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Summary

Today, state and local governments use of information technology is manifested in many independent systems, each support one business function or satisfy one particular program need. As a result, a large and growing number of individual systems for G2G (government-to- government) business relationships are employed across state and local levels. This multiplicity of systems is often a significant impediment to efficient work. It is also a financial strain because many systems require their own hardware, software, security, office space, and business rules.


In order to perform business functions on each system, local government officials must sign in and out as they use each one, requiring numerous log-ins and passwords. Usually, data entered into one system cannot be used in another. Numerous duplicate requests for information are made and fulfilled as individual organizations respond to uncoordinated requests and requirements. This situation poses a significant burden on the work processes of both state agencies and local governments and entails higher than necessary costs for everyone. If current practices continue, this picture of multiplicity and financial strain will worsen as more individual business functions are automated.
To test an alternative strategy to this current way of working, a broadly representative group of state and local officials used their experiences and mutual desire for a better situation to envision an ideal fully-functioning state-local gateway for government business in New York State. From this description of an ideal state-local gateway, they embarked on an initiative to develop a prototype to test this vision. 
The New York State-Local Internet Gateway Prototype was a partial system built to identify, demonstrate, and evaluate key factors associated with the design, development, and deployment of a single point of contact for G2G work among state and local governments. In design terms, the Gateway Prototype channeled multiple G2G business functions through a secure, single sign-on, role-based system accessible through the Internet. The prototype was developed to assess management, policy, technology, and cost implications likely to be associated with the development of a full scale G2G system. The overarching goal of the prototype effort was to understand what would be necessary for state, county, and municipal governments to realize greater efficiency, high quality authentic data, and more consistent and coordinated services.

Throughout the entire effort,  80 individuals from all 5 regions of New York State, representing 8  state agencies, 9 counties, 9 cities, 18 towns, 2 universities, 2 professional organizations, and 4 private sector companies participated as Prototype Team Members, Advisory Committee Members, Field Testers, and Corporate Partners.  These groups worked together as collaborative partners to conceptualize, design, develop, and evaluate the Prototype. 

The benefits of working in a carefully thought out G2G environment are amply demonstrated by this project. The project highlights the realistic challenges of accepting and acting upon an enterprise view of government. Consequently, the project results suggest a set of practical strategies that can be used to bind the structure together and reinforce the value of relationships and enterprise principles.
As a result of the entire effort, state and local government professionals stated that the entire project represented ”a better way of working” compared to their current environment. This overall sentiment referred to both the Prototype itself and the project approach. Two broad themes emerged from the project experience and evaluation: the importance of investing in ongoing peer-to-peer relationships and endorsement of the principles of enterprise thinking. More specifically, relationships and enterprise thinking form the basic structure of effective state-local business relations. Both are necessary, but neither alone is sufficient. 

The New York State-Local Internet Gateway Prototype project represented goals and challenges of vital interest to every state and to any other federated system of government. It encouraged multi-agency participation both at the state and local level and raised awareness of the need for a single point of contact for intergovernmental work.

Project Description

Over the past decade, state agencies and local governments throughout New York State have increasingly used information technology to support their work. During this period, dramatic increases have occurred in the use of computing and networks for government services and internal business operations. As a result, a large and growing number of individual systems for G2G business relationships are employed across state and local levels. This multiplicity of systems is often a significant impediment to efficient work, as well as a financial strain, because many applications require their own hardware, software, security, office space, and business rules.

Efforts to streamline, simplify, and rationalize the current environment of intergovernmental information systems in New York State are very desirable but they present their own complexities and challenges. Any transition to a more integrated and coordinated way of working adds new demands for planning, management, design, operations, and resource allocation. 

The New York State-Local Internet Gateway Prototype was a partial system built to identify, demonstrate, and evaluate key factors associated with the design, development, and deployment of a single point of contact for G2G work among state and local governments. In design terms, the Prototype channels multiple G2G business functions through a secure, single sign-on, role-based system accessible through the Internet. It was used to assess management, policy, technology, and cost implications likely to be associated with the development of a full-scale G2G system. The overarching goal was to understand what would be necessary for state, county, and municipal governments to realize greater efficiency, high quality authentic data, and more consistent and coordinated services.

The Prototype was designed to offer some features and applications to all users and to limit other applications to specific users based on their functional roles. In the Prototype, three functions were made available to all state and local users.


· Links to Resources on information about laws and regulations, professional associations, data resources, and other helpful information selected to be of value to state and local officials.

· A searchable, unified Contact Directory of state and local government professionals. This electronic repository of contact information allowed users to identify state and local government officials and use the information for mailings and other purposes.

· User support functions including FAQs and Help features.

Under the role-based scheme, each user had access to additional functions that pertained to his or her job. Roles were assigned based on official job title with some additional adjustments made to fit special local conditions. Three role-restricted applications were selected to represent common categories of state-local business functions, so that the learning generated by the Prototype could be generalized beyond these specific cases.


