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      MINISTRY OF MANAGEMENT SERVICES
SERVICE DELIVERY PROJECT
2003/2004 CHARTER
"We can revive the spirit of democracy and 

reform public services so they meet your needs."
(A New Era for British Columbia, 2001)
The Service Delivery Project 2003/2004 Charter has been endorsed by:

_________________________                               __________________________

Ken Dobell                                                                           Cairine MacDonald

Deputy Minister to the Premier (Project Sponsor)         Deputy Minister, Management Services   

_________________________                               
Liz Gilliland

Chief Strategist / Government Chief Information Officer (Chair, Service Delivery Project Deputy Minister Steering Committee)

1. VISION:

In February 2003, the Ministry of Management Services (MSER) was mandated to ensure that British Columbians can access government services when, where and how they need them.  The guiding vision for this mandate is to:

Enable the transformation and continuous improvement of government services to respond to the every day needs of the people of British Columbia for innovative, client-focused and cost-effective service.

The Service Delivery Project (SDP) supports this vision through its work to assist government in developing a client-centric approach to service delivery by:

· Establishing and supporting Cross Ministry Work Teams, made up of government staff from those ministries with operations in a given community as well as partners from other levels of government and the NGO sector, to develop coordinated yet flexible approaches to optimizing the efficiency of local service delivery.  

· Leading the development of a Client-Centred Service Delivery Framework to help government as a whole navigate the process of shifting towards more client-centric ways of providing services.

2.
STRATEGIC CONTEXT:

The Service Delivery Project is part of the newly reorganized Ministry of Management Services.  Mandated with overseeing and ensuring that clients (citizens, businesses and non-British Columbia clients) have access to government when and how they need it, the ministry focus is on enhancing service delivery to include more convenient, client-centred and integrated service. 

A new set of responsibilities has emerged for the Ministry of Management Services as a result of key initiatives that have been underway to fundamentally change the way government operates. Government is coordinating all service delivery channels under one ministry, while increasing cost-efficiency for taxpayers, enhancing accountability measures and focusing on results. Service delivery will be integrated to include face-to-face interaction (i.e., Government Agents), online portals, call centers, interactive voice response (IVR) and other options, all aimed at improving service.  This will include the completion of the Service Delivery Project (SDP) and the establishment of a framework for the delivery of government services throughout the province.

Under the leadership of the Minister of Management Services, and the sponsorship of the Deputy Minister to the Premier, the SDP is uniquely placed to influence the ultimate governance structure that will drive the transformation of service delivery in government.  The Chief Strategist and Government CIO, Management Services has functional responsibility for project deliverables (see section 5.1 for project organization chart).  

3.
BACKGROUND:

The SDP was originally launched as a pilot initiative in the spring of 2002 to help ministries work collaboratively in communities as they restructure service delivery in regions. Prior to this, minimal cross-government planning was being done at the local level; ministries were working independently to re-align resources to support new service plans developed in response to core reviews and budget cuts. This led to unintended consequences in communities such as:

· the elimination of public access to government in some communities;

· the loss of local access to the services of ministries withdrawing from certain communities;

· unnecessarily expensive, or in some cases unsafe, facilities arrangements;

· unnecessary duplication of equipment leases; and

· staffing challenges for independent offices operating at a reduced capacity (e.g. coverage of sick/vacation days).

In addition to addressing immediate opportunities for cross-ministry collaboration in communities, the pilot phase of the SDP was intended as a first step in developing a corporate delivery strategy for government services.  It was determined that the strategy must meet the everyday needs of clients while continuing to meet government’s fiscal objectives. Two parallel streams of work, community and corporate, were initiated by the Service Delivery Project Office (SDPO) to meet these goals.  

Cross-Ministry Work Teams (CMWTs) were established for sixteen pilot communities
 Round One) confronting staffing reductions or office closures.  Teams were comprised of senior regional staff from all ministries with operations in the community. Some teams also included partners from other levels of government and the NGO sector.  Each team was tasked with undertaking a collaborative process to develop a local service delivery plan by August 2002.

