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Summary of Analysis and Recommendations

	Category
	Situation/Analysis
	Recommendations

	Overall Environment
	· EIU E-readiness rakings 62nd place/ UN E-Government Readiness rankings 65th place - Rankings below EU8

· Low telecom infrastructure level  (some improving quickly) is a constraint for e-government services 
	· Continued effort to improve information infrastructure

· Be mindful of the limitations posed by the existing environment - a careful approach should be taken to determine the sequence of e-service provision. 

	Prog. Design
	
	

	
	Objectives
	· Program objectives not shared by key players
	· Reach a consensus on a common vision of the e-government program

	
	Indicators
	· Some current output indicators are clear/measurable indicators, but some others are too vague 
	· Set clearer monitoring indicators
· Conduct a survey to understand the citizen/business needs

	
	Program logframe
	· Different levels of objectives (outcome and outputs) are not organized well

· Examples from WB toolkit, US, Canada -hierarchy of objectives which show causal linkages to help: (i) align the activities with intended outcomes; (ii) check technical and financial feasibility; and (iii) conduct risk assessment.
	· Construct a logical framework which shows causal linkages between outcomes, outputs, and inputs

· Use the examples being implemented in leading countries

· Start small to make it manageable 

	Governance/ Institution
	· Large role expected to be played by AIC including overall policy, planning, and implementation

· Examples of Denmark, Canada, and Korea suggest the need for:

· Policy making body with authority directly from the highest level of government

· Involvement of offices with cross sectoral public administration, resource allocation, and technology

· Effective control and leadership over the activities of implementing agencies lacking – CIO Network
	· Assign responsibility for overseeing the program to high level person (e.g. Dep. PM, Chair of Informatization Commission) and strengthen the role of Informatization Commission e.g. vision setting, enforcing compliance to standards with support from AIC/MoEBP.
· Increase MoEBP’s role in ensuring consistency/coherency of the activities through its mandate in budget 

· Stronger coordination bet. MoEBP and AIC in integration of e-gov in public administration reform agenda.

· AIC to be strengthened to function as core office for e-gov program management, monitoring, planning, and IT policies
· Develop incentives for implementing agencies to operate within the overall program framework

· Build the network of trained officials in implementing agencies - CIO network 

	Other Operational Issues
	· Important to have strong tech. support system and IT project management capacity

· Staff training needed to ensure provision of customer oriented services

· PPP offers opportunities for Kazakhstan in increasing effectiveness, and reducing the initial investment costs. 
	· Strengthen tech. support system / IT project management skills
· Train government staff to use ICT for client oriented services effectively
· Develop PPP arrangements and enabling environment carefully – care needed in such areas as business model, legal/policy framework, partner selection, and performance monitoring


Executive Summary

I.
Background

This report was prepared as part of the Joint Economic Research Program (JERP). The report focuses on those aspects relevant to the operation of Kazakhstan’s e-government program, including the overall environment in particular the status of telecommunication infrastructure, program design, monitoring and evaluation framework, and the institutional set-up. This report discusses the key aspects of Kazakhstan’s e-government program, as identified during meetings held between the World Bank task team and its counterparts in the Government, as well as a review of the following three main documents of Kazakhstan’s e-government program: 

· Kazakhstan Electronic Government Concept (Draft, English version – 2004); 

· E-Government Development Programme, 2005-2007 (English version - 2004); and
· Action Plan for Implementation of the National E-Government Program for 2005 - 2007 (English version)

II.
Overall Environment

Current Situation: The e-readiness rankings published by the Economist Intelligence Unit (EIU) measures e-business environment of 65 countries based on scores for such relevant areas as connectivity, rate of ICT adoption by businesses/consumers etc. Kazakhstan is ranked 62nd in the latest rankings - far below EU8 countries
, and below Russia and Ukraine. The present state of e-readiness in Kazakhstan is considered to be very close to the lowest ranking score in most of the categories.

According to another benchmarking exercise, the Global E-Government Readiness Report 2005 (United Nations), Kazakhstan is continuously showing strong progress in improving the overall environment. The ranking for Kazakhstan in 2005 is four ranks higher than that achieved in 2004, which itself was 14 ranks higher than the year before. 

Despite the rapid improvement in rankings and the fact that Kazakhstan receives very high scores on the Human Capital Index, (the level equivalent to Italy and exceeding those of Singapore, Chile, Luxembourg, Czech Republic, among others), Kazakhstan is ranked 65th out of 175 countries in terms of overall e-government readiness
. The EU8 countries are clustered between 19th and 40th place, and the top five countries – United States, Denmark, Sweden, United Kingdom, and Republic of Korea - have been scoring consistently high across the board for years. 

Analysis: The major reason why Kazakhstan lags behind EU8 and other leading countries is because of its weak telecommunications score. The data shows that availability of telephones in the country in absolute terms is quite low. The effective teledensity of the country is 17.91
, which is lower than the average levels of lower middle income countries
. In terms of Internet usage, the number of Internet users in 2004 is estimated to be about 400,000 according to ITU data
. This translates to 2.60 per 100 inhabitants, which is far below the average for lower middle income countries. The number of Internet hosts per 10,000 inhabitants is only 14.69, while Russia is 59.24 and Ukraine is 27.03. 

There are a number of positive signs, however. Between 1999 and 2004, the main telephone lines per 100 inhabitants increased at a compound annual growth rate (CAGR) of 8.5%. CAGR of mobile cellular subscribers recorded a surprising 123.5% during the same period. 

Recommendations: For the e-government program to generate sufficient public value, the report recommends that i) the Government should continue its effort to improve the level of information infrastructure; and ii) it is important that the Government factors in the status of the existing environment, in particular the level of information infrastructure, to ensure projects are based on realistic assumptions.
III.
Program Design 
A.
Program Objectives and Sequencing

Current Situation:  The e-government program documents prepared by the Government indicate that the program aims to both improve the quality and effectiveness of public services, and access to them. However, the World Bank encountered different interpretations of the objectives of the e-government program including more emphasis on efforts aimed at anti-corruption or de-bureaucratization; and viewing e-government as part of catalyzing the development of a domestic IT industry as a pillar for economic growth. 

Analysis: An e-government program is often multi-dimensional, so it is not rare to see a number of different interpretations and expectations to co-exist. However, a consensus has to be arrived at, in a way consistent with or identical to the higher level government reform objectives. The potential problem of Kazakhstan’s e-government program is the observed lack of a consensus among relevant players with regard to the set of objectives the program is expected to achieve.

Recommendations: The Government should ensure that: i) all key stakeholders agree upon the vision, objectives and priorities of the e-government program; ii) linkage with government wide effort for public administration reform should be established; and iii) process reviews to enable re-engineering are conducted as early as possible. 
B.
Monitoring Indicators

Current Situation: Kazakhstan’s E-Government Program presents the action plan and a set of output indicators. The Action Plan for e-government lays out the milestones for implementation, projected outcomes and output indicators. Some of the goals identified in the document are fairly specific and measurable; and they can provide guidance for project management. However, the plan also includes many indicators that are described in a rather vague manner (Annex 1). 

Analysis:  Regardless of what the strategic goals may be, a program of this size would need clear monitoring and evaluation indicators to ensure that the design and progress of individual activities are aligned with the higher-level program objectives. 

Recommendations: The Government should define clearer monitoring indicators. The Government should also construct a monitoring and evaluation framework based on a hierarchy of objectives, namely policy goals, strategic priorities, key initiatives, and actions. Surveys of citizen needs, published toolkits can help the Government define the indicators. 
C.
Program Logframe
Current Situation: Kazakhstan’s E-Government Program presents the action plan and a set of output indicators, but it is not clear whether the planned activities are sufficiently aligned with higher level goals (outcomes); how these activities contribute to achieving these goals; and what sort of resource inputs are required for their implementation. 

Analysis: The exercise to develop a logical framework will help the Government clarify the linkage of causality between the higher level goals, outputs, and activities. This is a daunting task even for the most developed countries. The Government could start by encouraging pilot activities that take such a horizontal approach.
Recommendations: Kazakhstan’s e-government program can be strengthened by developing a logical framework which clarifies the causal linkages of different levels of program objectives. The Government should start this effort from a confined and focused area. It is strongly advised to start small to make it easier to take control of and learn from the processes which take place.
IV.
Governance/Institutional Framework

Current Situation: Kazakhstan’s e-government program receives strong support from the President’s office, which is an encouraging sign. The institutional framework to execute the program places a lot of responsibility for policy making, coordination, program and project management, monitoring and evaluation on the Agency for Informatization and Communication (AIC). AIC has been provided with a notional mandate to coordinate and lead the effort - it is struggling with the shortage of professional staff, ad hoc technical support requests from the line ministries, and unclear sharing of responsibilities among involved parties. The challenge for the Government is to ensure that the activities under the program help achieve the overall strategic goals of the e-government program, in other words, to strike the right balance between centralized and decentralized aspects of e-government program implementation.

Analysis: A review of examples of governance structures in Denmark, Canada, and Korea suggests that: i) collaboration between the agencies which have authority over fund allocation, public administration processes, and information technology policies, facilitates the approach to cover the broad agenda involved in e-government; and ii) there is a need for a policy making and vision setting body, which has cross-agency influence. 

Some countries create the position of a National CIO (Chief Information Officer), heading the network of CIOs in line ministries, local governments, and other involved offices in various layers of the government. They are expected to play leading roles in the respective layers and serve as a channel to facilitate the coordination between central and implementing agencies. The system has performed successfully in a number of countries and has offered an effective way for the central agency to direct and monitor the performance of the implementing agencies as well as to ensure knowledge sharing across government agencies. In order to ensure success, however, appropriate authority to oversee the cross-sectoral activities of the government should be given.

Recommendations:  The following steps could help address this challenge. 

Overall E-Government Policy Making/Leadership/Vision Setting: To ensure stronger and more sustainable leadership at the highest level and improve accountability of the program, it would be advisable to assign overall responsibility for overseeing the e-government program as part of broader government reform portfolio to one of the Deputy Prime Ministers or the chair of the Informatization Commission. One of Prime Minister’s and President’s Advisors may be assigned to focus on e-government among other areas. 

The Informatization Commission may be strengthened in such areas as articulating the vision, coordinating cross-sectoral issues, enforcing compliance of line ministries with interoperability standards, ensuring process reviews are conducted, and monitoring the program status on behalf of the government. Creation of a smaller group composed of key agencies may be considered, if the current membership is too large to make decisions in a timely manner. AIC should provide technical and administrative support as the secretariat of this Commission. 

Fund Allocation: MoEBP, which has the mandate and capacity to link the government’s objectives with public resource allocation, can strengthen the link between e-government and administrative reforms as well as with the overall reform agenda. AIC and NIT may be able to provide support in this process through augmenting necessary domain knowledge. 

Public Administration Process Reform: MoEBP is taking a lead in the process reform related to the effort to delegate more authority to local governments. Coordination between the relevant section in MoEBP and AIC has to be established for e-government activities to be compatible with public administration reform agenda. A senior official of MoEBP may be assigned to be responsible for MoEBP’s role in the e-government program in coordination with AIC, NIT, and the Informatization Commission.
Information Technology Policy/Program Management: AIC should continue to formulate/ execute overall policies to utilize information technology in government services and other information technology related policies e.g. standards, connectivity, promotion of information society initiatives. In addition, AIC has responsibility for program management and coordination. AIC should further strengthen its capacity to function as the core agency to ensure coordination; and monitor the e-government program. NIT will continue to support the program as the main source of technical skills and knowledge to be utilized in such areas as suggesting technical standards, architecture, and protocol; providing technical assistance to line ministries, and ensuring the technical level of the activities are up to the minimum standard required. 

