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EXECUTIVE SUMMARY

The Department of Business and Professional Regulation (DBPR) has partnered with Accenture to engage in a revolutionary reengineering and technical project to transform our business processes. The project goal is to dramatically improve DBPR’s operating effectiveness through the re-design of critical business processes and the implementation of a state of the art licensing software system, internet portal services, customer relationship management technology and mobile commerce technology.  The technology implemented at DBPR is also intended to serve as the uniform licensing and customer relationship management solution for the State of Florida.

DBPR has identified that the current operation provides unsatisfactory customer service due to:  multiple, fragmented systems, outdated technology, manual and cumbersome processes, lack of customer relationship management procedures and tools, and lack of accurate, timely information.  

Through this project, DBPR intends to create the capacity for on-line application and payment, develop a master license/registration application, implement a single department-wide licensing system, implement customer relationship management tools and technologies, and re-engineer business processes and organization.  As a result, DBPR expects to:

· Meet customers’ demand for real-time access to information, 24 hours a day, seven days a week
· Reduce the process time for our customers, which will in turn reduce their cost and time to market

· Maximize protection of the public, through increased compliance and access to timely accurate information

· Meet legislative requirements for electronic, one-stop shopping

· Reallocate resources from processing paper to direct client service

· Unify government service, by creating the capability to share information and present an integrated interface to customers

· Generate tangible benefits

Written Justification

a) Description of project, including length of time in operation. 

Florida’s Department of Business and Professional Regulation (DBPR) is a $1.5 billion state agency with more than 1600 employees.  The DBPR is charged with regulating nearly one million professionals and businesses to ensure quality services for the health, safety and welfare of Florida’s 15 million citizens and tens of millions of tourists each year (for more information, visit www.myflorida.com).  

The department’s manual-intensive licensing management process had become increasingly cumbersome, costing the state valuable time and money, and challenging the confidence of its constituents.  Each year, one million of the department’s three million customer calls went unanswered.  An additional 250,000 customer calls were transferred multiply times, either inside or outside the agency.  The department had over 200 published points of contact, and there were no customer service management metrics for tracking the calls.  While more than 40 percent of the department’s people handled customer inquiries, they did not have access to accurate, timely information to effectively address the inquiries.  Adding to the problem, fragmented information systems supported by outdated technology further limited the department’s ability to effectively empower its employees to serve customers.  The department had over 60 systems supporting licensing and permitting. Addressing the department’s operational challenges would entail a major business transformation effort.  This required the implementation of a business-to-business enterprise application integration solution ultimately designed to build stronger relationships with licensees and the citizens of Florida.

In September 2001, the State of Florida’s Department of Business and Professional Regulation (DBPR) unveiled the first production release of its innovative online licensing/permitting solution and CRM capabilities.  The first release of the licensing and permitting portal made online license renewals available for the state’s real estate and pari-mutuel wagering professionals.  This group, with approximately 250,000 licensees, is the largest of the state’s business licensing categories. Within just nine months – and with minimal publicity – the portal site had been accessed by the equivalent of approximately one-third of the licensees. Furthermore, the site processed nearly 15 percent of the license renewals online.  Currently over 700,000 licensees are now supported online with access to information 24 hours a day, seven days a week.
b) Significance to the improvement of the operation of government.

While each component of Florida’s new single licensing system is generating greater efficiencies and improving customer service, the greatest value of this solution lies in the real-time integration of the DBPR’s new licensing software package with its new customer contact center, new automated voice system and new online portal. Together, these customer channels form a single, streamlined licensing system that allows the department’s 1600 employees to focus their efforts on improving the quality and safety of professional services throughout the state. No longer do these employees need to spend the majority of their time processing paper and navigating among 60 different licensing systems. Rather, the portal/customer contact center and licensing/permitting solution is allowing the department’s workers to focus on providing direct customer service to those who need it most, share more information (such as field inspection reports), manage their caseloads more efficiently and present an integrated interface to customers.

In other words, by consolidating customer interactions within one system, the department can truly manage, for the first time, its entire customer service operations. This means that DBPR employees can explore new work opportunities and build new skills across various customer channels and business groups. It also means that the department can apply customer service metrics to not only measure its success, but also plan for future system and service improvements.  

