[bookmark: _Toc41107104]
State of Indiana



[image: in]

 (
RFP 14-
47
Attachment J
)



Business One Stop
Program Charter






Last Updated:

** 10/08/2013 **
	


Table of Contents

1.0	Document Overview and Purpose	2
2.0	Business One Stop Objectives	2
3.0	Business One Stop Project Scope	3
3.1	Business One Stop Components	3
3.2	Functional Scope	5
3.3	Other Program Components	9
4.0	Key Program Benefits	10
5.0	Key Success Factors	11
6.0	Program Risks	12
7.0	Roadmap Summary	14
7.1	Program Timeline and Activities	14
8.0	Program Organization Structure	15
9.0	Revision History	18


Tables and Figures


Table 1: BOS Solution Component Objectives	4
Table 2: Functional Scope Rationale	6
Table 3: Benefits and Benefit Assumptions	10
Table 4: BOS Program Risks	12
Table 5: Program Roles and Responsibilities	15
Table 6: Revision History	18

Figure 1: Solution Diagram (High Level)	3
Figure 2: Functional Boundaries	6
Figure 3: Program Roadmap	14
Figure 4: Program Team Organization	15


	i	


1.0 [bookmark: _Toc369008151]Document Overview and Purpose 

This Project Charter defines Indiana’s Business One Stop (BOS) initiative for the purposes of the state moving forward with defining a solution, selecting a solution partner, and implementing a BOS solution.   The BOS solution is expected to provide one portal for businesses within the State of Indiana to register with the State’s various agencies, maintain their profile, submit required reporting, and obtain licenses and renewals. 

The purpose of this document is to accomplish the following: 
· Obtain consensus among the BOS Team, Stakeholders, and Steering Committee on the definition and scope of the application and corresponding implementation approach;
· Define the activities of each project phase and a description of team roles and responsibilities; and
· Mitigate project risk by obtaining agreement among the project stakeholders on key success factors, risk mitigation activities, the project approach and assumptions.

To support this purpose, we have documented the objectives, scope, assumptions and risks of the BOS initiative based upon review with selected State Agencies, stakeholders, and other states (via benchmarking reviews).  In addition, this document also identifies the high-level phased approach with key phase activities and deliverables, success factors, risk mitigation activities, and organization structure to successfully achieve the objectives of the program.   

This Charter will be refined and re-approved at various stage-gates in the program lifecycle.

2.0 [bookmark: _Toc369008152]Business One Stop Objectives
The State of Indiana is highly focused on creating an environment that makes it easier for a Business to start up and operate within the state, and has identified the Business One Stop solution as a key enabler to this mission.  The primary objective of the Business One Stop solution is to reduce the complexity for businesses to interact with the State of Indiana and more efficiently and effectively meet the various requirements of the State.  

It is important to note that each Agency within the State already has portals or processes that address their specific interactions with business constituents, and in some cases those portals include online transactions and may even be effectively designed. However, the overall complexity from a business user point of view lies in the fact that there is lack of clarity around which agencies require information or registration, along with redundancy and inconsistency around the various processes within and between agencies.  

Together with participating agencies, the Secretary of State has identified the following objectives and goals for the BOS program:

Build a solution that:
1. Only requires a business entity to have one primary interface with the State for registering, reporting, and making payments;
2. Provides guidance and tracking for business entities to increase likelihood and confidence that they are addressing all of the State’s various requirements; and
3. Improves business entity registration and related processes by reducing and simplifying data entry, increasing data accuracy between forms and agencies, and reducing the time to process an application or transaction.

Benefits of the program are as follows:
1. Improved business user efficiency and experience through reduced complexity and improved guidance relative to agency requirements.
2. Expansion of online services provided to business users, increasing the flexibility and availability of services for business users.
3. Improved process efficiencies and effectiveness related to more accurate data and improved online capabilities.
4. Reduced costs related to inefficiencies that can be addressed through a shared service environment.

Specific benefits of the solution are identified within this Charter.