Consistency between Center and Implementing Agencies: The Government should also consider how to provide incentives for the line ministries to become more proactive in innovating and implementing the projects under the e-government program, while maintaining consistency with the overall framework.  The network of trained and motivated officials in implementing agencies should be built and coordinated by the key coordinating agency at the center to: i) maintain consistency between the policies set by the central agencies and the implementing agencies; and ii) provide incentives for the line ministries to become more proactive in innovating and implementing the projects to appropriately reflect their knowledge of sectoral needs and ground realities. They can be called CIOs or other titles, but they should be given adequate authority and responsibilities 

V.
Other Operational Items
Technology support system/IT Project management: Although a certain level of support can be obtained by receiving services from the private sector, fairly strong in-house capacity is important in identifying and addressing technology related issues and risks, and managing relations with service vendors. IT project management capacity will also be important to ensure effective project management. This challenge will become more urgent further down the road, but it would be prudent for the Government to take this aspect into account. This capacity can be developed around the CIO network described.

Technical Design: The Government has demonstrated substantive efforts in thinking through key technical issues such as infrastructure requirements, database systems and technology architectures, and knowledge management in the public sector. It has also carried out an assessment of the current status and architectural view of the components of the e-government program, correctly pointing out the need for a policy and standards framework. However, the figures included in the Concept Note of the E-Government program on databases and data exchange, seem to mix entities (registers, database) with procedures (monitoring, reports, etc). Confusing resources and business process logic will have negative implications for the information system building. 

Service oriented government services: E-services provision requires a refocusing of the whole government machinery on the interests and needs of citizens and businesses as service beneficiaries. This paradigm shift requires a great deal of change in the mindsets of government officials. A comprehensive training program and other measures will be necessary to prepare the government officials for a new way of providing public services.

Public-Private Partnership (PPP): There was some level of interest shown in learning how other countries are engaging the private sector in providing public services, especially in the context of e-government. International experience shows that public-private partnerships (PPP) can have a positive impact on the efficiency of service provision and project management. A range of options exist for PPP in e-government activities, with innovative new schemes continually introduced. A number of governments have attempted PPP with varying degrees of success. PPP is an attractive path for any government interested in avoiding the substantial initial investment costs, while leveraging the efficient business practices of the private sector. It can also be utilized to effectively transfer some risks from the public sector to the private partners. In planning for PPP, the Government should be mindful about the following areas. 
· Crafting an arrangement which can produce high value for the Government, and be agreeable to both public and private parties 

· Put in place the policy and legal framework supportive of PPP. 

· Identify the responsibilities and tasks which can be delegated to the private sector and develop effective mechanisms to monitor the performance of the private sector partners. 

· Select appropriate private partners and carefully design the business model of PPP 

VI.
Conclusions 

Key conclusions are listed below.

· Kazakhstan still has a great distance to travel to create an enabling environment for e-government and the international experience could provide useful guidance for the Government. 

· It is critical to clarify: i) a common vision of e-government program; ii) indicators to measure performance; and iii) a framework which demonstrates causal linkages between outcomes, outputs, and inputs. 

· For the program governance structure, effective collaboration between agencies with authority over fund allocation, public administration process, and information technology policies facilitates the approach to cover the broad agenda involved in e-government. 

· Experience also indicates a need for a policy making and vision setting body, which has cross-agency influence. 

· To ensure that the activities under the e-government program help achieve its overall strategic goals, the Government should: i) strengthen the leadership role of the Informatization Commission; ii) increase MoEBP’s participation in ensuring consistency and coherency of the e-government activities; iii) strengthen the capacity of AIC; and iv) build a network of trained and motivated officials in implementing agencies.

Separate guidance notes were prepared for prioritization of e-services and digital inclusion. However, the following topics were not covered in detail in this report. These areas may be considered as topics for future JERP. These areas include:

· Detail discussion on the linkages with public administration reform. 

· Human resource development

· The business model(s) for e-government projects 

Full Report

Chapter I. Introduction

I.1. Background

The Republic of Kazakhstan has commissioned the E-Government Development Program, 2005-2007, for the twin objectives of providing fast and quality access to public services and of improving public agencies’ effectiveness through the widespread use of information and communications technology (ICT). Kazakhstan has made substantial progress in introducing ICT in the public sector, as reflected in the UN Global E-Government Readiness Report (2004), which praises Kazakhstan’s efforts in formulating an e-government strategy and providing government services online
. The recently released 2005 report makes positive note of the progressive improvement in its online presence.

Kazakhstan’s accomplishments in fostering e-government include: 

· Recognition of e-government as a priority at the highest political level and the elaboration of an e-government strategy;

· Establishment of the Agency for Informatization and Communications (AIC) as an independent regulatory authority empowered to implement state ICT policy.

· Creation of government agency Web sites (32 out of 42 government agencies have their own Web sites), some of which offer interactive services
;

· Development of a number of corporate networks and databases (e.g. integrated taxation, customs, pension information systems) by individual government agencies; and

· Enacting important legislations, such as the laws on e-documents and e-signatures.
The Government of Kazakhstan (the Government), in an effort to maintain the momentum of its progress, has commissioned a Joint Economic Research Program (JERP) in agreement with the World Bank. Under the overall framework of the JERP, this report will identify key issues for Kazakhstan in implementing its e-government program, in light of international good practices. Separate guidance notes will also be produced on two specific aspects of the program, i) prioritization of e-services; and ii) digital inclusion, to complement this report.

I.2. Structure of the Report

This report discusses the key aspects of Kazakhstan’s e-government program, as identified during meetings held between the World Bank task team and its counterparts in the Government; as well as a review of the following three main documents of Kazakhstan’s e-government program: 

· Kazakhstan Electronic Government Concept (Draft, English version – 2004); 

· E-Government Development Programme, 2005-2007 (English version - 2004); and

· Action Plan for Implementation of the National E-Government Program for 2005 - 2007 (English version)

The report aims to provide recommendations, derived from lessons learned from past e-government programs in both developed and developing countries
, for effective implementation of e-government in Kazakhstan. Although the country context is quite different in each case, the existing studies on e-government programs have provided useful lessons learned for many e-government planners. This report draws from the wealth of knowledge accumulated in past researches on e-government as appropriate for different challenges the Government is facing. 
Chapter II attempts to benchmark the overall environment for e-government in Kazakhstan against a number of readiness indexes. Chapter III discusses the lessons learned in program management, particularly in terms of clarifying strategic objectives and outcome targets, as well as a monitoring framework. The institutional set-up for cross-sectoral program coordination based on experiences in other countries is the key issue for analysis in Chapter IV. Chapter V examines the implications of other issues that could arise as the implementation of Kazakhstan’s e-government program advances. The final chapter concludes the report by summarizing the key messages. 

Chapter II. Overall Environment for E-Government – Information Infrastructure
II.1. Current Situation - Overall Benchmarking 

The Economist Intelligence Unit (EIU) annually publishes the e-readiness rankings of countries across the regions. The latest issue, “The 2005 e-readiness rankings” presents the rankings for 65 countries. It measures a country’s e-business environment through a weighted index comprising about 100 quantitative and qualitative criteria. In the latest rankings, Kazakhstan is ranked 62 out of 65 countries - far below EU8 countries, and below Russia and Ukraine. Only three countries, Algeria, Pakistan, and Azerbaijan, were ranked below Kazakhstan. Table 1 shows the overall benchmarking of Kazakhstan’s e-readiness, as well as its ranking in specific categories. As apparent from the table, the present state of e-readiness in Kazakhstan is considered to be very close to the lowest ranking score in most of the categories. 

Table 1: EIU E-Readiness Rankings 2005

	Categories
	Weight
	Kazakhstan
	Highest Score/Country
	Lowest Score/Country

	Overall score
	
	2.97
	8.74 (Denmark)
	2.72 (Azerbaijan)

	Connectivity
	0.25
	1.70
	8.25 (Switzerland)
	1.00 (Nigeria)

	Business Environment
	0.20
	5.37
	8.58 (Denmark)
	4.61 (Iran)

	Consumer and business adoption
	0.20
	1.70
	9.80 (US and UK)
	1.60 (Azerbaijan)

	Legal and policy environment
	0.15
	2.83
	9.16 (Hong Kong)
	2.34 (Azerbaijan)

	Social and cultural environment
	0.15
	3.60
	9.60 (Denmark/Sweden)
	2.80 (Indonesia/Azerbaijan)

	Supporting e-services
	0.05
	3.25
	10.00 (US)
	2.50 (Algeria)


[Source: The 2005 e-readiness rankings – A white paper from the Economist Intelligence Unit]

According to the Global E-Government Readiness Report 2005 (United Nations), Kazakhstan is continuously showing strong progress in improving the overall environment. The report ranks 179 countries on their readiness for e-government services based on the composite of Web Measure
, Telecom infrastructure
, and Human Capital indices
. The ranking for Kazakhstan in 2005 is 4 ranks higher than that achieved in 2004, which itself was 14 ranks higher than the year before. The report particularly commends the improvement made in the national site and the president office’s site
. 

Despite this rapid improvement and the fact that Kazakhstan receives very high scores on the Human Capital Index, (the level equivalent to Italy and exceeding those of Singapore, Chile, Luxembourg, Czech Republic, among others), Kazakhstan is ranked 65th in terms of overall e-government readiness
. The EU8 countries are clustered between 19th and 40th place, led by Estonia and followed by Slovenia (26th), Hungary (27th), Czech Republic (29th), Latvia (32nd), Slovakia (36th) and Poland (38th). The lowest ranking EU8 country, at 40th place, is Lithuania. The top five countries – United States, Denmark, Sweden, United Kingdom, and Republic of Korea, have been scoring consistently high across the board for years. They are also considered to be among the leading countries in the area of e-government. 

II.2. Analysis: Low Readiness Index and Information Infrastructure 
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The major reason that Kazakhstan lags behind EU8 and other leading countries in e-government readiness, is because of its weak telecommunications score. Figure 1 clearly illustrates this point, by comparing Kazakhstan’s scores for Web, Telecom, and Human Capital measures against simple averages of the top five and EU8 countries. 
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The key challenge for Kazakhstan in improving telecommunications penetration is its small population size, spread over a vast territory. Therefore, simple comparisons with more densely populated countries would not be completely reasonable. 

Nevertheless, a comparison of effective teledensity [Figure 2] and the number of Internet hosts per 10,000 inhabitants [Figure 3] is presented to show where Kazakhstan is vis-à-vis EU8 and some CIS countries. 

The data shows that availability of telephones in the country in absolute terms is quite low. The effective teledensity of the country is 17.91
, which is lower than the average levels of lower middle income countries
. In terms of the usage of the Internet, the number of Internet users in 2004 is estimated to be about 400,000 according to ITU data
. This translates to 2.60 per 100 inhabitants, which is less than the average for lower middle income countries (7.53) and slightly more than low income countries average (2.39). The number of Internet hosts per 10,000 inhabitants is only 14.69, while Russia is 59.24 and Ukraine is 27.03. 
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There are a number of positive signs, however. Some of Kazakhstan’s tele-communications indicators are improving very fast. Between 1999 and 2004, the main telephone lines per 100 inhabitants increased at a compound annual growth rate (CAGR) of 8.5%. CAGR of mobile cellular subscribers recorded a surprising 123.5% during the same period. Mobile subscribers now account for 52.5% of the total telephone subscribers. 

