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International One-stop Access Initiatives

Introduction

The desire to implement one-stop access strategies in the public sector has been witnessed world-wide.  Many governments are looking to innovative methods of providing one-stop services through the Internet, kiosks, toll free telephone lines, and one-stop access shops (and more unique approaches like one-stop access mobile vans).  As well, some governments have clustered their services to provide greater convenience and accessibility for the public.  For instance, Singapore has organized its Internet services by 'life events' (e.g. having a baby, retiring) while the State of Victoria (Australia) has organized some of its services according to popular 'topics' which can be found on special one-stop access Internet channels (e.g. business channel, health channel).  An impressive variety of initiatives and approaches to one-stop access have been implemented around the world.  Despite the fact that many governments are currently in the developmental phases of their projects, the commitment to one-stop access is certainly apparent world-wide.

One-stop access does mean different things to different people.  One-stop access from a Canadian standpoint involves delivering services that are clustered.  These clustered services can be delivered from a single or multiple service channels, but the intention is always to serve as a single gateway to government access and information.  A review of government efforts world-wide, however, shows that different governments had different conceptions of what is meant by one-stop access.  For example, like Canada, some governments consider 'true' one-stop access to be multi-channel one-stop services which bring together a wide range of government services in one place and cluster these services in a way that makes sense to citizens.  Examples are the services found in the one-stop in-person centres and the services found in other kinds of organized clustered channels.   Some governments, however, have applied a more generic interpretation of what one-stop entails, namely any channel organized in a one-stop service format, regardless of whether services are clustered or not. For instance, a website with all government directories listed on it, with no transactional services offered, with little information provided and with no service clustering, is considered by some governments to be an example of one-stop access.  Some governments contend that they have a one-stop access initiative based solely on the fact that they have a central web site.

In general, the purpose of this study has been to identify and learn about as many one-stop access initiatives as possible from around the world.  Due to the tight time constraints, a preliminary scan of government efforts was conducted as opposed to an in-depth comprehensive review.  Aside from the typical obstacles of collecting data such as time limits, language barriers, participation rates, it should be noted that information of this nature is difficult to collect because the initiatives are constantly changing.  Governments are continuously developing new one-stop access initiatives or updating their current programs. For example, one week a government’s one stop Internet site would provide a number of services and the next month it had a totally new web site offering new services and transactions.  However, the fact that these one-stop initiatives are being implemented so zealously is a factor to be celebrated.

Methodology

This study has been largely an explorative one.  Essentially, it was designed to explore what governments from around the world are doing in the area of one-stop access and, in a general sense, compare it to Canada's efforts.  The study was conducted over a four month period between April 15, 2000 and August 31, 2000.  The intention was to survey the different government strategies and to draw general conclusions as to how Canada stands in this area internationally.

The research had two separate components.  The first component was an environmental scan. A survey instrument was prepared asking governments to identify their modernization strategies; if and/or how they are implementing one-stop access initiatives; what one-stop services they are providing; how their services are structured and managed; if their services have been branded; and what lessons have been learned.  One hundred countries received this survey by electronic mail.  Due to the length of the survey, the time of year, and the time limits placed on this study, the response rate of 20 percent was not unexpected.

However, in addition to the surveys, a scan of the government's web site was conducted.  Although the study was not limited to E-Government related initiatives, the Internet sites provided a good sounding board for exploring further possible one stop access initiatives. General comments were made on each of the web sites examined.  Many of the sites that were examined are found in an inventory, which provides a general review of the information collected.  In total, 75 different government web sites were examined.   

The cursory nature of this research and evaluation should be noted.  The information on many of the governments was drawn solely from their Internet site.  Some governments may have additional one-stop access initiatives that they have applied through other channels, but this information could not be included if the governments did not reply to the survey or provide the pertinent data on their website.

The information collected from the environmental scan, which included completed questionnaires and a general review of the Internet sites, provided the basis upon which additional research was conducted.  It was from this preliminary scan that a number of governments were selected for further study in the next component of the research.  The decision to examine certain governments in more detail was not random.  The criteria applied were: 1) availability of data and whether the governments responded to the initial survey, 2) if their modernization strategy included one-stop access through more than one channel, 3) if they were implementing modernization strategies that were atypical of most governments, 4) language compatibility 5) political similarities to Canada such as a federal system, or a parliamentary democracy, 6) willingness to participate, and 7) if they indicated that they were branding their one-stop access channels.  Twenty-one governments were selected for further study.  Participants were contacted by telephone and once again sent the survey if they had not already completed it (some participants only completed certain sections of the survey at first).

After the surveys were completed, telephone interviews were conducted. Each government was contacted by telephone and by email.  Of the 21 governments selected, 10 are showcased in this report.  Four additional cases were also added to the end of this report, drawn from other case studies. Some governments were not included because of non-compliance and/or lack of information. 

The information provided in these profiles was collected through the questionnaires and/or telephone interviews, along with information which was present on the government web sites. It should be noted that not all governments wished to complete the written questionnaire, instead opting to provide the information through a detailed telephone interview.   Of those governments who did complete the questionnaires, the information was later verified in a telephone interview.  The references reflect this process as the information collected from governments who participated in both the interviews and the questionnaire, are presented together as one information source.  

General Observations and Conclusions

Although no definitive conclusions can be drawn from this study, some very important general observations can be made.  There are significant trends and consistencies in the various government initiatives.  The data collected were not quantified due to the cursory nature of the study.  The following observations are based on the general data collected.

Modernization Strategies

Foremost is the observation that the majority of governments examined did have some type of modernization strategy in place.  Only a few governments have actually adopted a comprehensive modernization strategy; rather, most governments have taken the piecemeal approach of adding and deleting strategies as they see fit.  This was evident in many of the initiatives that began between about 1994 and 1996.  It is not uncommon to find governments that have had one-stop access initiatives in place for a longer period of time but do not have an all-encompassing strategy.  This could be due to the fact that their operations are already in place and a new government-wide strategy is not deemed necessary.

However, it was also apparent that those governments that are currently adopting one-stop access modernization strategies are not necessarily opting for a single modernization strategy. A decentralized approach with a variety of different initiatives tying into the central theme of access and convenience seems to be the most common approach.  Only a few of the governments examined had a unified modernization strategy. No specific data were collected on why governments opted for a single comprehensive strategy versus a decentralized multiple strategy.  It could be hypothesized, however, that since many government one-stop initiatives are administered at the agency level, a multitude of strategies were put into practice by various agencies.  This would not lend itself to a centralized strategy.   Furthermore, many of the agencies, especially in the area of one-stop Internet access, voluntarily began to provide one-stop access to their programs and services.  Since the various agencies wanted to adopt one-stop access, an overarching modernization strategy may not have been necessary.  Another possibility is that having multiple strategies allows for more flexibility.

The Focus on Access

Whether or not the modernization strategies were all encompassing or not, a common thread in all of these strategies is improving accessibility for citizens.  The incentive to improve accessibility is found in each type of modernization strategy, ranging from those governments that focus solely upon E-government strategies to those governments that have adopted multi-channel one-stop strategies.  The common element is always access and the strategies are geared towards improving access for citizens, for the business community and for intergovernmental exchange.  A few governments have even integrated the access name into their 'brand name' as is the case with Indiana (Access Indiana)
 and Idaho (Access Idaho)
.

By far the most common service channel being applied in the area of one-stop access is the Internet.  For many governments such as North Dakota
 and Nebraska
, the Internet serves not only as the first but as the only step in their one-stop access strategies.  It was uncommon to encounter a government one-stop access initiative that did not originate with the Internet site.  Only in Australia was there more focus upon one-stop in-person centres before the Internet was eventually introduced as a one-stop access portal.
  This is not to say, however, that governments that have implemented a one-stop access Internet channel will necessarily move on to another channels.  Many governments are content to concentrate on their one-stop access Internet channel for the time being, without developing other channels simultaneously.  Idaho, for example, is currently focussing on improving its E-government strategy.  Its Information Technology Management Council is promoting the development and diversification of Idaho's economy through the use of information technology.  The strategy consists of several E-Government based initiatives such as Access Idaho and Idaho Works (system of kiosks), as well as connectivity initiatives such as the IDANET program, which will soon be implemented.

The second most common one-stop access channel is the telephone channel.  Many governments, especially in the United States, have had toll-free centralized telephone access available for over ten years.  A good example is the United States federal government.  Its one-stop access toll free telephone channel has been in place since 1966, but interestingly is only utilized by only about 3% of its population each year.  As well, many state governments already have toll-free telephone lines but are now just recognizing their future potential as a one-stop access channel.  For instance, Louisiana, which is currently in the process of developing its multi-channel one-stop access strategy, is planning on using its 1-800 line as a tool for one-stop access.
  Some governments are also establishing toll-free one-stop access lines to compliment their other services channels.  For example, Utah established the 1-877-9UT-EGOV line as a toll-free support line to help citizens with E-Government services.

As is the case in Victoria, there also is evidence of individual departments or agencies establishing their own one-stop access telephone initiatives.
  Although it is not a government-wide initiative, it does illustrate that many individual departments are implementing one-stop access strategies for at least their particular service areas.

Another aspect of telephone access, aside from telephone channels is the electronic Integrated Voice Response systems (IVR) which have being implemented by governments such as Massachusetts.  The IVR systems are very popular with those governments that are focusing solely upon E-Government strategies.   Typically, as in the case of Massachusetts, E-Government strategies include the Internet, IVR and kiosks.  All of these one-stop initiatives are electronic in nature.

Some general concern was expressed about the ability to apply a quality one-stop access product by telephone.  Although many governments are adopting it, the concern over how informative the telephone channel can be was raised by several governments.  For instance, concern was raised about the overwhelming volume of material and knowledge that 'operators' would need to have in order to provide a good quality product.  This is especially true for initiatives like Australia's Centrelink one-stop access project.  Centrelink provides largely one-stop services in the area of social services where many complicated rules and regulations apply.  It is not clear that the one-stop call centre will be able to handle this type of specified technical knowledge on top of the general day-to-day knowledge.

Most governments, if not all, had an Internet one-stop strategy in place, and many governments have developed or are reconfiguring their telephone lines to provide one-stop access through that channel.  The in-person centre approach, however, was much more rare. Some governments are currently adopting one-stop access in-person centres.  For example, Victoria just announced its one-stop in-person centres in August 2000. South Australia
 is planning to open its first 6 in-person centres sometime in the upcoming year and Oregon
 is currently in the process of developing its one-stop in-person centre strategy.  However, Centrelink appears to have the most developed one-stop in-person centres.  This one stop centre strategy is a pivotal component of the Centrelink project development.  In an effort to personalize its services, Centrelink spent a great deal of time and effort on one-stop in-person centres operations.  This channel serves as the principal contact for citizen-government interaction and they Centrelink has geared its management policies to reflect the personalized, access-based services that they want to provide.

Other forms of one-stop access found during this study included establishing mobile one-stop access as well as temporary one-stop access events.  For example, in the United States Hassle-Free Communities initiative, local communities were given the flexibility to establish the forms of one-stop access, which would suit their communities needs.
  Aside from some of the one-stop in-person centres that were established, some communities such as Texas initiated a one-stop access van, which drive to those citizens in need.  This was also found in the Netherlands
, which established Cyberbus, which travels to communities and provides on-the-spot training and information about computers, and access to the government’s services.  This hands-on approach is to ensure that their E-Government initiatives will be understood and utilized by the public.

In addition to the one-stop mobile operations, some communities such as Oklahoma have organized one-stop events.  Each year, between 50 and 70 government and community participants hold a one-stop access event at a local mall.  This event is well advertised and services as an alternative to one-stop access centres.  Although these types of initiatives were rare, at least from the information uncovered, it does highlight that other one-stop channels are being employed, aside from the more common Internet, kiosk, telephone and in-person channels.

Since most governments have the Internet one-stop site as their single one-stop channel, it is not surprising that many governments around the world have committed themselves to 'getting on line' by a certain date. For instance, the United States wants all government operations to be online by 2003, the United Kingdom wants the same for 2005, Finland wants a significant proportion of forms and requests to be available on line by 2004, France wants all government agencies to be on line by the end of 2000, Ireland wants to deliver all online services, except the most complex integrated services by the end of 2001, the Netherlands wants at least 25 percent of its public services to be delivered by 2002, and even Canada has set a target goal for 2004.  This was evident in many countries that strove to meet the challenge of having all services online within a three or five year period.  As is obvious from the examples above, setting these types of target goals was very common throughout all levels of government, in all governments from around the world. 

Types of Services Provided

In regard to the services provided across channels, several observations can be made.  First, in terms of the Internet one-stop portals, the most common practice is to establish the website to provide information services.  Other than some of the more advanced initiatives that are showcased in the Profile component of this report, many Internet portals contain only a few transactional services such as renewing licences.  Most of the services provided are information based or are references to additional information or contacts.  Many of the initiatives that do provide transactional services were developed at the agency level, such as Arizona's on-line license renewal system “Service Arizona.”
  Of the multitude of countries examined, however, it was not uncommon to find Internet portals that only provided a handful of transactional services.  Most common appeared to be transactional services related to renewing or obtaining licenses and certificates, filing out government forms or paying bills. For example, California’s Vital Net initiative developed by its Department of Health allows citizens to complete death, birth and marriage certificates on line.
  Estonia’s primary on line service transactions revolve around processing government forms, as does Nevada which has the “Silversource” programs which serves as a clearinghouse for most of their state forms.
 In addition, Western Australia has the “WA Fast P@y” program, which allows citizens to pay bill on line.
  Many governments are offering these types of transactional services.  However, many are also expressing an urgent need to provide more transactional services in the future.

In those governments that did have a multi-channel one-stop access strategy, it was found that, in general, the services provided across all the channels differed.  This was due either to the fact that the governments did not want the same services being delivered across all channels (that is, some channels are more effective for certain services) or that they are still developing the strategies on how to do this.  There were too few initiatives of this nature to make an overall generalization.  However, for some governments the different channels are utilized to provide different types of services.  For example, in Victoria there is a hierarchy of services that are provided through the various channels.  The one-stop in-person centres provide the day-to-day services, the Internet channel and the call centres can provide ‘most’ of the day-to-day services, the Integrated Voice Response systems can handle a ‘major subset’ of services due to keying requirements while the kiosks can only handle a more limited amount of services due to the keying requirements.  Some governments do not believe that all services can be applied across all channels.   However, others such as Tasmania are striving to do this.
  Although a few concerns about applying all services across all channels were observed, there are not enough mature multi-channel initiatives to make any general assessment either way.

Another notable factor is the level of political identity associated with the various initiatives. Some initiatives were promoted with strong political reference to a political leader and how that leader shaped and pursued the initiative, while other initiatives made no reference to politics or politicians at all.  Obviously political championship is an integral part of any government initiative.  However, there were significant differences between some of the political and non-political initiatives.  For instance, throughout the United States, many of the web sites were promoted as the 'Governor's' one-stop access initiative, whereas elsewhere around the world, this was not so apparent.  For example, in Oregon, the “Governor’s IT Roundtable” serves as the main decision-making body.  Elsewhere, those politicians who influenced the project were recognized, but the services were not presented as a central political initiative as they are in the United States. This may be due to the fact that many of the one-stop initiatives at the U.S. state level are managed through the executive branch.  This may also be a result of the strong political support for one stop access that is being called for at the national level. 

Value and Mission Statements

Government-wide value statements or mission statements on one-stop access were not very common.  Perhaps this is not surprising considering that many of the initiatives were decentralized in nature and did not, therefore, allow for a centralized mission or value statement to be adopted government-wide.  Moreover, many governments did not implement a single modernization strategy.  As well, the impetus for creating the one-stop initiative usually came from a combination of two sources.  First, the political drive to initiate one-stop access services is typically very strong and was quite commonly indicated as a determining factor of modernization success.  The second impetus comes from the results of the massive amounts of public opinion polling and surveys conducted which indicate that the public wants one-stop access or in general, better access convenience and quality of services from their government.  For example, Pennsylvania implemented its one-stop access strategy under the political direction of the Ridge Administration after a survey was completed by a third party on what Pennsylvania needed to do to become more competitive.

Management Structures and Partnerships

Management structures also varied across the various governments.  Some governments created special agencies and boards, while some governments placed the responsibility upon a part of their executive branch, IT departments or their modernization/ administration departments. How the initiatives are managed depends upon the individual government. Some governments such as Argentina created special modernization departments, unlike other such as New South Wales led their initiatives through their Information Technology department. The relationships and the accountability structures varied across the different governments.

The only real trend that was observed, in terms of different management structures, was that many private sector partnership arrangements were made.  For example, the Access Indiana initiative is a public-private partnership whereby the government controls the operation and the private sector runs it and helps develop it.  Its partner, the National Information Consortium, has partnered with at least 10 other states in the United States to provide the same types of services.
  This is also seen in other initiatives where the government may partner with a private sector provider for only a part of its initiative.  In Victoria, the Maxi project is a public-private partnership but the Victorian government also manages other one-stop access initiatives with private sector involvement.  As a general observation, it could be stated that private sector partners are not uncommon.  There appears to be a general will to keep the projects "government owned" allowing the private sector partners tend to have more of an administrative role.  While the policy functions and the content remain under the control of government.  An obvious reason for partnering with the private sector, especially when providing an Internet one-stop channel, is the IT support and hardware.  Most private sector partnership arrangements pertain to the e-government one-stop channels.

Other types of partnerships are also being established.  On some of the more advanced web sites, there are a number of community and business organizations that have partnered with the government. Good examples are Victoria's Business Channel and the Health Channel, which bring business and community organizations to the forefront.  In some remote areas in Australia, governments have also set up arrangements with banks in their one-stop in-person centres as well as their one-stop Internet portal.  The government is not in the business of banking but allows the banks the 'space' on their one-stop channels because this is what the public wants. 

Branding

Although many governments recognize the importance of branding, there is not much evidence to suggest that governments are actively initiating branding strategies in general. A few governments have hired advertising firms or marketing companies to help sell their one-stop access initiatives.  For example, in New South Wales an advertising company was hired for their one-stop project.
  Their campaign not only advertised the initiative, but did so with humor.  Since breaking down the barriers between government and citizens is so important, this humorous approach helps to soften the approach.  For example, one advertisement on a city bus showed a picture of three different breeds of fish.  Below the picture it stated “Can You Keep All 3? Visit the NSW Website to Find Out About Fishing!”

Most of the advertising campaigns that have been undertaken were conducted through written media campaigns such as advertisements in the newspaper, on buses, and flyers and supplementals attached to regular government correspondence.  The strategies chosen were fairly standard across the board.  Some governments, however, have been very creative as in the cases of Australia, Massachusetts and Pennsylvania.  Australia has a half-an-hour satellite television program which discusses the Centrelink initiative and is currently developing an in-studio program designed to increase awareness of Centrelink and to answer citizen’s questions.  Massachusetts and Pennsylvania have been innovative by putting the state web site IRL address on their motor vehicle license plates.

What is also common, especially throughout the United States, is political advertising of the one-stop initiatives.  Political leaders announcing new initiatives or discussing progress and development of the one-stop services serve as a useful form of advertising and awareness. This approach has been especially useful for those governments that were unable to hire marketing or advertising firms because of budgetary constraints.

