Transformational Government Core Framework
Part I: Framework Overview
Context

All around the world, governments face huge pressure to do more with less. 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.

Responding effectively to these challenges means governments need to be capable of delivering change which is transformational, not incremental.

During the 1990s and the first part of this decade, many thought that new technology would provide the key to deliver these transformations. But at a time when virtually every government in is now an "e-government" - with websites, e-services and e-government strategies proliferating around the world, even in the least developed countries - it is now clear that Information and Communication Technology is no magic bullet. Duplicated IT expenditure, wasted resources, no critical mass of users for online services, and limited impact on core public policy objectives - this has been the reality of many countries' experience of e-Government.

An increasing number of governments are now starting to get to grips with the much broader and more complex set of cultural and organisational 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.

We call this process: citizen service transformation
.

Defining Transformational Government 
Transformantional Government  programmes differ from traditional e-Government programmes in four major ways:

•
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 on the "citizen" or “business” not the "customer". That is, they seek to engage with citizens and businesses as owners of and participants in the creation of public services, not as passive recipients of 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 spend billions of dollars on "e-enabling" since the 1990s. Yet the needs of citizens, businesses and others engaging with government typically cut across the organisational structures and hierarchies of government - so this is an IT investment strategy which is fundamentally not a citizen-focused one, and which 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 (270,000+ in the US public sector, over 9,000 gov.de sites in Germany, and over 3,000 gov.uk sites in the UK). An increasing number are now seeking to make a fundamental strategic shift, towards a holistic, citizen-centred approach, driven at the whole-of-government level.

This shift includes, in leading countries, a move to a one-stop citizen-centric service delivered over multiple channels.

e-Enabling the frontline

Traditional e-Government focused on e-enabling transactional services and providing online content. Yet the great majority of public sector staff and expenditure is not involved in such services, but rather is on the "front line": teachers, healthcare workers, police, court officials, emergency response teams and so on. Leading governments are increasingly beginning now 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.

Cross-government efficiency

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

•
maintaining their own databases, even for universal data sets such as citizen identity, addresses and so on 

•
building bespoke applications for e-service functions which are 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 transformation is therefore to move towards an integrated IT and back-office service architecture across all parts of government - reaping efficiency gains while at the same time enabling better, more citizen-focused service delivery. With the move towards Cloud Computing, this service-oriented, building-block approach to government IT opens up even greater scope to achieve large-scale efficiency savings while simultaneously improving organisational agility.

Empowering the citizen
 
Citizens' experience of new technology is shaped by the best of the global private sector and - increasingly - through an ability to co-create content and services as individuals or in peer-to-peer networks. They will increasingly demand this level of interactivity and ownership in their relationship with public services Transformation programmes embrace this. Where traditional e-Government programmes focused on the user as "the customer", citizen service transformation looks to enhance the relationship between government and the citizen on a much richer, more reciprocal, and more empowering basis.

How it all fits together – the Core 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 organised around specific business functions, not around meeting citizen needs in a holistic way. 

We have therefore developed the framework below to help governments overcome these challenges: the Transformational Government Framework:
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Guiding principles
A one-size-fits all approach to transformation will not work, nevertheless there are some guiding principles which we consider universal.

These guiding principles are set out below and must be used. They are based on the experience of many TC members and OASIS member organisations working with governments of all kinds, all around the world, and they form the heart of the Framework.


Be obsessive about understanding your customers

•
Own the customer at the whole-of-government level 

•
Don't assume you know what users of your services think - research, research, research 

•
Invest in developing a real-time, event-level understanding of citizen interactions with government 

Build services around customer needs, not organisational structure

•
Provide people with one place to access government, built round their needs 

•
Don't try to restructure government to do this - build "customer franchises" which sit within the existing structure of government and act as change agents 

•
Deliver services across multiple channels - but use web services to join it all up, reduce infrastructure duplication, and to encourage customers into lower cost channels 

•
Don't spend money on technology before addressing organisational and business change 

•
Don't reinvent wheels - build a cross-government strategy for common citizen data sets (e.g. name, address) and common citizen applications (e.g authentication, payments, notifications) 

Citizen service transformation is done with citizens, not to them

•
Engage citizens directly in service design and delivery 

•
Give citizens the technology tools that enable them to create public value themselves 

•
Give citizens ownership and control of their personal data - and make all non-personal government data freely open for reuse and innovation by citizens and third parties. 

Grow the market

•
Ensure that your service transformation plans are integrated with an effective digital inclusion strategy to build access to and demand for e-services across society 

•
Recognise that other market players (in the private, voluntary and community sectors) will have a significant influence on citizen attitudes and behaviour - so build partnerships which enable the market to work with you to deliver joint objectives. 

Manage and measure these nine critical success factors
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These nine factors are covered in more detail below.

