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Initiation, Research question and Research approach
The way public service delivery is organised is subject to change with customer demand becoming the guiding principle. There is a growing tendency to consider the problem situations of citizens as the starting point for organising public service delivery. However to realise this change and to to serve citizens in a client orientated manner, it is necessary for public organisations to redesign their service delivery processes. The Dutch Government is trying to anticipate these demands with various programs, projects and policy initiatives and to realise the desired reforms an important role has been attributed to Information and Communication Technology (ICT). Using the slogan ‘Electronic Government’ the Dutch government is moving towards more efficient, customer orientated and effective government.

The Dutch government has put the possibilities of improving the delivery of public services using ICT on the agenda by issuing various memoranda. From these memoranda it can be concluded that the national government has the ambition to realise very close co-operation between various service organisations in order to realise the desired new forms of public service delivery. To reach this goal it will be necessary for several service organisations to reconsider their processes of service delivery in relation to the processes of other organisations. When developing such new forms of interorganisational public service delivery tasks, responsibilities and competencies between organisations have to be redistributed and the way in which the tasks are co-ordinated has to be changed with ICT being used as an ‘enabler’. 

Organisations that deliver public services face a complex interorganisational design problem, in which their service delivery processes have to be (re)designed and tuned to other organisations in such a way that the service delivery is focussed on solving complex problem situations of citizens instead of their own supply. It can be concluded however that it is difficult to translate the current efforts and views into acting perspectives for government organisations and that the ideas that have been developed untill now remain quite abstract.

The focus of  this research is the development of such an acting perspective in the form of a design approach for new forms of interorganisational public service delivery.

The objective of the research is formulated as follows:

The development of a design approach for new forms of interorganisational public service delivery.

The following problem definition is derived from this:

How should the design processes of new forms of interorganisational public service delivery be organised?

Two complementary research questions were formulated to answer this problem definition:

· What are the most important features and bottle necks of design processes of new forms of interorganisational public service delivery?

· What demands for a design approach for such design processes can be deducted from this?

A variation of the inductive-hypothetical research approach was used to realise the objective of this research and to answer the problem definition and research questions. In step one, the focus-step, a reference framework was constructed to look at design processes of new forms of interorganisational public service delivery. This framework is based on various government policy memoranda, research reports, the philosophy of Overheidsloket 2000
, an explorative case and rudimentary theories on public service delivery, interorganisational co-operation and design. Then, in step two, five case studies were undertaken to gain an insight into the most important features and bottlenecks of design processes of new forms of interorganisational public service delivery. In step three a design approach was formulated based on abstractions and conclusions drawn from the descriptive case-studies, current theories and the personal experiences of the researcher. In step four the research elements of the design approach were applied to an actual situation and based on this study the approach was adjusted  in step five. 

Contributing to a body of knowledge

A reference framework was constructed to look at design processes of new forms of interorganisational public service delivery. This was done not by trying to construct a theoretical model but by identifying the elements and concepts that might be significant in describing and exploring design processes of interorganisational public service delivery. The most important elements and concepts are described below.

Public service delivery is defined as  “the government executing its primary judicial functions (to procure documents, orders, licenses and permits), of its caring tasks (to provide benefits and contributions) and to give information about both functions”. In this respect designing new forms of interorganisational public service delivery has been positioned as an interorganisational problem of the distribution of work. While designing such new forms of public service delivery, tasks, responsibilities and competencies both within and between organisations have to be re-divided. Furthermore the way in which tasks are co-ordinated has to be re-designed. In this context the existing way of distributing work in an interorganisational service delivery network is called into question. In this respect organising can be described as the distribution of organisational processes in tasks, the distribution of resources to execute the tasks, the definition of responsibilities and competencies, and the distribution of tasks, responsibilities and competencies between one or more actors. Dependency and co-ordination also turned out to be important factors in this context.

The network perspective of organisations was further examined and it was determined that the organisation can be considered to be a network and the surroundings of an organisation also have to be considered as a network; a network of other organisations.

Hence interorganisational networks have been defined as ‘action and interaction systems of interdependent organisations characterised by a structure component, a culture component and a component of division of power wherein unstructured processes of interorganisational decision making are taking place’. It is important to consider that the network environment of an organisation should not be considered to be a static fact because individual organisations try to influence, use, or control the network as much as they can. Networks influence actions of individual organisations and these organisations for their part try to influence the network with their actions.

