ldentification of Problem in the process
and vision for GPR



lllustrative problems reported in Governnieenvices

x |t takes lot of time to get the service

x It calls for too many visits to the
department for completion of service

x It Is expensive to complete the
transaction

x The welfare benefits of government
are not reaching the eligible families

x  Healthcare services not delivered on
time

x  Land records ~ management
framework not ensuring ownership
of the properties

x It takes very long to get the welfare
benefits e



How are the problems or needs identified?

x Concerns raised by
customers  (citizens /
businesses ) 0 Voice of
Customer

x Cconcerns raised by
internal  stakeholders 0
employees

x  Through Independent
research / media




How are the problems or needs identfied

x There are two ways to gather VOC information

Voice of

Customer

Reactive Methods Proactive Methods

Information comes though
Government's Initiative

A Customer complaints and A Surveys / Questionnaires
grievances A Focus groups

A Media é A Interviews

A Custodian feedback

A Point of Service contact ..

Information comes through
customer Initiative

At present most of the problems
or challenges are identified
through reactive




Need for proactive methods for problem

identificatiof?
Many successful
government/private sector
organizations 0| I s ttoe nhe

customers to identify  and
0 addr ¢eirs oroblems and
needs at a very early stage

A Through proactive methods

To builld confidence in the
customers

To enhance overall image of the
organization

To minimize the impact of the
problems to larger segment of
customers

To improve competitiveness 0
applicable for government as
well ..

A The most proactive and caring
governments today are able to
attract maximum investments
In the country or globally




Need for proactive methods for problem identification?

The key to achieving customer
satisfaction is:

A To understand the stated &
unstated needs of customers, and

A To incorporate them in the service
delivery

Why do we need to capture the
Voice of Customer (VoC) for this?

We need to capture VoC data
because

A Customers change

A Needs of customers change

A We must deliver what the
customers want, not what we
ot hi/nkkdn othey want

A Customer needs are not always
spoken




Need for proactive methods for problem identificatiof

We have good examples in Government &
Ministry of Corporate Affairs (MCA)

Minstry of Corporate Affars ENPOWERNG BUSIESS, PROTECTING IVESTORS

I : REGULATOR + INTEGRATOR + FACLIATOR + EDUCATOR
"0 Government of India ’

x  MCA has implemented e-Governance
initiative i.e. MCA21 for facilitating online

services to the companies / entrepreneurs LTV ACTSBRULES  MCASERCES  DATABRIPORTS  CONTACTS  HELPBFAGS
About MCA
A Online registration of companies .
Citzens Charter
A Online filing of returns ¢é VA i et
Organizaton Char
x  MCA has identified certain key benefits Y 0 i st
for its customers I g Toomat

Affiated Offices MCMHS sdan

A Reducing the time in
transacting with the Ministry

** MCA has Introduced § new Integrated Incorporation Forr

A Reducing the cost in transacting
with  Ministry



Need for proactive methods for problem identification?

x We have good examples In
Government 9 Ministry of Corporate
Affairs (MCA)

k& Ministrv of Corporate Affairs EMPOWERING BUSINESS, PROTECTING INVESTORS

"0 o (ind v INTEGRATOR + FACILITATOR * EDUCATOR . .
L x Post  system implementation,
Ministry has created framework for
ﬁ ABOUT MCA ACTS & RULES MCA SERVICES DATA & REPORTS m HELP & FAQS IlSten|ng tO the CUStOmeI'S at regular
intervals through proactive methods
il to identify :
ome > LOntacts > al OThcers - .
A Benefits from the new system
i of Corera AR MNISTRY OF CORPORATE AFFAIS A Areas of improvement in the new
Inister Of Lorporate Aiairs
A"Wing, Shastn Bhawan - SyStem . .
it Offcils at e Quarters R s A Challenges/issues in the new
New Dehi 1000 processes/systems
i x  Ministry has worked on addressing
Registrar of Companies Investor Grievances Managament Cell the identified Issues and Challenges
Nodal Officers for redressal of Investor Gevances in the Ministry of Corporate Affairs to Strengthe n th € SySte ms and
Official Liquidators ‘ p rocesses
Cost AuditBranch (CAB) For the information of the general public and the investors, the names and particulars of the Nodal Officers X MCA 21 |S regarded aS One Of the
- at the Ministry and at the Regional level dealing with the investor grievances are given below most . Successful e._ Governan ce
o S initiatives  In India and industry has
on Ofice o SCSTORC **Detailed List of Officers will be published shortly. ex p erienc ed a tru e service
transformation

Uust omer s hel




Need for 1 denti fyli ng ol

To find right answers/right solutions, it is important to understand/ define the

probl ems or needs right

10



Common challenges with Needs/Problems
reported/identified..

x  The services are of very poor quality

x There Is no transparency In government services

x | am not satisfied with the services

x  We need to computerize this process/workflow (problems d o ndefine solutions)

x |t Is too expensive to deal with government

None of these problem statememe)ys
identify the specific problems or specific needs with a specific service/specific

task or specifilic output

Such problems are difficul

11



Understanding Problem Statements

x What Is a Problem Statement?

