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1. Introduction
The King County Strategic Plan 2010-2012 provides the high-level business strategy for future county goals, objectives, and services.  Opportunities associated online services, social media and “Web 2.0” concepts, citizen collaboration, customer service, and government transparency are priorities for King County.  Specifically, the plan states the following about the use of technology in constituent interactions:

Throughout the planning process we heard about the challenges in contacting and communicating with county government. Although our Web site was rated highly, residents felt that we should be more accessible, more helpful when contacted, and more responsive.

On December 13, 2010, the King County Council passed Motion 13392, directing the Executive to identify the top five eGovernment/digital government initiatives.  The Office of Information Resource Management (OIRM) worked with all departments and agencies, and leveraged the “IT Governance” boards of the County, to identify over 14 possible eGovernment initiatives.  Those initiatives were analyzed and prioritized through a collaborative process, which including an “online voting” process.  The total process ultimately identified five priority initiatives:

1. Property Assessment Appeals

2. Service Based Website Re-Architecture

3. Enhanced Public Alert Capabilities

4. Online Services Directory

5. Public Criminal Case Status

The realization of the initiatives will require projects with capital investment to create and implement solutions.

2. Opportunity Description
Vision

The Priority eGovernment Services Project will implement tactical changes to the King County Internet environment at kingcounty.gov that will provide the tools, structure, policies, and models for all agencies to adopt progressive interaction and collaboration with citizens.  Likewise, it will implement tools that support the two-way interaction from citizens to the County.

Opportunity Summaries

As requested by County Council, five priority opportunities have been identified associated with this ordinance.  Those opportunities are defined in summary-level details below.

Property Assessment Appeals

If a citizen wants to appeal their property valuation, it is a manual and paper-intensive process.  It requires citizens to provide written notice and forms to the County, often including visiting a County office.  The County then manually processes the forms and related data, and over several months will perform research which will be shared via paper-based communication, with the citizen.  This proposed eGovernment service would provide the online forms and back-end workflow to support the property valuation appeals process.  This new appeals process would create the ability for citizens to perform this process without needing to visit a County facility, and as it is automated the process would become paperless.

Service Based Website Re-Architecture

The structure, layout, format, and core content organization of the County Internet site was designed in 2006.  Over the last five years it has won several awards as an outstanding example of a government website.  However, the current site is structured around a model that assumes the County will "push" information to citizens, and that the primarily subjects or drivers of that communication will be departments, agencies, and/or elected officials.  With the maturity of "Web 2.0" capabilities around collaborative and social online communications, citizens expect government websites to provide two-way communication channels focused around a topical/service structure that makes sense from an "external" perspective.  The County website has fallen behind the times and is due for a re-architecture of the full site.
Enhanced Public Alert Capabilities

Presently, King County allows citizens to subscribe to emergency messages using primarily e-mail based tools.  As two examples, citizens can subscribe to emergency alert e-mails through the RPIN regional emergency website, and they can get updates about bus route information.  To deliver such communications, the County contracts with and promotes multiple third party e-mail alert services – some are considered, “official” County communication channels, some are considered “unofficial” partner communications, and most communication channels function independent.  Additionally, OIRM operates Listserv technology to support a more customized option for managing e-mail communications through subscriber lists.  An enhanced service would consolidate County tools in order to improve County cost structure, and simultaneously expand the type of alert functions to which residents can subscribe.  Expansion would include both extending communication to non-email based tools like social media such as Facebook, Twitter, etc., and extending content to include non-emergency triggers like town hall meetings, press releases, Council agenda topics, etc.
Online Services Directory

Within the King County website, services are presented to citizens as general, regional services.  However, many County services exist at specific locations, or types and levels of service are specific to certain neighborhoods.  Additionally, when citizens inquire about certain services, the responding individual may vary based on the location of the citizen.  An Online Services Directory would create an interactive tool that would allow citizens to enter a location such as a zip code at first, and perhaps GPS location for smart phone users later, and obtain service contact information specific to their location.  This tool would also support non-emergency online communications as a means to provide web-based or automated interaction, which may extend to social media based interaction, instead of requiring telephone interaction for applicable services.  This latter function is sometimes considered an "Online 3-1-1 service".
Public Criminal Case Status

Currently, if a person who is a party in a criminal matter wants to clarify information about their case that is considered "public record", they must contact either the courts or the Prosecutor’s Office and ask an individual to manually provide the information.  This planned feature would create the capability to extract public record information from criminal justice systems, and present it on the Internet site.  This would allow defendants to determine appearance dates, times and locations, and look up fine amounts from adjudicated cases, without additional manual interaction with the courts and Prosecutor’s Office.