Although several governments have marketed their one-stop initiatives, very few show evidence of actually developing a 'government brand.'  Those governments that are interested in branding their projects appear to be in the more developmental stage.  For example, Pennsylvania recognizes the importance of branding and wants to promote an image of quality and trust, just like the image that is associated with the 'Cotton Label'.  They are currently in the process of establishing their market brand.  As well, other governments such as South Australia and Oregon are currently in the midst of developing what they want their ‘government brand’ to be.

As mentioned earlier in this report, branding was one of the factors upon which the profiles were selected.  Most of the governments selected for further study had rather mature or innovative initiatives and most of the governments examined in the Profile component of this report have implemented branding strategies.  It is far too early, however, to determine the success of these initiatives. 

The one thing that was apparent with the governments that were profiled is the general consensus that branding is an important undertaking.  Many governments are currently grappling with issues related to the overall brand image that they are trying to develop.  For instance, should advertising be present on the one-stop Internet site?  Should government web sites differ from business web sites?  What is the best way to cluster or present services to promote the most efficient and effective service to the public?  Should all services provided be free of charge or should some value-added services have a fee?  These are all issues that must be addressed when marketing and branding one-stop access initiatives. 

Clustering

One of the largest challenges is in the area of service clustering.  There are a variety of different models that can be adopted.  For example, some governments have clustered their services according to particular life events.  Governments such as Singapore and Louisiana (in development) have clustered their services in this fashion.  Clustering by life event is certainly one option from which to choose.

Another option is to cluster services like the United States federal government has done.  Some of their services have been clustered according to demographic attributes as is seen in the Access America for students and the Access America for seniors one-stop programs.

The third option is to cluster services according to general subjects or topics such as Business, Government, Citizens, Education, Kids, and Tourism.  Many governments such as Minnesota, Texas, Nashville, Mississippi, Iowa, Connecticut, and Vermont have implemented this approach.  In general, there was more evidence of this type of service clustering than any of the other forms noted above.   Many governments not only provided the service headings but they also customized or branded the headings to suit their particular initiatives.  For example, Tennessee categorizes its services as ‘Living in TN’, ‘Working in TN’, ‘Driving in TN’ and so forth.
  As well, the Florida Direct web site carries through with the ‘Direct’ brand name by providing access to the ‘Jobs Direct’, ‘Training Direct’ and the ‘Purchasing Direct.’
  Another impressive site found, in terms of artistic style and presentation, was Montana’s Virtual Human Services Pavilion web site.  Users of this site complete a lobbying form where they select which door they wish to access from several subject categories.  From there, various doors open providing a group of clustered services and/or information.
  In general, many governments are clustering their services according to subject or topical headings, but they are also customizing the language and the presentation of these services to suit their brand image.

Another option for clustering services is the 'How Do I?' format.  This form of service clustering typically deals with unrelated services.  The 'How Do I?' prompts were fairly common throughout many government web sites.   The 'How Do I?' prompts highlight the most common questions asked by citizens and provide one-stop options from which citizens can choose.  For example, the governments of Maine, Oklahoma, South Dakota and Virginia all have the “How Do I?” option.  Noteworthy is Louisiana’s  ‘How Do I Start A Business?’ prompt which links the user to a first stop shop of clustered services for business. 

Some governments, however, such as Victoria did not want to limit citizen choice by providing only one type of service clustering.  In the case of Victoria, several on-line options of clustered services are available from which citizens can choose.  For example, on-line citizens may use the Maxi site, the various specialized Internet channels, the state Multiservice Express site which highlights the three basic options from which to choose: search by organization, search by life-event or search by service type.  For some governments, such as Victoria, it is believed that there is no single right way to access government and that government should have multiple entry points to clustered services. 

Australia

Modernization Strategy

The Australian Centrelink initiative is a world leader in one-stop service delivery.  The Centrelink project has a comprehensive modernization strategy which includes providing multi-channel one-stop access to its citizens.    There are three basic channels, used to provide one-stop access:one-stop Service Centres, one-stop Call Centres, and a one-stop Internet site.

The Commonwealth Government established Centrelink as the one-stop-shop for integrated access to Commonwealth Government services, but its primary business comes from delivering social security services and serving as the gateway to employment services.  The Centrelink agency grew out of a merger between the service delivery networks of the Department of Social Security and the Department of Employment, Education, Training, and Youth Affairs, with strong support from the Department of Finance.  Originally branded the Commonwealth Services Delivery Agency, Centrelink became an official Statutory Authority in July 1997.  The Centrelink agency employs approximately 24, 000 people full-time and is very decentralized to meet the geographical needs of Australians.  To get an idea of the scope of the agency: its budget is approximately 42 billion; it makes over 300 million contacts per year with over 5.1 million customers; it processes over 8 million on-line transactions per day; and it has over 400 sites (Customer Service Centres; Student Services Centres; Career Reference Centres; Call Centres; Area and National Support Offices; Youth Services Centres; Retirement Service Centres; Family Service Centres).

Centrelink’s aim is to “make a difference to the Australian community through responsive, high quality government services and opportunities, and giving value-for-money.”  Its mission is to build a stronger community by:

· providing opportunities for individuals through transitional periods in their lives;

· delivering innovative, cost effective and personalized services for individuals, their families and community groups;

· being an organization committed to quality;

· making best use of available dollars;

· listening to the community’s ideas for giving better service; and

· building a quality relationship between customers and Centrelink.
 


Central to its modernization strategy is the need to create a customer driven culture- a new organizational culture founded upon such values as fairness, enthusiasm, optimism, innovation, openness, achievement orientation and flexibility. The commitment to create services that are customer-focussed is found across all three one-stop channels. 

One of the most creative solutions to personalize government and its services for customers is the strategy to encourage customers to maintain a relationship with a single customer service officer.   This is referred to as the ‘One-to-One’ strategy. Once a customer has seen a particular customer service officer, in the future, the customer always deal with the same officer for his or her needs.  This provides for not only a good relationship with the client, but it also improves the quality of service provided as the officer is already abreast of the client’s situation.  


Practical solutions have also been applied to promote a citizen-centred focus in the Call Centres as well.  Centrelink has introduced solutions such as: part time staff for peak periods; all staff answering phones at peak times; special lines for particular payments; and  increased training of Centrelink Call Centre staff.

There are 22 one-stop call centres currently in operation across Australia.  The toll free 1-3 telephone number allows citizens to call the centres anywhere in Australia for the cost of a local call. Calls are routed to the first available call centre regardless of where in Australia the customer may be calling.  Quick response is an important factor in the customer-focused modernization strategy.  There is even a toll free 1-800 number that citizens can call to provide customer feedback on Centrelinks services.


Although most of its modernization efforts have been focussed upon Service Centres and Call Centres, Centrelink has also provided a citizen-centred focus on the Internet by providing informed sites with information about programs and contacts.  The site is designed so that there are services clustered according to topics for easy navigation (i.e. Families, Job Seekers, Youth and Student, International, Employers, Retired, Disability and Other, Farmers).

The customer-centred focus is also evident in other Centrelink initiatives such as the ‘Community Units’ project which has been established in each capital city.  The Community Units are home to Centrelink Community Officers who deliver Centrelink services directly to the customers in need.  This flexible, hands-on, approach is made available to those citizens who have difficulty or feel uncomfortable visiting the Service Centres.  This may include persons in hostels, drop-in centres, prisons, or hospitals–anywhere where people have genuine accessibility issues.  Community Officers are the epitome of tailored, one-stop, customer–focused service delivery providers.


In following through with the illustrations of how customer-focused Centrelink is, it would be remiss to exclude its efforts to provide a customer-centred approach through traditional correspondence (mail), as most of Centrelink’s work is in the area of welfare related services which depends upon some traditional correspondence.  Centrelink has become more customer-focused by using simple techniques such as direct mailing using targeted newspapers and magazines; less complex messages; letters in other languages; innovative design and different formats; market research; and, professional writers and designers to improve the quality of correspondence between Centerlink and its customers.
Currently, most of Centrelink’s efforts are focussed upon the Service Centres and the call centres, rather than on the Internet.  This is mainly due to privacy concerns.  As was previously mentioned, most of the services provided by Centrelink are in welfare-related fields which involves a lot of personal information.
 For the most part, the Internet channel will continue to be more of a source for information rather than a source for service transactions. Centrelink is currently working on improving the Internet site so that services will be clustered according to life events.  For example, one life event may be ‘losing your job’ whereby this prompt will direct the user to a host of information about what benefits the citizen may be entitled to as well as a whole host of other available support services.  This ties into the Centrelink’s customer-focused approach of making government services more accessible and easier for citizens.
Governance and Management Structures

As noted earlier, Centrelink is a statutory authority with its own legislation.  It is governed by a seven-member board: two Departmental Secretaries, the Chief Executive Officer and four members from the private sector.  The Chairman, who has a background in both public and private sector management, is independent and reports to the Minister for Social Security. As defined by legislation, the role of the board is to decide Centrelink’s goals, priorities, polices and strategies and ensure that functions are properly, efficiently and effectively performed.  Centrelink has a relationship with nine Ministers, including the Minister for Social Security who is both the portfolio Minister and a client Minister.
 

Centrelink is not funded directly from the Budget through Treasury.  Centrelink obtains its fund through contracts from purchasers. This arrangement is considered to be a good incentive to provide a high quality product and maintain professional business partnership practices Departmental Secretaries have the right to dissolve the contract if they are not pleased with the services provided by Centrelink.  Centrelink establishes formal business arrangements with Departments, typically over a three-year period.  Presently, Centrelink has agreements with: Social Security; Employment, Education, Training and Youth Affairs; Health and Family Services; Veterans’ Affairs; Primary Industries and Energy; State Housing Authorities; Workplace Relations and Small Business, and the Child Support Agency in the Australian Tax Office.  The contracts, or Strategic Partnership Agreements, cover performance and a range of other mechanisms that support the business relationship.

The success of the Business Partnership Agreements with client departments is measured  through:

· staff satisfaction with the partnership and mutual respect between the two organizations as measured by surveys;

· feedback from other organizations that the partners speak with one voice on issues;

· quick and effective resolution of any issues that either partner finds difficult;

· performance of both partners against agreed standards; and,

· adherence by both partners to the business partnership agreements.

Each month quantitative data is collected to measure Centrelink’s ability to fulfil the performance measures as outlined in the Business Partnership Agreement.  Centrelink’s Customer Segment Teams analyze the data and use it as a tool to measure the quality of services provided and to identify factors which may be attributing to the over-performance or under- performance of its services.
 Monthly partnership committee meetings centre upon reviewing the performance data to ensure that performance standards are being upheld and to discuss any future changes that the department may wish to see.  Although Centrelink functions only as the administrative arm for the purchasing department, the co-operation between the service provider and the policy strategist is essential for the well functioning of the partnership.
Branding

The future of Centrelink is very much tied to its ability to “deliver high quality customer service at a competitive price.”
  This is the ‘brand image’ that Centrelink is striving for.  In the marketplace, Centrelink wants to be regarded as a customer-focused, business like agency that provides excellent service quality, seamless services, convenience and good value for money.  Centrelink was very successful in reinventing the organizational culture for its employees.  Strong strategic planning combined with a true respect for its employees has allowed its customer-centred mandate to come to fruition.

Aside from actually implementing internal customer-focused policies to promote the customer-centred brand image, Centrelink has also taken steps to publicize their efforts.  Centrelink works with advertising agencies and marketing consultants on a regular basis. The very name ‘Centrelink’ is a part of their brand image.  Under the Centrelink name and logo is the motto “Linking Australian Government Services”.  Obviously, the name was chosen to promote the agency as a one-stop forum for government services Australia-wide.  Centrelink’s logo, colour schemes and font were also selected for easy brand identification. All of Centrelink promotional material carries through with the Centrelink name, logo, font and colour schemes as well.  Centrelink has even adopted a new corporate wardrobe to promote a more professional image.

One of the most exciting promotional campaigns that Centrelink has undertaken is the satellite television campaign.  Daily, for about thirty to sixty minutes, there is a news programs about Centrelink and its services.  This allows the public, as well as the staff, to keep abreast of Centrelink’s developments.  This also serves as an excellent source of information for the public.  Customers are introduced to Centrelink, are provided information about the agency and its services, and are given direction on how Centrelink can serve them.  

The television program also serves as an excellent motivational tool for its employees.  The program continuously supports the customer-centred vision of Centrelink and how its employees are fulfilling this goal.  Each program is really a reaffirmation of the central goals of Centrelink and how its employees are fulfilling their promise to provide one-stop seamless services in an organization that is customer-focused and value for money driven.
Promotion of Centrelink has also been done through traditional paper campaigns, such as press releases and newsletters to customers as well.  Interestingly, Centrelink has also adopted an internal promotional strategy like one would expect in a private sector organization. 

Strategic Directions and Lessons Learned

In order to be successful as a customer-centred service organization, it is essential to understand what services the customers actually want.   As Sue Vardon, Centrelink’s Chief Executive Officer explains, when creating Centrelink “the aim was to make sure that we were creating an organization which people needed-not the kind of organization which we thought they needed.”
 Every six months Centrelink conducts customer surveys that provide feedback for the organization.  There are also ‘Theme Teams’ which focus on important issues such as customer service, quality, innovation, strategy, communication, and so forth which help provide more feedback for the organization.  In over 200 Service Centres across Australia there have also been ‘Value Creation Workshops’ whereby employees sit down with customers to find out more about the customers needs and expectations.
 Centrelink is constantly in the state of evaluation, continuously consulting with its customers and partners and using this information to improve their services.
Any major operational issues for Centrelink resulted from the creation the new agency structure.  There were several human relations issues related to forming the new organization. Due to the merger, some employees lost their jobs and some of the more veteran staff were reluctant to change or to use new technologies.  These concerns, however, were expected and have been worked out over time.  Believing in the agency concept, therefore, was an integral part of Centrelink’s success.  There was strong political support for the agency as they were given the flexibility and support needed to create this customer-centred organization.
   

There are still concerns with privacy that have yet to be resolved with the new one-stop channels.  As was mentioned previously, there are certain types of transactions not being provided over the Internet due to privacy concerns.   Customers can email questions to customer service officers, but the officers in return can only email back general information because there are no security features in place.  As with many other governments, privacy is an issue which will be worked out over time. 
 

Another interesting concern which was identified relates to the viability of the one-stop call centres as a one-stop link for customer questions.  As Centrelink is so obviously quality-driven, there is some concern that the quality of service that a customer may receive will suffer because there is so much information that the customer service officer must be aware.

Clearly, the Centrelink approach is a major government reform.  The new relationships between the Centrelink staff and its customers, especially the One-to-One program, is revolutionary in terms of public organization practices.  Centrelink has been described as being the single biggest reform in the Australian federal public service for over the past 50 years.  One can see why it is described as such.
 

New South Wales, Australia

Modernization Strategy

Two policy documents, Information Technology and Management Blueprint: A Well-Connected Future (February 1997)
 and the connect.nsw An Internet Strategy for NSW (December 1997) provide the foundation upon which the New South Wales' modernization strategy is based.

The first report, 'A Well Connected Future', began the focus on modernizing government. It outlined a vision for change.  The Government's vision, as expressed in this report, was "to become a world leader using information management and technology to deliver government services to the people of New South Wales."
  Included in this vision is a focus on developing one-stop access to government through the use of one-stop access shops, one-stop access kiosks, one-stop access Internet, and one-stop access telephone lines.  The 'single points of service' or the 'one-stop shops' approach was considered to be the solution to smarter, more accessible, yet less expensive government.  The three principles underlying this strategy were the desire to focus on the needs of the people, the desire for government to work smarter by cutting red tape and costs, and the overall desire to boost the economy of New South Wales through developed information technologies.

This report was followed by the Internet strategy for New South Wales - 'connect.nsw' - at the end of 1997.  Cabinet endorsed Connect.nsw as a directive to the public sector.  It comprises four interrelated strategies, namely:

· Integrated Government: ensuring greater information sharing between local, State and Federal levels by establishing an integrated Government Network Service;

· Electronic Service Delivery (ESD): delivering customer focused government services and information via the phone, on the Internet, at a local multi-media kiosk or even through Interactive television; 

· Electronic Commerce: implementing electronic commerce throughout New South Wales by nurturing innovative enterprises and continuing to attract leading international firms to New South Wales; and,

· Networked Communities: improving the quality of life in regional, rural and metropolitan New South Wales through the use of the Internet and information technologies.
  

Of the four strategies in the report, the ESD strategy has become the most significant and drives online service delivery.  In general, New South Wales has implemented a multi-channelled one-stop access strategy. However, as just mentioned, it is the electronic one-stop applications which are the most developed.  Specifically, the one-stop Internet portal initiative, ServiceNSW, is the cornerstone of the New South Wales modernization strategy although it should be noted that one-stop access is being applied through other service channels as well. 

New South Wales has adopted a 'whole of government' approach to modernization in that they wish to reform all levels and all aspects of government.  The emphasis on access is paramount to their strategy.  As mentioned above, the Internet site, ServiceNSW, is the most developed one-stop access channel found in New South Wales. Other modes of ESD such as kiosks are delivering some services as well, but the primary focus of ESD is on the state Internet site.
  

Initially, agencies were responsible for creating their own websites whereby they would focus on the information and services provided through their specific agencies.  It was not until the Office of Information Technology created the state website, ServiceNSW, as the government's home page that the various sites were pooled.  ServiceNSW serves as the community's 'one-stop' access channel to online services and information provided by New South Wales government agencies.  It is designed from the user perspective so that citizens do not need to know the structure of government in order to locate the services they require.

ServiceNSW facilitates access to government services by service sectors such as Business, Culture and Recreation, Education, Health, Emergency Services, Employment, Environment, About Government, Housing, Law and Justice and Transport.  These service sectors evolved and one-by-one the agencies mapped out their services to the appropriate service sector.  With help from the Office of Information Technology, the sector stakeholder agencies were encouraged to work together to create their sector home pages.  Emphasis was placed on providing a citizen-centred view of the sector as well on providing harmonized service provision and shared facilities.  Naturally, some agencies are members of more than one service sector.
The government of New South Wales has also developed other channels for one-stop services. For instance, in 1996, Government Access Centres (GACs) were introduced in rural New South Wales by the Premier's Department.  GACs are essentially one-stop shops for government-wide  information and services.  GACs provide information about government services as well as on-the-spot transactions, bookings, and referral services.  All GACs are equipped to provide services via the Internet as well.  Currently, 7 GACs have been established in rural New South Wales.  There are specific conditions regarding remoteness and access that have to be met in order to quality for a GAC.  Despite the impact that GACs can have on local communities, most, if not all GACs, are single person operations.  These centres have obviously been created to deal with the issue of accessibility in rural and remote areas of New South Wales. Citizens can now access all New South Wales government services from a single location through the Government Access Centres (GACs). New South Wales has also begun to introduce their one-stop access Community Technology Centres (CTCs).  To ensure that all citizens have access to the Internet or E-based technologies, CTCs have been established as the one-stop access shop to multipurpose community-based IT facilities.

The CTC initiative was launched on May 31, 2000 and is designed to address the IT needs of New South Wales rural towns of 300 people or less. These centres are computer enabled facilities that will be based in "the main street" of approximately 55 towns in New South Wales.  CTCs will "provide access to at least six Internet connected computers as well as provide printers, video and teleconferencing facilities, business equipment, and e-commerce incubator facilities”.  CTCs can deliver services such as training, IT consultancy to local business, web hosting, banking and insurance services, and government services.