· Contact Repository Application. This electronic repository contained contact information about state and local government officials such as title, organization, address, phone number, and job function. All contact information was updated electronically through a decentralized process that made each locality or state agency its own data owner. Users who had access to this application were designated data owners who managed their own contact information and contact information for other officials in their agency or jurisdiction. This business process was chosen to represent an authentic shared data resource and was modeled after a similar effort at the New York State Office of the State Comptroller.


· Dog Licensing Application. This application supported transactions that take place between the NYS Department of Agriculture and Markets and city, town, and village clerks. The application included searching for registered dogs in multiple municipalities in NYS, registering a new dog, renewing a dog license, and transferring a license to a new owner. In addition, the application made it possible to create and print reports on new and delinquent or expired licenses. This application was chosen to represent a high volume G2G transaction process.

· Parcel Transfer Verification Check Application. This application performed an automated data quality check to flag possible errors that require further investigation to either adjust or validate the record. The application involved the New York State Office of Real Property Services (ORPS), county real property officials, and town and city assessors. The county forwarded property transfer records to the Gateway Prototype for checking. The application applied nine business rules to each record and flagged records that may have had errors, thus alerting assessors to review them. This application represented rule-based exception reporting.


The project approach and prototype development was conducted in three distinct stages over the course of 20 months starting in September 2002. The first focused on the refinement of the idea of a state-local gateway and the selection of applications to be included in the prototype. The second stage was the development of the prototype (the gateway and three business applications), and the final stage consisted of prototype testing and refinement. 

After the prototype development, field testers across NYS were recruited to evaluate the Prototype in terms of ease of use, usefulness, convenience, and speed, and to compare it to the current method of working. The field test also elicited information about policy and management implications of developing a fully-functioning state-local gateway in NYS.  

The project involved key stakeholders at every stage of the project.  More specifically, the Advisory Committee emerged from the Local Government Advisory Committee established to advise the NYS Office for Technology on its eCommerce/eGovernment initiative. It provided overall direction, initial planning, and feedback at various points during development. The Prototype Team worked with CTG and corporate partners (CGI Information Systems & Management Consultants, Inc. and Keane, Inc.) on Prototype planning, design, and development. CTG was the primary project manager and liaison between the Prototype Team and corporate partners, while corporate partners were the primary Gateway Prototype developers. Two additional corporate partners provided resources to the project. AT&T Foundation made a grant award of $20,000 which was used to support local involvement and extended evaluation. Microsoft provided software used to build one of the Prototype applications. 

The results of field testing and evaluation showed broad and enthusiastic support for a single point of contact for G2G work in New York State as a “better way of working.” Two broad themes emerged from the project experience and evaluation: the importance of investing in ongoing peer-to-peer relationships and endorsement of the principles of enterprise. Relationships and enterprise thinking form the basic structure of effective state-local business relations; both are necessary, but neither alone is sufficient.

The first broad theme focused on relationships. Participants in the project repeatedly emphasized the importance of long term, peer-to-peer business partnerships among state and local governments. They understood how active collaboration focused on a shared goal can yield high quality results.  

The second broad theme of the project strongly validates the concept of enterprise as applied to government. Enterprise thinking emphasizes the interdependencies among the different domains, organizations, and levels of government. It seeks to capitalize on the relative strengths of different players and to tie them together through the use of standards, partnerships, and shared resources. Enterprise thinking focuses on the broad purposes of government and relies on a complete understanding of the business processes that accomplish those purposes. 

The benefits of working in a carefully thought out G2G environment are amply demonstrated by this project. The project highlights the realistic challenges of accepting and acting upon an enterprise view of government. Consequently, the project results suggest a set of practical strategies that can be used to bind the structure together and reinforce the value of relationships and enterprise principles. 

The detailed findings and recommendations of the entire project are documented in the project report, Bridging the Enterprise: Lessons from the New York. State-Local Internet Gateway Prototype. This report and the Prototype Demonstration Disc will available on the CTG’s Web site in June 2004.   

Relative Significance to the Improvement of the Operation of Government

During the conceptualization, construction, and testing of the Prototype, state and local government  professionals frequently commented that the entire project represented  “a better way of working” compared to their current environment. This overall sentiment referred to both the Prototype itself and the project approach. Of the specific tasks tested and evaluated in the Prototype, 97% were rated easy or very easy to complete. In terms of applications, all were rated easy or very easy to learn; they were rated high or very high for convenience, usefulness, and speed, as compared to their current way of working. Field testers confirmed that a better way to conduct their everyday business entails having all relevant information and processes readily accessible through one single sign-one electronic work area.

In thinking about this ideal state, the project participants identified the potential benefits in this “better way of working.”
Efficiency. A state-local Internet gateway would save time and money by reducing the manual workload and duplication of tasks, as well as achieving economies of scale. It would allow creative and efficient use of existing funds, systems, and infrastructure already in place at all levels of government. It would also promote quicker and more reliable and complete communication among all levels of government.