Kazakhstan’s weakness in this area is a worrying sign, considering the fact that information infrastructure is a key factor in determining the scope of an e-government program. While some successful e-government projects in developing countries show that a carefully designed e-government project can serve as an effective tool in building a more efficient government, weak infrastructure levels limit the coverage, usability, and effectiveness of services. For example, online services, particularly transaction based, require bandwidth which is not yet widely available in Kazakhstan. Based on the current telecommunications landscape in Kazakhstan, it does not make too much sense to expect an online service scheme - designed to benefit people with access to broadband service from home - to have a large impact.

The information infrastructure also has implications for e-service prioritization and digital inclusion, two topics of interest for the JERP exercise. The specific implications on these areas are further discussed in the respective guidance notes. The guidance note on digital inclusion will also touch upon means used in low teledensity environment such as common service centers. 
II.3. Recommendations

The key messages derived from the benchmarking exercise include the following:

· The Government should continue its effort to improve the quality of information infrastructure (more discussion in digital inclusion guidance note) as its highest priority to establish a foundation for information society. Information infrastructure is also a necessary precondition to expanding the benefits of e-government to a wider segment of the population.
· In its effort to implement the e-government initiatives in the short-term, it is important that the Government factors in the status of the existing environment, in particular the level of information infrastructure. The Government has to be mindful of the limitations of the existing environment. 
· A careful approach should be taken to determine the sequence of e-service provision - the level of information infrastructure should be one of the key risk assessment criteria in the e-service prioritization process. 

The next section discusses the program design and monitoring of future e-government activities with a view towards maximizing their value, informed by examples from a number of countries.

Chapter III. Program Design

III.1. Kazakhstan’s E-Government Program Objectives and Sequencing

III.1.1. Current Situation

The e-government program documents prepared by the Government indicate that the program aims to improve the quality and effectiveness of public services, and to enhance the access to such services. During interactions with the Government counterparts, the World Bank team encountered a variety of interpretations of the objectives of the e-government program. A number of messages delivered by the President seem to put emphasis on efforts aimed at anti-corruption or de-bureaucratization. The World Bank team also came across an interpretation which views e-government as part of a larger effort of developing new technologies, thereby catalyzing the development of a domestic IT industry as a pillar for economic growth. 

Kazakhstan’s e-government program incorporates a three-stage approach.

· 1st stage: creation of the basic components of e-government infrastructure, such as the government portal, a “payment gateway” providing a linkage with the banking system, national identification system, government-wide ICT network backbone infrastructure, creation of cross-agency information systems, provision of mainly informational and transactional e-government services, promoting Internet use among the citizens and bridging the digital divide.

· 2nd stage: expansion of the scope and depth of e-government services (predominantly of transactional nature) and comprehensive ICT-enabled re-engineering of government administrative procedures.

· 3rd stage: ICT-based transformation of government agencies’ operations, building a fully-fledged information society, provision of e-health, e-education, e-culture, e-democracy and other services.

The current State E-Government Program scheduled for implementation in 2005-2007 is primarily covering the first stage. Once this Program is completed, a follow-up program addressing the next stages of e-government will be elaborated.
III.1.2. Analysis

Consensus Building: An e-government program is often multi-dimensional, so it is not rare to see a number of different interpretations and expectations to co-exist. However, a consensus has to be arrived at, in a way consistent with or identical to the higher-level government reform objectives, because e-government is not an objective by itself - simply a tool to enable reforms. The potential problem of Kazakhstan’s e-government program is the observed lack of such a consensus among relevant players, with regard to the set of program objectives and priorities. The multiplicity of objectives also has operational implications. If there are uncertainties in the program objectives, it is not possible to develop credible mechanisms to monitor and evaluate progress made towards their achievement. 

Government wide effort to improve Public Administration: In order to achieve improvement in public service quality, effectiveness, and access, it is typically the case that government wide effort to reform public administration is required e.g. changes in process and procedures; enhancement in information sharing between different government bodies; and reallocation of human resources. Introduction of new IT systems alone is likely to be inadequate to realize such changes. Rather, IT systems should be designed to assist and enhance the reform efforts, but not to drive the process. However, the current e-government program does not indicate clear linkage with such an effort. 
Process Review:  The Government has demonstrated its intention to take a systematic, long-term approach towards e-government by implementing the Program in phases. Laying out an overall direction and taking gradual steps are generally good practices to follow. In terms of sequencing, it should be noted that the major effort for “comprehensive ICT-enabled re-engineering of government administrative procedures” should be conducted prior to or in parallel with the implementation of a number of cross-cutting activities e.g. the national identification system and cross-agency information systems. Unless careful process review and re-engineering are conducted at an early stage, the Government is likely to end up with automating arcane manual processes. 
III.1.3. Recommendations

· The Government should ensure that all key stakeholders agree upon the vision, objectives, and priorities of the e-government program. The role of coordinating agency – Agency for Informatization and Communication (AIC) will be critical in this effort. As discussed in Chapter IV of this report, AIC should work in collaboration with the Ministry of Economy and Budget Planning (MoEBP) and other key players with cross-ministerial responsibilities in forming a consensus. 
· A linkage with government wide effort for public administration reform should be established to enable a process reform using ICT. Again, the discussion in Chapter IV regarding participation by MoEBP, which has responsibility over public administration reform, is relevant in determining how to structure a mechanism to establish this linkage. 
· Process reviews to enable re-engineering should be conducted as early as possible. These activities should be implemented during the first phase of the program.

Once consensus is reached on what the e-government program should help achieve, the objectives should be translated into several key, measurable indicators. The next section discusses the objectives and monitoring indicators. 

III.2. Monitoring Indicators

III.2.1. Current Situation

Kazakhstan’s E-Government Program presents the action plan and a set of output indicators. The action plan specifies the deliverables, responsible ministries/agencies, and the timeline for implementation of 73 activities under eight program components. The program components include the followings (Note: Wording was directly taken from Action Plan for Implementation of the National E-Government Program for 2005 – 2007/English version): 
1. Improvement of legal and methodological support

2. Providing access to E-Government services, organizing works on elimination of informational inequality and increasing the level of education in the area of ICT

3. Establishing and developing government e-services

4. Establishing base components of the E-Government infrastructure

5. Establishing and developing inter-ministerial and sample ministerial information systems

6. Creating information resources and systems of local executive organs

7. Ensuring information protection of the infrastructure of E-Government

8. Enlisting public support of the program

The expected costs and the sources of funds (either Republican central budget or local government budget) are also indicated here. 

Some of the goals identified in the document are fairly specific and measurable; hence they can provide effective guidance for project management. However, the plan also includes many indicators that are described in a rather vague manner. For example, one of the targets, “optimizing public agency activities” can be clarified further. Unless all the goals are better defined, the indicators do not serve as useful tools. Moreover, although Kazakhstan’s e-government program is expected to enable fast and quality access to public services for citizens and businesses, the indicators defined in Kazakhstan’s program do not include explicit sets of indicators to improve the speed of service.

III.2.2. Analysis

a.
Indicators

Regardless of the strategic goals determined in the process discussed in the previous section, a program of this size would need well-defined monitoring and evaluation indicators to ensure that the design and progress of individual activities are aligned with the overall program objectives. The Government has to define the indicators to monitor the progress of the program. The indicators have to be clear, measurable, and simple. In Annex 1, the comments for most of the pre-defined indicators and some suggestions to clarify the goals are provided.

There are different ways of measuring the quality of services, but the speed of services should definitely be a factor. An example of such an indicator could be the number of days/hours to complete certain services. Doing Business 2005 report presents a good set of possible indicators for the Government, although they are restricted to the services for businesses. The table below illustrates the speed of services of the Government of Kazakhstan compared with EU8 (average), Korea, Singapore, and the United States. 
It shows that Kazakhstan is actually doing better in many areas compared to EU8, but it also shows that there is more distance to go to catch up with such leading countries as Korea, Singapore, and USA
. The introduction of information and communications technologies and process reengineering under the e-government program could close this gap. Defining quantitative indicators along this line would be a useful means to monitor progress in terms of the speed of service provision. 

Table 2: Speed of Government Services

	
	Starting a Business

(days)
	Dealing with Licenses

(days)
	Registering Property

(days)
	Paying Taxes

(hours)

	Kazakhstan
	24
	258
	52
	156

	EU8 average
	34
	211
	116
	326

	Korea
	22
	60
	11
	290

	Singapore
	6
	129
	9
	30

	USA
	5
	70
	12
	325


[Source: DoingBusiness 2005]

The accessibility of public services is another element constituting the quality of services. The accessibility of public services can be translated into a number of measurable indicators such as the number of places where citizens can complete transactions, the distance to these government offices, or the number of services offered online.

Accessibility also has more qualitative characteristics. The levels of satisfaction citizens have with the experience of interaction with government officials, and the perception of how easy it is for them to approach government offices to receive services are some examples. These indicators help in targeting which services to improve. If the Government is going to make investments in E-Government activities, it should target the areas where such investments can make a difference.

An assessment of Kazakhstan’s governance and service delivery published by the World Bank (2002)
 provides some options in terms of how the Government can measure these indicators based on surveys. In this report, households and enterprises were surveyed to assess the perception of the accessibility of various kinds of public services, entities providing public services, and the entities involved in policy-making and legislation. Both groups were asked to evaluate specific public services and entities by indicating whether they were practically accessible for their families or firms. There were queries to indicate how easy it was for them to provide comments, file complaints, or ask questions to various types of public bodies.

The results show that the enterprise group gave high marks for the post office, utilities (e.g. electricity, water, telephone service, etc.), and private and quasi-private services (e.g. notaries/banking) for overall access. Generally, services provided to enterprises received higher marks relative to evaluations by households. About 25% of households surveyed reported that airlines, social protection services and the courts were accessible to their families. Both enterprises and families gave controlling authorities and broad institutions of the state lower ratings. Only one in five firms said that they had no difficulty providing comments or getting answers from Government, Parliament, or the Presidential Administration. Less than one in twenty households indicated that they were able to provide feedback and obtain answers from the central level bodies (ministries, Parliament, etc.). 

The study also surveyed the perception of the overall quality of services and the level of satisfaction. Notaries, banking services, and private accounting and auditing services received the highest ratings from enterprises. Fewer than half of the enterprises reported being satisfied with their experiences with customs, courts, police, traffic police, Rayon or Aul level revision and inspection commissions. Households indicated that they were generally satisfied with most of their interactions with state bodies. The interactions that recorded the lowest satisfaction levels were with social benefits, unemployment benefits, and job search through the labor exchange or directly through the state. 

While the data may already be outdated since this survey was conducted in the winter and spring of 2001, the survey suggests the general areas where the Government can work on to improve the quality of public services through e-government. For example, the results of the survey indicated that households were not satisfied with their interactions with public officials. To improve this perception, ICT can be utilized for the reduction in the time that citizens and businesses have to spend to complete transactions with public bodies can be set as one of the performance indicators. If the transactions can be completed online, citizens do not have to take the time to visit and wait at a public office, as long as they have an Internet connection. Even if there is a need for a human intermediary to complete the transaction, single window or common service centers where citizens and businesses can receive multiple services at one location can reduce the time spent. The e-Seva project implemented by the state government of Andhra Pradesh in India has succeeded in quickly gaining popularity among citizens by offering service centers where multiple departments are providing services using the Internet (More on e-Seva in Annex 2). 
The avenues for improvement in the broad area of governance extend beyond online means - there are structural challenges in the legal, political, and social spheres. Nevertheless, ICT could be introduced to change the prevailing dynamics by enhancing transparency and providing audit trails, among others. The OPEN system introduced by the Seoul Municipal government in Korea is a good example of an initiative that changed citizens’ experiences in dealing with government officials by using ICT (A case study of the OPEN system is in Annex 3). 