One-stop government access to government information and assistance is also being providing via the telephone channel.  Through the Department of Public Works and Services, the Government Information Service Centre (GIS) has been established as a one-stop access telephone information line to New South Wales government services.
 The telephone Information Officers assist, direct and provide information to citizens about any New South Wales agency service.  They are currently developing the technology so that Information Officers will soon be able to talk to citizens while they are online to direct them through the Internet pages and help them find the services they seek.   Although this call centre is seen more in terms of providing product support, when fully developed, it will serve as a one-stop channel to government information.
Governance and Management Structures

In New South Wales, agencies are responsible for delivering their services.  Each agency decides the methods of service delivery according to what it believes to be the most appropriate for their clients. While this is an agency decision, "there is a philosophy of integrated service delivery that is applied when services and their delivery are being revamped. This philosophy extends both within agencies and between agencies when there are synergies and benefits to the participants.  This involves considerable cultural change and takes time. The Office of Information Technology expends considerable effort in promoting and facilitating interagency co-operation and collaboration."

Established in April 1999, the Office of Information Technology is an agency within the Department of Information Technology and Management that acts as the focal point of contact for state information and communication technologies.  The Office "advises the Minister, the IT Sub Committee of Cabinet and the Chief Executive Officers' Standing Committee on Information and Communications Technology and Management about policy, strategy, projects and resource issues related to information and communication technologies.”

This Office "develops state-wide government policy and strategy for information management and its associated technologies.  It drives a coordinated agency approach to these functions through a policy and guideline framework.  It also monitors agencies' use of information and communications technologies and oversees the execution of the Government's strategies and policies" (i.e. A Well-Connected Future and connect.nsw modernization policies).
In March 1999, the New South Wales Government made a commitment for "all appropriate government services to be available electronically via the Internet by 31 December 2000."
 To ensure that the government will meet that commitment, Cabinet endorsed a Reporting Framework for all government agencies.  This Reporting Framework monitors the progress of ESD implementation of all agencies, and periodically apprises Cabinet and Ministers of the progress being made.  The ESD Reporting Framework monitors progress in a number of key areas, for example, whether all appropriate high volume transactions are on the Internet, whether all appropriate Government publications are online, whether tendering information is on the Internet, and whether an ESD Assessment has been completed.

As mentioned, other Departments such as the Department of Public Works and Services and the Premier's Department oversee additional modernization efforts. For the most part, it is the Office of Information Technology that oversees New South Wales' primary modernization efforts. For example, the Government Access Centres (GACs) are under the direction of the Premier's Department in that it is responsible for providing central coordination for the programs and for establishing the contract with the 'Host Agency.'   The Host Agency is the agency selected to manage the day-to-day operations and it can either be a state agency or a local government organization.  The GAC Officer, who is responsible for running the GAC, is employed by the Host Agency.  Furthermore, Service Agencies, which can be either government or a community organization, pay the GACs to provide their services.  These Service Agencies have a contract with the Host Agency as the entire operation is overseen by the GAC Steering Committee, comprised of representatives of the Host and Service Agencies as well as key central agencies.
Branding

New South Wales has actively striven to brand its Internet modernization initiative, ServiceNSW.  ServiceNSW has been marketed to connote the image of one-stop access to quality, citizen-centred and convenient government services and transactions.  Each of the pages stemming from the home page all carry through with the same look and feel to reassure the user that they are still on the government site.  The 'sun' logo also follows throughout the ServiceNSW project.

All ServiceNSW literature and signage also carry through with the same look and feel. For instance, the same New South Wales logo is always present, the same font is always used, and the same general style and format are always applied.  The URL 'www.nsw.gov.au' is also a consistent feature on New South Wales publications and advertising materials. Selecting a good design company was considered an essential component in promoting the ServiceNSW initiative.

As indicated above, New South Wales has recognized the importance of branding and has been making efforts to brand their initiatives for the past few years.  In deciding the general 'look and feel' that they wanted to portray, they determined that a simple, straightforward approach would be most effective.
 For example, most of the ServiceNSW advertising and promotional materials contain very few words.  Media campaigns and paper advertising campaigns have always promoted a very crisp and concise image.
It is also important to note that the services provided on ServiceNSW can be accessed through a selection of topical service clusters (i.e. service sectors).  Each service cluster has its own illustrative icon so that citizens can identify the service clustering via the text or the picture presented.
 For example, as shown below, emergency services has a picture an ambulance helicopter, educational services has a picture of a graduate's cap, and cultural and recreational services has a picture of the Sydney Opera House.  These images can be carried through with related ServiceNSW materials.
NSW did, however, consider a variety of alternative forms of service clustering.  One such option analyzed was the popular 'life events' categorization which can been found on Singapore's web site.  The New South Wales government decided not to select this option, however, as it was felt that although superficially appealing, it was too limited in practice. They did not believe that all the services that they wanted to offer on the ServiceNSW site could be logically clustered into that 'life events' format.  Instead, by selecting the topical approach or the service sector approach, it was felt that they were able to offer a broader range of one-stop services that are still easily identifiable and understandable to the public.
  

In addition to the topical clustering as one access point for citizens, Service NSW has also recently launched a directory of services where all agencies have listed all of the services that they offer.  The topical clustering, along with the directory of services, is believed to give the user many more options from which to choose.

Operational Issues and Lessons Learned

As with most governments examined, the most difficult challenge New South Wales had to overcome has been one of entrenched culture.  Changing the culture of the New South Wales government to a more citizen-centred focus was a challenging task.  Working across departmental boundaries through co-operation and co-ordination has taken some time.  

As noted earlier, New South Wales approached reform on a sector-by-sector basis.  When a particular sector came up for review, a project manager was assigned to facilitate the project.  As expected, no major confrontations occurred since agency participation was voluntary.  Actually, this voluntary approach not only resulted in all agencies participating, but it also resulted in agencies enthusiastically wanting to succeed.

In general, New South Wales believes in the importance of providing one-stop access to government since it not only improves the quality of services provided by government, but also helps to improve the relationship between government and citizen.  Implementing one-stop access in New South Wales was never considered to be just an option for government; it was deemed to be the future of government.

South Australia, Australia

Modernization Strategy

The South Australian government has just recently announced its comprehensive modernization strategy in the form of the Information Economy 2002: Delivering the Future Report.
  Although many of the initiatives discussed in this report have yet to be implemented, there is a striking parallel between what the South Australian government is planning to enact in terms of one-stop access and what other governments also intend to introduce.

It should be noted that before this Report there was no single comprehensive modernization strategy.  There was, however, an overarching goal of trying to implement a ‘whole of state’ modernization approach.   This refers to the idea that the modernization of government in the areas of information and communications technology should also encompass modernization strategies to include the private and community sectors as well.  The whole of state strategy is seen in the services provided online through the South Australia Central site.  For example, citizens can access government, business and even banks and financial institutions.  As well, partnerships are in place with utility companies to allow citizens to pay their gas bills or their hydro bills via government channels. South Australia has continually promoted a citizen-centric focus whereby it provides services that citizens want.  The whole of state strategy ensures that all sectors will be involved and modernize appropriately.

In terms of one-stop access, the one-stop Internet site and the one-stop phone service are the the principal areas of one-stop access at this time.  The state Internet site is referred to as ‘South Australia Central’, but will be changed shortly to ‘Service South Australia’ as indicated in the Delivering the Future Report.  Through the state site, citizens have access to a variety of services from information to transactional services from both government and non-government entities.  The one-stop telephone line has also been very successful to date. There is a standardized messaging system that allows the telephones, email and Internet to be connected government-wide.

The citizen-centric focus is apparent throughout the modernization strategy.  A large part of that strategy rests on the ability of the government to be more accessible to the public.  One-stop access is a key component of their access strategy and the whole Information Economy approach.  The one-stop access initiative that was introduced was ‘Service SA’.  Service SA is a major project that is designed  “to create seamless ‘one-stop shop’ channels between citizens and government for all government information and services.”
 Service SA strategy is focussed upon providing one-stop access through three service channels: the Internet, the telephone and single shop fronts.  As the one-stop Internet (South Australia Central) and one-stop telephone channels (Information South Australia) are already in operation, there appears to be more emphasis on implementing and developing the third channel.  Cabinet approval for the one-stop shops was granted quite recently.  There are plans to open six one-stop shops by December 2000 although it is recognized that this is a very ambitious target.

Many of the day-to-day services can be accessed through the Internet and telephone channels. Of the three channels mentioned above, the most developed is the South Australia Central Internet site. Its mission is to “support economic development of the State by providing convenient, quick access to comprehensive South Australian online information and services.” (mission statement on line, www.sa.gov.au)  The South Australia Central Internet site was launched in February of 1997 and provided a comprehensive directory of South Australian web sites, including online information and services from Government, Business and Community sources. This of course, is in keeping with their whole of state approach to improved one-stop access.  Citizens want to fulfill their service needs whether it be through government or business or the community sectors.   For example, on the state site there is a ‘Banking and Finance’ button which leads the user to a variety of online banking services provided by the banking companies themselves. In June 2000 the South Australia Central website underwent a large improvement, allowing for more services and transactions to be provided via the state site.  Information and services found on the Internet site are categorized according to general topics such as Government, Business, Employment, Health, Employment, Banking and Financing.  There is a strong state presence on the site as well as a strong business and local presence.
  With the implementation of the new generation of one-stop services via the Service SA program, there is discussion on re-organizing the services provided. It is undecided at this time how the services will be presented, whether it will be by topic, life event or ‘how to...?’ prompts.
As the one-stop centres are still under development, the services that will be provided through this channel have also not yet been finalized.  It is known, however, that they will not be providing specialized health services or education services and that the shops will not be an exact replication of government.  The focus is more on providing the services that the public believes the government should provide.  For example, the utility services and the banking services found on the one-stop Internet site are also going to be adopted in the one-stop shops.  Some rural communities will have the most to benefit as the government one-stop shop may be home to the nearest bank facilities.  It should be noted, however, that the banking services that are provided are based upon partnership agreements with the banks and that the government is not affiliated these companies.  This is to say that the government is not in the competitive business of banking (e.g. issuing loans, mortgages, etc).  The government is only providing a one-stop access vehicle through which citizens can access the banks.  This is especially important in rural communities as many banks do not have local branches that are accessible to all South Australians.
In order to ensure that all South Australians are connected to the Information Economy several other complimentary initiatives have also been introduced.  Related to the one-stop access Service SA initiative is the ‘Everything Online’ initiative which is currently under development.  The Everything Online project strives to encourage all sectors of the economy to provide information online.  To lead by example, the South Australian government will make public government information available online and will establish the Talking Point
 as a public forum for online discussion of Government and community issues.
  Government will also actively encourage non-government sectors to place more information online for citizens in order to promote greater accessibility of information.

In keeping with the Information Economy approach, other important initiatives being developed are the SA Connect project and the NetWorks for You 2002 program.  SA Connect is seen as an essential component of the Information Economy strategy as it will encourage awareness and access for South Australians.  “As part of its drive to create an IT-literate, information-enabled society, the Government will make available to every South Australian resident, at no charge, a Web-based online presence, including an e-mail address.”
   The objectives of the SA Connect initiative are to:

· provide all south Australians with a personal web page and Internet e-mail address in such a way to maximize uptake and use;

· create a greatly increased number of online citizens in the State, driving online usage throughout South Australia and providing a platform for online communities and markets;

· facilitate that development of high-level content by South Australian organizations (community, government and business);

· engage appropriate partners and build on existing activities, skills and goodwill.

This strategy to ensure that all South Australians are connected builds upon the current NetWorks for You program.  The NetWorks for You program is a state initiative that is partially funded by the Commonwealth.  This program delivers Internet awareness and facilitation programs through community-supported Networks Centres across regional and rural South Australia.  This initiative has been expanded so that it will provide the information and awareness programs statewide.  Together, the SA Connect and the recently expanded NetWorks for You 2002 initiatives will help citizens overcome accessibility and knowledge-based barriers that may impede their ability to utilize the new Information Economy.

The South Australian modernization strategy is very focussed with deliberate intentions to involve all sectors of the economy and the public in general to embrace the Information Economy of the future.

Governance and Management Structures

The Information Economy 2002 is a three-year plan involving the implementation of many new initiatives as well as the development of some projects that are already in existence.  Given the different maturity levels of the various initiatives, the Information Economy 2002 modernization strategy will be implemented as a “rolling program of activity.”
  The government will schedule launches of specific initiatives depending upon the amount of development time necessary for each project.

Each initiative will be implemented through a “collaborative model of partnerships between the ‘natural owners’ of the initiative from government, industry and the community”.
  The Government will play a general co-ordination and management function in all the initiatives to ensure that Information Economy 2002 directions are being upheld.  This will be done through the Information Economy Cabinet Sub-committee, which will report regularly to Cabinet on the implementation process of the various 2002 initiatives.

An International Advisory Panel will also play a key role in evaluating South Australia’s progress, as measured by the Information Economy Indicators.  The International Advisory Panel will also advise the South Australian government on emerging global trends and innovations that may be relevant to developing its “next generation” Information Economy agenda.

Although there is strong political support and Cabinet approval for the next generation modernization strategy it has been suggested that some of the initiatives, such as the one-stop shops, may be vulnerable in the future without continued political support or without the Premiers office assuming more control over the Information Economy 2002 projects.  Grappling with the decision to provide a decentralized or centralized governance framework is an issue all governments have had to face.
  

Branding

The new brand image that is now being marketed and advertised is based upon what the Premier refers to as the “new generation” for South Australians.  Service SA will become the brand name for all government programs and services found through the one-stop access channels.  Their goal is to provide a consistent image relating to their whole of state approach.

The advertising campaigns and the actual presentation of the services provided will “not be glamourous.”
  According to recent focus group data, other than a few ‘freshening up’ suggestions, 94% of citizens surveyed were very pleased with the presentation and the colours chosen on the current South Australia Central web site.
.  It is recognized that the one-stop Internet portal is a visual communications tool and that the message it gives is important, however, it is not believed that the public would respond well to money wasted on non-content related initiatives and promotions.

Although the specific details cannot be given at this time, it is known that in terms of promotional campaigns, Service SA will focus on encouraging local government and local community participation.  There will also be a strong emphasis on trying to promote an image of professionalism, accessibility and convenience.  There are volumes of public opinion research that has been conducted and they hope to do the best they can at this time with the resources that are available.  Consultants have been employed with a budget of approximately 1-3 million dollars.  In general, it appears that a new brand image will be formed out of this Information Economy modernization initiative.  The brand image will not be based upon flashy promotions or flashy images, but it will be based upon a sound knowledge of the quality, content and accessibility of services that will be found through any of the Service SA one-stop portals.

Strategic Directions and Lessons Learned

The South Australian government is taking a very proactive approach to modernization.  There goals are quite progressive and in the eyes of the world they want to be:

· one of the most connected communities in the world;

· the centre of a web of communities of interest and activity that connects people around the world to South Australian-oriented online communities and trading centres;

· an internationally recognized centre for new, knowledge-based, online business development and production;

· home to a spirit of self-confidence and entrepreneurial drive reflected in the emergence of innovative businesses, a culture of self-employment, and a commitment to community.

There are short term and long term goals for the modernization project.  While Information Economy is intended to produce long term change, it is recognized that short term goals are necessary in order to “kick start” this cultural change.  Immediate focus will be on building upon the foundations that are already in existence.  For example, existing programs, policies and initiatives will be developed and expanded upon in order to continue to modernize South Australia.  At the same time there is the strategy to think of the Information Economy approach as a “whole of life” strategy, not just an information-related strategy.  In other words, the Information Economy approach is going beyond focusing on just technology and information industries, it seeks to encompass and influence all facets of life-from interacting with businesses, communities or government.  A continuing goal of this project is to ensure that government, business and community organizations will be able to cope with the impact of the Information Economy.  “One of the most serious risks of the new order is the creation of a new divide-the ‘information rich’ and the ‘information poor’.”  The next generation strategy seeks to balance the affects of the Information Economy through knowledge-based initiatives as well as through partnerships and support programs in general.

One of the most pressing issues that they are currently dealing with is the privacy issue.  South Australia has strong privacy laws, presenting some challenges when implementing one-stop initiatives.  For example, policies are in place so that agencies cannot share personal information about clients with one another.  Thus, it is difficult to promote cross-agency collaboration because of the lack of integration and the privacy laws that are currently in place. However, the government does not want this issue to slow down progress.  The government plans to work within the privacy boundaries while at the same time trying to revamp some of these privacy laws so that they will compliment, not compete with, future strategic needs.
Elements which facilitated the success of South Australia’s efforts can be attributed to the focus on technological integration, the focus on promoting development throughout all levels of government as well as strong political support. It is believed that the timing is right for the Information Economy Strategy because the technological capabilities are here.
Some of the benefits of one-stop access strategies that have been identified are increased customer confidence as well as the overall quality of the programs and the services that are provided.  Also, the strong support for local communities and the cost efficiency of cross agency interactions is seen as further benefits of one-stop strategies.  One-stop access initiatives lead to happier citizens.  The one-stop channels are seen as a good way to modernize and reshape the relationship between citizens and the government in general.

Concerns about the one-stop access approach revolve around human interface or the lack of human interaction with government.  The strategy to encourage citizens to deal with government via the computer or telephone does take away from the human contact of dealing one-on-one with the public.

Overall, South Australia’s Information Economy 2002 strategy is very proactive and comprehensive in its scope to modernize all sectors of the economy and to encourage South Australians to recognize and embrace what is coming in the future.  Although no real analysis of this new strategy can be conducted at this time, it is very apparent that the South Australian government is very determined to make change.  As stated in modernization report, “setting 2002 as the target date [will] show the world we mean business... 2002 will be South Australia’s signal to the world that we are making the future of the Information Economy ours.”

Tasmania, Australia

Modernization Strategy

Tasmania's service improvement strategy is very similar to the Canadian federal government’s strategy currently being implemented.  Similarities are evident as both Projects focus on the need to improve service quality and access through a three-pronged one-stop access approach: telephone one-stop access; in-person one-stop access; and Internet one-stop access.   

Initiated by in 1997, the Service Tasmania Project was designed to establish a "single co-ordinated approach to both physical and electronic channels for Government business"
, with the objective of making “doing business with Government more convenient, especially for people in rural communities.”

The Project was set up in July 1997 for a period of three years to June 2000. After assuming office in September 1998, Premier Bacon continued to support the Service Tasmania Project as he still does today. Since its inception, the following outputs were anticipated:

· the establishment of physical shopfronts which provide integrated Government services;

· through the use of telecommunications and information technology, provision of Government services on a seven days a week, twenty-four hours per day basis;

· improved access for customers living in rural areas;

· increased customer choice for conducting business with Government; and

· simplifying process of Government business.
   

Phase 1 (July 1997 to February 1998) saw the opening of the first three one-stop access shops, the establishment of the Service Tasmania home page and the first of the Interactive Voice Response (IVR) telephone payment services.