Delivery processes

Delivering the principles outlined above, in line with the Critical Success Factors (see later in this paper), involves re-inventing every stage of the service delivery process. We have identified three main delivery processes, all of them centred on the citizen but each focussed on specific aspects of overall delivery:

· business management

· customer management

· channel management

Business Management

For largely historical reasons, governments are generally organised around individually accountable vertical silos 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.

The Transformational Government Framework identifies four key aspects of business management which need to be tackled in this way:

· The vision and strategy that contribute to a Transformation Business Model;

· The development and management of Policy Products that constitute the documented commitment to the transformational process of any conformant agency;

· A Transformation delivery Roadmap

· The recognition and governance of all stakeholders involved in the overall process

The details of all this are included in the TGF “Business Management Framework” (reference)

Customer Management

Citizen-centric customer management involves taking a holistic, market-driven approach to every step of the service design and delivery process. Three areas in particular are of vital importance:
· Marketing

· identity management
· citizen empowerment

The details of all this are included in the TGF “Customer Management Framework” (reference)
Channel Management

Government services can be delivered through a wide range of different channels. It can be helpful to think of that range as varying across two key dimensions: which delivery channels are being used (‘channel mix’) and who owns them (channel ownership’).

The transformation framework aims at building a channel management approach centred around the needs and behaviour of the citizen. The key components of such an approach include:

· Channel audit

· Channel Shift

· Channel Optimization

· Cross-Channel Management

The details of all this are included in the TGF “Channel Management Framework” (reference)
Strategy for SOA-based IT Infrastructure
The transformations to business, customer and channel management described above require a new approach to technology and in particular a commitment to the paradigm and principles of Service Oriented Architecture (SOA) and SOA-based infrastructure.

Transformation demands a single view of the citizen or business, delivered inside an integrated business and channels architecture.

In terms of IT, all of this requires governments to learn from private-sector best practice. Industry is moving towards a model of company-wide, service-orientated enterprise architecture, where common building blocks using open standards can be re-used to enable flexible and adaptive use of technology to react quickly to changing customer needs and demands. Increasingly, companies are gaining even greater efficiency benefits by managing these building blocks as a service, provided not within their own IT architecture but from within "the Cloud" - the dynamically-scalable set of computing resources now being offered as a service over the Internet.

Governments are increasingly taking this 'building block' approach to technology development. Key building blocks such as ICT infrastructure, common data sets, and identity verification need to be co-ordinated effectively. While much can be learned from the private sector, simply importing industry practices will not solve this coordination problem within government.

Governments are taking different approaches to the co-ordination function: some build central infrastructure for use by all departments and agencies; others identify lead departments to build and implement common solutions; others have a more decentralised approach, allowing departments to develop their own solutions according to a common architecture and standard set. However, finding an effective approach which works within a specific government approach is vital, since without this sort of technology flexibility, then citizen service transformation becomes impossible - or possible only at great expense and with significant wasteful and duplicated IT expenditure.

Critical Success Factors

Programmes and projects which seek to deliver citizen service transformation face a significant range of risks to successful delivery. Typically, the risks are not to do with the technology involved - which is largely now mature and proven. Rather, the risks lie primarily in the business and cultural changes which are needed within government to deliver the business management, customer management and channel management transformations described above.
We have identified nine critical success factors that must 
be taken into account. Successful transformation programmes manage and measure these Critical Success Factors throughout the life of the programme.

1. Strategic Clarity
Clear vision: all program stakeholders have a common and comprehensive view of what the program seeks to achieve. In particular, we will not spend money on technology before identifying the key organizational and business changes needed to deliver our vision. Strong business case: we know what outcomes we want to achieve, have base lined where we are now, and know how we will measure success. Focus on results: although we have a vision of where we want to go, and a set of principles by which we will move forwards, we will not over-plan. Instead, our strategy focuses on taking concrete, practical steps in the short to medium term, rather than continually describing the long-term vision. 

2. Leadership
Sustained support: our political leaders and top management are committed to the project for the long term. Leadership skills: our program leaders have the skills needed to drive IT-enabled business transformation, and have access to external support. Collaborative governance: leaders from all parts of our and other organizations involved in the program are motivated for it to succeed, and are engaged in clear and collaborative governance mechanisms to manage any risks and issues. 

3. User focus
A holistic view of the customer: we understand who the customers for our services are – not just for individual services, but across the government as a whole. We know our customers, both internal and external, are different, and understand their needs on a segmented basis. Citizen-centric delivery: citizens can access all of our services through a “one-stop” shop. This is available over multiple channels but we use web services to join it all up and reduce infrastructure duplication - and we actively encourage customers into lower cost channels. Citizen empowerment: we engage citizens directly in service design and delivery, and provide them with technology tools that allow them to create public value themselves. 

4. Stakeholder Engagement

Stakeholder communication: all our stakeholders – users, suppliers, delivery partners elsewhere in the public, private and voluntary sector, politicians, the media etc – have a clear understanding of our program and how they can engage with it. Cross-sector partnership: other market players (in the private, voluntary and community sectors) often have much greater influence on citizen attitudes and behaviour than government – so our strategy aims to build partnerships which enable the market to deliver our objectives. 

