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[bookmark: _Toc284719486]Introduction

The TGF Business Management Framework is in four main sections:

· Context
· Overview of key components in the TGF Business Management Framework
· Detailed description of the key components
· Conformance criteria

[bookmark: _Toc284719487]Context

For largely historical reasons, governments are generally organised around individually accountable vertical silos (for example, tax, health, transport) with clear demarcations between central, regional, and local government. Yet citizens' needs cut across these demarcations. In moving to a citizen-centric approach, it is vital to redress this fragmented approach to business management, and to put in place business management processes which operate at the whole-of-government level.
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The Transformational Government Framework identifies five key aspects of business management which need to be tackled in this way: 

· Transformational Government leadership: the key people and governance structures needed to develop and implement a Transformational Government program
· A collaborative Stakeholder Governance Model: the process by which all key stakeholders are identified, engaged and buy-in to the transformation program, including to the Guiding Principles described in Component 1 of the TGF
· A common terminology and reference architecture: ensuring that all stakeholders have a clear, consistent and common understanding of the key concepts involved in Transformational Government and how these inter-relate
· A Transformation Business Model: a new virtual business layer within government, focused round the needs of citizens and businesses, which enables the existing silo-based structure of government to collaborate effectively in understanding and meeting user needs
· The development and management of Policy Products that constitute the documented commitment to the transformational process of any conformant agency
· A Transformation Delivery Roadmap: giving a four to five year view of how the program will be delivered, with explicit recognition of priorities and trade-offs between different elements of the program.

A high level view of the logical relationships between these components is illustrated below.
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Transformation programs require sustained leadership over a period of years.  

There is no “ideal” leadership structure for a transformation program: the optimal positioning of the leadership team will depend on the context of each specific government.  However, global experience suggests the following factors are vital to address in whichever way is most appropriate for the specific context:

· A clear focus of accountability: at both the political and administrative levels, there should be a senior and empowered individual who has overall responsibility for the Transformation Program
· Deployment of formal program management disciplines: to deliver effective government-wide transformation, it is vital to use a formalised program management approach, such as PRINCE II.
· Ensuring the right skills mix in the leadership team.  Effective leadership of a Transformation Program requires the senior accountable leaders to have access to a mix of key skills in the leadership team which they build around them, including: strategy development skills, stakeholder engagement skills, marketing skills, commercial skills and technology management skills.  Deployment of a formal competency framework such as SFIA can be helpful in identifying and building the right skill sets.
· Building a broad-based leadership team across the wider government.  It is not essential that all Ministers and senior management are committed to the transformation program from the outset.  Indeed, a key feature of an effective roadmap for transformation is that it nurtures and grows support for the strategy through the implementation process.  However, it is important that the program is seen not simply as a centralised or top-down initiative.  Sharing leadership roles with senior colleagues across the government organisation is therefore important.  Further detail on this is set out in the section below on a collaborative stakeholder model.

[bookmark: _Toc284719490]Component 2 of the Business Management Framework: Collaborative Stakeholder Governance Model

Chris to expand in discussion with Nig and Peter (need to decide how to combine merits of Nig’s stakeholder map below and Peter’s “onion” model)
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Figure: Relationship of Stakeholders to the Framework
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In any change program of this breadth and complexity, it is vital that all stakeholders have a common understanding of the key concepts involved and how they interrelate, and have a common language to describe these in.

We therefore recommend that a TGF-conformant transformation program should seek to agree with stakeholders a common Terminology and Transformation Reference Model.

To assist with this, in Appendix 5 to this document we set out a formal definition of all the concepts that are used throughout the Framework and identify the main relationships between them. 
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A central task of the TGF leadership and collaborative stakeholder model is to develop a new and effective business model which enables the machinery of government to deliver citizen-centric services in practice. 