Twenty additional shops were opened in the second phase of the project from March 1998 to December 1998.  Furthermore, a new IVR telephone bill payment service was established for children's dental services.  There was also a push to promote Internet usage and State Government agencies were required to publish public information on the Internet before any other medium.

The final phase of the project from January 1999 to June 2000 has seen progress continue. The final shop was opened totalling 24 shops that provide over 300 services on behalf of all State Government departments and some Federal and local government organizations.
  

Twenty-seven payment services are available over the phone as well as the Service Tasmania ‘One Number for Government' for general enquiries.  In May 2000 Service Tasmania launched its new website Service Tasmania Online at www.service.tas.gov.au as a one-stop access to government on-line.  This site allows users to access the Tasmanian State, Federal and local governments through one entry point which is a first for Australian Government web sites.  In addition, the site offers 18 online bill payments and an interactive licence application and payment service.
 

There is a strong emphasis on the importance of access, timeliness, clarity and convenience in the Service Tasmania strategy.  Service Tasmania aims to streamline the process of doing business with government.  The Tasmanian government understands that many citizens do not know which department or level of government they may need to contact for a specific purpose.  The Tasmanian Project is based upon providing a seamless one-stop access approach whereby the public would be guided through the system from any of the front doors available, be it the Internet, telephone or shops. Along with all of the benefits anticipated by creating seamless, one-stop access to government lies an important goal of the Project, namely to improve access to those living outside major city centres.  By implementing a multi-channelled access approach, rural and regional dwellers have better access to government services.

In creating and developing the one-stop access approach it was decided that the Service Tasmania network would be managed through existing government agencies, as opposed to establishing a new agency or enterprise to run the service.  Three lead agencies undertake the day-to-day operations of the three-channels, while the development of new services, policy, as well as supporting the Service Tasmania Board is the responsibility of the Department of Premier and Cabinet.

Similar to many governments around the world, a telephone channel has been in operation for many years in Tasmania (since 1988), although the development and marketing of the one-stop component of the telephone link did not flourish until it became a part of the Service Tasmania initiative. The majority of the shops have been in operation for approximately two years and the new Internet site was recently introduced.  The previous liberal government who began the Project back in 1997 placed great emphasis on promoting all three channels from the outset of the project.  This is, in some ways, atypical of many other government strategies.  More common is the initial focus on the Internet portal as ‘introduction' to one-stop access approach, later followed by efforts to move towards shop front formats.  Service Tasmania provides services on behalf of all nine departments of the Tasmanian State Government, some Federal and most local government organizations.  State Government services are Service Tasmania’s priority and the majority of the business currently offered and accessed relates State Government departments.
 The expansion of partnerships with the Commonwealth and local government, however, will result in additional services available for other levels of government in the near future.  Non-government participants could become more involved in the initiative, but only if there is no alternative provider in the community.
Service Tasmania provides seven generic types of services: bill payments, lodgement of applications, booking for specialist services, purchases of government publications and products (e.g. maps), change of address, information and feedback.  Ideally, Service Tasmania aims to provide the same services across all three channels; however, this is not always appropriate.  In addition, it has not always been technically possible to release a service across all channels simultaneously.

Service Tasmania provides a vast range of services for a range of different types of people. Paramount is the goal to provide one-stop access to any question or service that the citizen needs. Services found on the Internet are clustered according to policy fields and life-events in congruence with the philosophy of convenient access.   

Service Tasmania Shops

In the 24 shops operating throughout Tasmania citizens can: pay government bills; buy maps and guides; obtain information about government; apply for government licences, permits, grants and assistance; make bookings and appointments with government officers; change personal details on a number of Government records; of provide feedback and comments, and seek help from the government.  All Service Tasmania shops offer over 300 different services. One of the strengths of the Service Tasmania shops is the high quality service provided by Customer Service Officers (CSOs). Shop staff are extremely customer focused service and manage to keep abreast of a diverse and growing number of services.
 Central to the effective delivery services provided by CSOs is the electronic procedure manual or ‘help files’. The help file system provides CSOs with a consistent and easily accessible set of procedures for their day-to-day dealings with customers. The procedures are created with a customer focus in mind and ensure consistency of information across all shops.

Service Tasmania Telephone

On the phone, there are bill payment services which allow for citizens to pay bills at anytime using Interactive Voice Response technology. Also Service Tasmania has introduced the ‘One Number for Government' for contacting Government offices over the phone quickly and easily.   

Service Tasmania Online

Service Tasmania Online is user friendly and provides easy access to State, Federal and local government resources online.  Citizens also have the option to pay bills and download application forms through the site. Future directions for service content available through the one-stop access channels is to increase the number of services available, not only from the State level, but from all three levels of government, as people do not always distinguish between different levels of government.  New partnerships are being established and existing partnerships expanded to provide Tasmanians with more convenient access to services.
 Examples of this include the provision of local government services through Service Tasmania shops, over the phone and over the Internet, and the provision of Westpac banking services at Service Tasmania in Triabunna to bring banking services back to rural communities.
Governance and Management Structures 

The Service Tasmania Project was realized within the Tasmanian State Government’s Guidelines for Project Management, on a whole of government basis, with the highest level of bipartisan support. It is consistent with the Government’s social and economic policy, local government partnerships and industry plans. The Service Tasmania Project Steering Committee was responsible for policy and major resourcing decisions essential for the delivery of the Project outputs and the attainment of Project outcomes.  All Heads of Agency are members of this committee, which is indicative of the level of whole of government support the Project receives. The Service Tasmania Business Development Groups brings together the whole of government business owners (senior members of all Government agencies, Centrelink and GBEs).

Service Tasmania’s organizational structure to date has ensured the whole of government collaboration and commitment that has been critical to Service Tasmania’s success. In addition, high level of support, led by the Project’s sponsor, the Premier of Tasmania, has also played an important role in the success of the initiative.

The Service Tasmania Project Management Framework

The Project Team has been drawn from a range of participating agencies and supplemented to provide experience in project management of over the counter and electronic service delivery and resourcing.  When potential internal to government resources are exhausted, consultants are engaged to provide special expertise and an independent quality review consultant reports to the Steering Committee.  The Project also utilized forums, focus and reference groups and community consultative committees as appropriate.

Once services are implemented, the outputs are managed by the Service Tasmania Board through a Lead Agency for each of the three service delivery channels:

CHANNEL


LEAD AGENCY
Shops:



Department of Primary Industries, Water and Environment

Phone (including IVR bill
Telecommunication Management Division

payments):

Internet:


Department of Education

The high level Board operates in accordance with a Government Charter, is chaired by the Deputy Secretary of the Department of Premier and Cabinet and is supported by the Project Team in the Department of Cabinet’s Service Tasmania Unit.

The Service Tasmania Board is accountable for the ongoing management of Service Tasmania services developed as part of the Service Tasmania Project. The Board enters into Master Level Agreements with lead agencies, which then manage the service delivery channels. The lead agencies enter into Service Level Agreements with client agencies to deliver services on their behalf. The Board also enters into Agreements with other organizations whose services are delivered through Service Tasmania. Small business units within the lead agencies manage the day to day operations of service delivery through the service delivery channels.

Until recently the Service Tasmania Board was supported a small policy and operational group, the Service Tasmania Board Business Unit, within the Department of Premier and Cabinet. In March 2000, however, an organizational restructure combined the staff and functions Service Tasmania Board Business Unit and Service Tasmania Project into one integrated group, the Service Tasmania Unit.

During the early stages of the development of new services through Service Tasmania channels, staff from lead agencies work very closely with the Service Tasmania Project team in the Department of Premier and Cabinet. The Project is responsible for services until they are officially introduced. Once established, ongoing management for services is formally handed over from the Project to the Service Tasmania Board. Lead agencies then assume responsibility for the day to day management of the services through their respective service delivery channels. 

Close collaboration on service delivery arrangements is a high priority for the Board and is ensured through regular meetings with the lead agencies, client agencies, and other users of Service Tasmania services.  Feedback from customers regarding the delivery of services is obtained from formal feedback processes, informal reports and regular surveys of customer perceptions. A comprehensive review to assess the success of the Service Tasmania Project commenced in July 2000.  The review will pay particular attention to which services have been delivered and which have yet to be completed, customer, client agency and partnership issues, utilization of resources (financial and non-financial), business process re-engineering issues and the future management and operation of services delivered through Service Tasmania channels.  The review is expected to be completed in December 2000.  
Branding

The Service Tasmania initiative has been branded to promote the characteristics of easy access and service. There is a Service Tasmania logo and slogan which appears on all Service Tasmania literature and relevant client agency material (e.g. client agency payment notices) where possible.  In addition, the word ‘Service’ in Service Tasmania is always italicised to emphasize the focus on customer service. Early promotion of Service Tasmania centered upon the slogan "Getting things done". Service Tasmania was introduced as the "way to get things done...faster, cheaper and easier".  It was promoted through a general awareness campaign in the press, through some radio advertising and activities as well as direct marketing using promotional bill inserts, brochures and other promotional items.

The current marketing campaign aims to increase public awareness of what Service Tasmania offers generally–with focus on the services available through shops.  To date is has used advertising through television, radio and the press and is based around a new slogan "We're at your Service Tasmania".   The slogan communicates Service Tasmania’s central philosophy–customer focused service. The same logo is present in this promotional material. 

The versatility of the slogan and symbols means that the campaign can be applied effectively across all marketing themes, from general awareness (shop or multi-channel theme) to targeted marketing of the electronic service delivery channels.  Future marketing of Service Tasmania is planned to shift gradually from the general awareness theme using mass media communications to electronic service delivery options using a targeted approach.

In its effort to brand Service Tasmania, the government consulted with an advertising company.  All the promotional material has a common look and feel which was accomplished by using the same font for the slogan, "We're at your service, Tasmania”, the Service Tasmania logo as well as using the symbols denoting the three channels in printed material.

It is also noteworthy to mention that the promotional material is very customer focused.  Other than its sound visual appeal, the language of the material is very simple and easy to understand.  There is also a focus on the theme of making it "your service".  Information is discussed not in terms of what "we" (Service Tasmania) can do for citizens, but it is discussed in terms of what "you" can expect from Service Tasmania.  Common phrases found throughout promotional material are "you can call", "you can buy", "you'll find", and "we'll be happy to serve you".  There is a clear focus on personalizing the government to meet the needs of each individual.   Contrary to public perceptions of government as the ‘one mold has to fit all' organization, the Service Tasmania promotional material clearly identifies a shift in expectations and a shift to more flexible, personalized, service-centered government.
The short term advertising goal is to increase awareness about the Service Tasmania initiative and the services that it provides.  Long term goals centre around changing the behaviour of Tasmanians by encouraging them to use electronic channels more regularly.  Branding efforts to associate Service Tasmania with connotations of easy access and service appear to be successful.

Strategic Directions and Lessons Learned 

Tasmania's population is approximately 450,000. Current statistics indicate that during the past year, Service Tasmania shops recorded around 125,000 visitors through their doors. The take up of Service Tasmania phone payment services has increased gradually since its inception and averaged at 17.2% over the past 12 months. In total, around 364,000 payments were made over the phone channel during this period. Additionally, since Service Tasmania’s new web site was launched early in May 2000, between 50,000-55,000 ‘retrievals’ (hits which successfully retrieves content) were recorded. In general, the level of business performed through Service Tasmania has shown gradual improvement, particularly for the electronic channels.

Service Tasmania has regularly undertaken market research surveys to judge customer satisfaction. The most recent survey, completed in January 2000 revealed a lack of understanding about the Service Tasmania concept.  The data also indicated that there is a lack of knowledge about the full range of services that are available across these three service channels.  Research indicated that many Tasmanians still identify Service Tasmania with one or two services, for example, those offered previously by the motor vehicle registry.  This may be related to the initial promotion of transport related services, which comprised a significant proportion of Service Tasmania shop business, and the removal of the Government’s previous transport services.

This research formed the basis of the development of the current marketing campaign, which aims to promote awareness of the Service Tasmania concept generally.  It can also be easily adapted to communicate specific messages about the Service Tasmania brand to various target audiences.
It is believed, however, that with continued marketing that the Service Tasmania project and all of its luxuries will soon be understood and utilized by the citizens of Tasmania.  The success of the Service Tasmania is closely linked to the collaborative, whole of government approach. Related factors contributing to the success of the project include:

· Political support at the highest level

· Involvement of all head of agencies

· Small size of Tasmanian Government

· Wide consultation both within and outside Government

· Ability to meet short time frames

Areas for improvement identified by management include:

· Internal to agencies communication

· Customer Service Officer training

· Marketing and community awareness

Several benefits of one-stop access were identified.   Most importantly, Service Tasmania has improved customer service as well as the perception that citizens have about government. This has been a positive experience for citizens and government.  The fact that there is a good coordination of technology to provide for electronic payments has also been identified as a benefit of the Service Tasmania initiative.  The most interesting benefit that seems to capture the heart of the Service Tasmania one-stop initiative is the change to a "whole of government approach".   

Although there are numerous benefits of the one-stop access Project, it was recognized that sometimes trying to implement the one-stop access across the government as a whole takes much longer than if one was to introduce it to an individual agency.  There are no regrets, however, as Tasmanians know that by using a macro approach to one-stop access, consistency for the customer and potential savings for the government can be realized.

Victoria, Australia

Modernization Strategy

The impetus for one-stop access in the Victorian government emanated from their ‘whole of state’ strategy for taking Victoria into the information age.  Like the South Australian government, their focus is not only on bringing government into the information age, but it is also on bringing the private sector into the information age as well.  This whole of state approach has resulted in the creation of one-stop access strategies for the state as a whole. 

This whole of state strategy was originally promoted with the Victoria 21 policy (Victoria 2001).  In 1995, a task force for Communications and Multimedia was established and developed the Victoria 21 policy which was then implemented by the nations first Multimedia Minister.  Victoria 21 set out to “build a networked and knowledge-based economy through new technologies to improve the competitiveness of all industries across the State and to enhance the lives of all Victorians by doing so”.
 

There were three primary objectives:

1. Citizen, government and business applications of multimedia communications and information services in Victoria will surpass international benchmarks;

2. Wealth and jobs created by Victoria’s computing, multimedia and communications industries will demonstrate sustained growth; and,

3. Victoria is recognized as a centre of excellence in the global information economy by 2001.

These objectives were met through a series of interlocking strategies and support programs. Victoria’s strategy on how it would achieve its targets for 2001 was formalized in the “From Vision to Reality” report which was approved by Cabinet.  This report outlined Victoria’s strategies for meeting Victoria 21 target goals, motivating the public sector, measuring progress and reporting progress back to Cabinet.
 Their latest report, “Connecting Victoria” also serves to outline Victoria’s plans for the future by outlining how they are going to implement their information and communications technologies strategy.  It is within this context that one-stop strategies were implemented across the state.  Their ever evolving approach to service improvement has proven to be very successful and flexible in meeting citizen and business demands.

In general, Victoria’s one-stop access strategies have been based upon meeting five primary goals:

1. Improve citizen and business access to government (e.g. choice, convenience, 24X7, geographic independence);

2. Democratic access to government information;

3. Reducing the cost to citizens and businesses by making things simpler;

4. Catalyst for systematic redesign within government; and,

5. Reducing the cost to government.  Currently there are over 600 active government online projects across agencies designed to meet these goals.

There are whole of government strategies for each service delivery channel.  Specifically, there are one-stop shops, one-stop Internet portals, one-stop telephone services and one-stop access kiosks.  Each of these service delivery channels are at different stages of development and implementation, but are converging together.

The one-stop access strategies that Victoria has put into practice in the area of electronic technology, through its kiosks, Internet, and telephone channels is very impressive.  In 1994, when Victoria started its initial planning into these three areas it was obvious that the technology or services required were not available in the market place at that time.  To overcome this obstacle, Victoria put together a group of “champion agencies” that started a cross-departmental project to deliver over 30 services from 7 different agencies.  As a result of this work, “Maxi”was created.
  Maxi includes kiosks, Internet services and interactive voice response services.  Maxi was developed through a partnership arrangement between the Victorian government and a private sector provider.  It provides both one-stop government services as well as one-stop business services through the various electronic channels..  Maxi provides one-stop access for citizens and has been in operation since 1997.  There are many transactions which can take place via the Maxi channel, such as applying for birth, death and marriage certificates and paying certain bills.  There are approximately 24 kiosks throughout the state which also allow for payments through credit cards or debit cards.  The security encryption codes are in place for these types of financial transactions and the customer is even given a receipt.  Maxi is recognized as a leader in ESD and has won many awards, such Bill Gates’ Microsoft Technology Award.

Another more recent strategy that the Victorian government has adopted is to cluster services together into one-stop access “channels” that are geared to one particular area of service.  For instance, all business services, whether informational or transactional, can be found on the business Internet site.  Victorians refer to these sites as “Internet Channels” in the same way that they do television channels.  There is the “business channel”
, a ‘land channel’
, a ‘health channel’
, a ‘tourist information channel’
, and an ‘education channel’.
  These channels are all different and are geared towards meeting their specific service needs.  Although some of the transactions and/or information provided by these channels can be also accessed through the Maxi site as well, these speciality channels allow for convenient access to some of the more popular service areas.  The one-stop channels are easily identifiable and are very easy to navigate.  They are not considered to be in competition with the Maxi site.

In the latest effort to improve accessibility, Victoria introduced the Multiservice Express (ME) initiative.  Now all of the one-stop transactional services, or what is referred to as the “doing services” (i.e. transactional services, not information services), can be accessed through the main portal through the Multiservice Express button that lives on it.
  This is yet another option available to Victorians to access government and its services in a one-stop format.  Access is very simple on the ME channel.  There are three basic options from which to choose: organization, life-event or service type.  All three prompts forward the user to the most appropriate services.  

This is yet another option available to Victorians to access government and its services in a one-stop format. (Randall Straw) Access is very simple on the ME channel.  There are three basic options from which to choose: organization, life event or service type.  All three prompts forward the user to the most appropriate services.
Another more recent strategy that the Victorian government has adopted is to cluster services together into one-stop access “channels” that are geared to one particular area of service.  For instance, all business services, whether informational or transactional, can been found on the business Internet site.  Victorians refer to these sites as “Internet channels”in the same way that they do television channels.  There is the ‘business channel’ as was mentioned
, a ‘land channel’
, a health channel
, a ‘tourist information channel’
 and an ‘education channel’
.  These channels are all different and are geared towards meeting their specific service needs.  
Although ME, Maxi and the E-Channels are providing electronic services, these projects were created to compliment one another, not to compete with one another.   For example, the Maxi project has been very successful, but it was not expected that Maxi would be the only solution to provide one-stop ESD services.  Not all departments share the same technology as Maxi, and ME was seen as a way to link up all of the services currently provided on Maxi as well as those provided by other government departments.  Currently there are approximately 115 cross jurisdictional “doing” services found on the ME channel.  As well, citizens can also access many “doing” services through the various speciality E-Channels.  Once again, the focus is on providing many points of access to the user.  Victoria believes that “there is no one right or wrong navigation structure.  What we try to do is provide options for people to select”.
   

