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Bringing licensing &
permitting into the
digital age

Let’s skip the part where we explain that state governments, squeezed by cutbacks in federal funding and years of reduced
tax revenues, are looking for new sources of income to reduce costs and deliver services more efficiently. Where we tell
you that this new economic reality, coupled with rising constituent expectations, is driving states to compete aggressively
to attract businesses that will invest in their communities and offer jobs to their citizens.
You already know that. Investment dollars are limited and to drive economic growth, states need to make it easy to do
business. And there’s a good chance you’ve already concluded that embracing digital services is the path to future growth
– a story that played out to great success in the private sector years ago.
But where do you start? With so many agencies propped up by disparate legacy applications, the million-dollar question is
where to focus first. State governments are faced with numerous possibilities – taxes, transportation, business registration,
land management, inspections and certifications… the list goes on. And recent developments in digital technology –
from cloud services to mobile interfaces to data analytics – are making the move to digital government more achievable
than ever before.
Choosing a starting point is a tall order. But in our view, digitizing licensing and permitting has the potential for one of
the biggest payoffs. When states automate their licensing procedures – including inspections, code enforcement,
application processing, and approvals – they can drive economic growth, meet rising service expectations, and achieve
sustainable efficiency gains. Let’s talk about how.

Driving Economic Growth

Welcome to the Digital Age

For state agencies, access to budget dollars is
increasingly tied to economic value creation. So
to convince you of the merits of modernizing
licensing and permitting, we have to show you how
it will increase revenues or decrease costs. How
about both?

We live in a digital world. Constituents today have
become accustomed to the seamless experiences
crafted for them by countless retailers and service
providers in the private sector, forcing today’s
state governments to contend with a savvier and
more technologically demanding customer. And
it isn’t just Millennials who expect the convenience
and customization of digital engagement.

On one hand, simplifying and streamlining outdated processes makes them more business-friendly.
When securing licenses and permits is a frictionless,
painless process, businesses may be more likely
to comply with regulations and pay their fees on
time (meaning more revenue for the states). Plus,
agencies have the opportunity to increase revenue
streams through non-traditional avenues – like advertising, tangential services, and transaction fees.
On the other hand, digital modernization allows
states to reduce transaction costs by eliminating
the operational inefficiencies associated with static
web sites, call centers, and manual processes. With
at least 40 agencies independently issuing licenses
and permits for any given state, the potential
efficiency gains of moving to a single digital
platform are compelling.
All of this can translate to more revenue, fewer
costs, and a more attractive environment
for businesses.

Across the board, demands for digital connectedness are transforming the way private – and
now public – sector organizations engage with
their constituents. Customers expect a consistent
experience, where the user is a known entity and
the experience is personalized and contextual. They
expect convenience, ease of use, and mobility. And
proactive agencies recognize the advantages of
meeting these rising expectations.
But once again, the benefits of catching up with
the private sector are two-fold. Providing better
services is not only good for businesses. Agencies
could also benefit by automating manual processes
and pushing data entry to the licensee. It can be
a win-win: businesses enjoy an improved user
experience and agencies reap the benefits of
increased revenues and reduced costs.

There are two key
takeaways:

Stretched by budget cuts and reduced headcount, licensing agencies need a
fresh approach. And that’s exactly what we’re proposing: stop cutting and
start reimagining. By distilling processes into a set of core functions that apply
to the full spectrum of license types, agencies can achieve wholesale and
sustainable change. Functions like intake, license management, case
management, fee collection, and issuance apply everywhere. In fact, the
commonalities across the various license types make licensing services an ideal
candidate for digitization.

Agencies are starting to
embrace a digital culture
but still don’t have a
clear strategy.

But it’s more than automation. It’s reimagination. Re-defining business
processes to achieve the efficiency gains demanded of every government
entity – and in so doing, driving economic value. Simplifying regulations and
processes to support a state’s economic goals, and directly impacting system
requirements, processing timelines, and the customer experience. Championing efficiency to not only benefit the organization, but its constituents as well.

Investment dollars will be
spread across competing
initiatives or on a firstcome, first-served basis.
Early adopters will likely
have the advantage.
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Leadership
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Yet the government relies on agencies in their current state to bring in
revenue and enforce compliance. And it doesn’t matter what industry the
agency is responsible for. It could be the agriculture department performing food inspections or the agency managing cosmetology licenses – all are
responsible for renewing existing permits, verifying continuing education
requirements, collecting fees, allocating funds and publicly posting certified
licenses. These processes need to be streamlined – a feat that is nearly
impossible without a digital strategy.