From a Program perspective, we have identified the following goals to help us maximize value:
1. Gain agreement on the long-term vision and overall scope of the solution to meet the objectives above, with buy-in from State of Indiana agencies and process stakeholders and customers;
2. Build the solution in phases (or “Horizons”) to enable the State to have the most critical aspects of the solution in place as soon as possible;
3. Build a platform with an extensible framework that positions the State to address remaining aspects of scope with  more uniform technology; 
4. Start with a functional scope that at a minimum addresses the issue of disparate interfaces with the State and provides guidance on State requirements to simplify the process for users.
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3.0 [bookmark: _Toc369008153]Business One Stop Project Scope
[bookmark: _Toc369008154]Business One Stop Components
In order to effectively understand the benefits and risks of the solution, we have decomposed the different components of a BOS solution based upon benchmarking data.  As of this date, the details around each of the components have not been determined.  Options will be elicited from and explored with potential solution partners.  However, Table 1 provides a description of the potential solution component objectives.
Figure 1 below represents a high-level description of the BOS solution and the expected components to be delivered during the Program.  The implementation of these components will rely upon project and implementation services, hardware, and software to be defined elsewhere within this Charter, and in future phases.  

[bookmark: _Toc369008170]Figure 1: Solution Diagram (High Level)
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[bookmark: _Ref71516611][bookmark: _Toc41107108]As of this date, the details around each of the components have not been determined.  Options will be elicited from and explored with potential solution partners.  However, Table 1 provides a description of the potential solution component objectives.

[bookmark: _Toc369008164]Table 1: BOS Solution Component Objectives
	Component
	Objectives Description

	1. Secure Login
	· Authentication and authorization component to ensure proper security precautions around data transactions and account management.   Some participating agencies are required to meet NIST800.53 standards, which may impact this component.

	2. User Identity Management with Single Sign-On
	· A single, authenticated account that is used as an identifier across participating BOS government agencies and services.  Once authenticated and integrated with participating agency systems, the functionality should allow a user to view and submit data relative to Agency back-end systems without having to log in more than once (Single sign-on functionality).
· Agencies (such as DWD) may have permissions established within their systems that ultimately dictate what a user can do or see from that solution.  BOS should make available to the user the same content that they would be able to view from those agencies.
· Some agencies (DOR and SOS) have not yet established how permissions will be handled within their future state systems.

	3. Web Layers
	· The user interface component – includes content, presentation, and behavior.  This component will be tested with users to evaluate the most optimal design and user interface to better ensure logical presentation and information flow.

	4. Business Process Services
	· Enables the various transactions and services between the State and businesses, including registration, filings, reporting, payments, amendments and updates, and notifications.  

	5. Workflow
	· Workflows represent processes that require multiple validation steps and potentially intervention from agency users.  These will exist within BOS and within participating agency systems (where BOS must provide a status update to the user).
· Where this solution is responsible for workflows, they will be triggered by transactions or events and should be able to route tasks through appropriate administrators and agency users with visibility into the status.

	6. Interview Wizards
	· The Interview Wizard functionality should result in guidance for businesses for registration and other transactional process requirements. Based upon what the user wants to do, questionnaires should be administered to users (such as when they first register an account, or want to register a business).  The result of the questionnaire should queue required actions which the user can then initiate from BOS, such as registrations or filings.  
· The Wizard functionality will be based upon rules defined by the various agencies, and could define actions to be taken based upon data such as business type or profile.  This key BOS component should help businesses ensure they know how to address all registration and filing requirements of the State.

	7. BOS Account and Entity Data
	· Central storage of basic/demographic information about a user and potentially a business entity that can be shared across Agency databases and systems.  There should be a unique identifier that enables BOS to link business profile data across disparate agency systems.

	8. BOS Metadata & Reporting Data
	· Data about the usage of the BOS system, its processes, and entities that is stored for reporting purposes.

	9. Web Services / Data Communication
	· Systems to send/receive information from BOS portal/databases to specific agency systems based upon the Business Processes and Workflows.

	10. Payment System
	· Handles payments required for filing or fees.  The BOS Payment module should integrate with the State’s QPA vendor for payment processing.

	11. Existing Agency Applications and Databases
	· This component represents the current infrastructure for each agency. These databases will continue to contain all transactional and information required specifically for the Agencies.  In order for full integration, interfaces will need to be built between BOS and the existing systems (potentially through Web Services).  It is likely that changes or upgrades will be required to existing databases and systems.



[bookmark: _Toc369008155]Functional Scope
The overall BOS solution over time is expected to address all processes (including forms, reporting and registration requirements) that a business must complete with the State where the premise is that the transaction is focused on the business.  These processes will be built into the Wizard and Business Process components of BOS such that it can guide a business user to the correct forms and reports depending on information provided by the user (such as business type and status).  However, it is not feasible for all processes to immediately be integrated through the BOS environment based upon cost, timing, and relevance to the user base.  To address this limitation, at the onset we expect that there will be numerous processes where the BOS will point a user to an existing State of Indiana Agency site, gradually moving towards a more and more integrated solution over time.  

