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ITAS: What is it?

The ITAS exists to advance the study and practice of public administration and public
management. It operates at a global level and is funded by states world-wide; but is
independent of any of them and, through its links with the United Nations, seeks to
develop a voice and a vision that is neutral, as objective as possible and grounded in
the exigency of the fact.

ITAS: What is it for?

Although it has existed for over seventy years (since 1930), the Institute’s focus is on
the present and the future. How governance is done and how it could be done better;
how the law of administration applies and how it might be applied more correctly; and
how the management of public affairs is conducted and how it might be best done — all
of these reflect its activities.

ITAS: What are its values?

Accountability is a core value for the Institute. Those who exercise authority must
account for its use to those on whose behalf they use it. Public Administration is the
key activity that connects between the power-holders and the citizen. We believe it
should be effective, efficient and economical in its execution of the duties and rights of
the state. We support modern governance and proper public administration and
believe these should be carried out in a way that actively acknowledges diversity, that
is respectful of identity and serious belief and that reflects balance.

ITAS: How does it work?

A small-dedicated bilingual secretariat in Brussels serves the Executive Committee,
which is in turn accountable to a fully representative Council of Administration. The
President and Director General lead and manage the Institute for its members. Each
year ITAS:

= holds three conferences in three different countries around the world
= is host for seven-hundreds plus delegates
= publishes +/- 10 books

= publishes four issues of its prestigious International Review of Administrative
Sciences (in three editions English, French and Arabic)

= manages a budget of approximately 1 million Euros.

= leads and coordinates activities among its ninety Member States and National
Sections
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The Institute has two specialised bodies

= The International Association of Schools and Institutes of Administration (IASIA)
= The European Group of Public Administration (EGPA)

each of which conducts study, research and networking.

The Institute has a distinguished library of 15,500 public administration books in
several languages to reflect the accumulated wisdom and experience of its members;
and a Website, which receives many thousand ‘hits’ per month about what it is doing
now and what it will do in the future.

Contact details : Tel : 32/2-536.08.80
Fax : 32/2-537.97.02
Web : www.liasiisa.be

Email : iilas@iiasiisa.be
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Introduction

Giorgio Petroni

The following pages represent the first stage of a research path that began in
2000 and has not yet come to an end. Along this path, guided by a group of experts
(a Steering Committee) operating in the Working Group of 1ISA’s “New Technolo-
gies and Public Administration,” we gathered the thoughts and expertise of scholars
and managers involved in the relationship between technology dynamics and Public
Administration (PA). This type of research began some years ago and was inspired
by the realization that technological development has produced a far-reaching inter-
action with PA and its various branches. First of all, the Steering Committee has
emphasized how technological development and PA influence each other by virtue
of the fact that investments in research and development, such as the programs for
technology transfer, are managed by public agencies. Moreover, there are some
branches of PA that heavily rely on technology for their activities; it is enough to
think, for example, about the defense sector, the space agencies that are now found
in all of the main industrialized countries, the agencies for environmental protection,
those that are responsible for food control and safety and so on.

At the same time, some technological advancements have found fertile ground in
PA and now influence deeply their behavior. It is this last area that the Steering
Committee has decided to explore further because the impact of technologies such
as information and communication technology (ICT) or space technologies (the use,
for example, of satellites for civil purposes) on PA is from a political and social
point of view the most important. As a matter of fact, the adoption of such technolo-
gies can make it possible to offer more services to citizens and to render them more
easily accessible. The adoption of new technologies can also enhance the efficiency
and effectiveness of the bureaucratic apparatus and can even influence positively the
mechanisms of political representation (it is enough to think about the process
through which political leaders are elected by electronic vote.) The adoption of
space technologies by PA, differently from that of ICT, is still in a beginning phase
but it seems likely that their future impact on the behavior of the various public ad-
ministrative bodies is going to be very significant.

The most interesting applications of technology are those relating to earth obser-
vations because these are able to strengthen enormously security and transportation
systems, to foster the development of some production activities such as agriculture
and fishing, and to improve air navigation and territorial control systems. Among the
literature researched for this publications, it is important to emphasize the efforts
currently being made (please refer to Yuko Kaneko’s paper) by a highly industrial-
ized country like Japan to provide its PA with satellite technologies. One should also
stress the degree of complementarity among the above-mentioned technologies; the
recent and strong development of ICT is undoubtedly linked to that of satellite
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communications, which significantly influence the progress of the whole telecom-
munications sector. The Steering Committee has made operators and scholars aware
of the importance of two types of technology matrix that in their application to PA
are found in two different stages: ICT is currently in a fast developing stage while
space technologies have started to be applied to PA only recently. It goes without
saying that for the former the variety and quality of the developed technology are
greater.

IISA has addressed these issues at various stages of its life; the topic was for-
mally brought up for the first time during the “First Regional International Confer-
ence,” held in Bologna, Italy and in the Republic of San Marino in June 2000, and
was later discussed and explored further in the following two IISA conferences, in
Athens (“Twenty-fifth International Congress of Administrative Sciences”, July
2001) and in Seoul (“Twenty-sixth International Congress of Administrative Sci-
ences”, July 2004). The contributions included in this work revolve around the ap-
plication of ICT in the activities and structures of PA of some European countries.
In particular, these contributions discuss the various development stages of the im-
plementation of e-government (easy access to information, provision of services, bi-
lateral transactions between citizens and the bodies of PA, etc.) as well as the differ-
ent actors of PA itself (central administrative bodies, local governments, public
agencies, etc). Other papers (certainly not less important) were presented during the
various IISA conferences and dealt with how ICT was applied in other European
countries (in France and Germany, for example), North American countries (particu-
larly Canada), African countries (South Africa) and Asian countries (with particular
reference to Japan and South Korea).

The publication of this volume does not mean that IISA is going to cease the re-
search that it has been carrying out so far on the relationship between new technolo-
gies and PA. As a matter of fact, the development of information and communica-
tion technologies and their increasing use in the public sector still need to be ex-
plored further. Moreover, the development of public services as a result of the adop-
tion of space technologies will be the central topic of a book of which, so far, only
the introduction has been written. Political authorities have become aware of the im-
portance of the transfer of space technologies to public structures as well as of their
use for civil and social purposes. For some time now, the transfer programs have
played a crucial role in the strategies that the United States and Japan are developing
in order to conquer space; and the Authorities of the European Union have recently
begun to adopt a similar approach. This clearly emerges in the closer collaboration
between the European Commission and the European Space Agency (ESA) as en-
visaged by a specific agreement: as a result of this cooperation some projects have
been drawn up that are aimed at enhancing the use of space technologies for civil
ends. Among these, the Galileo project and the Kosmos Skymed project stand out.
The former aims at launching, in the next two years, a constellation of satellites that
will ensure the strong development and the rationalization of transportation and air
navigation systems, while the latter will make it possible to obtain timely informa-
tion for the management and control of the territory (earth observations) of the
Mediterranean countries.
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Technology and Public Administration:
Conditions for Successful E-Government
Development

Some Introductory Observations

Ignace Snellen”

The purpose of this paper is to indicate and discuss some of the organizational im-
plications, and some conditions for success of e-Government. The introduction and ex-
pansion of e-Government has impact not only on the internal organizational structures
of public administration, but also on the inter-organizational relationships, and not only
on the implementation of policies, but also on the ways in which policies are devel-
oped. In the executive sphere, bureaucracies are replaced by “infocracies”: information
infrastructures with built-in decision premises (Zuurmond 1994). In the policy sphere,
interactive policy making and co-production of policies are becoming an important
trend. E-Government is important in these respects, but even more because at the back-
ground shifts in the relationships between state and society are at stake. I would like to
emphasize three of these shifts.

The last two decades “government” as a vertical, top down, relationship between
central government, represented by the ministerial departments, and the different sec-
tors of society, is more and more replaced by “governance”: horizontal negotiated rela-
tions between all kinds of stakeholders at one side and dispersed public authorities of
any kind at the other side.

As a consequence of this, the former public hierarchies, with their reliable Weberian
organizational structures, have become replaced by networks, dominated by the insecu-
rity of interdependencies: a strategic insecurity because of the divergence of objectives
of the participants in the network; a resource insecurity because of the diverse resource
dependency relations of the participants; and an institutional insecurity because of the
difference of cultures of the participants.

Most important is the shift from mono-level government to multi-level governance.
The networks in the public sphere are not limited to single layers of government, but
may cross international, national, regional, and local boundaries. Many of the authori-
ties within those boundaries are democratically rooted. In more and more spheres the
EU policies are characterized by this multi-level governance.

Besides these shifts in the relationships between state and society, other shifts are
noticeable within the existing forms of governance. Private actors are recognized as
partners in public policy making (e.g. large projects) and policy execution (e.g. assess-

Ignace Snellen, Erasmus University Rotterdam.
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ments). More and more policies are not restricted to single sectors but cross sector
boundaries, because it is realized that the causality of the problems comes from differ-
ent angles (e.g. criminality), or that chains of successive approaches are necessary for a
successful policy (e.g. in problems related to the food chain, or the judicial chain).

Since the times of Reagan and Thatcher, the introduction of New Public Manage-
ment has led to many shifts in governance, from autonomization and agency formation
to the formation of “quango’s” (quasi autonomous non-governmental organizations)
and to privatization. So, New Public Management has greatly heightened the complex-
ity of state- society relationships. And governments themselves have, by adopting

NPM, increased their own dependency on networks of partners and stakeholders.

Against this background, it is understandable that during the last decades, almost
every country has got experience with ICT projects that failed, not only in the public
sector but also in the private sector. And, still, overruns of time and budget of ICT pro-
jects are of the order of the day. Experiences of the United Kingdom may serve as an
example, not because the UK are more “accident prone” in this respect, but because the
projects that failed in this country are well documented and evaluated.

About failures of ICT projects in the UK Professor Helen Margetts (2004) remarks:

“The history of government computing in the UK is littered with high profile projects that have
gone wrong, and seriously hampered policy implementation”. She mentions: “large-scale Social Se-
curity Agency projects that not only overran time and costs, but also resulted in maladjusted and
outdated systems; a Passport Agency that almost collapsed when a new ICT system was installed; a
new National Insurance System that failed to operate for a year; a UK Foreign and Commonwealth
Office, of which the accounting system crashed.”

In most of these failures private companies were involved as partners. These private
parties very often try to convince governments to act as “launching customer” for ad-
vanced ICT applications. The problem is that a learning process, that ensues from a po-
sition as launching customer, comes with great risks for the government projects.

As indicated, these experiences are not specific for the UK. As far as the developing
countries are concerned, the situation is even more dramatic. Richard Heeks (2003), of
Manchester University, who is specialized on ICT for developing countries, estimates
that of the e-Government projects in developing/transitional countries:

e 35 percent are total failures: the initiative was never implemented but immedi-
ately abandoned.

e 50 percent are partial failures: major goals for the initiative were not attained
and/or there were significant un-desirable outcomes.

e 15 percent are successes: most stakeholder groups attained their major goals and
did not experience significant un-desirable outcomes.

These experiences in the highly industrialized countries, as well as in the less devel-
oped world, raise the question, what conditions may further or hamper the success of e-
Government development.

I shall try and answer this question along the line of the following five subjects:

1. aconceptualization of e-Government in a broad and a narrow sense;
2. the growing ICT dependencies between (parts of) public administrations;
3. barriers to interoperability, as a condition for e-Government;



1. Snellen / Technology and Public Administration 7

4. success criteria for e-Government;
5. relevant conditions for success of ICT projects and programs.

1. Conceptualization of E-Government Development

E-Government can be conceptualized in a narrow and a broad sense. E-Government
in a narrow sense is focused mainly on public service delivery through the deployment
of a website on internet. This deployment may develop along the following sequence of
stages.

The first stage is a website on which information is provided to the citizens about
opening hours of government localities, services that will be delivered, and events and
happenings that are worthwhile to be informed about. This is generally the starting
phase of website deployment by public administrations at the different levels of gov-
ernment. The information on the website is provided parallel to the traditional bro-
chures, and may not contain more information than those brochures. The success of this
first, rather timid, stage depends on the ease with which the website page can be con-
sulted, the forms that can be downloaded, and on the accuracy with which the website
is kept up-to-date. The organizational provisions that are required to keep the website
up-to-date are often underestimated. (See also David Brown in this volume)

A second stage is reached, when the website can be used by the citizens, to make
their opinions known about issues raised by the government, or other parties. The suc-
cess of this stage depends on the feeling citizens have with respect to the adequacy of
the reaction of the authorities on their concerns. In this communicative development
stage of websites, citizens expect their input will be clearly recognizable in the output
of the decision making process, started by the government. Very often citizens are dis-
appointed about the way government takes their input in the interactive policy process
into account.

A third, “transactional”, stage of the website is reached when citizens can deal with
the government on-line. A distinction can be made between one-of transactions, in
which the system does not use prior information about the user, or ‘account manage-
ment’ type transactions, where the transaction relies on a full account history of previ-
ous dealings of the agency with the citizen. Apart from user-friendliness, the success of
this stage depends on the accuracy, authenticity, reliability, and up-to-date-ness of the
personal and other data that are provided by coupled databases of possibly dispersed
agencies.