It is failure to address this requirement for a new business model which, arguably, has been the greatest weakness of most traditional e-government programmes. For the most part, the transition to e-government has involved overlaying technology onto the existing business model of government: a business model based around unconnected silos - in which policy-making, budgets, accountability, decision-making and service delivery are all embedded within a vertically-integrated delivery chain based around specific government functions. The experience of governments around the world over the last two decades is that this simply does not work.

So what is the new business model which is required to deliver citizen service transformation? Many attempts have been made by governments to introduce greater cross-government coordination, but largely these have been "bolted on" to the underlying business model, and hence experience only limited success.

This Framework recommends implementation of a business model which permits the joining-up of services from all parts of government in a way that makes sense to citizens, yet without attempting to restructure those parts of government. Conceptually, this leads to a model where the existing structure of government continues to act as a supplier of services, but intermediated by a "virtual" business infrastructure based around customer needs.  A top-level view of such a virtual, market-based approach to citizen service transformation is set out in the figure below:
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Figure still needs updating to remove CS Transform references and reflect findings of Nig’s business model review

Key features of this business model are:
· The model puts into place a number of agile cross-government virtual "franchise businesses" based around customer segments. These franchises are responsible for gaining full understanding of their customers' needs so that they can deliver quickly and adapt to changing requirements over time in order to deliver more customer centric services - which in turn, is proven to drive higher service take-up and greater customer satisfaction.
· Franchises provide a risk-averse operational structure that enables functionally-organised government agencies at national, regional and local to work together in a customer-focused "Delivery Community". They do this by : 
· Enabling government to create a "virtual" delivery structure focused on customer needs 
· Operating inside the existing structure government (because they are owned and resourced by one of the existing "silos" which has a close link to the relevant customer segment) 
· Dividing the task into manageable chunks 
· Removing a single point of failure 
· Working to a new and precisely-defined operating model so as to ensure consistency 
· Working across government (and beyond) to manage the key risks to citizen-centric service delivery 
· Acting as change agents inside government departments / agencies. 
· The model enables a "mixed economy" of service provision: first, by providing a clear market framework within which private and voluntary sector service providers can repackage public sector content and services; and second by disseminating Web 2.0 approaches across government to make this simpler and cheaper at a technical level. 
· The whole model is capable of being delivered using Cloud Computing

This Franchise model represents an important break-through in the shift from a traditional e-government approach towards citizen service transformation. Certainly, the model as a whole or key elements of it has been adopted successfully in governments as diverse as the UK, Hong Kong, Croatia, Abu Dhabi and Australia (where it has been adopted by both the South Australia and Queensland governments).

It is clearly possible that alternate models may develop in future. But however the Transformational Government agenda develops, every government will need to find some sort of new business model along these lines, rather than continue simply to overlay technology onto an old silo-based business model built for an un-networked world.

