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REPORT BACK ON REASSESSING PERMIT AND LAND MANAGEMENT SOLUTIONS
(BOARD MOTION, AGENDA ITEM NO, 5, JUNE 2, 2015

This memorandum is in response to the June 2, 2015, Board Motion by Supervisor
Ridley-Thomas that directed the Interim Chief Executive Officer (CEO) and Chief Information
Officer (CIO) to identify and contr-act with an independent third-party agency with the necessary
expertise to take the following actions and report back to the Board within 60 days:

Review and assess the Woolpert, Inc. (Woolpert) report, which identified opportunities to
streamline and improve permitting and land development business processes, to ensure
that it meets the current County of Los Angeles (County) requirements and current
Information Technology (IT) Solutions, with the assessment to also address and
evaluate the redesign of business processes referenced in the Woolpert report to ensure
proper software development and implementation that meets these .processes
requirements;

2. Conduct a survey with the Department of Assessor, Fire, Parks and Recreation, Public
Health, Public Works, and Regional Planning to identify the best approach for having
effective. information sharing, whether with a customized commercial off-the-shelf
(COTS) system or an independent system with middleware that serves as a hub for
information exchange; and

3. Based on the recommended approach, include a study in the report for implementing a
single-web interface for the public to submit permit applications so that once applications
are submitted, the required documents can be seamlessly and securely distributed to all
concerned Departments.
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On June 30, 2015, the CEO executed a Work Order with Gartner Consulting (Gartner) under the
CEO's Delegated Authority Agreement to conduct this assessment.

Gartner performed an analysis of past and current documents related to the County's Permit
and Land Management Solution, including the Woolpert report, pest Board Motions, the
proposed Amendment No. 2 to Agreement No. 78227 with Tyler Technologies for Regional
Planning and Public Works, and the Electronic Permitting and Inspections County of
Los Angeles (EPIC-LA) implementation progress reports. Gartner also conducted in-person
stakeholder interviews with the Department df Assessor, Fire, Parks and Recreation, Public
Health, Public Works, Regional Planning, and CIO.

Based on the document study, interviews, and Gartner's understanding of public sector land
development permitting and electronic permitting solution spaces, Gartner concluded that:

• Expanding EPIC-LA to Public Works as requested by Amendment No. 2 to Agreement
No. 78227 with Tyler Technologies is an appropriate next step;

• Overall, the Woolpert report addresses the current County requirements for IT Solutions
regarding land development and permitting;

• With the exception of Fire, all of the named departments have undergone business
process analysis efforts and have addressed, or plan to address, the Woolpert Report
recommendations;

• A single instance of the COTS EnerGov solution for Regional Planning and Public Works
will enable seamless workflows and data sharing across the departments using the
EPIC-LA solution, helping the County achieve more complete data sharing for land
development permitting;

• EnerGov's portal solution meets the County's needs for a single portal for land
development permitting, but has limited support for non-land development services. If a
single portal, including both land development and other services is desired, the County
should assess whether the County-standard IBM WebSphere portal platform could be
expanded to fill that need;

• There are several go-fonrvard recommendations that. will help mitigate risk in the
EPIC-LA implementation:

o Establish a formal governance team;
o Convene a work group of participating departments to plan for impact related to

the November 2015 EPIC-LA Go-Live;
o Implement a formal information sha-ring plan regarding data for land

development;
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o Develop along-term implementation roadmap for EPIC-LA; and
o Consider engaging an independent vendor for periodic quality assurance and risk

assessments.

• Additional consideration regarding the modernization of Assessor, Fire, and Parks and
Recreation legacy systems and the evaluation of existing Fire business processes is
recommended as it relates to EPIC-LA. However, these assessments do not need to
occur before moving forward with the Regional Planning and Public Works
implementations.

The stakeholders of the EPIC-LA participating departments interviewed by Gartner have
reviewed the detailed report and agree with the assessment and recommendations.

An executive summary of the Gartner report is included as Attachment I, and the detailed report
is included as Attachment II.

If you have any questions or require further information on this matter, please feel free to
contact Richard Sanchez, CIO at 213-253-5600 or your staff may contact John Arnstein,
Sr. Associate CIO at 213-253-5621 or jarnsteirt c(,.cio.iacour~ty.gov

SAH:JJ:RG
AB:kd

Attachments (2)

c: Executive Office, .Board of Supervisors
County Counsel
Assessor
Fire
Parks and Recreation
Public Health
Public Works
Regional Planning
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Reassessing Permit and Land Management Solutions
(PALMS): EPIC-LA System Assessment Summary Report

July 28, 2015

On June 2, 2015, the Board of Supervisors adopted a motion, Reassessing Permit and Land
Management Solutions (PALMS), which called for an independent third party agency to assess
EPIC-LA to confirm it is the appropriate technology to move forward with for PALMS prior to
considering expanding to Public Works, including:

• Review and reassess the Woolpert, Inc. report to ensure that it meets the current County
requirements and current Information Technology Solutions.