A fourth, and provisionally last, development of websites in the public sphere is
reached, when the website of the agency is aligned with relevant websites of public
and, even, private parties (See also the description of the Public Services Broker in Ire-
land by Bannister in this volume). Examples of this alignment are “Non-stop-shops”.
They provide access to different agencies and levels of government, and handle com-
bined “demand patterns” according to “life events” or “life episodes™ of citizens or
businesses. Other examples of alignment are websites, which are shared with, or have
links to, private parties.

This is provisionally a final stage of development of website use by governments.
The success of this stage depends largely on a clear set of agreements about technical,
organizational and institutional conditions that have to be fulfilled. Technical agree-
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ments have to be reached between departments and levels of government about all as-
pects related to the sharing of information, the organizational turn of the organizations
towards the client, and the integration of information infrastructures over sectors of
public administration. Organizational agreements have to be reached about the remain-
ing autonomy, and the necessary dependency and coordination between the interlinked
providers of services to the citizens. Institutional agreements have to be reached about
the boundaries of the jurisdictions of the participating offices, the protection of privacy,
and the legal validity of electronics transactions, electronic signatures, etcetera.

E-Government in a broad sense stands for all possible kinds of ICT applications in
different stages of policy making, such as agenda-setting, and development, prepara-
tion, implementation and evaluation of government policies, inside as well as outside
the organizations of public administration.

So, a broad definition of e-Government does not restrict itself to the use of websites,
but takes all applications of ICT over the whole range of political and public adminis-
trative activities into consideration (as we see in the papers of Brown and Petroni a.o. in
this volume). Under the scope of this broader definition are falling: all kinds of admin-
istrative applications, such as decision support and processing systems; democratic ap-
plications, to facilitate interactive policy making and co-production of policies during
policy development; and accountability applications such as freedom of information
and monitoring of performances to control policy execution.'

E-Government can support service delivery in many ways. In discussions about e-
Government and service delivery mostly are mentioned the possible improvements of
services to citizens and enterprises by public administrations. As we will see in an
overview of opportunities to share facilities and capacities through interoperability of
ICT applications, the improvement of services between parts of public administration
themselves is equally important.

2. Growing Interdependencies Between (Parts of) Public Administrations

As far as the broad definition of e-Government is concerned, three developments at
different levels of public authority deserve further attention. These developments are a
growing cooperation with the help of ICT applications at a European, a national and a
local or regional level of government. At the European level the growing use and im-
portance of European Information Systems stand out. At the national level the coopera-
tion between authorities at the same or different levels of government in the form of
“joined-up government” is increasing. At the local level of government capacities and
facilities are combined in “shared service centers”. These developments require a far-
sighted strategic attitude with respect to the information infrastructures in the differ-
ent sectors of a national society.

European Information Systems

The first development, to be taken into account, is the expansion in the European
Union of ICT networks that support the free movement of persons, capital, goods

An even broader definition may be brought into vision when “governance”, a combination of public
and private steering within the different sectors of society, is taken as point of departure.
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and services. Examples of such networks are the Social Security Net (SOSENET),
which is an essential requirement for the free movement of persons and the guaranty
of their pensions and other social rights and obligations, and the Schengen Informa-
tion System (SIS), a Police network for the fight against international crime, which
has become even more important by the war against international terrorism.

Other ICT networks and databases relate to Finance, such as the European Bind-
ing Tariff Information (EBTI) system, and the System Customs Enforcement Net-
work (SCENT). In the field of agriculture mention may be made of the TRACES
system a trade control and expert system and FADN, a Farm Accounting Data Net-
work. Other systems are developed for environmental control, health care, educa-
tion, social security and transport.

Public administrative research with respect to these European information sys-
tems makes it clear that some conditions have to be fulfilled for these information
systems to function adequately (Kroon 1997). Most of all frust between the design-
ers and developers of an information system, coming from different national and
cultural backgrounds, is a basic requirement for the success of an international sys-
tem. The attitude and behavior of the participants has to be an expression of this
trust. In practical terms it means:

1) the participants are open towards each other with respect to the problems they
encounter at the national level while realizing the European system: no na-
tionalistic “window dressing”,

2) they don’t use the opportunity of the creation of a European system to fight
their national turf battles,

3) they strive to optimize the information relations at the European level and
don’t try and protect mainly the existing national information systems,

4) they are prepared to anticipate on future participation in the European infor-
mation systems by not putting up social, legal or technical barriers against
them.

Joined Up Government Within and Between Levels of Government

A second development, to be mentioned, is called: “joined-up government”. It
stands for the development and implementation of policies across individual bu-
reaus, departments, ministries and levels of government. The worldwide movement
in the direction of “one stop shops” is a well known form of joined-up government.
Joined-up government may consist of forms of vertical cooperation between gov-
ernments at the European level, national authorities and e.g. big cities, but also of
horizontal cooperation between different departments, e.g. by the ministries of
Home Affairs and Justice in the field of security. In this way joined-up government
tries to be an answer to the complexities of modern collective provisions.

With the growing complexity of modern societies the policy making by govern-
mental authorities has also undergone important changes. Governmental authorities
have to work together more than before. So ministries work together with European
bodies and regional or local authorities to get policies implemented. This policy
making along vertical lines has become necessary a. o. to adapt policy measures to
regional and local differences. Other kinds of joined-up government between minis-
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tries, along horizontal lines, are created to adapt policies to the specific needs of
groups or categories of the population, such as the elderly, youth, handicapped peo-
ple, etcetera. Interdependent chains of policies between ministries, e.g. with respect
to food safety, “from the stable to the table”, or related to the criminal justice sys-
tem, lead also to forms of joined-up government. As far as one stop shops are con-
cerned, some degree of joined-up government will always be at the background, in
the back offices, of those arrangements in public administration. If governmental
bodies are dependent on private parties, the joined-up formula may be even ex-
tended to cooperation of public sector bodies with for-profit firms and/or voluntary
associations.

One of the keys of success of the joined up approach to effective government are
the information systems that support this kind of approach. Common databases, ac-
cessible to all, or at least most, of the participating organizations, common decision
support systems, which facilitate the connection between the different partial poli-
cies, common tracking, tracing and monitoring systems to control the flow of activi-
ties within the framework of the joined-up policies, and most importantly, common
network facilities are essential for the well-functioning of joined-up government.

A special aspect of the sharing of information between the public bodies that
work together in a joined-up policy structure has to do with the protection of data
and privacy. According to EU directives personal data shall be obtained only for one
or more specified and lawful purposes, and shall not be further processed in any
manner incompatible with those purposes. The increasing sharing of data between
public bodies in the context of joined-up government seems to be at loggerheads
with the principles of privacy protection. But especially the struggle against terror-
ism and social security fraud appear to be a generally accepted excuse for expansion
of the sharing of personal data. I will limit myself to mentioning this problem and
don’t go deeper onto this difficult subject. (Raab a. 0. 2004)

Shared Service Centers at the Local Level of Government

A third development is the necessity of a growing cooperation of especially
small municipalities, and other small government bodies, to cope with the growing
complexities of modern societies, and to achieve economies of scale and scope.
Without cooperation with other (sub-critical) public bodies it has become more and
more difficult for them to attain efficient and effective policies at the base level of
public administration.

Modern citizens expect from their local governments on the one hand effective-
ness, efficiency and a high level of professionalism and on the other hand accessible,
quick and adequate services in a very wide range of activities. To achieve economies
of scale and scope, and to meet the rising expectations of the citizens, many mergers
of municipalities have taken place. This created a broader basis for expertise of local
government. Lately we see a growing tendency of, especially, small municipalities
to work together to reach the advantages of a larger scale. Parts of their tasks are
brought together in so called “shared service centers”. Shared service centers may be
created between the offices within one municipality, e.g. between financial bureaus
of different departments of a municipality, as well as between offices of different
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municipalities. In this paper we are interested especially in service centers which
function between offices of different municipalities. Shared services may be
founded for basic tasks of a municipality, such as garbage collection, providing
housing allowances, environmental permits, etcetera, or for common support func-
tions like invoicing, human resource management, ICT, etcetera.

Motives to start shared service centers are:

e To reduce the vulnerability of small municipal organizations with respect to
the maintenance of a high level of service provision.

e To attain economies of scope and scale, and reduction of costs.

e To improve the quality of processes and to raise the professionalism and ex-
pertise of the employees.

e To increase the labor productivity by sharing knowledge and experience, and
creating a basis for specialization.

e To improve the career perspectives of the personnel. (Korsten a. 0. 2004)

Shared services between local or regional governments put high demands on the
available information infrastructure and information architecture. Each participating
municipality or regional authority remains responsible towards its own citizens, and
at the same time will have to take the common interests of the cooperating bodies
into account.

A major technical challenge is the specification, consistency and integration of
data standards as an essential element of multi-agency operations. In a following
section of this paper I will go deeper into the many technical, legal, organizational
and institutional barriers that have to be surmounted to realize shared services in the
public sphere.

A Stage Model of Information Sharing

When we look at the history of information technology applications within or-
ganizations and connect this with the inter-organizational information developments
described so far, we see the following picture:

departmental organizational S. S. Centers joined-up G. national international
Initiation Integration Horizontal Hor./Vertical National data | Cross national
border crossing border- standardization info-sharing
crossing
contagion data- interoperability | interoperability | interoperability global data
administration definitions

Figure 1: A Stage Model of Information Infrastructures.

The first stages of informatization took place inside the organizations of public
administration. Computerization was initiated in different separate departments. This
led to what is called “island automation”, since the ICT applications could not be
connected, not on the level of functionality, nor with regard to the data. Mostly, the
technical infrastructure was also based on different technical standards, which in
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turn means that the knowledge and expertise of the IT staff could only be applied in
a fragmented way.

In a following stage the organization as a whole introduced an information strat-
egy and information policy, in line with the organizational strategy. A functional ar-
chitecture and a data-model were derived, which determined the technical infrastruc-
ture. This enabled the IT-department to deliver products of a higher quality.

In the mid nineties three further stages were reached, which demonstrate that or-
ganizations start to cooperate with regard to their ICTs. This cooperation is started
mostly within a certain sector by joined-up government, but may take place also be-
tween small governmental bodies at a local level, in the form of shared service cen-
ters. More recently we are witnessing national ICT-strategies (e.g. attempted by the
British E-envoy), which try to create nation-wide standards and stimulate the devel-
opment of e-government throughout all governmental sectors. The ideal is to see
government as one large enterprise. As indicated before with respect to the Euro-
pean Union, we find in certain areas international cooperation not only with regard
to data definitions but also concerning shared ICT-components.

An early example of such international cooperation, and a possible signpost for
future developments in Europe, might be the general use of ISBN-numbers, which
make every book with an ISBN traceable, but also the 10-digit ISDN system for
phone numbers, the European standard for banking numbers, or the technical stan-
dards for reading smart cards or digital signatures.

The Indispensable Interoperability

Whenever people or organizations work together, their information facilities
have to be attuned as well. The more differentiated the information systems of the
parties, who want to work together, are, the more difficult it will be to make them
interoperable.

Advance in interoperability is an essential requirement for a movement along the
lines of the stage model described above. The concept of interoperability has differ-
ent meanings. By more technical specialists interoperability is defined as the ability
of software and hardware on different machines from different vendors to share
data. A more general definition of interoperability is the ability of two or more sys-
tems or components to exchange information and to use the information that has
been exchanged. Not only a possibility to share data is required, but also to use the
data as relevant information. Both definitions are quite narrow as they are limited to
communication. A broader definition, relevant for e-Government and public admini-
stration, extends beyond just communication. E-cooperation requires not only fech-
nical interoperability (as defined above), but also semantic interoperability (the
partners in the cooperation have to give the same meaning to the terms used), organ-
izational interoperability (the shared information has to fit the organizational rou-
tines of the participants), and institutional interoperability (the shared information
systems must fit into the legal, cultural and professional codes of all participating
parties). The requirements of all these kinds of interoperability have to be fulfilled
for a cooperative deployment of ICT applications to be successful.
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On the basis of a study of the barriers and challenges that managers of ICT pro-
jects experience, when they attempt to create conditions for fruitful e-cooperation
inside and between organizations, the importance of interoperability for the func-
tioning of inter-organizational systems can be demonstrated.

3. Barriers to Interoperability, as a Condition for E-Government

A management that tries to shape an effective, efficient and economic, service
oriented and democratic public administration through e-cooperation will be con-
fronted with some key barriers. These barriers are mainly technical, organisational
and cultural and have to do with the growing interdependencies of the organisations
in e-cooperation.

Technical Barriers and Challenges

Everybody who has experience with the introduction of sizable ICT innovations
into public administration knows that it progresses with great difficulty and runs
high risks. To fully realise e-cooperation through the technical and (inter)organisa-
tional networks, described before, technical measures have to be implemented at
three levels:

1) intra-organisational and intra-sectoral with respect to sharing of information;
2) intra-sectoral with respect to service delivery and client registration;
3) inter-sectoral with respect to overall information architectures.

