Initial Public Sector Regulatory Impact Assessment
1)
Title
Transformational Government Strategy


2)
Purpose and intended effect
To transform the delivery of public services using technology and through greater focus upon the customer’s perspective. The strategy rests on three overarching principles, as described in the core strategy document:
(1) Services enabled by ICT must be designed around the citizen or business – and not the provider - to improve the customer experience, to reduce duplication, to achieve important social policy outcomes and to improve the economic climate for British business.
(2) Government must move to a shared services culture – in the front-office, in the back-office, in information and in infrastructure – and so release efficiency potential by eliminating duplication and adopting best practice.
(3) There must be broadening and deepening of government’s professionalism in terms of the planning, delivery, management and governance of IT-enabled change. This will result in more successful outcomes; fewer, costly delivery errors; and increase the confidence citizens have for their governments at all levels.

In summary, the Government believes that technology-enabled transformation will help ensure that:
· Citizens and businesses have choice and personalisation in their interactions with Government. For example in the personal accounts for the elderly described in the Government’s election manifesto. 
· Taxpayers benefit from efficiency gains.
· Businesses benefit from the better regulation and the economic pull-through of a leaner, modern public sector. For example in the ‘whole customer view’ for SMEs described in the HMRC consultation on reducing the administrative burden of tax for small businesses, ‘Working towards a new relationship’
· Public servants have better tools to undertake their jobs, and the opportunity to provide better service as a result. 
· Policy makers have a greater probability of achieving policy outcomes in practice.
· Managers are able to free resources from back office to the front-line.
· Citizens feel more engaged with the processes of democratic government.
[image: image1.wmf]Customer Experience 

Vision & Offers

Leadership & Governance

Customer

Centric

Choice and 

Personalisation

Information

Partnerships

Real

-

time

Government

Self

-

service

Agents

Identity

Management

Whole Customer 

View

Capability Framework & Policies

Business Delivery Framework & Policies

Corporate 

Services

Professionalism

Suppliers

Information

Assurance

Shared 

Services

Reliable Project

Delivery

Standards &

Architecture

Innovation

Implementation

Roadmap

Resourcing

Measures

Comms

Projects

Customer Experience 

Vision & Offers

Leadership & Governance

Customer

Centric

Choice and 

Personalisation

Information

Partnerships

Real

-

time

Government

Self

-

service

Agents

Identity

Management

Whole Customer 

View

Capability Framework & Policies

Business Delivery Framework & Policies

Corporate 

Services

Professionalism

Suppliers

Information

Assurance

Shared 

Services

Reliable Project

Delivery

Standards &

Architecture

Innovation

Implementation

Roadmap

Resourcing

Measures

Comms

Projects


The above diagram illustrates the scope of the strategy. The strategy can broadly be divided into 5 areas:

Customer Experience, Vision and Offers – This area sets the context for the strategy, including a baseline view of the current spend on IT across the public sector. It includes a definition of customer segments and a 5 and 10 year vision for customer services across those segments, informed by planned and aspirational services from across both local and central government; leading practice from the private sector and commentary on the future customer centric services from analysts; the public sectors in other countries; and input from think tanks and key technology suppliers (including SMEs).

Business Delivery Framework and Policies - Strategic themes and principles that have been identified as key to delivering the vision of modern customer centric services. For example several themes, such as ‘Customer-centric’ and ‘Real-time Government’ are principles for future public services. ‘Agents’ refers to the need for a refreshing of the strategy for accessing services through intermediaries such as charities and the voluntary sector; private sector companies and other third parties.
Capability Framework and Policies – Capabilities required to ensure that delivery of projects informed by the principles is possible. For example, in order to build the services described in the strategy, a formal IT profession is needed to ensure that we have skilled staff throughout the public sector. Standards and Architecture are needed to ensure that projects are developed so that they are replicable, easy to maintain and can be linked up with other projects. 
Leadership and Governance – The roles and responsibilities that individuals and groups will have to play in order to develop and implement the strategy. Changes are required to ensure that there is sufficient leadership to create change; that there are appropriate mechanisms for agreement of strategies and for raising problems.
Implementation – the practicalities and plans for implementation of the strategy.

These different sections outline the principles and enabling mechanisms found in the strategy. The diagram is intended to demonstrate that these parts are designed to work together, rather than being implemented separately. 
3)
Background and rationale for government intervention
The public sector spends some £14 billion per annum on major IT systems.  This expenditure is in part governed by the newly formed council of Chief Information Officers (CIO Council), comprising representatives from central departments and local government.  The CIO council met for the first time in January 2005 and identified a requirement for a strategic approach to the use of ICT in government.  This was communicated to the Prime Minister who on 7 March commissioned from Ian Watmore the Government’s Chief Information Officer a strategy for ‘delivering modern services’.