In relation to the network perspective on organisations some ideas about interorganisational co-operation have been presented using the “resource dependency approach” of Pfeffer and Salancik. Their ideas, which emphasise interaction and relations between actors, formed the basis for the network approaches of organisations. The “resource dependency approach” emphasises the inter-dependency between organisations. In this respect dependency can be considered to be “a situation in which another organisation has the possibility to influence the behaviour and the interests of the ‘focal’ organisation by controlling the necessary resources”. In reaction to this organisations try to regulate their dependency on other organisations by integration, collective structures of interorganisational action and regulation or political activity. Such regulation of dependency is called interorganisational co-ordination. The aspect of interorganisational relations was further examined, as a part of interorganisational co-operation and possible features and characteristics of interorganisational relations were reviewed. Furthermore the element ‘field context’ was considered, as this is an important perspective found in the literature about interorganisational relations.

Finally the different concepts and elements of ‘designing’ were outlined. There is a distinction between the aspects of designing related to content and those related to process. Aspects related to content deal with the problem of what changes are desired, aspects related to process deal with the way in which such changes can be identified and carried out. Then a more content and a more process orientated design approach were examined, the business engineering and the process management approach respectively. It has been argued that in practice one will in most cases come across mixtures of content orientated and process orientated design approaches.

Taking as a basis the concepts and elements discussed above, some situations drawn from the practice of design processes of new forms of interorganisational public service delivery were described and explored.

Exploring a field

Using five case studies the most important characteristics and bottlenecks that occur during design processes of new forms of interorganisational public service delivery were identified in step two of this research. In a nutshell, it can be said that (re) designing new forms of interorganisational public service delivery can be considered to be (re) designing a social system that is technically and socially complex. The following aspects are important in this respect:

· political discussion and decision making
Political discussion and decision making play an important role in design processes of new forms of interorganisational public service delivery.

· legislation and regulations
The formal authorities and responsibilities of public organisations have been laid down in legislation and regulations. As a result of desired shifts in tasks and responsibilities current legislation and regulations often have to be adapted. Legislation processes have to keep up with change processes. Apart from this, privacy legislation plays an important role in possibilities of new forms of public service delivery.

· administrative aspects
Distribution and changing of tasks, responsibilities and competencies in and between organisations, often bring about a shift of current roles and positions of organisations. 

Power and mutual competition are important factors in this respect.

· financial and economic aspects 

The current financing structure of public service delivery is often an impediment for change. It is often difficult to set out future costs and benefits clearly, the perception of this often differs within the involved organisations.

· (re)designing work processes
Work processes within the organisation and between organisations have to be (re) designed with adaptations in the organisation structure and the filling out of tasks/functions of employees.

· data

Data are the most important ground material for the products and services of the government. The interchange of data within and between organisations is often necessary to bring about new forms of  public service delivery. The quality of data is a critical success factor. An additional factor is the power that organisations often derive from the administration of data.

· applied ICT
ICT is an important ‘enabler’ of new possibilities of public service delivery, but also  an important obstacle as a result of current ‘legacy’ ICT. ICT is used for distributing services via ‘virtual counters’ as well as for supporting communication and interchange of data within and between organisations for the benefit of producing services. Often large investments have been made in ICT and the necessary knowledge to be able to use the new possibilities. 

Therefore design processes for the benefit of new forms of interorganisational public service delivery are not limited to the integral design of processes and ICT. The mentioned aspects are put forward in such process designs in a very close correlation and interaction. This results in a complex and dynamic process which places very great demands on the managing of the design process.

Creating a generic understanding
Consequently, using the case studies as a basis, some demands were formulated for design approaches for new forms of interorganisational public service delivery.