The first technical level is about electronic sharing of data related to clients and
social situations. At this level problems and negotiations are at stake concerning the
following aspects:

a. the definition of the shared data (problem: they are often further defined in
local regulations);

b. the definition of messages required for the execution of tasks (problem: the
definition of messages touches upon operational work processes, about which
administrative departments wish to maintain a certain autonomy);

c. technical standards and protocols (to which administrations are accustomed
and wish to stick);

d. the quality of data in terms of actuality (problem: they may differ quite sub-
stantially between the parties);

e. safeguarding the security of shared data by technical and organisational
measures and authorisations (problem: the importance of security for the con-
tinuity of business, or for privacy, may differ between parties);

f. establishment of a control authority on the observance of the set of agree-
ments with respect to data and messages;

g. the bearing of costs of the common facilities (problem: the unbalance of
benefits and costs for some of the parties leads to protracted discussions and
much delay);

h. object identification and numbering (problem: may be of major importance
for statistical research and prevention of fraud, but not for all parties in an
equal sense).
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Commitment to the same objects, a common sense of direction, for a longer pe-
riod of time, is often lacking in e-cooperative initiatives. Too many different func-
tionaries, each with their own specialty and “trained incapacity”, are participating in
such projects. Without a strong management, too many partial decisions are taken,
which are at cross purposes with the common design. The staffing is often discon-
tinuous, the dependency on outside specialists intensive, and the documentation of
the projects failing.

The second technical level concerns the transformation of service delivery, the
client orientation, the portal functions and the registration of clients and citizens.
When the functional bureaucratic orientation is replaced by a client orientation, dif-
ferent agreements have to be reached concerning

a. public services, which move in the direction of becoming parts of one-stop-
shops, will have to agree on the portal-functions they will develop in com-
mon. Where will the common boundaries of the network of connections with
other organisations be drawn?

b. the management of the content of the website has to be organised with regard
to information about rights and obligations, procedures, contacts with sister
organisations and independent experts, “what-if” questions, and calculations
of the entitlements with respect to provisions;

c. content management systems have to be developed e.g. with respect to stan-
dardisation and possible changes by one of the partners in the network;

d. the required levels of identification and authentication for the different trans-
actions via the net have to be determined. Questions about electronic signa-
ture, encryption, and Public Key Infrastructure present themselves;

e. differences between the participants at a one stop shop arrangement, with re-
gard to freedom of information, active disclosure of policy initiatives, and ex-
isting databases have to be balanced.

A third technical level concerns the exchange of information between different
sectors of public administration. If different sectors “feed” databases which are man-
aged and used by other sectors, a need arises for an overarching information archi-
tecture for the whole public administration, as well as separate architectures for each
of the sectors. In this overarching architecture a number of factors have to be estab-
lished: where registrations will be kept, what kind of infrastructure will be built and
maintained for the routing of the data, and how this infrastructure will be positioned.
Every time regulations in one of the relevant sectors are changed, the effect on the
overall architecture will have to be checked. On the basis of the architecture, the
most practical solutions as to introduction, costs and administrative burdens can be
chosen.

In my opinion it is evident, that these technical problems are extra consequential
when international forms of e-cooperation are at stake.

Organizational Barriers and Challenges

In the foregoing parts of this paper, many forms of re-organization prompted by
the introduction of e-cooperation are indicated. The American technology sociolo-
gist, Jane Fountain (2001, p. 27) emphasizes in her book about the virtual state the
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importance of the role of standardization in bringing about organizational changes
related to ICT.

“First, standardization renders redundancies across agencies transparent. Second, standardiza-
tion weakens the rationale for having different agencies collect and store highly similar or iden-
tical data elements. Third, data standardization suggests new forms of analysis that may lead to
a change in the structure and organization of agencies. Fourth, structural changes in the federal
bureaucracy are inevitable as redundant data collection, storage, and analysis by different agen-
cies is eliminated.” So, she contends a “virtual state” is being built “consisting of virtual agen-
cies overlaid on a formal bureaucratic structure”. (p. 99)

About the barriers which are involved in those re-organizations some short no-
tices may suffice. Many of them are of a general nature and well known from the
literature on organizations. Important are: a fear of loss of autonomy, a feeling of
loss of “ownership” with respect to data, information and knowledge within reposi-
tories of the own organization, a one-sided view on social problems specific for the
“trained incapacity” of experts, and general inertia or resistance. In the following
excerpt from a German study, some more specifically ICT oriented organizational
barriers in public administration are mentioned.

E-cooperative behavior is hindered by the separation of powers, the tier structure of public ad-

ministration and the right of self-determination at the different levels of government. The neces-

sity to come to an agreement leads to compromises at the level of the lowest common denomi-
nator. The flexibility which is required by e-cooperation is opposed to the immobility of exist-

ing public authorities. The legal necessity to maintain off-line facilities makes on-line e-

Government facilities extra- expensive. And finally, e-cooperative measures are too much di-

rected at cost savings in the existing departments, instead of at interconnected chains of activi-

ties. (Reinermann & von Lucke, 2002)

Institutional Barriers and Challenges

Persistent institutional barriers with respect to e-cooperation have mental, legal
and cultural backgrounds. From a mental point of view, public servants, especially
those at street level, are incited to resist the downgrading of their jobs through in-
formation infrastructures, and through a knowledge management, which does not
leave them any form of discretion. A source of legal resistance comes from the fact
that ICTs lead to blurring of boundaries between organizations and muddled ac-
countability relations. The moment information is shared between parts of public
administration, responsibilities for the authenticity, accuracy and integrity of the in-
formation also become blurred. What is even “worse”, the boundaries of the juris-
dictions of public organizations, as the constituent parts of public administration,
become blurred too. Other elements of e-cooperation may have the same kind of ef-
fect. Uncertainty may still exist about the validity of administrative acts via the
internet, and of electronic signatories, or of electronic transactions. Apart from that,
many laws have to be adjusted to the introduction of e-cooperation.

Finally, cultural resistance to e-Government as such may come from lack of con-
fidence in the new technologies. The traditional carefulness, seen as a bureaucratic
virtue, may turn to risk-avoidance, and a lack of innovation.
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4. Success Criteria for E-Government

Given the broad range of political and administrative activities falling within the
scope of e-Governance, only some general denominators can be mentioned as proxy
parameters of the success of ICT applications in politics and public administration. The
criteria, presented here, are a mirror image of the criteria, with which failures and fias-
cos of ICT projects are assessed. The following criteria may be mentioned.

Efficiency criteria, such as staying within the budget, staying within the set of time
constraints, ease of use, speed of handling of cases, and cost savings.

Effectiveness criteria, such as attainment of goals of all kinds of stakeholders, inside
and outside public administration (responsiveness), sustainment of knowledge man-
agement and collaborative decision making.

Legal criteria, such as equality before the law (no “digital divide”), protection of
privacy and application of the principles of proper administrative behavior.

Democratic criteria, such as transparency of government policies, and opportunities
to participate in political decision making.

Most of the time a trade-off between these criteria has to be found. This is quite
normal for arrangements in public administration, where always a balance has to be
struck between a political, a legal, an economic and a scientific rationality. (Snellen,
2002)

5. Relevant Conditions for the Success of ICT Projects and Programs?

It is, in general, easier to determine which conditions form a blockade for some de-
velopments, than to specify which conditions enhance the chances for success of e-
Government projects and systems. On the basis of study of the literature, the research
results of different research groups all over the world, contacts with (reflective) practi-
tioners, and my own experience, | surmise that the following conditions have to be ful-
filled:

First of all: trust and legitimacy have to be created. Without trust and legitimacy
the afore mentioned organizational and institutional barriers, which have to be taken,
will appear to be un-surmountable. Partners in an e-Government endeavor have to be
convinced, that their viewpoints and the interests of their clients are well represented in
the common ICT policy approach. In this respect the “principles of proper ICT use”
developed by my legal colleague, Prof. Franken of Leyden University, could be useful
signposts for the development of an acceptable policy. The principles, he developed,
are related to:

— accessibility: information systems and the data they contain have to be accessi-
ble, because information in the public sphere has to be available for everybody
(maybe on payment of a reasonable amount of money).

— confidentiality: the accessibility of information systems has to be restricted, if
necessary, to protect natural or legal persons. The information systems and the
data contained therein have to be adequately secured.

— integrity: the data and programs of information systems have to be accurate and
complete, and consistently safeguarded. One has to be assured that no informa-
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tion will disappear surreptitiously, or be changed.

— authenticity: certainty has to exist that a message in reality comes from the per-
son, who in the message is presented as sender, and if personal data are stored in
an information system, it has to be certain that this happens by, or on behalf of,
the person who has identified himself as such.

— flexibility: adaptation to new user-requirements has to be easy and the specifica-
tion of input data has to be so detailed, that the specific circumstances of the
cases can be taken into consideration adequately.

— transparency: the working of information and communication technology has
to be perspicacious and understandable, to make reconstruction, feedback and
inspection of the ICT application possible.

If these conditions, by which trust is created, are fulfilled, many, but certainly not
all, roadblocks for cooperation between parties in e-Government will be cleared.
(Franken 1993)

Secondly, costs and benefits of ICT applications have to be kept in balance. Without
an equitable balance the technical, organizational and institutional barriers will make
themselves felt. Often the costs of information infrastructures, which are indispensable
for cooperation between parts of public administration, are falling at different places
and with different parties than the benefits. In these cases the “short-changed” party
will have a disincentive to participate in a common information infrastructure, even if
the benefits would be substantial. More and more modern policy making is taking place
in networks and by chains of public and private parties. This is necessitated by techni-
cal and social developments. Because of this, there is a growing need for optimization
of information relations at network level. In these circumstances the financing must not
be left to the parties, but central financing of the information systems will ease the crea-
tion of cooperative information relations. Unacceptable retardation of ICT projects can
be prevented, and uncertainty about the continuation of common ICT policies can be
taken away. (See also the paper of David Brown about the situation in Canada.)

In some countries we find good policy examples in this respect.

In the UK a Capital Modernization Fund is created. In Ireland an Information Soci-
ety Fund. And in France, as well as in Finland, the cooperation between ministerial de-
partments is stimulated by removing financial barriers.

Thirdly, cooperation of partners in an ICT network requires the development of a
common identity of the social network of the partners. An example based on experi-
ences in the Netherlands may illustrate the importance of a common identity for a fruit-
ful cooperation between partners in an e-Government arrangement.

Since a few years, the Dutch government is developing a policy, of which the lead-
ing idea is, that priority has to be given to “reintegration on the labor market” of people,
who are unemployed, or who receive a benefit. To implement this policy Centers for
Work and Income (CWI) are created through which a close cooperation between the
bureaus of the labor exchanges, the municipal social security departments, and the un-
employment offices would have to be realized. To support the implementation of the
cooperative policy, a new common information infrastructure and architecture had to
be built. However, five years after the cooperation was introduced the participants still
followed their own routines. There are different reasons for this situation. As far as the
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arrangement of information relations is concerned the differences between the partners
in culture, expertise, professional points of view, and success criteria are important. The
labor exchange bureaus are oriented to the estimation of job openings. Their activities
and attitude are more characterized by a /iberal market orientation than by a social se-
curity orientation. “Cream skinning” is a practice that fits their market orientation. The
social security departments of the municipalities are characterized by a social orienta-
tion as subsistence providers in the last resort. The unemployment benefits offices are
characterized by an insurance orientation: the correct, prompt and just payment of due
allowances. Moreover, as the partners are afraid of losing jobs, they don't support the
necessary flow of information between them, and they tend to avoid any interdepen-
dency and the sharing of information.

(The same kind of avoidance of information relations can be noticed in sectors like
safety policy, the criminal law enforcement chain, youth policy organizations, and be-
tween police departments, nationally as well as internationally.)

Without a common identity at the network level the organizational and institutional
barriers for productive cooperation will impede the growth of a common new policy
orientation, in which this identity will be reflected. Without a shared sense of purpose,
sense of consequence, sense of history, and sense of order, as elements of a newly de-
veloped identity, the ICT networks that have to support the common activities of the
network as a whole will tend to fail. Much leadership will be necessary to inspire the
network partners to share the same success criteria, which take the situation of the cli-
ent as point of departure.

(An alternative route, chosen in Ireland has been to disentangle the Departments of
Social, Community and Family Affairs and of Health and Children and to create a
separate department for the common information relations. A comparable approach is
followed in Canada, where separate Cluster websites are created parallel to the existing
website relations of the departments with their clientele).

Fourthly, the success of e-Government projects may not be jeopardized by the ap-
plication of non-proven technologies. As indicated before, it is attractive for private
firms to push governments to take the role of launching customer with respect to ad-
vanced and experimental technologies. This leads not only to costly learning processes,
but also harms the fulfillment of the basic tasks of the governments. It leads also to de-
laying feasibility studies and pilot projects, to contain the risks of the application of ex-
perimental technologies. Therefore, I think that governments have to make a distinction
between their different roles, and to prioritize their primary tasks. Application of (at
least internationally) proven technology prevents that “brilliant concepts turn into a bit
of a nightmare”.

