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1. Introduction 


Government leaders used to ask: can we collaborate? They now ask: how will we collaborate? Interoperable technology eases information exchanges. Improved data security mitigates fraud. Intelligent search engines dramatically enhance access. Technology barriers no longer serve as the fundamental barrier. Governments now have choices on how to collaborate. This starts at the top. Committed leaders need to jointly sponsor, implement and support collaborative strategic plans.


Leaders have a ready ally in collaboration from customers. Customers will demand that services are provided how they view the problem – not based on administrative ease. When customer needs drive actions, it lowers cultural and organizational barriers. Customers provide the bonding force for collaboration. To continuously respond to customers, governments need flexible organizations, processes and technology. With flexibility, collaborative government processes will become so prevalent that they will blur the traditional boundaries among departments and allow governments to present a single face to customers. Flexibility, however, must be created. A key step is to develop collaborative Government-to-Government (G2G) services.


2. Creating Collaborative Government to Government Services

How a government collaborates across departments, jurisdictions and levels rests on making a series of strategic and tactical decisions.


· Drivers for collaboration: What are the high priority issues that we want address? 

· Collaboration approach: What strategic model will we use throughout collaboration? 

· Segment strategies:What processes/services do we collaborate on for each customer segment? 

· Scope strategies: How do we extend processes/services with other departments, levels and jurisdictions? 

· Implementation strategies: What enablers are needed to implement segment strategies?

 

2.1.       Drivers


The global economic and political events of 2001 have strained governments. Security and anti-terrorism initiatives demand a larger portion of funding and effort. Collaboration for these initiatives is crucial. Whether it is a local police officer making a traffic stop, or a public health official treating a rare disorder, or a private sector energy company observing unusual patterns of usage, rapid and targeted information exchange, with the proper security, must occur. 


While security takes center stage, public administrators still face pressures to reduce operating costs and enhance service delivery. An economic downturn that reduces revenues, coupled with increased global competition, requires joint programs that actively solicit businesses and skilled resources. Despite budget challenges and the dot.com implosion, customers still expect convenient, efficient services. Citizens and businesses expect to receive seamless services across departments. In addition, citizens and businesses interact in an area – not just a specific jurisdiction. They expect the region to provide integrated health, education, employment, recreational, transportation and public safety services for their area. Add to these challenges, the potential loss of government employees and institutional knowledge from retirement and moves to the private sector and the challenges mount. The problems are clear. The resolutions are complex.


2.2.       Collaboration Approach


To address these issues, governments are increasingly looking to collaborate. Effective collaboration requires governments to overcome a fundamental barrier: the soloed operating environment. Emerging segment approaches address this barrier by organizing services from a holistic understanding of customer needs; needs that span traditional organizational boundaries. Multiple organizations jointly address common issues. A “few to many” relationship structure emerges with a common management system or coordinating agent chartered to create and coordinate cross-government strategic plans. Policies and processes develop from in-depth discussions with customers. Turf battles recede as departments recognize they are part of a larger government enterprise. An enterprise that extends beyond jurisdictions and levels to provide services how a customer wants – not how a government wants.


2.3.       Government to Government (Segment) Strategies


Governments have begun to integrate service delivery around four segments: Government to Government (G2G), Government to Employee (G2E), Government to Citizen (G2C) and Government to Business (G2B). G2G collaborative services are the first step. In order to provide collaborative services across segments, governments must first be integrated internally, across functions and levels. Based on research conducted by the IBM Institute for Business Value, the following strategies address common issues faced by governments and represent high priority G2G collaboration areas. Specific strategies remain at the discretion of each government.


· Establish joint and open security arrangements – The ability to securely and efficiently exchange data lies at the heart of protecting people and assets. Decision makers must have access to the right information at the right time.


· Integrate criminal justice services across jurisdictions and levels – Criminal activity freely crosses boundaries. However, inaccurate, incomplete offender data and limited inter-department and jurisdiction communications limit the effectiveness of criminal justice processes. 


· Integrate grants processing to promote regional economic development – Governments need to increasingly coordinate government grants to stimulate growth. Many central governments aid communities through a variety of economic and social grants programs (e.g. research and development, health and education grants, business start-up grants, etc.). Coordination across entities must exist.


· Invest in regional emergency/disaster response capabilities – Access to critical and timely “decision making” information stems from collaborative emergency response processes and tools that are shared among regional parties. Establishing standards to collect and share information, through multiple channels, among many public and private sector organizations represents the foundation.

· Utilize integrated, on-line asset redistribution services to raise revenue and reduce operating costs – The budget challenges increase the need for governments to efficiently distribute assets. However, most governments currently lack the processes and tools (e.g. integrated asset management system and process) to provide integrated retail services. 