5. Skills
Skills mapping: we know that the mix of business change, product and marketing management, program management, and technology skills needed to deliver transformational change does not yet exist in our organization. We have mapped out the skills we need, and have a clear strategy for acquiring them. Skills integration: we have effective mechanisms in place to maximize value from the skills available in all parts of our delivery team, bringing together internal and external skills into an integrated team. 

6. Supplier Partnership
Smart supplier selection: we will select suppliers based on long-term value for money rather than price, and in particular based on our degree of confidence that the chosen supplier will secure delivery of the expected business benefits. Supplier integration: we will manage the relationship with strategic suppliers at top management level, and ensure effective client/supplier integration into an effective program delivery team with shared management information systems. 

7. Future-proofing
Interoperability: we will use interoperable, open standards which are well supported in the market-place. Web-centric delivery: we will use a service-oriented architecture to support all of our customer interactions, from face-to-face interactions by front line staff to online self-service interactions. Agility: we will deploy technology using common building blocks which can be re-used to enable flexible and adaptive use of technology to react quickly to changing customer needs and demands. Shared services: key building blocks will be managed as government-wide resources – in particular common data sets (eg name, address); common citizen applications (eg authentication, payments, notifications); and core IT infrastructure. 

8. Do-ability

Phased implementation: we will avoid a “big bang” approach to implementation, reliant on significant levels of simultaneous technological and organizational change. Instead, we will develop a phased delivery roadmap which: • works with citizens and businesses to identify a set of services which will bring quick user value, in order to start building a user base • prioritize those services which can be delivered quickly, at low cost and low risk, using standard (rather than bespoke) solutions • works first with early adopters within the government organization to create exemplars and internal champions for change • learns from experience and then drives forward longer term transformations Continuous improvement: we expect not to get everything right first time, but have systems which enable us to move quickly and learn from experience. 

9. Benefit Realization

Benefit mapping: we will ensure clear line of sight between every investment and activity, and the end outcomes we are trying to achieve Benefit tracking: we will establish clear baselines, set measurable success criteria, and track progress against planned delivery trajectories for each of these Benefit delivery: we will establish pro-active governance arrangements to drive out the downstream benefits after the initial implementation project is complete

Benefit Realisation Strategy

Outline of value and importance in the overall framework
Part II: Transformational Government Reference Model

In this part of the Core Framework, we define the series of concepts that are used throughout the Framework and identify the main relationships between them. This enables any conformant agency to use a common terminology without ambiguity and be sure that these terms are used consistently throughout all work.

[Introduction to concept of Reference Model and what methodology and modelling artifacts are used to present the Model]

[Identified concepts should be grouped logically according to the main concerns of the Framework – the following headings are purely indicative – needs more work]

[The text should flow with definitions made as appropriate and formatted clearly. An appendix will include a summary ‘terminology index, indicating what terms are defined and where to find the definitions in the core text here]

[Concept maps, topic maps and/or UML diagrams can be included in this section to highlight the model]

TGF Leadership, Stakeholders, Administrations and Agencies

Transformation Business Model

Policy formulation and policy products

Service delivery and the Franchise Model

Support ecosystem and SOA
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Figure: Relating the TGF deliverables

[image: image4.png]TGF

uided by

Administration

guides 1.

Cooperates with 0. Other

o e

Administrations

Standard

has associated 0.

provides

Guidance

Public

have customers®

1. composed of 1.% engages with _engages with have *
Policy Franchise mermbers of1.7| Public Cross-Admin Other
Formulation Organisation Working Gov. Units

. Jorores 0.+
Pan-Admin
Polic - -
St et A Services
Stakeholder 0
e responsit 1.
e ondes canial} 4 e on
Services
POICY b Support uences e
Products Ecosystem facilitafes 0.7 | use*
manneaty 1 |coninbute 0. e





Figure: Relationship of Stakeholders to the Framework

Part III: Conformance Criteria

Any conformant implementation of this Framework:

· MUST use these Guiding Principles

· MUST have delivery processes for business management; customer management; channel management as well as a strategy for SOA-based IT infrastructure

· MUST use these Critical Success Factors

· MUST have a Benefit Realisation Strategy

· MUST use these conformance criteria suitably transposed to the specific implementation

· SHOULD consider use of Committee Note “Moving to a SOA-based IT infrastructure”

Part IV: Terminology Index
List of terms defined and line/page number of their definition in Part II.

�Suggest change this to Transformational Government.  Avoids introducing another term – citizen service transformation, intot eh mix which might confuse and is unnecessary.


� I feel that this section naturally fits as a follow on to ‘e-Enabling the frontline’ given that we are aiming towards a partnership between government on the one hand and citizens, businesses and interest groups on the other.


�See Conformance criteria