The Functional Scope of BOS transactions will be defined by participating Agencies and their business-facing processes that are supported by the solution (over time).  For the purposes of this Charter, we will identify three Horizons of scope:
· Horizon 1: functionality that should exist upon initial implementation based upon volume and alignment with the purpose of addressing core business registration and reporting requirements.
· Horizon 2: functionality that is business focused but doesn’t align with core registration and reporting and would result in significant extension of the critical path if addressed in initial scope.
· Horizon 3: functionality that will continue to be evaluated for BOS solution, but may not align to core business needs.

Based upon input from other benchmarks and the volume of business-facing transactions, the State is focused on three primary agencies for Horizon 1:
· Secretary of State (SOS)
· Department of Workforce Development (DWD)
· Department of Revenue (DOR)

By initially focusing on these three agencies, we anticipate that the most significant portion of the processes that a business might conduct with the State will be addressed by the solution.  In the short term, we expect that the BOS solution will still direct businesses to non-BOS agency sites through guided navigation (and via the Wizard component).  In the long-term vision, we expect the BOS solution to more fully integrate with remaining Agency processes with shared data and forms.

Figure 2 defines the overall functional scope of Business One Stop relative to business processes and interactions for impacted State of Indiana Agencies, based upon input and data collected from the three primary participating agencies (DOR, DWD, and SOS).  It also predicts whether each functional scope area would be part of Horizon 1, 2 or 3 based upon value and impact on the implementation critical path.  During the Requirements Definition, the team will identify critical system capabilities and features to be provided for each functional area.  The actual functionality provided by the BOS application will depend largely upon the solution partner and the final design of the chosen application.  
[bookmark: _Ref354056352]


[bookmark: _Toc369008171]Figure 2: Functional Boundaries
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As noted above, there is some functionality that is considered core the BOS solution, but whether other functional aspects of the solution are in scope is a decision to be made by the BOS Owner based upon weighing cost and timeline impact against achievement of goals.  Table 3 below outlines the rationale for the scoping decisions.
[bookmark: _Toc369008165]Table 2: Functional Scope Rationale
	[bookmark: _Ref71516593][bookmark: _Ref71516566]Agency
	Business Interactions
	Description
	Horizon
	Rationale

	Secretary of State (SOS)

















Secretary of State (continued)
	Business Entity Registration and Filing
	Initial registration with SOS, and maintenance of the entity profile
	1
	Core data and business purpose, which can benefit from centralized data management and validation.  The core processes will be managed by the new SOS system (planned implementation in 2014).

	
	Links to SOS Services (Notary, UCC Filing, Trademarks)
	Provide linkage to services not initially integrated into BOS, but may be required for conducting business. 
	1
	These services are not exclusive to business, yet the BOS guidance / wizard would be able to provide linkage to the separate sites initially. This will provide initial value in the short term.

	
	Status Messaging
	Information is conveyed back to the business through BOS internal messaging. Includes updates on registration process, upcoming requirements, etc.
	1
	Status of required or submitted transactions is posted / reported back to the business, eliminating the need for additional inquiry time spent by both the business and the agency.

	
	UCC Notifications
	Businesses are notified when a UCC Filing is made against them.
	2
	Limited to Notifications since UCC has limited interaction with a business, and can be filed by an individual and/or against individuals. Notifications to businesses can be included in scope if the UCC filing process can link to business names from a BOS database.

	
	Trademarks
	Businesses or individuals file trademarks with the state. Independent process from Federal Trademarks
	2
	Process is not exclusive to business. If process is brought into BOS, SOS will need to link trademarks against actual business records (significant data cleanup required). Currently have independent databases/systems to manage.

	
	UCC Filing
	Liens are filed against an individual or business based around services / loans.
	3
	Process is not exclusive to business. If process is brought into BOS, SOS will need to link filings against a business ID (significant data cleanup would be required). Currently have independent databases/systems to manage.

	Department of Workforce Development (DWD)
















	Employer Registration
	Initial registration with DWD, and maintenance of the entity profile.
	1

	Core data and business purpose, which can benefit from centralized data management and validation.  The core processes will be managed in DWD’s Uplink System with which BOS should interface.

	
	Links to Other DWD Services
	Long term services will be linked to in the short term. Account information will be leveraged where possible.
	1
	Additional DWD services will take time to integrate into a BOS solution. Linkages will provide initial benefit quickly.