These demands are: 

· the problem of fragmentation in public service delivery has to be made a central point of focus

· thinking about new administrative arrangements, in which there are new forms of interorganisational division of work, has to be stimulated

· an integral approach of  renewal of public service delivery has to be supported, in which the commitment of the implementation level as well as the policy level has to be organised

· the defining of problems and searching for possible solutions coming from the chain perspective has to be supported

· the problems and the possibilities of ICT for public service delivery have to be outlined in the design approach

· guidelines and designprinciples have to be offered for managing design processes in a large network of actors that is pluriform, differentiated and complex

· decision making processes and negotiating processes at an management level about the (re) distribution of tasks, competencies and responsibilities between organisations have to be supported

· in accordance with the unstructured character of the design problems, one should not search for the optimal solution but for a shared and satisfying solution

· enlarging the ‘sense of urgency’ of the involved actors for a design process of new forms of interorganisational public service delivery, has to be supported

· a number of concepts has to be offered, for a uniform ‘language’ to be developed, this can then be used to support the discussion and the communication surrounding the organisation of public service delivery

These demands form the basis for step three of this research,  preparing a design approach.

Developing a contribution
The demands and insights obtained from the case studies, theories drawn from the literature and researcher experience were used in step three to develop a design approach for new forms of interorganisational public service delivery. This design approach is structured on the basis of a design framework, in which a distinction is made between a way of thinking, modeling, controlling and working. Below the four ‘ways of’ are explained with reference to the developed research approach.

The way of thinking is related to the underlying philosophy or ‘Weltanschauung’of a design approach. In the way of thinking the perspective on the problem area is explained and the underlying assumptions of the design approach are made explicit. The way of thinking is decisive for the suitability of applying a design approach on a certain application area.

The following basic principles were formulated for the design approach.

· When designing new forms of interorganisational public service delivery complex systems are involved

· Designing is considered to be a process of interorganisational problem solving, which is aimed at solutions that are supported by the involved actors

· Complex problem situations of citizens are the starting point for the organisation of public service delivery, in this context fragmentation is considered to be the biggest problem of current public service delivery

· In accordance with the organisational approaches of ‘agility’ and ‘mass-individualisation’, modularity is considered to be the basis for flexibility

· Both a chain perspective and a network perspective on service delivery are the point of departure, whereby the chain perspective is seen as a ‘communicating structuring principle’ for supporting decision making in a network of actors

· The input of ICT is monitored from two sides; to support existing processes and to realise/to mould new arrangements of implementation, new forms of public service delivery and interaction with citizens

· When looking for possibilities for new forms of interorganisational public service delivery, the policy chain and the implementation chain have to be object of investigation

· Not just individual organisations, policy sectors as a whole should be the point of departure for analysis and design

· Because of their policy responsibility ministries should play a directive and  initiating role in the interorganisational design routes of new forms of public service rendering

· The development of a strategic vision is considered necessary for controlling and guiding interorganisational design processes of new forms of public service delivery

· Reference is made to the importance of managing the competing values of the different actors that are involved 

The way of modeling refers to the use of (modeling) concepts to describe relevant parts of the problem situation. The assumption is that models and uniform concepts enlarge the comprehension of the problem situation and support the communication between stakeholders. As a consequence of the interorganisational setting, in which the interests of different actors play a role, facilitating communication amongst these actors is especially important. The point of the models in this design approach is to stimulate discussion and interaction between the involved actors, resulting in a necessity for change and a shared vision on the problem area. This design approach is limited to describing some elements and concepts that can be used to describe interorganisational public service delivery systems to stimulate discussion and interaction. These core elements and concepts can be helpful in describing problem situations and possible solution alternatives for new forms of interorganisational public service delivery. The core-elements and concepts are connected as much as possible to the way of thinking. The following elements and concepts are elaborated and used in the design approach.

· chains (policy chains, implementation chains, information chains)

· demand pattern

· front- and back-office

· competencies and responsibilities

· public services

· functions

· tasks

· ICT

· actors

· data

· legislation

The way of controlling refers to the management aspects of a design approach; to the way in which the design process is managed. We can distinguish two important aspects of management in the design approach: stakeholder management and process management. Stakeholdermanagement is an umbrella term that covers different aspects; network analyses, stakeholder selection and stakeholder mobilisation. The essence is identifying and activating all relevant actors. In doing so a distinction is made between the design network and the problem situation network. A problem situation network is a network of actors that are in some way or another involved in the observed problem situation. The design network is the network of actors that is willingly created for the purpose of the design process. A successful arrangement of participating actors depends upon judging correctly which actors are essential to joint action and the willingness of actors to dedicate their time and money to the design process. An important consideration that has to be made is the number of involved actors against the manageability of the design process. The more actors that are involved in the design process the more interests and perceptions have to be taken into account and the more difficult to manage the design process will become. Process management is the way in which the design process is managed. Process management is aimed at monitoring and intervention with regard to the openness, safety, progress, content, ‘sense of urgency’, and the configuration of the design network of the design process. In the design approach guiding principles are offered for the activities of stakeholder management and process management.