Fifthly, Governments could learn from each-other. In this respect it is strange, that
governments, even within the European Union, seem to learn so little from each-other’s
experiences. The Dutch government only recently started to realize that it could learn
quite a lot from its Belgian neighbor. Almost all European governments are building
comparable “one stop shop” facilities. They encounter the same problems and doubts.
Just as the Irish government they may become aware that taking some time out, and
looking over the hedges of their own domain, nationally as well as internationally, may
be favorable for the final decisions to be taken. As I understand, in Canada a systematic
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exchange of experiences with the UK and the USA in the field of e-Government is be-
ing started.

6. Some Findings and Suggestions

The ICT hype of last years is over. This may be a good opportunity to have a sec-
ond look at the current development of ICT applications in the context of e-
Government.

Many fundamental changes are taking place in the structure and functioning of pub-
lic administrations all over the world. In some sectors of society government is being
replaced by governance. National public administrative hierarchies are supplemented
and partially replaced by forms of international cooperation. National authorities try to
cope with the complexities of modern society by institutionalizing forms of horizontal
and vertical joined-up government. Shared service centers are created to compensate
for the lack of scale and scope of smaller public bodies, which are confronted with a
growing need for expertise.

ICT applications are playing an essential role in the realization of these new forms
of governance and cooperation. To fulfill this role, technical, organizational, and insti-
tutional interoperability between the different supporting ICT applications is required.
As indicated in this chapter, every application, to become a success, has to meet some
specific conditions. Next to these specific conditions, the overall success of e-
Government arrangements depends on: the shaping of conditions of trust, a balanced
cost-benefit equation, the creation of a common identity, a wise restraint towards haz-
ardous ICT experiments in public administration, and finally readiness to learn from
other countries.
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E-Government in the Republic of San
Marino: Some Successful Initiatives

Giorgio Petroni and Leonardo Tagliente’

1. Introduction: Historical and Institutional Background of the Republic
of San Marino

The Republic of San Marino is a very old and tiny European State and it is the
world’s oldest republic. Its earliest statutes date back to 1263, it was recognized by
Napoleon in 1797 and by the Congress of Vienna in 1815. As the legend goes, it was
founded by a Christian stonecutter named Marinus in 301 A.D.

San Marino is located in Southern Europe and is completely surrounded by Italy.
The country’s territory is characterized by rugged mountains, the highest of which is
Mt. Titano, with its three pinnacles, and by the valley of the Ausa River. San Marino
has over 29,000 inhabitants living on a territory of about 61 km?.

Social and political trends in the Republic are very similar to those of its larger
neighbour.

There are two heads of State, called Capitani Reggenti, whose mandate lasts for
six months.

The legislative power is carried out by the Consiglio Grande e Generale, com-
posed of 60 members. The executive branch is the Congresso di Stato, divided into 8
Departments, the members of which change any time a new Government is set up.

The official language, Italian, is spoken by the entire population.

In the Republic there are about 5,000 operating enterprises. The GDP in 2002
equalled about € 935,000,000 with an increase of 2.7% with respect to the previous
year.

Tourism makes up about 50% of the GDP. In 2003 more than 3 million tourists
visited San Marino. The key industries are banking, clothing, electronics and ceram-
ics. The major agricultural products are wine and cheese. The per capita level of
output and standard of living are comparable to those of the most prosperous regions
of Italy.

There are about 20,000 employed people in San Marino, 4,000 of whom in the
public sector. Moreover, there are about 5,000 people residing in Italy who come to
the Republic every day in order to work in Sammarinese enterprises. The unem-
ployment rate is less than 3%.

Giorgio Petroni and Leonardo Tagliente, University of San Marino.
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2. Reference Conceptual Framework of the Survey

E-government can be defined as the transformation process of the Public Ad-
ministration as a whole and of its interaction with people; this process, through in-
formation and communication technologies (ICTs), aims at optimising the provision
of services, at increasing participation by citizens and enterprises and at enhancing
the governing ability of the Public Administration itself in terms of efficiency and
effectiveness (Centro Studi MIT, 2003).

The definition of e-government used here does not merely include implementa-
tion of on-line services, but also the use of state-of-the-art technologies of both
back-office and front-office. Such approach is inspired by the concept that new tech-
nologies can improve the efficiency of Public Administrations and their interaction
with citizens, not only by increasing the number of on-line services, but also by en-
hancing the efficiency of the activities carried out through a variety of channels and
modes.

Therefore, this does not only offer citizens the possibility of shifting from “being
in-line” to “being on-line” but it also entails the whole process of radical transforma-
tion of the Public Administration through a far-reaching implementation of ICTs
(Fuggetta, 2002).

Both for the Public Administration and for citizens and enterprises, the develop-
ment of e-government yields a whole series of benefits, in terms of increased com-
petitiveness of the economic and social system, which can be summarised as fol-
lows:

— it improves the efficiency and effectiveness of the executive functions of the
government, including the provision of public services;

— the governmental activity becomes more transparent, by providing citizens
with a better access to an increasingly diversified set of information;

— it significantly improves the interaction between citizens and the organiza-
tions of the public sector that involve the democratic process and the struc-
tures of the government.

By considering all the different kinds of service, one can see how the quality in-
creases as a result of the possibility of enjoying a timely, streamlined, and cost-
effective provision of services at any moment (“accessibility service”) and place
(“proximity service”). Moreover, automation and the exchange of common data
among different Administrations and among the various sections of the Public Ad-
ministration make it possible to reduce the most operational activities of the front-
office staff.

Therefore, the right e-government strategy should have the following priorities
(Centro Studi MIT, 2003; Accenture, 2004):

— focus on citizens and enterprises, as well as the creation of services targeted
at the priorities and the needs of the Public Administrations users;

— creation of strong foundations so as to make the Public Administration ser-
vices equally available throughout the territory, while “hiding” their organ-
isational complexity to users;

— creation of an electronic counterpart for the major national public systems
(schools, health structures, employment centres, historical sites), in order to
offer services with “an edge” that can perform much more than mere auto-
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mated administrative and bureaucratic tasks;

— rationalisation and reduction of public expenditure;

— development and effective implementation of an “e-government plan” based
on clearly-identifiable objectives, as well as models of governance shared by
all the interested actors;

— concerted action with other institutions with respect to the main aspects of the
innovation of the Public Administration: human resources, streamlining and
revision of rules.

It is widely accepted (Deloitte & Touche, 2000; KPMG, 2001; McKinsey, 2001;
NAO, 2002; Taylor Nelson Sofres/Abacus, 2003; European Union, 2003) that it is
possible to evaluate the level of development of the e-government activities carried
out in a State by categorising them according to different development stages and
linking the value (and/or the relevant level of complexity), that e-government initia-
tives hold for the citizens/users, to the intensity of interaction between public bodies
and citizens/users. As a matter of fact, it is possible to identify a positive correlation
between these two variables: by strengthening the intensity of different kinds of in-
teraction with their citizens/users, public bodies can optimise the provision of their
services. This relationship can be seen both on an “electronic” and on a “physical”
level; however, electronically-based connections and interaction levels and modes
among the actors involved have proven to be much better.

According to a graphical interpretation of this conceptual model, there are 5 de-
velopment stages of e-government:

4
>

Value of initiatives / level of complexity

Depth of relationships with citizen/customer

a. Informative stage: only information (static and very general data) on how to
access services is provided; the service is, by definition, only informative
(e.g. the posting of the opening hours of an office). No form of interaction is
possible.

b. One-way Interaction stage: it allows a user not only to obtain information on
an issue of his/her interest, but also to download a form, which, however, will
have to be filled-out and sent at a later, “traditional” stage (e.g. a form for the
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notification of change of residency downloadable from the Internet but to be
delivered in person, once filled-out, to the Registry Office).

c. Two-way Interaction stage: a user can access the service, find an electronic
form, fill it out and send it electronically to the administration (e.g. the re-
trieving of personal data through the web). The posting of available data is
now aimed at fulfilling the needs of each (real or potential) user: data is be-
coming more and more effectively personalized and customized (taking into
account, for example, the type of user). The real potential of e-government is
emerging: it allows citizens to participate in public activities.

d. Tranmsaction stage: this stage is different from a simple two-way interaction
in that it guarantees not only the electronic retrieving of data, but also their
immediate processing, i.e. a timely modification of the key documents of the
administration and the simultaneous provision of real time services. A par-
ticularly suitable example are on-line economic transactions, such as the
payment of national or local taxes. The major advantage is an increased qual-
ity of services to the benefit of citizens/users, as well as the improvement,
both in terms of efficiency and effectiveness, of Public Administration activi-
ties.

e. Integration stage: this stage is even more complex, as it relies on connections
among administrations (and/or between administrations and other public and
private organisations), which are completely transparent for users. In this
case, the information systems of the various Public Administration sections
communicate with each other (and with those of other organisations) in an
absolutely neutral way for those who have requested the service: users are
therefore “relieved” of a series of tasks which are directly performed by the
Public Administration. Integration can apply to services provided both at the
two-way interaction stage and at the transaction stage. Such integration is
important because it encourages administrations to provide services based on
each single “l/ife event”; moreover, it contributes to the strengthening of the
“self-service” model.

Therefore, from the first throughout the fifth stage of the development of e-
government, citizens/users are no longer considered mere users of the Public Ad-
ministration services, but they increasingly participate in the creation and provision
of these services by influencing their quality and availability. This grants citizens
important “contractual power” when dealing with the Public Administration.

Some significant e-government initiatives carried out by the Public Administra-
tion of the Republic of San Marino, classified according to the above-mentioned cri-
teria, will be analysed hereunder, followed by some projects aimed at innovation and
currently under scrutiny that exemplify the possible development of e-government in
the Republic. Finally, on the basis of the conceptual framework adopted, some pre-
liminary indications will be given concerning the steps so far taken to advance the
development of e-government in San Marino and its desirable future progress.
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3. Some Significant E-Government Initiatives Carried Out in the Public

Administration of the Republic of San Marino

a. Informative Services:

Citylink

The Ufficio Comunicazione Istituzionale e Relazioni con il Pubblico (the office
responsible for institutional communication and interaction with the public) was es-
tablished in 1998 with the objective of improving the interaction between citizens
and institutions. One of its tasks is to implement initiatives aimed at providing thor-
ough information about the activities of the institutions and the Public Administra-
tion (participation, civic education, communication), but also at listening to users’
requests, fulfilling the needs of every citizen (listening and monitoring), and at im-
proving the quality of public services.

In particular, information and communication activities are aimed at:

providing thorough information on laws in order to facilitate their applica-
tion;

informing about the activities carried out by institutions, as well as their func-
tioning;

enabling access to public services, by providing information thereof;

raising awareness on relevant issues of public and social interest;

promoting the image of the administrations and of the State in Europe and
worldwide, by “advertising” local, national and international activities and
events.

These activities are carried out in the following ways:

creation and email distribution of a newsletter to all Internet users of the Re-
public;

creation of informative teletext-formatted pages of institutional nature, acces-
sible both through the State television (San Marino RTV) and through a web
site (www.omniway.sm/omni_news/get_tele news.php3);

moreover, during political and administrative elections (and during the elec-
tions of institutions of direct democracy), an on-line informative service (web
site www.elezioni.sm), makes it possible to view the vote counting and the
final results in real time. This site also include: a historical archive of past
elections and referenda (from 1998 till today); the relevant laws in force on
the subject; a short chronicle of the main development stages of such Institu-
tions.

Institutional Web Sites

Public bodies and offices also inform citizens and users about their activities
through institutional web sites, which remain unaltered over time and contain gen-
eral information. These sites are created by the following institutions:

a) Consiglio Grande e Generale (Great and General Council). The Parliament.

(www.consigliograndeegenerale.sm):
— it provides information on the members of and the activities carried out
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by the Parliament;
— it allows to consult on-line an up-dated database containing all law pro-
visions in force;

b) Banca Centrale di San Marino (San Marino Central Bank) (www.ics.sm): it
provides information on:

— its activities (objectives and functions, organisational structure, official
documents);
— the San Marino banking and financial system (operators, legislation);
c) Ufficio di Programmazione Economica, Centro Elaborazione Dati e Statisti-
ca (Economic Planning Office, Data Processing and Statistics Centre)
(www.upeceds.sm):

— it briefly provides information on the institutional activities of the Office;
— it allows to consult on-line Statistical Bulletins and Statistical and Eco-
nomic Reports drafted by this Office;

d) Segreterie di Stato agli Affari Esteri (Ministry of Foreign Affairs: www.
esteri.sm), al Lavoro e Cooperazione (Ministry of Labour: www.lavoro.
segreteria.sm), all’Industria (Ministry of Industry and Trade: www.industria.
segreteria.sm):

— they provide general information on the organisation and activities of
their Ministries.

b. One-way Interaction:

On-line Income Tax Return (www.igr.sm)

This service, developed by the Segreteria di Stato per le Finanze ed il Bilancio
(the Ministry of Finance and Budget), allows San Marino citizens to deal more eas-
ily with tax authorities. Any individual, be it a resident or citizen of San Marino, le-
gal person or economic operator, may use this service, provided that it has been pre-
viously activated.

