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1. Objectives, scope and context

1.1. Introduction

The OECD E-Government Project takes as its basic premise that e-
government provides the capacity to reform the way public administrations
operate and can result in more customer-focused, responsive government.
This requires overcoming major challenges. The forthcoming OECD report
“The E-Government Imperative” examines the potential and impact of e-
government and the changes required to maximise its benefits. This article is
based on the forthcoming publication, and examines the case for e-
government as well as the budgetary barriers that must be overcome in order
to successfully implement e-government.

As this article shows, e-government has broad benefits and requires a
whole-of-government perspective for successful implementation. Issues of
co-ordination and collaboration, including regarding budgetary issues, need to
be addressed to maximise the benefits of e-government.

Governments are major users of information and communication
technologies (ICTs). In OECD member countries, government use of ICTs is now
well established and an integral part of how governments do business. From an
initial focus on mass processing tasks, using mainframe computers in areas
such as collecting national statistics and processing taxation returns,
government use of ICTs has widened to encompass a full-range of technologies
and applications. For almost a decade, governments have used Internet-based
technologies, particularly the World Wide Web and e-mail. There is scarcely an
aspect of government activity that does not involve the use of ICTs.

It would be surprising if this were not the case. ICTs have become a
crucial element of national infrastructure, underpinning economic and social
activity in all OECD member countries. Given the scale of their activities and
the diverse nature of their business across all forms of economic activity,
governments have derived significant benefits from embracing ICTs. They
have often been at the forefront in the adoption of specific applications and
have used their scale and position in local markets to foster the development
of ICT production industries. 

Governments have embraced the Internet. The emergence of the Internet
and parallel developments in processing capacity and data storage over the
1990s have significantly altered the environment for ICT use across society
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and in government. While the longer-term effects of this digital revolution are
likely to be profound, these developments have already increased pressure on
governments to perform and provided them the capacity to do so. 

Governments were not immune to the attractions of what is now seen as
the dot-com bubble. However, they now better understand that real value can
be obtained through the use of ICTs, but that the need for basic assessments
of benefits and costs, risks and opportunities remains. 

In response to these new capabilities, OECD member country governments
have issued e-government strategies, set targets and established e-government
co-ordination bodies. In a number of countries, e-government is the specific
responsibility of a minister; in others, it is part of the information society or
other ministerial responsibilities. These responses suggest that, primarily
owing to the emergence of the Internet, there has been a qualitative shift in the
role governments assign to ICTs. This parallels similar responses in the broader
economy, where the Internet’s potential had led to the information society and
e-commerce policies, initiatives and co-ordinating structures.

1.2. Definitions 

Defining e-government. There are many definitions of e-government,
and the term itself is not universally used. The differences are not just
semantic and may reflect priorities in government strategies. The definitions
fall into three groups:

● E-government is defined as Internet (online) service delivery and other
Internet-based activity such as e-consultation.

● E-government is equated to the use of ICTs in government. While the focus
is generally on the delivery of services and processing, the broadest
definition encompasses all aspects of government activity.

● E-government is defined as a capacity to transform public administration
through the use of ICTs or indeed is used to describe a new form of
government built around ICTs. This aspect is usually linked to Internet use. 

Definitions and terms adopted by individual countries have shifted as
priorities change and as progress is made towards particular objectives. This
is as it should be; the area is a dynamic one and policies and definitions need
to remain relevant. In the context of the OECD E-Government Project, the term
“e-government” is defined as:

The use of information and communication technologies, and particularly
the Internet, as a tool to achieve better government.
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While the relative importance of the Internet in the overall framework of
ICT use in government will be a matter for debate for a long time to come, this
article focuses more on use of ICTs that involves the Internet than other, more
established ICT applications. This is in recognition of the fact that use of the
Internet is in its relative infancy, and as such raises more issues for public
administrators and governments generally than the use of more established
technologies. The Internet, building on the established base of ICT use by
governments, offers new opportunities for governments to do their job better,
and it is primarily for this reason that governments are focusing on it.
However, e-government is more than Internet use or online service delivery.
Internet use by governments cannot, and indeed should not, be isolated from
the broader digitisation of government activity as a whole; the issue is
therefore one of emphasis. 

1.3. Objectives

As demonstrated in the report “The E-Government Imperative”, merely
introducing ICTs into existing organisations and work processes will not
produce the desired improved outcomes. This article aims to identify the
benefits of e-government in the broadest sense, as well as the budgetary
barriers that need to be overcome if e-government benefits are to be
maximised. It is designed to assist e-government practitioners and those
concerned with the modernisation and reform of public administrations. It
analyses country experiences and good practices, identifies key challenges
and impacts, and sets down possible strategies and guidelines as a framework
for action by individual countries. There is no single path to good governance
outcomes via e-government, and each country’s action will reflect its
individual governance and economic and social circumstances and priorities.

The OECD E-Government Project focuses on governance issues and
impacts. E-government can help administrations do their job better by
reinforcing good governance objectives, and administrative reforms are
necessary if e-government is to be successful. E-government and reform are
therefore mutually reinforcing. This article takes the perspective that the
value of e-government initiatives can be assessed against long-standing
governance principles, such as efficiency and accountability. It recognises that
introducing e-government initiatives will challenge aspects of existing
governance frameworks, for example budgetary frameworks, and considers
potential solutions.

1.4. Methodology

The findings and observations presented in this article emerge from the
deliberations and guidance of the OECD E-Government Working Group. This
group consists of 12 countries: Australia, Canada, Denmark, Finland, France,
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Germany, Italy, Japan, Korea, Mexico, the Netherlands and the United States.
The findings of the article also stem from the series of project seminars,
involving commissioned papers and the seminar deliberations; from papers
and information prepared by member countries; and from analysis of
countries’ e-government strategies and other material. As will appear, there
are major deficiencies in data on e-government activities, so it has been
impossible to carry out a detailed analysis of comparable quantitative
information.

The examples and information used in this text come largely from the
OECD E-Government Working Group. The OECD also undertook an in-depth
pilot study of e-government in Finland, and many examples and case studies
stem from the report “E-Government in Finland”. Country examples in the
article are taken from all levels of government. 

2. The case for e-government

Public management reforms to enhance performance continue to be an
important issue for all OECD member countries. The need to respond to
changing pressures resulting from globalisation, fiscal demands, evolving
societies and customer expectations has meant a continuing process of
reform, notwithstanding significant changes over the last two decades. While
common elements can be identified, particularly the need to do more with
less, the timing, pace and nature of reforms have been diverse, reflecting the
conditions for reform and the strategies adopted in each country. 

Reforms have addressed the full range of good governance objectives,
seeking legitimacy, rule of law, transparency, accountability, integrity,
effectiveness, coherence, adaptability, participation and consultation. In
many areas, ICTs have been an important enabling tool for reform. While the
pursuit of efficiency gains and the effective delivery of programme outcomes
have been main drivers of ICT use in government, the focus has turned more
recently to other good governance objectives, such as improving services,
increasing accountability and transparency and facilitating consultation and
engagement.

This section looks at the reasons for embracing e-government as a means
of reforming public management and contributing to broader policy
objectives. In practice, while a specific e-government initiative can be driven
by a single major goal, such as cost savings, most aim to achieve a number of
often competing objectives. Drawing on information submitted by Working
Group members, this section discusses the case for e-government:

● E-government helps improve efficiency in government. ICTs are a
necessary enabler of reforms to the ways in which public administrations
work. Improving internal operating systems – financial systems, purchasing
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and payment arrangements, internal communications and sharing of
information – and programme processing and delivery arrangements can
generate operating efficiencies and improve performance.

● Enhanced quality of service has been a major component of public
administration reform over the past two decades, and the use of ICTs to
generate improvements in services has been a primary driver for e-
government activity. In particular, the use of the Internet has given a major
boost to customer-focused, seamless services, which aim to transcend the
structure of public administrations. Online services are increasingly seen as
part of a broader services strategy, with important customer and efficiency
benefits. As users of public services are often obliged to interact with
government, user dissatisfaction with the quality of government services
can quickly become a major political issue.