Implementation plans for the pilot communities are complete and include a wide range of innovative initiatives for cross-ministry collaboration to reduce space requirements, share resources, find operating efficiencies and enhance service delivery. Sustainability reports have also been developed to ensure that collaborative work to enhance service delivery continues in the communities.

As a result of this work, tools for enabling government to make the most efficient use possible of the resources retained in individual communities are being developed. This initiative has also been a catalyst for shifting provincial government culture in communities as ministries begin to work horizontally as one government.  

The pilot communities have served as a test bed for exploring options for enhancing the delivery of government services.  They were not intended to resolve all issues around regional service delivery but rather to provide some initial models for longer-term solutions that might be applied across the province.

In the process of designing their local service delivery plans the pilot CMWTs identified both community-specific and systemic issues that functioned as barriers to their implementation (e.g. systemic barriers to creating shared FTEs; conflicting ministry agendas regarding specific co-location proposals; silo-based as opposed to community-based facilities planning). The SDPO has worked with CMWTs, the SDP committee structure, as well as relevant ministries and agencies to develop solutions to these barriers. In some cases local working level solutions met the needs of teams, in other instances corporate solutions had to be crafted at senior levels of government to address systemic barriers. In the course of managing these systemic barriers across government, the project is building horizontal relationships that will be key to successfully implementing client-centred service delivery enterprise-wide.

To further lay the groundwork for the development and implementation of a client-centred service delivery framework for the province, the SDPO has undertaken a scan of the approaches to service delivery being pursued in a number of high performing jurisdictions. 

Based on the success of the pilot phase of the project, on December 4, 2002 the SDP was given approval to access Government Restructuring Funds in 2003/2004 to:

· establish CMWTs in up to 60 additional communities  across the province; and

· lead a coordinated planning process to develop a client-centred service delivery framework for the province.

CMWTs were launched for 22 new communities
 (Round Two) in April 2003. Local service delivery plans for these communities have been developed and work is underway to begin implementation in September 2003. Additional communities (Round Three) are now being identified with the intent of establishing CMWTs for them in October 2003. 

Since its inception the work of the project has expanded considerably, become increasingly complex, and requires ever more demanding timeframes. A review of strategic challenges has resulted in the reorganization of the project office into two work units, Planning and Development, and Community Implementation.  The supporting committee structure has also been revised to better meet these challenges. (see section 4 for further details on project organization)

This charter outlines the principles, goals, objectives and deliverables of the project for fiscal year 2003/2004.  It also describes the organization of the project; provides an overview of the SDP work plan and explains how work will be managed.  

The Service Delivery Project Charter is a living document that will be updated as required.
4.
PROJECT SCOPE:

The SDP is a province-wide initiative to identify and pursue opportunities to transform the delivery of provincial government services in order to better meet client needs. The project will work across organizational boundaries and pursue a whole-of-government approach as required in order to enhance client-centricity.  Further, partnerships to optimize efficiencies through strategies such as the co-delivery, or brokered delivery of services will be explored where practical and of benefit to clients.

All initiatives, including partnerships, pilot projects and issues resolution work, must directly support the key deliverables of the project.

4.1 Project Principles

      The following principles guide the work of the project:

      1.
Client Centered- Services must be based on client needs and should be accessible where, when and how clients need them. Whenever feasible, opportunities for self-service should be included. (“clients” are defined as citizens, businesses and non-British Columbia clients)

2. Cost-Effective - The efficiency and effectiveness of service delivery should be maximized without increasing costs.

3.  Cooperative and Collaborative - Collaboration between ministries, agencies and crown corporations should be encouraged to optimize efficiencies. Where practical and of benefit to clients partnership opportunities with federal and municipal governments, First Nations, health authorities, school districts, colleges, NGOs and others should be explored.  

4. Flexible and Adaptive - The necessity of a flexible and adaptive approach focused upon realizing opportunities and continuous improvement should be recognized.  For example, to achieve success in communities of different sizes a variety of approaches may be required including longer time frames for completing work in larger, more complex communities. Further, partnerships in co-locations or in the integration of services may have to be phased-in depending on the number of jurisdictions involved.

5. Sustainable - Changes to service delivery must be sustainable over time.  The presence of the provincial government must be maintained where feasible.

