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Every governmental agency must create a collaborative  

management structure. 

 

Any large organization in today’s complex global environment requires 

collaborative execution.  Unless you have a collaborative way of 

coming up with a strategy, as well as the operational execution of that 

strategy, the organization will fail to create value. Therefore, every 

governmental agency must create a collaborative management 

structure driven from an inter-connected 360˚ enterprise model to 

execute the operational plan. It’s no secret that government agencies 

often operate like satellite republics, with little or no communication. 

Furthermore, the antiquated systems in most agencies stifle even in-

house communication. That leaves the end user – the citizen -- with little 

or no hope of being served as well as possible. 
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EXECUTIVE SUMMARY  

There’s no denying that change comes late – often too late – in the bureaucratically 

burdened public sector, which lags behind the less-encumbered private sector. The 

problem most often stems from the challenges of managing various programs and 

agencies governed within one enormous organization that has numerous interests to 

serve.  

 

It’s easy to walk away from poor service, unfair pricing or general dissatisfaction in the 

private sector. If you live in a major city, there are likely competitors right down the 

block. But even if you dwell in a cabin tucked away in the woods, as long as you have 

Internet access, you can generally get what you want quicker, cheaper and often 

better from somewhere else. It’s not so easy with the public sector, where the federal, 

state and local governments decide how and when you get services like infrastructure, 

education and healthcare.  

 

Government is generally 10 to 15 years behind the private sector. The U.S. continues to 

spend more than any other nation on education, yet falls short when measured by 

academic achievement. The U.S. allocates more than any other country on health 

care, but still ranks in the bottom half of industrialized countries when it comes to life 

expectancy and infant mortality. Meantime, budget deficits and financial shortfalls 

have taken their toll on U.S. infrastructure policy, while emerging-market competitors 

like Brazil and India shell out for long-term public spending initiatives.   
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In an extreme case, China pumped so much money into its infrastructure, the 

investment backfired and created ghost towns with no potential for economic impact. 

Developing nations investing in technology to modernize and transform their 

government agencies are shifting the power in the global competitive landscape. From 

any and every corner of the globe, government initiatives and solutions must be built 

and executed from a 360-degree enterprise view to connect the dots between 

investment and value creation.  

 

As with any organization, it’s vital: 

 to clearly define the mission and vision of a public sector agency; 

 effectively create a value driven advancement roadmap; 

 design a future state with execution options and scenarios;  

 and then proactively manage and validate the actual results.  

 

That’s sounds simple enough, but it’s often a struggle for many government agencies, 

which fall short in fostering an environment that reinforces the development of strategic 

goals by processes that organize and align their activities in support of achieving goals. 

Moreover, government agencies grapple with defining, executing and communicating 

value created from program initiatives and mission goals.  Executing value repeatedly 

requires a CONVERGED Management Framework that is based on multi-disciplinary 

and cross-functional best practices and ensures collaborative execution.  
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CREATING AND PRESERVING VALUE  

President Barack Obama has long advocated for the “immense transformative power of 

technology and innovation” and how they can improve the lives of Americans. More recently, 

Secretary of State Hillary Clinton whose made-up “Texts From Hillary” set off a viral storm of 

laughs, has made serious strides by leading an innovation team that’s working with other like-

minded governments to develop best practices for Internet freedom and training people to use 

open information systems for political and economic benefit. Even if she’s not really “the 

Internet's new queen of cool,” Clinton is tapping into what’s needed to transform the U.S. into a 

viable competitor in tomorrow’s global race for domination. Her innovation team is using 

technology to carry out an agenda she calls “21st Century Statecraft.” What’s more important is 

how Clinton is managing her team and how that team manages the enabling technology 

needed to transform the government’s approach to foreign policy.  

 

The U.S. government has no shortage of programs and initiatives – particularly technology-based 

projects -- that are dwindling in development, bungled by bureaucratic red tape or just failing to 

meet their goals. All the high technology and modernization won’t lead to transformation 

without the right management practices. The problem isn’t apathetic employees or bad 

intentions. The persistent problem stems from numerous inefficiencies caused by non-converged 

oversight, insufficient (or nonexistent) management, deficient accountability structures and 

spending programs that fail to perform as promised. These inefficiencies aren’t a reflection of 

the government itself, but rather the difficulty of managing numerous complex programs within 

one large organization. 