In order to access the service, it is necessary to submit an application by filling
out an on-line form available on the web site and by providing some personal data.
Subsequently, a username and a password will be sent confidentially to the applicant
by regular post.

Through this service, any kind of income tax return form may be easily filled out
from home using one’s own Internet browser: the form for individuals (“G” and
“L”), associations (“M”), co-owned corporate income (“N”), tax substitutes (“O”),
companies (“P”).

Income tax returns, filled out on-line and stored in a database governed by the
tax administration, must however be saved on the customer’s PC and subsequently
printed, signed and delivered to the office responsible for these tax matters. This
makes it certainly easier for taxpayers to fill out a form, but it does not solve the
problem of physically delivering income tax returns and of paying taxes. As a matter
of fact, it is not possible yet to either send tax returns to the tax office via email or to
pay taxes on-line.

The site provides a useful on-line help desk for filling out forms; moreover, the
existing laws and regulations on tax matters are available and easily accessible.
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c. Two-way Interaction:

On-line Labour Office

This service is mainly targeted at Sammarinese enterprises and professionals.

In order to meet the increasing needs of the community and by relying on the lat-
est information technologies available on the market, Intelcom San Marino S.p.A. (a
San Marino private company operating in the sector of telecommunications) pro-
vided the necessary and well-targeted technological support for this project which
was launched by the Ministry of Labour.

The system is based on an advanced technological basis: users can access the
service simply by connecting to the Portal of the Ministry of Labour (www.lavoro.
segreteria.sm).

This system has been developed for two main purposes: one aim was to allow
users to make the best possible use of the main, basic services provided, such as
news, general information, services and forms, laws and regulations, FAQ, and a
fast link to the most important information; the other aim was to offer users/surfers,
trough an “On-line service,” the possibility of becoming familiar with the most
common authorised administrative procedures.

As a matter of fact, this service enables Sammarinese companies to fill out and
submit the forms requested by the Labour Office directly from their headquarters,
without having to go to the offices and without having to resort to paper. This makes
it possible to fulfill easily and rapidly a whole series of bureaucratic tasks; more-
over, since this service includes the possibility of carbon copying a document to
more than one recipient, it is easier to disseminate and efficiently store information.
Therefore, this is a useful instrument mainly for professionals, who can, in this way,
inform the company that the document has been forwarded and that the person in
charge will take care of refining it.

In order to access the service, companies must file an application by filling out a
form in which they need to include the code identifying their economic operations
and their personal data. After having verified these data, the system creates a pass-
word, necessary to perform the authorised web-based tasks, which unmistakably
identifies the companies using the service.

Once registered, companies have the possibility of performing on-line a whole
series of tasks (name-based request for staff, request for a certain number of em-
ployees, job termination, contract renewal for Italian workers employed in San Mar-
ino, tourism and hotels, the elderly, vocational training, special work permits).

The Portal of the Ministry of Labour also includes a section dedicated to on-line
job offer/demand (www.cercalavoro.sm). This section allows:

— job seekers, to browse through the job announcements published by compa-
nies absolutely free of charge. The database includes various search keys: du-
ties, category, schooling, contract type. Moreover, by adding their résumé
into a database, job seekers can highlight their personal and professional
skills, thus increasing the possibilities of being chosen by an interested com-
pany;

— employers to post a job offer and to read, free of charge, the résumés con-
tained in the database, thus allowing them to identify the applicants who are
most suited to their needs in a timely, fast, and cost effective way.
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The technological platform on which the service is based can be expanded so as
to adjust to the future developments of the labour market; indeed, this information
system relies on a very flexible and customisable framework which can fully meet
the increasing needs of the various actors involved.

d. Transaction:

Autonomous Philatelic and Numismatic State Corporation (www.aasfn.sm)

This Corporation is responsible for the study, planning, realisation and selling of
the stamps, coins and phone cards issued by the State. It also set up a “deposit ser-
vice” which allows collectors to receive all issued items, stamps, coins and phone
cards, directly at home without having to order them any time a new item is issued,
and without having to go to the place where they are sold. It also draws up an infor-
mative bulletin available only by subscription, which counts about 75,000 subscrib-
ers worldwide.

Although very few copies are issued, the Corporation registered, in 2002, a total
turnover of more than € 11,000,000, also as a result of the introduction of the euro.
The new currency accounted for the increase in the already high number of orders,
mainly with respect to coins.

In 1997, the Corporation created its own web site. By consulting this site, collec-
tors and lovers of stamps, coins and phone cards worldwide can:

— purchase the available goods on-line, by credit card, money order or cheque,
and receive the goods directly at home;

— obtain information on all the philatelic and numismatic items being issued by
the Republic of San Marino;

— subscribe, at no cost, to the informative bulletin, which will be sent by regu-
lar post to the subscriber’s home address, so as to obtain real time informa-
tion on all of the new items;

— obtain information on the main European philatelic and numismatic events
(exhibitions, conferences, etc.).

The turnover of this “virtual” channel is still limited, but a strong growth is ex-
pected in the future because the world market and potential customers worldwide are
becoming increasingly interested in the items issued by this tiny Republic.

The Corporation is extremely important for San Marino’s Public Administration
for two main reasons:

— it is a very important source of income: in 2002, for example, the operating
income exceeded € 1,200,000 and the consolidated income was more than
€ 5,000,000. Selling some of the goods no longer in the traditional way but,
rather, on the Internet should reduce the trading costs and, consequently, lead
to an increased income;

— it serves as “shop window,” a particular yet useful one, that can promote the
image of the Republic of San Marino worldwide, by relying also on the web
site.
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e. Integration:

Carta Azzurra

Cartazzurra was introduced in 1992 as a result of a project jointly developed by
the Dipartimento di Stato alla Sanita e alla Sicurezza Sociale (the Ministry of
Health and Welfare known as ISS), totally financed by the Cassa di Risparmio bank
of the Republic of San Marino.

Cartazzurra is a card provided with a microchip which allows holders to access
the services provided by ISS; moreover, since it is sponsored by a bank, it can be
used to access cash dispensers and POS (Point of Sale) terminals.

In the Republic of San Marino, the health care system is completely public-
based. ISS (a public body) coordinates and governs the health and welfare services
that are offered both to Sammarinese citizens and to residents; relying on its several
structures, it serves about 26,000 people.

These structures include:

— 1 Hospital (endowed with its own laboratory for blood tests);

— 6 pharmacies (plus 1 pharmaceutical centre which coordinates the way in
which drugs are supplied and delivered);

— 15 family doctors, assigned to one of the 10 health centres located throughout
the territory of the Republic;

— 1 administrative office that manages health and welfare services.

Cartazzurra was introduced with the purpose of providing ISS with an innova-
tive tool capable of linking efficiently and effectively all of the health and adminis-
trative sections of the Republic, to the benefits of people, the health system and the
Public Administration in general.

To this end, a local network of about 120 terminals, among which are suburban
health centres, hospital wards, specialist doctors’ offices, pharmacies, administrative
offices, and which are connected to a central server, was installed. In the summer of
1994, each entitled person received his/her own personal Cartazzurra card, (featur-
ing a simcard and containing an authorisation key), which allows doctors and nurses
(also provided with a special personal card) to access the patient's personal data by
computer.

A computer-accessible database containing patients’ information was then cre-
ated. When a patient goes to any health centre (suburban health centre, a specialist
doctor’s office, hospital ward, etc.) he/she hands his/her personal Cartazzurra card
to the doctor, who inserts it into a drive connected to a PC: in this way, the doctor
can see the health information contained in that patient’s file (medical visits and
relevant diagnoses, blood test results, specialist doctors’ reports, current appoint-
ments, certificates, health and pharmaceutical prescriptions, hospital admissions and
discharges, etc.). After visiting the patient, the doctor can update his/her personal
file and prescribe drugs by directly printing the prescription, make appointments for
tests or visits with specialists and draw up certificates.

This system has the following advantages:

— for the citizen: movement of data and not of users; a more efficient and effec-
tive service; clinical data are managed more confidentially;
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— for the health centre: more accurate and easily-retrievable information; re-
trieval of information from any work location; more efficient and effective
health services;

— for the central administration: rationalisation of resources; better supervision
of services and prescriptions; automatic integration of the health management
with the other administrative activities.

Territorial Information System (SIT)

In the multi-faceted context of today’s economic and social activities, the Public
Administration, in order to take effective measures concerning the territory, needs to
be able to plan, manage and supervise the current situation. Access to technologies
that make it possible to activate and manage those processes that connect and link
data from various types of databases, together with the possibility of graphically re-
producing, in a digital format, the area of reference (thus facilitating the storing,
processing and distribution of such documents), offer the possibility of creating an
integrated information system capable of simulating or faithfully reproducing the
covered area. As a matter of fact, by connecting and overlapping images, it is possi-
ble to create thematic charts, diagrams and histograms for any specific relevant as-
pect of territorial management. In computerised cartography, various information
sources are used to produce charts and maps, from digitalisation of ancient cadastral
maps to aerial or satellite images. Moreover, by using plotters, it is possible to re-
produce the computerised version on paper or in another format.

The open system adopted by SIT is meant to be available to all users, both direct
and indirect.

The programme currently used for processing cartographic and alphanumeric
data is called SICAD and relies on Windows as an operative system.

SICAD makes it possible to store in a relational database (Informix) that infor-
mation concerning the territory (vector-type data) and to interface it with other (al-
phanumeric) data. This programme features the most advanced tools and methods to
access the data relating to own’s own activity and create an overlap with the infor-
mation concerning other users of the system.

The main objective of the Territorial Information System is to provide updated
and integrated information on the territory of San Marino in terms of supervision of
property (cadastre), town-planning measures (PRG — General Town-planning
Scheme — and detailed schemes), public utilities (water, gas, electricity, sewerage
system, public lighting, etc.), environment and civil protection.

Given the unique characteristics of the Republic of San Marino and of its Public
Administration, it was possible, through this integrated information system, to meet
the needs of the various sectors involved, by developing a working tool which
proved useful, if not indispensable, also for other offices and private users.
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4. Development Prospects of E-Government in the Republic of San Marino

a. San Marino Technological Infrastructures: Summary of the State of the Art
and Developmental Trends

Transport Layer

Since the beginning of the information age, San Marino has made significant in-
vestments in order to build a strong infrastructure and to provide advanced services
for the public sector.

In particular, in the late 80s, an ambitious project was launched to build a digital
network that could serve the main centres of the Public Administration offices. This
network was intended to carry both data and voice traffic, using the most up-to-date
technologies available. It has gradually evolved in a full-fledged broadband digital
network, providing voice, ISDN, xDSL, Ethernet and Fast Ethernet connectivity,
with a few exceptions, to most premises. Given the size and the geographic exten-
sion of the network, it can be considered as a Metropolitan Area Network (MAN).

The network counts more than 450 km of fibre optic cables. Five main central
nodes make up the backbone of the entire network. Fault tolerance is ensured by fi-
bre redundancy at each node. In the best conditions, redundant fibres provide addi-
tional bandwidth through channel trunking. From the main nodes secondary connec-
tions depart to other nodes that provide service to more remote areas.

Although the huge traffic capacity of the infrastructure has not been fully ex-
ploited yet, it is important to stress that the investments made so far have provided
the Republic of San Marino with an invaluable and strategic asset.

Computing Hardware

The main data centre (Centro Informatico Statale) has been recently renewed and
restructured. Its main computing power is provided by a fault tolerance cluster,
made up of a couple of high availability servers (Hewlett Packard 9000 L2000).

New applications are developed and tested on a smaller machine (HP 9000
L.1000), which can be expanded to acquire the configuration of the machine of the
main cluster.

All of the major applications revolve around Informix Dynamic Server, a Rela-
tional Data Base Management System with Online transaction processing capabili-
ties. All data regarding the population, economy and territory is centrally stored in
the database system.

A smaller server is being used as a Web Server coupled with an Applications
Server. The use of such structures will provide a proper platform for the introduction
of a new kind of applications, gradually shifting from client-server application archi-
tecture to multi-tier application architecture. This new architecture will make the ap-
plications accessible through a common web browser, without having to use and dis-
tribute client software for each application to each desktop.

Services and Applications

The availability of basic infrastructure, at various steps, has been the enabling
factor for the development and the implementation of new services and applications,
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directed both internally and to the citizens. Nowadays the Public Sector counts about
33 centralized applications, supporting most everyday administrative activities in a
consistent and integrated way.

Networked PCs

At the end of 2003 there were 4,053 people employed in the Public Sector, rang-
ing from low skill manual workers to high profile executives. According to the latest
estimates, about 1,200 PCs are currently being used.

Advantages

This infrastructure has brought many advantages right from the start. It has been,
first of all, the enabling factor for the development and the use of centralised appli-
cations, specifically tailored to the needs of a small community (that presents, how-
ever, the complexity of a sovereign state).

b. Some Projects Carried Out in the Republic of San Marino with the Purpose
of Developing E-Government

Project Aimed at Developing an Internet-Based Portal for the State

This project aims at developing an official web site of the Republic of San Mar-
ino so as to create a single, technological interface for Internet-based communica-
tions between public bodies and citizens, and to provide the various Ministries and
Public Administration offices with a shared methodology and structure with which
to create and manage their own web pages. This structure is expected to develop into
a real portal, which will allow, on one hand, citizens/users and economic operators
to access the interactive services created by the various public offices and sectors; on
the other hand, the portal will make it possible for the various Public Administration
offices to exchange communications, documents and even cooperate on-line on a
variety of administrative matters.