● ICTs can support more effective outcomes in key policy areas such as
health, welfare services, security and education. Ultimately, governments
and public administrations exist to deliver policy outcomes, and ICTs are a
major enabler across all major policy areas. The use of the Internet to
deliver value in these areas is a major preoccupation in member countries.

● Better governance arrangements in themselves will promote economic
policy objectives. More specific effects may range from impacts on ICT
production, e-commerce diffusion and business productivity to indirect
effects such as reduced fiscal requirements owing to more effective
programmes and efficiencies flowing through to the broader economy.

● E-government can help forward the reform agenda. When aligned with
modernisat ion goals ,  implementing  e-government  can help
administrations focus on the additional changes needed to meet service
delivery and good governance concerns. At the same time, it provides some
valuable reform tools and builds support from high-level leaders and
government employees for achieving those objectives.

● Through citizen engagement, e-government can improve the overall trust
relationship between government and public administrations. E-
government, by improving information flows and encouraging active
participation by citizens, is increasingly seen as a valuable tool for building
trust between governments and citizens.

These objectives may involve trade-offs between efficiency and
effectiveness, efficiency and openness, accountability and customer focus.
When this is the case, priorities will need to be set, but it should not be
assumed that such trade-offs are inevitable. Several Nordic countries have put
in place specific offices (ombudsmen) to handle citizen complains with regard
to privacy and citizen trust, this supports both privacy protection and efficient
use of data.
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2.1. E-government and efficiency

The search for efficiency gains is a major driver of ICT use in government,
and most national strategies specifically address this goal. ICT use in
government has often been driven by the need to reduce the call on resources,
either to reduce overall spending or to allocate funds to higher priority areas.
Mass processing tasks, distributed networks of service outlets, payment

Box 1. Italy: Transforming the relationship
with business suppliers to government

In order to increase programme efficiency, effectiveness and to stimulate e-
commerce, in 2000, the Ministry of Economy and Finance adopted an e-
procurement system. This was the result of a study which identified areas in
which procurement processes could be made more efficient. It reflected one of
the goals of the Italian E-government Action Plan to improve economic
development,  promote change and modernisation in the publ ic
administration, and develop the information society. 

In the new e-procurement system, the approach to procurement has been
transformed, and ICT applications and re-engineered business processes have
been introduced. Three procurement channels or “platforms” have been
introduced: online product catalogues, e-auctions and e-marketplaces.

In order to introduce the new procedures, new legislation had to be introduced
to provide a legal basis for the e-procurement project. Based on this, a new
organisational model for procurement management and a new online website
were introduced. While reforming and centralising policies and procedures, care
was taken to respect the budget autonomy of agencies – purchasing decisions
remain within the authority of the respective agencies, while the e-procurement
system simply enables a more effective process for the authority to be exercised.
A new online procurement website was also introduced, based on the platform
model, which provides a fully transactional and e-enabled capacity that allows
bids and purchases to be made online.

The e-procurement system has meant a 30% reduction in the total cost of
goods and services procured for the government. The end-to-end transactional
capacity has meant that suppliers wanting to secure government business
have had to adopt e-commerce business practices, and the increasing use of e-
procurement will eventually provide further business opportunities, such as
collaboration with suppliers on inventory requirements and new applications
to automate purchasing.

Source: Culbertson (2002).
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processes and internal public administration operating processes such as
procurement, payroll and human resource management all depend on ICTs to
operate and will continue to be targets for efficiencies.

More recently, Internet-based applications have been deployed, using
online filing to reduce costs of data re-entry and checking, to save on
communications costs with customers and within government, to use scarce
resources such as skilled staff or facilities more efficiently by improving
booking arrangements, to replace paper-based application processes and to
reform payment and procurement.

With the increasing introduction of seamless online government
services, significant future efficiencies are likely as a result of greater sharing
of data within government and between government and private sectors such
as health care and welfare services. Arrangements which allow for re-use of
data (ignoring for the moment service quality and greater effectiveness) can
create efficiencies by reducing the need for multiple collections from the same
customer, data reconciliation and checking, and indeed, from the point of
view of the customer, for the need for some services at all. If progress is to be
made, the key issues are privacy protection and the need for agencies to
operate in a common framework to enable inter-operability.

Additionally, major savings can be obtained by transforming business
processes. More recently, the focus has turned to the Internet and online
applications in areas such as online data collection to reduce data entry costs,
the use of e-procurement and other e-commerce applications, reductions in
government publication and distribution costs and data through online
publication. Sharing of common data within and between agencies to reduce
collection and data reconciliation costs is emerging as a major focus of efforts
to reduce costs within government. It also provides considerable benefit to
customers of government services. 

It is generally thought that greater efficiencies are generated from ICT
projects that involve a major transformation of business processes than from
those that do not. While this is broadly true, the cumulative contribution of
micro-efficiencies should not be ignored, even though the absolute amounts
involved may not be significant.
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Box 2. Improved efficiency in statistical offices

One example of improved efficiency as a result of e-government can be seen
in international and national statistical institutions. 

Changes have occurred in national statistical offices (NSOs) in response to
growing citizen demand for more statistical data, disseminated on a more
cost-effective basis, in order to take decisions or evaluate the performance of
governments. The developments have been made possible by recent
technological advances in ICTs. Changes in work practices have been so
fundamental that NSOs are usually at the fore of the e-government process in
their countries in providing information, interactive services for data
manipulation or information sharing with other agencies.

Advanced technology, and the Internet in particular, have enabled national
statistical authorities to disseminate data more rapidly, and more cost-
effectively. They have provided new opportunities to create national
knowledge bases by placing large databases on the Internet, as well as to create
and manage very large databases. These databases are accessible through the
Internet and allow products to be tailored to individual users. The databases
are updated in real time. Many governments have also developed national one-
stop statistical portals, which offer statistical information to users without
them having to know the agency that produced it, providing integrated
information across administrative boundaries. They often operate within the
framework of a wider government portal.

National statistical offices also use ICTs to use the expanding range of
statistical tools to elaborate elementary data and to make ready-to-use
products available to clients, to respond to the requirements of international
bodies and comply with international standards regarding both data and
metadata, and to disseminate more data free of charge in recognition that
official statistics can often be a key public good. Due to ICTs, as well as a
commitment to change, many statistical offices are now using data sourced
from administrative records instead of direct collection. This reduces the
compliance burden on citizens and businesses, and has achieved budget
savings. ICTs have also enabled NSOs to use different variations of legal,
administrative, methodological and technical measures to collect and
disseminate data in a way that protects the privacy of respondents by
preventing primary and secondary disclosure. It also provides efficiency gains
when disseminating data that may require enhanced security measures. While
there is no such thing as zero risk of disclosure, NSOs are now able to minimise
this risk while at the same time making better quality data available. 
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Box 2. Improved efficiency in statistical offices (cont.)

Statistical offices are using ICT advances to make efficiency gains in the area
of public service delivery for which they are responsible, i.e. the collection,
compilation and dissemination of statistics. But success has been achieved as
much due to issues such as leadership, commitment, planning, and
involvement of many different actors as to the use of ICT.

Source: Finn and Giovannini (2002).

Box 3. The Nordic “Green Corridor” – international data
sharing for increased efficiency

An example of increased efficiency is the Nordic “Green Corridor” system, in
which electronic sharing of information has helped customs officials manage
processes with greater speed and at reduced cost. In co-operation with
Swedish trade, Finnish customs, Finnish trade and Russian customs, Swedish
customs have developed a system to facilitate border crossing when entering
Russia for compliant operators. The Green Corridor is based on the
accreditation of customs processes and a fully electronic chain of information,
starting with the Swedish or Finnish trader and ending with the Russian
customs officers at the point of entry. Via the Internet, Russian customs have
access to the trader’s customs declaration submitted online and thus can
better plan and perform control measures. This makes mutual risk analyses
possible and ensures that control measures are performed only when high risk
is perceived.