· Expand investments to integrate back-office processes – Enterprise Resource Planning (ERP) projects are the dominant integration initiative for back office processes (e.g. budget, accounting, benefits, payroll, etc.). This trend will not subside. Governments should increasingly encourage departments who implement ERP to share IT development and implementation best practices and skills. 


These strategies help governments achieve their fundamental needs to: improve security, enhance operational efficiency, promote economic development and satisfy customers.


2.4.       Scope Strategies


Governments have choices on how they seek integrate segment services. 

· Low risk endeavors seek to integrate the same process across a single jurisdiction (e.g. integrate recruiting and hiring across all departments within a City government) 

· Moderate risk activities link the same process across levels or jurisdictions (e.g. link the grants process across central, regional and local government and private sector organizations) 

· High risk activities integrate related processes across multiple levels or jurisdictions (e.g. promote regional economic development).


Figure 1:  Scope Strategies

 

2.5.       Overcoming Collaboration Challenges (Issues & Implications)


The strategies presented above support two common goals. First, they address core challenges of security, economic development, operational efficiency and customer expectations. Second, they promote flexibility strategic, process, organization and technology environments. So where do you start?


2.5.1.     Develop a holistic view of customer needs across the enterprise


Collaboration begins by understanding the customer from a holistic view. Narrowly defined functional views perpetuate soloed government. Citizens don’t often know (or care) which government department provides the service. Organizing information about common customer needs provides the lynchpin to bring organizations together.

2.5.2.     Create cross -department planning approaches


Leaders stewarding collaborative efforts must have authority and a mandate to act. Supported by thorough knowledge of the social, political, economic and organization environment, leaders can establish planning approaches across the enterprise (or region) that prioritize shared issues. An enterprise strategic planning model (figure 2) establishes a super-ordinate vision and goals. Leaders can then develop specific issue based strategies for cross department concerns (e.g. security, economic development, back office, retain knowledge). 
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Figure 2:  Enterprise Strategic Planning

 

2.5.3.     Create enterprise wise strategic business cases 


In an environment of intense budget pressures, collaboration is viewed as part of the solution. Previously, a booming economy and e-government hype led to limited internal investment hurdles. The era of blind investment is over. Organizations now require strategic business cases with detailed return on investment (ROI) calculations to prioritize reduced funding pools. 


2.5.4.     Make collaboration the underlying framework for policies and rules 


Collaboration efforts shatter existing organization frameworks. To facilitate new relations among organizations, policies and rules must change. Restrictive policies that hinder data exchange need examination. Government must evaluate whether data collection, storage, distribution and analysis rules that prevent seamless and secure interactions remain valid.


2.5.5. Establish management charters to support Collaborative mission 


Turf battles need to end. Enterprise governments do not have rigid organization borders. Conversion begins at the top. Leaders and organizations must establish a management charter, objectives, and an organization structure that supports the collaboration mission.

2.5.6. `Increased emphasis on establishing and maintaining Interprise IT Architectures


An Enterprise IT Architecture (EA) is extremely relevant to integration efforts. Reliable, flexible and scalable EAs provide the technical infrastructure necessary to allow data flow and communications between departments. Effective integration of IT systems also relies on the widespread use of common languages and widely accepted standards. 


3.      Approaching the Future


Government integration projects are full of complexity. However, common enablers exist around leadership, policy, culture and technology. Addressing the challenges begins by answering key questions.


Leadership & Strategic Enablers 

· Does your organization have a strong leader to guide successful long-term integration projects? 

· Are innovative financing approaches considered? 

· Are you coordinating business, marketing technology and operational plans effectively? 

· Have you established and integrated enterprise business architecture (i.e. organizations, process and technology architectures)? 

· Are you assessing how best to leverage leading practices to integrate services?


Policy & Process Enablers

· Has your organization redesigned processes around common customer needs? 

· Has your organization adopted common rules and regulations among departments – have you addressed emerging information age policies? 

· Has your organization created an information value chain (i.e. linked information processes between departments or established cross enterprise access to data/information)?

Organization Enablers

· Has your organization established a cross department management system to manage implementation and address governance issues? 

· Has your organization invested in change management programs? 

· Has your organization established communities or practice in order to better share knowledge?


Technology Enablers

· Has your organization established a robust Enterprise Architecture? 

· Does your organization utilize common languages and standards to promote interoperability between systems and databases? 

· Does your organization seek ways to incorporate next generation technologies to enhance integration efforts?

Government’s ability to improve current levels of delivery of service to other governments, employees, citizens and businesses is directly attached to government’s ability to effectively integrate organization, processes and IT systems. Our research provide insights to help governments transform your business. We would welcome the opportunity to help you assess your current situation and develop a strategy based on your organization’s unique needs. Contact us at ibv@us.ibm.com if you’d like to explore how we might put our experience and creativity to work for you. Visit our Website at ibm.com/services/strategy.