The way of working refers to the activities that have to be carried out during the design process. The problem-solving-cycle is taken as starting point for the design activities in the design approach, this is the focal point in the business engineering design approach. This problem-solving-cycle is connected to the problem orientated way of thinking of the design approach. The following (design)activities are distinguished, which have to be applied in a flexible way during the design route.

· Problem conceptualisation, in which the definition of the problem area and the creation of an internal basis are key elements

· Stakeholder management, in which the actors provide initial images of the problem situation and possible ways to solve them

· Drafting a process design, in which a document is drafted with guiding rules, decision making moments and important guidelines regarding the design process of new forms of public service rendering

· Problem specification, in which a more complete list and analysis of the observed problem situations is carried out

· Formulating possible solutions and choice,  in which thinking about possible solutions for the observed problems is structured and is directed towards a preferred choice for a certain solution

Four models were developed and presented to stimulate the discussion about new managing arrangements and possible solutions; the autonomy model, the concentration model, the franchise model and the interchange model. The elements and concepts of the ‘way of modeling’ have been used as often as possible to describe the alternative models. The four models are based upon two dimensions that are important to the organisation of service delivery. One dimension concerns centralisation versus decentralisation. The other one concerns standardisation versus diversification. The extreme models should be regarded as alternative ways of thinking for the organisation of policy domains and as ‘vehicles’ for communication between the involved actors. There are guidelines formulated to support the separate design activities in the design approach. The design activities will be chaotic and irregular rather than linear as a result of the interorganisational character of the design process. For this reason the way of working should not be considered a blueprint of the design process, but rather as a range of activities that can surge at any given moment during the design process. Which design activities are important at what moment during the design process depends on a certain design situation and can not be laid down beforehand.

When presenting the ‘four ways’ of the design approach it must be stressed that the design approach should not be seen as a prescription or used as a recipe. The objective is to offer guidelines for design processes of new forms of interorganisational public service delivery, in which the elements of the design approach will be used somewhere during the design process.

Instantiation
Then, in step four of this research, using ‘action research’, an illustration of the application of elements of the design approach is given and the practice of design processes of new forms of interorganisational public service delivery is further explored. The action research was carried out during the design process of a vision of new forms of interorganisational public service delivery for the ministry of Housing Spatial Planning and the Environment (VROM). The researcher had the opportunity to shape the design process as a project leader and to intervene during the design process. Finally, on the basis of experience gained during the action research, we move to step five of this research were the design approach is tightened up on a few points.

Evaluation
Solutions for the current fragmentation of  service delivery are found at this moment  in co-ordination and integration of services at the implementation level. However co-ordination and integration at a local level are progressing very slowly and renewal is limited. The pattern of divided responsibility and uncoordinated division of labour leads to the pursuit of limited self interest by organisations and long-term interorganisational negotiating processes during attempts at renewal of public service delivery. There is a great lack of clarity in the competency and responsibility structures.

When looking for possibilities for new forms of public service delivery we need to inspect policy chains and implementation chains. The ‘citizen at the centre ideal’ calls for institutional innovation which can not be achieved via the implementation level alone, in addition to this individual organisations and policy-sectors as a whole should be the point of departure for analysis and design. Problems with interorganisational work division for the purpose of new forms of interorganisational public service delivery should be placed in the context of a certain policy domain at a certain moment. The perspective in which policy-sectors are considered to be units for analysis fits with the sociological alternative of the neo-institutionalism. Designing new forms of interorganisational public service delivery has to be considered to be institutional designing, in which the (im)possibility to change existing institutions is central. New institutions have to differ from existing institutions to be really able to innovate at an institutional level.