An approved Swedish or Finnish trader joining the Green Corridor enjoys a
release time of a maximum of two hours when entering Russian territory, since
all necessary information is already available when the merchandise appears
at the border. Special measures ensure the authenticity of submitted
information, and electronic signatures guarantee consistency from consignor
to consignee.

The Green Corridor promotes compliance on the international level and
makes use of the e-solutions implemented within the Virtual Customs Office
of Swedish Customs. True partnership applies since the services of the Virtual
Customs Office are also available to approved traders in Finland and the
information submitted is available for the three customs administrations in
Sweden, Finland and Russia. 

Source: OECD E-Government Working Group.
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While improvements in efficiency are a major factor in the decision to
implement e-government programmes, a focus on efficiency through the use
of ICTs requires consideration of the following:

● Assessments of efficiency in government are difficult. Government outputs
are difficult to quantify; as with other service industries increases in quality
are difficult to measure; the political satisfaction of particular projects or
policies may legitimately outweigh more mundane considerations of cost
and savings; measures of productivity such as multi-factor productivity and
labour productivity raise issues of the valuation of capital and the influence
of staffing practices such as outsourcing.

● These concerns apply to the assessment of efficiency gains as a result of e-
government, as do issues around assessing the impacts of ICT use more
generally. At the individual project level, assessments of potential
efficiencies are often made at the project initiation stage, although it is not
uncommon in government for an ICT-enabled process to be introduced
within tight timelines to meet a specific policy and political imperative,
with efficiency concerns of lesser importance. However, while individual

Box 4. Germany: Online services and the Federal Education 
Assistance Act (BAFög)

BAFög is aimed at promoting schooling and higher education. It enables
children of low-income families to finance their education through a loan.
Beneficiaries have to repay their loans upon completion of their studies.
Currently, some EUR 650 million are provided annually in the form of loans for
the education of school and university students. For the first time, students
repaying their BAFög loans are given the opportunity to obtain information on
their applications, questions and requests over the Internet. This includes
early repayments, performance-related partial remission of debts as well as
release from or deferment of loan repayment. Using BAFög online,
beneficiaries can apply online for performance-related or social reductions
before paying off their loans. 

The aim is to develop co-operation between the federal, Länder (states) and
municipality levels on BAFög matters, and to further standardise relevant
management processes. The electronic processing of repayments has already
led to savings of EUR 4.5 million in the first year of operations. These savings
are primarily due to process optimisation efforts, and investments in this e-
government service paid for themselves in less than one year. Further savings
can be achieved across the various administrative levels.

Source: OECD E-Government Working Group.
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project-level efficiencies can be identified, at the aggregate level the lack of
an accepted methodology and comparable data make it difficult to draw
conclusions as to the scale of the aggregate impact of e-government on
efficiency.

● Notwithstanding these problems, at the project level efficiencies need to be
able to be identified and estimated prior to the endorsement of the project,
to enable the assessment of competing proposals. As part of this, the need
for the particular service or process should be examined. Invariably such
assessments are made within an agency, but should take place on a whole-
of-government basis. It may be possible for an agency to remove the need
for users of a service to contact government by re-using data already
collected by a different agency, or to build on existing processes.

2.2. E-government improves service quality

The improvement of government services is an objective of all e-
government policy statements examined in this study. Indeed, given the
emphasis in both policies and in commentary more generally on online
service issues and online service targets, one might assume this to be the sole
objective of e-government. It has been useful as a way of raising public interest
in e-government, by articulating a vision (for example, services online by a
specific date) often with the broader aim of engagement with information
society initiatives more generally. Online service targets have also been
effective in mobilising public administrations to examine the potential of the
Internet and related technologies by applying them to existing services.

Specific service delivery policies have been developed by governments to
improve the quality of their services to customers. Key elements here have
comprised quality charters, incorporating timelines for specific services,
agency/customer service standards, benchmarking with private sector service
organisations and customer surveys. While a certain desire can exist to have
e-services for their own sake or for their demonstration effect, such services
are increasingly being developed in the context of broader, multi-channel
service policies.

A core element of member countries’ reform agendas and e-government
strategies is the adoption of a customer focus, with the specific objective of
providing citizens and businesses with a coherent interface with government
which reflects their needs rather than the structure of government. This
customer focus has long been an element of broader public management
reform, and predates the generalised use of the Internet as a service delivery
mechanism. One-stop offices, advice bureaux, whole-of-government
telephone call centres and services such as information kiosks have
attempted to bring together information and services from different
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governmental agencies. The provision of case management services, drawing
together a range of programme resources to address individual needs, also
reflects this approach.

The availability of the Internet has led to a quantum leap in efforts to
provide a cross-government customer focus, and member countries are active
in developing initiatives that draw together information and services for
specific customer groups. Citizens benefit from online services because they
can learn about policy changes that may affect them or specific community
activities or proposals at local level and can carry out routine transactions
with government, such as payments, on a more convenient basis.

The development of the Internet and ICTs generally has enhanced
governments’ capacity to focus services on specific groups of customers, and
the majority of OECD member countries’ e-government strategies reflect this
goal. Providing one-stop shops, facilities and services for people with
disabilities and information in different language communities are among the
approaches adopted in OECD member countries.

From the point of view of users, ICTs have made it easier to integrate the
services of individual agencies. To date, this has overwhelmingly concerned
Web-based information services, such as overall government portals and sub-
portals focused on a particular subject or customer group. Such services
require co-ordinated activity across agencies, with agreement on standards
for metadata, for example. Integrated cross-agency transaction services are
starting to emerge and are under active consideration in many member
countries. 

Specific initiatives adopted to improve service quality include:

● development of online portals focused on particular topics or groups which
bring together information and transactions relating to that particular topic
or group;

● measures that provide targeting within customer groupings, such as the
ability to select information by size of business from a business portal,
which helps small businesses find relevant information more readily, or
access to information by geographical area;

● use of e-mail listings to provide information, for example release by
national statistical agencies of new statistical information customised for
specific groups of customers;

● services that allow identified users (without authentication) to access
customised-information and services. For example, a log-on name or
password allows for customisation (e.g. by socio-demographic data);

● services that allow individual authenticated users to submit taxation or
other forms, to apply for assistance and to file compliance returns online.
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Such services require some form of authentication related to the
confidentiality and security requirements of the transaction involved. Many
countries have realised the benefits of cross-agency authentication systems,
and the United Kingdom’s Gateway and Ireland’s Vault projects aim to
provide a common authentication point for a range of services. They also
provide an important enabler for online mass customisation of services.

Box 5. Canada: Guide for the Service Improvement Initiative

This guide is a managerial tool for implementing the Service Improvement
Initiative. It is directed to programme managers responsible for service
delivery in federal departments and agencies. It offers a detailed, holistic
method for planning and implementing service improvement, based on the
client’s perspective and the establishment of service standards. It includes
step-by-step descriptions of suggested activities with associated evaluation
tools, questionnaires and guidelines in the appendices.

Source: Service Improvement Initiative:
http://www.cio-dpi.gc.ca/si-as/howto-comment/howto-comment00_e.asp

Box 6. Mexico: Customer-focused portals

The Government of Mexico recently launched www.gob.mx, a government-
wide portal that organizes information and services in a thematic rather than
institutional fashion. The system concentrates more than 1 500 informative
and transactional services from over a hundred government institutions.
Under the theme "work", for example, users will not only find the expected
matchmaker service between employers and prospective recruits, but also
information about labour rights, taxation on labour services, public housing
and soft financing for low-income workers, and so on. Furthermore, contents
are linked among themselves to produce contextual connections such as
"youth" and "drug prevention", or "household" and "security". The bundling of
information and services in thematic channels has been possible thanks to the
horizontal co-ordination of sixteen leaders – one for each thematic channel –
and the work of several dozen agencies.

