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Government and Society

Governments are under pressure.

from globalisation

from fiscal demands
from evolving societies
from citizen expectations

They are expected to be responsive to social change, to address public
concerns, to manage public funds efficiently, etc.
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Response

Public Reform:

- customer orientation

- business-like management

- citizen engagement and trust, etc.

Electronic Government;

Definition [e-Government]

e-Government refers to the use of ICT, particularly the Internet, as a
tool to achieve better government.
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e-Government

e-Government is not an aim in itself.
It is a tool to enable;

better policy outcomes

higher quality of services

more efficient use of public funds

more efficient government processes

greater engagement with citizens and businesses
Improvements in other selected performance indicators
etc.

e-Government is more about government than about “e”!



Overview
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1. Concepts

2. Reasons
2.1. efficiency
2.2. customer focus
2.3. policy outcomes
2.4. economic objectives
2.5. public reform
2.6. citizen engagement

3. Challenges
3.1. legislative barriers
3.2. budgetary barriers
3.3. technology change
3.4. digital divide

4. Front office

5. Back office
5.1. organizational change
5.2. leadership
5.3. coordination
5.4. inter agency collaboration
5.5. e-government skills
5.6. public-private partnership

6. Summary
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Reasons for e-Government

The main reasons to embrace e-government:

1) e-government improves efficiency

2) e-government improves service quality

3) e-government helps achieve policy outcomes

4) e-government contributes to achieving economic objectives
5) e-government can be the major contributor to public reform

6) e-government builds trust between citizens and government

Until now, the main drivers for e-government have been efficiency gains and
effective delivery of policy outcomes.

Recently, the focus has shifted to other objectives: improving services,
increasing accountabillity, facilitating engagement.
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Reason 1: Efficiency

Cost reduction is the major driver for ICT use by governments:

Replacing paper-based application processes with Internet applications —
cut down costs of data re-entry and checking
Improved booking arrangements — more efficient use of scarce resources:

skilled staff and facilities
Greater sharing of data within government — eliminate costs of multiple

collections, data reconciliation and checking

Greater efficiencies are generated from ICT projects that involve transformation
of business processes.
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Reason 2: Service Quality

Definition [Customer Focus]

Customer focus is about providing citizens and businesses with a coherent
Interface with government which reflects their needs rather than the structure
of the government.

e-Government initiatives to improve service quality through customer focus:

On-line portals focused on particular topics or groups, bringing together
relevant information and services

Targeting of on-line information to specific groups of citizen so that relevant
information can be found more readily

E-mail lists to push customised information to specific groups, whenever
the information becomes available

Allowing identified users to carry out routine transactions with the
government as on-line government services
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Reason 3: Policy Outcomes

e-Government can help achieve better outcomes in major policy areas, such as:

Taxation policy - improved collection of taxes through increased sharing of
information by agencies

Health policy - reduced demand for health services through better use of
health information and scarce health resources

Fiscal policy - reduced unemployment payments owing to better matching
of the unemployed and vacancies

Social policy - promoting the use of native languages and awareness of
indigenous people

A common theme is utilizing the networking potential of Internet to share data
among a range of dispersed stakeholders.
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Reason 4: Economic Objectives

Through reduced corruption, greater openness and increased trust in
government, e-government contributes to economic objectives.

Specific measures:

Improving business productivity by administrative simplification and on-
line support for small and medium-size businesses
Reduced government calls on public funds through more effective

programs and operations
Direct consumption of ICT goods and services by government is

significant and more stable than by private sector
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Reason 5: Public Reform

e-Government i1s an enabler of the Public Administration Reform:

1) simplifies administrative processes

2) makes such processes more transparent

3) helps to deliver services in more efficient ways
4) enables seamless government

Public Administration reform is necessary for e-Government — modernizing
government structures and processes to meet e-Government.
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Reason 6: Trust

ICT is an enabler to build trust by engaging citizens:

Consultation and feedback by service users — web logs, questionnaires
and feedback contacts

Citizen engagement in policy making — consultation and active
participation to better address constituents' needs

Helping individual's voice be heard
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Challenges to e-Government

Implementation of e-government can face a number of challenges:

1) Legislative barriers — e-government processes must have the same
standing as paper-based processes

