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A city striving to develop into a Digital City and towards eGovernment needs strategic guidelines to proceed to sensible practical steps.

Among many other good and best practices in Europe and overseas, the eVienna way is an example of a large city going eGovernment that is characterized by a broad range of administrative tasks and a long tradition in giving services to the citizens and the economy – at the same time facing the challenges of reduced budgets, less staff and service-demanding citizens who request to be treated as valued customers, not as dependent subjects.

Guidelines, Objectives, Definitions

The citizen that “has come of age” and his/her needs are the benchmarks for the City of Vienna on which to measure the quality and the range of services rendered by public administration. Additionally, other strategic objectives of Vienna are economic efficiency in administrative processes and promotion of the Vienna area as business location.

According to these issues, public administration is to develop into eAdministration, government into eGovernment, Vienna into eVienna. eGovernment is here defined as the ICT supported management of business processes that are connected with governance and administration, i.e. processes of decision, of forming of public will, of production of output. Local, regional and national/federal authorities as well as the whole public sector, i.e. the legislative, executive and jurisdictional powers and the public enterprises, are comprised of this definition.

The prime principle of eVienna is to make eServices available to all without respect of person, additionally to the traditional way of services between citizen and administration (personal visits, letter, phone calls etc.) under full observance of the legal requirements and framework.

There is a vision: To create a Digital Include Society where all parts of the public are enabled and supported to participate in order to prevent a social gap between “info rich” and “info poor”, which might threathen to develop into a material gap between “money rich” and “money poor”. Several steps ahead lies the further vision of eAustria, still some major steps ahead the vision of eEurope.

As more practical visions we see the need of stepping into the citizen´s shoes: Administration processes are to be externally targetted on certain Life Episodes instead of being internally oriented on departmental competence distribution; governmental services are to be delivered anytime and anywhere instead of limited office hours at given locations.

To achieve these visionary goals, eVienna strives at clearly defined objectives: Better eInformation and a two ways´ eCommunication between administration and citizen should lead to a dramatically rising accessibility of public administration services by making it independent of space, time and administrational organisation; transparency of bureaucracy should reduce turn-around-time and by that, costs; local decentralized service points for those customers who still want to act in person will provide a Digital Include friendly environment.

eVienna comprises at the moment the relationships between PA2C “public administration to client/citizen”, PA2B “public administration to business”and PA2PA “public administration to public administration”.

The architecture for this customer orientation uses a Multi Channel Approach. It takes into account that in the PA2C and PA2B relationship the client/customer/citizen “C” or business partner “B” may address public administration by a multitude of ways: appointments, phone calls, letters, fax messages, emails, the Internet and WAP. In a “One Stop Shop” or “Single Window Government”, no matter which input channel is used, “C” or “B” needs to address one and only one “portal” of public administration, from which he/she receives the final answer, remaining in happy ignorance of the many departments, local/regional/federal administrations and civil servants that are still needed to co-operate in order to produce the entire required service or product.

Organisational and ICT Strategies

There is a general structure of eGovernment activities very widely in use which is also used in eVienna.


Day-to-Day
Official Contacts
Political Participation

Information
list of pharmacies
job offers of the city of Vienna
minutes of regional political bodies

Communication
check of housing waiting list
notice of defects
e-mailing to politicians

Interaction
registration for adult education programmes
Registration for dog´s license
application for voter´s card

According to this structure, ICT support for the eGovernment services ranges from offering simple web sites to web based applications including electronic payment.

The prerequisites for Single Window Government are shared information by electronically stored and offered administration data; eMailing and electronic request handling for all departments, which have also the responsibility for maintenance of data; implementation of workflow; human interface and media compatible information storage; interoperability without media rupture; error tolerant and logically linked online queries; information grouped in services free of charge and in paid services; and most important of all, the offer of public terminals as one means of fighting Digital Divide Society.

The basics for ICT support are knowledge management, data warehousing, access to all informations via linked data bases, data mining, secure data transfer, workflow, secure authentification and identification of the “C”.