[bookmark: _Toc284719493]Enabling the Franchise Model

A number of relationships need to be managed by a franchise to enable it to develop, maintain and deliver transformational citizen-centric services. These represent different viewpoints that can be broadly classified as: 
· Service Participants. Those who are actors in the normal operation of the service. 
· Influencers. Those who have a political, business or altruistic interest in the service and the part that it plays in broader government, business and social scenarios. 
· Supporting Assets. Those organisations/bodies and facilities that are necessary to provide a technical underpinning for this and other services. 
· Contributors. Those who work with the franchise to develop and maintain the service. 
[image: TGF Stakeholder Diagram v0]
Nig: I like the chart but think there are a couple of gaps I’d like to fill.  Can you please send the ppt original?
· The Franchise
The franchise is based around a customer segment. It may contain bodies drawn from central, regional, and state government and others that contribute to serving that segment.
It MUST have a lead organisation that ensures its interests are represented to other franchises and bodies. It MUST also have sponsoring organisations that with a responsibility for the full range of service perspectives across the segment.
The franchise is responsible for ensuring that all relationships with external bodies are managed and for the provision of supporting assets necessary to allow organisations within the franchise and working with it to discharge their responsibilities in an open, consultative and transparent manner.
Despite the importance of the franchise concept, it is not intended to add unnecessary bureaucracy – rather, it is intended to provide a lightweight framework within which participants can work naturally and cooperatively.
· Service Participants
The service participants are the most important actors in operational services as the services MUST address their needs and those of the people that they represent.
Thus, as well as being users, it is essential that they are consulted during the proposal stage for all services. Once operational, this group SHOULD to be involved in customer satisfaction exercises and the development of any service enhancements to ensure that their needs continue to be met.
· Influencers
The influencers are those who identify, and possibly mandate, the need for a service. Accordingly, it is vital that they are able to steer developments within and across franchises. They also have a responsibility to ensure that all stakeholders are aligned and are organisationally capable of discharging their responsibilities.
· Supporting Assets
The supporting assets provide the technical underpinning for project delivery. Where they are publically owned, it is intended that they will provide light-touch governance and facilities (primarily technical) to support franchises and inter-working between them and with standards bodies.
It is essential that they ensure the provision and availability of assets that are universal (i.e. fundamental items that are required by all public sector organisations) or common (i.e. assets used across multiple franchises).
Tooling SHOULD to be provided with the aim of supporting all stakeholders and facilitating their collaboration.
· Contributors
During their normal activities, contributors will encounter situations where they need to work with other organisations to use, modify or generate assets. They MUST use franchise provided mechanisms in such situations.
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Component 5 of the Business Management Framework: Policy Product Management

We define a "Policy Product" as: any document which has been formally adopted on a government-wide basis in order to help achieve the goals of citizen service transformation. These documents vary in nature (from statutory documents with legal force, through mandated policies, to informal guidance and best practice) and in length (some may be very lengthy documents; others just a few paragraphs of text). Policy Products are important drivers of change within government: first because the process of producing them, if managed effectively, can help ensure strategic clarity and stakeholder buy-in; and second because they then become vital communication and management tools.

Over recent years, several governments have published a wide range of Policy Products as part of their work on Interoperability Frameworks and Enterprise Architectures, and other governments are therefore able to draw on these as reference models when developing their own Policy Products. However, we believe that the set of Policy Products required to ensure that a holistic, government -wide vision for transformation can be delivered is much broader than is currently being addressed in most Interoperability Frameworks and Enterprise Architectures. 

A TGF-conformant transformation program will use the Policy Product Map shown below as an assessment framework for determining what Policy Products are needed to deliver the program effectively.  This maps the four delivery processes described in Component 2 of the TGF (Business Management, Customer Management, Channel Management and service-oriented Technology Management) against the five interoperability domains identified in what is currently the broadest of Interoperability Frameworks - the European Interoperability Framework (EIF): technical, semantic, organisational, legal and policy interoperability.   While the EIF framework is conceptually complete, by mapping it against these core delivery processes, a much clearer sense can be gained of the actions which are needed.
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A full analysis of the Policy Products which we recommend are typically needed to deliver an effective and holistic transformation program is included in the separate Committee Note “Tools and Models for the Business Management Framework” (reference).  However, the detailed Policy Products in that note are advisory only.  Whilst every policy product indicated may not be needed, we recommend that any conformant transformation program should use the overall framework of the Policy Product Map to conduct a gap analysis aimed at identifying all key Policy Products needed for that government, taking the Committee Note into account as guidance. 
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Finally, it is essential that the vision, strategy, business model and policies for citizen service transformation are translated into an effective Transformation Roadmap. 

Since everything can clearly not be done at once, it is vital to map out which elements of the transformation programme need to be started immediately, which can be done later, and in what order.  There is no one-size-fits all strategy which governments can use, since strategy needs to be tailored to the unique circumstances of each government's situation.

However, all governments face the same strategic trade-offs: needing to ensure clear line-of-sight between all aspects of programme activity and the end outcomes which the government is seeking to achieve, and to balances quick wins with the key steps needed to drive longer term transformation.