Though the study does not
specifically identify regulatory
agencies, it does include
central agencies and many
public sector domains that
provide licensing, permitting,
and compliance services.
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It’s a critique that’s all too familiar – government should be more efficient.
But as regulatory agencies seek efficiency gains in their licensing and
enforcement programs, they don’t have far to look. Saddled with disparate
applications, siloed information, and unwieldy workflow processes, most
agencies have many opportunities to modernize.

Domains

Objective of strategy to
improve customer/citizen
experience & engagement,
and transparency

Co-creation of
digital services

Digital Culture
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A recent Deloitte global
survey on digital transformation1 found that agencies in
the public sector are behind
other sectors.

Figure 1: The 2015 Deloitte Digital Global Survey analyzed the performance of the primary domains of the public sector across five factors influencing maturity.
These are the results.
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Eggers, William D. and Bellman,
Joel. The Journey to Government’s
Digital Transformation. 2015.
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Note: Classifications in the table are based on the ratio of respondents who answered corresponding questions
positively. Ratios higher than global average were classified as “above average” and those lower than global
average were classified as “below average.” (Source: The Journey to Government’s Digital Transformation, page 11)
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GET READY

In the past, moving to online services was blocked by cost. Modernizing meant
revamping hardware, software, and internal IT processes, so cash-strapped states
have been late to the game. But today, advancements in digital technology
have changed the conversation. More services are available and overall implementation costs are lower. Digital transformation can now be achieved iteratively, as opposed to the “rip and replace” of yesterday. Take cloud solutions and
the software as a service (SaaS) model, for example. These new solutions can
mitigate the familiar challenges and costs of internal IT hosting and hardware.
The upshot? Digital experiences are now within reach at a fraction of the cost
of legacy platforms.
But modernizing an agency’s licensing system is more than just picking and
implementing a software solution. The goal is to increase efficiency, identify
cost savings, increase transparency, and improve business operations. To accomplish this, agencies need to re-envision all aspects of how they conduct business
– that’s why we call it “licensing system modernization.” It requires both
technology replacement and change management. And to do it successfully,
agencies should take three key steps: define the approach; draw the roadmap;
and revisit policies, legislation, and practices.
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Step 1: Define the Approach
Strategy. Visioning. Journey mapping. Persona development.
Factors like the scope of operations, consolidation of systems,
and alignment of processes. There’s a lot to talk about before
jumping into the solution. That’s why we’ve developed a
solution architecture that captures the systems, channels, and
stakeholders that a licensing agency needs to consider during
transformation (see Figure 2 for a typical solution architecture).
Licensing system capabilities may include:

Figure 2: Sample solution architecture for a licensing agency
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That’s why it’s important to take a broader view of the agency’s operations
during a modernization project. It’s time to modify core functions and incorporate ancillary functions into the new technology platform. Even though they may
not traditionally be considered part of a core licensing system, there are many
business functions that could fall within the scope of the operation – for example:
1. Grants management
2. Emergency response
3. Customer service/outreach
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This list is certainly not exhaustive. One of the problems agencies face today is that they’re siloed due to system constraints,
differences in regulatory control, internal politics, or past
consolidation efforts. Because of this, ancillary functions or
sub-systems become separated from core agency operations.
This decentralization causes inefficiencies and confusion
for end users.

7. Risk-based targeting
8. Examination management
9. Weights and measures
10. Business one-stop
11. Hearings and appeals
12. Asset management
Beyond scope, there’s also consolidation to consider. It’s certainly not a new
concept in the public sector, but in the past few years it has gained ground as a
symbol of fiscal responsibility.
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When we talk about consolidation, we’re talking about eliminating silos
between licensing systems and supporting systems. Aligning job functions across
license types. Reducing the number of platforms. Creating common taxonomies
and access requirements. Bringing all of a state’s licensing activities into a single
platform. These efforts can yield benefits like centralized services, staff alignment,
systems reduction, data analytics, improved accountability, and cost savings
from administrative efficiencies. When consolidation is well-executed, the people
and systems are integrated to operate as a cohesive unit. And if the approach is
well-selected (in the sense that it can be extended to other areas), agencies and
functions can drive continued economy of scale – build once, use many vs. build
many, use once.

Step 2: Draw the Roadmap
We like to kick off this conversation with an executive “deconstruction” exercise. To accomplish meaningful change and measurable
benefits, it’s necessary to challenge the business operations at a fundamental level. That means looking critically at what’s working
well and what isn’t, where there are common capabilities, and where there are outdated legacy processes and practices standing in
the way of success. It’s also a chance to help the executive team imagine a future state that will drive economic growth, meet rising
service expectations, and achieve sustainable efficiency gains.
At the end of this exercise, agencies should walk away with a plan and roadmap that articulates the project strategy and objectives
and the future direction of the agency. From our experience, we’ve gained a few insights to consider during this process:

1. TAKE A LONG-TERM VIEW
A digital roadmap should take a long-term and holistic view.
It should address strategy, leadership, workforce, user focus,
and digital culture. Use techniques like journey mapping
and persona archetype design to make sure services map to
user requirements.