Aside from the impressive efforts in the area of e-government one-stop strategies
, the Victorian government has also utilized other channels such as one-stop access call centres. Victoria’s call centres have approximately 30 million inbound calls per annum (through Maxi and individual agencies).  During 1997, the Call-Centre Policy was developed which recommended a series of best practices to allow for improved service delivery and cost reductions for both citizens and government.  Although the implementation of call centres was never launched under a specific project, many of the agencies took it upon themselves to establish this one-stop access channel.  The Call-Centre Policies which have been developed in the areas of technical standards, operational processes and call centre establishment methodologies are not only considered to be advantageous to the individual agencies setting up the call centres, but it is also considered to be advantageous for when the call centres will be brought together in a virtual or physical sense.
 

Although not yet in operation, it should be mentioned that the Victorian government is currently in the process of establishing one-stop access government in-person centres.  A cross departmental project team has been established to develop and guide the introduction of the one-stop shops throughout Victoria.  Although the one-stop in-person centre initiative will not be introduced until well after this report is completed, if the same vigour is applied to this one-stop access projects as were the others, it will sure to be successful.

Victoria’s goal is to eventually standardize the services provided across all channels as much as possible.  It is also recognized that there are some channels that you cannot deliver all services on.  A hierarchy is as follows:

· In-Person Centres: all day-to-day services;

· Internet and Call Centres: most day-to-day services;

· Interactive Voice Response: major subset of services due to keying requirements; and

· Kiosks: subset of services due to keying requirements.

Future goals revolve around further expansion, aggregation and simplification of Victoria’s services to the public.

It should be noted that since the start of their service improvement strategy, local governments have been involved.  “The local government sector has to date been addressed opportunistically rather than systematically.”
  Victoria is currently working with the local government sector to produce a local government sector plan for online services that will fit into the one-stop program for the Internet and the future one-stop shops.  As well, Victoria has included utility companies that were previously government owned (e.g. Eastern Energy) in their one-stop access strategies.  Since the public still sees utility services as a “Government” service, it was felt that they should be included in their one-stop strategies as well.  Relevant private sector services have also been included in Victoria’s one-stop strategies to improve access.  Victoria has adopted the citizen-centric philosophy of providing the services that people need for their current ‘life event’, whether it be a public sector service or a private sector service is immaterial as long as the program that they are providing is relevant and useful to the citizen.
 

Governance and Management Structures

As the Victorian government is seeking to implement a whole of state approach to improved information and communications technology, extensive coordination and co-operation across all agencies is required.
 For example, the ‘E-Channel’ (e.g. business channel) and ‘life events’ concepts requires cooperation from across a number of agencies, albeit led by a nominated agency.

There is a sincere effort to provide a management structure flexible enough to meet Victoria’s access goals.  It is recognized that implementing initiatives across jurisdictions is difficult.  The need to not lose sight of the citizen or the customer perspective is seen as an essential component of their strategy.

As outlined in the From Vision to Reality report “the management structure must be capable of effectively handling present requirements, provide continuity of purpose and direction, have the flexibility to adapt to changing requirements and possess the ability to resolve issues as they arise.  The structure must also provide an even balance in the work-load and enhance ownership, while at the same time retaining sufficient central control to properly co-ordinate the entire effort”.

Each modernization initiative has its own particular accountability relationships between and among the various services or service providers.  Some are contractual relations, as in the case of the Maxi initiative which is delivered by the private sector, while others function on service agreements (either written or verbal) when it is between state government departments.

As recommended in the From Vision to Reality report, a variety of committees and project teams are established to meet the service targets. For example, each cross departmental project has a steering committee/ project committee to direct the initiative.  The following excerpt from the From Vision to Reality Report outlines the various parties that may be involved in each initiative:
IT&T Policy Committees: this committee was established to move the delivery of services from an organizational to a functional perspective.  The member composition of Customer Strategy Committees will provide leadership in achieving this aim.  These committees are responsible for further development and implementation of Online Government 2001.  The committee will provide strategic direction, and work to identify and highlight any necessary changes to current practices within and between agencies.

Customer Strategy Committees: this committee was established to move the delivery of services from an organizational toward a functional perspective.  The member composition of Customer Strategy Committees will provide leadership in achieving this objective.  These committees are responsible for the further development of the strategy for their particular service delivery channel (e.g. Land Channel) and its implementation.  Ideally, Departmental Secretaries chair these committees.

ESD Board of Management: This Board comprises the initial seven agencies to deliver their transactions over the ESD infrastructure.  This Board is chaired by the director, IT&T within MMV, is managing the delivery of the infrastructure.

Multimedia Victoria (MMV): 

· ensures that actions recommended in the From Vision to Reality report are implemented and that responsibilities are assigned in all areas of the initiative;

· provides support and report to the IT&T Policy Committee;

· co-ordinates the activities of the project teams; and

· manages related infrastructure projects.

Project Teams: Each channel has a dedicated project manager.  They manage the re-engineering and implementation of the services over the related infrastructures.  The Office of Local Government plays a key role in all project teams to ensure that local government requirements are catered for in each channel.

Branding

The Maxi project is the most developed in terms of having the same ‘look and feel’ throughout all of its channels. The Maxi site has a cartoon super-hero type figure that is present throughout the Maxi channels.  The Maxi logo and Maxi ‘character’ is easily recognizable and promotes the connotation of helpful, friendly and fast service to the user. The development and research for the Maxi site was prepared by the private sector provider. The government was not involved in establishing the Maxi character or creating the general look and feel of the Maxi channels.  This research was conducted by the private sector company.

Aside from the branding efforts witnessed in the Maxi project, the Victorian government has yet to develop a single brand for the rest of its initiatives. It is expected that they will eventually create a government-wide logo or  trademark for their one-stop access initiatives. Currently, each initiative has its own distinctive ‘look and feel’. Although the Victorian government has not adopted an aggressive branding strategy on one single ‘government brand’ they have implemented promotional campaigns to introduce their many important services to the public.  There have advertised in newspapers, over the radio, in cinemas as well as through leaflets in bills and government mail.  Most campaigns were experimental to see which ones had the most impact.

Strategic Directions and Lessons Learned

Approximately 1.9 million citizens are served by the single window services each year.  The growth of citizens using the one-stop services has grown steadily over the years, reinforcing that the Victorian government is doing something right.

Some customer satisfaction studies and focus groups have been conducted by the state throughout the years.  However, they have been utilized more to improve the design of the one-stop initiatives rather than to gage citizen satisfaction of the initiatives themselves as each department is responsible for measuring citizen satisfaction of the one-stop services that they are providing.  To date, there have been no major problems reported from the departments.

In order of importance, the following characteristics have been identified as having contributed to the success of Victoria’s one-stop access programs:

1. political support;

2. communicating and convincing departments of the vision

3. keeping the vision “pure” over time by thinking as a citizen first rather than a bureaucrat; and

4. some technology homogeneity across the Government at network and desktop level especially.

In turn, turf wars were highlighted as the most pressing condition that has hindered the success of the initiative along with the lack of a standardized process across government.

Future goals for Victoria rest upon six main elements; namely, building a learning society; growing the industries of the future; boosting e-commerce; connecting communities; improving infrastructure and access; and promoting new politics (e.g. cyber town hall meetings).  According to Victorians, these goals are only the beginning of what is to lay ahead for the future of the technologically savvy Victorian government.

United States (Federal)

Modernization Strategy

The 1993 National Performance Review exercise in the United States to reinvent America’s public services led to the creation of the National Partnership for Reinventing Government (NPR) as the chief interagency task force responsible for modernizing government (formerly the Nation Performance Review).  The need to improve services by providing one-stop access and quality services is a large component of the NPR’s modernization strategy.  The NPR is committed to work with federal agencies and outside partners to achieve the following outcomes:

· provide the best customer service;

· increase electronic access to government, or E-Gov;

· achieve outcomes no one agency can achieve alone; and,

· embed reinvention in government’s culture.

Unlike the Canadian example, however, the United States approach to government renewal has been built upon a series of continuing initiatives.  There is no one central document or strategy which outlines a central government-wide service improvement plan.  The United States approach has been more of a decentralized approach, based upon building flexible and creative partnerships to bring about their modernization goals.  Interagency partnerships have been established and developed throughout the years and are often tailored to meet community needs.

Three primary one-stop access initiatives are the Access America Project, the Hassle-Free Communities Project and the upcoming FirstGov Project.  For the purpose of this review, it is not possible to go into specific detail about each of the individual projects as they are quite comprehensive and involve many supplemental initiatives; however, even a quick glance at these three projects really illustrates the flexible and creative reinventing government strategy that the United States has employed.  

Access America:

In 1997 under the leadership of Vice President Gore, NPR published a blueprint for developing their electronic government program: Access America.  Its strategy is really about bridging the digital divide by bringing all agencies on-line in a one-stop format and helping agencies to improve their access strategies, especially the 32 “High Impact Agencies”.  Access America was the first step in providing a centralized one-stop access to government services.  Steps were taken to establish partnerships with agencies to bring them all on line in a co-ordinated fashion.  As well, some services were clustered according to customer groups.
 For example, the NPR worked with agencies to build cross-agency web sites centered around specific groups of customers which led to Access America for Seniors, Access America for Students, Access America for Business and Access America for Workers. Most states and local governments already have developed their own web sites and the Access America initiative was the first step taken to try to link them all together either in a clustered, topical or agency by agency format.
Hassle-Free Communities:

The Hassle-Free Communities project originated out of the NRP and is operational in 12 city centres around the United States. In these 12 communities, federal agencies are partnering with state and local agencies to “develop seamless delivery of the most-wanted customer services”.
  This partnership involves all levels of government, but it is very much a community-driven focus, as the name Hassle-Free Communities implies. 

Although the need to provide one-stop access to e-government services is a primary driver in the United States reinvention strategy, there is also some concern that not all citizens will have access to that technology.  In order to combat that problem, the Hassle-Free Communities project is attempting to bring that technology as well as government services right to the customer’s door.  For example, among the many programs underway, they are especially proud of the kiosk program.  Thousands of kiosks have been set up in Walmart stores, groceries stores, shopping malls and at public transit centres in areas where there are few home computers or limited access.  Citizens may use the touch-screen kiosks to access government services.  The services are clustered according to topics to allow for ease of use. There are thousands of these kiosks set up across the United States.

Also, there is a Hassle-Free Communities Van that is used to actually bring services right to the customer’s door.  This van visits senior centres or other areas where there are accessibility issues.  This van is a very flexible option for the government since it is basically a mobile one-stop shop on wheels.  As well, this van allows for government to reach out to citizens in times of crisis.  For instance, after a bad weather storm several years ago in Oklahoma many citizens were left homeless with their homes and property left in ruins.  It was decided that instead of inundating the citizens with government paperwork and endless forms, the local Hassle-Free Communities Van program set up a one-stop shop tailored to the services and assistance that the survivors really needed.  Government applied its citizen-centric approach by understanding that these citizens had to stay with their property and could access government bureaucracies for help. Smart one-stop tailored access was provided as government cheques were even issued and personally delivered by the Internal Revenue Service.  
Part of the strategy of the Hassle-Free Communities project is to allow for flexibility and creativity.  Not all cities have vans or have taken the same approach as others.  For instance, in Atlanta their one-stop shop for government services has been successful, but in Oklahoma it was not.  The response in Oklahoma after closing the one-stop shop was to look for an alternative mode of the one-stop shop that  would work for Oklahomans.  Their solution was to conduct a ‘Mall Event’ once a year that would provide various services from all 3 levels of government.  For the past 4 years this project has been very successful and well received by the community. There are approximately 50 to 70 participants each year who provide a variety of types of services from awareness to actual service transactions.  This was a one-stop access solution that is successful because it is tailored to suit this community’s needs. Aside from suiting community needs in general; however, the Hassle-Free Communities program is also assisting to provide clustered one-stop access initiatives.

FirstGov:

On December 17, 1999, President Clinton issued a Memorandum for the Heads of Executive Departments and Agencies which stated that “While government agencies have created ‘one-stop shopping’ access to information on their agency web sites, these efforts have not uniformly been as helpful as they could be to the average citizen...there has not been sufficient effort to provide government information by category of information and service-rather than by agency- in a way that meets people’s needs”.
  The FirstGov project was the President’s remedy to this problem.

FirstGov was launched October 2000.  FirstGov is to be the new federal Web portal which will enable citizens to search the full text of every government Web page currently on the Internet.  This is estimated to contain between 50 to 100 million pages.  Eric Brewer, co-founder of the Internet search engine Inktomi Corporation is providing the technology and the funding necessary to get the project off the ground.

Although the information on this project is very limited, its strategy is very clear.  FirstGov “works like a well-run lobby to a skyscraper- helping visitors find their way, designed to be open, accommodating, friendly and inviting.”
  

There are three facets of the FirstGov structure:

· Front Lobby- an easy-to-use and understand place where people go to find answers to their questions concerning the Federal government;

· Back Room- a massive database where an index of federal web pages is stored;

· The Brand- a seal of approval that certifies search services outside government are observing a simple set of citizen-centric principles.

As mentioned above, the United States is employing several different initiatives to modernize their public services, too numerous to mention in this report.  One can see from the examples given, however, that there are a variety of different one-stop channels being utilized: the Internet and e-based channels (FirstGov, Access America); in-person centres (temporary and permanent); as well as the telephone channel (through the Government Information Centre). For example, the Blue Pages Project reorganized the blue page directory of government offices so that they are listed by topic, rather than by agency alone.  For instance, many citizens wanting a new passport do not know which agency they need, but only have to look under the topical listing of “passports” to obtain the appropriate toll-free number.  Furthermore, all toll-free numbers are also available on an on-line listing as well.  

The types of services found through the one-stop initiatives range from awareness and information to actual service transactions.  Each agency and each community has different strategies in place to suit their customers.  Future plans include enabling “all Americans to have access to all government information and be able to conduct all their government business online by 2003."

Governance and Management Structures

It is difficult to discuss the governance accountability relationships of the one-stop access initiatives as there are so many initiatives that are being practiced throughout the United States.  As mentioned earlier, the NPR is a lead agency in this modernization strategy.  Its members are all federal employees, drawn from across the United States.  They usually serve a 3 month to 1 year term and then return to their home agency.  Each person serves on a project team focused on building partnerships between federal agencies, business and other governments.
 Among other responsibilities, focus is given to improving the 32 “High Impact” agencies which are those agencies that service most of the common needs of citizens. They also work with the Hassle-Free Champions (i.e. team leaders of the local initiatives) and their committees throughout the various Hassle-Free Communities.
Aside from the NPR, there are also other agencies which play an important role in the federal modernization strategy. For instance, the Office of Government-Wide Policy is a cross-government organization within the General Services Administration that works with agencies across the government to find common opportunities for sharing costs and funding, sharing responsibility and finding common needs and requirements The General Service Administration plays a large role in general, especially when establishing One-Stop Capital Shops.  These One-Stop Capital Shops were introduced well before the Hassle-Free Communities Project.  Since all federal agencies have to go through the General Services Administration (GSA) when setting up property or office space, the GSA would encourage agencies to partner and pool services to suit their communities.  Participation is not mandatory and each community has their own partnerships established and operational plans customized to suit their individual needs.

Also, there is the Government Information Technology (GITS) Service Board which acts as a key player in the development of e-government strategies and helps provide assistance and support.  The GITS especially encourages bids for interagency initiatives. Lastly is the Chief Information Officers Council which also plays a large role in improving practices in the design, modernization, use, sharing, and performance of the federal government’s information resources.
Like the many organizations and agencies that are involved in the United States modernization initiatives, there too are many different models for funding E-Government programs, such as:

· Individual agencies are appropriated funds from Congress to support projects;

· Agencies join together to fund common opportunities;

· Both GITS and GSA provide seed money to fund start-up;

· Industrial funding (fee-for-service) funding; and,à
· Negotiated agreements with industry (share in savings and other procurement incentive program).
Branding

The President and the Vice-President of the United States have actually done substantial advertising for these initiatives through their speeches, memorandums and general enthusiasm for the government reinvention projects.   All of the initiatives discussed have implemented some kind of marketing strategy to try to ‘brand’ the single window service initiative, but none as evident as the FirstGov Project.  As branding in government has become increasingly important in recent years, it is not surprising that the FirstGov initiative shows the most evidence of a comprehensive branding strategy.

With the Access America initiative, which has been around for several years, there is evidence of government trying to promote the same ‘look and feel’ on the websites.  Repeating the “Access” name in each of the customer-focused initiatives allows citizens to know that it is an Access America initiative and to expect a one-stop gateway to government services. As the Hassle-Free Communities project is administered on a local level, it is not surprising that the amount of advertising done for each of the projects varies with each initiative. 

Unlike the first two initiatives, branding will be essential to the success of the FirstGov project as a ‘government owned’ initiative.  Given it involves establishing partnerships with non-government sector organizations.  There is a strong focus on branding at this early stage to ensure that the FirstGov project will project a common look and feel throughout.  This brand image is to be the “government brand”, which should not only project the images of accessibility and one-stop quality services, but also it has to foster the confidence and security on behalf of the public. A tentative set of  “brand conditions” that private sector partners will have to meet has already been released.  These conditions are:

1. Integrity: The sites must use the federal information “as is.”

2. Free Access: They must provide free, uninterrupted public access to government information.

3. Positioning: Government material must not be placed in close proximity to material that is pornographic or contrary to US law.

4. Accessible: Sections of the sites containing government information must comply with accessibility guidelines as set out by 1998 amendments to Section 508 of the Rehabilitation Act of 1973.

5. Privacy: A user’s movements must not be tracked as they surf the Internet.

6. Feedback Channels: Establish methods for user feedback.

7. Government-focused: No advertising will be allowed on pages containing federal information;

8. Attribution: All government information must be “clearly and conspicuously” attributed as such.

Strategic Directions and Lessons Learned

It is difficult to approximate exactly how many American’s have been touched by the one-stop access initiatives as there are so many different types of initiatives that are present across the United States.  NPR continues to work with agencies and their outside partners “to create a government that works better, costs less, and delivers results Americans care about.”
 

Government continues to consult both business and citizens in its strive for excellence. For example, in November 1999 and again in March of 2001, NPR, along with the Council for Excellence in Government, brought together the leading IT specialists from across government, industry, the non-profit sector and the academic and research communities to discuss future strategies for e-government.  This was the beginning of a partnership between government and industry to ensure that government efforts are discussed, understood and supported by the private sector community.

As well, public opinion research has been done for many years to determine what citizens really want from government.  Collecting this information and understanding citizens wants and needs is less of a problem than devising the strategies that must be employed to solve them.
 Many of the issues being resolved through these initiatives have been known for years, such as the general bad public perception of government and its services, the lack of understanding as to how and where to access the services that one needs, inefficiency, red-tape, and so forth.  Consulting with the public is even easier with the Internet and feedback from citizens is always encouraged.  For example, the NPR is redesigning its website and asks for citizen input into what they want to see.

There are a variety of lessons that can be learned from the American example.  It was not usually the technology that was sited as being of concern when establishing these one-stop initiatives. It was maintaining focus on who the customer is and what services they expect. For example, it was mentioned earlier in this profile that the one-stop in-person shop in Oklahoma was unsuccessful and was closed.  This was not due to a flaw in the one-stop shop concept, as the technology and funding was there.  It is believed that the unsuccessfulness of the project had more to do with the lack of focus on the project as well as the actual location of the one-stop shop.  The key to success is understanding your client and understanding what services the client wants to be provided.  Furthermore, the one-stop shop approach establishes centres that are convenient and close to the customers that you are serving.  In this case, it was not, and as such citizens did not utilize it to its full potential.  This is not to say that all government one-stop shops have to be located in top-dollar prime real estate, but location and accessibility to that location is a large factor that has to be taken into account when deciding where to set up the one-stop shops.

