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Introduction
Public sector organizations are experiencing a rapid rise in demand for Web-
enabled business processes and practices. This demand is being driven by e-
Government mandates, paperwork elimination initiatives, and additional
homeland security measures. Another factor is the increasing desire for online
services from an Internet-savvy public.

To meet these needs, public sector organizations and private vendors are
developing and deploying Web projects that enable citizens to interact and
transact business with government agencies. Besides improving service to the
community, Web technologies help public sector agencies conduct business
more efficiently with other public sector organizations and private sector
businesses.

E-government Web programs vary widely. They include sites for renewing
drivers' licenses, for registering to use parks and recreation, for processing
building permits, even for providing death certificates. However varied, these
sites have one thing in common: they can prove highly valuable to the public
and to the agencies in charge of each program.

In fact, a survey released in April 2003 by the Council for Excellence in
Government noted that 75 percent of e-Government users think 
e-Government has made it easier to get information, and 67 percent like doing
transactions with government online. Nielsen//NetRatings, the global standard
for Internet audience measurement and analysis, reports that more than one-
third of all Internet users visited a federal government Website in February
2003 and that about half of all businesses went online to interact with the U.S.
government in January 2003.

Not every Web project is successful, however. Stories of failures are common.
Yet the success or failure of a public sector Web project has less to do with
the technology and more to do with the organization's readiness to adopt
change. Success hinges on the ability of IT vendors and public agency IT
departments to approach projects with a holistic view – one that incorporates
both business practices and IT.

This paper discusses both the common pitfalls and the factors that lead to
successful Web sites. Although it is not a comprehensive guide, this paper will
benefit the private sector IT vendor or public sector IT director in the early
stages of planning a Web project. 

The Promise of Web-Enabled Government
We live in a world where people exchange instant text messages across the
country, where colleagues all over the globe work together through e-mail, and
where citizens shop electronically for everything from craft supplies to homes
and cars. Government agencies cannot afford to be islands of manual
processes that require personal visits to obscure locations where paper forms
must be filled out in triplicate.

Fortunately, the same tools and technologies that automate government
processes can be adapted to offer fast, effective and responsive government
services over the Internet to customers who have now become accustomed to
high levels of service and efficiency.
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More accessible and more responsive government.

For anyone with access to the Internet, going online to renew a driver's
license, to apply for a building permit, or to request an income tax form is
preferable to submitting to telephone “on-hold” music, long lines, or multi-part
paperwork.

The tradeoffs will not always be clear, however. Few experiences are as
frustrating as logging onto a badly designed, poorly tested, and improperly
maintained Web site. If users cannot quickly decipher what they need to click
to get the service or answer they're seeking, they will abandon their online
search. With dashed expectations of online convenience, they will head to the
nearest agency office.

If the intent of e-Government is to make government more responsive,
Websites must be intuitive and responsive to the needs of citizens. Citizens
should not have to decipher agency names in order to determine where to go
for a particular service. They should not have to wonder if driver's licenses
issued by the Department of Motor Vehicles or by the Department of
Licensing. Nor should they have to guess whether they get food handler's
permits from the Department of Health and Human Services or from the
Department of Licensing.

If a government function can be automated, or broken down into components
that can be even partly automated, it makes sense to find a way to provide
that function, or at least some part of it, to the public over the Internet.

Because the online world operates with expectations of 24X7 availability, a
properly configured and well designed online service will never need to close
for lunch, vacations, holidays, or even a weekend.

Using the Web to make government more accessible and responsive to
citizens is a promising prospect with a wide range of possibilities.

Self service

In the private sector, self-service business models help reduce the cost of
running a distribution center and offer an alternative to crowded retail
shopping lines. As consumers grow more comfortable buying retail items or
booking travel online, they will increasingly expect at least some government
services to be available at a time and place of their choosing. In the public
sector, the Web-enabled self-service model allows citizens to answer their
own questions and literally help themselves, without the additional labor costs,
overhead or challenges of a direct service model.
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Efficiencies and cost reductions

Just as self-service checkout counters at grocery stores reduce the need for
cashiers, Web-enabling government operations can increase and improve
service to citizens without increasing staff.  Agencies or departments looking
for time and cost savings along with improvements in efficiency might be
tempted to automate particular steps or tasks in an existing business process
without regard for the larger context of the department. This approach can
result in yet another disparate system or “silo” of data that must be handled
and maintained manually. 

The preferred approach – the one that can result in the greatest benefits – is
to evaluate all business processes and information flows related to a particular
subset of services, then take advantage of the technology to better align the
processes with customer needs.