A A Problem Statement is a
specific description of the
current situation of the

problem that will be
addressed by the
organization Iin measurable
terms ‘
x  Why develop a problem ,
statement? pfd , N ;E.r
A To develop a  shared
understanding of the * ,,b ))" \

problem that the

organization  Is trying to §RCEIA) Al Pt mﬂﬂ

address

12



X

Understanding Problem Statements

Example of good problem statements
(illustrative only)

A

Only 40% of the ration items
distributed through PDS are
reaching eligible families

It takes approximately two
months to obtain death certificate

It requires minimum of ten visits
to get the pension amount
sanctioned e .

Process for Passport Issuance on
Turn  Around Time metric is
operating at only 38% within SLA

It takes 2-4 hours to get the
railway reservation done in Metro
cities In India for reservations
across the counter é

13



X

So what makes a good Problem Statement?

A good Problem Statement

A

States the effect and not the
cause (What is wrong & not
Why it is wrong)

Focuses on the gap (between
0 Wh d ts& 0 Wh ashould b e 0)

Is measurable (How often, How
much, When)

Is specific (avoids broad &
ambiguous categories)

Is a statement, not a question

Focuses on the oPaiAr eado
(How Customers [ Citizens,
Employees and the
Government are affected)

14



So how do you write good Problem Statements?

x  Focus on the following questions

A Which outputs d o n 0 tmeet
expectations?

A When and where do the problems
occur?

A How big is the problem?

A What is the impact of the
problem?

x  Things to be careful of / avoid
A Avoid pre-determined solutions
A Do not blame people

A Ensure that the problem
statement IS easily
understandable by all

A Avoid including O Whydl aok 6,
0due odagince they may imply
solutions and thus mislead team
members

15



When are the Problems identified-(aaazernance Project
Lifecycle?

4.

AU il | 3. Future State Implementation
Assessment Definition approach and

sourcing

1. e-Governance
Strategy

Opment

x The business level challenges/problems are identified and analyzed at e-
Governance Strategy level

x  The strategy should clearly identify the business problems and should focus
on addressing or solving the business issues confronted by the organization

x The goals and objectives defined under e-Governance strategy shall be based
on the problems/challenges or priority areas of the business

x These goals and objectives defined in e-Governance strategy shall form the
key inputs for GPR

5. Develop and

implement IT 6. Operate and

sustain

system

16



Definition the Vision for GPR



Wh at I S OVI SI o

Vision is a succinct and inspiring statement of what the organization intends

N (

to become and to achieve at some point in the future.

Before embarking on GPR initiative, make sure you have a
vision that provides a roadmap and guidance for the GPR
exercise

A vision statement takes into account the current status of
the organization, and serves to point the direction of where
the organization wishes to go

The vision statement provides the direction for the
organization, while not Inhibiting the approach or strategy
to reach the desired goal

Vision is about 60 w h avill ®e achieved through GPR
To provide direction and guidance to the GPR

To clearly identify the clear and measurable benefits from
performing GPR

To clearly identify the actionable and measurable Initiatives
for achieving the stated goals/benefits

19




Why Vision for GPR?

/& 4 Key Questions

) x

x Why are we
this GPR for?

x What are we going to

doing

do?

x How will we Kknow
that we are
successful (at the end
of the project) ?

x How could we fal (&
what must we do to

avoid that) ?

)

X

Why have a GPR Vision ?

A To develop a shared
understanding of the
desired end-state amongst
the Organization and team

A To  drive achievement
orientation In the
organization

A good GPR Vision is one which :

Als in line with the
organizational vision & e-
Gov vision

A Provides clarity to the

organization and GPR team
on goals and objectives

A Sets goals




GPR Vision
A vision statement should :

Be clear, intuitive and simple

Reflect the specific conditions and ambitions of the organization

State what will be and will not be done

Consider needs and opportunities

Be aligned with overall development strategy

Involve consensus building by stakeholders

21



I GPR Vision

Steps In building vision statement includes:

ldentifying and consulting stakeholders

Through pro -
active VoC —
Methods

Allowing stakeholders to present or explain
their needs and expectations

Draft a common vision based on

stakeholders needs and expectations

22