It is a well known fact that the realization of an organisational process requires in most cases a more or less extensive re-organisation, which develops very often into business process re-engineering (BPR) process. The way towards eGovernment requires this re-engineering process to be very thorough and very “overall” – not only to span over several tasks but across departmental borders. This leads to an overall restructuring of tasks, a transformation of the re-organized tasks into an entire process; clearly defined connection points, reduction of interfaces, organisational interoperability, convergence of horizontal and vertical organisation.

It is essential that the processes are oriented on the value added for the customer. Therefore, the vertical structure of tasks (division of labour), starting from the enterprise objectives down to operationable work tasks, is tried to be replaced by horizontal task integration towards customer-oriented business processes.

Customer-oriented business processes are defined by their clearly defined outcome which must be of use for a clearly defined customer; in the case of the public administration an internal or external customer, i.e. another department, a citizen or a business enterprise. That requires for an organisational entity

· the definition and dissemination of internal and external objectives

· the (re-)structuring of department

· and of tasks

· definitions of interfaces to other organisational entities

· and the ability and the will to cooperate.

The effects of BR,

· the gathering of work tasks to customer-oriented (re-)structured processes with measurable outcome, that allows the reduction of external interfaces and enhanced transparency of process,

· the definition of objectives and of a framework of self-responsibility as well as responsibility for the outcome and competence of decision,

may thus be considered as prerequisites for efficient eGovernment.

These re-organization tasks will only work if the core force of the organisational entities will “work”: The employees. The tendencies of Business Process Reengineering require the employees to know the enterprisal processes beyond their own departments and specialised areas, perhaps know exactly about the processes in other enterprises and are able to think in processes.

An efficient eGovernmentable employee works neither in a tayloristic way nor by step-by-step order and needs to have “work-knowledge”:

· his/her goals of work and responsibilities,

· his/her own ressources and how to use them,

· the task interfaces to his/her colleagues,

· how to cooperate with his/her colleagues,

· the scope of work and responsibilities of his/her organisational entity.

Several organisational aspects are needed for efficient eGovernment:

· Output oriented personnel management,

· transparent business processes that allow an at least partly “virtual organisation“,

· consequential apply of management instruments like job description, planning of work with setting of priorities, periodical rating with feedback including the colleagues as well as the manager and the employee,

· „remote management“.

How We Proceed

The umbrella project “eGovernment” was initiated to meet the needs of both the citizens and the City Administration. Citizens are provided with electronic services for the following “life episodes”:

· Children from 0 to 2

· Children from 2 to 6

· Education and training

· Marriage

· Finding a flat / moving

· Family-specific situations

· Women-specific situations

· Elections and direct democracy

· Public and private transport

· Business and industry

· Health Care and disabled people
· Senior citizens

· Leisure time and sports

· Specific projects:

o Call Centre

o One-Stop-Shop

o Land acquisition by foreigners

o Land development planning

o Building permits

o Citizens‘ involvement and activation

Call Center

Citizens have different forms of access to front office facilities of the Vienna City Administration: appointments, phone calls, letters, fax messages, emails, the Internet and WAP. A call centre will be set up for queries via phone and email. Since this call centre is especially important it constitutes a separate project in the framework of the eGovernment umbrella project to provide continuous co-ordination and harmonisation of joint back office facilities.

Summary

A project like eVienna is necessarily a multi-layered affair which needs several layers of promotion: a high level promotor at a political level and another one on the administrative level; the concrete project development should be carried out as an umbrella project under a general project promotor. The responsibility for the single projects (“life episode”) should rest with departmental promotors who have their share on that part of project where they are experts in.

By conducting the umbrella project in such a way the realization may start on a broad range, develop even in different speed and grow according to the specific task. The most important point is to put the strongest emphasis on the complete customer view, i.e. to focus on the entire process seen with “external” eyes.

Indispensable backbones are a Call Center as a general overall support as well as knowledge management, leading to a functioning knowledge database, which is in itself a backbone for all Call Center activities.
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