	
	Status Messaging
	Information is conveyed back to the business through BOS internal messaging. Includes updates on registration process, upcoming requirements, etc.
	1
	Status of required / submitted transactions is posted / reported back to the business through BOS, eliminating the need for additional inquiry time spent by both the business and the agency.

	
	Wage & Contribution Reporting
	Employer Businesses submit standard reporting to a DWD online system.
	2
	BOS should link to (not replace) the current DWD Uplink system, with ability to leverage Account Data and send process Status Messages. 

	
	Employer Submitted Reporting
	Employers (businesses) submit nonstandard reporting with associated payments. 
	2
	Complexities in uploads as well as back end systems will require significant lead time to address. 

	
	DWD Notifications to Employers
	Various communications and notifications are sent out to businesses based on time or event triggers.
	2
	Many current communications are still managed via mail (by statute) – should remain until BOS accounts are in place.  Identified as a lower priority and thus will likely not be on the critical path. 

	Department of Revenue (DOR)






Department of Revenue (continued)

	Business Tax Registration
	Initial registration with DOR, and maintenance of the entity profile.  Certain tax types require a separate registration process primarily because of current system limitations 
	1
	High priority for DOR to bring all registration into one standardized and streamlined form. Moving these to online will reduce time and effort for businesses and will allow the business tax team to focus on other business support tasks.

	
	Special Tax & License Registration
	Issuance of licenses based on nature of a business.
	1
	Requirements are closely tied in with registration. Process will benefit from BOS guided functionality (Wizard).

	
	Status Messaging
	Information is conveyed back to the business through BOS internal messaging. Includes updates on registration process, upcoming requirements, etc.
	1
	Status of required / submitted transactions is posted / reported back to the business, eliminating the need for additional inquiry time spent by both the business and the agency.

	
	INtax Registration and Filing
	After registering with DOR, businesses must register within INtax.
	1
	Opportunity to streamline registration process assuming data and legal obstacles can be resolved. Information is currently generated from registration process and required to enter back in several days later. INtax currently interfaces with DOR’s record database (RPS)

	
	Payment of Taxes through INtax
	Businesses sign in and pay their taxes through DORs tax payment system.
	3
	This is a vendor supported system which DOR does not wish to modify. This should continue to exist as a link to INtax, with potential to provide account data from BOS to INtax (opportunity to be explored).

	Other Agencies and Organizations
	Professional Licensing Agency
	Issues licenses for individuals to conduct business in various industries (agriculture, education, law, CPA, transportation, etc.).
	2 or 3
	Accounts for a relatively smaller percentage of transactions than Horizon 1. Consider a first step to provide guidance and linkage, with integration longer term. 

	
	Department of Environment Management
	Issues permits for businesses.
	2 or 3
	Business focused transactions – but represents a lower volume of activity relative to Horizon 1.

	
	Economic Development Corporation
	Provides consulting services for businesses
	2 or 3
	Mission aligns with serving businesses, specifically small businesses and new businesses.

	
	Local Government (Links)
	Provide linkage to local government registration sites based upon location (ZIP code).
	2 or 3
	Most businesses are required to register with local government in addition to State Government.  The lead time to provide all linkages may be too lengthy to add to Horizon 1.  Disparate nature of local governments, and potential confusion by only partially addressing this should make it a longer term focus.

	
	Bureau of Motor Vehicles
	Manages registrations and inspections of motor vehicles
	2 or 3
	Primarily individual focused transactions but includes some business oriented transactions including fleet registration and LLC vehicle registration.  Options to provide linkage, with parallel services integrated longer term.

	
	Indiana Department of Transportation
	Administers permits to businesses, including oversize/overweight forms.
	2 or 3
	Low volume of transactions with businesses. Consider a first step to provide linkage from the BOS system.

	
	Other Agencies (DNR,  Others TBD)
	Other agencies to be reviewed and brought into scope in the long term.
	2 or 3
	Core business interaction with the state is within SOS, DWD, and DOR. Targeting high volume for quick impact, and will expand once the system is established. 

	
	Local Government (Processes)
	Each municipality has their own rules and regulations that businesses must comply with.  Any development around BOS should be addressed by local government.
	2 or 3
	Because of the high variety of requirements and existing technology capabilities, municipalities will likely not be all addressed by BOS solution.  The BOS should be built with the potential to provide data to municipalities if they opt in.
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[bookmark: _Toc369008156]Other Program Components

Given the size and complexity of the scope, as part of the program the State will need to develop a plan for Customer Support, Marketing, and Operational Readiness.  The details of these components are identified below.

