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2.4. The objective of creating an organisational model for the management of public ICT

	Objective: to create the optimum organisational model for ICT management (to define the organisational structure, roles, responsibilities and principles of co-operation) in order to achieve the objective and implement the tasks of public ICT management.


3. Scope of the Concept

The Concept covers direct State administrative institutions, and the institutions subordinate to and supervised by these institutions. The management model shall apply to local governments, and legal persons and natural persons governed by private law, to which the performance of public tasks has been delegated, to the extent to ensure co-operation of these persons (organisations) and the State in the field of ICT, including ICT interconnections. After introduction of the model the scope of the Concept may be reviewed, supplementing it to the extent that the model would be applicable to the management of ICT in local governments, as well as to legal persons and natural persons governed by private law, to which the performance of public tasks has been delegated.

The public ICT management model described in the Concept covers the following high-level processes of ICT management:

1. drawing up and approval of ICT management documents (including strategic development principles, scenarios, architecture, policy, processes, standards and guidelines);

2. planning of ICT development;

3. defining and approval of ICT development projects, significant changes and programmes;

4. procurement of ICT resources;

5. implementation of ICT development projects and programmes;

6. implementation of projects for optimisation of ICT resources;

7. maintenance of ICT resources;

8. attraction of financing for the development and maintenance of ICT.

The scope of the Concept does not cover public fixed and mobile electronic communications networks (channel and packet-switched networks, including the Internet) (including the systems that ensure their operation), electronic communications networks intended for national defence and security (including the systems that ensure their operation) and networks used for distribution of radio and television signal (including the systems that ensure their operation). The electronic communications infrastructure development projects in the public administration are implemented in conformity with the laws and regulations governing the sector and the applicable policy planning documents.

The public ICT management organisational model provides that management of the public ICT security architecture is within the competence of a Public ICT Organisation, but the model does not consider in detail the public ICT security management processes. The model does not consider organisational units and processes the operation of which is classified as restricted access information.

4. Conceptual Solution of the Public ICT Management Model

When drawing up the potential organisational solution of the ICT management model, three different approaches to ICT management were considered for analytical purposes.

Decentralised ICT management model. In case of decentralised management, decision-making regarding ICT management is implemented within the scope of each individual institution. This is essentially the existing ICT management model, which formed historically when institutions developed ICT support solutions to implement the tasks delegated to them. Traditionally, a decision to implement certain support processes or tasks is made as close as possible to the functions served by the support processes (in the case of public administration it is the institution responsible for certain public functions).

This model of operation allows institutions to ensure maximum flexibility in providing support for the fulfilment of the tasks assigned to them. However, in case of a modern, rational and effective public administration, ICT must support not only the co-operation of one institution but the co-operation of institutions of the entire public administration, by implementing the public administration policy in accordance with the principles laid down in the State Administration Structure Law and the Law On State Information Systems regarding co-operation of public institutions as a single entity. In a situation where ICT management in the public administration is fully decentralised and disorganised, successful co-operation, co-ordination, synergy and adoption of good practices in the field of ICT is impossible not only at interdepartmental level, but also within a department. In practice these problems are also reflected by the ICT infrastructure optimisation solutions drawn up by ministries – they do not provide for interdepartmental co-operation and co-ordination.

Centralised ICT management model. The public ICT sector management and decision-making is delegated to one organisational structure (institution). The positive characteristics of such an ICT management model include the ability to fully concentrate decision-making and professional competence in one place, as well as to ensure standardisation and the benefits of scale (for example, discounts for large purchases, etc.). However, the disadvantage of such a completely centralised management is a uniform “one-size-fits-all” approach, which restricts the possibilities to take into account the special needs of departments and reduces the ability to respond to changes in principal activity processes, and such management would not provide any benefits in the next few years and would be inflexible. Also in the informative report “On the Possibilities to Optimise the Use of Microsoft Infrastructure Software and Information Technology Infrastructure in Ministries and Their Subordinate Institutions” and the Functionhttp://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/ Audit Reporthttp://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/ on the functions and taskshttp://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/ implemented by public institutionshttp://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/ implemented in the field of informationhttp://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/ andhttp://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/ communication technology (2010)18 it was concluded that solving of individual ICT management issues should be carried out in a decentralised manner, taking into account the specifics of infrastructure of each department, the amount of resources required, as well as the impact on principal processes of a department.

Partly centralised ICT management model. This ICT management model combines the positive features of centralised and decentralised management models and provides that the ICT management is divided into competence levels – competences and responsibilities are determined in national and departmental level (separating management from control).