Numerous benefits of the one-stop initiatives were identified.  First is the obvious improvement for citizens in their ability to access government and its services.  Citizens being able to receive government information within a few seconds over the Internet or citizens having the option of going to a one-stop shop for services is seen as the wave of the future. The relationship between citizen and government will be altered (hopefully for the better) by this development.  The second benefit is the internal benefits that can be realized such as the decrease in overhead, manpower and operational costs.  Governments being able to share costs, even it is just rent and utilities, will save mass amounts of money country-wide.

Although there are many one-stop initiatives that have been discussed in this profile, the typical concerns surrounding the lack of co-operation and the infamous ‘silo mentality’ were mentioned.  Despite the progress that has been made thus far, the United States, like most governments around the world, is still grappling with the same issues when implementing a government-wide one-stop service approach.

The Commonwealth of Massachusetts, United States

Modernization Strategy

The Massachusetts Online Government Task Force recommended in a 1995 report that “[a]ll business and interaction that can be performed at less cost and/or at a higher service quality if done electronically should be implemented online.”
  Modernization in the Commonwealth of Massachusetts has been based on a series of agency-led initiatives.  Although great attention has been paid to service improvement, including a focus on one-stop access, modernization has to date been a collection of individual agency efforts rather than a comprehensive strategy.
   The primary focus of the Massachusetts modernization strategy is E-government through such delivery channels as the Internet and the telephone.

The launching of the state website in 1995 prompted individual agencies to develop their own sites.  Government agencies such as the Revenue Department have provided one-stop access for their clients through their E-filling operations and their interactive voice response systems. Now, five years later, the state’s strategy is really centred on tying all the existing web sites together into one single product: the state of Massachusetts Internet portal.

The state strategy for modernization is currently focusing upon categorizing the services that can be provided online.  There is a need to provide a portal which provides services that are ‘nested’ or clustered for ease of use.  It is also deemed important to have a variety of options available to the citizen to access government services.
The goal of E-government in Massachusetts is to go beyond just cosmetic appearances.  They want to implement a fully integrated system whereby information is shared and systems are connected.  In order to provide quality one-stop access, all of the agencies must come together in one common pool. E-government strategies in the state focus heavily upon putting this strategy together. There are a few government agencies that have provided one-stop access through various service channels other than the Internet. For example, as mentioned above, the Revenue Department has been highly acclaimed for its E-filling system as well as its one-stop interactive voice response telephone systems.  Also, the Health Department implemented one-stop shops in the area of health and human services.  A variety of related health services were brought together into a one-stop shop.  Unfortunately, there was not enough support either internally or externally for this initiative to flourish.  Important lessons can be learned from their efforts.  Among them is the lesson that certain environmental factors have to be in place, such as the political support for the initiative, bureaucratic co-operation and collaboration and the basic technological capabilities that are needed to co-ordinate the initiative.

As an alternative method of one-stop access to health and human services, however, the state returned to its E-government focus by looking to Internet-based initiatives.  There is now a virtual ‘Eligibility Wizard’ program that allows citizens online to see if they are eligible for certain programs and/or services.  The citizen provides the general information needed and the Eligibility Wizard determines, from the information given if the is eligible for certain programs or services.  The Eligibility Wizard would then guide the citizen to the appropriate service contacts.

Typically, E-government strategies include one-stop Internet access, one-stop voice response systems and one-stop kiosks.  The state has included all three of these E-government strategies, although it has been less successful with kiosks.  As mentioned above, the state has a one-stop access Internet portal and integrated voice response systems.  One-stop telephone lines have been established at the agency level for a variety of different government departments and have had great success.  In terms of kiosks, however, the strategy to implement these was met with limited success due to the lack of technology available at the time. The state introduced kiosks to provide one-stop government access to citizens in convenient, accessible locations. Unfortunately, the technology at the time was not advanced enough to handle the service expectations and the systems needed to provide high quality services.  Although the state was not successful with the kiosks, local governments in the Commonwealth have been. For example, the City of Boston has been very successful with the one-stop kiosk strategy because they implemented them after the appropriate technology became available.  It is believed that the kiosks were unsuccessful not due to the strategy that was being employed, but due to the lack of technology to bring that strategy to fruition.  

There are no plans to re-introduce the kiosk strategy.  Although the technology is now available, the state is taking stock of their E-government strategies to determine, compared to other strategies, if the kiosks are cost-beneficial to both the government and the citizenry at large. As the current environment is not conducive to cross-agency work, the state is now evaluating what E-government strategies should and can be successful in the near future.

It is not the state’s intention to completely restructure government, as it is felt that this would not only be very difficult politically but it would also be perceived as threatening to public servants working within it.  The state, therefore, is dedicated to bringing its E-government focus through a change in its organizational culture.  This culture change is centred upon two key aspects: promoting a customer-based vision and making government rational to the public. Currently the state is conducting surveys and interviews with citizens to determine their needs, wants and expectations from their state government and how the public feels that services should be ‘nested’ for their convenience.  A Strategy Consultant has also been hired to develop, a Strategic Plan.  This strategic plan will outline the state’s E-government strategy and how it will deal with big issues such as privacy, co-ordination problems, and local government involvement.
Governance and Management Structures

The leadership for the E-government strategy has come from the Governor’s office through the Secretary of Administration and Finance.  Secretary Crosby is very dedicated to bringing the state of Massachusetts into the information age.  The Information Technology division within the Ministry of Finance deals with the day-to-day upkeep.  Approximately 160 individual departments are involved.  The executive branch is the leader in the majority of department’s strategies.

A task force has been established with representatives from business. technology industries, academia and top agency heads.  These participants serve as an advisory group and break into a variety of groups to examine specific issues.  It is believed that there is great value in having a variety of inputs from different sectors of the economy.  Different voices from different groups helps to bring about a multitude of views and opinions on future options for government in general.

In building the infrastructure for its E-government technology, the state did not tap into general funds but went to the municipal bond market, just as it might for school construction or highway funds.  In 1996, the state of Massachusetts issued $310 million dollars in bonds for spending in three categories: public safety, education and better government.  Of the total, $175 million went toward ‘better government.’
 

Branding

In general, there is no one identifiable brand image for the state of Massachusetts.  Thus it is not surprising that the state has not undertaken a lot of state-wide advertising.  They have, however, employed one marketing strategy that is very clever.   Advertising for the state site is on every new license plate which comes with the state URL written on it.  This is probably one of the most visible marketing campaigns at the state level.  Most of the marketing of the various E-government services has been left to individual agencies.

The seal provided on documentation and on the website is the state seal.  There is no logo which is carried throughout all government sites.  In Massachusetts it is felt that since the government is very decentralized and autonomous, the character of the individual departments will always show through. Individuality is not deemed to be undesirable.  Moulding all of the agencies into one form at this time would be a very difficult challenge, especially those agencies that developed their E-government strategies very early on.  Having a collective identity, in terms of sharing one collective brand image, is not considered as important at this time.

In keeping with the individualistic approach, each agency is responsible for collecting its own citizen information and feedback, aside from the webmaster.  This is not a co-ordinated affair as the feedback collected and the citizens served via the Internet are calculated at the agency level.

Although Massachusetts' individualistic approach does not lend itself to one identifiable government-brand, the state is still grappling with many important brand-related issues. They are still concerned about images that will reflect upon the state, whether the state is seen as a coherent body or not.  For instance, the state is determining appropriate advertising practices and transaction practices that should be allowed on government web sites. Another major issue with which Massachusetts is grappling with, which is important when trying to establish an appropriate “government image” relates to the transaction of services.  There is the question of whether or not the government should make citizens pay for information or not?  Citizens already fund the projects through their taxes, but it is known that citizens will also be willing to pay for certain services that are value-added.  Determining which services will be provided at what cost and what types of fee services will be provided is an important step. Steps taken in these areas will most certainly reflect upon the government and the image that it is trying to present.

Strategic Directions and Lessons Learned

The future for Massachusetts' E-government strategy is based on providing better government.  Better government means more efficient, accessible, navigable, rapid, consistent, and reliable government.  Realizing this vision for better government will require strong management, leadership, policy and technology.  The goal is to:

· build a "trustworthy" infrastructure which ensures authentication, integrity, confidentiality, access control and non-repudiation of transactions;

· create the human infrastructure and service mechanisms to support the new "trustworthy" infrastructure;

· foster more and better inter-organizational communication and collaboration (state-to-state, state-to-federal, state-to-local);

· create a legal environment conducive to online government and eliminating regulatory barriers to electronic commerce;

· develop administrative controls which can be built into systems as simple rules and checks to replace traditional business controls which will be lost in automated information/transaction systems; and,

· ensure new systems provide ubiquitous access, consistent interfaces and requirements - ("one face", ease of use, and are interoperable).

Access was determined to be the single most important benefit of the one-stop E-government strategies.  Access has been an integral component of the state's modernization goals.  Easy navigation for the user and the change in public perception are also considered to be some of the top benefits of one-stop access.

On the surface, the examination of the Massachusetts' modernization strategy may not seem as relevant to Canadian experience as some of the other governments examined for this study that have adopted holistic modernization strategies.  However, Massachusetts shares some of the lessons that it has learned in its efforts to modernize. It was one of the earliest states to adopt an E-government strategy and undertake the difficult task of modernizing.  It is even believed that the familiar phrase of government wanting citizens "to get on line not in line" originated from one of Massachusetts' early reports.  This state started modernizing over five years ago and is still continuing to implement its E-government strategy.   Understanding that "one size does not fit all" has been a practical approach that they have applied to their E-government strategies in general. Some initiatives have flourished and some have not.  The importance of finding a strategy that works for your own particular government has been a strength of this state.

The Commonwealth of Pennsylvania, United States

Modernization Strategy

A variety of approaches are being employed in Pennsylvania's modernization efforts.  Aside from the three primary initiatives discussed below, it should be noted that other smaller initiatives and modernization projects are also being introduced.  The common thread running through all of these initiatives is the desire to improve accessibility and promote customer-centred services.  To provide some guidance to the multitude of modernization initiatives being employed, the state's Office of Information Technology established "Guiding Principles" which modernization initiatives should strive to meet.  It is expected that the modernizing initiatives will help to:

· strengthen families and communities;

· make government user-friendly and customer focused;

· create economic development;

· promote lifetime learning;

· protect home and communities;

· build new environmental partnership; and, 

· establish and maintain a first-rate infrastructure.

As with most modernization efforts found world-wide, the importance of developing information technologies is also pivotal to Pennsylvania's modernization efforts.  Its IT Strategic Vision for the state outlines the importance of developing information technologies state-wide.  This vision recognizes the important benefits of IT as well as the modernization changes that have to occur in order for Pennsylvania to reach its full potential.  Specifically, the IT vision for Pennsylvania is founded upon the beliefs that: 
· IT enables government to re-engineer itself.  It is not a solution or a panacea, but is a tool to promote productive change;

· IT investments must be more effectively managed and tied directly to performance and results;

· IT investments can be maximized by concentrating on enterprise-wide solutions as opposed to the traditional agency-specific or "silo" approaches;

· State government must become more flexible and responsive in using information technology for meeting tomorrow's challenges and opportunities;

· State government must maximize its IT buying power to more effectively benefit state agencies and, whenever possible, Pennsylvania communities;

· State government should strive to eliminate barriers to cooperation, efficient service, effective management, and provide opportunities for user input, outside expertise, and process redesign.

In general, Pennsylvania has implemented a comprehensive modernization strategy, which includes many advancements in information technologies.  However, unlike the Canadian modernization strategy, the strategy implemented in Pennsylvania is made up of a series of individual initiatives.  Although these initiatives work in harmony with one another, each initiative does have its own modernization goals.  As discussed below, Pennsylvania's modernization initiatives are the Team PA initiative, PA Powerport initiative, and PRIME.

Team PA:

The Team PA initiative centres on fostering economic development in Pennsylvania.  This project aims to promote economic development through a series of projects designed to assist the business community.  In order to foster economic development in the state, this project has a strong emphasis on meeting business needs.  Broadly speaking,  this modernization initiative is a business-centred initiative since the collection of projects found under the Team PA umbrella serve as the one-stop access centre for economic development in the state.

The Team PA mission is "to make Pennsylvania the national leader in job growth.  Team PA serves as a catalyst to retain and create jobs through a partnership of public and private sector leaders by identifying opportunities and applying cutting edge technology to advance its mission."

There is a multitude of services and products found under the Team PA initiative.  All the projects are designed to foster economic development and cater to business by providing business data, guidance with marketing strategies, and other forms of business assistance and support. One-stop access is a central component of these strategies as there is a clear need to make these services very convenient and easy to access.

For example, there are 9 central projects under the Team PA initiative, namely, the Business Resource Network, the Business Calling Program, the Workforce Investment Board, the Entrepreneurial Assistance Network, Cooperative Marketing, the Export Assistance Network, the Ambassador Program, the Governor's Action Team and CareerLink.  These projects are all designed to foster economic development.  They are geared towards getting citizens the skills and information needed in today's workforce while at the same time providing to business the information, marketing skills and assistance needed to succeed.
As noted, one-stop access is being provided via these projects, but no central strategy is being employed.   The Team PA initiative is comprised of a series of individual one-stop access projects.  For example, the Government Action Team is a Team PA initiative that acts as a one-stop centre to recruit and retain business in Pennsylvania.  As well, The Business Resource Network collects data relevant to businesses and serves as a one-stop access portal for data on the state of business in Pennsylvania.  Another example is the Entrepreneurial Assistance Office which serves as the single point of contact and hub of information for small businesses.  One-stop access is being applied throughout these projects but they constitute a collection of one-stop access projects rather than a single comprehensive one-stop access approach.

The most developed one-stop access initiative under the Team PA project is the Careerlink project, which provides one-stop access through the Internet channel and through one-stop access shops.  The goal of Careerlink is "to provide a self service system in which interested individuals have access to employment, education and training resources."
  This project serves as a one-stop centre for job seekers as well as prospective employers. Information and training are given to assist both parties to further enhance Pennsylvania's economic development. 

As mentioned above, Careerlink services can be accessed via the Internet or in its one-stop access shops, what are known as 'Careerlink Offices'. These one-stop shops have been established throughout Pennsylvania. Several of the departments participating in the project (e.g., Aging, Education and Labor, and Industry, lend their expertise and assistance to the Careerlink project. Careerlink is seen a taking the "old, inflexible government model of 'one size fits all' and replac[ing] it with a flexible, convenient and customer-driven system of services."

Although the focus of the Team PA initiative is on fostering economic development, this strategy relies heavily on being able to provide accessible, one-stop, customer-focussed services.  Greater accessibility is considered to be a necessary condition to improve economic development within the state.  This modernization initiative, although focussed on the specific area of economic development, is an accessibility modernization initiative as well.

PA Powerport:

Unlike the Team PA initiative, which focuses on the economy of  Pennsylvania, the PA Powerport initiative is more general in that it is designed to modernize government as a whole.  The PA Powerport project serves as the state-wide portal to E-Government services. Its strategy is to provide one-stop access for all government services, whether they be business services or citizen services.  Unlike the Team PA initiative, PA Powerport is designed to meet all community needs by creating a "single face of government."

When the PA Powerport site is formally launched, it will serve as the one-stop portal for government.  The site was launched in June 2000 as a "test drive" to allow for feedback.
 Currently, the Office of Administration is developing this website to add additional services and meet citizen requests.  The official PA Powerport site will be launched sometime in October of 2000.

PA Powerport is celebrated as the "home of the friction-free government."
  It is showcased as Pennsylvania's one-stop access portal to government.  As a one-stop access gateway to government services, there is a strong concentration on providing customer-focussed services which are easy to access and understand.  PA Powerport focuses upon four main service areas, namely, E-Business, E-Citizen, E-Education, and especially, E-Government services.

The central focus of PA Powerport, however, is its E-Government services.  PA Powerport will serve as the one-stop portal to state-wide services. Eventually, this will include E-Government services from both state and local governments.  At present it should be noted that the Internet is the only service channel where state-wide one-stop access to government is being employed.  There are at this time no plans to implement other one-stop access service channels.

PRIME:

PRIME is another important modernization initiative.  It is centred on modernizing individual agencies within Pennsylvania's public sector.  PRIME provides assistance and guidance on how each government agency can modernize.  Essentially, this initiative strives to modernize the state, but it functions on an agency-by-agency basis.  The outcomes of this initiative, such as the PA Powerport Project, aim to meet all public interests within the state.

PRIME - an acronym for "Privatize, Retain, Innovate, Modify, Eliminate' - is similar to Canada's Program Review exercise, as it involves "taking a good hard look at every office and agency within state government and making critical decisions about the future they face, by asking tough questions such as: Is this office still serving a core function of state government? Is its service needed in the Pennsylvania of the 21st Century? and, How can we reshape this office to reflect the changing face of our state?." 

Although PRIME is not a direct one-stop access strategy, it is a large part of their modernization approach and it has resulted in one-stop access strategies being implemented across the state.  For example, the Department of Revenue, through the PRIME initiative, began the Telefile System to allow taxpayers to file their taxes over the telephone as well as to allow citizens to use the Internet to access their tax returns.  As well, the Department of Community and Economic Development initiated the first on-line 'Single Application For Financial Assistance', and the Department of Conservation and National Resources instituted a toll-free number 1-888-PA-PARKS that allows citizens to make reservations for any of the parks across the state with one phone call.  PRIME is really about trying to make government customer-centered by encouraging and supporting agencies' modernization efforts.  Providing one-stop access is a part of this modernization goal.

Governance and Management Structures

Onestriking feature of the modernization initiatives being employed in the Commonwealth of Pennsylvania is the deep political commitment to these projects.  The Governor and Lieutenant Governor are actively involved, in one form or another, in each of the modernization projects.

For example, the Prime initiative was a project which came out of the Governor's office.  By Executive Order, the Governor charged the Lieutenant Governor with leading and managing the project.  A PRIME Council was created which plays an important advisory role.  This Council is under the leadership of the Lieutenant Governor.  It is comprised of 13 individuals from the public and private sectors.  This council helps steer the initiative and gives direction to the various Employee-I Teams (Employee-Innovation Teams) that have been established throughout the organizations. This initiative is intended to be an 'employee-driven' one; the individual projects are developed from agency officials or Employee-I Teams.  However, support and direction are still given through the Lieutenant Governor's PRIME Council.

Another initiative of the Governor is the PA Open For Business project.  The Governor's office provides the vision and direction and makes all final policy decisions.  A Senior Policy Team was established made up of the Deputy Secretary for Information Technology (chair), the Deputy Director of the Governor's Policy Office, the Deputy General Counsel, the Deputy Secretary of the Office of Budget, and the Lieutenant Governor's PRIME Representative. The Senior Policy Teams guides the operations and established the Steering Committee and the Project Management Team to deal with tactical planning of the project as well as day-to-day operations. 