In the early days of the Transformational Government program, we recommend that the major strategic focus should be on safe delivery - that is, prioritising high benefit actions which help to accelerate belief and confidence across the government and the wider stakeholder community that ICT-enabled change is possible and beneficial - but which can be delivered with very low levels of risk. As the programme develops, and an increasing number of services become available, the strategic focus can move towards building take-up: that is, building demand for online services and creating a critical mass of users. Once that critical mass starts to appear, the strategic focus can start to shift towards fuller transformation: in other words, to start driving out some of the more significant transformational benefits that high levels of service take-up enables, for example in terms of reducing the cost of government service delivery.

As the diagram below makes clear, these strategic foci are not mutually exclusive, but overlap. Crucially, in the Safe Delivery phase there will also be some vital steps needed in order to pave the way for longer term transformation, particularly in respect of establishing the business case for transformation, and embedding the strategy in effective governance processes. But the diagram shows how the strategic weight between each consideration should shift over time.


[image: ]Fig 3: strategic trade-off model for government transformation

Guided by the strategic trade-off framework described above, our experience has been that a phased approach is the most successful. Typically, an effective Delivery Roadmap will cover five main phases.

1.	Plan: the preparation and planning needed to develop a tailored Delivery Roadmap for the government, to ensure that the business case for transformation is fully articulated, and that all key stakeholders are on-board. Key outputs from this phase should include: 
· Transformation vision: a high level document setting out the agreed future model for transformation of our client organisation and its re-engineered business processes 
· Strategic business case: the key costs and benefits associated with the transformation programme 
· Enterprise Architecture: a blueprint for the business, IT and data systems and standards needed to enable the transformation vision 
· Delivery roadmap: a multi-year transformation plan, covering, among other things: 
· A change management plan (including communication and training plans)
· Central capability building and governance processes 
· A sourcing strategy 
· A migration strategy for expanding, retiring or abandoning legacy systems in order to align them with the new Enterprise Architecture 
· A risk management strategy 
· A high level benefit realisation plan, setting out the actions needed to ensure full downstream delivery of the intended benefits from the transformation programme. 

2.	Initiate: in this first phase of delivery, the focus is on building the maximum of momentum behind the Roadmap for the minimum of delivery risk. This means focusing in particular on three things: 
· some early quick wins to demonstrate progress and early benefits, for a minimum of delivery risk and using little or no technology expenditure 
· embedding the Roadmap in governance structures and processes which will be needed to inform all future investments, notably the frameworks of enterprise architecture, customer service standards and issue/risk management that will be required 
· selecting effective delivery partners. 

3.	Deliver: in this phase, some of the more significant investments start coming on stream - for example, the first version of the major "one-stop" citizen-facing delivery platforms, and the first wave of transformation projects from "champion" or "early adopter" agencies within the government 

4.	Consolidate: in this phase, the focus shifts towards driving take-up of the initial services, expanding the initial one-stop service over more channels, learning from user feedback, and using that feedback to specify changes to the business and technology architectures being developed as longer term, strategic solutions 

5.	Transform: finally, the program looks to build out the broader range of e-transformation projects, drive forward the migration of all major citizen-facing services towards the new one-stop channels, and complete the transition to the full strategic IT platform needed to guarantee future agility as business and customer priorities change.

[bookmark: _Toc284719496]Conformance Criteria

Any conformant implementation of this Framework:
· MUST have leadership which involves:
· Clear accountability at both the political and administrative levels
· Deployment of formal program management disciplines
· A clearly identified mix of leadership skills 
· Engagement of a broad-based leadership team across the wider government.  
· MUST have a Collaborative Stakeholder Governance Model
· MUST have an agreed and shared terminology and reference model
· MUST have a Transformation Business Model
· SHOULD use the Franchise Model
· MUST have used the Policy Product Map to identify all necessary Policy Products
· MUST have a phased Transformation Roadmap
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