 

By developing multi-disciplinary converged management capabilities – that bring together 

organizations, decision structures, processes and technology, a government agency creates an 
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environment for collaborative change, innovation and efficiency. Managing a government 

agency requires a clear understanding of technology's potential to accelerate development of 

innovative operating models. Government agencies can learn from successful companies, and 

what they do differently than their less savvy and profitable competition.    

 

Successful organizations:  

 Identify Growth Opportunities: with value metrics, 

advancement roadmaps, and measurement criteria 

 Design Future Options: with 360° interconnected operating 

blueprints with dependencies and transparency 

 Realize Value Potential: via a proactive management 

approach with ongoing performance analysis 

 

Execution of repeatable success comes from establishing a seamless management approach or 

a CONVERGED Framework that begins with agency priorities and goals and connects all the 

way through financial investment and program implementation. The converged management 

framework provides a structured approach that unifies decision-making from the agency heads 

to the project management team.  It creates collaborative organizational capabilities that can 

be grouped in the following four functional areas:  

  

BTM 360
TM

 Management Platform 
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 Governance & Organization - Integrates the interests of all stakeholders to provide 

strategic direction and mature management practices. 

 Strategic Investment Management - Maintains competitive advantage by identifying 

non-strategic spending to connect agency goals with financial investments. 

 Strategy & Planning - Establishes and validates strategy grounded in financial practices 

and performance measurement. 

 Strategic Enterprise Architecture - Outlines the business, process and technology models 

required to execute operational agency goals. 

 

Each capability should be implemented through repeatable processes, executed through 

appropriate organizational structures and enabled by the right information and automated 

analytics. 
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MODERNIZE TO TRANSFORM 

Grappling with a financial and economic crisis and stepped up security threats, government 

agencies must be more effective, efficient and highly communicative to protect the people 

and the nation they serve.  

 

The advancement and deployment of technology has transformed the global landscape, 

where agile governments, like businesses, can compete with larger, developed nations. 

Technology presents major opportunities for developing nations that are not encumbered by 

legacy systems, which are costly and cumbersome to modernize. Take Kenya, which “is a rural 

country, but by 2033 it will be an urban country with Nairobi receiving the greatest influx of new 

citizens,” predicts Wolfgang Fengler, the World Bank’s lead economist in the African nation. 

Kenyan newspapers and television networks boast ads for a “technopolis” called Konza City, 

which is inspired by Silicon Valley. The $10 billion project, spearheaded by the government 

through the Ministry of Information and Communication, will be built on a 5,000-acre parcel, 

some 37 miles south of Nairobi.  

 

A phased development over 20 years is expected to create 200,000 jobs, and a world-class 

infrastructure and technology to facilitate research, education and business. It will transform 

Kenya into a knowledge-based economy. The global economy is being led by knowledge that 

doesn’t require complex corporate structures or colossal factories to dominate. 

 

Technology is paramount for public sector agencies to work effectively, and efficient 

management of everything from infrastructure to software to cloudware to the end-user 

experience is essential to ensure the best use of taxpayer dollars. The U.S. government wrestles 

with the unmet need for investment management, efficiency, reorganization and integration. 
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Ineffective management can thwart achievement of milestones and potentially lead to failure 

of overall, system-wide goals. As a result, risk mitigation is always a concern. For example, the 

U.S. government’s directives to implement and manage cloud services are outpacing the 

strategy and migration plans needed to minimize risk. The Federal Risk and Authorization 

Management Program will set a security baseline for cloud services, but each agency must 

define any additional requirements they have above FedRAMP. 

 

By now it is evident that today’s efficient smart government comes from inherent usage of 

technology. And transparency comes from creating and communicating stakeholder value 

driven from an advancement roadmap, designing 360° operating blueprint and proactively 

managing execution of programs utilizing a collaborative management framework.    
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IMPROVEMENT OPPORTUNITIES: SECTOR BY SECTOR 

Healthcare’s Massive Bill Needs Life-Support 

Though most healthcare facilities in the Unites States are owned and operated by the private 

sector, a vast majority of the US population is now primarily dependent upon the public sector 

through programs such as Medicare, Medicaid, TRICARE, the Children's Health Insurance 

Program and the Veterans Health Administration. The number of uninsured continues to climb as 

the U.S. struggles to emerge from an economic downturn. Some 49.9 million residents, or 16.3% of 

the U.S. population, were uninsured in 2010, up from 49 million residents, or 16.1% of the 

population, in 2009, according to the U.S. Census Bureau. Still, the U.S. spent more on healthcare 

per capita ($7,146), and more on healthcare as percentage of its GDP (15.2%), than any other 

nation in 2008, according to the World Health Organization.  