In order to implement effectively this project, it is necessary to implement the
following steps:

— completion of an efficient intranet network through which Public Administra-
tion offices can exchange documents in a secure and official way;

— adoption of regulations and far-reaching application of the protocols concern-
ing a digital signature and an electronic archive;

— identification and shaping of the processes to be supported electronically;

— development of a system capable of managing and electronically storing
documents;

— implementation of a staff training programme (at all levels and in all sectors)
which is consistent with the innovation process to be started.

Among the new interactive services to be introduced by the Public Administra-
tion for the benefit of citizens and companies, central importance will be given to
the citizen’s card, a smartcard providing authentication for accessing and digitally
signing documents submitted to the Public Administration. This will allow the card
holders to:
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— consult in all security one's own personal information available to the Public
Administration;

— submit on-line documents, acts, certificates, applications, etc. (income tax re-
turn, balance sheets, school enrolments, etc.);

— obtain remote certification of documents, i.e. receive via email electronic cer-
tificates issued by the Public Administration and authenticated by means of
an electronic signature;

— pay on-line taxes, duties, contributions, fines, subscriptions, etc.

— consult remotely, be the holder a citizen, professional or another economic
operator, the information resources (for free or by paying some money) man-
aged by the Public Administration (cadastral surveys, etc.).

“RSM-WebCity” Project

This project aims at extending the Territorial Information System to the entire
civic network of a city, by involving professionals and private citizens.

Its main objective is to provide consultation and certification for cartographic,
cadastral and town-planning data, services which are still delivered on the basis of
paper-based applications to be submitted to the office responsible for this task.
Through the Internet it is possible to access these services “from home”, thus facili-
tating the daily management of offices.

The implementation of this project requires a system able to guarantee controlled
access with different levels of security and the ability to identify the person request-
ing the information.

This project is good for any kind of service because it relies on a common tech-
nological platform with different levels of access control and security that places a
high premium on confidentiality and accessibility of posted data.

5. Conclusions

The Public Administration is a system aimed at meeting people's needs in order
to create public value: public institutions legitimate their existence when they can
produce value for society, when they prove, specifically, that they are able to obtain
results deemed by citizens worth at least as much as the resources they use.

Public organisations are therefore committed to an ongoing improvement of the
way in which they meet the needs of each single user, while maintaining a good bal-
ance between focusing on individual needs and pursuing more general interests, all
this within strict budget limitations. Hence the need to develop new organisation and
management models able to combine the key aspects of the traditional Public Ad-
ministration with the theories and practices of today’s business; this combination has
often been called “third way” (Mintzberg, 1996; Stiglitz et al., 2000).

ICTs represent powerful tools available to public decision makers that are able to
radically transform the way in which public services are provided and to change the
very nature of governance, entailing, at the same time, reduced costs on the part of
the community. E-government development offers an extraordinary opportunity to
meet the increasing needs of a simple, modern, efficient, transparent Public Admini-
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stration which provides services to users, both citizens and companies. However, the
development of the interaction between citizens and Public Administration requires
a reengineering (more or less radical) of administrative procedures and public ser-
vices. In light of this, e-government development and a reform of the Public Ad-
ministration go hand in hand and must integrate with the transformation of organisa-
tional systems, a good human resources policy, a focus on the streamlining of pro-
cedures and a careful management of transformation processes.

The innovation of the Public Administration, to which the adoption of new tech-
nologies is aimed, can only be successful if its structures and activities are concomi-
tantly transformed. This requires the participation of all operators and people in-
volved in the various Administrations as well as a refinement of their skills and pro-
fessional profiles.

New information and communication technologies are deemed as tools which
can considerably and positively influence the development process of the Public
Administration. However, this does not mean that the only way in which the Public
Administration can improve its activities is to change completely its interaction with
citizens through a far-reaching introduction of ICTs. Rather, an integrated approach
to this issue, based on the so-called “click & brick strategy” (CENSIS, 2003), seems
to be preferable: besides focusing on the “click”, that is to say, on the new ways of
digitally providing remote services, it is necessary to pay attention also to the
“brick”, that is the physical office (its organisation, its procedures, etc.), for the im-
provement of which good innovation strategies must be developed. Therefore, ser-
vices must be efficiently and effectively available, both physically and virtually, in
order to meet the different needs and life styles of each individual user.

With regard specifically to the Republic of San Marino, although official data on
the subject are not available yet, it is possible, on the basis of the conceptual frame-
work outlined in paragraph 2 and in light of the initiatives presented, to draw up the
following conclusions:

— the process involving e-government development was not the result of a far-
reaching and general innovation project designed for Public Administration
activities. The various services which have become accessible (also) “virtu-
ally” are the result of independent initiatives carried out by single sectors or
offices, sometimes financially or technologically supported by private part-
ners. Therefore, the extent to which activities and information within public
offices and between these and citizens/users are currently being coordinated
and shared is far from matching the several operative needs and from exploit-
ing fully the potential of technology. In order to create a really effective “sys-
tem effect”, it is necessary to transform the way in which e-government ini-
tiatives are carried out and governed. The process should be efficient and not
rely on one central group for decisions so as to guarantee a balanced invest-
ment plan, consistency in choices concerning technology and applications,
ability to draw up and finalize plans;

— the extent to which Public Administrations and citizens/users interact “elec-
tronically” s still limited. Therefore, the Public Administration should pro-
mote among citizens and companies computer literacy and the adoption, an
increased use of and consequently familiarity with new technologies, thus
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fostering their development. As a matter of fact, the extended use of ITCs in
everyday life does not necessarily mean that access to those beneficial “social
effects” that could derive from their application are really shared by society
as a whole. However, the inconsistency in adopting new technologies (the so-
called “digital divide”) that characterises the current e-government situation
should not last long: as a matter of fact, people are increasingly feeling the
need for innovated Public Administration activities: citizens deem innovation
as central to improving the efficiency and effectiveness of public services in
general, and enterprises consider it a business opportunity because it makes it
possible to establish operative and strategic partnerships with the overall pub-
lic sector;

— therefore, it is possible to say that the general e-government situation in the
Republic of San Marino is in a transitional phase: from a development stage
in which information services prevailed, San Marino is very gradually head-
ing toward the development of increasingly interactive services. Future de-
velopments of the situation will be highly influenced by way the Government
implements its programmes concerning the general reorganisa-tion strategies
of the Public Administration and investments in new technologies.

In conclusion, there are good reasons to be optimistic about the future of e-
government in the Republic of San Marino.
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Gateways and Clusters: The Government
of Canada’s Experience with
Client-Oriented Single-Window
Electronic Service Delivery'

David C.G. Brown™?

In its annual survey of e-government service delivery, the Accenture consulting
firm has ranked Canada first among 22 countries surveyed in 2001, 2002, 2003 and
2004 (Accenture 2002, 2003, 2004). In both the 2003 and 2004 surveys, Canada was
the only country to reach the top level of e-government “maturity”, characterized by
Accenture as “service transformation”. An important dimension of this ranking was
the Canadian government’s progress in placing government services to the public
“on line”, making them available on the Internet using World Wide Web-based in-
teractive tools. In particular, Canada was “the first government to place its citizens
and businesses at the core of its strategy. It focused on target groups and matched
appropriate services to those groups.” (Accenture 2004: 9)

The purpose of this paper is to look at the evolution of this on-line strategy, and
in particular a central element, the World Wide Web sites designed to meet the
needs of identified client audiences in Canada and internationally. Known within the
Government of Canada as “Gateways and Clusters”, these sites are the driving ele-
ment in the situation described by Accenture. They raise management and account-
ability issues in their own right, and they also have implications for the future direc-
tion of the Canadian public sector.

The paper has three parts. The first is a case study describing the evolution of the
Government of Canada’s Government On-Line initiative, the context in which the
Gateways and Clusters have been adopted. The second discusses the Gateways and
Clusters and their governance and presents the results of a survey of officials in-
volved with their implementation. The third part comments on some of the implica-
tions of Gateways and Clusters, including for an international audience.

Government On-Line and Gateways and Clusters

In 1999, the Government of Canada announced its “Government On-Line” initia-
tive, setting a target of 2004 (later moved to the 2005-06 fiscal year — in effect,
March 31, 2006) for Canadians to have access to “all government information and

David C.G. Brown, Director, Special Projects, Public Policy Forum, Ottawa, Canada.
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services on-line at the time and place of their choosing.” This goal has been central
to the government’s administrative modernization efforts since the original an-
nouncement.

Government On-Line (GOL) was rooted in earlier initiatives to make effective
use of information and communications technologies, including the Government of
Canada’s primary Internet site (portal), the Canada Site: http://www.canada.gc.ca.
First created in 1995, and several times redesigned, the Canada Site has since Janu-
ary 1, 2001 been structured into three “Gateways” — for Canadian citizens and resi-
dents, Canadian businesses, and for non-Canadians. Each Gateway is in turn divided
into a total of 31 “Clusters” designed to provide a “single window” for electronic
delivery of government services to identified client groups (figure 1). These Clusters
are to provide a total of 135 government services on-line by 2005/06.

Canadians Gateway

e Aboriginal Canadians e Environment, Natural o Persons with Disabilities
e Canada and the World Resources, Fisheries & o Public Safety
e Canadians Living Abroad Agriculture e Rural & Remote Services
e Children e Financial Benefits e Science & Technology
e Consumer Information e Health e Seniors
e Culture, Heritage & o Jobs, Workers Training & o Taxes

Recreation Careers e Travel at Home & Abroad
e Economy e Justice and Law e Youth

e Newcomers to Canada

Canadian Business Gateway

o Business Statistics & e Exporting from Canada o Innovation, Research and
Analysis o Financing Development, Technology
® Business Start-up e Human Resources Man- e Regulations
o E-business agement e Selling to Government/
e Importing to Canada Tenders
Non-Canadians
Gateway
e Canada and the World e Doing Business with » Going to Canada

Canada

Figure I: Gateways and Clusters on the Canada Site (http://www.canada.gc.ca).’

The Clusters are intended to present a range of government services of interest to
a given client group, cutting across the established boundaries of government minis-
tries and programs. On the principle of “no wrong door”, the Cluster sites exist sepa-
rate from, but alongside, the Internet sites created by ministries and individual gov-
ernment programs (“business lines”), which are accessible through the Canada Site
as well. They are also distinct from — but increasingly integrated with — other “chan-
nels” of service delivery to the public, such as telephone enquiry, mail and over-the-
counter services.

By their nature the Gateways and Clusters are horizontal mechanisms existing
outside the established hierarchy of government ministries, although ultimately de-
pendent on them. Their introduction has required the development of new forms of
service design and service provision and has forced a rethinking of the relationship
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among the various service delivery channels, which historically have largely been
managed and offered in isolation from each other.

Gateways and Clusters have raised a number of management and accountability
issues that are discussed in this paper. Their emphasis on client-orientation rather
than managerial authority or program structure has required the development of non-
traditional governance and administrative mechanisms that are both more diffused
and more collective in nature than those that emerged in the era of New Public Man-
agement. There have been continuing issues about financing for the Clusters and
their place in the government’s longer-term budgetary assumptions. And from the
time of their inception, there have been questions about the relationship of the Clus-
ters to traditional departmental programs. An increasingly central question is
whether the Clusters represent the future of government service delivery — at least its
backbone — or simply another vehicle among all the others.

I. The Evolution of Government On-Line and the
Emergence of Gateways and Clusters

E-government in Canada can be traced through five periods of development.
Each built on earlier administrative reform initiatives, reflecting the evolution of
available information technology and related management thinking.

Before 1993 — A Foundation of Administrative Reform

Canadian public administration has a long history of internal reform and con-
tinuous improvement. Three recurring themes that paved the way for Gateways and
Clusters have been cost-effective management, service to the public and learning
from the private sector.

The most enduring foundation has been the report of the Royal Commission on
Government Organization in the early 1960s, with its axiom that the government
should “let the managers manage”. Later studies of financial and human resources
management all emphasized the importance of giving managers the tools they
needed to carry out their responsibilities and the authority to use them, comple-
mented by government-wide and departmental oversight and leadership.

Two other developments in the 1960s and early 1970s underpinned later efforts
to improve service to the public. The Official Languages Act, passed in 1969, gave
Canadians the right to ask for services from government in the official language
(English or French) of their choice, in areas of “significant demand” for all govern-
ment services and anywhere in the country for service to the travelling public. This
forced the government for the first time to think systematically about what services
it offered, what demand there was for those services and how they were provided. At
the same time, the Federal Identity Program required all government institutions and
documents to be identified to the public according to a common — and bilingual —
graphic scheme. This was intended both to facilitate public access to government
facilities and services and, by clearly identifying them, to make them more account-
able.
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Another important step was the Public Service 2000 reform initiative, launched
in 1989. While much of PS2000 was concerned with reforming personnel manage-
ment practices and renewed efforts to empower managers, one of its four themes
was improved service to the public. A working group on service made a number of
proposals based on the proposition that reform initiatives should be outwardly di-
rected, towards the taxpaying citizenry, rather than focusing on the inwardness of
government management systems and procedures.