6. Balanced – Decision making processes and structures must balance the needs of clients and the capacity of government to meet them; regional and central government interests; as well as ministry and sector interests and accountabilities.

7. Results-Based – Plans must focus on achieving attainable results that support the priorities of government.

4.2 Project Goals

      The goals of the project are to:

· develop local service delivery plans in up to 60 communities across the province; and

· develop a client-centred service delivery framework for the province, including an implementation plan.

4.3 Objectives

      Community Implementation Objectives

· Establish CMWTs for up to 60 communities across the province, comprised of senior regional staff from all provincial ministries, agencies and crown corporations with operations in the community as well as partners from other levels of government and the NGO sector.

· Develop community specific recommendations and action plans to address local service delivery needs.

· Address barriers to implementing community service delivery plans at the local level when possible, and in collaboration with Service Delivery Project Office when necessary.

· Identify systemic barriers to horizontal collaboration across ministries.

· Set priorities and implement service delivery strategies as a team.

                  Planning and Development Objectives

· Provide overall project management.

· Lead development of service delivery policies and procedures to address systemic barriers to implementing local service delivery strategies.

· Develop and implement a performance management framework including evaluations, benchmarks and performance measurement tools.

· Lead a collaborative process to develop a client-centred service delivery framework for the province, including an implementation plan.

4.4 Project Deliverables and Timelines

      The project schedule is currently under development.  Preliminary forecasts for target

      dates are as follows:

      Community Implementation Unit

· CMWTs established and operational for 22 Round Two communities by May 1st, 2003.

· CMWTs established and operational for up to 38 Round Three communities by March 31, 2004.

      Planning and Development Unit

· Scope paper on Client-Centred Service Delivery to Treasury Board by October 2003.
· Preliminary Client-Centred Service Delivery Strategy to Cabinet by December, 2003.
· Implementation Plan for Client-Centred Service Delivery Strategy in place by March 31, 2004.
4.5 Financial Scope

The Service Delivery Project Office has been given access to $1.797 million in central restructuring funding in the 2003/04 fiscal year.

Costs associated with the recommendations of individual CMWTs will be financed by ministries using their existing budgets, except where there are facilities costs eligible under the restructuring fund (during the lifespan of the fund). 

4.6 Related Projects

      A number of initiatives are underway to transform and continuously improve

      government services to respond to the everyday needs of clients

      for innovative, client focused and cost-effective service. These include:

· Digital Divide/Broadband Strategy;

· Enterprise Portal;

· e-BC Strategy;

· Solutions BC Shared Services Agency;

· Alternative Service Delivery Strategy; 

· Development of a multi-channel integration management strategy; 

· Reform of government procurement policies; and

· New Personal Information Protection legislation.

      The work undertaken through this project and the learning that results will be

      shared with these initiatives on an ongoing basis.  The project will seek two-

      way information sharing opportunities in order to inform the development of a

      framework for client-centred service delivery for the province.

4.7 Project Risks and Critical Success Factors

       There are several risks and critical success factors associated with this project

       that will be managed by the Service Delivery Project Office on an ongoing

       basis. These include: 

· Ministries may have already developed plans for restructuring their operations in specific communities that do not incorporate a cross-government or integrated approach. These plans may not complement CMWT recommendations but are required to go ahead because of the time frames for accessing GARI funding.

· Ministry representatives on CMWTs must have the appropriate level of knowledge, influence and decision-making authority in order for the process to function effectively. 

· Regular communication to all ministries must be undertaken in a timely and coordinated manner in order to cultivate and maintain cross-government buy-in and support for the project.

· Vertical institutional culture and systemic constraints can function as barriers to horizontal, integrated innovations. For example, current budget processes may limit the extent to which ministries can undertake joint planning at the community level.  These barriers will need to be identified, defined and routed in an appropriate and timely manner in order for CMWTs to be able to implement their plans successfully. CMWTs will play a key role in identifying these barriers and in defining potential solutions to them. The Service Delivery Project Office will lead the development of strategies for overcoming any barriers that cannot be managed at the community level.