 

Healthcare Case Study 

In a study titled, “Waste and Inefficiency in the U.S. Health Care System: Clinical Care: A 

Comprehensive Analysis in Support of System-wide Improvements,” the New England Healthcare 

Institute identified the need to expand efforts to support technology’s role in decreasing 

avoidable adverse events, including e-prescribing systems, inter-operable data bases and 

regional outpatient electronic medical records. NEHI, an independent, not-for-profit 

organization dedicated to transforming healthcare for the benefit of patients and their families, 

has completed considerable research into the beneficial effects of using technology in 

healthcare. State governments emerge as the entity most able to forge collaborations for 

technology adoption, and NEHI intends to work closely with stakeholders at this level to spread 

adoption of important technologies. The data also show that many avoidable events are the 

result of faulty decisions that could have been prevented by clinical decision support systems.  
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The U.S. healthcare system must integrate the interests of all stakeholders to provide strategic 

direction and mature management practices. Right now, the system is fragmented, with only 

some being served by public programs and too many people without any care at all.  

 

The country is unable to maintain a competitive advantage without identifying non-strategic 

spending to connect business goals with technology investments. Even as the U.S. spends more 

money than any other nation, its healthcare system continues to fall short because the system 

fails to establish and validate a strategy grounded in financial practices and performance 

measurement. Government agencies providing healthcare must outline the business, process 

and technology models required to execute operational business goals. Non-government 

healthcare providers can be wildly profitable, while the public programs continue to bleed 

without serving the citizens. 

 

The NEHI study stresses the need for collaborative management. “Our belief is that much of the 

waste that exists today in health care can be reduced through collaboration among all health 

care stakeholders, if we first understand where and why it exists,” the study said. “Only with that 

common understanding and evidence base can we drive change.” 

 

Education Spending Doesn’t Make the Grade 

In 2008, the U.S. spent a staggering $809.6 billion on education, more than five times the runner-

up, Japan, at $160.5 billion. In spite of such ginormous spending, we are falling behind the world 

in student achievement. The most recent Program for International Student Assessment (PISA) 

results show that U.S. students barely achieved the average score in reading literacy, and 

scored below the average in mathematical literacy. This problem may in part be attributed to 

the way we spend the mammoth budget, and it’s a conflict between equality and 
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achievement. In May and June, more than 100 U.S. schools will take part in in a new pilot project 

in which 15-year-olds take a 2½-hour test based on PISA’s high-profile global assessment. Results 

are expected by September, but it’s up to the individual school districts to decide whether to 

make them public. Led by the Paris-based Organization for Economic Cooperation and 

Development, which oversees PISA, the initiative is backed by several private U.S. grantmakers 

and partner organizations. It’s independent of the U.S.’s planned participation in the upcoming 

administration of the regular PISA, scheduled for next fall, which provides national-level data. 

The pilot comes as the Obama administration proposed spending $6 million to create a 

separate PISA initiative that would allow individual states to compare their achievement against 

other nations. 

 

Education Case Study 

Education is important for social and economic development, and higher education is a key 

area to maintain a country’s competitiveness in the global economy, according to a 2011 

UNESCO study on Asia and the Pacific. “Fundamental to the creation of qualified human 

resources is an accessible, effective and efficient higher education system, particularly when 

governments are counting on university graduates to be competitive in creating wealth for their 

country,” the United Nations Educational, Scientific and Cultural Organization said. “Universities 

are therefore compelled to be innovative and lead by using cutting-edge technology to meet 

these expectations.”  

 

The study stresses that the trend towards a knowledge-based economy highlights the 

importance of universities as repositories of valuable human capital. Driven by globalization and 

demands to teach and train competitive professionals, universities grapple to increase access 

and improve higher education, amid dwindling resources. The study notes how participants of 
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World Conference on higher Education in July 2009, stated that: “At no time in history has it been 

more important to invest in higher education as a major force in building an inclusive and 

diverse knowledge society and to advance research, innovation and creativity.” Three years 

later it is even more critical to make such investments. Every nation must identify non-strategic 

spending to connect goals with technology investments for education to become or remain 

competitive. 