1. Customer Support

The new BOS solution will require some modification in the way support is provided to businesses.  Currently, there are multiple support services, consisting of both in person and online/call-center employees.  With the goal of centralizing and streamlining businesses transactions, support should be structured around the new Business Centric model.  Implementation of BOS solutions in other states has resulted in impacts to support functions, including the Call Centers.

Moving to a centralized support center will require agencies to provide resources (personnel, training, funding) to create a responsive cross-functional team.  The BOS support center should be able to handle the bulk of questions across all services/agencies. More detailed issue handling would likely still be routed to agency focused support centers.

Helpdesk users will need to be able to access BOS to help users, and BOS should have the ability for users to request help online from directly within the system.  Ideally, users could interact with Helpdesk personnel via a chat or online discussion where the State’s Helpdesk can support that functionality.

2. Marketing

Given the broad impact, the BOS solution will require efforts and resources for marketing and promotional activities. The BOS team will need to identify various channels through which to communicate changes to the business community, including but not limited to:
· Government Website
· Radio/TV/Internet Advertising
· Agency Mailings
· Leverage existing email and address database.

Continuous evaluation of the solution usage statistics after implementation should inform the Program team regarding where to focus marketing efforts.

3. Operational Readiness

Once the solution is in place, a team will need to be available to own and maintain the system going forward.  The program will need to consider the environment and agency in which the BOS solution is maintained, and dedicate a steady operational budget towards maintaining and continually improving the solution.  The State will also consider outsourcing software and hardware maintenance to a partner.

4.0 [bookmark: _Toc369008157]Key Program Benefits

The State of Indiana expects to the BOS solution to provide benefits to the many businesses that interact with the State.  Not only will the portal provide a better user experience and more reassurance to businesses relative to meeting the State’s requirements, it will enable process efficiencies that provide an overall better experience for the users and participating agencies.  Table 4 outlines the high level benefits and benefit assumptions associated with the BOS solution.
[bookmark: _Toc369008166]Table 3: Benefits and Benefit Assumptions
	Benefit
	Details
	Assumptions

	1. Improved user experience / efficiency
	· Single point of entry for Business Entities (less complex)
· Reduces number of different interactions and overall time spent entering data
· More similar look and feel across agencies
	· Addresses all State Agencies
· Single sign-on capability of system
· Ability to interface all business focused transactional systems with BOS (ranging from status messaging to transaction processing)

	2. Improved customer service
	· Improves guidance to business for numerous registration and reporting processes
· Improves capability for businesses to meet the State’s registration and reporting requirements
· Agencies can begin to have one common view of a business 
	· Ability to provide overall guidance on registration from Business perspective 
· Ability to have common identifier of a business across agencies

	3. More / improved online capability
	· Current online systems can’t handle variations introduced to processes
· Provides ability to design system to meet new process requirements
· More processes are available 24/7
	· Processes not currently handled online can be address within BOS framework
· The BOS system will allow for changes or integration to incorporate new processes ongoing
· Back-end transactional systems will be updated to adapt with BOS front-end (integrations)

	4. Reduced system maintenance
	· Reduce redundancy (and maintenance) related to online systems
	· Current redundant online systems will be retired
· Application, information update, and deactivation/dissolution can be consolidated into single transactions.

	5. Improved process efficiencies and cost
	· Data Consistency:  Ability to leverage common data between and within agencies allows more current and accurate data, resulting in more effective processes and potentially fraud mitigation
· Shared view of a business reduces likelihood of multiple audits or redundant processes for the same business 
· More current data for business entities results in less correspondence volume
· Secure communication methods with businesses reduces paper mailing (and associated costs)
· Ability to share data processing services for common data (e.g. address validation, call center, etc...)
	· Businesses will have common identifier within and across agencies
· Ability to address confidentiality issues between agencies
· Data updates (driven by specific agencies) to common fields will go through BOS 
· Correspondence volume is unnecessarily increased due to out-of-date data
· Current paper communications are able to be converted to non-paper method (secure message, email)
· Outsourced services can be completed by common providers
· Improved site will drive more online traffic (vs. In-person or Mail)

	6. Avoidance of upgrades to current online systems
	· Mitigates need to replace the DOR BT1 system
· Mitigates need to replace SOS online systems
· Allows for changes based upon requirements or new agencies
	· Current systems don’t allow for significant changes in processes or regulations (e.g. DOR new special taxes)


[bookmark: _Toc71525410][bookmark: _Toc41107111]

5.0 [bookmark: _Toc369008158]Key Success Factors
The following list of Success Factors has been identified based upon research of benchmark states and input from agencies and stakeholders identified during Phase 1.