2) Financial barriers — funding arrangements should account for the agencies
working together on e-government projects

3) Technology change — adoption of whole-of-government standards,
software integration and middleware technologies

4) Digital divide — large differences in the level of access to the Internet and
therefore ability to benefit from e-government
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Challenge 1: Legislation

Governments must ensure that a proper legal framework exists before e-
government initiatives and processes can take up:

Recognition of electronic processes and services as equivalent with paper-
based processes and services; legal recognition of digital signatures!
Clarification of requirements on the agencies implementing e-government:
what they can and cannot do

Accountability rules designed to ensure responsible use of public resources
by clearly identifying who does what

Legislations designed to protect the privacy and security of data, to balance
free access with society's expectations
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Challenge 2: Funding

Barriers to e-government funding:

E-government is unlikely to win out in competition with other public policy
objectives e.g. health, education, security

It is difficult to measure costs and potential benefits of e-government, so to
develop funding cases for projects

If not treated as capital investment, e-government has to compete with
other pressing recurrent funding proposals

Governments are reluctant to commit expenditure beyond budgeting
horizons, and yet many e-government projects are of multi-annual nature

Measures: classify major e-government project as capital investment, seek
approval by central coordination office, form public-private partnerships, etc.
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Challenge 3: Technology Change

Technology-related barriers to e-government:
1) Legacy systems — too important and expensive to be replaced.
Measures: middleware, web services, data exchange relying on XML.
2) Lack of compatible infrastructure and shared standards for agencies to use.

Measures: common technical standards, common technical infrastructure,
whole-of-government approach to lower technical barriers to collaboration

3) Too rapid technological changes, etc.

Measures: public-private partnerships, technology neutrality in legislation,
iInvolvement of all stakeholders in regulation, international cooperation, etc.
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Challenge 4: Digital Divide

e-Government can indirectly improve services to citizens with no Internet
access through back-office improvements, however:

1) Advantages of on-line services cannot be replicated off-line, so people
without Internet access will be unable to benefit.

2) The groups in society with lower level of access are already disengaged -
the target of government intervention.

Such groups have higher level of interaction with government:
a) establishing identity
b) entitlement for assistance

c) complex medical or social intervention

Many governments pursue policies to reduce digital divide.



UNeGov.net - Workshop - Introduction - 18

Front-Office

Definition [Front Office]

Front-office refers to the government as its constituents see it, meaning the
Information and service providers, and the interaction between government
and both citizens and businesses.

Front-office determines the maturity of on-line services:

a) Information

b) Interactive Information
c) Transactions

d) Data Sharing
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Stage 1: Information

A website publishing information about service(s).

Information is static.

Challenges for implementing agencies:

1) Digitise the available information and make it accessible on-line.
2) No process re-engineering needed.
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Stage 2: Interactive Information

Stage 1 + users' ability to access agencies' databases:

1) browsing, exploring and interacting with data
2) performing electronic searches and calculations based on the user's criteria

Challenges for implementing agencies:

1) How will citizens use the information?

2) What are the rules for making certain information public?
3) What is the target audience for specific information?

4) How to make information easier to find?

5) What tools can be used to enrich user's experience?
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Stage 3: Transactions

Stages 1 and 2 + users' ability to enter secure information and engage in
transactions with the agency.

Requires real-time responsiveness by government agencies to the service
demands by citizens and businesses.

Challenges for the implementing agencies:

1) Establish online service standards

2) Ensure security and privacy protection

3) Prepare back-office processes for on-line delivery

4) Rethink relations with agencies for seamless service delivery
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Stage 4: Data Sharing

Stages 1, 2 and 3 + agencies' ability to share with other agencies personal
Information, when approved by law and with the users consent.

Data-sharing has many benefits:

1) simplify procedures
2) create savings in administrations
3) reduce reporting burden for citizens and businesses

However:

1) Sharing of data among agencies must be limited because of privacy
protection legislation

2) All data-matching must be legally approved or explicitly permitted to prevent
unauthorised/illegal combination of data
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Service Quality

Successful services are built on an understanding of the user needs.
There is a growing empirical evidence on what works:

1) Effective services need not be complex.

2) Simple information services may meet the user needs.

3) Moving to transaction services may not necessarily add value.

4) Seamless services are more effective than delivering many separate
services to the same user group.