• The assessment should also address and evaluate the redesign of business processes
referenced in the Woolpert, Inc. report to ensure proper software development and
implementation that meets these process requirements.

• Conduct a survey with the Departments of the Assessor, Fire, Parks &Recreation,
Public Health, Public Works, and Regional Planning to identify the best approach for
having effective information sharing, whether with a customized off-the-shelf system or
an independent system with a middleware that serves as a hub for information
exchange.

• Based on the recommended approach, the report shall include a study for implementing
a single web interface for the public to submit permit applications; once applications are
submitted, the required documents should be seamlessly and securely distributed to all
concerned departments.



Purpose of the Summary: To provide a high level overview of the final report submitted by
Gartner to the CIO's Office in response to the Board's Motion regarding reassessment of Permit
and Land Management Solutions (PALMS).

Background

• The CIO engaged Gartner to address the June 2015 Board Motion by conducting a high-
level assessment of the EPIC-LA implementation, which included interviews with six
departments impacted by the EPIC-LA implementation, and development of a final
report, summarized below.

Gartner EPIC-LA Assessment Final Report Conclusions

• Highlights

o Expanding EPIC-LA to Public Works is an appropriate next step for the County.

o Extensive due diligence and study was conducted by DRP and DPW prior to
selecting Tyler Technologies' EnerGov solution for EPIC-LA.

o Most departments have taken action to comply with the Woolpert Report
recommendations.

o The single instance of the EnerGov solution for both D.RP and DPW will enable
seamless workflows and data sharing across departments using the EPIC-LA
solution.

• Findings specifically to the Board Motion

o Reassessment of Woolpert Report: Overall, the Woolpert Report addresses
the current County requirements and current needs for Information Technology
Solutions regarding land development and permitting.

o Evaluation of Redesign of Business Processes: With the exception of Fire,
all departments have undergone business process analysis efforts and have
addressed, or plan to address, the Woolpert Report recommendations. Notably,
planning among Public Works, Regional ,Planning, and Fire to address the ̀ One
Stop Shop' co-location recommendation is ongoing, but has not been completed.

o Interdepartmental Information Sharing: Expanding EPIC-LA to Public Works
will help the County achieve more complete interdepartmental information
sharing for land development within EnerGov. Potential approaches for other
departments are discussed in the report.

o Implementation Approach for Single Countywide Permitting Portal: For land
development, EnerGov's ePortal product may meet the County's needs.
However, the ability for EnerGov ePortal to be a front-end portal for non-EnerGov
systems is limited. Therefore, if a single portal including. non-land development
services is desired, the County should assess its IBM WebSphere platform to
determine if it could be expanded to meet this need.

• Go-forward Recommendations for EPIC-LA—Below are recommendations from
Gartner that will help mitigate the risk areas identified in the EPIC-LA implementation:

o Implement a formal governance team with the mandate and authority to drive the
project, and make scope and policy decisions as the project expands from a
single department to amulti-department implementation. Formal governance will



also help the County better define and track EPIC-LA strategic benefits, key
performance indicators and other metrics.

o Convene amulti-departmental working group to begin planning for the November
2015 implementation's impact on all affected departments, as well as initiate
change management activities well in advance of Go Live across all
departments. Solidify goals, strategy, and governance for a public facing portal in
close coordination with core public stakeholders to determine breadth and scope
(e.g. a portal just for land development only or a broader portal). Then, based on
the selected strategy, consider if either the EnerGov ePortal or County's existing
IBM WebSphere platform for online portals should be leveraged.

o Implement a formal plan for information sharing between departments (e.g.
interfaces needed, reporting extracts). As part of this plan, the County should
establish objectives around data sharing for land development which will help
inform an appropriate technical approach. This will help determine the extent
EnerGov can facilitate data sharing versus any needs for a more independent
data sharing hub solution.

o Develop along-term implementation roadmap that explores opportunities to
continue to enhance EPIC-LA and incorporate additional departments. The
roadmap should identify how EPIC-LA is envisioned to be integrated into the
County's business (e.g. organizational change management) and technology
ecosystem after it is fully expanded.

o With expansion of the project, the complexity of the implementation as well as
the reliance on Tyler Technologies as a vendor partner will increase. To ensure
ongoing project success, the County should consider engaging an independent
vendor with relevant expertise for periodic (quarterly or event driven) quality
assurance and risk assessments. This will allow the County to proactively
manage project risks related to vendor pertormance and benefits realization. An
independent vendor will also benefit the County by providing specialized
expertise the County may not which can match or exceed the expertise of Tyler
Technologies.

• Additional Findings

o Parks &Recreation and the Assessor both plan to commence projects to
modernize their legacy systems in the near future. As part of those efforts it
should be considered how those systems might interface with EPIC-LA, even if
such interfaces are not included in the initial releases. Note: This does not need
to occur before moving forward with EPIC-LA for Public works.

o Fire reported numerous legacy processes and systems that would benefit from
further business process analysis and assessment. Note: This does not need to
occur before moving forward with EPIC-LA for Public works.
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