Source: OECD E-Government Working Group.
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2.3. E-government increases policy effectiveness

Although access and convenience are important drivers of much e-
government activity, there is increasing awareness that e-government
initiatives can also help achieve important outcomes in major policy areas
such as health, education, anti-crime initiatives and security. In fact, efforts to
improve enhanced policy outcomes will encompass the full-range of the
policy sectors addressed by governments. The contribution of e-government
to policy outcomes may take many forms, but a characteristic of effective
initiatives is the use of the networking potential of the Internet to share data
more effectively among a range of dispersed stakeholders.

E-government initiatives may involve online services that interact
directly with end-users, for example to provide information and enrolment
facilities to boost take-up of a welfare payment programme or online
information on education and training options. Initiatives may also involve
sharing information among various units of government and intermediaries,
for example in the health sector where arrangements are made to capture and
share more efficiently information on pharmaceutical use and medical
services in order to reduce aggregate costs and provide better care to
individuals. Such initiatives are being developed in Finland and Australia.

Improved collection of taxes, reduced demand for health services
through better use of health information or reduced unemployment payments
owing to better matching of the unemployed to vacancies via online job
registers can also have a significant impact on a government’s fiscal position.

Additionally, e-government can help improve social policy. For example,
e-government can help administrations promote the use of native languages
and provide information about indigenous peoples. It can help form
communities of interest around public issues and provide information to
specific and disenfranchised groups. 

An increase in programme effectiveness through the use of ICTs will
require attention to the following:

● A framework for identifying and assessing the potential contribution to the
relevant policy target. Many e-government initiatives have been developed
from a supply-side “build and they will come” focus. While this is
understandable in the early stages of online service rollout, initiatives need
to meet a clear business need if they are to be effective. There is a need to
be able to measure potential demand, policy outcomes and quality
improvements that can result from e-government initiatives.

● Recognition of the fact that capturing the benefits of better information
flows and networking in general is complex in sectors such as health and
welfare services and will require both patience and full engagement by
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stakeholders. Timeframes must be realistic, and there may be considerable
lags before benefits accrue.

● Sharing of information about individuals between different units of
government and between governments and non-government organisations
and enterprises raises issues of privacy protection. The need to justify such
sharing reinforces the need to articulate clearly the benefits to be reaped.

Box 7. Denmark: User benefits expected from health portal

A collaborative effort to establish a common public health portal on the
Internet is a fundamental element of the introduction of digital administration
in Denmark. Based upon the initiative of the Danish regions, the health portal
initiative became a part of the 2002 economic agreement between the
government, the regions and certain local authorities and stressed the project’s
importance as a framework for electronic communication in the area of
healthcare. Phase one of the portal is expected to be launched at the end of
2003 and run through 2004.

The health portal’s overall purpose is to support the general aims of Danish
National Health Service (NHS), including better information and service,
quality assurance and improved use of treatment and care resources. It is
intended to give targeted access to the NHS, affording users opportunities for
information and communication in order to gain insight when necessary into
their possibilities for treatment. At the same time, the principle that healthcare
problems must as far as possible be solved at the primary treatment level
(typically general practitioners – GPs) must be respected. 

As a means of facilitating communication between the parties involved in the
NHS, it is crucial for the health portal to be seen as a tool capable of being
integrated into clinical work in such a manner as to allow healthcare professionals
to solve the tasks supported by the portal in a quicker and/or better way.

Security is the first concern for the health portal. Patients may only access
their own data following individual authentication via digital signature.
Healthcare professionals may access patient data after obtaining the relevant
consent and local authentication.

The search engine is expected to be the most frequently used access mode.
The quality of search results for the large amounts of varied data that the
portal will contain will be highly dependent on the accessibility and quality of
metadata. Automatic generation of metadata and use of classifications that
match the NHS’s usage are therefore essential. 
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2.4. E-government contributes to economic policy objectives

The New Economy: Beyond the Hype (OECD, 2001) assessed the impact of
ICTs on economic growth and indicated that assessment is difficult in this
area, particularly for activities within the government sphere. E-government
activity may generate savings for governments by reducing the need for
outlays, but the economic impact will depend on how these savings are used.
Accordingly, no firm conclusions as to the scale of aggregate impacts can be
drawn; moreover, as will be seen, assessment of impacts at the specific project
level presents significant difficulties.

Box 7. Denmark: User benefits expected from health portal (cont.)

The portal must support a coherent patient treatment process, including
supporting patient opportunities for attending to their own healthcare and
their own treatment and for contacting relevant healthcare professionals, and
supporting transfer procedures between healthcare professionals involved in
the treatment process. Support of patients with chronic illness through home
monitoring and telemedicine is envisaged. 

To avoid duplication, the portal where possible uses information produced
under the auspices of the public healthcare authorities. This principle will be
reinforced through the establishment of a central editing function and through
regional editing environments. The editors will be responsible for further
developing and updating a range of information, including profile areas for
NHS actors, national waiting list information, patient guidelines, information
on healthcare and prevention, etc.

During the first two years, selected counties’ electronic patient medical
records are to be integrated. In addition, to ensure more appropriate use of
medicines and remedy inappropriate polypharmacy, personal medical profiles
will contain a review of the use of prescription medicines. This information
will be adapted and used for communication between healthcare
professionals. 

Patients will also be able to communicate with their GPs through electronic
appointments, e-mail consultations and ordering of repeat prescriptions.
There will also be a pilot project on GPs’ receipt of test results from medical
laboratories. The health portal will also support communication between
general practitioners and hospitals concerning examination information,
clinical guidelines, etc.

Source: OECD E-Government Working Group.
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Online services have already played a strong role in improving business
productivity and assisting in the start-up of new enterprises. In many OECD
member countries, administrative simplification is a priority, especially
regarding policies and services for small businesses, as government
requirements can have a major impact on their viability. Initiatives have
involved reducing compliance burdens by making business registration
requirements accessible online and enabling online filing of taxation forms
directly from accounting software used by businesses. They also concern
providing online access or filing of forms relating to unemployment insurance
or statistical reporting and sharing data collected from businesses among
different agencies. Governments have also developed online business portals
to provide more efficient access to information produced by business
assistance agencies on issues such as market trends, export opportunities and
assistance programmes. Portals have been used to draw together information
from a range of agencies, often at different levels of government.

E-government is also seen as a means of promoting broader information
society and e-commerce policies. Government use of online applications for
service delivery and government business processes can provide a

Box 8. Spain: The Tourism Portal:
a market place for tourist products and services

Developed by the government and launched in June 2002, the Spanish
tourism portal www.spain.info aggregates information and services from
public and private sector databases (i.e. the central government, the 17 regional
autonomous administrations, local authorities, private tour operators, travel
agents, individual hotels, restaurants, etc.). It shares information and services
with vertical and horizontal portals, such as municipal web sites, commercial
portals, travel sites and government tourist offices. The portal provides tourists
and travel agents with quantified and co-ordinated information to plan,
organise and book trips in nine languages and a wide range of formats
(e.g. multimedia and 3-D virtual imagery), and allows tourist office staff to
deliver up-to-date information tailored to each tourist’s needs. The portal
allows regions, municipalities and private operators to pursue their own
tourism strategy without having to duplicate efforts. An e-commerce extranet
allows tourism businesses and communities to buy and sell their products, and
provides a reservation system, with financial transactions conducted at the
point of sale. 

Source: Holmes (2002).
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demonstration effect which can help lead to the take-up of e-commerce and
the Internet across the economy more broadly. This is a common goal of
countries’ information society and e-government strategies, though its
success remains difficult to assess. Elements of this policy may include: 

● Government acting as a leading-edge user, adopting emerging applications
to assist in their broader take-up across the economy. For example,
governments have been urged to adopt smart card or specific security
applications in the hopes that this will provide a critical mass for broader
use. In a context of promoting innovation, these approaches can be
worthwhile, particularly if specific funding is forthcoming. 

● Developing or adopting policies and standards which can be applied across
government and broader public sector applications, in order to promote
common standards and influence the potential market. Sweden and
Australia, for example, have adopted policies to share authentication
infrastructure between government and the banking sector to defray costs
and promote take-up, and thus improve the business situation for both
parties.