Catalyst for economic development

In the competition for economic development that creates jobs and generates
tax revenue, large companies have executed highly publicized and visible site
selection processes to move their operations or headquarters. But there are
other, smaller prospective employers whose evaluation processes are largely
unseen by staff in economic development offices and chambers of commerce.

These smaller prospects are emerging businesses. Searching online, owners
of these companies can perform their site selection process out of the view of
city economic development staff. What these business people find – or don't
find – online can determine whether or not they choose your city or region for
their base of operations. Their search-and-evaluation process can be
significantly influenced by the ease with which they can gather information
about a community or complete a business license application.

The presence of a strong local or regional government Web portal tells visitors
a great deal about a community's willingness to embrace change, anticipate
opportunities, and welcome new businesses. Even online advertisements for
requests for proposal (RFPs) or help wanted can help boost an area's
attractiveness to outsiders or provide new avenues opportunities for locals.

Online services allow economic or community development staff to leverage
state-of-the-art communication tools such as targeted e-mail newsletters or
Really Simple Syndication (RSS) distributed procurement notices.

Challenges and Pitfalls
Up to 25 percent of public sector IT projects are reported as outright failures.
According to studies of state-funded development projects, only 25 percent
were deemed successes, leaving fully half of all projects falling short in some
way.  They became partial successes (or partial failures) that failed to meet
expectations for budget, schedule, or functionality.1,2
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The more colossal failures are well known and widely publicized. One example
is the FBI's Virtual Case File System, which grabbed numerous headlines as it
sought to recover from a fiasco that cost taxpayers more than $100 million.
Every agency, perhaps every office, has its own examples of projects gone
wrong – whether or not they've garnered national media attention.

Although the publicity surrounding IT debacles may be attributed partly to
sensationalism, it is also indicative of how visible and vulnerable these
projects are, especially when tax dollars are being spent and the
consequences of failure are significant.

In the classic Standish Group study of project failure, they identified 10
common reasons why projects are not successful. The list of common reasons
for failure underscores the importance of establishing project fundamentals as
early as possible. The factors contributing to project failures include:

1.  Monitor service-level performance

2.  Lack of user involvement

3.  Lack of resources

4.  Unrealistic expectations

5.  Lack of executive support

6.  Changing requirements and specifications

7.  Lack of planning

8.  Discontinued need 

9.  Lack of IT management

10. Technology illiteracy

Risk management

Web projects vary in the amount of inherent risk, as shown in the graphic that
follows. There is a direct trade off between the number of business processes,
the application impacts, and the maturity of the organization to absorb the
change and deploy the new application. As organizations become more
mature in adopting change, they typically become more successful at taking
on larger Web initiatives that have the ability to transform the organization.

Risk Matrix

# of Impacted
Processes 

Single Process
or Transaction 

Less Mature More Mature

Medium Risk

Medium Risk

High Risk

Multiple Processes/
Org Transformation

Web Deployment Processes

Lower Risk
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Assess your readiness for a Web project

Using CGI's Web Readiness Assessment approach, we can help a
government organization quickly evaluate its readiness for and potential risk
related to a Web application development. Requiring only a few hours, a Web
Readiness Assessment uncovers gaps and risks early, which can save
countless hours and dollars in the long run. 

The most highly qualified consultants are those who have been down this road
before. CGI has extensive experience working with public sector agencies to
plan, develop, deploy, and support Web projects. CGI has the knowledge and
experience to optimize your organization's use of IT and to align your
technology infrastructure and process changes with your goals and
processes. 

About CGI
CGI is in the business of satisfying clients. For 30 years, CGI has operated
upon the principles of sharing in clients' challenges and delivering quality
services to solve them. A leading IT and business process services provider,
CGI has approximately 26,500 professionals operating in 100+ offices
worldwide.

In the public sector, CGI is a major provider to federal, state, provincial, local
and municipal governments in the U.S., Canada, Europe and Australia. CGI
helps governments become more accountable, efficient, cost effective, secure
and service oriented. With industry know-how and a full breadth of technology
and business process services and solutions, CGI has the experience and
proven offerings governments need to evolve.

1. The Standish Group International, Inc.  2002. The Chaos Chronicles Vol. 3.0.
http://www.standishgroup.com/chronicles/index.php

2. Organisation for Economic Co-operation and Development.  2002. The Hidden
Threat to EGovernment: Avoiding Large Government IT Failures.
http://www.oecd.org/dataoecd/19/12/1091677.pdf
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