Serving Georgia’s Citizens through
Effective G-to-G Collaboration
By the Georgia Department of Human Resources and 
the Georgia Technology Authority

The delivery of health and human services (HHS) to Georgia’s residents is frequently hindered by disparate information systems, counter-intuitive processes, and the bureaucratic culture of the state’s various agencies. HHS employees often must enter client data multiple times, into multiple information systems -- depending upon the data needs of the county, city, or state. As is true in many states, citizens find themselves confounded by government processes that rarely offer intuitive, effective access to critically needed services.
 

Shared Front-End for Client Data Entry

To address this problem, the Georgia Department of Human Resources (DHR), Gwinnett County, and the Gwinnett Coalition for Health and Human Services are creating a shared front-end for health and human services data entry.  The Georgia Technology Authority is overseeing the project’s structure, documenting key aspects of the pilot effort, and ensuring the use of the appropriate technologies. This local-to-state, government-to-government interaction will be framed by the project’s charter: 
 
        Health and Human Services Portal (HHSP) Shared Front-end Mission:  To define collaboration among agencies and between state and local partners in order to create a timely, personalized and integrated service experience for residents, staff and providers by linking information systems, accessing and sharing information through a shared “front-end.”
 
The project will culminate in a shared front-end data entry screen for related government processes. Pertinent information can be entered once, shared across multiple levels of government (local, county, state), and across multiple programs.  The objectives of the HHSP project include: 
 
        Increased consumer knowledge, access, and satisfaction with HHS delivery 
        Improved efficiencies and employee satisfaction with access procedures 
        A mechanism to support strategic planning activities for Georgia’s health and human services 
 
The project will be implemented in phases.  Phase one will include the shared front-end piloted by the state Department of Human Resources, and in Gwinnett County, across fourteen local organizations:
· Gwinnett Coalition for Health and Human Services 

· Division of Family and Children Services 

· Public Health 

· Mental Health/Mental Retardation/Substance Abuse 

· Gwinnett Senior Services 

· Gwinnett Public Schools 

· Buford City Schools 

· Department of Labor 

· Workforce Investment 

· Head Start/Pre-K 

· Juvenile Justice 

· Juvenile Court 

· Child Support Enforcement 

· Gwinnett Housing Resource Partnership  
The scope of Phase I includes the design of service components for Information and Referral, Common Reception, Potential Eligibility Screening, Common Intake (English and Spanish), Medicaid Eligibility Information, and Child Immunization Information.  Designers will use the interoperable architecture of the State of Georgia’s enterprise portal (georgia.gov) as a model for developing the necessary integration between the required local and state information systems.
 
Subsequent phases of the project will include design of the service components for Appointment Scheduling, Case Management, Assessment Information, Eligibility Determination Information and Services Provided Information.  Additional interfaces will be developed, tested and offered to all Georgia counties with adequate business and technical abilities.
 
Experienced Team Understands Complexities

The lead team for Phase I of the HHSP shared front-end pilot brings nearly seventy-five years of human services experience to the project’s collaboration process. The state, through DHR, has an eleven-year history of building collaboration at the county level through the Family Connection initiative.  The Gwinnett Coalition for Health and Human Services has an eleven-year history of successful collaboration at the local level, with an eight-year history of working toward a common goal of automated sharing of client information across agencies.  
 
For several years, DHR Gwinnett, and other local jurisdictions worked together for many years to gather information, design and to depict a shared front end workflow between state and local entities - well before the state’s proposal for interoperable architecture. This long history of collaborative activity, critical to the success of the project, has fostered an appreciation for the complexities of state and local business and for the multifaceted decisions required for building an HHSP shared front-end.
 
Community of Interest
The HHSP Lead Team met in October 2001 to formally begin developing the project charter.  The group formed a Community of Interest (COI) on Georgia’s enterprise portal (georgia.gov). In general, Communities of Interest form part of the governance structure of the portal, and follow the processes necessary to deliver integrated services across georgia.gov. The Georgia Technology Authority (GTA) has played an active role in facilitating the COI facet of the project, through GTA’s project management office and e-Strategy team. The HHSP Lead Team has thus served as a dual pilot:  for the shared front-end HHS service and for charting the collaborative processes for future Communities of Interest.
 
One of the major deliverables for the HHSP Lead Team is the Project Charter.  This 12-page document describes vision, mission, objectives, project history, scope, assumptions (delineated as business, information technology, and financial); constraints, time/major milestones, major risks, and project organizational structure.  The organizational structure section offers a thorough definition of the types of project teams and decision categories required to ensure technical, business, financial, and service delivery success.  All meetings and supplementary sessions, as well as lessons learned, are being carefully documented to serve with the Project Charter as a model for future use.
 
As Phase I moves into the development stage, executive leadership from the four main stakeholder groups will evaluate the Project Charter. The Lead Team has begun activities to engage technical project managers and developers. As these technical teams begin their development work, the Lead Team continues to model collaboration by developing documentation such as a County Readiness Profile. This information is designed to help other local entities prepare for future statewide rollout of the HHSP shared front-end, and its collateral government to government services.
 
Both the shared front-end and Community of Interest collaboration processes will enhance the effective, efficient delivery of human services to the citizens of Georgia—all modeled through government to government collaboration.
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Role of the Community of Interest:  Define the Collaborative Processes and Deliver an Integrated, Intention Based Service. Key to the portal’s implementation strategy, COIs will be composed of agencies and organizations which deliver related services to common constituents. COIs will become collaborative policy delivery units which design mechanisms gather constituency and synthesize the business rules for rollout of fully integrated, intention-based services. 
 
These communities will be composed of state and local agencies who own the particular service(s) to be delivered.
 
For more information, contact Beth Morgan, Director of E-Strategies, Georgia Technology Authority, at bmorgan@gta.ga.gov.

 
