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Abstract:

This document is an extract of the full document and is provided for translations into languages other than English.  The full authoritative version is available at the reference above.

The Primer is intended to serve as an introduction to and detailed overview of the “Transformational Government Framework” (TGF) - a practical “how to” standard for the design and implementation of an effective program of technology-enabled change at national, state or local government level.

It also covers the Framework’s rationale, purpose, scope, and intended use.

The Framework is a managed process of ICT-enabled change in the public sector, which puts the needs of citizens and businesses at the heart of that process and which achieves significant and transformational impacts on the efficiency and effectiveness of government.

The Primer is in three main parts but this extract only summarises Part 1:

· Part I, including an Introduction and Overview, sets out the context in which the TGF has been produced, its purpose, and the principal users at whom the Framework is aimed.
· Part II describes the Transformational Government Framework itself, including the conformance criteria by which users of the Framework may determine if they are conformant.

· Part III provides a set of Guidance Notes providing further information to users of the TGF on how they can implement it in practice.

.
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Introduction to the Framework
This Introduction covers:

· The context and historical background for Transformational Government;
· The definition of Transformational Government in this context;
· The purpose of the Transformational Government Framework (TGF);
· The audience, intended primary and secondary users, of the Framework;
An overview with top-level description of the key components of the TGF with context on why each is important.

Context

All around the world, governments at national, state, and local levels face huge pressure to do “more with less”. Whether their desire is: to raise educational standards to meet the needs of a global knowledge economy; to help our economies adjust to financial upheaval; to lift the world out of poverty when more than a billion people still live on less than a dollar a day; to facilitate the transition to a sustainable, inclusive, low-carbon society; to reduce taxation; or to cut back on public administration; every government faces the challenge of achieving their policy goals in a climate of increasing public expenditure restrictions.
Responding effectively to these challenges will mean that governments need to deliver change which is transformational rather than incremental.

During much of the last two decades, technology was heralded as providing the key to deliver these transformations. Now that virtually every government is an "e‑Government" - with websites, e‑services and e‑Government strategies proliferating around the world, even in the least economically developed countries - it is now clear that Information and Communication Technologies (ICT) are no “silver bullet”. The reality of many countries' experience of e‑Government has instead been duplication of ICT expenditure, wasted resources, no critical mass of users for online services, and limited impact on core public policy objectives.

An increasing number of governments and institutions are now starting to address the much broader and more complex set of cultural and organizational changes which are needed if ICT is to deliver significant benefits in the public sector. Countries such as the UK, Canada and Australia have all recently published strategies which shift decisively away from "e‑Government" towards a much more radical focus on transforming the whole relationship between the public sector and users of public services. In the same vein, the European Commission has updated and published its ‘European Interoperability Framework’ (EIF)
 and several US agencies are looking to update and consolidate the ‘Federal Enterprise Architecture’ (FEA)
 into a new ‘Unified Government Enterprise Architecture Framework’ (UGEAF).
We call this process: Transformational Government

Defining Transformational Government

The definition of Transformational Government used here and in the Framework is

Transformational Government

A managed process of ICT-enabled change in the public sector, which puts the needs of citizens and businesses at the heart of that process and which achieves significant and transformational impacts on the efficiency and effectiveness of government.

This definition deliberately avoids describing some perfect “end-state” for government. That is not the intent of the Transformational Government Framework. All governments are different: the historical, cultural, political, economic, social and demographic context within which each government operates is different, as is the legacy of business processes and technology implementation from which it starts. So the Transformational Government Framework is not a “one-size-fits-all” prescription for what a government should look like in future.

Rather, the focus is on the process of transformation: how a government can build a new way of working which enables it rapidly and efficiently to adapt to changing citizen needs and emerging political and market priorities. In the words of one of the earliest governments to commit to a transformational approach: “…. the vision is not just about transforming government through technology. It is also about making government transformational through the use of technology”
,

A full understanding of this definition of Transformational Government can also be assisted by focusing on the four major ways in which Transformational Government programs differ from traditional e‑Government programs:

· They take a whole-of-government view of the relationship between the public sector and the citizen or business user
· They include initiatives to e-enable the frontline of public services: that is, staff involved in direct personal delivery of services such as education and healthcare - rather than just looking at transactional services which can be e-enabled on an end-to-end basis
· They take a whole-of-government view of the most efficient way of managing the cost base of government
They focus less on service customers as passive recipients of services and more with citizens and businesses as owners of and participants in the creation of public services.
Each of these defining aspects of Transformational Government is explored in more detail below.

