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FROM INSTITUTIONAL CHALLENGE TO SUSTAINABLE DIGITAL SERVICE

Transform the process first.
Digitise it second.

A structured methodology for digital transformation in government, public

safety and other complex institutional environments.
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01 - PURPOSE

Digital transformation is not paper replaced

by software

Successful transformation requires
understanding how an institution works,
why a process exists, which information it
depends on, who participates in it and
how technology can improve the process
without disrupting institutional
responsibility.

The ITO Digital Transformation Framework provides
a structured methodology for designing and
implementing digital transformation initiatives in
government, public safety and other complex

institutional environments.

The framework combines business analysis, process
transformation, technology architecture,
interoperability, security, data governance,
implementation and continuous improvement into

a single delivery model.

ONE DELIVERY MODEL

Business analysis Process transformation

Technology architecture Interoperability
Security Data governance

Implementation Continuous improvement

Transform the

process first.
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02 - WHY DIGITAL TRANSFORMATION PROJECTS FAIL

They begin with technology

Public-sector digitalisation projects often begin with technology. The result may be
technically functional without creating meaningful transformation.

THE TECHNOLOGY-FIRST PATTERN

A software Requirements The existing Technically
platform is are written process is functional. Not
selected - around existing - transferred into - transformed.
administrative a digital
procedures interface

ITO takes a different approach

Before deciding what to build, we seek to understand:

What problem
are we solving?

Which decisions
require
institutional
authority?

Who participates
in the process?

What can safely
be automated?

Where are the
delays and
unnecessary
steps?

Which systems
must
communicate?

Which
information
already exists
elsewhere?

How will success
be measured?

| Technology comes after these questions.

-l
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Why projects fail
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- THE ITO DIGITAL TRANSFORMATION FRAMEWORK

Seven phases. Five foundations.

The seven phases describe how we transform. The five foundations describe what every

transformation must rest on.

01 02 03 04
DISCOVER UNDERSTAND REDESIGN ARCHITECT
Start with the Understand Do not digitise Design the
institutional the process inefficiency. digital
challenge. - before ecosystem.
- TO-BE MODEL
changing it.
TRANSFORMATION SOLUTION
BRIEF ARCHITECTURE
AS-1S MODEL
07 (0] 05
b EVOLVE ADOPT BUILD
Digital Not finished at Engineering
Continuous transformation go-live. the
le back t < is continuous. < transformation.
QIS el 1o OPERATIONAL
Understand CONTINUOUS ADORTION PRODUCTION-
and Redesign IMPROVEMENT READY SERVICE
CONTINUOUS FOUNDATION ACROSS ALL PHASES
01 02 03 04 05
TRUST SECURITY DATA INTEROPERABILITY GOVERNANCE
-‘ o The framework 04



Start with the institutional challenge

01 DISCOVER UNDERSTAND REDESIGN ARCHITECT BUILD ADOPT EVOLVE

Every transformation begins with a problem, not a product.

The objective of the Discovery phase is to establish the institutional context and understand why
transformation is needed.

WE EXAMINE

Strategic and Existing Regulatory and

01 operational 02  services and 03 Stakeholfier 04  organisational
N expectations .
objectives processes constraints
Existing Known
05  technology 06  operational 07 B
outcomes
landscape problems
THE TRANSFORMATION BRIEF DEFINES
01 02 03 04 05
Current —> Problem —> Objectives —> Stakeholders —> Constraints —> JES(IaES
situation outcomes

At this stage, no product is selected. The problem is defined first.

Transformation Brief

A short document defining the current situation, problem, objectives,

stakeholders, constraints and expected outcomes.

Discover 05
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Understand the process before changing it

01 DISCOVER 02 UNDERSTAND REDESIGN ARCHITECT BUILD ADOPT EVOLVE

Complex institutional processes cannot be transformed from a technical specification
alone.