● E-government services can be seen as a rationale for take-up of the
Internet, thus contributing not only to social policy objectives to reduce the
digital divide but also, more broadly, to the value of online access in the
community (the network effect) and thus to the demand for e-services and
e-commerce. 

● Government direct consumption of ICT goods and services can be
significant and is often more stable than private-sector demand.
Government demand for communications capacity, particularly in non-
metropolitan areas, can influence market decisions to roll out capacity.
Additionally, government demand for ICTs can increase demand for locally
produced ICT products and services, and government ICT procurement
policies often take into account this objective. Governments can also help
develop ICT skills in the economy. 

2.5. E-government can help forward the public reform agenda

The promised benefits of e-government do not take place simply by
digitising information and placing it online. E-government services continue
to be embedded in the environment of today’s public administrations and
therefore remain limited by what these administrations are capable, and
willing, to do. The term “e-government”, as used by the OECD E-Government
Project, applies to the use of ICTs as a tool to achieve better government. Thus, e-
government is not about business as usual, but should instead focus on using
ICTs to transform the structures, operations and, most importantly, the
culture of government. 
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Reform of the public administration has been on the agendas of most
OECD member country governments well before the advent of the term “e-
government”. But e-government is an important component of today’s reform
agendas because it: i) serves as a tool for reform; ii) renews interest in public
management reform; iii) highlights internal inconsistencies; iv) underscores
commitment to good governance objectives.

As a reform tool, ICT use in government makes it easier to monitor the
efficiency and effectiveness of service delivery, tying individual output to
overall project objectives. It has been used to simplify and make more
transparent financial, case management and human resource management
processes. Such tools are only effective, however, if they are linked to public
management objectives and used as part of an overall change management
strategy.

E-mail and electronic communications technologies have laid the
groundwork for the much heralded “webbed” or non-hierarchical
administration by allowing collaborative editing of documents, broader
sharing of information and the tracking of documents waiting for clearance.
One of the most important implications for e-government is its potential for
integrating services and processes in order to achieve more seamless
government. Seamless government cuts across the boundaries that separate
different jobs or functions in the public administration. E-government can
create networks of information flow among the different parts of the
administration, irrespective of legislative or administrative boundaries and/or
hierarchies. In fact, one can question whether or not government agencies can
maintain their current internal divisions and territories while trying to
maintain a single, simple interface with the citizen through e-government.

E-government has also helped to renew interest in public management
reform by capturing the imagination of political leaders and government
employees alike. While there is a danger of overselling the benefits of e-
government, there is interest in both the potential for service improvements
and the participatory aspects of e-government. Public sector trade unions in
many countries have been supportive of the transition to e-government.
Especially in the context of shrinking working populations, e-government may
offer more skilled employment for some even as some less-skilled jobs are
eliminated. Government interest in ICTs has also renewed focus on
developing employee skills and on recruitment and retention. 

E-government also increases pressure for reform by promising service
improvements. Once countries begin implementation, they realise that
technology alone is insufficient and that workplace practices and structures
need to be reformed as well. E-government raises citizen expectations, putting
further pressure on government. For example, Statskontoret, the Swedish
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Agency for Public Management, notes that serving citizens 24 hours a day,
seven days a week is not simply about having a web presence: “the 24/7
agency, must, through its choice and implementation of service channels and
electronic services, become part of the larger context that is central e-
government. This calls for voluntary collaboration between agencies or
government-led development and strategy throughout the central public
administration.” (The 24/7 Agency, Statskontoret, 2000.)

Finally, e-government raises good governance issues that are at the heart
of many current debates on how to improve relations between government
and citizens. As noted by the OECD Ministerial Council (2001), good
governance is an essential ingredient of the mix of policies that underpin
economic growth and development. By contributing to reduced corruption,
greater openness and trust in government institutions, e-government can
help to meet economic policy objectives and build citizen trust in government.

Much has been said about the potential for new technologies to increase
the transparency and accountability of government. One cannot assume,
however, that making services available online will automatically increase the
transparency of the public administration. Undeniably, the enhanced
information dissemination capacity of the Internet increases the pressure on
government to be more transparent. But it is up to governments to decide, in
dialogue with citizens, business and civil society, how best to safeguard the
public interest, reconciling the search for better knowledge management with
the demand for data privacy and responding to pressures for greater
transparency and disclosure at reasonable cost.

It is worth keeping in mind the incentives, opportunities and constraints
of the public administrations that are being asked to carry out e-government
initiatives. In the wake of the events of 11 September 2001, for example,
legitimate policy objectives of security have, in many instances, superseded
concerns about transparency. The question is not whether one is more
important than the other, but rather have countries laid out the appropriate
criteria for deciding among diverse governance concerns?

Modernising government structures and processes to meet e-government
demands will have some fundamental impacts on how services are delivered.
The current model of the public administration in most OECD member
countries, for example, restricts information sharing because the collection
and use of data is segmented along with the structure of government. This
separation according to functions, however, also serves to protect the privacy
of citizens’ data. In creating a more seamless government, government will
have to strike an equilibrium between protecting citizens’ privacy and better
meeting their needs with more efficient, pro-active services. What starts as an
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exercise aimed at developing more responsive programmes and services
becomes an exercise in governance (Lenihan, 2002).

Box 9. Switzerland: “Live+” – Internet transmission 
of parliamentary debates

Live+ transmits the live debates of the National Council (lower house) and
the Council of States (upper house) of the United Federal Assembly (the Swiss
Parliament), along with supplementary information to put the debates into
context. Web users follow debates live in one window of their computer screen
and, on a second and third window, interactively call up information about the
speaker and the issue being debated. It is up to viewers to decide how deeply
they would like to investigate a particular subject.

Live+ is an audiovisual Internet relay system, produced by the Swiss
Parliamentary Services in conjunction with Swiss Television. It was launched
in 1999 as a result of demands for greater transparency in the work of both
houses of Parliament from citizens, the media and cantonal authorities who
increasingly wanted to follow the debates. Live+ makes the debates accessible
to a wider audience than television. For instance, Swiss embassies and citizens
living abroad can now follow the debates live. From the same web site, users
can also call up other parliamentary information, such as the schedule of
sessions, the Official Bulletin of the Federal Assembly, and data relating to
committee work.

Parliament’s web site: www.parlament.ch

Source: Holmes (2002).
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2.6. Citizen engagement and trust

Citizen engagement can help build and strengthen the trust relationship
between governments and citizens. This is fundamental to the achievement of
good governance and in turn to fulfilling broader economic and social goals. In
the absence of trust, the rule of law, the legitimacy of government decisions
and specific reform agendas may be called into question. While the overall
relationship involves a complex web of factors, ICTs can act as an enabler to
engage citizens in the policy process, promote open and accountable
government and help prevent corruption. Citizen engagement at a basic level
includes information, consultation and feedback by service users. At a more
advanced level it includes citizen engagement for policy-making.

Access to information, consultation and participation mechanisms can
have a pervasive impact on promotion of good governance. In themselves,
they identify willingness by governments and administrations to not only

Box 10. United Kingdom: Engaging the Citizen in a “New” 
Government – The Scottish Parliament

Since 2000, the Scottish Parliament has committed to using ICTS to advance
its principles of openness, accountability and citizen engagement in the
parliamentary process, and implemented an innovative e-government strategy
to engage the citizen and assist the operations of the new Parliament and the
government administration.

The use of the web by the Scottish Parliament www.scottish.parliament.uk is
an innovative and evolving model for how ICTs can be used to inform and
engage citizens in the democratic process, with an open approach to
information and reporting on parliamentary processes, which helps to
strengthen the transparency and accountability of Parliament to citizens. It
includes public education about Parliament’s functions and mandate. It uses
webcasting to broadcast parliamentary session and committee meetings.
Parliament also uses ICTs to better engage citizens directly in the democratic
process, by enabling citizens to petition Parliament online. The website
contains extensive material and resources on petitioning, including how to
petition, a registry of petitions, and actions taken. Direct citizen participation
is also encouraged through interactive “Discussion Boards” on the website.
Other web-based resources enable citizens to contact their Members of
Scottish Parliament (MSP), and lists the portfolios and committees in which the
MSP serves and links to them.