1993-1999: The Emergence of the Information Highway

The rising prominence of the “Information Highway” — the convergence of
communications and computing technologies into a single global network of net-
works — during the early 1990’s served to heighten the expectation that information
and communications technologies must serve as an integral component of future
public infrastructure and policy directions.

In 1993, progressive conservative Prime Minister Kim Campbell on coming into
office reorganized the machinery of government to create, among other measures, a
new Department of Industry,’ which has from that time taken the lead in e-
government initiatives relating to the Canadian economy and society. At the same
time a government chief informatics officer (CIO — later re-styled the chief informa-
tion officer) was appointed within the Treasury Board Secretariat to lead efforts to
position the government itself as a “model user” of the information highway and in
particular to make aggressive use of technology in service delivery (Brown 1997:
19). The liberal government, headed by Jean Chrétien, that came into office later in
the same year built on these measures, announcing at the opening of Parliament in
January 1994 its commitment to developing a Canadian strategy for the Information
Highway.

The first concrete measure came in the Spring of 1994. The government CIO is-
sued a discussion paper, Blueprint for Renewing Government Services Using Infor-
mation Technology, that proposed an approach to harnessing new electronic tech-
nologies in government management. It provided a simple vision for service re-
newal: “Government services that are affordable, accessible, and responsive.” (Can-
ada, Treasury Board Secretariat 1994) Recognizing public expectations for expe-
dited service, the Blueprint built on best practices found in private sector service de-
livery, notably client-focused processes, resource sharing, standards development,
access to information across organizational units, and human resource management.

The Blueprint’s principles for action were echoed in a discussion paper published
by Industry Canada later in 1994 (Industry Canada, 1994). It laid out 15 policy areas
to be addressed in policy development for the Information Highway. The topics
ranged from regulatory policy to consumer awareness, and were to be resolved in
light of 3 themes — job creation and innovation, Canadian culture, and universal ac-
cess — and 5 guiding principles: interconnectedness and interoperability between
networks; competition in facilities, products, and services; privacy protection and
network security; collaboration between public- and private-sector developments;
and lifelong learning as a key element of the Information Highway.
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A 29-member Information Highway Advisory Council (IHAC), drawn from all
walks of life, was asked to promote public debate on these issues. After holding
wide-ranging public hearings and issuing nine discussion papers, it submitted its re-
port in late 1995, with over 300 recommendations (Industry Canada, 1995). The
government’s May 1996 response, Building the Information Society: Moving Can-
ada into the 21" Century, set out a four-part action plan that has been the basis of all
subsequent developments (Industry Canada, 1996):

1. Build the Information Highway by creating a competitive, consumer-driven
policy environment conducive to innovation,

2. Grow Canadian online content to strengthen national culture,

3. Ensure that all Canadians have the opportunity to participate in the Informa-
tion Highway, and

4. Attain better levels of government services in an affordable manner and make
government serve as a catalyst for Information Highway development across
Canada.

Even before the publication of Industry Canada’s action plan, however, the gov-
ernment began moving to build its on-line presence. In 1995, the Treasury Board
Secretariat adopted its own government-wide Internet Strategy, encouraging de-
partments to use the Internet in the course of normal business activities. The strategy
established a common on-line identity, based on the Federal Identity Program, for
the federal government and its departmental Web sites. In a related step, the Gov-
ernment of Canada’s primary Internet access point, the “Canada Site” (http:/www.
canada.gc.ca) was launched. The federal government later established a number of
service kiosks across Canada, in an early effort to integrate multiple service chan-
nels — in this case, in-person and electronic. This would later provide a model for the
Service Canada initiative begun in 1999. The Canada Site remains the centrepiece of
the federal government’s Internet identity and at the heart of the Government On-
Line initiative.

A number of steps were then taken to ensure universal access to electronic gov-
ernment information and services, the third element of the Industry Canada action
plan. These were announced at the opening of the parliamentary session in Septem-
ber 1997:

“We will make the information and knowledge infrastructure accessible to all Canadians by the
year 2000, thereby making Canada the most connected nation in the world. This will provide
individuals, schools, libraries, small and large businesses, rural and Aboriginal communities,
public institutions, and all levels of government with new opportunities for learning, interacting,
transacting business and developing their social and economic potential.” (Canada Governor
General, 1997)

Through “Connecting Canadians”, as it came to be known, Canada was, by 2000,
able to link every school and community to the Internet. This was coupled with
“Strategis”, a Web site jointly launched in 1996 by Industry Canada and the De-
partment of Foreign Affairs and International Trade to provide electronic services to
the business community and to encourage Canadian business to make greater use of
ICTs in both domestic and export markets.
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1999-2001: The Early Years of Government On-Line

In 1999, the federal government identified the establishment of an on-line pres-
ence as a priority, with a citizen-centred service strategy complementing electronic
service delivery programs. Three new service programs were established: Service
Canada, the Service Improvement Initiative, and the Government On-Line initiative
(GOL). Service Canada established in-person service centres across Canada and
launched a national telephone service centre (1-800-O-CANADA) as well as plans
for re-developing the Canada Site as the federal government’s main electronic ac-
cess point. The Service Improvement Initiative, adopted in 2000, strengthened the
mandate of Service Canada by establishing government-wide standards for service
delivery based on periodic client satisfaction surveys, with a view to ensuring equal
levels of service to Canadians whatever their preferred channel of communication
with government.

The centrepiece of the government’s service vision for the new millennium,
however, was Government On-Line (GOL), which was “... all about using IT to
provide the best possible service to Canadians and to spur economic growth in the
global e-commerce marketplace.” (Communication Canada, 2003)

At the opening of Parliament in 1999, the government further emphasized its
dedication to Internet-enabled service delivery: “By 2004, our goal is to be known
around the world as the government most connected to its citizens, with Canadians
able to access all government information and services on-line at the time and place
of their choosing.” (Canada Governor General, 1999) With explicit political support,
Government On-Line soon became a high-profile government initiative. Although
originally launched and managed as a separate initiative, GOL eventually absorbed
both Service Canada and the Service Improvement Initiative into its general man-
date. In many ways, the accomplishments of Service Canada and the SII laid the
foundations for the multi-channel, “no wrong door” approach to service delivery that
is now an integral element of Canada’s e-government strategy.

In its original design, GOL applied to the 28 major ministries and agencies of
government in three phases (eventually all federal departments and agencies were
brought under the GOL mandate). Tier 1 was to make available on-line information
about government and government services by December 31, 2000. Tier 2 was to
provide on-line key “transactional” services that in the Canadian federal system are
provided by the national government, ranging from payment of income taxes to
booking campgrounds in national parks. This would involve accelerated use of ICTs
to deliver interactive, secure electronic services to the Canadian public by the 2004-
05 fiscal year. Tier 3 called for the extension of electronic delivery of services col-
laboratively with the 10 Canadian provinces and other levels of government to
common client groups. In principle, Tier 3 was to proceed in parallel with Tiers 1
and 2.

Although at times criticized for not being precise in what it encompassed or in
what it aimed to do, GOL has provided a framework for a wide range of activities,
involving a significant commitment of resources, in all government departments and
agencies. An early measure sought to re-develop the Canada Site through “Common
Look and Feel” guidelines establishing design standards inspired by the Federal



44 D.C.G. Brown / Gateways and Clusters

Identity Program for the appearance, accessibility and usability of government Web
sites. By the end of 2002 all sites had implemented measures ranging from common
branding and navigation standards to electronic features that cater to the visually
impaired.

A parallel effort was made to reorganize the content of government sites, based
on client needs. Extensive focus testing with a cross-section of Canadian and inter-
national clients affirmed GOL’s organizing principle, that all government informa-
tion and transactional services must be organized based on the needs of specific cli-
ent groups. As a result, client-centricity became GOL’s most important service pri-
ority.

In 2000, Treasury Board — the Cabinet Committee responsible for government
management issues — approved a Cluster Blueprint to serve as the framework for re-
organizing GOL services into three access “Gateways”: for individual citizens and
residents (“Canadians”), the business community (“Canadian Business”), and inter-
national clients (“Non-Canadians”). Within these major groups, numerous portals
(“Clusters™) organized and re-positioned the information and services found on de-
partmental Web sites to provide access to government by subject (e.g., the environ-
ment), by audience (e.g., youth), and by life-event (e.g., retirement). Ultimately, the
navigation structure was designed to provide a “single window” for the provision of
a total of 135 government services: 88 for Canadians, 39 for Canadian business, and
8 for international client groups. This has remained the framework for Gateways and
Clusters, although Cluster organization has more recently been streamlined to reflect
only subject- and audience-oriented service offerings

In support of these measures, secure funding commitments were made for GOL
in the 2000 federal budget. A total of $160 million (approx. US$120M) was set
aside over 2 years in support of four GOL priorities: the redevelopment of the Can-
ada Site to include the Gateways and Clusters model of content delivery; the launch
of more than 80 “Pathfinder” projects to accelerate the public’s adoption of high-
volume electronic services (for example, on-line tax filing and a national on-line job
bank); the design of a common technical infrastructure, to enable secure online in-
teractions across government and with the public (later known as the Secure Chan-
nel); and the formulation of government policies and frameworks relevant to GOL,
including public service training, service improvement, and management of gov-
ernment information (Communication Canada, 2004).

By the end of 2000, GOL was gaining momentum. Tier 1 objectives were com-
pleted in December 2000, as all departments and agencies made available electronic
content and forms over the Internet. Similarly, Tier 2 initiatives, with the help of
Pathfinder funding and contracts to develop the Secure Channel, were underway.
The Canada Site redesign based on the Cluster Blueprint and consultations with the
public was near completion, and solid financial resources had been allocated to en-
able future service improvement.

2001-2003: Building Partnerships

Based on extensive client consultation and public opinion research, including bi-
ennial Citizens First reports first published in 1998 by the Canadian Centre for
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Management Development, the Canada Site was re-launched on January 1, 2001°.
Incorporating the Gateways and Clusters client-centric organizational structure, the
new primary Internet access point was designed for speed and clarity. The next two
years were characterized by efforts across government to build partnerships — be-
tween departments, jurisdictions, and with the private sector — and move towards the
ultimate goal of service transformation, while dealing with ongoing concerns about
procurement procedures and the internal governance mechanisms for GOL itself
(Brown and Brook 2001a/b).

The 2001 federal budget earmarked “Investment Strategy Funding” to be used
for the remainder of the GOL mandate. This included support for 55 departmental
projects already approved for Tier 2 implementation as well as additional funds to
promote key service priorities, as determined by the senior official-level committee
overseeing GOL (Communication Canada 2004).

In the Fall of 2001 the target deadline for GOL completion was moved back to
the end of the 2005-06 fiscal year, in effect March 31, 2006, based on advice from a
number of sources, including the private sector. Unanticipated challenges, such as
emerging issues of privacy protection, technological obstacles encountered during
Secure Channel development, and ongoing internal governance issues, forced GOL
planners to rethink their electronic service delivery timelines.

In a related move, the Government of Canada established a Government On-Line
Advisory Panel (GOLAP) with knowledgeable experts from business, universities
and the voluntary sector serving as a sounding board for the President of Treasury
Board on GOL progress (Government of Canada, 2001). The Advisory Panel pub-
lished two reports: a preliminary evaluation in 2002 and a final report in 2003 (GO-
LAP, 2002 & 2003). The 2002 report made a number of recommendations for the
continued success of GOL, including: re-casting the GOL/SII as a major, “whole-of-
government” priority; consultation and outreach with other jurisdictions, civil soci-
ety and the private sector to accelerate the pace of progress; and increasing political
leadership for GOL, specifically Prime Ministerial sponsorship (GOLAP, 2002).

These measures, in the Panel’s view, had to be complemented by a comprehen-
sive public communications program to promote awareness of GOL and drive its
take-up across Canada. For, as the Panel emphasized: “There is a parallel between
service satisfaction and satisfaction with government.” (ibid.) Thus, incentives for
public take-up, such as faster tax refunds if filed online, should be pursued.

A final issue in this time period was to address growing public concerns about
the protection of personal information over the Internet. Reflecting new federal leg-
islation extending privacy protection to all Canadian commercial enterprises (Justice
Canada, 2000), Treasury Board issued a Privacy Impact Assessment Policy (Canada,
Treasury Board Secretariat, 2002b) requiring all departments and agencies to for-
ward privacy impact assessments of their service offerings to the Office of the Pri-
vacy Commissioner of Canada before implementing the services in question. The
assessments are then posted on-line, along with the views of the Privacy Commis-
sioner.