 

Between 1999 and 2008, the number of students enrolled in higher education institutions jumped 

by 65 million, with much of the growth being seen in East Asia and the Pacific, according to 

UNESCO. The global demand for higher education is expected to leap from less than 100 million 

students in 2000, to more than 250 million in 2025. The Organisation for Economic Co-operation 

and Development has estimated that participation rates of 40% to 50% in higher education are 

essential for strong economic growth. Most regions around the world have yet to reach that 

target, and governments and educational institutions are seeking innovative ways to boost 

access to higher education and improve the quality of their programs to gain a competitive 

edge, the study notes. 

 

The study cites Live@Edu, a worldwide program run by Microsoft, which has enabled the 

Symbiosis Centre for Distance Learning in India to provide students with cutting edge 

communication and collaboration tools. SCDL, which has more than 200,000 students from all 

over India and more than 40 countries, with 150 employees and more than 400 visiting faculty 

members, uses these tools to help students express themselves and increase their potential for 

collaborative learning with other students and the faculty. Live@Edu offers mobile, desktop and 

web-based platform to help students to collaborate on campus and build a community.  
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Crumbling Infrastructure Needs Reinforcement 

The U.S. will have to cough up $2 trillion to rebuild infrastructure, including roads, bridges, water 

lines, sewage treatment plants and dams reaching the end of their planned life cycles, 

according to a recent study by the Urban Land Institute. And the outlook is dimming as stimulus 

funding dwindles. In 2009, the federal government appropriated $62 billion in funding for 

transportation and water infrastructure under the American Recovery and Reinvestment Act. 

The Congressional Budget Office estimates that by 2013, 90% of the funds made available 

through ARRA for infrastructure will have been spent. As the U.S. deteriorates, the emerging 

nations are paving the way for the future. Developing nations are moving forward with massive 

spending on infrastructure construction projects and mining activities, as economic prospects 

remain positive. The Brazilian infrastructure construction will get a major boost with international 

sporting events including 2014 FIFA World Cup and the 2016 Olympics Games, while Russia will 

host major sporting events including the 2014 Winter Olympics and 2018 FIFA World Cup. 

 

Infrastructure Case Study 

Massive investment by BRICS hasn’t all been positive. China has injected so much stimulus into its 

infrastructure and housing markets that it’s created ghost towns. China builds about 10 new 

cities a year, equipped with highways, apartment buildings, shopping centers, cultural plazas 

and just about anything a modern metropolis could need, except for people to live and shop 

there. While major building projects are intended to boost GDP growth, there’s no demand for 

the empty cities that keep popping up in China. Accurate statistics aren’t readily available for 

China, but estimates say there are up to 65 million vacant housing units held for investment. Poor 

management has led to non-strategic spending that’s dragging on the country’s already 

slowing economy. The Chinese government desperately needs to focus on strategic investment 
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management to gain a competitive advantage. It must identify this non-strategic spending to 

connect business goals with investments.  

 

The Chinese people have only been able to own homes since the late 1990s, and the country 

has been pouring money into the housing market over the past decade. The Chinese 

government was worried about the run-up in prices and residents' concerns over the lack of 

affordable housing, so it took measures in to rein in speculators. The government hiked down 

payments, made it tougher to qualify for mortgages and imposed residency requirements and 

limits on investment purchases. But developers continued to borrow and build at record levels, 

thinking the government would ease up to maintain economic growth. Western financial experts 

fear a bursting of the Chinese real estate bubble, noting that the Chinese economy is more 

dependent on housing than the U.S. economy was before the sub-prime lending bubble burst in 

2007. 

 

The spending isn’t going to stop anytime soon. Over the next 10 years China will spend $4.37 

trillion dollars on building and upgrading energy, transport, telecommunications, and water and 

sanitation infrastructure, according to Asian Development Bank data. The world’s second-largest 

economy now spends about 9% of its GDP on infrastructure compared with 5% in Europe and 

2.4% in the U.S. "China has to rely on infrastructure investment to manage economic slowdown," 

said Zhang Hanya, the head of China's investment association, a think tank affiliated with 

China's economic planning agency. This reckless spending clearly lacks a transparent operating 

blueprint that connects the dots between financial reporting and actual business operations. 