· High-level support for, and commitment to the project (both political and bureaucratic) needs to be clearly communicated on an ongoing basis in order to secure cross-government buy-in to working for corporate solutions that may sometimes conflict with ministry-specific agendas. 

· Performance management framework must be established and operational to ensure that implementation results are evaluated and inform the development of the client-centred service delivery framework for the province.

· Partnership opportunities with federal and municipal governments, First Nations, health authorities, school districts, colleges, NGOs and others must be practical and of benefit to clients.  A partnership strategy must be developed to prioritize opportunities in accordance with the capacity of the project office to resource them. 

· The varying needs of communities of different sizes must be accounted for in work plans. For example, larger, more complex communities may require longer time frames to complete work.

· The scope (goals, principles, and objectives) of the project must be consistently defined and communicated to all involved in order to ensure that a clear focus is maintained on achieving the deliverables within the mandated timelines.

5.
PROJECT ORGANIZATION:  SEE CHART ON NEXT PAGE

5.1
Project Organization Chart:
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5.2
Minister Responsible, Management Services

The Minister Responsible provides leadership and overall direction for the project and brings updates and issues to Government Caucus Committees, Treasury Board and Cabinet as required.

5.3
Project Sponsor, Deputy Minister to the Premier

The Project Sponsor acts as the corporate champion for the project providing strategic advice and support. The sponsor also brings updates and issues to the Deputy Ministers Council as required.

5.4
Deputy Minister, Management Services

The Deputy Minister, Management Services champions the project at the Deputy Ministers Council and brings updates and issues to that forum at the request of the Project Sponsor. 

5.5
Deputy Minister Steering Committee


The Deputy Minister Steering Committee provides corporate leadership for the transformation and continuous improvement of government services to respond to the everyday needs of clients for innovative, client-focused and cost-effective service.

To achieve these goals the Committee will provide: 

· encouragement to ministries, agencies, and/or crown corporations to work collaboratively as “one government” to solve common service delivery issues;

· guidance and support for the development of a client-centred service delivery framework for the Province of British Columbia;

· advice on recommendations for solutions to issues raised by the Service Delivery Project Strategic Advisory Working Group; and

· strategic advice and policy direction on materials routed to Deputy Ministers Council, Government Caucus Committees, Treasury Board and/or Cabinet.      

5.6
Chief Strategist/ Government CIO, Management Services

The Chief Strategist/CIO, Management Services champions the transformation of government service delivery and is responsible for the development of a provincial framework for client-centred service delivery. Providing strategic direction for the project, the Chief Strategist/CIO:

· ensures the Minister Responsible and Project Sponsor are regularly briefed;

·  brings updates and issues to Deputy Ministers Council,  Government Caucus Committees, Treasury Board and Cabinet at the request of the Minister Responsible, Project Sponsor and Deputy Minister;

· chairs the Deputy Minister Steering Committee on behalf of the Deputy Minister, Management Services; and

· provides executive oversight to the work of the Service Delivery Project Office.

5.7
Strategic Advisory Working Group

The Strategic Advisory Working Group plays a key role in furthering the objectives of the Service Delivery Project.  The Working Group will provide strategic advice, policy direction and decision-making support regarding the development of a client-centred service delivery framework for the Province of British Columbia.  

The Working Group will develop corporate solutions to systemic issues acting as barriers to successful implementation of local service delivery solutions.  

As necessary, the group will make recommendations related to issues that need to be elevated to the Service Delivery Project Deputy Ministers’ Steering Committee.  The Working Group will be required to assist with the review of materials routed to the Deputy Ministers’ Steering Committee.  

5.8
Service Delivery Project Office

The Service Delivery Project Office is comprised of two units that report directly to the Chief Strategist/Government CIO.  The responsibilities of the Planning and Development, and Community Implementation units are outlined below.  



5.9
Community and Operational Issues Working Group

The Community & Operational Issues Working Group plays an important role in developing solutions for community-specific issues that cannot be resolved at the Cross Ministry Work Team level.  The Working Group will provide guidance and support to the Service Delivery Project and will participate in ongoing monitoring and evaluation of Cross Ministry Work Team progress.  