Ministries have the obligation to ensure the quality of service delivery on their specific policy domains because they are actors responsible for policy making. Ministries should play a directive and initiating role in design processes of new forms of interorganisational public service delivery based on their responsibility. The willingness to play this role and the way it is carried out depends on the various relations in the policy domains. Despite these differences, when designing new forms of interorganisational public service delivery, there is a need for a directive function, that can be fulfilled by central government.

In the design approach a chain perspective and a network perspective on service delivery proved to be essential. The chain concept was used as a communicative principle of structuring in a network of actors. The chain perspective was especially important for the way of controling the design approach. Design processes of new forms of interorganisational public service delivery are characterised by a multitude of actors, none of whom can impose their will on the other parties. Furthermore all actors have their own interests, values and perceptions, and these should be intertwined during the design-process. A ‘process-management’ way of operating during the design process fits in with this.

When developing new forms of interorganisational public service delivery it should be emphasised that content orientated design approaches and process orientated approaches are intertwined and that they complement each other. Elements from the business engineering approach to designing and from the process management approach to designing should be applied to create a tailor-made design approach. Such a ‘tailor made’ design approach for new forms of interorganisational public service delivery was developed in this research. The objective of this research was achieved and the answer to the  formulated problem definition was given by developing a design process  and tightening it up on a few points on the basis of the action research.

The design approach that was developed in this research can be considered to be a theoretical approach to design processes of new forms of interorganisational public service delivery. In other words there is no theory or theoretical model as yet. In a theoretical approach all elements are mentioned that can be useful in an area of research and which should be further elaborated in theories. According to the incremental approach to developing a design approach, elements of the theoretical approach developed in this research have to be elaborated further in theories. The design approach can be considered as the basis for a string of new research in which elements of the design approach are explored and elaborated further according to the inductive-hypothetical research cycle. Going trhough the inductive hypothetical cycle more than once and consequently being able to formulate a theory is generally outside the scope of just one research project. It would therefore be the task of a research group to carry out several research projects in the same research area, in this case the design of new forms of interorganisational public service delivery, based on the various results. A few suggestions are given below for further research projects, which can be based on the results of this research.

1. Research into further elaboration of modeling concepts for the purpose of design processes of new forms of public service delivery and supporting tools such as animation and simulation.

2. Research into the use of game simulation or ‘gaming’ to support new forms of public service delivery.

3. Research into the consequences of thinking in terms of chains and chain reversing for the work of officials responsible for policy development.

4. Research among users into logical demand patterns.

5. Research into the application of available methods and techniques for scientific research into organisational networks to support the activity of network analysis from the design approach.

6. Research into the application of the design process in different design situations of new forms of interorganisational public service delivery.

7. Research into the application of mixed forms of content orientated and process orientated design approaches in other areas than public service delivery.

Epilogue
Now fourteen years later government still has an agenda of improving the delivery of public services using ICT. In my work as an consultant I see a lot of initiatives where public organisations try to improve their service delivery in co-operation and close coordination with other organisations, public and private. More and more the chain perspective is becoming normal for public organisations when they are looking for solutions for new public services. Unfortunately a design perspective is not so normal for new public services. Therefore there is less innovation in public service delivery than possible. Consultants who often are responsible for the implementation of improved public services are not capable of the application of mixed forms of business engineering design approaches and more process orientated design approaches. They often are focused on one or the other. 
Furthermore I see a lack of the application of modelling concepts for the purpose of design processes and a lack of the use of game simulation or ‘gaming’ to support new forms of public service delivery. The application of modelling concepts and the use of game simulation have scientifically proven to be useful, but are seldom used in practice in public organisations. 

Another observation from my work as a consultant is that ICT is more and more a driver for change and new services instead of an enabler. It is important for public organisations to make better use of the opportunities of new ICT. To do that it’s important for organisations to transform their total organisation instead of their services alone. There is a need for digital transformations of organisations. Digital transformation is an integrated design approach where strategy, governance, technology, process and people are transformed in an integrated manner. To manage such processes of digital transformation it is more important than ever that business engineering as a design approach is integrated with a process oriented design approach. In processes of digital transformation big data is used to transform the services and organisations in a way that the customers and the workers in the organisations are better served. The design activities are not just oriented on structures, processes and ICT but above all on the people who have to transform their behaviour and who have to deliver shared value.    
� A governmental organisation dedicated to the promotion of the “one-stop-shopping” philosophy