Proposed Project Structure

As stated, five priority opportunities have been identified.  While these opportunities may all “manifest” themselves as utilities, tools, pages, or general improvements on the King County website, full implementation of all five solutions will be different based on their scope and integration with other County technology, and the degree to which they may impact County operations.  As a result, OIRM is proposing that these five eGovernment opportunities be addressed as three distinct projects.

Project 1 – Property Assessment Appeals

The current process for citizens to appeal their property valuations is long, paper-intensive, and sometimes frustrating.  It relies upon forms and the U.S. mail service, and can take over 12 months from the initiation of an appeal until resolution.  Overall, the process has both opportunities to create online tools to support citizen-to-government communication, and opportunities to automate back-office operations.

This project will, therefore, involve more than simply creating an “online form” for valuation appeals, though that will be a logic early deliverable.  It will also include a full business architecture of the workflow process of valuation assessments and board of appeals services.  The project will identify opportunities for both improved citizen services and streamlined operations.  These improvements will include integration points as information proceeds between citizens and the County, including how the data is managed by existing and future applications in the Department of Assessments.  Finally, the project will create a plan that implements such improvement incrementally, so that improved citizen services may be accomplished quickly.

Project 2 – King County Internet Re-Architecture

As previously stated, citizens have specifically requested that King County generally improve our website.  We have heard many comments about the challenges in contacting and communicating with County government.  Although our website is rated highly, residents have provided input for improvements.  Three of the “top five” priorities – Service Based Website Re-Architecture, Enhanced Public Alert Capabilities, and Online Services Directory – all generally related to website usability and citizen input and collaboration with King County via the Internet.

To effectively manage project costs, these three objectives will be consolidated into a single project focused on a redesign of kingcounty.gov.  This redesign will drive a “service oriented” organization for the site, making the site more logical for citizens who are seeking services, and do not necessarily want to “figure out” which government agency provides such services.  The redesign will also expand the “social media” features, which King County has already been recognized as one of the government leaders in adopting.  Expanded use of social media will include both “push” and “interactive” citizen communication, through multiple channels, such as e-mail, Twitter, and Facebook.

This project, therefore, will manage a redesign of the County Internet site, and procure and implement a standardized toolset for managing citizen communications.
Project 3 – Public Criminal Case Status

When a respondent in a criminal matter has questions about their case, they currently must manually contact some King County agency.  In situations where they may not know what agency to contact, this effort can become problematic for both the citizen and the County agencies, and in some cases may cause unnecessary delays in court matters.

This project will develop an online inquiry capability for citizens to look up information about both active and recently completed criminal cases.  This would pertain to only public information, and be specific to the information that needs to be known in order to expedite compliance such as upcoming calendared events or judgment/fine amounts.

General Plan and Approach

The Executive Office is assessing project funding options for these initiatives.  Once funded, each project would first further refine their project assumptions and estimates.  However, at this time, based on known but unsubstantiated information and assumptions, the estimated milestone plans for these three projects are as follows.

Project 1 – Property Assessment Appeals

	Milestone
	Plan Date

	Project Initiation
	August 2011

	Business Architecture Analysis
	January 2012

	Technical Design
	May 2012

	Initial Deployment of Citizen Facing Form(s)
	July 2012

	Incremental Implementation of Business Solutions
	TBD*

	Project Close-Out
	TBD*


* Technology implementation will be dependent on other separate projects, including the Mainframe Re-Hosting Project

Project 2 – King County Internet Re-Architecture

	Milestone
	Plan Date

	Project Initiation
	July 2011

	Service Inventory and Structure Model
	August 2011

	Citizen Communication Workflow/Architecture and Plan
	August 2011

	Updated Site Design
	November 2011

	Master Site Template Development
	February 2012

	Service Template Development
	March 2012

	Online Directory Tool Development
	March 2012

	Unified Communications Tool Procurement
	April 2012

	Internal Communications and Training
	June 2012

	Content Migration and Launch
	July 2012

	Citizen Communications Campaign
	TBD

	Project Close-Out
	October 2012


Project 3 – Public Criminal Case Status

	Milestone
	Plan Date

	Project Initiation
	February 2012

	Business Process Analysis
	May 2012

	Technical Alternatives and Design
	July 2012

	Online Inquiry Development 
	October 2012

	Service Implementation with Citizen Communication
	November 2012

	Project Close-Out
	December 2012


3. Alignment to Business Strategy
Explicitly, this project will address key components of the following goals, objectives, and strategies outlined in the Strategic Plan:

· Goal: Promote robust public engagement that informs, involves and empowers people and communities.
· Objective: King County government values and seeks input, listens, and responds to our constituents.
· Develop ongoing channels of communication that provide opportunities for all residents to give their input and be heard.
· Improve upon the use of web-based technology and social media for citizen involvement and engagement, where appropriate.
· Objective: The public understands what King County does though regular communication and education.
· Develop guidelines for public engagement and education for use by all county agencies.

· Goal: Foster a culture of service excellence that is responsive to community needs.

· Objective: King County services, personnel, and information are accessible.

· Ensure that all King County residents are able to get information about County services, make inquiries, and provide input in a way that is culturally and linguistically appropriate.

· Objective: OIRM enables improved service delivery and efficiency.

· Rapidly adopt targeted new technologies to support innovative solutions.

In addition to alignment to the King County Strategic Plan, this project incorporates several of the strategies, objectives, and outcomes measures defined in the King County Strategic Technology Plan 2009-2012 dated September 2009.  In priority order, based on the proposed scope of the project, those strategic elements are as follows:

· Strategy 2.1 – Social Networks - Facilitate online interaction/access to government

· Objective 2.1.3 - Provide Enhanced User Experience Utilizing Advanced Web Technologies (Web 2.0)

· Expand 2-way features on Internet

· Develop framework for customizable ‘my-county’ portals
· Objective 2.1.1 – Effectively Utilize Social Media

· Policies and guidelines implemented for social media usage

· Pilot internal usage of tools via Intranet for specific staff functions

· Evaluate expansion of social media and external development partnerships for the transportation community
4. Cost and Benefit Summary
Both the costs and benefits of all these initiatives are VERY tentative.  As part of the King County standard IT Project Management Methodology (PMM), costs and benefits will be validated near the end of the “Preliminary Design” phase of the project.

This report includes a summary cost benefit analysis that provides a consolidated view of all five proposed opportunities.  In summary, this preliminary analysis shows the following:

· Total one-time costs of $2,242,500

· Future new annual operating costs of $102,000 beginning in 2013

· Annual cost reductions of $890,000 phasing in between 2012 and 2013

· Net seven year benefit of $1.3 million

Benefits Summary (Tangible and Intangible)

Many of the excellent benefits of these eGovernment opportunities are associated with improvements to citizen-facing services.  Many of the “intangible” benefits of these initiatives will be realized by the citizens of King County.  Those intangible benefits include the following:

· Reduced travel/trips to government facilities

· Rapid initial assessment of completeness of property appeal forms

· Electronic interaction for property value research

· Options for electronic collaboration for property value resolution

· Increased ability to find County services

· Enhanced ability to find local services

· Improved awareness of County services and resources

· Customized and improved service contact information

· Enhanced opportunities for participatory government
· Better citizen input into County policy making processes

· Two-way collaboration with County officials using modern/social media tools

· New options for receiving government information

· Flexibility to receive information in multiple forms

· Increased awareness of regional, local, and emergency issues
· Improved online access to case information

· Decreased likelihood of failure to appear for events

· Better collaboration with justice system
Tangible benefits for the proposed eGovernment initiatives are based on preliminary assumptions about various metrics, and how those metrics would be influenced by the results of the projects.  Those assumptions include:

· The work currently performed to manually support specific citizen services
· The volume of that work currently performed
· Percentage of the work that would migrate depending on how citizens chose to use online service options
· Changes to technology tools and the cost structure of owning and supporting those tools

As stated above, the preliminary cumulative estimates for the seven year tangible benefit of these initiatives is $1.3 million.

Cost Estimates

The preliminary cost estimates for the three defined projects are as follows:

Project 1, Property Assessment Appeals: $828,000
Project 2, King County Internet Re-Architecture: $1,069,500
· Reminder: Consolidated project includes 3 of the 5 priority opportunities
Project 3, Public Criminal Case Status: $345,000