Accuracy and timing of information is another area the Government can target as part of its effort to improve the quality of public services. Using the informational website with a reasonable content management strategy, the Government can effectively address public needs for government information e.g. change in laws, regulations, decrees, etc. in a timely fashion. Timely updates reflecting the change of government decrees and policies would improve the perception of government transparency. Moreover, it reduces the opportunity for information asymmetry between government officials and citizens, which is often capitalized on for rent-seeking behavior. These indicators should be used for measuring the effect of the proposed Portal project.

b.
Toolkits

A toolkit published by the World Bank – E-Strategies Monitoring and Evaluation Toolkit
 can provide a useful tool for the Government in developing monitoring and evaluation framework. It also presents the monitoring framework, and sample indicators. The key messages of this toolkit are the following.

· E-strategy implementers can construct a framework with a hierarchy of objectives, namely policy goals, strategic priorities, key initiatives, and actions, the progresses of which are monitored using measurable indicators (see the diagram below)

· Monitoring and evaluation is not an ‘ex-post facto’ component of an e-strategy, but a vital part of its design and implementation. It will help Government plan the e-government projects with clear linkages with overall strategic objectives and at the same time make it realistic from the given conditions

· All these objectives have be founded upon realistic analyses of available resources, assumptions, and risks

Figure 4. A LogFrame of M&E
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[Source: E-Strategies Monitoring and Evaluation Toolkit, January 2005, The World Bank]

These key messages are consistent with the techniques being used in some leading countries. For example, a comprehensive approach is being taken by the U.S. federal government through the Performance Reference Model (PRM) to help agencies achieve improvements in IT performance and meet the requirements demanded by oversight organizations (e.g. Senate Committee, General Accounting Office, etc.) and laws (E-Government Act of 2002, Clinger-Cohen Act of 1996, etc.). In Canada, the performance measurement is conducted by a combination of self-assessment data from departments and agencies and citizen/client feedback using the logical framework of the program as the reference framework. They are both built upon a hierarchical structure of objectives (more in the next section on Program Logframe) and used both for planning and performance measurement purposes. Annex 4 and 5 include more detail information on US and Canadian approaches. 

III.2.3. Recommendations

Based on the analysis of the current situation, this report recommends the following measures to be implemented.

· The Government has to define the indicators to monitor the progress of the program. The indicators have to be clear, measurable, and simple. In Annex 1, the comments for most of the pre-defined indicators and some suggestions to clarify the goals are provided. 

· The Government should construct a monitoring and evaluation framework with a hierarchy of objectives, namely policy goals, strategic priorities, key initiatives, and actions, the progresses of which are monitored using measurable indicators. An illustration of such indicators is given in Figure 5 below. More ideas for measurable indicators can be found at Doing Business Report and M&E Toolkit. 
· To identify the target areas, and to define the set of measurable indicators, the Government should conduct a similar, but periodic survey to capture the changes in general perceptions about public services. 

Figure 5: Illustrative Indicators of an E-Government Project
	Examples of Strategic Outcome
	Examples of Indicators (Effect/Quality)

	· Economic growth/Poverty reduction

· Governance
	· Economic growth rate/Poverty indicators

· Governance indicators

	Examples of Outcome
	

	· Increase administrative efficiency (service delivery, resource management)

· Increase transparency and accountability of government

· Improved the quality of public service 

· Improve service accessibility
	· Financial/time saving in government activities

· Citizen satisfaction

· Response time/delivery time

· Citizen saving (time/cash)



	Examples of Output
	

	· New ICT systems with reengineered process

· Increase service coverage
· Reduce cycle time

· Protect security and privacy
	· Response time/ delivery time 

· No. of transactions/users

· Variety of available services

· Number of errors

· Amount of information available to public

· Privacy and security protection


III.3. Program Logframe
III.3.1. Current Situation

The multiplicity of program objectives and relatively vague definition of output indicators in Kazakhstan’s e-government program shown above contribute to ambiguous causal linkages between these two levels of objectives. 

III.3.2. Analysis

Logical framework will help clarify the linkage of causality between the higher level goals, outputs, and inputs. Under the current situation, this exercise is critical in ensuring the development of a coherent program that is consistent with the overall program objectives. During this process, a reality check on the scope and timing (sequencing) can be carried out in relation to resource availability, since in order to complete this process, assessments have to be conducted both from the bottom-up (project based feasibility assessment) and top-down (aligning of the activities with the overall objectives and sequencing of projects based on the prioritization criteria and dependencies between individual projects). 

The hierarchical structure suggested in the section on the monitoring and evaluation framework applies here as well. In all the examples – M&E Toolkit, PRM of the US federal government, and Canada, the approach to identify the causal linkages between the outcomes, outputs and inputs are utilized. In the case of the US federal enterprise architecture, broad strategic outcomes (e.g. to secure the homeland, to expand e-Government) are expected to be achieved through:

· Outcomes (Mission and Business Results; Customer Results): Better services for citizens, increased customer benefits, etc.

· Outputs (Processes and Activities): Shorter cycle time and timeliness, productivity and efficiency, etc.

· Inputs: Human capital, Technology, Other fixed assets. 

The performance measurement logical framework for the Canadian Government on Line (GOL) initiative assumes the linkage to achieve the overall objective – to make Canada a world leader in the development and use of information management/information technology as the “backbone” for engaging citizens, and for improving the effectiveness of federal programs and their delivery, through layers of:

· Medium-term outcomes: innovative service delivery, client satisfaction, etc.

· Short-term outcomes: convenience, accessibility, credibility etc.

· Outputs: common tools for web portals, horizontal services, etc.

· Component/resources: individual project and resources for implementation

Logical framework summarizes the critical elements of the project design. The Government can construct such a framework at the outset of e-government project planning utilizing the lessons learned from other countries. 
The key elements of an e-government project logical framework can be constructed by combining pillars viewed earlier in this report: i) hierarchy of objectives; ii) performance indicators, and iii) M&E system. The important assumptions to linking objectives in different hierarchy are included as the fourth column. These assumptions include such conditions as the level of information infrastructure, commitment by political leaders for reform, and cross agency coordination. Figure 6 presents examples of the elements which can be included in the logical framework for an e-government project.
Figure 6: Examples of elements to be included in a Logical Framework 
	
	Examples of Performance Indicators
	Possible M&E systems
	Examples of Assumptions/Risks

	Strategic Outcomes

· Economic growth/Poverty reduction

· Governance
	· Economic growth rate/Poverty indicators

· Governance indicators 
	· National statistics

· Survey


	

	Outcomes

· Increase administrative efficiency (service delivery, resource management)

· Increase transparency and accountability of government

· Improved the quality of public service 

· Improve service accessibility
	· Financial/time saving in government activities

· Citizen satisfaction

· Response time/delivery time

· Citizen saving (time/cash)


	· Sample user surveys

· Cost saving accounting

· Score card

· Focus group


	· Political support, incentive and commitment for reform

· Cross agency coordination 

· Client awareness about implemented reforms –raising expectations.

	Outputs

· New ICT systems with reengineered process

· Increase service coverage

· Reduce cycle time

· Protect security and privacy
	· Response time/ delivery time 

· No. of transactions/users

· Variety of available services

· Number of errors

· Amount of information available to public

· Privacy and security protection
	· Internal MIS

· Client/employee surveys

· Project monitoring report

· Client feedback systems


	· Clarity and commitment to strategic goals in civil service

· Successful business process reengineering 

· User readiness 

· Enabling legal and policy framework 

· Defining scope that balances, value, risks and investments

	Components/activities

· Computerization of X

· Online provision of service Y
	Input/Resources

· Financial

· Technical inputs

· Human resources
	· Project report

· Status report


	· Quality of human capital – technical, implementation and project management

· Participatory process for application choice 

· Telecommunication infrastructure 

· Funding 


Developing such a comprehensive framework is a daunting task even for the most developed countries. The key to success in doing this seems to be to start from a confined and focused area. The single window project being initiated by the Ministry of Justice may be a good starting point for such an approach, because it involves multiple departments and sharing of information and infrastructure. However, caution is needed to start small to make it easier to take control of and learn from the processes which take place

III.3.3. Recommendations

Kazakhstan’s e-government program can be strengthened by developing a logical framework which clarifies the causal linkages of different levels of program objectives. The Government should start this effort from a confined and focused area. It is strongly advised to start small to make it easier to take control of and learn from the processes which take place. 

III.4. Summary

To sum up, the experiences of leading e-government implementing countries suggest that a number of factors can strengthen the program design and implementation. They include: 

· Arriving at a consensus on a common vision of what the e-government program aims to achieve. It is possible to have multiple goals, but they need to be well understood and agreed among players. 

· Defining the indicators to measure performance and monitor progress
· Constructing a logical framework which shows causal linkages between outcomes, outputs, and inputs in order to: (i) ensure the activities are aligned with intended outcomes; (ii) check technical and financial feasibility of the proposed projects; and (iii) conduct appropriate risk assessment. 

A key aspect for implementing a cross-cutting program like e-government is the program governance structure. The program planning and management need to be conducted with the participation and cooperation of multiple players - a traditional government structure with vertical integration is usually not the best instrument to achieve this objective. The next section discusses the governance and institutional structure of Kazakhstan’s e-government program. 

Chapter IV. Governance and Institutional Challenges

IV.1. Current Situation - Governance/institutional Framework

Kazakhstan’s e-government program receives strong support from the President’s office, which is an encouraging sign. The institutional framework to execute the program places a lot of responsibility for policy making; coordination; program and project management; and monitoring and evaluation on the Agency for Informatization and Communication (AIC) as shown in the diagram below. AIC has been provided with a mandate to coordinate and lead the effort. However, it is struggling with the shortage of professional staff (12-15 staff assigned for “informatization” tasks), ad hoc technical support requests from the line ministries, and unclear sharing of responsibilities among involved parties.

Figure 7:  Kazakhstan’s E-Government Program Implementation Institutional Framework


[image: image5]
[Source: World Bank mission findings –November, 2005]

As for financial resource allocation, the total budget allocation for the Program in 2005-2007 is indicated to be approximately $380 million, to be supplemented by local budget allocations, private sector investments and donor grants. The fund allocations are made through normal budget allocations for line ministries implementing e-government activities. 
Since resource allocations are generally very effective ways to enforce alignment with the horizontal elements of e-government e.g. overall objectives of the program, standards, data exchange, etc., the level of MoEBP’s participation, particularly in relation to its engagement with AIC in assessing the validity of projects under the e-government program, will be a very important factor for successful program implementation.

The challenge for the Government is to develop an institutional mechanism which ensures that the activities under the program help achieve the overall strategic goals of the e-government program. At the same time, the Government has to encourage the innovation and initiatives of the implementing agencies. This requires an appropriate balance between the centralized and decentralized aspects of e-government program operations. 