According to the estimates of the Ministry of Environmental Protection and Regional Development (MEPRD) which were based on information provided by institutions and an assessment of the current situation in the institutional ICT infrastructure, the total amount of the State budget resources necessary for the maintenance of the ICT infrastructure in 2011 amounted to approximately 36.5 million lats. A similar amount of costs is expected also in 2012. After analysing the ICT infrastructure currently in use, the MEPRD is of an opinion that if partial centralisation of ICT infrastructure management is implemented, it may be possible, in the next five to seven years, to significantly reduce the level of the ICT infrastructure maintenance costs (by up to 20 % of the referred-to amount of funds). Upon reducing the cost level, there is the possibility to ensure the necessary quality of ICT infrastructure services in a situation where the amount of financial resources for ICT infrastructure maintenance is reduced in the sector concerned. In addition, if partial centralisation of the ICT infrastructure management is performed now, in the future it would become possible to reduce the impact on the public budget expenditure, which is related to updating and maintenance of the current ICT infrastructure Such management also ensures co-ordination of introduction of new ICT solutions, which helps to avoid the creation of duplicate ICT solutions.

In a partly centralised ICT management model a centralised management institution (organisational structure) is established, which defines the strategic directions of ICT management, while operational control is ensured within the scope of departments. In addition, an organisational unit is determined which develops and maintains shared ICT solutions and resources for institutions. This management model enables sufficiently flexible co-ordination of support for principal activities at the departmental level, simultaneously also allowing the possibility of using the benefits of standardisation, resource sharing, and potentially more effective use of resources.

In order to determine the best possible ICT management model in public administration, account should be taken of the structure of public administration, principles of operation and co-operation, ICT management functions and tasks, as well as technical and labour capacity and competence of individual institutions. Taking into account that the Public Administration Structure Law states that the Cabinet shall implement subordination through the intermediation of individual members of the Cabinet, who are responsible for implementation of the functions subordinated to them and performance of tasks (principal activity), and ICT resources are one of the instruments for implementation of the functions of the principal activity, their interaction with principal activity processes in departments must be taken into account in management of such resources.

Consequently, after evaluating the possible approaches, it can be concluded that public ICT management should be organised according to the partly centralised principle, in order to ensure effective development and management of the public ICT and at the same time create preconditions for co-ordination of co-operation at interdepartmental level.

The public ICT management reviewed in the Concept is based on a partly centralised management model, which determines the distribution of competences and responsibilities, as well as decision-making and co-operation processes at national and departmental levels.

5. Optimum Organisational Model of Public ICT Management

In order to ensure that the objectives of the public ICT management are achieved, an adequate organisational structure must be in place to ensure that the sectoral tasks are implemented, concurrently contributing to achievement of the national priorities.

The organisational model of public ICT management proposed in this Concept consists of the following elements (see Figure 2).
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The optimum ICT management model reflects the role and co-operation framework of organisational units of ICT management of the public administration, and it also redefines their rights and roles and creates new co-operation fora which are described in detail in the descriptions of functions of the model’s elements (Sections 5.1-5.7).

Public ICT management will be organised according to the partially centralised principle, which provides for a separation of rights, responsibilities and competences of departmental and national levels. Departments are directly responsible for implementation of the model (Departmental ICT Manager together with departmental institution managers). At national level, issues regarding horizontal management, co-operation and sharing policy will be formulated and solved in co-operation with departments. Departmental responsibility will include implementation of centralised solutions in departmental institutions, as well as management and introduction of decentralised solutions in accordance with the horizontal guidelines that will be drawn up at national level.

5.1. Functions of the Public ICT Organisation

The Public ICT Organisation shall ensure the creation and management of a co-ordinated public ICT policy and architecture. The main functions of the Public ICT Organisation include:

1. management of the IS architecture;

2. management of the ICT infrastructure architecture;

3. management of the ICT security architecture;

4. management of ICT processes and laws and regulations of national level;

5. information society policy-making;

6. co-ordination of the development of public IS and e-services;

7. co-ordination of the development of shared ICT services;

8. organisation of horizontal co-operation among all organisations and advisory councils involved in the public ICT management;

9. organisation of horizontal co-operation with local government ICT organisations to ensure co-ordinated development and interoperability of local government and national IS;

10. identification, communication and demonstration of achievements in the development of public ICT, thereby contributing to the export capacity of the ICT sector;

11. development of the ICT competences of public administration by improving the skills of users of ICT solutions, and the competences of the staff responsible for the development and maintenance of ICT solutions, and also the skills of designers and managers of institutional management and principal activity processes in using the added value of ICT and possibilities in modernisation and optimisation of public administration processes, including methodological management and dissemination of good practice on the use of public ICT in improvement of public administration processes.