Effective management of these combined licensing channels and capabilities will lead to remarkable efficiency improvements. For example, it is estimated that 20% (or 600,000) of the department’s three million annual transactions will occur in a self-service format – either through the online portal or through the automatic phone response system. Traditionally, these interactions – which range from common questions and address changes to license renewals and citizen complaints – were handled directly by department personnel. Responding to these inquires required, on average, 4.5 minutes. By automating these interactions, the department will save 45,000 hours of employee time annually. Similarly, the single licensing system will significantly reduce the amount of time department personnel spend managing paper-based filings. For example, more than 70% of license applications submitted to the Construction Industry Licensing Board were incomplete. Under the old system, the department would have to suspend the paper application, issue a “deficiency letter” and then manually track the response. Under the new system, the licensee can take advantage of the automated features to complete an application (and even submit a credit check) online, quickly and easily – and without involving a department employee. In combination, these sorts of efficiency measures will generate more than $100 million in cost savings for the State of Florida over the next 10 years. 

c) Benefits realized by service recipients, taxpayers, agency or state. 

The State of Florida’s Department of Business and Professional Regulation (DBPR) is the regulatory agency responsible for ensuring that the state’s nearly one million businesses and professionals consistently provide safe and high-quality services to 15 million citizens and tens of millions of tourists each year. With the development of a completely integrated licensing system, the agency has dramatically improved its service to the public. This system comprises a full-service, online Licensing and Permitting Portal, an automated phone service and a centralized customer contact center. 

The department’s custom-built Internet portal (an integral part of the State of Florida’s unified government services portal: MyFlorida.com) eliminates the hassle of long lines, trips to DBPR offices and cumbersome paperwork, and allows business and professional licensees to conduct a variety of licensing and permitting transactions with the government. These online transactions include: 

· Applying for and paying for a license

· Checking the status of a license application 

· Receiving e-mail license renewal reminders and renewal process status

· Renewing existing licenses 

· Updating demographic data 

· Updating relationships among licenses (For example, when a real estate agent works for a broker, the licenses of both parties need to be valid and linked.) 

· Reviewing policies and procedures 

· Obtaining continuing education information

Since the portal’s initial release in October 2001, more than 150 different types of licenses and permits have become available online. Prior to the online portal solution, Florida professionals wanting to renew their licenses had to mail or personally deliver their renewal applications. With online licensing, they can access the system 24 hours a day, seven days a week, and complete their transactions in minutes, as opposed to what was typically days or even weeks. This dramatic reduction in processing time, in turn, reduces licensees’ costs and helps ensure that they are not deprived of their right to practice within their profession due to processing delays. 

The online self-service licensing system works in tandem with a new automated phone service and a centralized customer contact center. The phone service uses interactive voice response (IVR), which allows professionals to renew their licenses with a credit card, check their license status and obtain answers to their most frequently asked questions. The customer contact center, on the other hand, provides agent-assisted customer service. In addition to personal “over-the-phone” contact, the customer contact center representatives can augment online interactions with customers through Web chats and “co-browsing.” Whereas customer service was traditionally handled by employees involved with specific groups of businesses, dedicated customer service representatives are now prepared to respond to customer needs, regardless of the licensee’s profession or business. 

For Florida’s business community, these efficiencies translate into more service options (available 24 hours per day), significantly faster application processing times and simplified interactions with the state. Prior to this solution, licensees and the general public had to choose among more than 200 points of contact to find the appropriate service channel that would best meet their needs. The general public faced the same confusion; in order to file a complaint or review the disciplinary history of a professional with whom they might want to do business, citizens needed to know which regulatory board had oversight over a particular business or profession. That’s no longer the case. Now, the new system delivers consistently better customer service through a single entry point, and the profession-specific operations and processes are transparent to the user. 

Naturally, improving the processes involved in licensing and permitting of business and professionals also improves the quality of services that these businesses and professionals provide to their consumers. They are licensed more quickly and monitored more thoroughly. This is the ultimate benefit of the single licensing system: improving the safety and quality of life for all Floridians. 
d) Return on investment, short-term/long-term payback (include summary calculations). Projects must exhibit measurable operational benefit. 

Benefit Measurement Approach

During the initial four months of reengineering, Accenture worked with DBPR in due diligence to confirm the areas of opportunities, to define the baseline, and finalize the benefit model with DBPR.  At the end of that four month period, a checkpoint (Business Value Case Sign-off) was taken as to the preference elected by DBPR for each option.  The benefit method calculation and measurement methods were detailed. 