ITO works with operational stakeholders to understand how processes function in practice. The analysis may

cover:
(
People? Who performs each activity?
p
Processes? How does work move through the institution?
Information? What information is required and where does it originate?
p
Systems? Which existing technologies support the process?
p
Decisions? Where is institutional judgement required?
Bottlenecks? Where do delays, duplication or manual work occur?
p
Dependencies? Which external institutions or systems participate?

Current-State Process Model — AS-IS

A documented picture of how the process actually works today.

-
o
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Do not digitise inefficiency

01 DISCOVER 02 UNDERSTAND 03 REDESIGN ARCHITECT BUILD ADOPT EVOLVE

A bad process does not become a good

process simply because it becomes

The Redesign phase challenges unnecessary steps, duplicated information, manual transfers and disconnected
systems. The objective is to design the future process before implementing the technology.

TYPICAL INTERVENTIONS, IN ORDER

Eliminate Simplify Integrate Automate Standardise Digitise

Unnecessary Complex Disconnected Repetitive Processes and Remaining

steps workflows information activities, information interactions

where
appropriate

sources

Digitisation is the last intervention, not the first.

-
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From AS-IS to TO-BE

The transformation is designed as a change in how the service works, not only in the medium through which

it is delivered.

CURRENT PROCESS - AS-IS

Citizen
Counter Digital service
Paper Authcfritative
registers
Registry Archive Institution
Officer

Target Operating Model — TO-BE

The redesigned process, roles, information flows and integrations that the

technology will implement.

-
o
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Design the digital ecosystem

01 DISCOVER 02 UNDERSTAND 03 REDESIGN 04 ARCHITECT BUILD ADOPT EVOLVE

Transformation rarely requires a single isolated application.

Government services operate within ecosystems involving registries, identity systems, payments, document
management, GIS, sensors, external institutions and legacy applications. ITO therefore designs the

architecture around the transformed process.

Registries Identity systems Payments Document management GIS Sensors

External institutions Legacy applications

KEY PRINCIPLES

( (
Interoperability first Modular architecture
Existing authoritative information should be Capabilities should be structured so systems
reused through controlled integrations where can evolve without replacing the entire
possible. platform.

A A

( (
Institution-controlled governance Security & privacy by design
Technology should operate within Security and data governance are
institutional roles, permissions, policies and architectural requirements, not post-
authority. deployment additions.

A A

Vendor independence

Where practical, architecture should rely on documented interfaces and interoperable technologies

rather than unnecessary proprietary dependencies.

Solution Architecture

The digital ecosystem designed around the TO-BE process.

-
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Engineering the transformation

01 DISCOVER 02 UNDERSTAND 03 REDESIGN 04 ARCHITECT 05 BUILD ADOPT EVOLVE

Once the process and architecture are defined, implementation begins.

Reusable digital
platforms

Proven platform

capabilities

Project-specific
engineering
Adapted to the

institution

Faster, fitted
implementation

Accelerated delivery,
adapted to institutional

requirements

ITO combines reusable digital platforms with project-specific engineering to accelerate implementation while

adapting technology to institutional requirements.

THE BUILD PHASE INCLUDES

01 02 03

Configuration Integration Development

Existing platform capabilities. Connection with institutional Project-specific functionality.
systems.

04 05 06

Migration Verification Deployment

Existing information where

required.

Functional, integration and

security testing.

Controlled introduction into

the target environment.

Production-Ready Digital Service

Configured, integrated, tested and deployed.

-
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Transformation is not finished at go-live

01 DISCOVER 02 UNDERSTAND 03 REDESIGN 04 ARCHITECT 05 BUILD 06 ADOPT EVOLVE

A technically successful system can still fail if users do not adopt it.

ITO therefore treats organisational adoption as part of implementation. This may include:

01 User training 02 Ad!'n!nlstrator 03 Operatlonal' 04 Phased rollout
training documentation
Pilot 06 Userfeedback o7 W(?rkﬂow - Suppfn:t during
deployments adjustments transition

THE GOAL

NOT

Seftware-deployed

Operational Adoption

The new process is used in daily institutional work.