This expenditure is not co-ordinated across the public sector, nor is there any encouragement to departments or individuals to co-ordinate. This is evident in the state of technologically-enabled services across Whitehall and beyond; in the take-up statistics for e-government; and in public satisfaction measures. 
There is a general failure across the public sector to design customer-friendly services. Isolated examples of excellent services exist, serving to highlight those services that are designed around older delivery models, thus relying on the assumption that services must fundamentally be paper-based and face-to-face because service users do not have access to the telephone or the internet. 
The overall lack of co-ordination leads to missed opportunities for sharing of information, corporate services, and delivery systems and outlets. Opportunities to save and/or to build better services are lost because public sector bodies act alone, leading to massive duplication of effort and expense. 

Well-publicised failures in technologically-enabled services stem in part from this design failure, exacerbated by the lack of a formal IT profession within the public sector, despite the existence of some 50 000 staff working in IT professional roles. Supplier management and project delivery are also impacted by this lack of a formal, recognised group. 
The vision set out in the strategy is about using technology better to deliver core public services to have an impact on real people’s daily lives: getting better public services, such as health, education and pensions; benefiting communities by giving front line workers the tools to help break cycles of crime and deprivation; and improving the economy through better regulation and leaner Government.
Approach
A team within EGU has been working on the strategy. The strategy has been shared widely with stakeholders, identified as Chief Information Officers and their teams in departments and local government; IT professionals; and business leaders – in part through the Service Transformation Board,, comprised of representative business leaders from across Whitehall. Many of the principles in the strategy have come from stakeholders rather than being created in isolation. 
A two-tier approach has been agreed with stakeholders. At this first stage principles have be agreed upon and outline recommendations would be made. Over the next few months we will agree a business case and timetable, culminating in an action plan due to be agreed with CIOs at the January meeting of the CIO Council. 
Over the course of the project EGU have kept in close consultation with stakeholders. We have met numerous times with CIOs and service design officials, and with IT professionals. The team in EGU has consulted with more than 100 local government IT staff. Nothing has been raised that suggests that the recommendations contained here would lead to a total financial burden of more than £100 000 on local government. There will need to be a significant change programme in local government which will clearly require significant resources but overall the combination of efficiency gains and service improvements can be delivered within current local government total expenditure. The recommendations and consequent changes should indeed lead to a net improvement in service delivery at the same or reduced cost. 
The strategy has also been discussed with Intellect, the trade association for the UK
hi-tech industry; key suppliers; relevant think tanks and other organisations. 
4)
Options  
Option A: ‘Do Nothing’
This would mean non-intervention. Public services will continue to be delivered piecemeal and without co-ordination. The public sector would continue to need significant investment in the replacement of legacy systems and in funding insular new projects. 
The risk of non-intervention is that significant reform opportunities will be lost.  A structural gap will open up between those who have transformed service delivery businesses using technology (the mainstream private sector, pockets of excellence in the public services) and those who remain with pen-and-paper Dickensian processes (the bulk of public services). This would erode citizen and business confidence in public services. For public sector staff, this would also mean a continuation of the status quo. 

Option B: ‘Piecemeal implementation’
The strategy contains 31 over-arching recommendations (listed at Annex A) addressing the issues raised by stakeholders. These fit within different parts of the strategy scope (diagram above). Some of the sections of the scope or some of the recommendations could be implemented as individual segments. For example the professionalism strand could be implemented separately from the remainder, as could the strategy for working with suppliers. Other elements, such as the shared services section, rely too heavily on other parts (e.g. data sharing) to be implemented in isolation. 
However, the risk of piecemeal implementation is that whole system reform cannot by definition be attempted in parts, and that therefore in attempting part- rather then full transformation, nothing is achieved. It is unlikely that efficiency savings expected could be recouped by a piecemeal implementation. 
Option C: Publish and implement strategy

As described above, the Government’s Chief Information Officer has developed this strategy for the transformation of government through technology, resting on three principles of customer focus; shared services; and professionalism, and containing 31 key recommendations for the public sector. Option C recommends the publication and implementation of the full strategy. 
5)
Benefits

Public

The public will benefit from customer-focussed services, offering them choice and personalisation in their dealings with Government. Difficult processes will take less time, requiring information to be given only once. Citizens will feel greater security at home and overseas, because there will be improved joining-up between important IT programmes such as eBorders, ID cards and the Criminal Justice IT programme. Citizens will also feel more engaged with the processes of democratic government. 
Business