Transforming services around the citizen and business user

Most governments are structured around a set of vertically-integrated silos or stovepipes - agencies, departments, ministries. By and large, it is these silos which the Governments of developed countries have spent billions of dollars "e‑enabling" since the 1990s. However, this is an ICT investment strategy which is fundamentally not customer-focused, because the needs of citizens, businesses and others cut across the organisational structures and hierarchies of government. It has inevitably resulted in low levels of take-up for e‑services. Governments in developed countries are now grappling with the legacy of thousands of fragmented, silo-focused websites: more than 270,000 in the US public sector, 9,000 in Germany, and 3,000 in the UK. An increasing number of governments are now seeking to make a fundamental strategic shift, towards a holistic, customer-centred approach, driven at the whole-of-government level.

This shift includes, in leading countries, a move to a customer-centric “one‑stop service” delivered over multiple channels.
“One-stop service” as used in the TGF does not imply that all government services need to be brought together in one physical place or website. Typically, a one-stop service brings together the majority of content and services used by the majority of people, leaving more specialist services to engage with their customers either through service-specific channels or through one-stop services focused on specific clusters or sectors of customer need
e‑Enabling the frontline

Traditional e‑Government has focused on e‑enabling transactional services and providing online content. The great majority of public sector staff and expenditure is not however involved in such services, but rather in "front line" delivery: teachers, healthcare workers, police, court officials, emergency response teams, etc. Leading governments are beginning to understand how the work of such front line staff can be transformed through the use of real-time knowledge management and mobile workflow applications.

Empowering Stakeholders
People’s experience of new technologies is shaped by the best that the private sector has to offer globally and - increasingly - through the ability to co-create content and services as individuals or in peer-to-peer networks. They will demand ever greater interactivity and ownership in their relationship with public services. Transformational Government programs embrace this. Where traditional e‑Government programs focused on the user as "the customer", Transformational Government enhances the relationship between government, citizen, and business on a richer, more reciprocated, and more empowering basis.

Cross-government efficiency

The silo-based approach to ICT investment typical of much e‑Government has not only resulted in "un-customer-centric" services (as discussed above), but also in duplication and inefficiency. Governments have "reinvented the wheel" in ICT terms - over and over again - with different agencies each:

· maintaining their own databases, even for universal data sets such as customer identity, addresses and so forth;
· building bespoke applications for e‑service functions common to all or many agencies (such as payments in and out, eligibility, notification, and authentication), as well as for common business processes such as HR and Financial Management; and
doing so in ways which not only duplicate expenditure, but which also will not inter-operate with other agencies - making it more difficult and expensive to move towards inter-agency collaboration in future.
A key focus of Transformational Government is therefore to move towards a service-oriented and building-block approach to ICT and back-office service architecture across all parts of government - reaping efficiency gains while at the same time enabling better, more customer-focused service delivery. As “cloud computing” gains traction and momentum, this approach opens up even greater scope to achieve large-scale efficiency savings while simultaneously improving organizational agility.

Purpose of the Transformational Government Framework

Delivering this degree of change is not straight-forward for government. Indeed, government faces unique challenges in delivering transformational change, notably:

· the unparalleled breadth and depth of its service offering;
· the fact that it provides a universal service, engaging with the whole population rather than picking and choosing its customers;
structures, governance, funding & culture which are all organized around specific business functions, not around meeting customer needs in a holistic way.
The time is now right to set out a clear standardized framework within which governments can overcome these challenges to deliver genuinely transformational ICT-enabled change in the public sector. Against the background, the purpose of the Transformational Government Framework is

Transformational Government Framework: purpose

In the increasingly common situation of governments being expected to deliver better and more services for less cost whilst maintaining high-level oversight and governance, the Transformational Government Framework provides a framework for designing and delivering an effective program of technology-enabled change at all levels of government.
Target audience for the Transformational Government Framework

The Transformational Government Framework (TGF) is intended primarily to meet the needs of:

· Political and administrative leaders responsible for shaping public sector reform and e‑Government strategies and policies (at national, state/regional and city/local levels);
Senior executives in industry who wish to partner with and assist governments in the transformation of public services and to ensure that the technologies and services which the private sector provides can have optimum impact in terms of meeting public policy objectives
Service and technology solution providers to the public sector.
Secondary audiences for the Transformational Government Framework include:

· Leaders of international organisations working to improve public sector delivery, whether at a global level (e.g. World Bank, United Nations) or a regional one (e.g. European Commission, ASEAN
, IADB
)

· Professional bodies that support industry sectors by the development and maintenance of common practices, protocols, processes and standards to facilitate the production and operation of services and systems within the sector, where the sector needs to interact with government processes and systems.

