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Context
The [B3] Transformational Operating Model underpins the requirement of Transformational Government programs to build services around citizen and business needs rather than government’s organizational structure.  This includes having a whole-of-government view of the customer; as well as providing those customers with services that are accessible when and where they are most needed and ideally offered over multiple channels. This can be achieved using a “Franchise Marketplace”
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The Problem

There is a seeming paradox - given the huge range of government service delivery - between providing an integrated response to all aspects of a customer’s needs at the same time as delivering individual services in a well-targeted and agile way.
Too many government departments and agencies have overlapping but partial information about their citizens and business customers, but nobody takes a lead responsibility for owning and managing that information across government, let alone using it with the customers’ consent to design better services.

One way of addressing this problem has been to restructure government: to put responsibility for customer insight and service delivery into a single, central organization which then acts as the “retail arm” for government as a whole to interact with all its customers.

Under this model, one organization becomes responsible for the service delivery function across all channels - face-to-face, contact centre, web - with relevant staff and budgets being transferred from other agencies.

This is one way of implementing the [B3] Transformational Operating Model as required but with one obvious difficulty: making structural changes to government can be extremely hard. The sheer scale of the “government business” means that any changes need to be implemented carefully over a long period of time and take account of the inherent risks in organizational restructuring. The resulting large-scale delivery organization needs extremely careful management if it is to maintain the agility that smaller-scale, more focused delivery organizations can achieve.
An alternative approach is called the “Franchise Marketplace”: a model that permits the joining-up of services from all parts of government and external stakeholders in a way that makes sense to citizens and businesses, yet without attempting to restructure the participating 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 transformational government is set out in the figure below:
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Figure 5: Overview of the Franchise Marketplace
Key features of this operating model are:

· The model puts into place a number of agile cross-government virtual "franchise businesses" based around customer segments (such as, for example, parents, motorists, disabled people). 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 pragmatic and low-risk operational structure that enables functionally-organized 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 across the existing structure of Government (because they are led by one of the existing "silos") and resourced by organizations that have close links with the relevant customer segment including, possibly, some outside of government;

· Dividing the task into manageable chunks;

· Removing a single point of failure (because of the franchised, distributed nature of the model
);

· Each Franchise working to a common and precisely-defined operating model so as to ensure consistency
;

· Working across and beyond government to manage the key risks to customer-centric service delivery;

· Acting as change agents inside‑Government departments / agencies.

· Citizens are able to choose when they wish to permit data-sharing across organisations within the Franchise Marketplace in order to enable better integrated and more citizen-centric services.

The model enables a "mixed economy" of service provision:

· firstly, by providing a clear market framework within which private and voluntary sector service providers can repackage public sector content and services; and

· secondly by deploying ‘Web 2.0’ type approaches across government that promote re-use and ‘mash-ups’ of existing content and services, 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 transformational government. 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.
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The Solution

Establish a number of agile, cross-government, virtual "franchise businesses" that:

a) are based around customer segments (such as, for example, parents, motorists, disabled people) and that sit inside the existing structure of government;

b) deliver customer-centric, trusted and interoperable content and transactions to citizens,  businesses and other organizations; and

c) act as champions of and drivers for customer-centric public service improvement.
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Linkages
The Franchise Marketplace is a specific example of a [B3] Transformational Operating Model and is considered as the most effective and lowest risk way of delivering the element of the [GP1] Guiding Principles which requires Transformation Programs to “Build services around customer needs, not organizational structure”.  Further details on the key stakeholders who need to be involved in enabling the Franchise Marketplace model are contained at Appendix B.   Implementation of the Franchise Marketplace operating model should be informed by use of the good practices described in [S2] Brand-Led Service Delivery, and underpinned by the citizen-centric identity and privacy management approach described at [S3] Identity and Privacy Management.
�Recommended expansion to address comments 37 and 42


�Recommended expansion to address comment 43.  The “precisely-defined” here relates solely to the operating manual each Franchise follows, not to some broader concept of a whole-of government operating model embracing all agencies etc as well, which the commenter seems to have interpreted the orginal wording as recommending
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