2. ANTICIPATE CHANGE
Executing a digital roadmap is a dynamic process that should
be constantly re-evaluated for opportunities to make operational improvements. Build a plan that’s adaptable and agile
to accommodate future change. Every public sector agency
is in a different state of digital maturity. The roadmap is meant
as a guide to be adjusted as trends, priorities, and budgets
change. Not everything has to be done at once, but there
should be an overarching vision with objectives and actions
that can be customized for specific agencies.

3. THINK BIGGER
The technology implementation is only part of the overall strategy. No technology can singlehandedly resolve all the business
and efficiency issues within an agency – nor can it mitigate
organizational conflicts.

4. CREATE A CONSISTENT USER EXPERIENCE
The user experience should be consistent across all channels –
whether it’s web, mobile, or call center.

5. REMEMBER THE USER
Don’t forget the primary user: the individual, business or
organization receiving the licenses or permits. To differentiate
the state as a place where it’s easy to do business, the business
user’s experience should be the primary focus when defining
the specifics of the digital experience engagement model.

Step 3: Revisit Policies, Legislation, & Practices
Going digital is more than just a standard systems upgrade project. To get the most out of it, agencies should go back to the
drawing board and look at policies, legislation, and practices through a digital lens. How can they be changed to realize
operational benefits? How can they support the effective application of the technology itself?

Policies & Legislation

Practices

Policy and legislation issues are still a formidable barrier to
digitizing government services. Real or perceived, their impact
on implementation decisions is not to be ignored. And once
the path is cleared, opportunities abound for businesses to
directly engage with government in creative new ways.

Take a closer look at the licensing and enforcement system for
a given regulatory agency, and you’ll see that its core system
functions touch almost every functional area in the agency.
Intake. Cash handling. Application processing. License/permit
management. Examinations. Inspections. Enforcement. The
licensing system is an integral part of the agency and
community, dictating how employees do their jobs and
whether the agency can run efficiently. So when an agency
changes its system, a lot will change along the way. Like
how people work and think about their jobs. Or how the
agency interacts with customers.

But to get there, policies need to be updated to be relevant
in a digital world. Many policies are outdated and don’t lend
themselves to digital transactions – which gets in the way of
digital adoption. And sometimes it’s a problem as simple as
antiquated language. If a policy states, “Applications must be
submitted in writing,” or a statute requires applications to be
notarized, then transactions simply can’t move online.
A lot of the time, business processes are based on past technological constraints that have long since disappeared. In other cases, agencies have simply failed to adopt modern digital
practices. Take electronic signatures, for example – a common
technology that is mainstream to many industries, yet many
state agencies don’t accept them.
That being said, some agencies have embraced web and
mobile services. In some cases, online submission is mandated
and applicants are required to demonstrate hardship to submit
by mail. Even a simple change like this can reduce a whole
host of costs – such as data entry, errors, postage, at-counter services, and check processing. That’s why agencies are
starting to move to digital licenses, which could one day make
printed documents obsolete.

Because of this, digital modernization should be thought of
as a journey – not an upgrade. It’s an opportunity to redefine
business processes in light of the ability to automate with new
technology. This means taking the time upfront – either before
requesting proposals or after the contract has been signed –
to sit down with vendors and talk about changing the
business model. To discuss improving the overall process,
not just automating fragmented old ones. To uncover flaws
in the business model that can easily be addressed now, as
opposed to later.

GO DIGITAL
It’s about time for government services to go digital. We know from the private sector the tremendous impact it can make, and with pressures to drive
economic growth, meet customer expectations in the digital age, and cut down on inefficiencies, government agencies can hardly afford not to modernize.
Plus, it can benefit everyone. Businesses thrive in an environment that makes doing business easier, and states can increase revenues, become more efficient,
and improve customer satisfaction. With the right technology platform and approach to digitization, states can completely reimagine the way they interact
with their constituents – and set out on the path to economic growth.

SO WHAT’S NEXT?
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1

Find political support &
form a “coalition of
the willing” to kick off
the conversation.

Assess the skills & capabilities
you need to be successful.

6

4

Define, socialize, & commit
to measurable improvements
when you hit each milestone.

2

Craft a digital strategy that
speaks to how the agency
should work – regardless
of technology or process
(which can always change).

Build a change management approach for
people & processes.

7

5

Communicate early & often,
show executive commitment,
talk about the challenges
ahead, & celebrate the
successes of each milestone.

Plan how policies &
legislative changes factor
into the model.
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