The following provides the areas of benefits:

· Cost savings from customer contact center consolidation: The initial estimate of reduction in personnel was based on the department’s Feasibility Study.  This was based on the following assumptions :


(a) Baseline 400 current agency resources currently involved in direct customer interaction. 


Per the customer contact center feasibility study 43% of total agency staff time is spent on customer interaction calls and e-mails, of which it is assumed ½ of the customer interaction can be offloaded to a centralized customer contact center. 


(b) 3 million calls (or less) annually 


(c) 20% of calls (or more) diverted through Interactive Voice Response (IVR)


(d) Average talk time and wrap time: 4.5 minutes per call (or less)


(e) Customer contact center staff available at least 70% of each 8 hour day, as measured by being logged into the ACD queue and available to handle customer inquiries.


(f) Target of a weekly average of no more than 10% calls busy or abandoned as measured by the ACD and IVR statistical reports.


(g) Approximately 150 call agents and 15 management/supervisory/support personnel required for handling the above call volume.


(h) Fixed $40,000 annual administrative cost savings per FTE (salaries & benefits) 


· Cost Savings from Data Entry Reduction: An initial estimate of reduction in personnel was based on increased customer self-service via the web and customer contact center channels, and reduction in data entry.  This was based on the following assumptions:


(a) Approximately 500,000 annual renewals and new applications.


(b) 25% of the annual renewals and new applications handled through customer self-service channels (125,000 annual transactions).


(c) 10 minutes average saving on  each self- service channel application data entry and other administrative tasks (ex. forms prep)


(d) Approximately 250,000 annual inspection/audit reports.


(e) 10 minutes average saving on  each inspection/audit report data entry and other administrative tasks (ex. forms prep), due to improved inspection/audit functionality of the system


(f) Fixed $40,000 annual administrative cost savings per FTE (salaries & benefits) 



· Additional Savings in OPS (Other Personal Services) and Expenses: Non-salary expenses, such as OPS, Facilities cost and other expenses may also be recognized through the consolidation and staff reduction savings identified above. 


· Additional Savings in Management Information System Support Costs: The System is anticipated to replace more than 60 current legacy systems. 


Business Case Management

The DBPR Business Case Manager/Project Manager is working with Accenture to establish the Baseline and the Benefit Measurement Approach and provide periodic reports to DBPR Senior Management and to the Project Management Office on progress in benefit realization.


Benefit Measurement Approach

The method for calculation of the benefits will fundamentally be as follows:

a) Calculate the cost savings attributable to the initiative.  For example:

Customer Contact Center Consolidation cost saving:
1) Actual Annual Calls Handled per Agent = 16,000 
2) Actual Average weekly Abandon and busy rate <= 10%
3) Actual IVR and Web Diversion of calls >= 20%
4) Calculated FTE savings per 100,000 calls handled by the customer contact center = 8 FTE
5) Actual Number of Calls Handled by the customer contact center/100,000 x 8 FTE = Annual FTE Savings
6) Cumulative FTE Savings vs. FY 2001-2002 appropriation baseline x $40,000 = Cost Savings
Data Entry cost saving:
1) Calculated FTE savings per 12,000 renewals/applications handled through customer self service = 1 FTE
2) Calculated FTE savings per 12,000 inspections/audits handled through the new System = 1 FTE
3) Actual Number of renewals/applications and inspections audits/12,000 x 1 FTE = Annual FTE Savings
4) Cumulative FTE Savings vs. FY 2001-2002 appropriation baseline x $40,000 = Cost Savings

Hardware and Software

The Florida Department of Business and Professional Regulation’s (DBPR) new Licensing and Permitting project is especially unique in its breadth and depth of technical integration. The Versa LicenseEase software package is fully integrated with the department’s SeeBeyond eBusiness Integration Suite, legacy systems and new front-end Web portal for users. These components are further integrated with Siebel’s customer relationship management software, which, in turn, is linked with the department’s automated phone response system, customer contact center and even its internal eMail system. The integration, therefore, is comprehensive and complete, joining every possible method of customer interaction and integrating the content of these interactions in a powerful way. 

The DBPR knew that to become a model regulatory department, things had to change
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