IV.2. Analysis

E-government program implementation requires a balanced mix of centralization and decentralization aspects. 
Centralization is required for developing a shared vision, formulating the relevant policies and strategies, developing the necessary enabling environment (legal/regulatory frameworks, infrastructure), and developing/enforcing interoperability framework (standards). International experiences show that the centralized function can be performed more successfully by bodies that have substantial influence over line ministries and those with strong political support from the head of the government. For that reason, many countries manage the e-government program from the President or Prime Minister’s office, or else, they create a body with a special mandate from the highest echelon of the government. 
Implementing agencies, on the other hand, should be delegated with adequate authority to address day-to-day operational issues. They are also best placed to identify the client (citizens/businesses) needs. The institutional set-up should be designed to address both aspects in a balanced manner.
IV.2.1. Country Examples

Striking the right balance between the centralized and decentralized aspects of governing structure is a challenge for many countries. The institutional set up in a country evolves over years. It is shaped by history, political structure, tradition, and other intangible elements. Therefore different countries address the issue in different manners. However, it is interesting to see that the agency in charge of resource allocation tends to play an important role in the centralization aspect of a number of leading countries. This section discusses the factors important for institutional setup based on the reviews of the approaches taken by a number of countries. 

Denmark
 is acknowledged as one of the leading countries in e-government. In the 2003 European Commission eEurope benchmarking exercise, it ranked first in terms of full availability of public services online, and second in terms of the sophistication of those services. In 2004, according to EU measures, Denmark’s online public services for both citizens and businesses were the most “sophisticated” in Europe. In spite of such success, Denmark still considers that there are a number of challenges they need to overcome, and striking the right balance between centralized coordination and decentralized implementation is one of them. 

Until 2001, all national ICT and e-government related policy strategies were formulated by the Ministry of Science, Technology and Innovation (MVTU). However, the major focus of e-government was included as part of the functions of the Ministry of Finance (MOF) in 2001, primarily based on the following considerations. 

· Perceived need for a greater overall drive towards e-government within a wider context of public policy issues and goals, 

· Recognition of need for increased support and assistance in the form of government-wide coordination and solutions in some areas of e-government; and

· A need for achievement of a better return on investment from e-government projects

As a result, there are two organizations with principal responsibility for e-government across the public sector. One of them, the Danish Digital Task Force, which is responsible for improving coordination and cooperation on e-government across levels of government, resides within MOF. The second organization, the IT-Policy Centre sits in the MVTU, aims to ensure that Danish e-government is based on a robust technical understanding of ICT and the role that it will play in government in the future. They work together to implement the Project e-Government, which is the national program involving both State and local government in a coordinated push for e-government across the public sector. This arrangement is assessed to be working quite well. MOF provides a broad focus on matters of public administration policy and operations, and economic and bargaining powers in relation to the rest of the public sector, while MVTU brings the strengths in ICT policy and technical development areas. 
Above these key drivers, the Joint Board of e-Government is placed to provide the overall leadership of Project e-Government. The Board is chaired by the Permanent Secretary of MOF and has the participation of the permanent secretaries of five other State government ministries and the managing directors of Local Government Denmark and the Danish Regions [See Box 1 for more specific roles of the Board, Task Force, and the Centre]. 
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These bodies and organizations are augmented by committees and councils for government wide e-government projects, and steering committees for individual e-government projects. Coordinating bodies for policy development at local/municipal levels and for implementation specific issues e.g. PKI support the structure. 

The current institutional set-up is summarized in the Figure 8.

Figure 8: E-Government Structure in Denmark
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[Source: OECD Peer Review of E-Government in Denmark]

Canada is another interesting example. From the inception of the Government on Line (GOL) initiative in 1999 to December 2003, the responsibility for managing the resources and activities directly related to the initiative rested at the GOL Project Management Office under the Chief Information Officer Branch of the Treasury Board. It managed $880 million of GOL expenditure, applied rigorous criteria for selecting projects for funding, and monitored progress and costs. The placement of responsibility under a function in the Treasury Board, which has powerful influence over government policy making process, has helped GOL achieve a fair amount of horizontal consistency. The Treasury Board manages the government's financial, personnel, and administrative responsibilities and it is considered the general manager and employer of the public service. It sets policy in these areas, examines and approves the proposed spending plans of government departments, and reviews the development of approved programs. 

Although significant responsibilities, including overseeing and coordinating central funding for on-line projects under GOL, were transferred to the department of Public Works and Government Services in December 2003, the Treasury Board Secretariat still provides leadership and sets a common service vision for the government by defining common business processes, technologies and architectures. It is also expected to deliver a comprehensive enterprise architecture program including strategy and design.  

It is important to note that the involvement of the MOF and the Treasury Board has had a large impact on the dynamics of inter-ministerial coordination not only for their fund allocation authority, but also for their influence over government processes in these countries. The Government of Korea has also recognized this as an important attribute for a successful e-government. The e-Government construction efforts in Korea were led by presidential empowerment, through the creation of various committees directly under the President. Actual implementation was originally entrusted to the Ministry of Information and Communication (MIC), the Ministry of Government and Home Affairs (MOGAHA) and the Ministry of Planning and Budget (MPB) as shown in the diagram below. The combination of the ministries with jurisdiction over three major functions of e-government: i) finance (MPB); ii) technology (MIC); and iii) government administration (MOGAHA), is aimed at providing balanced administrative and advisory support to the E-Government Expert Committee, which has policy making and vision setting roles
. As the designated agency for e-Government support, the National Computerization Agency (NCA) provides wide-ranging technical and project support.

Figure 9: E-Government Structure in Korea
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To summarize, the examples in Denmark, Canada, and Korea suggest that:

· Collaboration between the agencies which have authority over fund allocation, public administration processes, and technology, facilitates the approach to cover the broad agenda involved in e-government; and

· There is a need for a policy making and vision setting body, which has cross-agency influence. 

IV.2.2. CIO Network

Some countries create the position of National CIO (Chief Information Officer), heading the network of CIOs in line ministries, local governments, and other involved offices in various layers of the government. They are expected to play leading roles in respective layers and serve as a channel to facilitate the coordination between central and implementing agencies. The system has performed successfully in a number of countries including Canada, where the Office of CIO is created within the Treasury Board Secretariat. It has offered an effective way for the central agency to direct and monitor the performance of the implementing agencies. 

For this system to function effectively, it is important to note that: 

· e-government is not synonymous with IT investments – business process reengineering, change management and business requirements are the key components of successful e-government; and therefore 

· therefore, the power and authority over administration processes, resource allocation, and competency of the groups supporting them are more important factors for managing an e-government program. 

In other words, the network of CIO can serve as a useful tool to facilitate the right balance between centralized and decentralized aspects of e-government. However, adequate authority to oversee the cross-sectoral activities of the government should be given to CIOs to ensure success.

IV.3. Recommendations 

The key challenge for the Government of Kazakhstan is to ensure that the activities under the e-government program help achieve its overall strategic goals. This would entail incorporating a horizontal view of the government functions and IT needs. The key cross-cutting functions to be integrated within the e-government program management are: i) overall e-government policy making, leadership and vision setting; ii) fund allocation; iii) public administration process reform; and iv) information technology policy setting and implementation. In addition, a structure to maintain the consistency between the central department and the implementing agencies has to be in place. The following steps could help address this challenge. 
i) Overall E-Government Policy Making/Leadership/Vision Setting: To ensure stronger and more sustainable leadership at the highest level and improve accountability of the program, it would be advisable to assign overall responsibility for overseeing the e-government program as part of broader government reform portfolio to one of the Deputy Prime Ministers or the chair of the Informatization Commission. One of Prime Minister’s and President’s Advisors may be assigned to focus on e-government among other areas. 
The Informatization Commission under the Prime Minister’s office, comprising deputy minister level officials from relevant ministries/agencies, may be strengthened to fill the gap in such areas as articulating the vision, coordinating cross-sectoral issues, enforcing compliance of line ministries with interoperability standards, ensuring process reviews are conducted, and monitoring the program status on behalf of the government. Creation of a smaller group composed of key agencies may be considered, if the current membership is too large to make decisions in a timely manner. AIC should provide technical and administrative support as the secretariat of this Commission. 

ii) Fund Allocation: An increased role of the Ministry of Economy and Budget Planning (MoEBP) is another item the Government should consider. MoEBP, which has the mandate and capacity to link the government’s objectives with public resource allocation, can strengthen the link between e-government and administrative reforms as well as with the overall reform agenda. In fact, the budget code mandates MoEBP to conduct comprehensive assessments of IT investments. To fulfill this responsibility, the department in charge of carrying out such assessments should have adequate capacity (this assessment would require knowledge of the IT field, as well as standard project assessment skills) and tools. AIC and NIT may be able to provide support in this process through augmenting necessary domain knowledge. 
iii) Public Administration Process Reform: Examples suggest that the agency responsible for public administration process reform should be fully involved, so that reform agenda can incorporate the opportunity ICT offers. In other words, e-government can be integrated within the public administration reform agenda. MoEBP is taking a lead in the process reform related to the effort to delegate more authority to local governments. Coordination between the relevant section in MoEBP and AIC has to be established more clearly to determine the policies and procedures for process review and reengineering. A senior official of MoEBP may be assigned to be responsible for MoEBP’s role in the e-government program and to coordinate with AIC, NIT, and the Informatization Commission.
iv) Information Technology Policy/Program Management: AIC should continue to formulate/execute overall policies to utilize information technology in government services and other information technology related policies e.g. standards, connectivity, promotion of information society initiatives. 
In addition to areas related to information technology policies, AIC has responsibility for day-to-day program management and coordination. AIC should further strengthen its capacity to function as the core agency to: a) ensure coordination among relevant agencies at operational level; and b) monitor the e-government program progress against the monitoring and evaluation framework suggested in Chapter III with clear mandate from the Informatization Commission or other bodies assigned responsibility for overall e-government policy. 
NIT will continue to support the program as the main source of technical skills and knowledge to be utilized in such areas as suggesting technical standards, architecture, and protocol; providing technical assistance to line ministries, and ensuring the technical level of the activities are up to the minimum standard required. 
The Government is also planning to establish the Center of Excellence for e-government. Although the detail of its role is yet to be determined, the Government should consider creating capacity within this new organization to carry out research activities on issues relevant to e-government e.g. analysis of best practices, and direction of new technologies applicable to e-government. Such an activity will help the Government keeping in pace with the evolution of e-government practices as well as to adopt the good practices into Kazakhstan’s context.

v) Consistency between Center and Implementing Agencies: The Government should also consider how to provide incentives for the line ministries to become more proactive in innovating and implementing the projects under the e-government program, while maintaining consistency with the overall framework. Examples from different countries suggest that a variety of incentives are being used. Some examples include enforcing the pre-defined quantitative goals, scoring the departmental performance to induce competition; establishing award for excellence; and offering additional funding for good performers. 

The level of participation by line ministries determines if the decentralized aspect of the institutional framework functions well. Line ministries have deeper knowledge of sectoral needs, as they are closer to beneficiaries of public services in their domain and know the reality on the ground better than the coordinating body. In addition, actual project implementation including process review and reengineering ultimately falls on their plate. Unless proactive initiatives by line ministries are encouraged, e-government programs face difficulty in producing results. 

The network of trained and motivated officials in implementing agencies should be built and coordinated by the key coordinating agency at the center to: 

· maintain consistency between the policies set by the central agencies and the implementing agencies; 

· provide incentives for the line ministries to become more proactive in innovating and implementing the projects to appropriately reflect their knowledge of sectoral needs and ground realities. 