Businesses benefit from better regulation and the economic pull-through of a leaner, modern public sector. Complying with regulations will be simpler and interactions with government will be less time-consuming. The IT industry will benefit from the better profile due to more successful projects in the public sector.
Frontline

Public servants will have 
· have the tools they need to do their job and be empowered to take decisions

· be confident that the system will deliver the service they have promised to the customer and electronically track cases as they move through

· verify someone’s entitlement without having to examine paper identity documents or paper reports

· spend time with the more challenging and rewarding cases now that there is less manual processing and data entry to do

· expect automatic provision of basic customer personal information by the system

· access all their personnel information themselves online

Managers will be able to free resources from the back office to the front-line. As more customers self-serve or use intermediaries, there will be a reduction in the burden of basic processing work on frontline staff

Policy makers and IT professionals
Policy makers have a greater probability of achieving policy outcomes in practice because services are designed intelligently involving input from formally recognised IT professionals. Project delivery and supplier management are improved.
Efficiency

Tax payers will benefit from efficiency gains brought from reduced duplication and greater sharing of technology, information and offices.
A series of documents have also been created by departments outlining the potential outcomes of the strategy, described in terms of the benefit to the citizen. (See ‘Lenses’ documents)
6)
Risks
The strategy is an ambitious programme for transformation of government through technology. Because it does not rely on legislation or similar mechanisms to enforce it, it relies on the continued will of ministers, CIOs and business leaders over time to implement it. There is therefore a risk that this will does not stay firm. EGU is taking a strongly collaborative approach to mitigate this risk. 

There is also a risk that there is a disconnect in communication between business leaders and CIOs, as there has been in the past, leading to the development of policy in the absence of advice from IT professionals, which will be more difficult, if not impossible to implement. The continued engagement of both the CIO Council and the Service Transformation Board will be required to mitigate this risk. 

These risks are greater for local government, because local government is at one remove from central government initiatives. The EGU will engage with the broad family of local government stakeholders to mitigate this risk. EGU will seek to achieve buy-in and see transformation take place from the bottom up, as well as top-down amongst local authorities.
Other more specific risks will emerge as the action plan is formulated. These will be bottomed out and a strategy for handling them will be described in the later full RIA.
7)
Costs
The strategy will be published in Oct/ Nov 2005, following agreement of the principles it defines. Following this, the EGU will be working with departments to continue to develop recommendations and an action plan which will be presented to the CIO Council in January 2006. EGU will work with HM Treasury to agree the costs of the action plan through the forthcoming Comprehensive Spending Review. It would not be appropriate or accurate to forecast costs at this point – a full assessment of regulatory impact will be undertaken in the early part of next year. The strategy will achieve better results from the money the public sector already spends on technology, rather than increasing spend.
8)
Monitoring and Evaluation

As with costs, performance measures will be decided following the development and agreement of the action plan. It will also be relevant here to consider the treasury’s review of performance measurement and to design a system that considers technology in government holistically.  
It is not intended that the strategy require the monitoring of specific targets, as with the 2005 targets for e-government. In the interest of keeping the burden of performance monitoring to a minimum, efforts will be made to use existing mechanisms, particularly some of HMT’s mechanisms for monitoring Gershon recommendations, and OGC’s reporting mechanisms for monitoring projects. 

 

It is proposed that a Customer Satisfaction Index monitor services. This will be arranged externally through surveys. Some public sector staff may be affected by these surveys as representative samples. 
9)
Contact Point

William Perrin

c/o Strategy Team
e-Government Unit
020 7276 3160
Annex A: 31 Over-arching Recommendations

Citizen and Business Focus

1) In order to provide customer-focused services, Government must engage with citizens and business to understand and then specify the transformational changes which service providers need to meet.

2) In order to learn from the front line, Government must systematically engage with public servants on the front line doing the job every day to help design and refine transformed services enabled by technology

3) Government must develop multiple channels (including websites, telephone services and intermediated services) and policies for their use for citizen and business access to services, and actively manage the shift in channels towards the most efficient and effective.

4) Customer-centric services are presented and delivered in ways which respond directly to the needs and behaviours of those at whom they are targeted. In order to facilitate this, an early task of the Service Transformation Group should be to identify those customer archetypes which could be used in service design across government.

5) To lead the transformation and design of services, and to own the overall service offering to those customers, Government must appoint 'Customer Directors' for customers in each of the high level customer groups (citizen and business), reporting to the Minister responsible for that customer group, coordinated by the centre.