Improved coordination and consistency. Shared processes, common data definitions, and more logical programmatic connections would yield better coordination between the state and local levels, and more consistent program designs and internal operations, thus leading to better quality services.

Data quality and access. Re-use of well-defined, consistent, complete, and accurate data would allow the same information to satisfy multiple demands and support greater data integration and utility for multiple users. In addition, improved intergovernmental data management would reduce costs and promote wider responsibility for information stewardship across the government. 

Benefits realized by Service Recipients, Taxpayers, and Agencies

Benefits from this project are realized through a series of rippling effects. The idea of a single point of contact for all G2G work within NYS was widely accepted and supported. More importantly 80 participants from all levels of government and regions throughout NYS, now have first-hand experience in developing a complex intergovernmental system. The prototype effort opened the door for them to see what “enterprise thinking”  and “serious collaborative partnerships” could mean in terms of improving business processes among state and local governments.  In addition, lessons learned in designing and developing a system is likely to be shared among many state and local government professionals throughout New York State. 

In terms of the project approach, many people found the group modeling, analysis, and group decision techniques used by CTG and the corporate partners to be both novel and effective. Each working session made use of specialized techniques to foster discussion, promote exploration, achieve consensus, and ensure detailed documentation of the process and the underlying data. Most participants had never been involved as early, as deeply, or as collaboratively in previous projects. They welcomed the opportunity to participate in the project in this way and, for many, this type of engagement prompted them to think about the possibilities for more productive intergovernmental partnerships. 

In addition, many participants expressed the opinion that the Gateway Prototype represented a better way of working. We asked them during the discussion groups following the field test to pinpoint the most important lesson from the Prototype evaluation. Overwhelmingly, they commented on a sense of community and collaboration among state and local governments. One field tester concluded that “the technology is probably not the barrier; it’s the management issues that surround something like the Gateway Prototype.” Another went on to say that, “when you get state agency people and local government people in the same room, synergy starts to build and you get a better, more useful product at all levels. All future projects should be done this way.”

Return on Investment


Project costs totaled about $950,000 in cash and in-kind resources for the design, development, and evaluation of the Gateway prototype.  The costs lie mainly in the design and development because the project ended with evaluation, so it does not include estimates related to refinement, implementation, or operation. Shown in the table below, the costs of hardware and software (8 percent) were dwarfed by the “soft” costs of project management (14 percent), relationship management (8 percent), and Prototype design, development, and evaluation (58 percent). The cost of information dissemination (12 percent) is in addition to the communication costs embedded in project management. Project management responsibilities were shared by CTG, CGI, and Keane. Most of the state and local partner costs are attributable to local participants. In a project resulting a full system, the CTG share of total costs would most likely be borne by a lead state agency.

Estimated cost of the Gateway Prototype by cost category and type of participant

Types of participants

Cost categories 2 
CTG1

State and local partners
Corporate partners
Category subtotal
Percent of total 

Project management
 $      79,000 
 $                    -   
 $    54,000 
 $  133,000 
14

Relationship management
 $      74,000 
 $                    -   
 $              -   
 $    74,000 
8

Hardware/software
 $           400 
 $                    -   
 $    78,000 
 $    78,400 
8

Prototype design, development and evaluation
 $    195,000 
 $         142,000 
 $  215,000 
 $  552,000 
58

Information dissemination
 $     115,000 
 $                    -   
 $              -   
 $  115,000 
12

Participant subtotal
 $    463,400 
 $         142,000 
 $    347,000 
$  952,400
100

Percent of total
49
15
36
100


1 includes AT&T Foundation grant of $20,000

2 includes both cash and in-kind costs

The distribution of costs documented in this project can serve as a guide for any future G2G initiative regarding the relative concentration of costs during design, development, and testing.  Through this project we learned and have shared our findings about the costs of intergovernmental work. More specifically, we found that intergovernmental initiatives impose both one-time and ongoing costs at both the state and local levels.  In an effort that moves from concept to full implementation, the majority of state-level costs would be attributed to design and development. Local-level costs would be centered on implementation and changes in existing business processes. 

Clearly, local officials must participate in the development of applications but, much more than state officials, they must often change the way they conduct their daily work in order to take advantage of new applications. In many cases, these adaptations are improvements over current processes, but in some cases existing local operations are more sophisticated and offer more value than a new statewide application. In these instances, it is important to explore ways to retain superior local performance while still adopting enterprise strategies. Without attention to this situation, some of the best performing localities will suffer hidden costs of reduced performance. 

Building intergovernmental information systems is key in making government services seamless and cultivating partnerships throughout the state. The findings and lessons from this project reveal the importance of understanding and balancing the goals of data and service integration against the related challenges of complexity and cost. These results should be of value to many who are attempting to strike that right balance.