1. Focus on the Business Point of View: Spend time obtaining user input (business perspective), and prioritize efforts and scope to provide a faster, better, and easier experience relative to addressing State requirements.  Addressing Agency improvements should be considered within context of this first goal.
2. Create a long term plan, with short term value delivery: Deliver value as quickly as possible by addressing improvements with a combination of largest impact and least effort. Agency processes that significantly lengthen the implementation critical path should be addressed in future phases so not to delay initial impact. Long term focus should remain to reduce redundant and expensive systems.
3. Clear Ownership and Governance: As databases and systems become connected, governance structure and a clear understanding of master data should be established to mitigate risks related to unintended impacts of changes.  A Governance Committee will be required to address differences across agencies and facilitate decision making at an executive level when changes are needed to benefit the mission of Business One Stop but require investment for specific agencies.
· The State will develop a cross-agency Governance Committee to enable decision making around how to address updates to participating systems and how to address updates that impact the current data structures across the State.  The committee will include members from participating agencies as well as the solution vendor.
4. Cross Agency Participation and Collaboration: Facilitate collaboration and compromise to promote the greater good of addressing business user needs along with a more integrated system.  The nature of a single service for businesses to transact across all agencies and government groups will require all agencies and groups to collaborate and potentially compromise throughout the planning, development, and operation stages of the project. Current processes and ownerships will be challenged and changed if needed to promote the greater good of a holistic and seamless system. 
· Include Legal Review and Legislation: Throughout the project, decisions will need to be validated by a legal team. As complications or barriers arise, new legislation may need to be passed to allow for improved data sharing and communication methods. This has the potential for significant impact on what in is include in each deployment phase.  The State will create Memorandums of Understanding (MOU’s) to document the ownership of data and responsibilities of agency’s in managing shared data.
· Include Information Technology: The complexity of technical integration and data management should not be underestimated.  The separate information technology groups serving each agency will need to work together, with IOT, to create a cohesive and functional new solution, while not sacrificing the needs of the individual agencies.
5. Willingness to Change Existing Processes: The potential for improvement is driven by the amount of change that can be made to existing processes. Agency stakeholders will be challenged to think about alternatives to current processes. A focus on the objectives of the current processes and information will enable the teams to identify new design alternatives that more effectively meet user needs. 

6.0 [bookmark: _Toc369008159]Program Risks

A program of this magnitude will be difficult and complex with a number of foreseeable project risks.  Table 5 outlines foreseeable project risks that will need to be addressed by both the State and implementation vendor(s) in the Implementation Roadmap.  This list of project risks will be refined throughout remaining phases of implementation, and the Mitigation Strategies should be factored into the Roadmap and Project Plans going forward.

[bookmark: _Toc369008167]Table 4: BOS Program Risks
	Risk
	Impact and Consequence
	Mitigation Strategy

	1. Low Adoption by Businesses
	· Low adoption could require increased resources to support alternative processes (if still allowed) or high call volume. Low adoption will also result in diminished satisfaction from constituents.
	· Limit options for transactional processes outside BOS where feasible (phase out redundant online sites, provide fee incentives).
· Develop a change management plan that addresses the rollout, by transaction, including time periods for duel system and old process phase out. 
· Budget for a paid media marketing campaign to advertise BOS.
· Work with organizations and existing communication channels to generate awareness and market the benefits and changes.

	2. Lack of One-Stop Functionality (forcing businesses to re-register or go to multiple sites to address requirements)
	· Businesses and agencies will not gain the benefits of a synchronized solution.
· Constituents lose faith in the system, lowering system adoption or satisfaction with the process potentially even losing out on new business start-ups.
	· Keep “One Stop” as a key design principle.
· Create a communication plan to address areas that may require “Multiple-Stops” in the short term.
· Keep a reasonable scope to deliver one-stop capabilities by promised dates.

	3. Dissatisfaction or Confusion from Business Users
	· Even if users are forced to use the BOS system, poor design will create inefficiency for business users and for the State of Indiana to address issues.
	· Involve business users and business advocacy/support organizations in up-front design.
· Maintain a clear scope so that users know what to expect.
· Build Wizard to be comprehensive of all Agency processes.