6) In order to give the Service Transformation Board and the Chief Information Officers Council the practical mechanisms to deliver the service transformation vision these bodies should create a Service Transformation Group whose role is to set overarching service design principles; promote best practice; signpost the potential of technology; and challenge perceived areas of weakness. 
7) The Government should promote public confidence with a campaign on internet safety and a new scheme to delivery a wider availability of assured products and services.

Shared Services

8) To encourage sharing across the public sector, HMT and CO should lead work to establish overarching standard frameworks for shared services and information.  Each government organisation should set out 'sharing policies' for services and assets that it needs or can provide to others. 

9) The Treasury should work with the NAO, the Cabinet Office and public service delivery organisations on guidelines for the governance and funding for service sharing. The Cabinet Office, Treasury and NAO should ensure that individual accountability frameworks expect and encourage full use of shared service provision where applicable.

10) There should be a clear strategy for sharing in each major function: customer service centres; HR and Finance; IT infrastructure and services; information assurance; identity management; and standards and architecture, overseen by the Corporate Services Transformation Board, supported by the Service Transformation Team in the Cabinet Office.

11) The CIO Council should create a unified approach to Common Infrastructure through a user-led CI Board; a CI Director; and a specified set of delivery capabilities, financed entirely through user investment.

12) In order to develop a strategic direction across the public sector for data sharing, a ministerial group, sponsored by Cabinet Office and DCA, should be established, the work programme to include an agreement on direction and rationale for the balance between sharing data for better public services, and maintaining the individual's right to privacy; and practical tools for data sharing practitioners.

13) The work programme of the ministerial group should include consideration of novel mechanisms to provide a balanced and independent view on data sharing projects to safeguard individuals’ rights, and agreement on use of anonymised and pseudonymised data to develop better-targeted policies and interventions for the public good.

14) To explain data protection and sharing and the interpretation of relevant legislation, the DCA should develop a communications strategy for both practitioners and the general public.

15) To provide the levels of flexibility and security that customers expect from public services, the Government should develop a dual tier architecture to underpin government network services.

16) To support the development of more flexible systems and services, the Government should match protection of information to the impact of compromise, with an updated application of government's protective marking scheme.

17) Government should devise an holistic approach towards identity management converging towards biometric ID cards and passports, electronic gateways and a rationalisation of citizen and business record numbers, including an interim step towards ID cards using the NINo more widely.

18) Authentication must become easier for the customer, so the Government should devise an easy-to-use risk management model to provide guidance on identity management and authentication, approved by the Central Sponsor for Information Assurance (CSIA). The model should be supported by a list of best known methods and a list of approved experts.

19) To provide joined-up services, the CIO Council, working with the SDA, should ensure that a consistent approach to data interchange and storage; security measures and standards is taken across Government

20) The CIO council should encourage the use of standardised contracts, services and service boundaries. The periodic review of long term contracts should be a planned feature, and contracts and service management models should allow departments to incorporate additional products and services from other suppliers.

21) To encourage the development and design of better joined-up services, the CIO council should sponsor the accumulation and sharing of research, knowledge and innovation.

Professionalism

22) The Government CIO should lead the work to establish and support the IT Profession in government, building capacity, culture and identity, within the context of the Professional Skills for Government programme.

23) Government should improve information risk management through better governance and training of information and security staff.

Governance and Implementation

24) Annual expenditure and achievement against plans should be reported on by the Cabinet Office and Treasury. This annual report should be audited by the NAO and published to Parliament.

25) Government should formalise the roles of the CIO Council and STB. Revised governance structures should be implemented to define the roles of the Government CIO, departmental CIO and the Office of the Government CIO.

26) Cabinet Office and OGC should review their approach to project delivery, focusing on an improved assessment process; capacity assessment; improved support for Ministers and senior officials responsible for projects; and governance of projects

27) To manage better the transition from policy to practical implementation, the Government CIO and the OGC should develop a new project support process.

28) To ensure that appropriate monitoring and review is provided throughout the full lifecycle, including more attention being given to the project exit option, the Government CIO and the OGC should develop a new project control tool.

29) There should be closer OGC and Cabinet Office support for key programmes, including project board membership from the CO or OGC to represent the interests of the centre; non-executive members on project boards; and new methods for monitoring performance and reporting.

30) The OGC and the Government CIO should consider how better to support programmes in the wider public sector, drawing upon the experience of local government representatives on the CIO Council and organisations such as SOCITM.

31) The CIO Council, working with OGC should monitor supplier intelligence, making periodic assessments of performance; and taking action to ensure capacity and competition in the market, including the use of models to allow third party suppliers to provide services and products.
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