When necessary, the Working Group will make recommendations regarding issues that need to be routed to the Strategic Advisory Working Group for resolution.  The group may be required to assist with the preparation and review of materials routed to the Strategic Advisory Working Group.  

5.10
Cross Ministry Work Teams

Cross Ministry Work Teams are responsible for undertaking a collaborative process to develop local service delivery strategies for their communities. To this end teams will:

· Develop a work plan

· Gather information and conduct needs/requirements analysis

· Identify service delivery needs and develop delivery options

· Identify barriers or impediments to implementation (integration issues and suggested solutions)

· Develop a plan for implementing the recommendations (including timeline, budget, additional support-resources required etc.), and prepare a summary written report.

· Route plans through the appropriate approval channels.

Support will be provided by both the Community Implementation Unit and coordinators assigned to individual teams. 

6. PROJECT PROCEDURES SUMMARY:

6.1
Reporting Procedures

Regular status reports will be provided to the Deputy Minister Steering Committee, the Strategic Advisory Working Group, and the Community and Operational Issues Working Group.  These status reports will be developed based on input and feedback from the Cross Ministry Work Teams and ministries.  Outreach activities will also be undertaken to keep the Project Sponsor, the Minister Responsible and all ministries informed of the progress of the project.

6.2
Issue/Risk Management Procedures

The Project Office will route issues and risks raised by teams or ministries according to the schematic on the following page.


6.3
Communications Plan

The Project Office in collaboration with the Public Affairs Bureau will provide communications planning and support. 
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4.6 Related Projects

· “Re-alignment of Government Agents Branch” changed to “Development of a multi-channel integration management strategy.”
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1 Vision

· “Innovative, client-focused and cost-effective service delivery that enables British Columbians to access government when, where and how they need it.” 
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“In February 2003, the Ministry of Management Services (MSER) was mandated to ensure that British Columbians can access government services when, where and how they need them.  The guiding vision for this mandate is:

Enable the transformation and continuous improvement of government services to respond to the every day needs of the people of British Columbia for innovative, client-focused and cost-effective service.

The Service Delivery Project (SDP) supports this vision through its work to assist government in developing a client-centric approach to service delivery by:

· Establishing and supporting Cross Ministry Work Teams, made up of government staff from those ministries with operations in a given community as well as partners from other levels of government and the NGO sector, to develop coordinated yet flexible 
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approaches to optimizing the efficiency of local service delivery.  

· Leading the development of a Client-Centred Service Delivery Framework to help government as a whole navigate the process of shifting towards more client-centric ways of providing services.”
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4.1 Project Principles  - Client Focused

· Definition of “clients” added to end of principle (“clients” are defined as citizens, businesses and non-British Columbia clients)
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4.1 Project Principles – Cooperative and Collaborative

· “Where practical and of benefit to the provincial government partnership opportunities with federal and municipal governments….” changed to “Where practical and of benefit to clients partnership opportunities with federal and municipal governments…..”
S. Hutcheson at request of D. Hayden
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4.1 Project Principles – Cost Effective

· “The efficiency and effectiveness of service delivery should be maximized without increasing long-term costs.” changed to
“The efficiency and effectiveness of service delivery should be maximized without increasing costs.”
S. Hutcheson at the request of B. Beedle
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4. Project Scope

· “The SDP is a province-wide initiative to identify and pursue opportunities to transform the delivery of provincial government services. Partnerships to optimize efficiencies through strategies such as the co-delivery, or brokered delivery of services will be explored where practical and of benefit to the province.” changed to
“The SDP is a province-wide initiative to identify and pursue opportunities to transform the delivery of provincial government services in order to better meet client needs. The project will work across organizational boundaries and pursue a whole-of-government approach as required in order to enhance client-centricity.  Further, partnerships to optimize efficiencies through strategies such as the co-delivery, or brokered delivery of services will be explored where practical and of benefit to clients.”
S. Hutcheson on advice of B. Beedle to provide more clarity in this section
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4.1 Project Principles – the following principles were added:

· Balanced – Decision making processes and structures must balance the needs of clients and the capacity of government to meet them;  regional and central government interests; as well as ministry and sector interests and accountabilities.
· Results-Based – Plans must focus on achieving attainable results that support the priorities of government.
S. Hutcheson on behalf of SDPO 
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3.  Background

· “Implementation details of the plans for the pilot communities are being finalized and include a wide range of innovative initiatives for cross-ministry collaboration to reduce space requirements, share resources, find operating efficiencies and enhance service delivery.” changed to

“Implementation plans for the pilot communities are complete and include a wide range of innovative initiatives for cross-ministry collaboration to reduce space requirements, share resources, find operating efficiencies and enhance service delivery. Sustainability reports have also been developed to ensure that collaborative work to enhance service delivery continues in the communities.”
S. Hutcheson to update on behalf of SDPO
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3. Background  - the following paragraph was added
“CMWTs were launched for 22 new communities (Round Two) in April 2003. Local service delivery plans for these communities have been developed and work is underway to begin implementation in September 2003. Additional communities (Round Three) are now being identified with the intent of establishing CMWTs for them in October 2003.”
S. Hutcheson to update on behalf of SDPO
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4.4 Project Deliverables and Timelines 

Community Implementation Unit
· “CMWTs established and operational for 15 new communities by May 1st, 2003.

· CMWTs established and operational for up to 45 additional communities by March 31, 2004.

changed to

· CMWTs established and operational for 22 Round Two communities by May 1st, 2003.

· CMWTs established and operational for up to 38 Round Three communities by March 31, 2004.

Planning and Development Unit

· “Scope paper on Integrated Service Delivery options to Treasury Board by July, 2003.
· Integrated Service Delivery Strategy to Cabinet by December, 2003
· Implementation Plan for Integrated Service Delivery Strategy in place by March 31, 2004.”

changed to

· “Scope paper on Client-Centred Service Delivery to Treasury Board by October 2003.
· Preliminary Client-Centred Service Delivery Strategy to Cabinet by December, 2003
· Implementation Plan for Client-Centred Service Delivery Strategy in place by March 31, 2004.”
S. Hutcheson to update on behalf of SDPO

V. 2
July 18, 2003
p. 8
4.5 Financial Scope

“Costs associated with the recommendations of individual CMWTs will be financed by ministries using their existing budgets, except where there are facilities costs eligible under the restructuring fund.”

changed to

“Costs associated with the recommendations of individual CMWTs will be financed by ministries using their existing budgets, except where there are facilities costs eligible under the restructuring fund (during the lifespan of the fund).”


Version
Date
Page
Change
Changed By

V. 2
July 21, 2003
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2. Strategic Context

“The Service Delivery Project is part of the newly reorganized Ministry of Management Services.  Mandated with overseeing and ensuring that British Columbians have access to government when and how they need it, the ministry focus is on enhancing service delivery to include more convenient, citizen-centred and integrated service.”

changed to

“The Service Delivery Project is part of the newly reorganized Ministry of Management Services.  Mandated with overseeing and ensuring that clients (citizens, businesses and non-British Columbia clients) have access to government when and how they need it, the ministry focus is on enhancing service delivery to include more convenient, client centred and integrated service.”
S. Hutcheson on behalf of SDPO

V. 2
July 21, 2003
All
All references to:

· “integrated service delivery framework” 

changed to

“client-centred service delivery framework”

· “local integrated service delivery plans”

changed to

“local service delivery plans”
S. Hutcheson for consistency with wording being used in other documents being developed by SDPO
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�The pilot CMWTs cover the following 16 communities:  Creston, Dawson Creek/Fort St. John, Grand Forks, Invermere, Lillooet, McBride, Nanaimo, Nelson, Penticton, Quesnel, Salmon Arm, Smithers/Houston/Hazelton, Williams Lake.


�Round 2 CMWTs cover the following communities: Terrace, Queen Charlotte City/Masset/Port Clements, Dease Lake, 100 Mile House, Maple Ridge, Fort St. James, Port Hardy/Alert Bay/Bella Bella/Sointula/Port McNeill/Port Alice, Parksville, Cranbrook, Elkford/Fernie/Sparwood, Chetwynd, Revelstoke, Kamloops 
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