They can be called CIOs or other titles, but they should be given adequate authority and responsibilities 

Chapter V. Other Operation Related Items

The previous sections focused on the overall program governance structure. In addition to this, on-the-ground implementation capacity becomes critical in ensuring success. Some key points observed are summarized briefly below. 

V.1. Information Technology Related Issues 

Technology support system and IT Project Management: In maintaining the quality of services provided through online means and of IT infrastructure in general, the Government will require strong technical support capacity. It seems, however, that many government agencies do not have dedicated IT departments. There is also a worrying sign that some IT firms are facing challenges in retaining skilled staff, an issue that is likely to also be applicable to IT departments in government offices. 
Although a certain level of support can be obtained by receiving services from the private sector, fairly strong in-house capacity is important in identifying and addressing technology related issues and risks, and managing the relations with service vendors. In addition, the implementation of an e-government program involves the design and management of projects with fairly large IT components. Project management in general requires the combination of a broad range of skills. In e-government projects, knowledge/experience in the technical area, IT procurement, and business process analysis are some of the most important elements. This is a challenge for many countries and for many private sector firms planning to embark on IT investments. In this context, the Government should strengthen the project management capacity of line ministries. This capacity can be developed around the CIO network discussed in Chapter IV. These challenges will become more urgent further down the road, but it would be prudent for the Government to take this aspect into account.

Technical Design: The Government has demonstrated substantive efforts in thinking through the issues such as infrastructure requirements, data base, systems and technology architectures, and knowledge management in the public sector. It has also carried out an assessment of the current status and architectural view of the components of the e-government program, correctly pointing out the need for a policy and standards framework. However, the figures included in the Concept Note of the E-Government program on databases and data exchange, seem to mix entities (registers, database) with procedures (monitoring, reports, etc). Confusing the basic resources and business process logic will have negative implications for the information system building. More on this issue can be found in Annex 6.

V.2. Human Resource Development – Service Orientation

Service oriented government services: E-services provision requires a refocusing of the whole government machinery on the interests and needs of citizens and businesses as service beneficiaries. This paradigm shift requires a great deal of change in the mindsets of government officials. Many countries are facing this challenge, so it is not unique to the situation in Kazakhstan, but a comprehensive training program and other measures will be necessary to prepare the government officials for a new way of providing public services.

V.3. Private Sector Participation

There was some level of interest shown in learning how other countries are engaging the private sector in providing public services, especially in the context of e-government. International experience shows that public-private partnerships (PPP) can have a positive impact on the efficiency of service provision, project management, and in cost savings. In this context, the Government should consider how best to take advantage of this opportunity.

A range of options exist for the private sector to participate in e-government activities, with innovative new schemes continually introduced. The degree of participation expected from the private sector varies in different schemes. One mode of categorization involves mapping where the responsibilities for different functions, such as development, operation, and funding, rest. Other modes could be based on ownership, or on financial arrangements. Partnerships based on revenue sharing, advertisement and sponsorship revenues, transaction fee based arrangement, and sharing of cost savings are some of the examples of such arrangements. 

PPP is an attractive path for governments interested in avoiding the substantial initial IT investment costs, while leveraging the efficient business practices of the private sector. It can also be utilized to effectively transfer some risks from the public sector to the private partners. For example, it can be expected that the private sector would be more adept at applying effective managerial skills in addressing technology and other risks with lower costs. A number of governments have attempted PPP in the context of e-government, some with substantial success. For example, e-Seva project in Andhra Pradesh mentioned before is implemented based on PPP. Under a five year BOOT (Build, Own, Operate, and Transfer) arrangement, the Government of Andhra Pradesh is responsible for site preparation, covering the cost of counter operators (outsourced to a private sector operator) and necessary coordination, while the private sector partner is responsible for software development and maintenance; providing necessary hardware, networking, and security; and taking care of consumables and power requirement. The private partner is to recover the costs from transaction fees. The system gained popularity which allowed the operator to obtain adequate return while the Andhra Pradesh government succeeded in making the system available with very low cost. 
However, experience has shown that there are reasons to approach it with prudence. A considerable number of studies have been published on the experience of PPP in e-government, and this report cannot provide an exhaustive list of lessons learned. Nevertheless, the following areas would be directly relevant in the case of Kazakhstan. 

· It is important to craft an arrangement which can produce reasonably high value for the Government, and at the same time be agreeable to both public and private parties. To do it, the Government must have a clear sense of what it intends to achieve through such partnerships throughout the collaborative project designing and implementation process. Moreover, such an arrangement tends to be untraditional in the usual practice of government. Therefore, strong leadership as well as buy-in from relevant parts of the government is needed. 

· There has to be policy and legal framework supportive of PPP. Some of the key legal issues include, but are not limited to, whether the government is allowed to enter into such an arrangement with the private sector or not, and the process to resolve legal disputes. 

· In PPP, the government delegates part of its responsibilities to external partners. The Government has to be prepared to relinquish some control for the private sector to function and this necessitates effective mechanisms to measure and monitor the performance of the private sector partners. The processes of determining what areas to delegate, and to formulate the corresponding monitoring mechanisms are not the easiest tasks for governments. 

· Suitable partners need to be selected. If the Government is seeking efficiency gains from the PPP arrangement, the partner has to be capable of producing results. If the arrangement creates partnerships with entities of the same efficiency level as the government agencies, the hope for effective transfer of risk is shattered. In relation to the selection of the partner, the process has to have adequate safeguards against collusions between the public and private sectors. 

· The business model of PPP is a key element for private sector participation. In some cases, it is difficult to recover costs from public service provision, but the private sector has to ultimately profit from participation in the scheme. 

Chapter VI. Conclusions - For Realistic E-Government Program 

The Government of Kazakhstan has made a conscious decision to embark upon a journey to make its public services more efficient, effective, and accessible. Since the journey is still at an early stage, this report is intended as a snapshot observation of the program to provide some material for further consideration by the Government.

In terms of the enabling environment for e-government, Kazakhstan still has a great distance to travel, in order to catch up with the levels achieved by leading countries. However, this does not mean that the Government should reconsider its vision of better government using ICT. Kazakhstan should capitalize on the experiences accumulated by those who have overcome similar constraints. 

The international experience of leading e-government implementing countries suggests that it is important to clarify a common vision of what an e-government program aims to achieve. It is possible to have multiple goals, but they need to be well understood among players. Along with this, the indicators to measure the performance and monitor the progress have to be established. Finally, a framework which shows causal linkages between outcomes, outputs, and inputs should be constructed to: (i) ensure the activities are aligned with intended outcomes; (ii) check technical and financial feasibility of the proposed projects; and (iii) conduct appropriate risk assessment. This is a daunting task even for the most developed countries. The key to success in doing this seems to be to start from a confined and focused area. The Government of Kazakhstan could consider taking such a horizontal approach targeted at a limited audience first. 

An important aspect of e-government implementation is the program governance structure. The program planning and management needs to be conducted with the participation and cooperation of multiple players. The traditional government structure with vertical integration is usually not the best instrument to achieve this objective. In this context, the examples of Denmark, Canada, and Korea suggest that collaboration between the agencies which have authority over fund allocation, public administration process, and information technology policies facilitates the approach to cover the broad agenda involved in e-government. The examples also indicate that there is a need for a policy making and vision setting body, which has cross-agency influence. Some countries create the position of a National CIO heading a network of CIOs in line ministries, local governments, and other involved offices in various layers of government. It is important to ensure, however, that adequate authority is assigned to them.

The challenge for the current set up of the Government of Kazakhstan is to ensure that the activities under the e-government program help achieve its overall strategic goals. In this context, i) strengthening of the leadership role of the Informatization Commission; ii) increasing MoEBP’s participation in ensuring consistency and coherency of the e-government activities; iii) strengthening the capacity of AIC; and iv) building a network of trained and motivated officials in implementing agencies are the areas to consider. 

The report does not touch upon the methodologies for selecting priority e-services, because this topic is discussed in a separate guidance note. Similarly, a note will be prepared on digital inclusion, to ensure that the benefits of e-services are enjoyed by large segments of the population. These two guidance notes should fill some of the gaps of this report. 

There are other areas critical for successful e-government implementation which this report did not cover in detail. These areas include:

· The report did not conduct detailed analysis on how e-government projects can be linked to different aspects of public administration reform. Rather, it only identified the linkage to be a key challenge for the Government. The Government needs to plan how this linkage can be created. 

· Human resource development, which is the core foundation for broad based e-government program implementation. The quality and availability of human capital is very critical for e-government in numerous ways. First, the levels of awareness on the side of users affect the size and speed of demand uptake. Moreover, to achieve process reengineering and change management integrated with technology deployment, the role of operational leaders who fully understand both business and technical needs is crucial. This report covered this briefly from the perspective of re-training of government staff for client oriented services. The discussion on CIO network is also relevant in terms of creating a core team of experts. However, more detailed analysis on broader challenge to develop expertise on IT projects and capacity of users would be useful for the Government to expand the impact of e-government projects. 
· The business model(s) for e-government projects which is an important factor in determining the sustainability of projects. There are varying business models attempted in different countries, e.g. fee-based services, full-government subsidies, and outsourcing to the private sector operators. The choice of business model will define the strategy for cost recovery and re-investment for upgrade. The brief discussion on PPP is relevant to this topic to some extent, but the report did not provide specific analysis and recommendations. 

Each of these topics requires substantive analytical efforts to identify appropriate measures to implement. These areas may be considered as the topics for future JERP.   
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Annex 1 – Kazakhstan’s E-Government Program’s Projected Outcome and Output Indicators with some Comments

	
	Government Indicators
	Comments(*)
	Possible indicators

	1
	Public agency activities optimized
	It is not clear what “optimization” indicates in this context.
	· Citizen satisfaction level – survey

· Productivity/efficiency – reduction in labor cost, time

	2
	A unified protected multi-service transport medium for government agencies developed
	Assuming this is about some sort of internal communications backbone, the timeline is not clear
	· Milestones with timing

	3
	Public agencies’ IT expenditure optimized
	Similar to 1. above – the meaning of “optimization” not clear
	· IT investment procedures

· Resource allocation for IT investment value assessment

	4
	15% of government services to be offered online by the end of 2005
	Quantitative target with timeline – only issue is the reality check of whether this target is overly ambitious
	

	5
	Provision of public services speed up
	It is a good objective, but should be defined better
	· Reduction of particular service turnaround time by xx %

	6
	A unified system of document exchange and transfer for government agencies established by the end of 2006
	Specific and measurable goal
	

	
	By the end of 2007:
	
	

	7
	
	Basic components of e-government infrastructure, i.e. e-government portal and gateway, payment gateway, national identification system, unified transport medium, system databases, will be made available
	Good goal provided the scopes of the activities are appropriately specified. Both portals and IT systems are famous for high likelihood of budget and time overrun unless ambition levels are duly controlled. 
	