Academic and other researchers working in the field of public sector reform.
Civil society institutions engaged in debate on how technology can better enable service transformation.
Overview of the Transformational Government Framework

There are four main components to the Framework:
· Guiding Principles

· Delivery Frameworks
· Critical Success Factors and

· A Benefits Realisation Framework
Component 1: Guiding Principles for Transformation

As discussed above, a “one-size-fits-all” approach to public sector reform does not work. Nevertheless, there are some guiding principles which 10-15 years of experience with e‑enabled government around the world suggests are universal. They are based on the experience of many OASIS member organizations working with governments of all kinds, all around the world, and they form the heart of the Framework.

In the Transformational Government Framework, we use the term “principle” to mean an enduring statement of values which can used on a consistent basis to steer business decision making over the long term.
The principles used in the TGF are detailed in Part II of the Primer.

Component 2: Service Delivery Processes
The TGF includes four major delivery processes within government, all of which need refocusing in a customer-centric way in order to deliver genuinely transformational impact:

· business management,

· customer management,

· channel management, and

technology management based on the principles of service-oriented architecture.
Part II of the Primer describes frameworks for each of these areas, and Part III gives further guidance on how to implement them.
Component 3: Critical Success Factors

Programs and projects which seek to deliver Transformational Government face significant risks to successful delivery. Typically, these risks are not related to the technology itself – which is largely mature and proven – but rather to business and cultural changes. Such changes are needed within government to deliver the business management, customer management and channel management transformations described in Component 2 of the TGF.

However, there is now an increasing body of research which seeks to understand why some ICT‑enabled transformation programs succeed and why others fail. The TGF therefore includes nine Critical Success Factors that reflect and respond to the findings of such research, validated with OASIS members around the world. These Critical Success Factors need to be taken on board by any government seeking to develop and deliver an effective Transformational Government program.
Component 4: Benefits Realisation Framework

The Benefits Realisation Framework is needed to ensure that the Transformation Government program ultimately delivers all of its intended benefits and impacts in practice. Logically, the design and delivery of a Benefits Realisation Strategy is a part of the Business Management task, and is a core responsibility for the Transformational Government Leadership and the collaborative stakeholder governance model described in the TGF Business Management Framework. It is of such vital importance however that it is highlighted as a distinct component of the overall Framework.

ICT projects in government (and indeed in the private sector) do not automatically deliver benefits. Governments historically have fallen into two pitfalls which have hindered full benefits realisation:

· Failure to pro-actively manage the downstream benefits after an individual ICT project has been completed. Often, ICT projects are seen as “completed” once the technical implementation is initially operational. In order to reap the full projected benefits (efficiency savings, customer service improvements etc.), on‑going management is essential, often involving significant organizational and cultural changes. A study for the European Commission
 calculated that, as a rule of thumb, organizational change accounts for 55% of the full costs of e‑Government projects in Europe, while ICT only accounts for 45%. Yet these organisational change costs are often not fully factored in or delivered, resulting in a failure to maximize the potential benefits of the ICT investments.

Failure at a whole-of-Government level to undertake the restructuring of the public labour market to take advantage of new efficiencies. Effective delivery of e‑Government services – both externally in service delivery to citizens and businesses and internally in modernising the operations of government – opens up the potential to reduce significantly the cost of government. As the cost of delivering government services falls, so governments need to plan and implement the necessary restructuring of the public sector to realize efficiency benefits in the traditional paper-based channels. These efficiency savings can then either be returned to the tax payer in the form of lower taxes, or recycled into priority front-line public services such as health and education. A study by the OECD in 2006
 showed that this “whole-of-government” approach to efficiency savings had until that point been a feature of only a few countries, notably Canada, the UK and Finland. Increasingly though, financial pressures are forcing governments to focus on this issue.
The Transformational Government Framework does not seek to specify in detail what benefits and impacts a Transformational Government program should seek to achieve – that is a matter for each individual government. However, the TGF does set out a best practice approach to benefits realisation.
Core Terminology and Reference Model

The Business Management Framework of the TGF includes formal terminology and a reference model in order to ensure that all stakeholders have a clear, consistent and shared understanding of the key concepts involved in Transformational Government; how these concepts relate to each other; how they can be formally modelled; and how such models can be leveraged and integrated into new and existing information architectures.