	4. Insufficient Skill Sets to address Program and Technical Complexity
	· Rollout is delayed due to missed deadlines.
· Higher potential for system issues.
	· Utilize experienced vendor with RFP and selection process.
· Assess skill levels for each aspect of the program to increase support where needed.
· Comprehensive Quality Management – with highly controlled process to improve build-out, testing and outcome.

	5. Lack of structure or time devoted to Data Governance
	· Rollout is delayed due to inefficient decision processes throughout program.
· Integration and communication with the BOS system and between agencies will be hindered due to open decisions around data
	· Form a Governance Committee to address differences across agencies and facilitate change where needed.
· Document all data interfaced through BOS and assign out ownership. 
· Obtain regular input from Steering Committee, legal, and executive sponsorship to review and address issues or roadblocks.

	6. Inability or unwillingness to build common data model between agency processes
	· Efficiencies will be lost due to the inability to share and leverage information across transactions, requiring information to be redundantly entered by businesses.
	· Form a Governance Committee to address differences across agencies and facilitate change where needed.
· Define in detail all data required for each transaction or form in the BOS solution, and challenge agencies to make changes to move towards common model. 
· Plan to devote resources to data clean-up and transformation.  Need to assess where this is required for estimating purposes.

	7. Inconsistent Data Security (restrictions that prohibit data to be shared)
	· Inability to meet DWD and DOR standards (based on NIST800-53 Rev.4) could result in inability to fully leverage integration.  Efficiencies will be lost due to the inability to share and leverage information across transactions, requiring information to be redundantly entered.
	· Review solution capabilities against NIST800-53 Rev.4 standards
· Leverage legal input at appropriate checkpoints to identify potential issues. 
· Where issues exist, advocate for changes to existing statutes that present barriers.

	8. Inability to leverage or connect existing business related data to BOS business ID’s
	· Core benefit of a one stop solution will be lost. BOS solution will be perceived as just a new website with more links.
	· Utilize Master ID to connect data across agencies.
· Gain executive support to push all services to move towards a standardized BOS ID/sign-on system.

	9. Incompatibility with other Agencies (besides core SOS, DWD, and DOR)
	· One-Stop concept is lost (see other risks)
· Multiple instances of same data/processes will result in conflicting data.
	· Gain executive support from IOT/SOS/GOV to drive standards long term.
· Develop workarounds and backend solutions to maintain data integrity.

	10. Agency Resource time limitations (due to competing demands)
	· Insufficient time from agency resources will lengthen timeline around activities such as requirements and testing (or could impact quality if timeline is maintained).
	· If this is an issue - treat agency resources as critical path.  Identify and discuss strategies with agencies to determine alternatives that will require less personnel time.  This may mean more one:one meetings to tailor questions to specific areas.
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Figure 3 illustrates the overall sequence of activities that will be required to successfully identify requirements, select an implementation partner, and then implement the application (including design, develop, implement and maintain).  Note the final Business One Stop vendor will have a unique approach for the implementation of their solution, which will likely alter some of the activities and approach discussed below.  
[bookmark: _Toc369008172]Figure 3: Program Roadmap
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8.0 [bookmark: _Toc369008162]Program Organization Structure

The following is the proposed organizational structure chart.   The final organizational structure may vary depending on the outcome of future phases and which solution partner is chosen. 

[bookmark: _Toc369008173]Figure 4: Program Team Organization
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Descriptions of the Responsibilities are identified in Table 5.


[bookmark: _Toc369008168]Table 5: Program Roles and Responsibilities
	Role
	Responsibilities

	Executive Sponsor
	· Owner of the BOS solution - establish long term vision and funding for the solution for implementation and operations.
· Facilitate alignment on scope, required legislation and data ownership across State of Indiana agencies.

	Project Sponsor
	· Provide direction to project team regarding scope and communication.
· Provide guidance during status and steering committee meetings.
· Support cross-agency input and cooperation.

	Project Steering and Governance Committee
	· Provide input regarding scope and shared ownership of processes and data.
· Ensure adequate resource involvement from respective agencies relative to plan.
· Identify risks/issues relative to agencies.
· Determine administrative rules or laws that need modification to centralize transactional activity on the BOS solution.
· Attend Steering Committee meetings.