12. promotion of the use and possibilities of e-government services in the society (see Figure 3).
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Tasks for improvement of ICT management (according to the list of tasks of Section 2.3):
* [1.1.] draw up public ICT strategic development principles and scenario;

* [1.2.] draw up public IS, ICT infrastructure and security architecture;

* [2.1.] identify the existing ICT infrastructure in institutions and create an ICT resource database;

* [2.3.] draw up principles for the use and management of terminal equipment and an optimisation plan binding for all public administration institutions;

* [3.1.] draw up a description of operation of the public ICT management model;

* [3.2.] define the principles of management of the principal activity functions of public administration and ICT management co-operation in decision-making;

* [3.3.] define the principles to be followed when acquiring and developing ICT resources;

* [3.4.] draw up procedures for organising centralised procurement of ICT resources;

* [3.5.] define principles for outsourcing in the development, maintenance, and support of public ICT;

* [3.6.] define principles and draw up guidelines for co-operation of the public-private sector in the provision of public services;

* [3.7.] draw up and implement technical standards binding on institutions;

* [3.8.] define and implement standards and guidelines for the operational continuity, reliability and security of electronic public administration processes;

* [3.9.] draw up guidelines for ICT management processes and ensure that they are applied in institutions;

* [3.10.] draw up ICT cost accounting and budgetary planning principles and guidelines;

* [3.11.] draw up proposals for the delegation of decision-making;

* [4.1.] draw up guidelines allowing efficient response to changes at any stage of a project;

* [4.2.] draw up and implement guidelines of project management/development methods;

* [5.1.] draw up a competence development plan for public ICT management;

* [6.1.] draw up guidelines and standards for organising public administration processes by using the possibilities of ICT;

* [6.2.] draw up and implement a package of communications activities on the possibilities of e-government

Structure of the Public ICT Organisation

In accordance with Cabinet Regulation No. 233 of 29 March 2011, By-law of the Ministry of Environmental Protection and Regional Development, the competence of the MEPRD includes drawing up of the public policy in the field of information technologies in public administration, whereas, in accordance with the Electronic Communications Law the Ministry of Transport (MoT) determines the electronic communications infrastructure development policy. Accordingly, in cases when provision, development or optimisation of electronic communications infrastructure and electronic communication services is concerned in public administration at national and interdepartmental level, operation of the public ICT management model is implemented in close co-operation with the Ministry of Transport.

The principles laid down in the State Administration Structure Law provide that the development of each department and the measures necessary for this purpose are the responsibility of the ministry in charge of the department concerned, as well as its subordinate institutions. Therefore, it is important to ensure as close co-operation of ICT functions and directions of principal activity at departmental level as possible.

The manager of the Public ICT Organisation is the MEPRD Deputy State Secretary in ICT and e-government matters. The functions of the Public ICT Organisation are implemented by the departments subordinated to the Deputy State Secretary.

Taking into consideration the broad horizontal competences necessary for the implementation of the functions and tasks of a structural unit, it is necessary to extend the capacity to act of the departments subordinate to the MEPRD Deputy State Secretary in ICT and e-government matters by increasing their competence and attracting additional experts.

5.2. Functions of a Departmental ICT Organisation

The functions of departmental ICT management are to create and maintain an adequate organisational structure and processes to ensure that the ICT resources at the disposal of the department fully support automation of principal activity processes of the departmental institutions and contribute to achievement of the departmental and national development priorities for which the department is in charge. In order to ensure co-ordinated ICT management in departments, one ICT manager in charge of the department is designated in each department. The Departmental ICT Managers and organisational units subordinate to them are responsible for conformity of the strategic development principles and operational decisions of the relevant departments with the strategic development and plans of national level ICT and optimisation.

A Departmental ICT Organisation is an organisation centralised at the departmental level, the main functions of which are to provide the necessary support for activities of the department:

1. formulate the ICT strategic development principles of the department (taking into consideration the strategic development principles and scenario of national ICT);

2. service administration;

3. planning the development of ICT solutions;

4. implementation of ICT solutions and ensuring the presence thereof in the operation of the joint public ICT architecture;

5. participation in the implementation in the department of shared solutions provided by the Shared ICT Organisation19;

6. maintenance of ICT solutions;

7. provision of support to users and clients of ICT solutions;

8. planning the costs of ICT solutions;

9. risk management of ICT solutions (see Figure 4).
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Structure of Departmental ICT Organisation and Departmental ICT Manager

A Departmental ICT Manager is approved by an order of the State Secretary of the relevant ministry. The Departmental ICT Manager must have good knowledge of the principal activity processes of the department concerned, as well as the ICT resources necessary for supporting these processes, and must also have good communication skills. A representative of the management of a ministry or subordinate institution that provides centralised ICT services for the entire department must be delegated for the role of the Departmental ICT Manager (it is possible not to create a new position for performing the duties of the Departmental ICT Manager, but it is preferable to delegate a representative of at least the level of a department manager). The Departmental ICT Manager must be capable and authorised to represent the needs of all principal directions of activity of the department in respect of ICT, as well as express an opinion co-ordinated with departmental institutions in conformity with their respective competences, inter alia, by assessing and discussing the impact of the relevant ICT aspect on the principal activity of the institution.

Rights of a Departmental ICT Manager

Preferably, a certain amount of decision-making authority should be delegated to a Departmental ICT Manager:

* regarding the operational issues of departmental ICT development and maintenance (for example, the ICT-related purchases up to a certain amount, etc.);

* to represent the department in the Public ICT Managers Forum.