The Team PA initiative is a part of the annual budget, which has to be approved by the Legislature each year.  In addition, two boards have been established - the Team PA government board which is co-chaired by the Governor and the Team PA business board which is comprised of business leaders from across the state.  These boards work together and serve an advisory role.  They also approve or disapprove Team PA project proposals.
The PA Powerport initiative is headed by a Director and the PA Powerport Executive Committee.  The PA Powerport Executive Committee consists of 10-11 people from state agencies who meet on a weekly basis.  The Executive Committee provides direction for the PA Powerport initiative and essentially takes care of the day-to-day commitments.  Major issues regarding PA Powerport development are taken to the Cabinet Secretary and the Governor for general approval to ensure that the Executive Committee is upholding state policy as well as the political directives of the state office.
 It should be noted that the state's Chief Information Officer also serves on the PA Executive Committee.
Branding

Pennsylvania recognizes the importance of branding their modernization initiatives. Since the PA Powerport initiative has yet to be officially launched, more effort has been centred upon branding the Team PA initiative.  The name "Team PA" has been actively branded for the past four years.  This initiative has been marketed as the state link to government and local business services.  Team Pennsylvania has its own identifiable logo.  This logo is present on all literature and web pages.   The Team PA signs also carry through with the same characteristics and the general look and feel (e.g. at Careerlink Centres).

Team PA has a marketing plan developed with the help of the board and an advertising firm. According to Team PA officials, they have been actively branding their initiative since its inception and they are just beginning to see some results. As explained above, although each Team PA project has its own goals, the Team PA strategy was to brand the initiative as a whole, not as a series of individual projects.  The goal was to forge the image of  'Team PA' with the connotations of quality and accessibility.  They compared the connotations that they wanted to be associated with the Team PA brand name to that of the cotton label 'quality when you see it.'
Team PA is now beginning to see the results of its work after four years of effort.  The public is beginning to associate the Team PA initiative with the 'brand image' that it has set forth. Long term goals, in terms of branding, are to continue to brand the image of Team PA as a quality-based one-stop service initiative as well as to focus on brand extension. Now that the public is recognizing the Team PA brand name, the plan is to extend the brand image to the individual projects under the Team PA label.  Having achieved brand recognition, they will be able to start explaining what the different elements of the project are by continuing to extend the brand name.

Providing a "single face of government" and providing "friction-free government" are the two central characteristics that are already being associated with the PA Powerport initiative. Although the initiative will not officially launched until Fall 2000, the branding strategy is already being formulated.
 

Currently PA Powerport is working with a public relations agency and developing its strategy. Knowing that there is some confusion among the public about the purpose of PA Powerport, message points have been sent out to everyone discussing the PA Powerport initiative to stress the fact that it is an E- government initiative and that it should be described as a one-stop gateway to government.  It should be noted that PA Powerport, although state owned and state controlled, did work in conjunction with Microsoft.  As Pennsylvania was the first state government in the United States to implement a state-wide portal (state and local levels included), Microsoft donated $100 000.00 in consulting services. The private sector company helped design the site to ensure that it was user-friendly and customer-focussed.

Although the branding efforts of the PA Powerport initiative have yet to begin, it already  has its own logo which it intends to use throughout the Internet initiative.  Future plans include marketing the PA Powerport initiative by advertising the initiative in trade shows and over the radio as well as through traditional paper advertising campaigns.  

Operational Issues and Lessons Learned

The most difficult obstacle that Pennsylvania had to overcome when implementing its one-stop access initiatives was mixing the Commonwealth employees with the private sector employees.  In order to foster economic development in Pennsylvania, the government was not shy in asking for businesses advice and looking to businesses to assist in projects and project development.  This step forward of working in collaboration with the private sector was a large one for the government to take, albeit a necessary one in order to realize its goals. Working in partnership required a change of thinking by both the state and the business sectors.  However, the fact that both government and business partners came together and were both dedicated to the modernization projects was seen as an essential factor in its success.

Many benefits of the modernization initiatives have been identified.  Most influential has been the fact that they have been well received by the public and that new and existing businesses in the Commonwealth can also see a difference in the delivery of services provided.

Although Pennsylvania is pleased with its accomplishments thus far, it believe that the road to modernization is not over.  However, its progress to date has been quite remarkable.  Note, for example, that Pennsylvania jumped from 31st to 4th in the Progress & Freedom Foundation's 1998 "Digital State" survey, which examined how state governments are using technologies to improve their state operations.

Indiana, United States

Modernization Strategy

There is a strong mandate within the state of Indiana to improve services to the public.  Access Indiana is based upon an important set of state-wide technology initiatives involving partnerships between Indiana’s public institutions and private-sector providers.  It is very obvious that ‘access’ is an integral part of their strategy as the very name “Access Indiana” implies.  

Unlike the Canadian strategy which is centred upon providing one-stop access through a three-pronged multi-channel approach, Indiana is primarily focussed on the Internet and Internet-based technologies (although the State Information Centre Call Centre serves as an important part of the State’s access strategy.) Modernization in Indiana is seen in terms of providing and developing “eGovernment” solutions.  This entails focussing on technology and developing Internet-based initiatives to allow for quality, accessible, one-stop transactions between citizens and government, businesses, and government and government and government.  There are 3 core components of Indiana’s eGovernment modernization initiative: 1) applications;  2) portal management; and  3) back-office infrastructure.  Access Indiana provides all three eGovernment components to the State of Indiana as a part of a comprehensive, integrated “enterprise portal solution”.
  

Access Indiana is a public-private partnership between the State of Indiana and the National Information Consortium (NIC).  The State of Indiana believes that the public-private partnership’s approach to eGovernment will usher in a new “social contract” between citizens and businesses of Indiana and their governments. Their goal is to positively transform the relationships between people and their government, leading to higher satisfaction with civic leaders.  Ultimately, the adoption of eGoverment solutions will help create a more responsive and personal government that promises to strengthen democratic institutions world-wide and create stability and economic prosperity by freeing up scarce resources and streamlining business-to-government processes.  Egovernment is seen as having profound societal implications that will have a dramatic and positive impact on Indianans' culture and communities.  There are eGovernment initiatives to provide access to classrooms, higher education, libraries, community networks and government.

The Access Indiana project went on-line in November 1995 and now contains over 140,000 pages of information, 99% of which are free to the public.  The state portal has over 6.5 million monthly accesses.  These transactions are a direct result of over 175 eGovernment solutions (services) that have been developed since its inception.  Access Indiana provides a variety of types of services from information to actual service transactions.  Very popular is the on-line automobile registration, sex offender registries, employment information, professional and business licensing filing and renewals, tax filing and recreational licensing.
 To date, there is no dominant strategy to cluster the services provided.
It is important to note that Access Indiana was created using no tax dollars and no upfront fees from the State.  The $875,000 dollars that it took to get this project off the ground came from private sector investors.  Extensive marketing was conducted when designing the site to see what citizens wanted from their one-stop portal, including what “value-added services” citizens would be willing to pay for.

Services are tailored for the clients that it serves whether it be the E-Filing one-stop System that all Indianans can use, or the one-stop information service that allows social workers to look on the Internet to see in real-time how many beds are left in the homeless shelters so that they may direct the person in need, or the program established to showcase orphaned developmentally challenged children so that possible adopters can see pictures of them and find out more information about the children who want to be adopted.

The vision of Access Indiana is to increase the state’s opportunities for:

· Electronic development in every community;

· Formal education and lifelong learning for every citizen;

· Electronic community networks that build and enrich community life;

· Efficient, electronic access to government information and services that provide value to citizens and encourage participation in government; and,

· Comprehensive and innovative telecommunications systems and services, with equal access and pricing in every corner of Indiana.

Access Indiana is not just about providing one-stop access about government; it is also about government getting involved in citizens’ lives through the use of technology. For example, there is an eGovernment initiative which is bringing the Internet to public classrooms around the state, as well as other eGovernment initiatives that enable on-line higher education and on-line libraries.  The focus on building communities and community networks is also a part of the eGovernment Access Indiana strategy as there are approximately 25 participating community networks who are participating on-line. Providing a gateway of one-stop electronic access to state agency information and services is only one component of the overall Indiana eGovernment strategy.

Governance and Management Structures

Access Indiana is stated owned and state directed.  One of the many reasons behind selecting the National Information Consortium (NIC) as the state’s partner was the fact that the NIC understood that this would be a government operation, not a typical private sector operation. The NIC understood the importance of the State needing to maintain ownership of  the one-stop service initiative.  The State of Kansas and the State of Nebraska were already partnered with NIC and happy with their results, so NIC was a logical partner for Indiana as well. NIC acts as the network manager and maintains a fair and impartial role.  An independent governing board, comprised of governor-appointed professionals from both the public and private sectors is responsible for approving or disapproving of all fees.  The NIC manages the day-to-day operations of the portal, the development and expansion of the portal and the marketing of the portal and its services.
 

The majority of government departments are involved in Access Indiana through one initiative or another.  There is a good relationship between the partners based upon mutual respect. The State is the policy arm whereby agencies bring forth what they want to do and the private sector company provides the impartial support, strategies and analysis on the feasibility on the project.  There is a clear focus on searching for e-solutions that are tailored to fit the needs of each client, rather than providing a generic approach one-stop service.  Each service is tailored to meet the needs and demands of that particular clientele.
Branding

The current web design is very simple and easy for the user to navigate.  The Access Indiana logo is present on all the different eGovernment sites, but there is no constant brand image that is applied. There is an effort to try to maintain some common themes such as the one-stop, easy access component, but they will always be presented differently in order to target their respective audience.

Despite the work that the private sector company has done in the area of marketing the Access Indiana initiative, the partners are in agreement that it is time for a change.  Access Indiana is currently in the process of renewing their portal design.  Although the prototype is not yet available, lessons can be learned about their strategy by examining some of the reasons why they feel that change is now necessary.

In trying to promote Access Indiana as the gateway to government services, it is felt that the website and logo do not reflect Indiana in any way.  The gateway image does not convey the image of Indiana or its citizens.  This holds true for the logo as well.  They want the new logo to convey a more professional, powerful, and security-friendly image.

The new logo and website are going to be designed so that they will be more reflective of Indiana.  Indianans should be able to look at the new website and the new logo and be able to identify with it.  The goal is to inhibit a feeling a pride. There is a conscious effort now being made establish a brand image for Access Indiana.  With that image, they hope to project professionalism, security, quality, and most certainly, accessibility.

Aside from the cosmetic changes, there is the possibility of some major restructuring of the presentation of services.   In trying to promote a “government-centric” approach to the initiative, there is concern that the current site does not allow for fluid navigation and that the new site should be organized so that the citizen will never have to know where he or she needs to go for information– one of the primary reasons for the one-stop initiative.  Some possibilities being considered are more “How Do I?” prompts as well as service clustering. These issues have yet to be resolved and cannot be elaborated upon at this time.
Strategic Directions and Lessons Learned

The overall improvement strategy for Indiana has been more of a decentralized approach whereby government improves life for its citizens “one transaction at a time”.  As mentioned above, Access Indiana is currently being redeveloped as it is felt that after four years, change is necessary.  Surveys have been coordinated which will be used to shape the second generation of the Access Indiana project, along with the information collected from various other surveys conducted over the years and the multitude of feedback received through the Webmaster.  One clear benefit of the partnership method is that the business experts such as the marketing staff, graphic artists, advertisement experts etc. are available to the government through their partnership at no cost to the state directly.

The short-term goals are to ensure that all agencies and local governments are on-line and to redesign the site.  Some departments such as Motor Vehicles, are planning on adopting kiosks with touch-screen service for the users as a form of one-stop convenience.  This will be the first step into branching into other forms of ESD services.

One very important long term goal is the application of the eBusiness portal.  Although still in development, the concept of this initiative is to allow businesses to log on and have their own homepage under the ‘umbrella’ of one-stop business services. This obviously reflects the government’s desire to provide one-stop access to its citizens, but it also reflects how they are seeking to partner with organizations whether business, non-profit, associations, etc. to bring everyone on-line in a one-stop access format.  Under the direction of Access Indiana, the number of partnerships that can be established is only expected to grow.

The experience in Indiana for getting government agencies on-line and responsive to the Access Indiana project has be very positive.  Communication is recognized to be the number one important factor in this project.  The roles of the state and the private partner are clearly established and respected.  Agencies have been very willing to participate and there is a strong political drive to support this initiative.  There have not been any real turf wars, although at times progress is slow.

One of the most important benefits of the one-stop access initiative has been the fact that through the eGovernment strategy, it does not matter what size the agency is, or how big its budget is, it still can be included in the one-stop portal.
 This also holds true for designing their applications as well.  Each agency has a voice in what eGovernment strategy they employ and how they want it designed to reflect their customer’s needs.
United Kingdom

Modernization Strategy

The Modernizing Government White Paper sets out a progressive and comprehensive foundation upon which the United Kingdom modernization strategy rests.   Modernizing Government is considered to be a long-term program of improvement for the United Kingdom’s public services.  It outlines the Government’s program for renewal and reform by focussing on five key commitments:

· Policy making

· Responsive public services

· Quality public services

· Information age government: will use new technology to meet the needs of citizens and business, and not trail behind technological developments.  Will develop an IT strategy for Government which will establish cross-government co-ordination machinery and frameworks on such issues as use of digital signatures and smart cards, websites and call centres.
· Public service

Although the Modernizing Government White Paper provides the foundation for reform, the United Kingdom does not have a fully-fledged access strategy.  It is the current intention of the government to try to pull these initiatives together in the same direction, under the vision as outlined in the Modernization Report.  Before this can be accomplished, however, there are many issues such as ‘silo functionality’ that must be dealt with.

Central government departments are organized by function rather than by client group. Currently, making public services more responsive is only a voluntary requirement of service providers.  Central government line departments are “lagging behind” local government organizations at county or town level.  This lag is largely due to the fact that local governments are more independent, or are less hampered by built-in accountability constraints and local authorities tend to be more innovative in their approach to customer service.”

To facilitate modernization throughout all levels of government, the central government has produced an Access Checklist through its Service First New Charter Program.  This checklist serves as a guide to service providers. Although service providers are not obliged to use it, as the central government does not seek feedback, the checklist is very helpful. For instance, the Access Checklist is divided into 3 main modernisation components: the Customer Experience; Actively “Selling” the Service; and Cultural Change. There are a series of questions provided under each of these headings which highlight different strategies or questions service providers should be exploring in order to modernize and improve access. For example, in the Modernising Government report it states that the government is committed to “making public services available 24 hours a day, seven days a week, where there is a demand ...public services that respond to users’ needs and are not arranged for the provider’s convenience”.  One of the first questions on the Access Checklist is “Are there any barriers to extending service hours, for example by extending services over the Internet, extending counter opening times or by offering an out of hours telephone service?”  Another Access Checklist question inquires “Does an application for your service also automatically lead or point to access to other related services someone approaching you may reasonably want?”  Or, “What arrangements have you made for identifying and learning from “best practice” in service delivery–either within your own organisation or outside– and for passing on your own “best practice”?”.
Overall there are 33 questions on the Access Checklist which provides users with a one-stop arsenal of questions that they should be considering when improving their access strategies. Providing citizen-focussed services is a major theme running through the Modernising Government initiative.  Two approaches identified to achieve this aim are to provide services through one-stop-shops and via multiple access channels.  The Access Checklist is very important as it tries to maintain that balance.

One-stop access to e-government services has been available since 1994 through the first generation information-based service, Government Information Service. Information Age Champions were recently appointed to help develop electronic service delivery and several sets of guidelines have been published.
  The new strategy, e-Government -A Strategic Framework for Public Services in the Information Age (2000) fulfils the commitment in the Modernising Government White Paper to publish a strategy for Information Age Government.  The strategy focuses on “better services for citizens and businesses and more effective use of Government’s information resources.  Implementation of the strategy will create an environment for the transformation of government activities by the application of e-business methods throughout the public sector.”
 The new e-government strategy “challenges public sector organizations to innovate and it challenges the centre of government to provide the common infrastructure is needed to achieve these goals.”

Access is a key component of the e-government strategy.  Framework policies for access technologies such as the web sites, call centres and digital television have already been published in the IAG Champions guidelines.  It is expected that these policies will be continuously revised. The e-government strategy has four guiding principles:

1. building services around citizens’ choices;

2. making government and its services more accessible;

3. social inclusion; and

4. using information better.

The United Kingdom has a multi-channelled e-government strategy which includes the Internet, call centres, and digital television.  First generation information services have been available since 1994 through the Government Information Service.
.  However, the more sophisticated UK Online Portal Service has just been released in a trial version.  UK Online serves as the government portal, the single point of entry for citizens to all relevant services from central and local government.  Although the portal will initially be accessed through the home computer and web browser, access will eventually be made via digital TV, call centres and mobile telephones.  Sectoral and local portals are also planned in the future.

UK Online provides a clustering of government services, organized by ‘life event’. Clustering by life events has provided an organizational framework upon which the content for UK Online project has been developed.  The life event focus is very important in the United Kingdom as its government’s services are organized by function (“silos”), where each department specializes in one area such as tax, or welfare, and the customer goes to whichever organization is needed.  In order to allow for greater convenience for the public, the United Kingdom decided to use the life events format to provide some focus for the user. However, organizing around life events was considered only to be possible through Information Communications Technologies.  Information technologies allow the departments to electronically link their services while still maintaining their departmental boundaries.  In other words, “UK Online aims to keep the current silos but make them transparent: the customers will think that all the departments are organized around them”.

In addition, UK Online for Business was just recently released as a one-stop portal for businesses.  UK Online for Business is actually a major part of the UK Online initiative.  UK Online for Business is a UK-wide service for small businesses, providing them with advice and guidance on the use of ICT. This one-stop service can be accessed via the Internet at www.ukonlineforbusiness.gov.uk, by single phone line, or face-to-face through a growing network of independent small business advisors throughout the United Kingdom
.

Telephone call centres are found in both central and local government functions.  The UK Passport agency has a 24 hour call centre, which will soon be able to help applicants fill in their application form.
. The flagship call centre is the National Health Services Direct (NHS), which provides health advice from NHS nurses 24 hours a day.  A similar services is also available online.



It is also important to mention that although the central government is striving to provide services 24 hours a day, 7 days a week they are also exploring how this will affect the worker. The issues about the “work-life balance” have become important issues that need to be dealt with appropriately.  The ‘extended service hours’ has become of considerable political importance in the United Kingdom today.

Other one-stop access channels such as the one-stop access shops are plentiful, but are mainly a feature of local governments.   Many local governments are bringing a range of services together under one roof.  Some of these functions are central government functions such as the welfare benefits department ‘Department of Social Security’, which have a presence in some access channels.  At this time, there are data protection issues which prevent real “joining up” between central and local government functions.  Tameside (See: http://www.tameside.gov.uk) has a one-stop shops called the Customer Service Centres, which are often located in town centres near shops.  They are particularly helpful for the elderly and young parents with children by providing a range of services as well as by improving accessibility through extended hours. 