Most services at the time, however, were still contending with basic obstacles
such as lack of funding and technology problem-solving. By the end of 2002, a
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study by the parliamentary auditor found, only 14 of 48 government services tar-
geted for maximum transactional capacity had reached their service goals (Office of
the Auditor General of Canada, 2003: 10). Furthermore, of the 135 services pre-
dicted to be online by 2005, only 31 services were completely on-line (Public Works
and Government Services Canada, 2003: 5).

2003-2006: Service Transformation and Sustainability

Initially, GOL was seen as a distinct service initiative focused solely on the pro-
vision of electronic services over the Internet. But as the Government of Canada
continued to conduct public opinion research on Canadian expectations of and pref-
erences for government service delivery, the scope of GOL was expanded to act as
the key enabler for delivering multi-channel, government-wide service improve-
ment. First believed to hold promise only as a mechanism for cost-cutting and ser-
vice efficiency in the face of severe budgetary constraints, electronic service deliv-
ery visions have since moved beyond fiscal objectives toward what is described as
“service transformation”.

Service Transformation: Seamless interconnectedness
between all channels to deliver services independent of
channel access point. Enablers: shared infrastructure,
common service delivery standards, cross-jurisdictional
processes.

Mature Delivery: Integrated, optimized back-end solution
to channel delivery. Enablers: common information and
content management, common client profiles.

Service Availability: “Tailored” information with some
cross-organizational collaboration. Enablers: clustering of
information and personalization of applications.

On-line Presence / Basic Capability: Easy access to
government information. Enablers: consistent information
across channel, workforce with specific areas of expertise.

Figure 2: Levels of Service Transformation. Source: Treasury Board Secretariat.

As noted in the 2004 GOL report to Parliament, “The foundation for fundamental
service transformation (is) the integration of services federally and across jurisdic-
tions to significantly increase benefits to clients.” (Public Works and Government
Services Canada, 2004: 26) This potentially has profound implications. As the GOL
Advisory Panel noted in its 2002 report: “Moving from vertical, program-driven
service delivery to a more horizontal, user-centric model will require a substantial
review of existing legislation, regulations, policies, processes, and protocols and
eventually a fundamental overhaul of the basic machinery of government.” (GO-
LAP, 2002: 15)

The 2002 GOL Investment Strategy Funding criteria were used to prove the clus-
ter concept. “Transition” Clusters, those that were not previously targeted as priority
initiatives, were subject to four categories of evaluation criteria: demonstrated or
imminent potential for service integration, program integration or service delivery
within the cluster; demonstrated or imminent potential for impact and reach (based
on statistics, site traffic, and metrics); recent focus testing and client feedback; and
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mapping against priorities identified in major government statements at the opening
of Parliament and in the annual government budget (Canada, Treasury Board Secre-
tariat, 2002a).

Clusters that could not demonstrate their service value based on these criteria
were denied funding earmarked for the enhancement of cluster projects through to
fiscal year 2005-06. As a result, only 17 Clusters — out of a total 31 — continued to
receive central GOL funding and the remainder were required to rely on partnerships
with federal departments and collaboration with other Clusters to compensate for
funding shortages. While a painful measure for some, this was seen as providing an
incentive to increase innovation and co-operation as Clusters moved into a further
transitional period.

The Government On-Line Advisory Panel’s final report, in December 2003, ar-
gued that the changing service needs of Canadians — heightened expectations of
speed, access, and value — necessitated a reform of “business-as-usual” government
processes: “The days in which it was possible to make relatively clear distinctions
between the responsibilities of different orders of government are long gone.” (GO-
LAP, 2002: 15) In the Panel’s view, government needed to refocus its organizational
resources along four lines: stronger leadership from the Prime Minister and an effec-
tive central management agency; a 5-10 year long term plan to transform public and
internal services; measures to revitalize the public service to become a genuinely
citizen-centred organization; and significant efforts to engage Members of Parlia-
ment, business, the public and the media on implementing the GOL service vision.

At the same time, the legislative auditor expressed little enthusiasm when analyz-
ing the cost of service transformation. The November 2003 Auditor General’s report
on GOL represented the first major audit of the GOL initiative. Commenting that
“With two years remaining in the six-year Government On-Line initiative, the gov-
ernment needs to devote immediate attention to dealing with some important risks”
(Office of the Auditor General of Canada: 1), the report highlighted three major ar-
eas for improvement: the need to incorporate specific outcomes, such as comprehen-
sive service targets, into GOL strategic planning; the need to strengthen governance
and accountability of GOL, including clearly establishing GOL governance mecha-
nisms as the framework for all electronic service delivery initiatives in the govern-
ment; and the need to strengthen funding and financial reporting. The Report also
criticized the government for under-funding GOL, contrasting the original estimate
of over Cdn$2 billion (US$1.5 billion) for fully implementing all GOL service goals
with an allocation to date of $880 million to GOL projects and infrastructure retrofit-
ting. In response, the federal government stated that it expected the remaining funds
to be made available through internal cost savings and departmental reallocation of
funds.

While both Accenture (Accenture 2004: 14) and Treasury Board (GOLAP 2003:
16) point to cost efficiencies and savings from electronic service delivery, the Audi-
tor General commented on the dilemma that government departments and agencies
cannot be expected to invest their own funds into a program which has no explicit
priority in their mandates, unless the priority is internally defined. At the same time,
the March 2004 GOL report to Parliament claimed significant increases in GOL
take-up and noted that GOL targets were well on their way to being met by the end
of the 2005—06 fiscal calendar.



48 D.C.G. Brown / Gateways and Clusters

The GOL report also speculated on the future direction of GOL, characterized as
“integrated service” and consisting of four objectives: streamlined government pro-
cedures to eliminate “red tape”; the alignment of programs and policies across gov-
ernment at all levels to eliminate inconsistencies in service delivery; greater cost-
effectiveness through shared service delivery across departments; and public access
to comparable levels of service regardless of channel preference. This underscored
the importance and difficulty of the service transformation agenda.’

An integral element to the future progress of GOL is inter-jurisdictional collabo-
ration in government service delivery. From the outset, a number of Clusters had be-
gun to collaborate with their provincial counterparts, and GOL planners took a major
step in this direction in 2003, agreeing to lay out an incremental plan for inter-
jurisdictional engagement by the Gateways and Clusters. Preliminary planning fo-
cused on four key areas of collaboration: hyper-linking, metadata, content manage-
ment systems, and shared services. In addition, an interdepartmental committee was
established to act as a forum within the federal government for continued collabora-
tion and discussion of inter-jurisdictional issues with respect to GOL.

A final challenge facing Gateways and Clusters was that of longer-term sustain-
ability. Central GOL funding was scheduled to end by March 31, 2006 in an effort
to put pressure both on the Gateways and Clusters and on departments and their tra-
ditional programs to find ways to continue the process of service integration and
transformation. Recognizing the inherent tensions involved, the senior interdepart-
mental committee of officials overseeing GOL in early 2004 endorsed Gateways and
Clusters — as opposed to ministerial and program Web sites — as the preferred vehi-
cle for electronic service delivery. To that end, they also endorsed a sustainability
strategy with several key elements, including: a whole-of-government strategy,
awareness and engagement at the political and senior officials levels, reoriented
governance tools incorporating the use of performance measurement and account-
ability frameworks, new horizontal funding models, shared information and com-
munication technology infrastructures such as the secure channel and Content Man-
agement Systems and measures to facilitate information sharing and interoperability,
use of common supports in the communications and public opinion research area,
regular re-adjustment and review of Gateway and Cluster information and organiza-
tional architecture, formulation of an inter-jurisdictional engagement strategy, and
development of a comprehensive evaluation framework.

This approach built on organizational changes made in December 2003 by the
incoming liberal government led by Paul Martin. The chief information officer in the
Treasury Board Secretariat was given a strengthened strategic policy role and the
GOL Project Office was recast as an operational unit within the Department of Pub-
lic Works and Government Services (PWGSC), focused on service delivery and sys-
tems operations. Communication Canada, which had previously managed the Can-
ada Site, became the Government Information Services Branch of PWGSC, while
the provision of information technology services to government was consolidated in
a new IT Services Branch of PWGSC. The February 2005 budget announced a fur-
ther consolidation of services to Canadians, in all channels including the Canadians
Gateway, in a new Service Canada agency, an independent body under the Minister
of Human Resources and Skills Development. These measures were linked to a
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next-generation service strategy, building on the Gateways and Clusters experience
and looking beyond March 31, 2006, that Treasury Board Secretariat presented to
Cabinet in the Fall of 2004.

It would appear, then, that the GOL label will be retired at the end of the
2005-06 fiscal year but also that the Gateways and Clusters model has become a
central element of any future developments. The open question is whether the gov-
ernment will follow through with the extensive, and potentially difficult and risky,
measures required for comprehensive service transformation — in the terms de-
scribed above — to occur.

II. Gateways and Clusters: The Citizen-Centred Catalyst

The Gateways and Clusters only emerged part way through the seven-year life
cycle of GOL, but they rapidly became one of its central features. Earlier sections of
this paper describe how they are organized and the steps that were taken to guide
their development in an area of public administration with few precedents. This sec-
tion of the paper begins with a description of the governance structures that were
part of this evolution and then presents the results of a survey of federal government
managers who were closely involved with GOL and the Gateways and Clusters in
particular.

Gateway and Cluster Governance Structure

A distinct set of management and governance mechanisms evolved for Gateways
and Clusters (figure 3), with some variation among Clusters. Some Clusters have
dedicated management units with full-time staff; in other cases they are administered
as an adjunct to other responsibilities. Some come under the chief information offi-
cer of the host department, others are in the public communications area, and yet
others in program units.
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Figure 3: Gateway and Cluster Governance Structure. Source: TBS GOL Project Management
Office.
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While there is considerable variation within departments — and in the degree of
identification with a given department — the Clusters do have certain governance ar-
rangements in common. Each Cluster has a designated Cluster manager, who repre-
sents the Cluster at quarterly All-Cluster Managers’ Meetings chaired by the central
GOL office, which have served as a major information sharing, co-ordination and
planning mechanism. Each Cluster also participates in a variety of committees and
working groups for the Gateways to which they belong, including regular meetings
of the Cluster managers and a series of working groups addressing common issues
within the Gateway.

Each Gateway has its own office, headed by a director and hosted by a related
government department.® A Gateway Directors Committee, made up of the three
Gateway directors and the director of the Canada Site and chaired by the Director of
Gateways and Clusters in the central GOL office, meets weekly and provides the
most sustained management focus on the Gateways and Clusters. Increasingly stra-
tegic, but less concentrated, attention is provided by three interdepartmental commit-
tees at progressively higher levels: the Gateways and Clusters Steering Committee
(made up of the Directors General hosting each of the Gateways and chaired by the
CIO branch of Treasury Board Secretariat); the Service and Information Manage-
ment Board (SIMB), which has an overview at the Assistant Deputy Minister level
of all aspects of the GOL initiative; and TIMS, which addresses the same issues at
the deputy ministerial (i.e., permanent secretary) level.

TIMS includes the deputy ministers for the departments that host the three Gate-
ways as well as designated “champions” for specific aspects of the larger GOL effort
— for example the National Archivist is the champion for information management
reform. Formally TIMS is the information management subcommittee of the Treas-
ury Board Senior Advisory Committee (TBSAC), which is chaired by the Secretary
of Treasury Board and which has an overview of reform initiatives in all areas of
management in the Government of Canada.

Public Policy Forum Research Study on Gateways and Clusters

The Public Policy Forum (PPF) is part of a research consortium on “Information
in the Public Sector” led by Professor Sandford Borins of the University of Toronto.
During the consortium’s three years (2003—06), its goal is to identify and assess ex-
perience with the application of information and communications technologies in
various aspects of Canadian public administration and governance.

The Public Policy Forum study is divided into a three-year research cycle: Year
1, which is the focus of this paper, is an assessment of the state of and issues relating
to the Gateways and Clusters, in particular their relationships within headquarters
administration in the Government of Canada. Year 2 looks at relationships between
the Gateways and Clusters and other public sector entities that provide similar elec-
tronic services to the public or have a partnership role to play. These include other
levels of government in Canada and regional offices of the Government of Canada.
Year 3 looks at the relationship with non-governmental (private and not-for-profit)
actors in greater detail and at the final year of the GOL initiative.
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As a first step in its study, PPF conducted an on-line survey in October and No-
vember 2003, using the WebSurveyor software.” 200 headquarters-based Govern-
ment of Canada officials were invited to respond to the survey. These officials were
at all levels, many directly involved in administering the Gateways and Clusters but
including managers of government programs — for whom the Clusters are one pro-
gram delivery vehicle among many — and senior managers, including departmental
chief information officers and deputy ministers. There were 64 responses, a rate of
32%. The results of the survey were then probed through interviews and group ses-
sions with officials representing various perspectives on the management of Gate-
ways and Clusters.

Survey Findings — Gateways and Clusters Taking Root

The survey respondents can be considered to be a knowledgeable group. While
the majority considered that the Clusters were a successful innovation, this was tem-
pered on a number of grounds, primarily to the effect that they were not fully realiz-
ing their potential and that there were unresolved management issues. The survey
was conducted at the time when Clusters were engaged in bidding for new funding
for 200506, the final year of GOL spec