Shared D as departmental ICT Organisation

If a department does not have access to sufficient amount of competent human resources or technical resources to create a fully functional Departmental ICT Organisation, the Departmental ICT Manager may implement individual functions of the Departmental ICT Organisation in co-operation with the Shared ICT Organisation (see Section 5.3). For example, when a department is to introduce a new ICT solution, but there are no competent project managers or system analysts, the implementation of a new ICT solution is carried out on behalf of the department by the Shared ICT Organisation; if the department does not have a suitable data centre infrastructure at its disposal, the infrastructure is ensured on behalf of the department by the Shared ICT Organisation. Thus, an ICT management model is possible in which the Departmental ICT Organisation (manager) in respect of the ICT resources necessary for the department identifies and summarizes requirements, and co-ordinates the receipt of services from the Shared ICT Organisation. In such case, the functions of the Departmental ICT Organisation may be implemented by a group of employees in a department or division of the departmental ministry or institution. At this time, management of the ICT services received and provided by the institution becomes one of the main functions of the departmental ICT management.

Regardless of the way how the Departmental ICT Organisation is implemented (internally, or transferred to the Shared ICT Organisation), the Departmental ICT Manager is a function not to be delegated outside the department. In any of the models of operation the Departmental ICT Manager retains responsibility for the formulation of the strategic directions of the departmental ICT and service management.

5.3. Functions of a Shared ICT Organisation

In order to ensure a co-ordinated and uniform management, implementation and maintenance of shared ICT services and solutions in Latvia, as well as to ensure support to Departmental ICT Organisations, a Shared ICT Organisation shall be established with the following main functions:

1. service management;

2. planning the development of shared ICT solutions;

3. implementation of shared ICT solutions;

4. maintenance of shared ICT solutions;

5. provision of support to users and clients of shared ICT solutions;

6. provision of departmental ICT support according to requests by departments;

7. planning the costs of shared ICT solutions;

8. risk management of shared ICT solutions (see Figure 5).

It is planned that the Shared ICT Organisation will initially only ensure the operation of already established shared elements and standard ICT services of public e-government. Future development will be determined by the public ICT infrastructure optimisation plan. Standardised ICT infrastructure services are ICT infrastructure services provided by the infrastructure software offered and available without restrictions on the ICT market, which is not specifically designed for the needs of a particular institution, for example, electronic mail, file sharing, network user authentication and access control, information resources, including database and website resources, hosting, administration of database management systems, data storage and backup (see Annex 1 to the Concept).

Fig. 5.
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Shared ICT resources

The Shared ICT Organisation will manage shared ICT resources, which may be divided into three main groups: standard infrastructure services; support information systems and shared components of e-services. Examples of shared ICT resources are given in Annex 1 to the Concept. Currently, however, this list is not comprehensive and detailed, and it should not be considered as an exhaustive list of standard ICT infrastructure services. The referred-to resources are provided for both within the competence of departmental and Shared ICT Organisations, but it is not the task of the Concept to divide the management of such technological resources. Within the framework of performance of the implementation tasks of the Concept principles will be established for identification of the shared ICT infrastructure, as well as a specific list of shared ICT infrastructure components will be drawn up. The issue of shared ICT resources will be considered in detail within the framework of Task 3.3.

Structure of the Shared ICT Organisation

Operation of the Shared ICT Organisation will initially be ensured by the State Regional Development Agency (SRDA), concentrating all technical and human ICT resources of the departmental institutions of the MEPRD. Further development will be determined by the public ICT infrastructure optimisation plan, which will identify both the additional technical resources to be made available to the Shared ICT Organisation and the institutional changes thereof.

5.4. Functions of the Public ICT Managers Forum

In order to ensure co-ordinated implementation of the public ICT strategic development principles and scenario in departments, as well as performance of the tasks of improving the public ICT management, taking into account the needs of principal activity of the departments, it is necessary to create a Public ICT Managers Forum. It is a forum that helps organising horizontal co-operation between the ICT organisations of all departments, Departmental ICT Organisations, and the Shared ICT Organisation, inter alia, in co-operation with the Information Society Council and the ICT Experts Council.

Key functions of the Public ICT Managers Forum

1. to ensure regular exchange of information between members of the Forum through sharing experience of the best practice in all areas of ICT management (development projects, procurement, technical solutions, processes, competence development, etc.);

2. to advise the Public ICT Organisation in matters related to the drawing up of public ICT policy, architecture, processes and laws and regulations;

3. to advise Departmental ICT Organisations, ICT Management Councils and the Shared ICT Organisation both on organisational matters (for example, on matters related to project management or ICT management processes) and on technical matters (for example, with regard to the selection of the most appropriate technological platform for any of the new ICT solutions or with regard to data exchange between systems);

4. to co-ordinate planning of ICT development and implementation of projects, preventing the creation of duplicate functionality or incompatible IS or services in separate departments;

5. to co-ordinate implementation of ICT optimisation plans in all departments;

6. to identify the ICT development needs that should be best developed as shared resources;

7. to co-ordinate the provision of interoperability of public and local government IS.