Another example is the ‘Infoshop’ which “provides IT-based one-stop-shop for front-line local government staff to help them deal effectively with inquires from citizens concerning regulations of any kind.  The system enables non-expert staff to navigate through local and central government regulations using “decision trees” and locate the information and advice that the citizen requires.  The system is “personalisable” so that regulations that are unique to the local authority can be stored on the system.  Staff are able to use this system whether the inquiry from the citizen is face-to-face or over the phone.  The pilot phase of this project has just been completed.  There are plans to give public access to part of the system via the Internet.”
In general, the United Kingdom is providing one-stop multi-channelled access to its citizens, although it is predominantly provided at the local level or the departmental level at this time. However, what really makes the United Kingdom a world leader in improving access to government is its sophisticated analysis and its approaches to reform.  The Cabinet Office has taken the time to explore the different issues relating to modernisation and provides strategies and guidelines to help public administrators, politicians and the public deal with these issues. Their comprehensive review and analysis is unparalleled. 

Governance and Management Structures

The Cabinet Office has taken a pivotal role in reforming the United Kingdom’s public services.  It was responsible for the celebrated Modernising Government White Paper and has just recently published its first Modernising Government annual report ‘Citizen’s First’. The Citizen’s First report provides a multitude of easy to read examples of successful modernisation initiatives throughout the United Kingdom such as the East Riding of Yorkshire Council’s customer Service Centre (CSC) network, the one-stop UK Passport Agency (UKPA), and HM Custom and Excise’s Intrastat E-form. The Citizen’s First annual report illustrates the modernization efforts that have been made throughout the United Kingdom since the inception of the Modernising Government report.

The Cabinet Office has also created many teams for modernization such as the Office of the E-Envoy, Information Age Champions, Service Action Teams, the People’s Panel and Integrated Service Teams.  These modernisation teams are responsible for administering and guiding reform.

The Office of the e-Envoy is responsible for leading the UK online initiative. The Project Board for the UK Online site is chaired by the e-Envoy.  The Board includes representatives of Central Government Departments, Devolved Administrations, Local Government and other key stakeholders “to ensure that the site is developed in a way that is consistent with both existing and planned online services, and that it provides an inclusive service for everyone in the United Kingdom.”

The Office of the e-Envoy consists of three teams: 

· E-Government: Information Age Government.  Previously known as the Central Information Technology Unit (CITU), e-government is responsible for advising Ministers on the development of their strategy for the use of IT by Government

· E-Commerce: Focuses upon the overall UK e-commerce environment.

· E-Communications: Focuses upon government’s online presence.

The e-Envoy reports directly to the Prime Minister and works closely with the e-Minister and the e-Government Minister.  The e-Minister is appointed by the Prime Minister and is responsible for the Government’s Information Age Agenda whereas the e-Government Minister has the responsibility of implementing e-Government throughout the United Kingdom.

Another team focussing on reform is the Social Exclusion Unit (SEU).  The SEU in the Cabinet Office is carrying out work on accessibility issues.
 The SEU  in the Cabinet Office is carrying out work on accessibility issues.  The SEU was set up by the Prime Minister in December 1997 with a mandate to help improve Government action to reduce social exclusion by producing “joined up solutions to joined up problems”.  Most of its work is based on specific projects, which the Prime minister chooses following consultation with other ministers and suggestions from interested groups.  Eighteen Policy Action Teams (PAT s) were set up to address a wide range of key issues. Access to Information Communication Technologies (ICT) is one of these key issues and a team led by the E-Commerce Minister is responsible for developing a strategy to increase the availability and take-up ICT s for people living in poor neighborhoods. (Interview).  The Access to Information Communication Technologies (ICT) PAT was tasked with reporting on:

· best practice in providing access to IT and IT skills for people living in poor neighbourhoods;

· lessons learned about the provision of shared access points, such as kiosks in community centres, libraries and Post Offices, and greater access to the Internet; and

· the best models for improving access to communications networks as a means of strengthening community ties.

In order to understand better what the public wants from government, the People’s Panel was established in 1998 and consists of 5000 members of the public randomly selected from across the United Kingdom.  This panel is designed to be a representative sample of the population (e.g. age, gender, region, background).  Panel members are consulted on how public services are delivered and how that delivery can be improved from the user’s perspective, rather than the provider’s perspective.  In February 1999, research was commissioned using the People’s Panel to examine the experiences of the “average citizen” when using public services.  The aim of this research was to evaluate the service provided within or across organisations and identify any opportunities for, or obstacles to, improvement.  This research fed into the joined-up delivery strand of the modernising Government White Paper.  Later research from the fourth wave of People’s Panel research (April 2000) showed a clear demand for making some key services available outside standard working hours.

Another team in the Cabinet Office is the Integrated Service Team.  Like the People’s Panel, which tries to encourage public opinion into government’s decision-making process, the Integrated Service Teams are made up of public sector volunteers.  In establishing the ‘life event’ framework for the United Kingdom wanted to cluster its services, the Integrated Service Teams contacted the relevant departments and agencies directly to get their input. The Team’s findings gave them a useful insight into the problems resulting from the way services are currently being organized and how it might be improved upon.  Their findings were included in the Modernising Government Report.
Branding

Although the UK online project is the first glimpse into what the United Kingdom government brand is to be, it is should be remembered that this current version is really just the pilot project.  For instance, service clustering by life event has yet to be launched on the portal. Thus, it would be premature to discuss the United Kingdom’s branding strategy solely based upon observations of the central portal.  It is too early in development to reach any conclusions.

It is known, however, that the UK online brand will stand for “accessibility, exclusivity, empowerment and quality.”
  Organizations which share the UK online vision and meet UK online standards will be able to apply to use the branding.  The Government has just appointed a new Director of e-Communications who will take the lead in developing the brand strategy.

Overall, the United Kingdom recognizes the importance of branding.  The concept of a ‘whole of government brand’ will be developed as a part of the modernising government program.  The United Kingdom has placed emphasis on understanding the purpose and function of a government brand and how to best fulfil the objectives that they want to achieve. “It seeks to build a shared understanding about what is needed from this activity [branding] and what will represent success.”

Currently, government departments have invested time in building and developing their own brand for their own specialized markets.  According to the Central IT Unit, their proposed structure “exploits and builds upon this investment.”
  For instance, “existing and planned department focussed initiatives should continue to bear the departmental mark.  But both these and cross-cutting initiatives should, where appropriate, bring out the extent to which they reflect the Modernising Government principles”

Branding is important because the United Kingdom recognizes that citizens require assurance that it is the government they are communicating with.  This could entail a general ‘look and feel’ common to all government channels, or even a government brand logo or registered ‘watermark’.

By branding its initiatives, the Government is striving to meet three primary goals:

· An organisationally independent focus for change, improvement and quality within central and local government.

· A tool to manage the presentation of the initiative as it matures from pilot to widespread usage.

· A marker to warn off unrelated activities with ambitions on this space.

There are also three primary criteria that have been identified by the central government as determinants of branding success.  They are as follows:

· As a citizen [I believe] the people behind Modernising Government services are worthy of my trust.

· This is the safe and easy way to handle my dealings with Government.

· As a ‘user’ department, Modernising Government principles will help me position citizen focused and departmental initiatives.

In general the United Kingdom is still in its early stages of branding development, however, as is congruent with their modernisation approach, they have examined the issue before taking action.  The branding guidelines are evidence that the United Kingdom values the importance of branding, so much so that they have taken the time to develop a brief guideline review as well assign the Director E-communications to further develop branding in the United Kingdom.

Strategic Directions and Lessons Learned

The goal for the future in the United Kingdom is to provide one-stop, convenient services that are ‘joined up’.  As with most governments around the world, ‘breaking down silos’ is a major issue with which they are currently contending with.

The United Kingdom’s approach is proving to be very effective as it deals with issues before they arise in the implementation stages.  Once again, the analysis and research into defining their modernisation strategy is unprecedented.  

Envisaged for the future are services that will be accessed via multiple technologies, including web sites accessible from personal computers, kiosks, mobile phones and digital television. One of the first services will be the Change of Address service, which will allow citizens to notify government of a change of address in a single transaction.  In addition to the service itself, it is also envisaged that the UK online portal will provide a single point of authentication and receipting, allowing for audits of compliance with the Data Protection Act.

The challenges facing the United Kingdom are virtually the same challenges faced by the other governments in this study.  As mentioned, the biggest challenge the United Kingdom is facing when establishing one-stop access services is allowing departments, agencies and governments to ‘join up’.   Along with this challenge is the even more important need to understand the customer’s needs.  Much has been done in researching and encouraging citizen input (e.g. People’s Panel) to ensure that government is meeting citizen needs and expectations.

For most governments around the world, the availability of Information Communication Technologies is considered to be a crucial ingredient for modernisation.  Although the United Kingdom is trying to make a conscious effort not to focus too heavily on e-based modernisation strategies, it is still an important development for the future of modern governments and citizen-government interaction.  There will eventually be many access channels employing one-stop services to citizens throughout the United Kingdom.  The overall Modernising Government strategy encompasses utilization of the Internet and e-based technologies as well as in-person one-stop-shops and telephone access.  Overall, the United Kingdom approach is similar to the approach taken by Canada and it is with great anticipation that the world looks forward to seeing their modernisation strategies come to life.

Finland

Modernization Strategy

The issue of strengthening government/citizen connections has been on the rise in Finland for several years now. The discussion has been caused by the decrease in voters turn-out in elections, and decreased respect for institutions and political parties, and partly also by the new possibilities information technology has to offer 

The growing interest in these issues can been seen for instance in the government’s programs and in different government decisions and resolutions, in the State budget and in the latest information strategies.

A new project, "New information technology and citizen’s possibilities to have an influence on decision-making" will look at best practices in web home pages in administration in Finland and abroad and will make proposals on how to develop the current situation so that in the future information would be easier to find, and the most relevant information would be the most visible and easiest to find. The project will also plan and start pilot projects where citizens will have better possibilities to give feed-back and to influence decision-making when it is in the planning stage. This project concentrates on the state level. The project will also look at the issue of what kind of specific information needs businesses have. A Citizen’s Guide in paper and electronic form already exists, which is mainly about public services but also includes some information about participation. This guide clusters services around citizens’ needs. No such service exists specifically for businesses.

Over the past 10 years, public administration has undergone major changes in Finland. Trimming down the administration to fit in to constraints of the economic capacity was the aim of all public management reforms in recent years. The OSG concept was an intricate part of administrative reforms since the 1980s. The main focus of one-stop shops was to provide the maximum number of public services from different sponsoring authorities at one single place through IT.

Service Delivery

In Finland local authorities provide about two thirds of all public services and the State about one third. The model for providing basic services is built on the responsibility and autonomy of the local governments. The municipalities have a constitutional autonomy and the possibility to design their administration and service production according to what their democratically elected government considers to be best. At the same time they have statutory obligations to provide basic services in health care, social services and education for their population. Over the years municipalities have been given greater autonomy in the organisation of their service delivery.

Governance and Management Structures

ESD is perceived as an alternative or as a complementary route towards public services. In 1998 the government declared that citizens and businesses must be able to access multi-sector-service-centres from both their homes and their offices. There are major obstacles to horizontal and vertical integration of service delivery. There obstacles include:

· Hostile internal relationship between different levels of government

· Need to develop competencies and skills within the public service to meet new demands

· Legal obstacles such as privacy and management control

· IT support

Strategic Directions

Finland, drawing on the experiences of the UK, is expanding the Service Charter concept. Service Charters ensure the client is informed in advance what kind of services can be expected, required and demanded from public authorities. Service Charters are part of the quality work and service development being undertaken in the public service. The departure point is the initiative and activity of the management and staff of service units in making their charters. Steps may be taken immediately to make Service Charters and to launch development projects.

The introduction of Service Charters was evaluated at employment offices in five different municipalities: Virrat, Rovaniemi, Sotkamo, Jyväskylä and Vammala. The trial projects were initiated by mutual agreement of the Ministry of Labour, the Ministry of Finance and the Finnish Institute of Public Management. The Service Charters working group also examined the Service Charters made by the Town Council of Hämeenlinna and the Citizen's Charter programme which has been used in the United Kingdom. Service Charters can be used to improve the quality of public services and client satisfaction. The introduction of Service Charters is a way of developing public services that is centred on the public and is client-oriented. The core of Service Charters consists of the promises which are made to the client regarding quality. On the basis of these Service Charters, the client has the right to expect, and if necessary to demand, that the service meets the standard set in the charter and the quality requirements imposed.

Lessons Learned

Canada can learn a great deal from the Finnish experience with integrating service delivery. Specific areas of knowledge include the implementation of citizen centred service initiatives via the Citizen Guide and the lessons learned from Finland. The main specific element that can be introduced in Canada based on the OSG efforts in Finland is an increased and comprehensive effort at communicating the main ideas of ISD and OSG throughout the public service. 

Netherlands

Modernization Strategy

In the early nineties in the Netherlands, the concept of one-stop-government was introduced for the first time through the concept of "civic service centre". Soon, this concept was used in a joint project of the Dutch national Ministry of the Interior and the Association of Dutch Local Authorities, under the name of "Government Service Centres". The idea behind this project was to improve public service delivery and at the same time to increase the efficiency of government organisations. Following the example of the private sector’s focus on customer-service, government organisations needed to have a central focus on the citizen as a customer and on the quality of their service delivery. Therefore, government and non-profit organisations would need to offer their products and services as much as possible through integrated service counters or one-stop shops (i.e. these Government Service Centres (GSCs), to citizens and businesses).

Service Delivery

The implementation of this idea could be supported through the increasing use of information technology in public administration. However, the main focus in this initiative was to create new integrated, physical service counters. In 1992, the Ministry of the Interior started to support four municipalities that wanted to experiment with the implementation of the GSC-concept. These pilot projects were finished and evaluated in 1996. However, the various GSCs in these local governments continued to exist. Moreover, the GSC-concept was increasingly adopted by government organisations. 

Strategic Directions

According to the Dutch policy vision of 1995, new information technology could play an important role in accomplishing the foreseen innovation of public service delivery. Information and communication technology (ICT) was perceived to facilitate the restructuring process of public service delivery and increase opportunities to establish a more responsive government. These changes could be achieved through providing connections between front office and back office or improving the quality of public service delivery in providing easy, 24-hours-a-day access to electronic public service counters. 

Thus the innovative potential of ICT was acknowledge and became more prominent in the OL2000-programme than in the former GSC-programme. In the OL2000-programme, different stages for the application of ICT can be distinguished. First, ICT may be used to support the connection between front-office and back-office by standardising the processing of changes in personal data throughout the organisation or offering direct access to all kinds of information that can be used in the service delivery process at the front-office. Secondly, ICT can be applied to deliver services directly to the citizens without the mediation of a civil servant. And finally, the goal is that public services will be accessible from the citizens’ homes 24 hours a day.

In 1996, the OL2000-programme started under the responsibility of a Steering Group with representatives of the Ministry of the Interior (which chaired the Steering Group), the Ministry for Housing, Regional Development and Environment, the Ministry of Health, Welfare and Sports, the Association of Dutch Local Authorities, and the Dutch Land Registry. Later, the Ministry of Economic Affairs also became a member of the Steering Group. An independent programme bureau was been set up for further development and implementation of the OL2000-programme. The OL2000-programme started off with a call for pilot study proposals for one-stop government to all 530 Dutch municipalities. The objectives of these pilots were to further develop the OL2000-concept and to acquire knowledge about its organisational, technical, and political-administrative consequences.

Lessons Learned 

The Dutch Public Service Counter 2000 experiment offers insight insofar as there is a comparative foreign effort that was attempted. 
Ireland

Modernization Strategy

A period of budget crisis forced downsizing and staff reductions in the civil service. As fiscal pressures and public complaints grew, a group of senior officials (Assistant Secretaries) began meeting informally to discuss what they could do to improve the functioning of the administration. Later, building on this effort, they formally launched the Strategic Management Initiative, a non-ideological approach aiming strictly at improving management.

Service Delivery

While there is a commitment to ESD, the government of Ireland realises that despite the growing penetration of Internet access, usage is still not widespread enough to make this the sole source of information for citizens.

There is a commitment to creating a digital television public service channel using IT, this will be rolled out to the public in 2002 at the earliest.
A vision paper for service delivery was prepared entitled Delivering Better Government. The vision set out structures for advancing the programme of change. These included: 

· an overall Co-ordinating Group comprising civil service, academic, business and trade union representatives to oversee and direct the change programme and report regularly to government on the progress being achieved

· six working groups, comprising senior civil servants and non-civil servants to develop the key DBG initiatives in each of the following areas: 

· service delivery; 

· openness and transparency; 

· regulatory reform; 

· human resource management; 

· financial management; and 

· information technology.

A working group to advise on the changes in legislation required to underpin the change process has been put in place. There are three frontline working groups to advise on issues relating, respectively, to the frontline delivery of services, training and development, and the use of information technology. Central support and advice is provided by a cross-departmental team, located in the Department of the Taoiseach (Prime Minister), and the Centre for Management and Organisation Development (CMOD) in the Department (Ministry) of Finance. Consultative/participative structures have been established in each ministry and office. 

Governance and Management Structures

Seamless OSG is not yet a reality but it is being implemented on a phased basis. 2 distinct OSG channels are being pursued (physical information kiosks and ESD). Further ESD requires new legislative, policy, structural and technological (mainly PKI) frameworks Currently the in-person channel can be managed with other levels of government and aims to provide horizontal and vertical integration of information. There is a government wide commitment to implementing a citizen centred approach to OSG.

Strategic Directions 

The Quality Customer Service (QCS) Initiative was launched in May 1997 to cover the two-year period to October 1999. It was based on the principles of:

· specifying the standard of service which customers could expect 

· providing quality information to them 

· providing service with timeliness and courtesy 

· setting up easy-to-use complaints and redress procedures 

· allowing for consultation with and participation by customers 

· providing choice, where possible, in service delivery and better co-ordination 

· improving the standard of public offices and reception areas. 

Since then, departments and offices have published and are implementing Customer Action Plans which put these principles into practice. Improved procedures for handling complaints have been introduced, and customers are consulted more widely through the use of customer panels and surveys. Departments and offices have also invested in staff training and in Information Technology in order to improve service to the public. Some, such as the Revenue Commissioners and the Department of Social, Community and Family Affairs, are developing the use of Information Technology in order to streamline service delivery and are co-operating in delivering information jointly to customers.

Germany

Modernization Strategy

OSG does not appear to be a major priority for the federal government in Germany. However, work is being done at the local level.

Governance and Management Structures

OSG projects are exclusively being pursued at the local and municipal levels of government. The reason behind the limited success of ESD is jurisdictional. In order to implement ESD local jurisdictions must comply with public administration procedure statutes and other formal requirements that are not under their control. Instead of OSG, the predominant model of integrated service delivery has been the convenience store model. This model is based on local governments sifting through their own responsibilities to assemble a wide array of “citizen’s offices”. The involvement of the private sector is perceived to be a pre-requisite to full scale ESD and vertical ISD.

Strategic Directions

The federal government in Germany has developed a service clustering initiative called “citizen’s offices”. Services are offered for the following target groups:

· welfare recipients

· the elderly

· general citizenry

German “citizen’s offices” offer simple service on a transactional basis. However, complex services such as dealing with foreigners or social welfare administration are not provided. To date only 2 medium sized cities have experienced with “citizen’s offices”. It should be noted that the survey of German OSG efforts found that political support was found to be a key driver behind the success of  “citizen’s offices”.

Lessons Learned

OSG does not appear to be a key priority in German public administration reform. However, there are limited lessons to be learned from the experience in Germany. 
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