	8
	
	Transition to a system of single registration numbers accomplished, with the registration numbers offered in lieu of a host currently required identification details, such personal ID number, taxpayer registration number, social individual code, etc.
	This requires changes in legislation and careful consideration before legislation is passed 
	

	9
	
	Equitable access to e-government services and resources ensured through the establishment of at least 50 public access facilities spread around the nation
	Specific and measurable goal
	

	10
	
	Public services accessible electronically, no less than 25 kinds of interactive and transaction services available
	Specific and measurable goal
	

	11
	
	25 government services offered in an interactive format, propitious conditions for providing transaction services developed, the number of individuals and entities having access to, and actively using e-government services increased 2-3 fold
	Specific and measurable goal
	

	12
	
	A nationwide identification system developed and operational, 15% to 18% of the economically active population issued by the end of 2007 new pieces of personal identification developed with the use of smart technology
	This requires changes in legislation and careful consideration before legislation is passed 
	

	13
	
	Tax collection rates increased subsequent to a streamlined interaction platform between tax payers and internal revenue agencies 
	Goal is clear, but the size of increase and the base year not indicated
	Increase of tax collection rates by xx% from the level of the base year

	14
	
	Government information systems and resources effectively secured and protected
	The meaning of ‘effectively secured’ should be defined
	

	15
	
	Computer literacy rates increased by 26.5% on 2004, measures as proportion of computer literate adults to the total adult population
	Good measurable target, but the figure 26.5% seems to be too precise. It is not clear how this figure was arrived at. It is also necessary to define “computer literacy” somewhere. A European standard test for computer literacy may be used for this purpose
	Computer literacy rates defined by (xx) increase by xx %/xx scores on average 



	16
	
	Special favorable rates for public access points offered with a subsequent twofold decrease, pursued as part and parcel of the Telecommunication Sector Development program, 2003-05, approved by the government resolution No. 168 of Feb. 18, 2003
	Not sure if the favorable rates for public access points should be the goal rather than the overall prices for connection
	

	17
	
	Telephony services offered to all communities having  more than 50 residents numbering 7,523 in total in an effort to reach a telephone density of 9 per 100
	Good and measurable goal
	

	18
	
	School internet connectivity levels reaching 100% by the end of 2007
	The connectivity to school per se may not be very meaningful if the intended outcomes are not defined. There is also a need for the training program for teachers – teachers need to know how to use them effectively, and the mechanisms for hardware/software maintenance at school – capacity to fix simple hardware and software problems, security, privacy, etc. 
	· xx % of teachers/students received and passed ICT training (possibly link with some standard test/score)



	19
	
	The ratio of students per computer in schools decreased from the current 54 to 36, the proportion of sub-tertiary education establishments connected to satellite distance learning networks increased from 8.7% to 20.8%
	Good and measurable goal, but it also requires the training for teachers and maintenance mechanisms as well as clear outcome
	


(*)   All the indicators should be reviewed from feasibility point of view as well.

(**)  The possible indicators shown here are preliminary. The indicators should be developed and agreed among the players and the process should be led by the implementing agency.

Annex 2 - E-Seva Program in Andra Pradesh, India 

E-Seva offers services of multiple central, state and local government agencies as well as some private sector organizations. The salient features of E-Seva include the following. 

· 46 eSeva centres (with 400 service counters) spread over the Twin Cities and Ranga Reddy District.

· All service counters are facilitated with an electronic queuing system. 

· Operating from 8.00 am to 8.00 pm, on all working days and 9.00am to 3.00pm on holidays (Second Saturdays & Sundays). 

· 'One-stop-shop' for over 66 government-to-consumer (G2C) and business-to-consumer (B2C)
· No jurisdiction limits - any citizen in the twin cities can avail of the services at any of the 46 eSeva service centres. 

· Online services: eForms, eFiling, ePayments. 

· Payments by cash/cheque/DD/credit card/Internet. 

[Source: http://www.esevaonline.com/] 

According to the data shown in “India: E-Readiness Assessment Report 2004” published by the Department of Information Technology of the Government of India (http://www.mit.gov.in/ereadiness/report.asp), e-Seva centers offer the total of 132 Government-to-Citizens services from 16 government departments, and 15 Business-to-Citizens services from 10 business firms. Services include, among others, online transaction processing of payments, issue of certificates, permits, and licenses.  

The number of transactions at e-Seva centers was initially under 5,000/month (August, 2001). It quickly gained popularity and the number surpassed a million in July 2003. As of May 2004, the level of transaction is above 1.1 million. 

Annex 3 - OPEN System, Seoul, Korea 

[Source: World Bank eGovernment Website - Information submitted to the website on December 28, 2000
]

Abstract 

The Municipal Government of Seoul, South Korea, crafted the OPEN system (Online Procedures ENhancement for Civil Applications) to target corruption. The system publishes a variety of information related to the services, permits and licenses issued by the local government. The status of an application can be tracked by the applicant on a web site. The system was recognized as a "Good Practice" at the 9th International Anti-Corruption Conference in Durban, South Africa in 1999.

Application Context
Seoul, the capital of the Republic of Korea, has a population of over 10 million. Rapid economic growth has been accompanied by an expansion of the municipal bureaucracy. However, extensive municipal regulations also created new opportunities for corruption. Some bribes were meant to be insurance fees to avoid unfavorable treatment, others were honorariums for preferential treatment, and still others were express fees to facilitate speedy processing.

A New Approach 

With the inauguration of Mayor Goh in 1998, Seoul City declared an all-out war on corruption. Deregulation has been a core element of the action plan. By May 2000, 392 municipal regulations had been eliminated, 203 were eased, and another 3,897 regulations were improved. 

To minimize the potential for collusion, the long-standing practice of assigning to one individual jurisdiction over permits, approvals, or inspections within a particular geographic area was abolished. Officials are now assigned on a daily basis to handle applications submitted from different areas. 

For a direct and convenient interface with the citizens, the Seoul Municipal Government created an Internet portal. It is called OPEN (Online Procedures ENhancement for Civil Applications), symbolizing that it opens up administrative procedures to the public. The portal explains the various elements of the anticorruption drive, displays an anticorruption index and survey results, educates citizens on rules and procedures, and enables a real-time monitoring of the progress of an application for a permit or license. 

A review team composed of staff experienced in audit and inspection was set up on February 1, 1999 to determine which municipal government activities should be made open to the public. The team analyzed the entire array of civil permits and approvals by title, processing procedures, corruption-prone factors, and types of irregularities. The 26 categories of civil applications published on the Web are those that most frequently cause irregularities, cause inconvenience to citizens due to the complexity of the processing procedure, and those whose publication is expected to curb requests for concessions. 

Information about required paperwork and how applications are processed are provided on the Web for each procedure. The system also includes information on the city department in charge, staff in-charge, and a telephone number. All application documents provide an e-mail address at the bottom so that people are may easily ask questions or make comments directly to the staff in-charge. 

The OPEN system requires that at each review stage the relevant official input the date and time when each application is processed. Free access to the status of an application makes applicants feel no need to contact officials or to provide a bribe to complete the process. 

Return postcards are sent to those who have applied for permits or approvals from the municipal government, ensuring some feedback. The results of these surveys form part of a new Anti-Corruption Index" (ACI). Additional channels of direct dialogue have been opened between citizens and the mayor. Examples include hot lines, e-mails, and the "Mayor's Saturday Date with Citizens" program. 

Implementation Challenges
A total of 5,000 employees in 485 city departments dealing with applications were trained in computer rooms to operate the system and add and change the data. Following training, ID's and passwords were assigned to allow each individual trainee to make entries at his or her department.

From July 2000, more government functions will be made public, including 20 more civil affairs functions in areas such as sanitation, welfare, construction, housing, urban planning, and fire fighting.

Benefits and Costs
In the 13 months since the launch of the OPEN system on April 15, 1999, civil applications published by each city department totaled 28,000, and the number of visits to the OPEN site reached 648,000. The general public's interest in the site has been increasing by an average of 1,600 visits a day. Results from a survey of 1,245 citizens showed that 84.3% (984 out of 1,167 persons) believed that OPEN led to greater transparency. 

A total of 83 corrupt practices by civil servants were reported by the investigation organizations in 1998. However, not a single case has been filed since February 2000, after the full-fledged anticorruption programs were implemented. A survey of by the Audit & Inspection Division of those seeking services from the city government showed that favorable opinions about the kindness of civil servants increased significantly from 54.8% in December 1998 to 71.2% in June 1999.

Key Lessons 

The focus of the anticorruption program was not on IT but on simplification of regulations and procedures, re-engineering of work practices, transparency in procedures, and effective communication with the citizens. Technology simply has been an enabler, particularly in building a transparent tracking system for permit and license applications.

Commitment from the top (in this case, the Mayor) was an important reason for success of the OPEN initiative, as adequate resources were provided for the IT project and there was significant participation from the line management in carrying out systems analysis.

Annex 4 – Performance Reference Model (PRM) – U.S. Federal Government
The Performance Reference Model (PRM), which is part of the Federal Enterprise Architecture framework, was developed by the Office of Management and Budget (OMB) to help agencies implementing IT projects achieve improvements in IT performance and meet the requirements demanded by oversight organizations (e.g. Senate Committee, General Accounting Office, etc.) and laws (E-Government Act of 2002, Clinger-Cohen Act of 1996, etc.). The PRM is applied during the budget formulation process as a standardized framework to be used across agencies to measure the performance of major IT initiatives and their contribution to program performance. It is designed to:

· Help produce enhanced IT performance information to improve strategic and daily decision making;

· Improve the alignment – and better articulate the contribution of – IT to business outputs and outcomes, thereby creating a clear “line of sight” to desired results; and 

· Identify performance improvement opportunities that span traditional organizational structures and boundaries.

It categorizes the hierarchy of inputs, outputs, and outcomes, which eventually lead to broad strategic outcomes (e.g. to secure the homeland, to expand e-Government), into a framework composed of six different measurement areas – Mission and Business Results, Customer Results, Process and Activities, Human Capital, Technology, and Other Fixed Assets. Each measurement area includes a number of measurement categories (e.g. services for citizens, support delivery of services), which describe the attribute or characteristics to be measured. Appropriate set of measurement indicators can be determined under these categories by the department/ministry which plans and implements particular ICT/e-government project. The specific indicators are purposely left to be flexible, so that it is easier for implementing agencies to operationalize the measurement.

Performance Reference Model Version 1.0

	
	Strategic Outcome
	

	
	
[image: image8]
	

	Outcome level

	Mission and Business Results
	Customer Results

	· Services for citizens

· Support delivery of services
	· Management of government resources
	· Customer benefit

· Service coverage

· Timeliness/ responsiveness
	· Service quality

· Service accessibility

	
	
	

	
	Output level
	

	
	Processes and Activities
	

	· Financial

· Productivity and efficiency
	· Cycle time and timeliness 

· Quality
	· Security and privacy

· Management and innovation

	
	
	

	
	Input level
	

	Human Capital
	Technology
	Other fixed assets

	
	· Financial

· Quality 
	· Information/ data

· Reliability/ availability

· Effectiveness
	


[Source: Federal Enterprise Architecture Performance Reference Model Version 1.0 – Reformatted by the author.]

Annex 5 – Performance Measurement Logical Framework – Canada

Government On-Line (GOL) initiative of the Government of Canada has long been considered as one of the best e-government programs (e.g. GOL received Accenture Award for best e-government for four consecutive years between 2001 and 2004). Measurement of progress towards expected outcomes is an important part of the initiative. The measurement regime is based on the following five principles. 

· Develop a broad perspective of success;

· Recognize that electronic service delivery is one of several delivery channels that departments and agencies use;

· Recognize that developing on-line services is only an intermediary step towards a larger goal of enabling departments and agencies to better achieve their mandated objectives;

· Ensure that the approach taken is flexible; and

· Make reporting easy to implement, and useful for departments and agencies.