Composition and structure of the Public ICT Managers Forum

The Public ICT Managers Forum will consist of Departmental ICT Managers, the Shared ICT Organisation manager, as well as a representative of the Ministry of Transport (as a representative of the leading public administration institution in the communications sector) and a delegated representative of the Latvian Association of Local and Regional Governments (LALRG). The Public ICT Managers Forum will be chaired by the MEPRD Deputy State Secretary on ICT matters, the functions of the secretariat will be performed by the subordinate departments of the MEPRD Deputy State Secretary on ICT matters.

Authority of the Public ICT Managers Forum

The Public ICT Managers Forum will examine and provide opinions on all ICT development projects and fundamental change requests:

* the implementation of which will affect the architecture of public IS, ICT infrastructure or ICT security;

* the implementation or operation of which will require involvement of institutions of other departments, or the implementation of which will have an impact on activities of institutions of other departments;

* the planned costs of implementation of which are of medium and large size (the size will be determined when carrying out the ICT management improvement task 3.2, co-ordinating it with sectoral ministries).

The rights of the ICT Managers Forum and the opinion-giving process is explained in detail in Section 6, as well as Annex 2 (a detailed description will be drawn up within the framework of the ICT management improvement task 3.1).

5.5. Functions of the Departmental ICT Management Council

In order to ensure uniform departmental ICT management, which supports and facilitates the implementation of priorities of the principal activity of the department, as well as ensures co-ordinated implementation of the public ICT strategic development principles and scenario in sectors, within the framework of each departmental ministry an ICT Management Council shall be created, which shall ensure targeted co-operation of the principal activity and the ICT function of the department. The main functions of the Council would be:

* to assess the principal activity of the relevant department, as well as the need for and priorities of development of ICT solutions (at sectoral and national level);

* to draw up and co-ordinate the scenarios of the creation and operation of ICT solutions necessary for implementation of the public ICT strategic development principles, and co-ordinate their implementation;

* to ensure changes in the principal activity processes of institutions, if it is necessary in relation to strategic development principles of public ICT and implementation of the documents related thereto (see Figure 6).
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Composition and structure of the Departmental ICT Management Council

In order to ensure that the Departmental ICT Management Council has the right to deal with and make strategic development decisions, the Council must include representatives of the management of the departmental directions of principal activity (managers of institutions) and the Departmental ICT Manager. The Council shall be chaired by the State Secretary or his or her delegated person. In order to ensure the best possible co-operation between ICT and directions of principal activity, in addition to the departmental institution managers and managers of the departmental directions of principal activity, also IS administrators, key users, and others may be included in the Council.

5.6. Functions of the Information Society Council

The Information Society Council has been established and operates in accordance with Cabinet Regulation No. 67 of 24 January 2012, By-law of the Information Society Council. The objective of the Council is to promote the achievement of national strategic objectives, the creation of an information society in Latvia, to co-ordinate integration of the information society in the global and European development process, thereby contributing to sustainable and lasting development. The functions of the Council include monitoring of the national and sectoral strategic plans and the information society formation processes, co-ordination of cohesive integration of the information society in the global and European development process, as well as co-ordination of implementation and provision of ICT support related to the development of the information society and implementation of national and sectoral strategic documents.

The tasks of the Information Society Council include the following:

* to agree on co-ordinated action in a specific direction, so that the ICT component facilitates the implementation of the development plan in as effective and rational manner as possible;

* to delegate to the Public ICT Organisation the task to drawing up detailed action plans, as well as to co-ordinate their practical implementation;
* to inform the Cabinet members regarding opportunities to use the ICT in improving the public administration and execution of their tasks.

Currently the Council is chaired by the Minister of the MEPRD, and it includes representatives of ministries and non-governmental organisations representing the sector in accordance with the By-law of the Information Society Council.

Taking into consideration the role and tasks of the Information Society Council, initially its operation will be organised in the same way as currently, by defining more precisely its area of responsibility. However, in the long term, in order to ensure sufficient representation of public and sectoral principal activity interests, the Council should be managed by a person outside the Ministry, which is responsible for the Public ICT Organisation. According to its cross-sectoral nature, its management could be performed by the Prime Minister, the Interdepartmental Co-ordination Centre, the State Chancellery or any of the above, in co-operation with the Minister of the MEPRD.

5.7. Functions of the ICT Experts Council

The objective of the ICT Experts Council is to promote the use of ICT in public administration processes, in order to ensure and support building of an effective public administration, regional development, public welfare and development of the ICT sector.

The ICT Experts Council functions in the MEPRD, in co-operation with non-governmental organisations representing the ICT sector. On 28 December 2011, the MEPRD concluded a memorandum of co-operation with the Latvian Chamber of Commerce and Industry (LCCI), on 22 February 2012 – with the Latvian Information and Communications Technology Association (LICTA) and the Latvian Open Technology Association (LOTA), which provides for co-operation between the MEPRD and sectoral associations in the development of the information society and e-government of public and local governments in Latvia through effective use of ICT. In order to facilitate the implementation of the referred-to principles and objectives, LCCI, LICTA and LOTA delegate representatives to the ICT sector experts council chaired by the MEPRD.

