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A. Problem Statement   

In direct fulfillment of the Governor’s GenAI Executive Order N-12-23 and his priorities for the 

accelerated adoption of GenAI to enhance state efficiency, effectiveness, productivity, and 

data security, CDT’s Office of Technology Services (OTech) absorbed the necessary resources 

to accommodate the implementation of the executive order, related workloads, and for the 

implementation of Poppy. However, OTech needs additional resources to scale up the 

support for an operational service-ready system capable of supporting statewide use. 

The Governor’s vision is to lead the world in effective, ethical use of AI. While these tools hold 

incredible power, there are significant barriers to adoption. State of California employees lack 

a unified, secure, and efficient tool to leverage GenAI for state specific productivity and 

quality. The absence of such a tool leads to inefficiencies, duplicated efforts, and potential 

security risks. For instance, implementation of AI is cost prohibitive due to a combination of 

high initial and ongoing expenses (i.e., research and development, infrastructure, 

configuration and support, maintenance, security, staffing, and integration). Additionally, 

data issues associated with GenAI complicate state entities’ efforts by requiring ongoing 

efforts to ensure data quality, mitigate biases, protect privacy, manage large volumes of 

data, maintain models over time, navigate ethical and legal risks, and comply with policy and 

statute. Addressing these complications is essential for the successful and responsible 

deployment of GenAI in state operations. Furthermore, using GenAI tools involves navigating 

several complexities, including crafting effective prompts, acquiring necessary skills, selecting 

the appropriate Large Language Model (LLM), and evaluating outputs. To effectively 

leverage GenAI to achieve the desired results, users must understand these challenges and 

employ strategies such as experimentation, collaboration, and continuous refinement.  

In the current market, GenAI and related productivity tools vary widely in how they handle 

security, privacy, and compliance. Rather than relying on individually configured solutions, the 

State of California benefits from a centralized approach in which Poppy provides access to 

approved vendor tools within a secure, state‑managed environment. By operating on State 

infrastructure under established enterprise security, privacy, and data governance standards, 

Poppy helps safeguard sensitive and confidential state data, supports compliance with state 

policies and statute, and reduces the risk of inconsistent configurations across departments. 

This approach allows the State to leverage best‑in‑class vendor capabilities while ensuring 

they are used in a manner that is secure, governed, and aligned with statewide requirements. 

Without the requested augmented budget for Poppy, CDT will be unable to scale this secure, 

efficient, state-dedicated service across all departments, increasing the risk of data breaches 

and security vulnerabilities as agencies turn to disparate, off-the-shelf vendor solutions without 

adequate governance or oversight.  

B. Justification   

To fully implement Poppy to meet the expanding needs of the state, CDT requests $1 million 
from the TSRF for Fiscal Year 2026–27 to offer Poppy to departments within the State. 

In coordination with CDT’s Office of Statewide Project Delivery (OSPD), CDT has determined 

that Poppy will not go through the full CDT Project Delivery Lifecycle (PDL) process. As part of 

CDT's GenAI risk consultation, the 5305‑F Risk Assessment process - a formal evaluation 

designed to identify, document, and manage potential risks to state operations, assets, and 

data for new technology initiatives - was conducted for Poppy. Through this process, CDT 

assessed the potential impacts and safeguards related to Poppy’s implementation and 

classified it as a moderate risk GenAI effort. This classification indicates that, while there are 

some challenges to consider, these risks are being actively managed by CDT with appropriate 

planning and design safeguards, ensuring smooth operations and minimizing impact. It is not a 



 

 

standalone GenAI “project” as defined by CDT’s GenAI project approval guidance. 

Additionally, the effort is below CDT’s $5 million delegated authority under the departmental 

CIO. As budget authority for this effort was requested through this Budget Change Proposal 

(BCP), CDT OSPD evaluated the applicable PDL requirements and confirmed that a PDL is not 

necessary in this case. 

Failure to approve this request will likely result in siloed implementations of redundant solutions 

that exponentially increase the state’s overall costs and privacy and security risks resulting from 

inconsistent and disparate implementations across the state. Many departments lack 

technical and security expertise resulting in increased reliance on costly vendor consulting 

services to address implementation challenges already overcome by CDT with Poppy.  

 

What is Poppy and What Does it Do: 

Poppy is a secure, centrally managed GenAI service provided by CDT to support State of 

California employees. It is a vendor agnostic platform, tuned to common state workflows, that 

allows staff to access approved LLMs through a state managed environment with uniform 

security, compliance, and integrations. By centralizing the infrastructure, configuration, 

security, governance, and ongoing model management that individual departments would 

otherwise need to build on their own, Poppy substantially reduces the high initial and ongoing 

implementation costs that currently impede GenAI adoption and that would otherwise scale 

exponentially if each department pursued separate solutions. 