Source: Culbertson (2002).
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accept public scrutiny and accountability, but to actively facilitate it, by
improving the scope and efficiency of these processes. This makes good sense:
opening up decision-making processes can improve the quality of decisions by
improving decision-makers’ understanding of the context and impact of
options before them. In themselves, they indicate governments’ and
administrations’ willingness not only to accept public scrutiny and
accountability, but their desire to facilitate this by improving the scope and
efficiency of these processes.

The nature of online services facilitates the collection of information on
user experiences. At one level, data on Web use can provide information on
pages accessed, user pathways through information and points where users
abandoned the application. More active feedback from short online
questionnaires or feedback contacts, while not representative, can provide
qualitative information directly based on user experiences. Fine-tuning the
presentation of online information can reduce the number of costly follow-up
contacts, for example if applications are not filled in correctly. Transactions
that can be completed online effectively can generate considerable savings.

Feedback from users can help refine service arrangements to make them
more effective. For example, user feedback on the design of forms or the way
information is presented can help ensure that citizens are aware of
entitlements and requirements. 

Consultation and informed participation can help lead to policies that
better address constituents’ needs and also increase support for, and trust in,
public institutions and their policies. Governments are actively developing
online applications in these areas, and many countries are also developing e-
democracy policies, which may include e-voting and political engagement
issues.

However, while new ICTs offer significant opportunities for greater
stakeholder engagement in policy-making, they also raise a host of new
questions for government. How are citizens’ rights of access to information to
be ensured in the online era? What aspects of government’s current structure,
organisation and resource allocation need to change to respond to new
standards for their interactions with citizens? What is the status of civil
servants’ online responses to citizens’ queries or their submissions to an
electronic discussion forum? 
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3. Budgetary barriers

Identifying potential gains from e-government is one thing; actually
realising them is another. Implementing ICT projects, particularly large-scale
projects that can have a major impact on service quality improvements or
efficiencies, can raise a number of problems, many of which relate particularly
to operating within government. External e-government barriers often concern
breakdowns, missing components or lack of flexibility in the government-wide
frameworks that enable e-government. The result is oftentimes the inability to

Box 11. Korea: Improving transparency by building
an electronic procurement system

In the past, suppliers for government procurement projects obtained bid
information through personal networks and placed bids that were pre-
arranged by the supplier and procuring organisation. In addition, this involved
many visits to the procuring organisation to receive payment. This kind of
interaction, which depended on direct contact between the supplying firm and
procuring public entity, always meant the possibility of corruption.

System G2B (Government to Business) makes possible total online
processing of government procurement, from placing bids to final payment.
The procurement portal gives access to procurement information in one stroke
(www.g2b.go.kr). Through the use of this system, direct contact to place bids
and receive payment has been drastically reduced and the procurement
process is disclosed to the public, thereby improving transparency and the
credibility of procurement practices.

Source: OECD E-Government Working Group.

Box 12. Mexico: Preventing corruption in procurement

The site www.compranet.gob.mx was created to handle all purchases by the
federal government and has expanded to include states and some cities. The
system has been crucial for ensuring the transparency of the government’s
procurement process. It includes capabilities for electronic tendering, special
searches, and research on both vendors and buyers. Citizens can readily find
out who has bought what, from whom and at what price.

Source: OECD E-Government Working Group.
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achieve a whole-of-government perspective in e-government implementation.
The issue of budgetary barriers is one such problem that requires the co-
operation of multiple actors in order to be overcome.

OECD member country governments operate within vertical funding
structures, in accordance with the core public management principle of
holding an agency accountable for achieving organisational objectives and
giving it the resources to accomplish those objectives. However, such
budgetary frameworks may not take into account the specific needs of certain
e-government projects, particularly those involving long-term funding
requirements and collaboration across agencies. ICT projects are of a different
nature than traditional projects, especially with regard to infrastructure and
the need for collaboration. For this reason, budgetary needs are different, and
current budgetary arrangements can in fact be a barrier to e-government. In
order to maximise the benefits of e-government, financing issues must be
addressed. 

One commentator (Harvard Policy Group, 2001) considers there is a
virtually inverse relationship between traditional government budgeting and
ICT investments.

Table 1. Traditional budgeting and budgeting for ICT investments

3.1. Specific budgetary issues

A number of features of current budgetary arrangements in OECD
member countries work against efficient implementation of e-government.
Current budgetary frameworks provide financing for individual projects, but
do little to account for the shared responsibility inherent in many e-
government projects. 

E-government funding:

● To the extent that an explicit choice is made, the implementation of e-
government is often unlikely to win out in competition with other
compelling public policy objectives such as education, security and health.
While most e-government proposals will be argued for in terms of

Focus of traditional government budgeting Characteristics of high-value ICT investments

Single-year (or biennial) expenditures Multi-year investments

Programme-by-programme performance Enterprise or cross-boundary performance

Financial costs/benefits Financial and non-financial costs/benefits

Level of effort within existing work flows Changes in the flow of work

Ongoing operations “Start-up” operations

Control Innovation
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programme outcomes rather than in terms of advancing e-government
per se, the level of resources devoted to e-government is ultimately a matter
for governments to determine in light of their overall priorities.

● The difficulty of measuring costs and potential benefits for e-government
projects makes it hard to develop funding cases for projects and compare
alternatives in a budget-setting context.

● The treatment of certain ICT spending as capital rather than recurrent
expenditure is a major challenge. Not all ICT expenditure is of a capital or
investment nature. Nor does it all involve maintenance, associated
recurrent staffing costs, or small-scale projects. However, if major projects
are not considered as investment, they will need to compete with other
more pressing recurrent funding proposals, and in this context will seem to
involve large levels of expenditure.

● Budget time horizons can pose problems for e-government. Many e-
government projects will be multi-year in nature, and thus require
commitments to spend resources over a long period, sometimes well
beyond the annual or multi-year budgeting horizon. Such projects represent
a commitment to spend future revenues, and governments are
understandably reluctant to tie up future spending. Projects that do not
require such a commitment may be favoured. 

E-government collaboration:

● There are a number of budgetary rigidities that prevent shared funding
arrangements. The vertical nature of current arrangements means that it
can be difficult to request joint funding, to pay into a project being done by
another agency, or to pool funds. There are few mechanisms for shared
funding, and it can be difficult to assess the extent to which agencies are
benefiting from (and hence should contribute to) a shared project.

● The use of performance-based budgeting can create disincentives for
collaboration, by rewarding independent behaviour at the expense of
shared projects.

● There is no framework for profit-sharing. Agencies have no incentives to
eliminate redundant systems by sharing systems with other agencies
unless they can share in some of the savings generated.

3.2. Possible solutions

A number of steps can be taken to help overcome the aforementioned
budgetary barriers. E-government funding can be assisted by the following
measures: 

● Major ICT projects could be usefully classified as capital investment,
involving a single or a series of up-front capital outlays, with a consequent
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stream of benefits. This would enable a fairer comparison of such proposals
with recurrent spending alternatives, or in some systems remove the
capital project from recurrent budget frameworks. Classifying such major
projects as capital investment helps with funding of e-government projects.
This will also help with problems of budget time horizons. 

● In a number of countries, spending on e-government requires separate
approval by the e-government co-ordinating office to ensure that there is no
duplication or inconsistency with broader strategies and architectures.
Clear rules and structured consultation processes will help maintain
agency confidence in this approach.

● Public-private partnerships can be used to bypass budgetary constraints
and thus respond to a number of barriers, including obtaining capital,
budget time horizons and disincentives for innovation and collaboration.
For example, using a private partner to build the required infrastructure,
and then leasing it, or otherwise paying on a user-pays basis will reduce the
need for up-front capital, but with the risk of greater long-term cost.