This enables any conformant agency to use a common terminology without ambiguity and be sure that these terms are used consistently throughout all work.

Some key concepts are already introduced below. Further guidance on how the terminology is composed and how a reference model may be used is given in Part III (a) of the Primer.
Core Terminology

Accessibility

A policy prescription that aims at ensuring that people with disabilities and the elderly can use public services with the same service levels as all other individuals.
Channel

A particular means and/or path of delivery of a service to a customer
Customer

Any natural or legal person (a citizen or a business) who uses a public service. Standard SOA terminology refers to “consumer” but “customer” is to be preferred in order to highlight a more active role than is implied by (the more passive term) consumer.
Customer Franchise

A collaborative organisation created by the government with the purpose of: understanding the needs of a specific customer segment for government services (such as, for example, parents, motorists, disabled people, land and property); championing the needs of that segment within government; aggregating content and transactions for that segment from across government and beyond; and delivering that content and services as part of the wider Franchise Marketplace.
Delegate

Some person or agent acting with authority on behalf of another person.

Delivery Roadmap

A detailed multi-year plan for the delivery of an overall cross-government vision for service transformation
Ecosystem

A set of ICT systems and stakeholders together with the environment and context within which they all operate

Franchise Marketplace

The virtual business infrastructure within which Customer Franchises collaborate with each other and other stakeholders to deliver user-centric, trusted and interoperable content and transactions to citizens and businesses.  The Franchise Marketplace is the business model recommended by the TGF for best delivering the TGF Guiding Principle of “Build services around customer needs, not organisational structure”.
Goal

A broadly stated, unmeasured but desired outcome. Not to be confused with an Objective
Inclusion

A policy prescription that aims at allowing everyone to take full advantage of the opportunities offered by new technologies to overcome social and economic disadvantages and exclusion.
Interoperability

The ability of disparate and diverse organisations to interact towards mutually beneficial and agreed common goals, involving the sharing of information and knowledge between the organisations, through the business processes they support, by means of the exchange of data between their respective ICT systems.

Leadership

Key people and governance structures needed to develop and implement a Transformational Government program

Need

A general statement expressed by a stakeholder of something that is required. Not to be confused with a Requirement
Objective

A specific, measurable and achievable outcome that a participant seeks to achieve

One-stop Service

A service designed around the needs of citizens and businesses. Such a service brings content and transactions from a wide number of different government agencies, and from different layers of government, enabling them to be integrated as a “one stop” point of service delivery, according to common service standards and with common marketing and communication. 

Policy Product

A document that has been formally adopted on a government-wide basis and aimed at helping achieve one or other goal of transformational government
Requirement

A formal statement of a desired result that, if achieved, will satisfy a need
Security

The set of mechanisms for ensuring and enhancing trust and confidence in a system.
Service-Orientation, Service-Oriented

A paradigm for organizing and utilizing distributed capabilities that may be under the control of different ownership domains.
Stakeholder

Any claimant inside or outside an organisation who have a vested interest in any problem and/or its solution

Stakeholder Governance Model
Model and process in which key stakeholders are identified, engaged and buy-in to the transformation program
System
A collection of components organized to accomplish a specific function or set of functions

Transformational Government

A managed, customer-centred, process of ICT-enabled change in the public sector
� European Interoperability Framework (EIF) for European public services, see http://ec.europa.eu/isa/strategy/doc/annex_ii_eif_en.pdf


� Federal Enterprise Architecture, see http://www.whitehouse.gov/omb/e-gov/fea/


� See the UK Government’s white paper “Transformational Government – enabled by technology”, Cabinet Office, 2005


� The Association of Southeast Asian Nations


� The Inter-American Development Bank


� Source: e-Government Economics Project


� IT Outlook 2006, OECD