-
o
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Digital transformation is continuous

01 DISCOVER 02 UNDERSTAND 03 REDESIGN 04 ARCHITECT 05 BUILD 06 ADOPT 07 EVOLVE

EVERYTHING CHANGES L.
A digital platform must therefore be capable of

L evolving after implementation. ITO supports an
Institutions . .
iterative model:
Legislation
/, \\
/ N
,I \ ‘
Technology , \
I 1
1
Citizen expectations R /]
\\ ,,
\\ ,,
LEARN 7
Security threats
IMPROVEMENTS MAY INCLUDE
New services Additional integrations Workflow optimisation Automation Analytics

Emerging technologies such as Al

Continuous Digital Improvement

A platform that evolves with the institution.

Evolve 12
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What every transformation rests on

The seven phases describe how we transform. The five foundations describe what transformation must rest

on.

01 02 03 04 05 06 07
Discover Understand Redesign Architect Build Adopt Evolve

TRUST

Technology
must operate
within clearly
defined
institutional
authority and

accountability.

Il
o

SECURITY

Security must
be considered

throughout

architecture,
engineering,
deployment

and operation.

DATA

Information
should have
defined
purpose,
governance
and
authoritative
sources.

INTEROPERABILITY

Digital services
should connect
institutions and
systems rather
than create
new
information

silos.

The five foundations

GOVERNANCE

Roles,
responsibilities,
processes and
decision-
making
authority must
remain clearly
defined.




12 - FROM DIGITISATION TO TRANSFORMATION

Changing the medium vs changing the work

Paper form — PDF - Redesign the service

Manual entry = web form - Reuse authoritative data
Standalone application - Integrated ecosystem

Existing workflow in software - Optimised workflow
Technology-focused - Outcome-focused

Project ends at deployment - Continuous improvement
Software as objective - Better public service as objective

Digitalisation changes the medium.
Digital transformation changes the way the
institution works.

i -\ o Digitisation vs transformation



13 - TECHNOLOGY AS AN ENABLER

Reusable foundations for transformation

ITO platforms provide reusable technological foundations that can accelerate different
transformation initiatives. For example:

(
Digital transformation of law-enforcement and public-safety
RENATA
processes.
\
(
eCTZen Digital public services and citizen interaction.
\
(
eAppointment Digital appointment and service-access management.
A
(
CollaBIZ GOV Digital workplace and institutional collaboration.
\
4
AssetiX Digital asset-management processes.
\
(
Digital management and enforcement of mobility-related fees and
eVa -
permissions.
\
(
AURA loT-enabled environmental and operational monitoring.
\

The framework is product-independent.

Technology is selected according to the , hot the other way

around.

-
o

Technology as an enabler 15



14 - MEASURING TRANSFORMATION

Outcomes, not installations

Transformation should produce measurable operational outcomes, not only
implemented software.

Depending on the project, indicators may include:

01 02 03 04 05

Time Steps Data Access Integration

Reduced Fewer manual Reduced Increased Increased

processing activities. duplicate digital reuse of

time. entry. availability. authoritative
information.

06 07 08 09 10

Quality Transparency Adoption Efficiency Experience

Reduced Improved process Actual use of Increased Improved user

processing traceability. digital institutional or citizen

errors. services. capacity. interaction.

NOT THE MEASURE OF SUCCESS

Seftwareimplemented

-
o

Measuring transformation



The whole framework in one formula

UNDERSTAND THE INSTITUTION
REDESIGN THE PROCESS
CONNECT THE DATA

ENGINEER THE PLATFORM
ENABLE THE PEOPLE

MEASURE THE OUTCOME

Digital transformation is not about putting government processes
online. It is about redesigning how institutions

— with technology as
the enabler.

i -‘ o The ITO transformation model
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DISCOVER - UNDERSTAND - REDESIGN - ARCHITECT - BUILD - ADOPT - EVOLVE

Engineering
Digital Transformation.

We are happy to apply the framework to your institution's challenge, starting with a
Discovery conversation.
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