	State Project Manager
	· Develop and Manage Project Management deliverables, including Charter, Status Documents, Risk Logs, Issues Logs.
· Develop and Manage Change Enablement Plan.
· Monitor project risks and work with stakeholders to develop and execute risk mitigation plans.
· Coordinate planning across the State Agencies for incorporation into the overall Vendor Project Plan (which includes vendor and agency inputs).
· Monitor project progress against plan – identify issues that are impacting the plan and work with stakeholders and team members to address.
· Issue tracking, escalation, and resolution management.
· Manage scope decisions and change escalation.
· Coordination/scheduling of State resources to carry out departmental tasks.
· Coordinate with vendor Project Manager to monitor progress and status.
· Coordinate deliverable acceptance from the State.
· Coordinate cross agency communication.
· Participate in key milestone and steering committee meetings to support planning outcomes and identify / address issues impacting overall scope, quality and objectives.
· Coordinate BOS Marketing activities.

	Solution Vendor Lead
	· Overall ownership of solution vendor deliverables
· Quality management relative to the State’s needs
· Participate in Project Steering Committee meetings and key milestone meetings
· Participate in the Data Governance Committee to provide insight and analysis about the impact of changes.

	Solution Vendor Project Manager
	· Provide a Project Plan to the State for the overall implementation, including required resources of the State.  Work with the State Project Managers to complete the plan with state resources and input.
· Manage the vendor team and subcontractors to deliver against plan.
· Provide an ongoing schedule with sufficient visibility into State resource participation needs.
· Report on project progress weekly, including key changes to the project plan and tasks.
· Provide input to the State Project Manager for monitoring risks, issues, and progress relative to plan and deliverable completion.
· Provide deliverable packages for review and acceptance by the State.
· Notify State of changes in scope or assumptions that impact project timeline, quality (or output), or cost.
· Coordinate with any vendor subcontractors for input to the items above.

	Solution Vendor Team Members
	· Overall delivery of the solution as specified by the Proposals.  Specifics to be determined during RFP and vendor selection process
· Delivery of BOS functionality and deliverables according to due dates.
· System configuration, testing, and deployment.
· Industry and project experience to guide development decisions.
· Provide documentation, training, and onboarding support for State resources so that the State can operate and support the system.
· Provide support where requested to other Program Activities such as Marketing, Program Governance, and Data Governance.

	Agency Teams (Subject Matter Resources)
	· Design input to BOS to support guidance and Wizard functionality and integration.
· Development or changes to back-end systems to integrate with BOS except where assigned to the vendor team.
· Testing of functionality and integration.
· Coordination of team resources to support project schedule and deliverables.
· Participate in Program Team meetings and internal team communication.
· Reporting of issues, risk, and progress to project manager(s).

	State & Department Technical Specialists
	· Provide technical input and guidance to the vendor solution architect relative to State and agency IT standards.
· Where applicable, support implementation tasks.  
· If applicable based upon the vendor solution, build data integration processes (with Microsoft BizTalk).

	Other Agencies & Organizations
	· Provide input on behalf of business users (for requirements).
· Identify candidates to provide user experience testing.

	Data Governance Committee
	· Review escalated issues related to differences in data or new data structures that arise from BOS (or other cross-functional initiatives)
· Make high level decisions regarding policy, standards, and definitions that spans across agencies

	Data Stewards or SME’s
	· Make daily data related to execute changes relative to policy 
· Raise issues to the Data Governance Committee with actionable requests for input.

	State Solution & Security Administrators
	· Once the solution is in place, the State will own Administration and Security for the solution, and will hire or establish resources to address these functions.  
· These resources will need to gain detailed understanding of the BOS solution to support ongoing configuration and management of the system.

	State Helpdesk Support Team
	· Become proficient in supporting the BOS solution so that user calls and questions can be addressed within the current structure.
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	Date
	Version
	Description
	Author(s)

	4/22/2013
	1.0
	Initial Draft for Project Team
	Baker Tilly

	4/29/2013
	1.1
	Initial Draft for Project Sponsor
	Baker Tilly

	5/01/2013
	1.2
	Initial Draft for Steering Committee
	Baker Tilly

	5/15/2013
	1.3
	Final Draft following Steering Committee
	Baker Tilly

	6/05/2013
	2.0
	Update based upon Vendor Inputs
	Baker Tilly

	10/02/2013
	3.0
	Update for RFP
	Baker Tilly

	10/07/2013
	3.1
	Update for RFP following agency review
	Baker Tilly


Version number is associated with the Phase during which the update was made
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