5) Services should be offered through various delivery channels, with on-line
delivery being just one of the options.



UNeGov.net - Workshop - Introduction - 24

Back-Office

Definition [Back Office]

Back-office is the internal operations of an organization that support core
processes and are not accessible or visible to the general public.

Back-office implementation issues:

1) organizational change

2) leadership

3) central coordination

4) inter-agency collaboration
5) e-government skills

6) private-public partnership



UNeGov.net - Workshop - Introduction - 25

Issue 1: Organizational Change

The introduction of ICT into government requires accompanying process
changes in order to make the most of e-government.

What kind of organizational changes are taking place?

Small-scale ICT activity — development of a website as an additional
information channel — may not require complex supporting changes.

Far reaching organizational change will be required when:

1) The website begins to offer deeper, more complex services.

2) Agencies are asked to work together to deliver services according to
the needs of citizens and not their structure.

3) New work styles - tele-working, virtual teams - emerge.
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Issue 2: Leadership

Sustained leadership is essential:

1) to motivate people

2) to create incentives for action

3) to motivate and break down barriers to change

4) to put the right administrative mechanisms for e-government

Types of leadership:

Stage: early - obtain views on what needs to change; middle — create
personnel commitment; late — sustain momentum

Type: political — establish the vision, define priorities; ministerial — get
resources, ensure cooperation; middle-level — translate vision to action

Leadership is not about centralization of competencies. The key is to create
local leaders: team leaders, project leaders, coordination leaders, ...
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Issue 4: Inter-Agency Collaboration

Development of seamless services requires greater collaboration between
agencies: authentication, shared processing, data exchange.

Collaboration is needed in both aspects:

Front-office — better service to the customers
Back-office — efficiency and interoperability in government

Types of collaboration:

1) Technical level - arrangements for reconciling back-office systems with
an integrated customer interface

2) Implementation of integration models for online services - delivery
policies and standards, implementation methods and schedules, etc.

3) Negotiating seamless online service content - service quality,
presentation of material, dealing with complaints and appeals, etc.

4) Agreeing on the service delivery policy for all channels, coordinate
policies covering particular customer groups
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Issue 5: e-Government Skills

e-Government increases the importance of ICT skills required by public
administration workforces.

Public managers must be able to:

1) lead (and not be led by) the IT departments
2) integrate ICT strategy with organizational goals
3) match government processes with technical solutions

To this end, they need to:

have basic IT skills

understand how ICT works

understand limitations of ICT

understand how ICT can be used

manage the agency's information strategy

deal with the impact of e-government on the agency

see how e-gov applications can build new services/products
see how e-gov applications can open new delivery channels
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Issue 6: Private-Public Partnership

Definition [Private-public Partnership]

Private-public partnership includes all arrangements where governments
contractually engage with a non-government entity to provide goods/services.

Evolution of private-public relations:

1) acquisition of ICT products

2) services for the use of ICT in government

3) direct provision to end-users of government services

4) access to advance technologies (public key infrastructure) for complex
transactional services.

All partnerships are covered by some form of contractual arrangement of
varying level of detail and complexity, covering: outputs, costs, expectations,
dispute resolution mechanisms, etc.

While governments use private firms to deliver goods/services, responsibility for
the services ultimately rests with the government.
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e-Government, The Future

Now - initial impressive and visible results:

government portals
sophisticated transactional services
examples of seamless, multi-channel services

In the future:

connected back-office arrangements

seamless, multi-channel, transactional services

development of a hidden e-government infrastructure
methodology/tools to assemble infrastructure-compliant services

What is needed: greater collaboration within government, higher funding levels,
more awareness, deeper organizational change.
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e-Government in Colombia

One stop government portal providing links to government websites, G2C, G2B
and G2E services — http://www.gobiernoenlinea.gov.co
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e-Governance in Colombia

The Government has announced the 10-year National Plan for ICT :

1) will be designed in the next months
2) will be implemented starting in January 2008.

The plan aims to

promote the effective access, use and development of ICT in Colombia
connect people and reduce the digital divide.

Some challenges include:

real use of broadband for delivering specialized health services
(telemedicine and bioinformatics)

spread access to educational programmes

deliver new services, such as financial services, based on ICT.
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