● Specific central funding for innovation can be used to fund innovative and
high-risk demonstrations that otherwise would not receive funding.
Arrangements could be used to augment this funding through linked (or
matching funds) from other agencies, private partners, or by using seed
financing from a central fund with the expectation that the investment will
be repaid (in part or in full).

● An agreed approach to the assessment of costs and benefits of e-
government can help evaluate and fund successful projects.

● The ability of agencies to retain savings generated from e-government
initiatives will be important as an incentive for agencies to look for
efficiencies.

Box 13. United Kingdom: Innovative funding mechanisms

In 1998, the government set up a Capital Modernisation Fund, separate from
allocations to individual departments, to finance innovative investments based
on project proposals. This fund, which was available as a result of under-
spending of conventional capital allocations, has been used extensively for ICT
projects. According to the Treasury Web site, “the Capital Modernisation Fund
was set up to support capital investment to improve public services. For 2000-01,
GBP 200 million were added to the fund as part of the budget 2000
announcement to take the fund to GBP 2.7 billion between 1999 and 2001-02”.
Funding is allocated on a competitive basis and on the following criteria:
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The linked nature of many e-government projects across traditional
programme and organisational lines means that shared budgetary
arrangements are essential. On the basis that the bulk of funds for e-
government will (and should) be provided through agency budgets, the
budget process can be used to promote co-ordination of e-government
initiatives. E-government collaboration can be aided by the following
measures:

● A central register of e-government initiatives seeking funding would enable
agencies and e-government co-ordinators to see the range of new proposals
and identify potential duplication.

Box 13. United Kingdom: Innovative funding mechanisms (cont.)

● extent to which the project applies genuinely innovative approaches to
service delivery;

● quality and strength of the economic appraisal of the project;

● impact on the efficiency and effectiveness of the service;

● how far the project contributes to the department’s objectives;

● how far the project is genuinely additional;

● robustness of arrangements for delivering, managing, accounting,
monitoring and evaluating the project.

Successful projects have included e-government initiatives. In the first round
(1999-2000), e-government projects funded included: GBP 470 million as part of
the National IT Strategy to provide 1 000 IT learning centres across the country;
GBP 1.1 million to leverage various e-commerce procurement initiatives, in
particular to develop a government “shopping mall” to provide electronic
tendering for low-value transactions to and from government which could save
over GBP 10 million a year; and GBP 600 000 for electronic procurement by
Foreign and Commonwealth Office posts overseas. In the second round,
GBP 23.3 million were allocated to transform the Crown Court and reduce delay
in the criminal justice system by more effective management of cases through
the Crown Court while improving the quality of service to court users. This
involved: a PC-based system for electronic presentation of evidence, producing
significant savings in court time in complex cases; electronic transcripts of
court proceedings through a digital audio recording of the official record; and
improved distribution of information by displaying relevant information on
how cases are progressing on public information kiosks and on a read-only
access IT source.

Source: OECD E-Government Working Group.
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● Central funds can be used to encourage certain activities, such as
collaborative initiatives by agencies.

● Under the lead agency model, an agency funds a project that benefits other
agencies as well as itself.

● Another possibility is that a number of agencies co-ordinate their approach
to obtaining funds. This may be done, for example, by dividing a project into
segments. (However, this approach can lead to implementation problems
regarding the division of the project, especially as some agencies may be
successful in obtaining funding while others fail.)

● Under pooled funding arrangements, agencies share funding for a common
project. It is important to be able to formalise such arrangements in quasi-
contractual arrangements, to provide clarity for all parties and to allow for
a unified project management and implementation approach. 

● Agency payment models involve arrangements in which the co-ordinating
agency funds the development of the project, and agencies that use the
service then pay to use it. The advantage of operating on a voluntary basis
is that agencies will join if they feel the service is of value. This approach
also incites the co-ordinating agency to meet agency needs. 

● A mandatory levy on agencies may enable some projects to proceed that
otherwise would not. However such a levy could be difficult to negotiate.

● Performance-based budgeting should take into account shared responsibility
in order to create incentives for shared projects.

Box 14. Canada: Central funding criteria

The objective of the Canadian Government Online (GOL) initiative is to
encourage the re-engineering and integration of services so as to better meet
the needs of individuals and businesses, and to achieve operational and
delivery efficiencies within government. Government Online is client-
focused and takes a “whole-of-government” view for clients, with significant
economies of scale, while still maintaining ministerial accountabilities and
responsibilities. 

Central funding has been the catalyst for horizontal co-operation among
federal departments and extends into other jurisdictions. The ability to transfer
incremental funding into departmental accounts has permitted the government
to look for collaborative opportunities, sometimes more complicated and
expensive up front, but which clearly promise an eventual return on investment
stemming from the horizontal nature of the project. It has also allowed the
government to insist on high standards of documentation, governance and
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Box 14. Canada: Central funding criteria (cont.)

reporting. The centralised approach has accelerated the successful delivery of
Internet-based services, including in departments where tight discretionary
budgets did not allow for the early introduction of such capabilities. There is
now a large and growing network of key personnel who co-operate outside of
departmental boundaries and stimulate the efficient sharing of best practices,
technical tools and key lessons learned.

Early projects were carefully screened by interdepartmental review
committees and successful projects received appropriate central funding. In
most cases, this central funding covered only part of the project’s total cost,
with the balance contributed by sponsoring departments and their
contributing partners. Three examples of successful projects that have
substantially benefited from the centralised approach to GOL are: 

● Seniors Canada OnLine, a project led by Veterans Affairs Canada (VAC) and
involving multiple partners and jurisdictions, responds to the need for more
and better information specifically tailored to the needs and the realistic
computer capabilities of Canadian seniors, their families, caregivers, service
providers and supporting organisations. 

● e-Client Status Query, a project led by Citizenship and Immigration Canada
(CIC), allows individuals to check electronically on the status of their
immigration applications. This project involves the safeguarding and
transmission of personal information and was therefore a logical choice to act
as a prototype for a highly secure electronic communications network.

● The Canada Site, a project led by Communications Canada which includes
input from virtually all federal departments, is a layered portal comprising
three “gateways” and a single point of entry to all information holdings that are
pertinent to interactions between government and its various clients. This
major undertaking has absorbed large amounts of funding for development,
maintenance and marketing, amounts that only became possible with central
direction, co-ordination and funding.

GOL supports a “whole-of-government” approach by funding departments to
work with partners on common solutions. Incremental funding, even if on the
margin, can influence the pace or approach to the re-engineering of services by
departments. The approach has accelerated the move towards greater
horizontal management across departments and opened a new channel for
communication and collaboration. 

Source: OECD E-Government Working Group.
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Box 15. Italy: The co-ordination of financial resources
for e-government

In 2002 the Italian Ministry for Innovation and Technology launched an
initiative for the implementation of e-government at local level to co-finance (up
to EUR 120 million) projects proposed by the different local governments
(regions, provinces, municipalities). A specific objective of the initiative was to
co-ordinate the different financial sources so as to maximize the use of the
limited financial resources available at central level. To this end, in the call for
tender which was launched to select the local government projects to be co-
financed, specific criteria were proposed to favour those projects which were
coherent with the regional strategic plan for the development of e-government.

In response to these criteria, the proponents of the projects began to co-
ordinate their initiatives with the strategic regional plans, while most regional
governments provided additional financial resources for the selected projects.
Through this mechanism, most of the projects selected were financed from
three different financial sources: national funds, regional funds and local
administration funds.

Each of these sources represents a specific commitment for the success of
the projects. Furthermore, the regions in the South of Italy decided to use the
European Union Regional Development Structural Funds, adding a further
strong element of commitment.

To sum up: the use of a call for tender, as opposed to the traditional transfer
of funds, brought about a stronger commitment by the local governments who
were proposing e-government projects; the requirement for projects to be
coherent with regional strategic plans (in addition to being coherent with the
national e-government action plan) brought about a convergence of the
different financial resources for e-government development.