Built by state staff for state staff, Poppy acts as an intelligent assistant to automate routine 

tasks, support information discovery, and enable secure collaboration using internal and 

approved external data sources. It directly mitigates data related risks by operating on the 

State’s network under enterprise security standards, with governance, logging, and privacy 

controls already established for participating departments.  

By providing a single, scalable, and cost-effective GenAI platform, Poppy addresses the very 

challenges described above cost, data quality and security, bias, model and vendor 

selection, and user skill gaps while leveraging economies of scale to prevent duplicative 

procurements and fragmented, higher risk implementations across departments.  

C. Departmentwide and Statewide Considerations  

Resources requested in this proposal align with CDT’s mission to partner with state, local 

government, and educational entities to advance California’s technology and ensure secure, 

equitable, and reliable solutions through effective policy and oversight, statewide strategies, 

and innovative services.  

The request also aligns with: 

• Envision 2026:  

o Strengthen California’s Public Sector Technology Workforce 

▪ Creating and retaining skilled and adaptable employees. 

o Align Strategy Execution Across the State 

▪ Maximizing efficiency and effectiveness. 

o Continually Future-Proof the Business of Government 

▪ Preparing for technological advancements. 

• CDT’s 2023-2026 Strategic Plan: Bridge to the Future:  

o Goal 5 – Innovative Growth Strategy 

▪ Increase business opportunities, maintain a security-minded approach, and 

adopt new products and services that meet the evolving needs of our 

customers. 
▪ Strategic Objective 5.3 



 

 

 Cultivate ingenuity and adaptability in solution-delivery approaches. 
▪ Strategic Objective 5.4 

 Encourage innovative thinking to achieve successful outcomes. 

D. Outcomes and Accountability  

Since the launch of Poppy’s proof of concept (POC), the OTech team has garnered 

significant interest and achieved notable milestones: 

Outcomes 

• Accelerated AI Adoption: Agencies can rapidly implement and scale GenAI solutions 
through shared infrastructure, resulting in faster time-to-value for major state services. 

• Cost Efficiency: Consolidated licensing, maintenance, and support provide direct cost 
savings and maximize use of state resources. The efficiencies from the fixed implementation 
costs scale exponentially as more departments adopt Poppy rather than independently 
developing and implementing what CDT already secured and delivered. 

• Consistent Security and Compliance: Centralized governance ensures data privacy, 
regulatory compliance, and standardized security protocols across all agencies. 

• Reduced Redundancy: Eliminates duplicate technology investments and efforts, enabling 
agencies to focus on mission-critical applications rather than infrastructure management. 

• Improved Access to Innovation: Agencies benefit from a robust foundation that supports 
ongoing enhancements, new AI use cases, and knowledge sharing across departments. 

• Enhanced User Experience: Uniform platforms and tools support consistent training efforts 
and user experience, improving overall staff productivity and satisfaction. 

The initial success and interest speak strongly to a promising future with significant potential for 
growth and impact across all California state entities. 

E. Implementation Plan  

CDT will monitor the progress, including actual demand for this service offering, to determine 

the impacts and necessary adjustments to CDT’s subsequent budget.  

F. Supplemental Information (If Applicable)  

N/A



 

 

BCP Fiscal Detail Sheet 
(Dollars in Thousands) 

 

BCP Title:  Poppy: California's Digital Assistant  

BR Name: 7502-014-BCP-2026-MR 
 

  

Budget Request Summary FY26 
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 Operating Expenses and Equipment       

 
 5346 – Information Technology 

 
 0 1,000 0 0 0 0 

 Total Operating Expenses and Equipment $0 $1,000 $0 $0 $0 $0 

 Total Budget Request $0 $1,000 $0 $0 $0 $0 
 

Fund Summary 

 Fund Source - State Operations 
      

  9730 – Technology Services Revolving Fund   0 1,000 0 0 0 0 

 Total State Operations Expenditures $0 $1,000 $0 $0 $0 $0 

 Total All Funds $0 $1,000 $0 $0 $0 $0 
 

Program Summary  
 Program Funding 

      
 

 6230 – Department of Technology   0 1,000 0 0 0 0  

 Total All Programs $0 $1,000 $0 $0 $0 $0  

 
 

 


