes. Already, 24 government-to-government applications are in use on the statewide intranet, Inside Washington.

For example, state agencies are:

· using online supply ordering and procurement

· centralizing hundreds of commonly used business forms in electronic format

· providing 500 online software course titles to re-skill and retain their employees

· building and monitoring budgets online with the Budget and Allotment Support System (BASS)

The plan has been instrumental in drawing state and local entities together. City and county IT directors formally adopted Release 2 as their own and have formulated a 13th principle related to data portability, which will be incorporated in Release 3.

D. Return on investment – short-term/long-term payback

The Digital Government Plan outlines a long-term commitment to using technology for measurable results. The Plan has created the environment and the infrastructure in which technology-driven projects and practices can grow and thrive. Specific paybacks will continue to grow over time. Thanks to the Digital Government Plan: 

· Citizens gain personal time savings and can get out of their cars by doing more business online instead of in line at government offices. 

· Instead of keeping track of dozens of security passwords for different online services, such as tax filing, Washington citizens and businesses can now use one security credential—a digital certificate— to get access to multiple transaction services offered by different agencies. 

· With more information about government available via the Internet, telephone traffic for general information decreases, making more time available for operators to handle complex constituent needs. 

And there are hundreds of examples, both large- and small-scale, of how the environment created by the Digital Government Plan creates savings and measurable efficiency gains across government. Every dollar saved on a process that gets automated can be redirected into mission-critical programming and services. For example:

· An automated tax valuation system for vehicle and vessel purchases was recently implemented by the Department of Licensing and the Department of Revenue. Working together, these two agencies realized an additional $6,115,434 in state tax revenue for August-October of 2000, compared with the same period a year before. The projected annual revenue after implementing the system is $24 million annually.

· The Department of Health began circulating two large Nursing Commission publications via e-mail and on the Internet for estimated savings of $58,000 annually and 76 hours of staff time for printing and mailing.

· A mandatory harassment prevention training course was introduced in an online version at the Department of Information Services. It reduced training registration fees for the agency from $50 to $2.75 per person, resulting in a cost avoidance of $18,900 for 400 employees. It also allowed night-shift employees access to training outside of regular business hours. Within six months, 98 percent of staff had completed the training.

· The state Department of Retirement Systems moved financial planning tools and information online that would otherwise require 9,500 hours annually and postage costs of over $33,000 if handled by staff. And offering Retirement seminar registration on the Internet reduced phone wait times that had climbed as high as 30 minutes per caller.

· Labor and Industries prevented $200,000 from reaching fraudulent Worker’s Compensation claimants with a Web site that accepts referrals of alleged fraudulent activity.