5.8. Operation of the Public ICT Management Model

Information that represents an example of the way in which the operation of the public ICT model can be described is provided in Annex 2. A description of the operation of the public ICT management model will be drawn up in co-operation between the Public ICT Manager, Departmental ICT Managers, the Shared ICT Manager and the Public ICT Managers Forum, as provided for by the ICT management improvement task 3.1.
6. Implementation Scenario of the Optimum Organisational Model of Public ICT Management

The optimum public ICT management model is shown in Figure 8. Compared to the currently existing public ICT management arrangements (see Figure 7), this model aims to strengthen the capacity of the institutions involved in the public ICT management by modifying the existing organisational structures and creating new ones for more effective public ICT management. The implementation scenario provides for gradual creation of the model in two stages. Short-term objective (conclusion of Stage 1) is shown in Figure 9.
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Fig. 8.
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Fig. 9.
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At the same time, efficient functioning of the ICT management model will require that fundamental changes are made in the field of public ICT management as regards the competences of and procedures for decision-making from the hierarchical structure that is traditional in the public administration to a horizontal (or matrix) interaction model, in which, in some aspects, institutions will have to follow standards, methodologies and guidelines and comply with the decisions and tasks prepared by another institution on the same level of hierarchy.

The following main lines of action have been identified in the implementation of the ICT management model:

1. creation of the Public ICT Organisation;

2. creation of the Shared ICT Organisation;

3. creation of the Public ICT Managers Forum;

4. creation of Departmental ICT Organisations;

5. creation of departmental ICT management councils.

For each line of action the following groups of activities may be identified:

1. preparation of the legal base within the framework of which drawing up and approval of external laws and regulations must be ensured for the creation of the institutions provided for in the ICT management model and for regulation of their activities;

2. preparation of the organisational and technical base within the framework of which internal organisational structure, procedures, staff job descriptions of institutions must be drawn up, as well as attraction and training of the staff must be performed, as well as technical equipment must be ensured;

3. provision of funding within the framework of which the provision of operation of the institutions provided for in the ICT management model must be planned and allocated (restructured), including attraction and training of the staff, purchase of technical resources, etc.

Taking into consideration the scale and impact of the planned changes of the public ICT management structure, the implementation of the ICT management model shall be carried out gradually in two stages:

* in Stage 1 all key structural components of the model will be created and their operation will commence;

* in Stage 2 the competence and responsibility of organisational units included in the ICT management model will be defined more precisely and expanded, as well as the intensity of use of shared ICT services will be increased in terms of service spectrum and scope.

It is advisable to implement such a two-stage approach, because:

* a model of such scale should be tested before full-scale implementation in practice, and resource-intensive modifications should be made only after functioning of the elements of the model has been checked in limited scope and functionality. For example, the Shared ICT Organisation would initially ensure only operation of the already established shared elements of e-government, as well as centralisation of the ICT of the MEPRD department. In Stage 2 of implementation of the ICT model, it would be possible to provide ICT infrastructure and standard ICT services in a shared service centre to such departments which do not want to do it themselves and which consider it appropriate to entrust the maintenance of ICT infrastructure to a shared service centre;

* for the purpose of commencing operational activities of the ICT management model a legal base for the partial functioning thereof may be determined by a Cabinet protocol decision or order, but to ensure comprehensive functioning of the ICT management model, in order to conform to the hierarchy of laws and regulations and solve the issue of functional subordination of institutions in the field of public ICT management, it is necessary to draw up a legal framework, laying down the principles, requirements and procedures in legal acts (laws and Cabinet regulations), which, in turn, will require more time for both the drawing up and harmonisation of the legal framework.

6.1. Stage 1 of Implementation of the Optimum Public ICT Management Model

The ICT management diagram created in Stage 1 of implementation of the optimum public ICT management model is shown in Figure 9.

In order to implement the basic organisational structure of the ICT management model, the following will be created in Stage 1 of implementation:

1. Public ICT organisation – in Stage 1 of implementation of the public ICT management model it will be created by defining more precisely and expanding the competence of the Electronic Government Department and Public Services Department subordinated to the MEPRD Deputy State Secretary on ICT matters, and by involving additional experts. Experts from other MEPRD units may be attracted for performing individual tasks for the Public ICT Organisation. Thus the Public ICT Organisation will be a structure within the framework of the MEPRD, which will be managed by the MEPRD Deputy State Secretary on ICT matters (the Public ICT Manager).

In order to create the Public ICT Organisation according to the ICT management model:

a. the by-laws of the MEPRD departments, employee job descriptions will be updated;

b. additional staff resources will be attracted to the Electronic Government Department and Public Services Department.

After creation of the Public ICT Organisation it will begin performance of the tasks of Priority 1 of public ICT management. In Stage 1 of implementation of the public ICT management model the national-level architecture and technical standard documents approved by the Public ICT Manager will be of advisory nature and are to be used as guidelines and best practice recommendations, and they will have to be applied on a voluntary basis. If necessary, the Public ICT Organisation will submit the referred-to documents to the Cabinet for approval to make them binding on other institutions.