Source: OECD E-Government Working Group.
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Box 16. United States: “Pass the hat” – pooled agency funding
of projects

The Clinger-Cohen Act (formerly known as the Information Technology
Management Reform Act) implicitly encouraged multi-agency projects by
directing the Office of Management and Budget (OMB) to issue “guidance for
undertaking … multi-agency and government-wide investments in information
technology…”, thereby prompting the OMB to issue guidance on capital planning
as part of its omnibus policy document on information resources, “Managing
Information Resources” (OMB Circular No. A-130). The act also gives OMB the
authority to redirect funds from one agency to another to finance multi-agency
projects. Finally, the act permits joint agency funding of projects, known as “pass
the hat” funding, a practice otherwise prohibited under most US appropriations
laws, which tend to require single agency funding and accountability for projects.

The authority to redirect funds has, until recently, not been used. In May 2002,
OMB did invoke this authority in support of an e-government initiative, online
rulemaking management. In July 2002, OMB announced its intent to use its
Clinger-Cohen authority to support the realignment of government functions
envisioned by the administration’s proposed Department of Homeland Security
by limiting individual agency investments in projects that will need to be
consolidated.

The “pass the hat” authority has also played a role in financing e-
government initiatives in at least two important ways. It is being used to
finance the activities of the federal Chief Information Officers (CIO) Council
(www.cio.gov), the principal co-ordinating body for federal ICT activities, and to
fund the FirstGov initiative (www.firstgov.gov).

Source: OECD E-Government Working Group.

Box 17. Mexico: Co-ordination of the government budget process

The Mexican government established SAETI, a system for planning,
budgeting and evaluating ICT projects from all federal agencies. The system
helps match ICT projects against overarching objectives, detects overlaps and
aids in evaluating the performance of ICT investments.

Source: OECD E-Government Working Group.
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4. Conclusions and future challenges

Pressures will continue for governments to be responsive to social
changes, find efficiencies and address citizens’ concerns. Both citizens and
businesses expect governments to adapt, and their expectations will grow as
the information society becomes more widespread. Governments must rise to
the challenges of new technologies as these technologies continue to evolve.
Decisions taken today will determine future capacity. The initial impressive
visible results of e-government (government websites, a number of
sophisticated transactional services, and the development of portals) contrast
with the next stage of e-government, which requires the development of
hidden infrastructure, connected back office arrangements, and more
complex services. Greater collaboration across levels of government, higher
funding levels and deeper organisational change will be needed, for example
when dealing with budgetary issues. However, governments adapt slowly, and
tend to treat the information revolution and e-government as only one among
multiple challenges with which it is confronted.

In order to make the right decisions and avoid falling behind,
governments must identify and resolve the different issues raised by the
continuous process of e-government implementation and improvement.
Rather than just focussing on introducing ICTs, governments must also decide
on, guide and control the transformation of government into e-government.
This radical change in structures and traditional methods of government
operations takes place by establishing real collaboration between agencies
and between the different levels of government. Service provision, which is
the focus of strong attention, is only part of the potential of e-government.
Evaluating results is an essential tool for policy-makers to limit the margins
for error when putting future strategies in place. The use of ICTs to strengthen
the involvement of citizens and businesses in public decision-making must
progress at the same time. As long as these steps have not been successfully
implemented and the necessary tools put in place, e-government will remain
a misleading, cosmetic operation. 

Capturing the benefits of e-government will continue to be difficult, and
will require co-ordinated action across a range of implementation issues. The
Guiding Principles for Successful E-government below, taken from the OECD
report “The E-Government Imperative”, set out a framework for such future
action.
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Guiding principles for successful e-government

Vision/political will

1. Leadership and Commitment: Leadership and commitment, at both
political and administrative levels, are crucial to managing change.
Committed leaders are required to deal with disruptive change, to
persevere when benefits take time to emerge, to respond when things go
wrong, and to establish visions and plans for the future.

2. Integration: E-government is an enabler, not an end in itself. It needs to be
integrated into broader policy and service delivery goals, broader public
management reform processes and broader information society activity. 

Common frameworks/co-operation

3. Inter-agency collaboration: E-government is most effective when agencies
work together in customer-focused groupings of agencies. Agency managers
need to be able to operate within common frameworks to ensure inter-
operability, maximise implementation efficiency and avoid duplication.
Shared infrastructure needs to be developed to provide a framework for
individual agency initiatives. Incentives can help encourage collaboration.

4. Financing: ICT spending, where appropriate, should be treated as an
investment, with consideration of projected streams of returns. E-
government requires a level of certainty of future funding to provide
sustainability to projects, avoid wasting resources and gain maximum
benefit from given funding levels. A central funding programme could
help foster innovation and allow for key demonstration projects.

Customer focus

5. Access: Governments should pursue policies to improve access to online
services. Many advantages of online government information and
services are not replicable offline, so that those who lack access will be
excluded unless action is taken.

6. Choice: Customers should have choice in the method of interacting with
government, and the adoption of online services should not reduce choice.
A principle of “no wrong door” to access the administration should be
adopted. Services should be driven by an understanding of customer needs.

7. Citizen engagement: E-government information and services should be of
high quality and engage citizens in the policy process. Information quality
policies and feedback mechanisms will help maximise the usefulness of
information provision and strengthen citizen participation.
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Guiding principles for successful e-government (cont.)

8. Privacy: E-government should not be delivered at the expense of
established expectations of privacy protection, and should be
approached with the goal of protecting individual privacy.

Responsibility

9. Accountability: E-government can open up government and policy
processes and enhance accountability. Accountability arrangements
should ensure that it is clear who is responsible for shared projects and
initiatives. Similarly, the use of private sector partnerships must not
reduce accountability. 

10. Monitoring and evaluation: Identifying the demand, costs, benefits and
impacts of e-government is crucial if momentum is to be sustained. E-
government implementers cannot expect support if they cannot
articulate potential benefits.

Chap4.fm  Page 96  Thursday, July 10, 2003  4:23 PM



BUDGETING IN BRAZIL

130 OECD JOURNAL ON BUDGETING – Vol. 3, No. 1 – ISSN 1608-7143  –  © OECD 2003

ANNEX 1

List of Ministries and Ministry-level
Presidential Secretariats

1. Ministry of Agriculture, Fisheries and Livestock

2. Ministry of Communications

3. Ministry of Culture

4. Ministry of Defense

5. Ministry of Education

6. Ministry of the Environment

7. Ministry of Finance

8. Ministry of Foreign Affairs

9. Ministry of Health

10. Ministry of Industry and International Trade

11. Ministry of Justice

12. Ministry of Labor

13. Ministry of Mines and Energy

14. Ministry of National Integration

15. Ministry of Planning, Budgeting and Management

16. Ministry of Rural Development

17. Ministry of Science and Technology

18. Ministry of Social Assistance

19. Ministry of Transportation

There are also several Secretariats within the Presidency that have the status
of ministries:

1. The Civil House (Chief of Staff)

2. The Institutional Security Secretariat 

3. Secretariat-General of the Presidency

4. Secretariat of Communication 

5. The Attorney-General’s Office

6. The Internal Control Secretariat
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Notes

1. For a discussion of Brazil’s economy, see OECD Economic Surveys – Brazil.

2. All expenditures except interest on the debt are covered. The Constitution
mandates a plan to be issued for capital expenditures but the inclusion of other
expenditures is discretionary.

3. There is a three-year high-level fiscal framework attached to the Budget
Guidance Law. This is, however, a high-level macro-economic framework with
the macro variables not being operationalised.

4. For further elaboration of such frameworks, see A Longer-term Focus to Budgeting,
OECD, GOV/PUMA(2002)1.

5. Three out of the five sub-committees are permanent: the Committee for the
Budget Revenue Evaluation, the Committee for the Amendments Evaluation,
and the Committee for the Evaluation of the Information sent from the Audit
Office.

6. For further information on such a system, see Blöndal, J., “Budgeting in Sweden”,
OECD Journal on Budgeting, Vol. 1, No. 1, 2001.

7. A list of these entities is provided in Annex 1.

8. See “OECD Best Practices for Budget Transparency”, OECD Journal on Budgeting,
Vol. 1, No. 3, 2002.
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