The established set of shared expected outcomes is:

· Increased citizen/client focus through convenient on-line service delivery, accessibility for persons with disabilities and in both official languages (note: English and French), and the provision of credible and reliable information

· Better service quality through a critical amass of on-line services and transformation (or rethinking) of services from the citizen’s/client’s perspective, as well as greater take-up of, and satisfaction with, these services;

· Increased trust and confidence in on-line service delivery through good security and privacy safeguards; and 

· Positive economic impacts through greater efficiency in service delivery and innovative services.

The performance measurement is conducted by a combination of self-assessment data from departments and agencies and citizen/client feedback. The logic model which identifies the causal linkages between the activities of a policy, program, or initiatives, the outputs and the achievement of outputs used in this case is summarized in the Annex __. As evident in the diagram, Canada set one overall objective for GOL, which is expected to be achieved through sequential causal linkages between outputs, short-term outcomes (classified into six types), and medium-term outcomes (four types).

Performance Measurement Logical Framework
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Annex 6 - Technical Design

One of the key elements discussed in the section on program design is the layers/levels of outcomes, outputs, and inputs. These layers are separate but interfaced in a defined way i.e. it is possible to make changes in one without changing the other. The advantage of this approach from a technical point of view is that it is possible to have a stable set of data and to change the processes as the organization develops, or the business environment changes. Thus, organizations anticipated to change substantially over time e.g. through introduction of ICT, layered approach can avoid building the technical systems tightly knit to old-fashion procedures. 

A concern raised with regard to the architectural diagram presented in Kazakhstan’s Concept Note of the e-government program (diagram in the next page) is that there were signs of mixing the data items with procedural items. For example, “Database of legislative acts” is a database whereas “Monitoring of the cases of emergency” is a process. If the layered approach is taken, the “Database of legislative acts” would have been at the “Input level” and “Monitoring of the cases of emergency” at the “Output” one. “IS Supreme supervision over accurate and uniform application of laws and by-laws” is a process, whereas Computer-based databanks for different types of criminal and information records (MIA)” is a database. Similar mix of processes and databases can be found in different columns of the diagram e.g. DB Record of convicts  is a database, “IS of the Committee of criminal-executive system (MJ)” would typically be an expert system or a MIS built on some database(s), that is rather at process level than “Input”. 

The preferred way to conceptualize this is to list the databases available and planned at the bottom level; and on top of them some the process using data from one ore more of these databases so one can see which process uses which data, and hence can easily overview exactly what data should be there, how it is/can be organized, and what processes are at all possible to build. 

If data is defined separately from procedures, it is possible to add attributes with little technical difficulties as more advanced procedures are implemented (collecting data to fill in all the databases is another matter). Data is physically separated from procedures, yet logically related.

Conceptually, working in such a way to design the databases i.e. starting by thinking of all procedures that need to be included, it will lead to thinking of all attributes needed. This may entail inclusion of several agencies drawing on the same data. In the Kazakhstan example, the emergency systems, military systems and judicial systems will, in some way or another, need to draw on citizen basic files, for example, and these systems will have different requirements on just what data to store about people. A historically common, but today typically abandoned, way to do it is to develop systems agency by agency, and hence take shortcuts to produce one limited system quickly at the expense of data’s availability for other applications (processes)

Kazakhstan E-Government Design

[image: image9.emf]Информационно

-справочная 

система органов 

юстиции

БД "Учет 

осужденных"

БД "Нотариусы"

БД "Адвокаты"

Автоматизированная

информационно-

поисковая система 

"Экспресс-розыск"

Автоматизированные

банки данных по 

разным видам 

криминальных и 

информационных 

учетов

(МВД РК)

Автоматизированные

информационно-

поисковые системы 

"Автомобиль", 

"Водитель", 

"Криминальный 

автотранспорт"

Информационная

система Комитета 

уголовно-

исполнительной 

системы

МЮ РК

Автоматизированная

информационная 

система 

биометрической 

идентификации 

личности по 

изображению лица

Единая

информационная 

система "Беркут"

Управляющая система по 

чрезвычайным ситуациям 

на базе ГИС и Web-

технологии

Информационная система 

управления Вооруженными 

Силами РК

Республиканская

автоматизированная 

информационно-

управляющая система по 

чрезвычайным ситуациям 

(АИУС ЧС)

Республиканский уровень 

ГИС по чрезвычайным 

ситуациям

ГИС по чрезвычайным 

ситуациям крупных 

городов

Автоматизированная

система "БИ"

(ВС РК)

Прототип

республиканской 

информационно-

аналитической 

системы "Судебное 

администрирование"

Базы данных о 

преступности в РК

(ГП РК)

ИС дактилоскопических 

учетов АДИС

"Папилон-7"

База данных

уголовных дел 

ПО "Минская 

конвенция" учет, 

регистрация, 

контроль исполнения  

международных 

документов 

ПО "Дежурный 

прокурор"

ИС

"Осуществление 

высшего 

надзора за 

точным и 

единообразным 

применением 

законов и 

подзаконных 

актов РК"

(ГП РК)

ПО "Учет актов 

прокурорского 

реагирования"

Судебные, 

уголовно-

исполнительные 

системы

Системы правовой и правоохранительной информации

База данных 

законодательных 

актов

Системы

вооруженных сил

Мониторинг

чрезвычайных 

ситуаций

Информационная

система Комитета по 

правовой статистике и 

специализированному 

учету

ГП РК


Tech.


Support





Participation


Coordination





Tech. Support





Recommendations





Dept.





Deployment





Sector Inputs





Ministry Budget





IT Project 





Budget








Working Groups





Line Ministries








AIC








MoEBP





NIT





Informatization 


Commission


(Policy Decisions)





NCA





Deployment





Dept.





Deployment





Dept.





[Source: Global E-Government Readiness Report 2005, United Nations]
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Box 1. Denmark’s Governance Structure for E-Government: Responsibilities 





1.  The Joint Board of e-Government: The Board plays a leadership role, but it does not have formal powers to decide how, where or when government organizations will implement e-government. It plays an important role in facilitating agreements among organizations to act in certain ways in such areas as the adoption of standards or participation in relevant initiatives. More specifically, the Board is expected to: 


create the right conditions for e-government; 


develop an overview of e-government and transmit knowledge about it across government; and 


assure progress in e-government implementation. 





2.  The Danish Digital Task Force (MOF): The Task Force is expected to: 


promote the spread of e-government by providing information on the aims and content of the e-government strategy; 


carry out cross-cutting follow-up and coordination on behalf of the Joint Board of e-Government;


contribute process skills to projects prioritized by the Board; 


maintain ongoing monitoring of the need for cross-cutting initiatives, and propose these to the Board; and 


carry out projects in selected focus and business areas in cooperation with interested parties. 





3.  The IT-Policy Centre (MVTU): The Centre aims to ensure that Danish e-government is based on a robust technical understanding of ICT and the role that it will play in government in the future. 
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� Czech Republic, Estonia, Hungary, Latvia, Lithuania, Poland, Slovakia, and Slovenia, 


� Overall ranking of Italy is 25th, Singapore 7th, Chile 22nd, Luxembourg 28th, and Czech Republic 29th.


� ITU Data (� HYPERLINK "http://www.itu.int/ITU-D/ict/statistics/at_glance/main04.pdf" ��http://www.itu.int/ITU-D/ict/statistics/at_glance/main04.pdf�) 


� This low level of telecommunication availability is reflected in the low rate for connectivity in e-government readiness index.


� The Kazakhstan Internet Federation estimates, though, the number of Internet users has reached 1 million by the end of 2004.


� � HYPERLINK "http://www.unpan.org/egovernment4.asp" ��http://www.unpan.org/egovernment4.asp�


� For example, it is possible in Kazakhstan to submit tax statements to the authorities as well as to clear mutual payments with the state budget through electronic channels in real time using electronic signature, which distinguishes Kazakhstan from other CIS countries.


� Some studies on E-Government’s success factor based on lessons learned include The e-Government Imperative (OECD, 2003); Most eGovernment-for-Development Projects Fail: How Can Risks be Reduced?” (Heeks, Richard. 2003, iGovernment Working Paper No. 14); and E-government: From Vision to Implementation. A Practical Guide with Case Studies (Bhatnagar, Subhash C. 2004, Sage Publications).  


� The Web measure index is primarily the measure of presence/absence of specific electronic facilities/ services available in the official website and/or some sectoral sites e.g. health, education, social welfare.


� The telecommunication infrastructure index is a composite weighted average index of six primary indices, which include PCs/1000 persons; internet users/1000 persons; telephone lines/1000 persons; online population; mobile phones/1000 persons; and TVs/1000 persons.


� The human capital index relies on the UNDP ‘education index’. 


� The national site is: � HYPERLINK "http://www.government.kz" ��http://www.government.kz�. The president’s site is: � HYPERLINK "http://www.president.kz" ��http://www.president.kz�. 


� Overall ranking of Italy is 25th, Singapore 7th, Chile 22nd, Luxembourg 28th, and Czech Republic 29th.


� ITU Data (� HYPERLINK "http://www.itu.int/ITU-D/ict/statistics/at_glance/main04.pdf" ��http://www.itu.int/ITU-D/ict/statistics/at_glance/main04.pdf�) 


� This low level of telecommunication availability is reflected in the low rate for connectivity in e-government readiness index.


� The Kazakhstan Internet Federation estimates, though, the number of Internet users has reached 1 million by the end of 2004.


� It is important to note here that although Korea, Singapore, and the United States are also considered to be among leading countries in e-government, e-government may or may not be the reason for their speedy services. Speedy turn-around requires simplified internal process and decision making procedures with or without the use of ICT. However, it is not entirely unreasonable to think that it has contributed positively to some extent.


� Kazakhstan Governance and Service Delivery: A Diagnostic Report, May 2002, Poverty Reduction and Economic Management Unit (ECSPE), Europe and Central Asia Region, The World Bank


� E-Strategies Monitoring and Evaluation Toolkit, January 2005, The World Bank (� HYPERLINK "http://lnweb18.worldbank.org/ict/resources.nsf/InfoResources/B3590B631857789885256F970057DE12" ��http://lnweb18.worldbank.org/ict/resources.nsf/InfoResources/B3590B631857789885256F970057DE12�) 


� The descriptions about Denmark’s system owe substantially to the analysis made in “OECD Peer Review of E-Government in Denmark” October, 2005.


� Recently, there was a change this institutional framework. The responsibility for implementing e-government was transferred to MOGAHA with MIC given responsibility for operating and managing the Government Information Technology Center and providing technical support. In effect, the MOGAHA acts as CIO, overseeing information strategy planning and system development support, while MIC fulfills the role of a CTO, managing technical issues. 


� � HYPERLINK "http://web.worldbank.org/WBSITE/EXTERNAL/TOPICS/EXTINFORMATIONANDCOMMUNICATIONANDTECHNOLOGIES/EXTEGOVERNMENT/0,,contentMDK:20486058~menuPK:1767268~pagePK:148956~piPK:216618~theSitePK:702586,00.html" ��http://web.worldbank.org/WBSITE/EXTERNAL/TOPICS/EXTINFORMATIONANDCOMMUNICATIONANDTECHNOLOGIES/EXTEGOVERNMENT/0,,contentMDK:20486058~menuPK:1767268~pagePK:148956~piPK:216618~theSitePK:702586,00.html� 
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