2. The Shared ICT Organisation – in Stage 1 of implementation of the public ICT management model it will only ensure operation of the already established shared elements of e-government, as well as centralised operation of the ICT infrastructure of the institutions subordinate to the MEPRD and of the Ministry itself and operation of the standard ICT services. Operation of the Shared ICT Organisation will be ensured by the State Regional Development Agency (SRDA) by concentrating all technical and human ICT resources of the departmental institutions of the MEPRD in one institution subordinated to the MEPRD.

In order to create the Shared ICT Organisation:

a. the MEPRD departmental ICT centralisation plan will be revised and approved;

b. according to the ICT management model and the MEPRD departmental ICT centralisation plan the following will be developed and approved:

2.b.1. processes, functions, and organisational structure of the Shared ICT Organisation;

2.b.2. the by-law of the Shared ICT Organisation, as well as by-laws of departments and employee job descriptions;

2.b.3. description of the technical resources necessary for the operation of the Shared ICT Organisation and calculation of funding;
2.b.4. reorganisation plan of the MEPRD departmental institutions;
c. reorganisation of the MEPRD departmental institutions will be performed, additional staff resources will be attracted to the Shared ICT Organisation by both transferring them from the MEPRD departmental institutions and attracting additional experts.

Upon performing reorganisation of the MEPRD departmental institutions, ICT technology, personnel and budgetary resources of the institutions, as well as performance of the ICT support functions in accordance with the MEPRD departmental ICT centralisation plan will be gradually transferred from each departmental institution to the Shared ICT Organisation, thereby ensuring continuity of the principal activity processes of institutions.

3. The Public ICT Managers Forum – in Stage 1 of implementation of the public ICT management model it will function as an advisory institution. The decisions taken within the framework of the Forum will be of advisory nature, which, in turn, may be submitted for preparation of the necessary documents and approval to the Public ICT Manager or to the Cabinet.

In order to create the ICT Managers Forum:

a. rules of procedure of the Public ICT Managers Forum will be drawn up and approved;

b. according to the delegation of departmental ministries the composition of the members of the Forum will be determined and approved.

Until the creation of the particular Departmental ICT Organisation the departmental ministry will delegate a departmental representative to the Public ICT Managers Forum, whose work includes co-ordination of ICT issues within the department.

4. Departmental ICT Organisations – in Stage 1 of implementation of the public ICT management model departmental ministries will continue centralisation of the ICT infrastructure and standard ICT services of the ministries and the institutions subordinated to them. Within the framework of centralisation, institutions have already been determined in some departments (and in others they are yet to be determined) which will from now on ensure centralised ICT infrastructure and standard ICT services to departmental institutions. The referred-to institutions will serve as the basis for the creation of Departmental ICT Organisations.

In order to create Departmental ICT Organisations:

a. departmental ministries will update departmental ICT centralisation plans according to the ICT management model;

b. according to the ICT management model and the updated departmental ICT centralisation plan departmental ministries in their respective departments will draw up or update and approve (or, if necessary, submit to the Cabinet for approval):

4.b.1. processes, functions, and organisational structure of the Departmental ICT Organisation;

4.b.2. the by-law of the Departmental ICT Organisation, as well as the rules of procedure of departments (units) and employee job descriptions;

4.b.3. description of the technical resources necessary for the operation of the Departmental ICT Organisation and calculation of funding;

4.b.4. reorganisation plan of departmental institutions (if necessary).

c. departmental ministries will implement reorganisation of departmental institutions (if necessary).

In Stage 1 of implementation of the public ICT management model, Departmental ICT Organisations shall be created in accordance with the progress already made in centralisation of departmental ICT infrastructure and ICT standard services, ensuring continuity of activities and organising it as a logical continuation of centralisation.

5. Departmental ICT management councils – in order to create departmental ICT management councils, departmental ministries in accordance with the ICT management model, each in its own department, will draw up or update and approve the rules of procedure and composition of the departmental ICT management council.

6.2. Stage 2 of Implementation of the Optimum Public ICT Management Model

During Stage 2 of implementation of the optimum public ICT management model, the optimum ICT management diagram, which is shown in Figure 8, will be created. During Stage 2 of implementation the capacity and competence of the organisational structure of the model created in the previous stage will be developed.

1. Public ICT Organisation – the competence of the MEPRD Deputy State Secretary as the Public ICT Manager will be expanded, ensuring that the Public ICT Manager has the authority to approve binding and advisory technical ICT documents (national-level ICT architecture documents, ICT management processes, technical standards, and guidelines in the field of ICT). In turn, the Cabinet will have to approve only high-level documents determining the public ICT development policy (for example, ICT strategic development principles and scenario). The Public ICT Manager will also have a duty to evaluate and approve requests for public budget funding for ICT development and maintenance.