The spending goes on even as the economy slumps, and this misguided attempt to strengthen 

GDP is just creating empty cities. 
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COLLABORATIVE MANAGEMENT IN PRACTICE  

An operating blueprint provides two strategic enablers: 360˚ enterprise models; and impact 

analyses and scenarios for true value creation. The 360˚ models can be of a process, an 

organization or a technology with the ability to proactively visualize the end-to-end goals and 

execution strategies before and during the implementation of costly and often irreversible 

strategies that can hamper goals. In government, as in business, these models create the 

opportunity to ask “what-if” and test scenarios that help vet problems and issues ahead of major 

financial commitments. Impact analyses and scenarios create multiple output scenarios, 

evaluate the end-to-end impact of each scenario, and arrive at the optimal solution. An 

operating blueprint allows everyone in an enterprise, public as well as private, to work together 

based on converged intelligence of market opportunities, execution capabilities and business 

model differentiations. Make no mistake, every government is a big organization with a huge 

budget, a management hierarchy and stakeholders. 

 

And any large organization in today’s complex global environment requires collaborative 

execution.  Unless you have a collaborative way of coming up with a strategy, as well as the 

operational execution of that strategy, the organization will fail to create value. Therefore, every 

governmental agency must create a collaborative management structure driven from an inter-

connected 360˚ enterprise model to execute the operational plan. It’s no secret that 

government agencies often operate like satellite republics, with little or no communication. 

Furthermore, the antiquated systems in most agencies stifle even in-house communication. That 

leaves the end user – the citizen -- with little or no hope of being served as well as possible.  

 

Hillary Clinton’s innovation team is an excellent example of attempting collaborative 

management. The group, led by Alec Ross, a technology guru for the Obama '08 campaign, 
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has no office or headquarters. Clinton created the senior adviser for innovation position, and 

Ross reports directly to her.  

 

When Clinton arrived at the State Department in 2009, she asked her staff two questions: “How is 

the Internet changing ... international relations and the conduct of foreign policy? And ... more 

importantly, what are we doing about it?” according to Ben Scott, a member of the innovation 

team.  In an article for March 2011 edition of NATO Review, Ross described “a triple paradigm 

shift converging on a single network.” 

 

Clinton’s team has a Herculean task, with a government that has to make massive changes 

amid a world that’s already transformed. Mass media has shifted from print and broadcast to 

worldwide digital platforms. Personal communication has evolved from mail and telephones to 

digital packets that cross borders instantly. And, especially significant for Clinton, conduct of 

commerce is migrating from seaways, highways and skyways to digital domains. The Internet is 

shifting power away from central governments and large institutions toward smaller institutions, 

individuals and networks of individuals. Diplomacy must now be conducted at the government-

to-people and the people-to-people levels. 

 

While the innovation team is largely focused on working with foreign governments to develop 

best practices for Internet freedom and training people to use open information systems to 

achieve political and economic goals, it also provides dissidents and opposition movements 

with the tools to ward off censorship and spying by hostile governments. 
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CONCLUSION 

The inefficiencies discussed in this paper didn’t emerge overnight, and unfortunately can’t be 

eradicated quickly either. Government agencies seeking to improve their overall management 

practices must learn to approach management and execution whereby they realize that 

changing their governance and decision-making around investments is what will often drive the 

agency forward. Like any organization, this takes time, patience and determination.  

 

Government officials and agency heads must articulate their mission's strategic vision, establish 

metrics for its deployment and operations and provide proactive oversight of risk management. 

These capabilities allow for the right decisions to be identified, assigned and effectively 

executed at the executive, agency, and program levels of any government.  

 

These efforts should be facilitated through use of an operating blueprint, which enables 

everyone in a government agency to work together based on converged intelligence of growth 

opportunities, execution capabilities and operating model advantages.  

 

The public sector is as tied to the needs of the private market as it to its political constituency. 

Every major organization in today’s complex and constantly changing marketplace requires 

collaborative execution. As with the private sector, all government agencies are functioning 

within a global marketplace.  

 

Without a collaborative approach to strategy execution, an agency will fail to create value for 

the programs it is driving. As with any organization, the likelihood of success within a government 

agency increases exponentially through the creation of a management structure with a 360˚ 

holistic view that enables  effective execution of its operational plan with centralized visibility, 
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investment tracking, and ongoing performance measurement. 

 

In the same manner that a company bears responsibility in answering to the company 

shareholders, a government agency should be accountable to its stakeholders - the citizens that 

depend on an agency’s critical services.  At the end of the day, how a country is managed is by 

far the most important operation of all. 
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