2. In order to achieve this, a Public ICT Management Law will be drafted, with the help of which the optimum public ICT management model described in the Concept will be comprehensively implemented and laid down in legal acts (see Sub-section 6.4).

3. The Shared ICT Organisation – in Stage 2 of implementation of the model it will draw up and implement new shared elements of e-government including those identified during the drawing up of the public ICT infrastructure optimisation plan.

For departments which will express a wish to entrust the maintenance of the ICT infrastructure to the Shared ICT Organisation, it will ensure centralised operation of the ICT infrastructure and standard ICT services of departmental ministries and their subordinated institutions.

In order to entrust the maintenance of departmental ICT infrastructure to the Shared ICT Organisation:

a. the ICT centralisation plan of the relevant department will be updated and approved, which will, inter alia, include:

3.a.1. a description of the technical and human resources necessary for the centralisation of the departmental ICT, and calculation of funding, evaluating and using as much as possible the ICT technical, human and financial resources of the respective department already existing, them being taken over by the Shared ICT Organisation;

3.a.2. a plan for the transfer of the departmental ICT infrastructure, human resources and ICT standard services, which, if necessary, shall also include a reorganisation plan of departmental institutions;

b. ICT infrastructure, human resources and ICT standard services of the respective department will be gradually transferred to the Shared ICT Organisation and, where appropriate, departmental institutions will be reorganised.

4. The Public ICT Managers Forum – in Stage 2 of implementation of the model the Public ICT Managers Forum will be granted the right to approve or reject ICT development projects of institutions and fundamental change requests, the implementation of which:

a. will affect the public IS architecture;

b the implementation or operation of which will require the involvement of institutions of other departments, or the implementation of which will have an impact on activities of institutions of other departments;

c. the planned costs of implementation of which are of medium and large size (the size will be determined when carrying out the ICT management improvement task 3.2, in co-ordination with departmental ministries).

In other matters, the ICT Managers Forum will function as an advisory body and the decisions taken will be of advisory nature, which, in turn, may be submitted for the preparation of the necessary documents and approval to the Public ICT Manager or to the Cabinet.

5. Departmental ICT Organisations – in Stage 2 of implementation of the model Departmental ICT Organisations will complete the activities started in Stage 1 of implementation of the model, and will start comprehensive operation. In addition, in certain ICT management aspects they will be delegated with decision-making authority and responsibility.

6. Departmental ICT management councils – in Stage 2 of implementation of the model departmental ICT management councils will complete the activities started in Stage 1 of implementation of the model, and will start comprehensive operation.

7. The Information Society Council – in order to ensure adequate representation of interests of public and sectoral principal activity, it will be laid down that the management of the Information Society Council will be performed by an official who does not supervise the Public ICT Organisation. Accordingly, the necessary changes will be made in the by-law of the Information Society Council.
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6.3. Further Development of the Public ICT Model

In drawing up the Concept, several processes were identified, detailed development of which is expected after the existing tasks of the Concept are commenced or implemented. The functions and processes identified in the Concept but not yet detailed, which need to be detailed in the further course of drawing up of the Concept and of the principles and scenario of the strategic development of the public ICT, by assessing their importance also within the framework of a review of the Concept, are:

* the development of cost planning, control and management processes and the implementation thereof in public ICT management;

* definition of the single risk management process and implementation thereof in public ICT management.

It is also expected that other tasks to be performed can be identified in the course of implementing the Concept. It is planned that two annual reports will be submitted to the Cabinet on the course of implementation of the Concept. The reports will also include the necessary additions and updates of the Concept identified between the reports.

6.4. Public ICT Management Law

In order to fully implement the partially centralised organisational model of the public ICT management, the Public ICT Management Law will be drafted. The Law will lay down the roles, duties, rights and agenda of all parties involved (the Public ICT Organisation, Departmental ICT Organisations, the Shared ICT Organisation, the Public ICT Managers Forum),the co-operation procedures, as well as will also define the processes of public ICT management, including the processes of ICT development and maintenance, and allocation of budget resources.

Within the framework of the Public ICT Management Law an operating model of the Shared ICT Organisation that is clear and understandable for all parties involved will be created, as well as the need to create a catalogue and descriptions of services provided by the Shared ICT Organisation will be determined. Such a delegation will allow entrusting the Shared ICT Organisation with maintenance of the ICT infrastructure and ICT standard services of public administration institutions not subordinated to the Cabinet. The delegation incorporated in the Public ICT Management Law for the creation of the ICT Managers Forum will allow also involving in the Forum of public administration institutions not subordinated to the Cabinet.

18 http://mk.gov.lv/lv/vk/funkciju-audita-komisija/2010-zinojumi/3/


19 For example, if the Shared ICT Organisation implements a single electronic mail service, the task of the Departmental ICT Organisation would be to ensure the implementation of the necessary activities within the competence of the department in order to implement the service in the departmental institutions (adjustment of internal systems, network infrastructure, etc.)





Translation © 2014 Valsts valodas centrs (State Language Centre)

Translation © 2014 Valsts valodas centrs (State Language Centre)
23

